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Abstract of Dissertation

Organizational Culture at a University Education Center: A Case Study

Historically, colleges and universities, public and private, have expanded their
reach and enhanced their competitiveness by launching regional branch campuses.
Regional branch campuses continue to play a unique and underappreciated role in the
post-secondary educational attainment goals of the United States catering to the growing
population of non-traditional, non-residential students seeking and/or completing post-
secondary credentialing, and operating in an external environment characterized by more
intense competition, greater demands to support economic growth, and more demands for
job readiness from parents and students. Organizational culture can help navigate the
challenging operational environment of these regional branch campuses; culture has been
identified as a key component in the successful management of organizations and a key
driver and predictor of organizational effectiveness (Kezar & Eckel, 2002) as evidenced
by the successful completion of campus goals.

The culture profile of the regional branch campus developed in this study
included the culture types in the following rank order: Clan, Adhocracy, Market, and
Hierarchy. Clan dominated and supported the collegial, family-like working environment
that emphasizes collaboration, teamwork, and an internal emphasis. Adhocracy supported
the mission and vision to innovate and provide unique programs to the region as well as
to lead the university to unique and untapped enrollment markets for students and for
programs. The Market culture supported the purpose of the regional campus to gain
market share in the region, and Hierarchy provided the operational infrastructure and the

stability required to innovate and grow successfully. The presence of the four cultures
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and the ability of the regional branch campus to manage and reconcile the competing
priorities and attributes inherent in the four culture types represented a fundamental
exercise required of high performing organizations, the integration of opposing attributes
and the management of the paradoxes inherent in the integration. The literature on culture
suggests that managing the contradictions and tensions of competing values leads to
heightened organizational performance (Cameron, 1984; Cameron & Quinn, 2011;
Cameron et al., 2014).

This study offers researchers and practitioners an example of how to diagnose
culture and its attendant characteristics; researchers and practitioners are provided an
opportunity to understand how those characteristics are aligned in support of or are
misaligned with the goals and aspirations of an organization. Using the culture profile
practitioners and organization leaders can purposefully strike a balance among cultural

characteristics to enhance performance.
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Chapter |

From the ideals espoused by Dewey (1916) of a democratic education to create an
informed and a participative society to the Lumina Foundation’s focus on education as a
prerequisite to individual opportunity and an engine for the global competitiveness of the
United States (Lumina, 2017), institutions of higher education continue to play a pivotal
role in our society. As a result, the effectiveness and thus performance of institutions of
higher education have become increasingly important; effectiveness in this context is the
ability to successfully accomplish the stated goals of an organization.

The pressure to perform and operate effectively and successfully is exacerbated
by the turbulent 21% century external environment for higher education institutions, an
environment that has evolved since the 1980s. The 1980s marks the beginning of the
postindustrial environment for colleges and universities (Cameron & Tschirhart, 1992),
characterized by a rapidly developing knowledge economy, which increases pressure to
update and change academic curricula and technology. The education economy has
experienced increased competitiveness resulting in more dollars being spent for post-
secondary credentials in for-profit institutions than inside of traditional not-for-profit
higher education institutions (Cameron & Tschirhart, 1992). The political landscape has
also become more complex with a focus on public policy aims that affect higher
education, such as the cost of education, federally funded financial aid, changes and
debates in the K-12 landscape related to college preparedness, concerns about college
access, and issues around college safety. In addition, on an economic note, higher
education institutions have faced less consistent enrollment growth, a call for more
efficient use of resources, and a need to restrict spending (Cameron & Tschirhart, 1992).
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The external environment in which higher education institutions operate is turbulent and
complex due to the factors described previously, (Cameron, 1984) presenting managerial
and administrative challenges that had not previously been a factor for higher education
institutions.
The Post-Industrial Environment and Organizational Culture and Effectiveness

In this more challenging postindustrial environment, the desire and need for better
management prompted the study of organizational culture and effectiveness of colleges
and universities (Cameron & Tschirhart, 1992). Recognizing the challenges facing higher
education institutions provided a backdrop for an increased interest in organizational
culture and its contribution to organizational effectiveness in higher education. “The
concept of culture refers to the taken-for-granted values, underlying assumptions,
expectations, and definitions that characterize organizations and their members”
(Cameron & Quinn, 2011, p. 18). Studying organizational culture illuminates and
intersects other aspects of the organization, such as decision making, success, and
strategy, to potentially arm leaders and managers in higher education with the tools they
need to proactively and effectively maximize performance and outcomes (Cameron,
1984). Studying organizational culture puts emphasis on the role culture plays in
improving the performance and effectiveness of higher education organizations.

The literature on organizational culture suggests that efforts to improve institutional
performance must incorporate a fundamental appreciation and understanding of the
management of academic cultures (Denison, 1984; Cameron & Freeman, 1985; Cameron
& Ettington, 1988; Denison & Spreitzer, 1991; Fjortoft & Smart, 1994; Cameron &

Quinn, 2011). While cultures that embrace multiple value-systems are the rule rather than



the exception, the dominant or primary culture type that exists within an organization can
be identified and has been shown to be related to the effectiveness of colleges and
universities (Fjortoft & Smart, 1994). Identifying the culture type of an organization,
developing an understanding of how the culture develops and evolves, and describing
how people experience the culture can lead to the ability to analyze performance through
identifying the cultural context and its effect on the participants (Kezar & Eckel, 2002).
Tierney (1988) suggested that the lack of understanding of the role of organizational
culture in improving management, decision making, and institutional performance
impedes the ability of institutions of higher education to effectively address and
successfully navigate the challenges facing them.

This case study provides useful insight that illuminates how a subunit, a regional
branch campus, of a private university successfully navigated its launch and is managing
its continued growth given its culture type(s): Clan, Adhocracy, Market, and Hierarchy.
The identification of the Clan culture as the dominant culture type and identifying the
Clan culture as strong and congruent and the fact that the regional branch has experienced
continued growth in enrollment and corporate and community partnerships since its
inception, supports the idea that a strong, congruent culture positively impacts
performance (Cameron & Freeman, 1991). The Clan culture is also referred to as the
“collaborate culture”, known for its family-type organization, characterized by teamwork,
a commitment to organization members, full participation of all organization members,
loyalty as a key value, and a strong sense of shared values and responsibility (Cameron &
Quinn, 2011). This case study found the Adhocracy culture as the second dominant

culture at the study site. The Adhocracy culture is also referred to as the “create culture”,



known for an emphasis on innovation characterized by entrepreneurship, developing of
new ideas, products, programs and services, fostering flexibility, relying on adaptability,
and empowering organization members to be risk-takers (Cameron & Quin, 2011).

Understanding culture in the context of this case study provides campus
administrators insight to proactively manage cultural attributes to align with goals,
improve performance, and inform decision making regarding all aspects of operations
from enrollment management to campus expansion to academic programming. According
to Smart, Kuh, and Tierney (1997), “An institution’s culture is thought to mediate how an
institution deals with external and internal pressures” (p. 257). Schein (1992) suggests
that the most important activity that leaders perform is creating and managing culture.
Culture affects how work is carried out by organizational members, what and how
information is communicated, and how organizational members make meaning of the
information (Sackman, 1992). The key to using culture to enhance performance is
understanding how organizational members align with the culture and how culture aligns
with organizational operations, management, and goals. Smart and St. John (1996)
suggest, “an alignment between espoused cultural values and actual management
practices is essential to the explanation of, and efforts to improve, organizational
performance” (p. 232).

Identifying the culture type of an organization, how organizational culture is
developed and experienced from the perspective of organizational members (i.e., campus
leadership, faculty, and staff), and the role of culture in successfully achieving goals is
limited in the literature in the higher education context; this topic requires further inquiry.

From the study of organizational culture and organizational effectiveness in the higher



education context, the implication for higher education is that developing alignment
between culture and effectiveness that reflect broad campus beliefs as well as the
characteristics of the organizational structure and leadership practices will enable
colleges and universities to reap performance benefits that alignment can bring (Smart &
St. John, 1996). Having alignment among the cultures, leadership practices, and
organizational focus creates an environment in which consensus is more easily obtained,
where the strategic emphasis is well supported by the culture and in alignment with
management practices thus strengthening the organization (Smart & St. John, 1996). The
strength of higher education institutions and their role in creating an educated and highly
skilled citizenry has been linked to the strength of the United States’ economy and
continued economic progress and stability.
The Role of Education Centers in the Credentialing Goals of the United States

As the United States strives to maintain its global competitiveness through
improving the educational attainment of its citizens, education centers can and will play
an important role. An education center in the context of this case study is a regional
campus of a private university that caters to the educational needs of its geographic
location, that has a primarily adult student population, and that provides programs with
flexible delivery. The Lumina Foundation published its Strategic Plan 2013 — 2016 in
February 2013. The goal of increasing the percentage of Americans that obtain a post-
secondary credential or degree to 60% by 2025 has influenced similar goals at the federal
and state levels of government, at colleges and universities across the country, and in
several communities (Lumina, 2013). To reach the 60% goal, the United States must

produce 62 million post-secondary credentials (Lumina, 2013). While approximately



63% of those credentials will be received by the traditional student population of 18 — 24-
year-olds, there is a gap of 37%, or 23 million, credentials that remain to be obtained by
individuals 25 years of age and older (Lumina, 2013). To produce the 23 million
credentials requires focusing on the non-traditional adult student, adults who never
attended a post-secondary institution, adults who have attended but did not complete their
credential, and adults working and needing skill refreshers or new skills. Education
centers, like the site chosen for this case study, play a role in closing the gap because
education centers tend to focus their efforts and programming on the non-traditional adult
student through programmatic innovations, flexible classes, credit for work experience,
and a focus on degrees and certificates that cater to specific skills and qualifications
sought by employers.

This study of organizational culture at an education center includes
recommendations regarding how to use the identification and understanding of culture to
improve performance and effectiveness. This inquiry produced descriptive information
on how organization members experience, describe, and understand the culture and as a
result provides useful information about the culture context at the education center and
the role that culture plays in attaining campus goals.

Statement of the Problem

The literature suggests that organizational performance and effectiveness can be
measured using some combination of effectiveness models and metrics (Cameron, 1978,
1981, 1984, 1986). One of the main factors that affects organizational performance is
organizational culture (Denison, 1984; Cameron & Freeman, 1985; Cameron &

Ettington, 1988; Fjortoft & Smart, 1994; Kezar & Eckel, 2002). Culture affects how



things are done, what information is communicated, how information is communicated,
the messages sent and the messages received, and, most importantly, how organizational
members relate to the culture and how that relationship aligns to the goals of the
institution (Neumann, 1995; Smart, Kuh & Tierney, 1997; Kezar & Eckel, 2002). The
effective management and thus successful performance of colleges and universities is
important due to the role that these institutions have played historically and continue to
play, emphasizing their contribution to the social, political, and economic advancement
of society.

While traditional colleges and universities are a mainstay of the higher education
landscape, the contribution of the branch campus to the higher education landscape is
also important to consider. Branch campuses have existed since Thomas Jefferson
originally introduced the idea of multiple college campuses that would provide access to
all Virginians (Dengerink, 2001). As early as the 9" century, branch campuses and
campus extensions developed to expand the reach of colleges and universities, to provide
educational opportunities to the most rural areas, and to cater to underrepresented student
populations such as women and African Americans (Thelin, 2011). However, these
campuses and extensions were re-organized during the late industrial period. Schuman
(2009) elaborates on this reorganization,

But beginning around the mid-twentieth century, in many states other institutions

were created or became concatenated with the central campus or campuses, and

“the state university” became “the state university system.” Simultaneously some

private colleges and universities that had largely been single-campus enterprises



for three hundred years since the founding of Harvard in 1636 also began to

consider, create, or consume affiliated institutions at different locales. (p. 2)
Branch campuses have continued to have outreach as a primary motive but have also
served as an avenue for higher education institutions to expand into new areas, meet
specific demand beyond the traditional liberal arts education for 18-24-year old students,
and increase revenues to meet rising operational costs (Dengerink, 2001). “The
commitment to such wide accessibility, however, is a more recent phenomenon in higher
education and many branch campuses now exist throughout the United States”
(Dengerink, 2001, p.7). Examples of branch campus expansions include the following:
The Johns Hopkins University’s Montgomery County campus, Georgetown University’s
Chinatown campus, University of Virginia and Virginia Tech’s Northern Virginia
campus, and George Washington University’s Hampton Roads Education Center. Many
of these campus expansions have served to be engines for increasing enrollment,
appealing to non-traditional, non-residential students, and able to provide a variety of
flexible delivery options. “One could argue that branches have helped create much of the
explosion in college attendance by nontraditional students” (Fonseca & Bird, 2007, p. 8).
According to the National Center for Education Statistics the number of students age 25
and older was 8 million by 2016 and projected to be almost 8.1 million by 2027 (Digest
of Education Statistics, 2016).

During the Obama administration research suggested that United States’
competitiveness was in peril of no longer standing as the most educated society in the
world, haven fallen behind in the number of American citizens that are college graduates,

and the declining employability of the citizenry in the knowledge economy is lacking



(Kanter, 2011). In addition to the United States falling behind in the number of adults
finishing some level of post-secondary education, “...millions of jobs each year go
unfilled for lack of a well-trained workforce” (Kanter, 2011, p. 3). The United States’
global economic superiority rests on the nation’s ability to improve the post-secondary
education of students at all levels (Kanter 2011). In order to regain our position as the
most educated society in the world, Kanter (2011) says, “... we must simultaneously re-
engineer adult learning” (p. 4). A Chronicle of Higher Education article reported on a
panel of educators assessing the education goal of increasing the number of Americans
age 25-34 that hold a degree from a two- or four-year higher education institutions from
42% to 60%. In this article, Nelson (2010) explains that, “Many more adults will need to
enroll in college for the United States to meet President Obama'’s goal of having the
world's largest share of college graduates by 2020” (p. 1). Kanter (2011) echoes that
sentiment, “We have to generate new college graduates from older students, career
changers, students who enrolled in college and then left before attaining a degree and the
unemployed” (p. 4). What is needed to focus on adult learners are programs that cater to
the needs of adult learners, who often have competing priorities like families and jobs as
well as programs that provide the skills that employers in the knowledge economy are
seeking. The most recent Lumina Foundation Strategic Plan 2017 indicated that these
issues continue to be relevant and in fact specified the need to increase the number of
United States citizens with a post-secondary credential to remain globally competitive.
Education centers tend to focus on adult learners and provide programs that develop

industry specific knowledge and skills; therefore, such programs are relevant to the



education goals in support of the United States re-assuming its prior status of the most
educated citizenry and maintaining its global status of economic leader.

The effective and successful management of education centers is an important
area of inquiry given the role they can play in the educational attainment goals linked to
the global competitiveness of the United States. This inquiry focused on one type of
branch campus, the education center. More specifically, this study focused on the
education center of a private university, a campus in the United States as opposed to
abroad, and not the branch campus or community college in a state system. The education
center offers programs unique to its location; programs focused on the demand for
industry-specific knowledge and skill development and programs that cater to adult
learners. The study of culture and effectiveness at the education center level fills a gap in
the literature of organizational effectiveness and organizational culture at the education
center level and provide some insight into how culture is linked to successful attainment
of stated organization goals. The relevance and importance of studying education centers
is that education centers contribute to national economic goals, national educational
goals, and United States’ global competitiveness.

Purpose and Research Questions

One challenge facing the leaders of education centers is developing and sustaining
a culture connected to, but unique from, the main campus: a culture that supports the
goals and expansion of the education center and enhances the offerings of the main
campus, thus enhancing the effectiveness and success of the education center. .. .culture
is a socially constructed attribute of organizations that serves as the social glue binding

and organization together” (Cameron & Quinn, 2011, p. 18). “An organization’s culture
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is reflected by what is valued, the dominant leadership styles, the language and symbols,
the procedures and routines, and the definitions of success that make an organization
unique” (Cameron & Quinn, 2011, p. 22).

Effectiveness and performance are linked to culture. Denison (1984) explained
this link, “the cultural and behavioral aspects of organizations are intimately linked to
both short-term performance and long-term survival” (p. 6). What leaders of education
centers should understand is what type of culture is present and how organizational
members understand and manifest the culture on their campuses. Leaders benefit from
knowing how the cultural context they are trying to create and sustain is in fact being
manifested and experienced by their teams. Tierney (1988) points out that, “a central goal
of understanding organizational culture is to minimize the occurrence and consequences
of cultural conflict and help foster the development of shared goals” (p. 5). Tierney goes
on to say that understanding culture “will enable us to recognize how those actions and
shared goals are most likely to succeed and how they can best be implemented” (p. 5).
The first step to understanding how the culture at an education center enhances
performance and effectiveness is to identify the culture(s) at the education center from
the perspective of the organizational members. To provide an understanding of the
culture, we need to construct a culture profile, which includes identifying several aspects
of culture: culture type, an effectiveness theory related to the culture type, strategic
emphasis, and the value drivers based on the culture type.

Colleges and universities are facing the challenges of an operating environment
characterized by turbulence, defined as the inconsistent nature of enrollment, the need to

make decisions faster and manage the onslaught of information available, and to address
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a complex and quickly changing higher education landscape (Cameron & Tschirhart,
1992). There is a need to improve performance given the external environmental
challenges and the important social and economic roles colleges and universities play in
US society. Identifying and diagnosing culture can be instrumental in improving
performance in institutions of higher education.

Culture in the context of this inquiry is the actions, behaviors, values, and the
roles organization members use to define, set, interpret, and achieve goals (Tierney,
1988). Culture plays an important role in how actors interpret the challenges, goals, and
strategies set forth by leadership and thus the successful performance of the campuses on
which they reside. The literature on organizational effectiveness and culture at
universities has been mostly quantitative measuring correlations of variables but not
offering qualitative descriptions of culture and culture context that may enlighten
researchers and practitioners about culture and its impact on organization members. The
studies were done at the organizational level and did not provide the type of description
and understanding of what the culture is, how pervasive the culture is, how the culture is
aligned with leadership, management and strategic emphasis, and how the culture may
indicate targeted operational strategies to improve performance (Cameron, 1978;
Cameron, 1981; Cameron & Whetten, 1981; Quinn & Cameron, 1983; Denison, 1984;
Cameron, 1986; Cameron & Freeman, 1991; Cameron & Tschirhart, 1992; Sporn, 1996;
Smart & St. John, 1996; Smart, Kuh, & Tierney, 1997). This inquiry offered a case study,
including a culture profile, a description of the culture from the perspectives of

organizational members, and an assessment of the culture strength and alignment.
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One implication of this study, supported by the literature, was that the Clan
culture identified as the dominant culture for this education center often develops in small
group settings or subunits, such as the small administrative team for this regional campus
(Wilkins & Ouchi, 1983). The Clan culture is characterized as collaborative, reliant on
team work and commitment, participatory in nature, and focused on satisfying
organization members. In addition to the Clan culture the Adhocracy culture was also
prominent. For this study site the Adhocracy culture as characterized in the literature as
creative, innovative, externally focused, and transformative (Cameron & Quinn, 2011)
was in alignment with the required entrepreneurial nature of launching the first regional
campus, the need to tailor existing programs to the new regional location, the need to
adapt the main campus brand to the local region, and the need to innovate and develop
new programs and partnerships specific to the region and the needs of regional
employers.

Another implication of the study was that alignment of cultural values across key
areas of an organization, such as leadership style, management practices, strategic
emphasis, and criteria for success, led to high levels of performance and organizational
effectiveness. In this case study, the Clan culture was present in all aspects of the
organization and supported by all participants, which signaled alignment. The alignment
supported a successful launch and continued growth of the campus; alignment supported
clarity of purpose, an understanding of shared goals and values, and an absence of
discord (Cameron & Freeman, 1991).

The findings in this study provided campus leadership with an understanding of

what cultures were present, what attributes were attendant to those cultures, and how
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those attributes contributed to goal setting and attainment. The deeper the cultural
understanding provided by this study the better the organization members can navigate in
the current environment, communicate with organizational members, ensure goals are
aligned with management strategies, and improve overall performance and effectiveness.
This study filled a gap in the literature of organizational culture by focusing on
the subunit of an education center rather than focusing on the entire university
organization and employing a qualitative approach that relied on gathering data from a
questionnaire, interviews, and a document analysis. The study purpose was to develop a
culture profile from the perspective of the organizational members. The culture profile
provided a context for identifying the culture type(s) at the education center and
describing the culture(s) identified from the perspectives of the study participants. The
study answered two research questions: what is (are) the culture type(s) at the education
center? How is the culture described by the organization members? The following
analytical questions guided the study:
e What cultures exist at the education center among the four ideal culture types
— clan, adhocracy, market, and hierarchy? What are the dominant culture(s)
and the attendant characteristics of that culture?
e According to the organizational members, how is culture manifested based on
three measures:
o style —how organizational members are managed,;
o behavior — how organizational members interact with each other; and,

o relationships — how do organizational members relate to each other?
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e In what ways is culture developed and supported? In other words, what
behaviors are exhibited and activities undertaken?
e From the point of view of organizational members, how is culture
(in)compatible with the articulated goals?
Theoretical Framework

This culture inquiry was grounded in the literature on organizational culture and
organizational effectiveness. Tierney’s (1988) definition of organizational culture guided
this inquiry:

An organization’s culture is reflected in what is done, how it is done, and who is

involved in doing it. It concerns decisions, actions, and communication both on an

instrumental and symbolic level. Moreover, to implement decisions, leaders must

have a full, nuanced understanding of the organization’s culture. Only then can

they articulate decisions in a way that will speak to the needs of various

constituencies and marshal their support. (pp. 3-5)
To assess organizational culture at the education center, it was important to choose an
underlying framework that helped bound and focus characteristics of key cultural
dimensions (Cameron & Quinn, 2011). Underpinning this case study is the Competing
Values Framework (CVF), derived from the organizational effectiveness literature, which
sought to identify the major indicators of effectiveness in organizations (Cameron &
Quinn, 2011). Cameron and Quinn (2011) used the CVF as a way to investigate and
identify culture. As part of this framework, they asked several key questions,

What are the main criteria for determining if an organization is effective? What

key factors define organizational effectiveness? When people judge an
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organization to be effective, what indicators do they have in mind? (Cameron &

Quinn, 2011, p. 38).
Answering these questions revealed that perceptions of effectiveness are rooted in the
core values of an organization or rather the organization’s culture. The CVF represents
the intersection of the literature on organizational culture and organizational
effectiveness. The framework was originally developed as a tool to organize the criteria
and theories attendant to measuring organizational effectiveness. Then, it was expanded
to consider the underlying values and assumptions attendant to theories and criteria of
organizational effectiveness. The values and assumptions underpinning the CVF are the
four ideal culture types: Clan, Adhocracy, Market, and Hierarchy.

The expanded CVF includes the dominant characteristics of organizations as well
as the following four ideal culture types:

e Clan culture —a group culture that represents an environment of
collaboration with leaders being internally focused on building teams,
empowering organizational members, and facilitating participation;

e Adhocracy culture — a developmental culture that represents a structure
that promotes innovation and entrepreneurship with leadership focused
eternally on creating new products and services;

e Market culture — a rational culture that represents a structure based on
competitiveness and transactions with leaders externally focused on the

bottom line and results; and,
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e Hierarchy culture — a bureaucratic culture that represents a formalized,
structured work environment with leaders serving the role of coordinators,
internally focused on organizational stability.

Each culture type subscribes to a certain set of characteristics that supports what is
emphasized and valued, what binds the organization or what is considered the
organizational glue, and what motivates organizational members. The CVF as a
framework for culture “connects the strategic, political, interpersonal, and institutional
aspects of organizational life by organizing the different patterns of shared values,
assumptions, and interpretations that define an organization’s culture” (Denison &
Spreitzer, 1991, p. 3). Organizations are rarely one culture type but are often a complex
combination of the four ideal culture types working in concert or working at odds,
depending on the alignment of the culture types with the organizational goals,
management, leadership, and strategic emphasis.

The more turbulent and complex operating environment in which institutions of
higher education exist requires an understanding of organizational dynamics to aid in
navigating the pace of decisions, knowledge, the changing student population, the
changing needs of industry, and the demand for innovation and change. In this context,
identifying and understanding organizational culture and its attendant characteristics
serves as a management and strategic tool. The choice of the CVF for this inquiry was
based on a review of the literature that revealed an interest in the subject of culture and
organizational effectiveness in the 1970s and 1980s that later produced the CVF
Framework as an intersection of the literatures of organizational culture and

organizational effectiveness. The CVF was developed in 1981 and broader application of
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the framework came in the 2000s with Cameron and Quinn. Cameron and Quinn (2011)
applied the CVF to organizations as a way to identify and assess culture by creating a
culture profile that identifies culture type(s), the attendant characteristics of the cultures,
and an effectiveness perspective related to culture types. For that reason, the CVF fits the
purpose of answering the research questions: what is the culture at the Regional
Education Center? And, how is the culture described by organization members? This
researcher did not find another such framework that examined the intersection of
organizational culture and effectiveness in a qualitative application.
Statement of Significance

The primary goal of this study was to identify the culture(s) at an education
center. The combination of the Organizational Culture Assessment Instrument and the
Competing Values Framework produced a culture profile of the education center in this
case study. The literature has identified that culture is one of the most important factors in
improving the performance of organizations. The literature has identified what cultures
are best suited to different types of organizational aspirations. As stated earlier, most
organizations have more than one culture type. All four of the ideal culture types
represented in the CVF and the OCAI were present at the Regional Education Center
(REC) in this case study. The two most prominent culture types identified were the Clan
and Adhocracy cultures. The Clan culture type is represented at the REC by the family-
like working environment, organization members being bound to the organization
through loyalty and commitment, and a management style that encompasses consensus
building and shared responsibility and accountability. The Adhocracy culture type at

REC is represented by the strategic focus on innovation and creativity, relying on
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flexibility and adaptability in operations, and leadership that encourages
entrepreneurship.

Different culture types tend to produce different outcomes and support different
aspirations. For instance, if the goal of the organization is to produce output efficiently
and consistently, then a hierarchy culture characterized by rules, specialization, and
accountability (Cameron & Quinn, 2011) would best support this focus on production
and uniformity. If an organization is primarily externally focused and concerned with
external constituents such as suppliers, customers, unions, and regulators and thrives on
competition and expanding market share thus productivity and results, then the market
culture would best suit its aspirations and focus (Cameron & Quinn, 2011). The clan
culture is characterized by organizations with an internal emphasis that includes shared
values and goals, an environment of belonging, achieving goals through teamwork and
collaboration, and an emphasis on employee involvement. If the goal of an organization
is to achieve a family-oriented work environment that values employee empowerment,
partnerships with customers and other constituents, then the clan culture would be best
suited for an organization with these aspirations (Cameron & Quinn, 2011). The
adhocracy culture tends to support the desire for innovation, entrepreneurship, creativity,
and being on the cutting edge (Cameron & Quinn, 2011). If an organization aspires to be
a leader in creativity, new products and services, and focus on adaptability to achieve
success, the culture that best supports those aspirations is the adhocracy culture.

The literature on culture and effectiveness indicates that organizations whose
culture is in alignment with its goals is more successful and effective (Denison, 1984;

Cameron & Freeman, 1991; Smart & St. John, 1996; Smart, Kuh, & Tierney, 1997,
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Cameron & Quinn, 2011). The goals of the REC as outlined in its strategic goals
document for 2017 included the following: increasing enrollment using unique and new
strategies, increasing community partnerships, developing and cultivating new leads
through “lead nurturing”, enhancing reporting and communicating with the main and
other regional campuses for better information sharing, developing proposals and
customized curriculum for potential corporate partners, and developing new and
innovative programming for corporate partners, international students, and non-credit
programs. All of the goals required collaboration, information sharing, innovation, and
new ideas. Collaboration and information sharing are hallmarks of the Clan culture while
innovation and new ideas are hallmarks of the Adhocracy culture. The Regional
Education Center has thrived from the alignment of the goals and aspirations with its
culture(s) resulting in enhanced organizational effectiveness and performance. The REC
has successfully achieved its goals as evidenced by increased annual growth in programs,
business and community partnerships, enrollment growth on the regional campus and
increased applications to the main campus from its region, and the retention of
organization members.

The research provided in this case study contributes to the organizational culture
and effectiveness literature through the focus on a regional education center, which is a
subunit or branch of a private university, as the unit of analysis and the qualitative
approach that provides specific insights from the perspectives of organizational members.
Investigating the ways in which culture may support organizational choices encourages
more research on how to translate the culture findings into actionable items for campus

leadership to execute related to goals, management style, leadership recruitment and
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selection, and culture and goal alignment. Choices that are made with the cultural context
in mind can enhance effectiveness and performance. As the external environment
continues to present management challenges in higher education, understanding culture
may mitigate some of those challenges by illuminating where organizations are aligned or
not, strategies for getting aligned, and providing guidance on how best to set and achieve
goals that are supported by the culture. As culture reflects core values, understanding
culture can also provide some context for policy and practice for universities at a macro
level and education centers at the sub-unit level.

Using the Competing Values Framework as the theoretical construct with the
Organization Culture Assessment Instrument, interviews, and a document analysis, this
case study fills the methodological gap by relying on qualitative methods and analysis.
While the CVF is touted as widely used and applicable across industries this case study
provides a practical use and application of the CVF specific to the higher education
context. The OCAI and CVF offer a tool and construct respectively that are not just
qualitatively descriptive. The OCAI and CVF used together can be used in a prescriptive
manner. The CVF offers a way to quantify how prevalent a culture is using the OCAI
scores. The CVF construct provides description of the culture attributes and allows
researchers and practitioners to assess the alignment of the attributes with the goals of the
organization and determine if other attributes may be better suited to the goals of the
organization. Institution leaders can make strategy, hiring, goal setting, and operational
decisions based on the culture data from the OCAI and CVF.

This case study provides a culture profile for the education center of a private

university from the perspectives of organization participants. The goal of the study was
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not to identify correlations among variables as in quantitative studies of culture and
effectiveness. This qualitative study provided specific identification of cultures,
descriptions of the culture, the ways in which the culture was manifested through
behaviors and actions, and the impact of culture on the setting and attaining of goals and
thus the performance and effectiveness of the organization all from the perspective of the
organization members. The qualitative lens of this study provides insights on culture
from organizational members that can be used to strengthen cultural attributes, align
culture more closely with goals, exploit cultural attributes for better performance,
enhance hiring decisions based on cultural fit, and proactively monitor and manage what
is working well and improve what is not working well. Using a qualitative approach, and
in particular a case study, offered a deep dive into one particular case, provided insights
specific to the organization under study that can be instructive for this education center
and others in terms of the role culture plays in supporting and enhancing organizational
performance and effectiveness.

In addition, this study addressed the unit of analysis gap by employing a
perspective that, was underrepresented in the literature. This study identified and
analyzed culture at the branch campus level and, more specifically, the study of culture at
an education center of a private university. Education centers at private colleges and
universities are playing a significant role in the post- industrial higher education
landscape as engines for innovation, as suppliers directly to industry for specific skills, as
economic engines fueling local economies, and as links and access points to adult

learners and other non-residential students requiring more flexibility and convenience in
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programming and delivery (Dengerink, 2001). These education centers serve a unique
role and are an engine for expansion for private colleges and universities.
Summary of Methodology
This inquiry is a case study with single case design. “As a research method, the case
study is used in many situations, to contribute to our knowledge of individual, group,
organizational, social, political, and related phenomena” (Yin, 2014, p. 4). The case is
the education center of a private university, located in a region several states away from
where the parent campus is located. This case study focused on the culture of an
education center examined from the perspective of organizational members. The data
gathering steps were as follows:
1. Pre-interview Organizational Culture Assessment Instrument (OCAL) sent
to all participants;
2. Interviews with organizational members; and,
3. Document review of the Staff Goals 2017 document.
The data collection for this study began in June 2017 and concluded in October 2017.
A site visit was conducted in February 2018. Data was collected using the following
instruments: The Organizational Culture Assessment Instrument, the Competing Values
Framework, interview protocols, and a document review rubric.
The Organizational Culture Assessment Instrument (OCAI) was distributed
anonymously, and the researcher received nine responses to the questionnaire. The
Organizational Culture Assessment Instrument is a well-established culture assessment

tool frequently used to assess organizational culture (Cameron & Quinn, 2011). The
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OCAI data was scored and then mapped onto the Competing Values Framework (CVF)
schematic.

The Competing Values Framework (CVF) is the theoretical framework for this study,
and it combines the culture and effectiveness perspectives represented in the literature.
The CVF is a framework that identifies culture types and the organizational
characteristics attendant to those culture types. The Competing Values Framework was
developed in 1981 by Quinn and Rohrbaugh and became a tool to identify an
effectiveness perspective and the attendant culture in support of that perspective. In their
study, Quinn and Rohrbaugh (1981) enlisted seven researchers interested in the area of
organizational effectiveness. Using a list of 30 indices of organizational effectiveness
developed by Joseph Campbell, the seven researchers reduced and organized the list,
resulting in a final set of organizational values illustrated in the four-quadrant schematic
of the current Competing Values Framework (Quinn & Rohrbaugh, 1991).

The CVF effectiveness construct was used in this case study along with the OCAI to
identify, assess, and diagnose culture at the Regional Education Center. The use of this
framework is supported in the literature as a way to study culture and effectiveness in
institutions of higher education (Cameron & Quinn, 2011). Scores collected from the
OCAI were used with the CVF to develop the culture profile for the REC. The OCAI has
six content categories that identify the main aspects of the organization, reflecting key
values and assumptions (Cameron & Quinn, 2011). The six content categories are as
follows:

1) Dominant organizational characteristics - characteristics that describe the

working atmosphere and environment;
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2) Leadership style and approach — characteristics that describe how
leadership behaves and what the leadership emphasizes and values
organizationally;

3) Management style — characteristics that describe how the organization is
managed and how managers are perceived;

4) Organizational bonds — characteristics that describe what holds together
the organization, what brings people together;

5) Strategic emphasis — characteristics that describe the strategic focus of the
organization, what is valued strategically; and,

6) Criteria for success — characteristics that describe what defines success for
the organization.

Each category has four statements that reflect one of the four ideal culture types: Clan,
Adhocracy, Market, and Hierarchy. Each statement can receive a portion of the 100
points or one statement could receive all the points. The scores from these six categories
identified the organizational culture types at the REC. While there was more than one
culture identified by the data gathered, the Clan culture was identified as the dominant
culture type that primarily guides the organization and was recognized and described by
organizational members. Identification of the dominant culture also provided some
insight into how well aligned that culture was with the stated goals of the campus. Lastly,
an assessment of the culture led to insights about strategies, management and leadership
styles, and values that enhance performance and effectiveness given the dominant culture
type. The combination of the OCAI and CVF created a complete culture profile for the

REC.
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The respondents to the OCAI were invited to participate in interviews. Six
respondents agreed to an interview. Interviews were used to gather descriptive data based
on the same six categories of the OCAI; interview questions were developed to elaborate
on and provide more context and detail. The researcher conducted six phone interviews
from the pool of respondents of the OCAL. Interviews provided detailed perspectives
from the organizational members. Each interview lasted up to one hour. In addition to the
data collected from the OCAI and interviews, data was collected from a document review
analysis based on a document review rubric.

Although the case study involves one site, the data collection process and
methods provided a breadth of information. The methodology described previously
provided an organizational perspective that includes the dean, staff administrators, and
faculty. Those perspectives were captured by the Organizational Culture Assessment
Instrument. Interviews provided descriptive detail of the perspectives. The document
review of the Staff Goals 2017 document provided a way to understand if the culture
perspectives were also manifested and communicated through that document. The chosen
methodology provided a robust data collection process and a depth of detail and
perspectives.

Delimitations

This study focused on one education center at one private university. The study
site is referred to as the Regional Education Center. The case study examined an
education center that represented one variant of education center models. Education
centers are a type of regional campus of private universities. They are usually located to

take advantage of industry specific demand for certain programs and skills; they cater
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primarily to adult students who also work and therefore value proximity and flexibility;
and, the adult students seek specific job skills related to their current profession in
support of advancement or a new career that requires new skills. The private university,
which is the parent of this regional campus, has four other regional campuses. The choice
of this particular campus was based on its distinction as the first regional campus. The
campus was launched in 2011, five years prior at the time of selecting it for this study in
2016. The longevity of the campus was such that it had been in existence long enough to
have developed an identity of its own, had been under one leader since inception, and had
grown in scope and reach over the five-year period. In addition, the campus was run with
a formal strategic planning process and formalized goals. These attributes served as a
basis and foundation that helped ground the study and perspectives sought from the
organization members.

This study site represented just one type and design for education centers of
private universities, education centers that are stand-alone with their own staff members
and faculty that teach at the regional location but report to the main campus. The dean led
the campus with a staff of nine at the beginning of the study. The campus dean serves as
the chief administrator of the campus organizational structure, all staff administrators
report to the dean; the campus organizational structure has only two levels which makes
it less hierarchical. With a staff of this size, organization members often work outside of
their documented job responsibilities and roles to assist their colleagues. In the case of
this study site, the organization members worked collegially and focused on teamwork,
not hierarchy, to accomplish goals. The Regional Education Center uses faculty that are

experts and have been practitioners in their chosen fields. The programs and degrees
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offered at the education center are a subset of the university programs and degrees
available and are chosen based on the demand in the region in which the center is located.
This site was appropriate for the study of culture with the use of qualitative methods. The
accessibility of the organization members due to the size of the campus proved beneficial
for interviews and participation in the Organization Culture Assessment Instrument. With
the dean leading by example and the collegial nature of the small staff, participation was
welcomed.

The study of the Regional Education Center was intended to fill the
methodological gap for culture and effectiveness studies in higher education. The
methodological choice was qualitative with an emphasis on a questionnaire and
interviews to collect data to answer the two research questions. Both questions sought to
view the inquiry from the perspectives of organizational members to develop a culture
profile that identified the culture type(s) and how the culture was manifested on the
campus and described by the organization members. The student perspective was not
sought for this study of culture. The focus of this study was organizational culture and
effectiveness as they pertain to campus management, operations, and goal achievement.
A student perspective was not warranted or relevant for this intended focus.

The dean provided potential participants for the study. All participants were
invited, and only those that affirmatively volunteered participated. At the inception of the
study, there were nine organization members and two faculty members available to
participate. There were nine anonymous respondents to the OCAI, and six interviews
were conducted with four staff administrators and two faculty members. The interview

participants were volunteers from the pool of available respondents to the OCAIL.

28



Assumptions

There were a number of assumptions underlying this study. The primary
assumption was that a single case study of a subunit (regional campus) using qualitative
methods would provide a detailed examination of the culture of this site including
leadership, staff, and faculty perspectives resulting in a culture profile of the campus. The
most notable studies regarding organizational culture in higher education have been
quantitative (Cameron & Freeman, 1991; Smart & St. John 1996; Smart, Kuh & Tierney,
1997) and focused on the university as the unit of analysis (Smircich, 1983; Wilkins &
Ouchi, 1983; Ouchi,& Wilkins, 1985; Masland; 1985; Tierney, 1988; Cameron &
Ettington, 1988; Sackman, 1992; Schein, 1996; Kezar & Eckel, 2002; Tierney, 2008;
Cameron & Quinn, 2011) rather than a subunit. While the studies provided information
about culture and its link and correlation to other organizational variables, such as
decision making, effectiveness, and organizational structure the methods were
quantitative and did not offer descriptions of the culture or descriptions of the impact of
culture on organization members. The assumption of this study was that examining a
single case of a subunit through the responses to the OCAI and interviews of organization
members would lead to a description of the campus culture that offered insight and
context to the various correlations among variables offered by previous studies.

This study was undertaken with the assumption that participants would answer
honestly and truthfully. The small number of available participants made anonymity very
deliberate. To protect anonymity and to ensure unfettered access, the OCAI was
distributed by a campus administrator using a link directly to the questionnaire. The

responses were thus protected. In addition, each participant that agreed to an interview
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was given a pseudonym and interview responses that directly referred to their roles or
that mentioned other participants by name were edited to inhibit the ability to identify
them based on their roles and responsibilities or relationships with other participants.
With such a small population anonymity was strictly adhered to in the data collection,
analysis, and presentation.

It was assumed that participants for this case study would not include the student
perspective. The campus of the Regional Education Center is a physical site. The
programs are implemented in a hybrid format that includes online and in class, or an
online format, or programs are customized for industry and take place on campus and
offsite at industry locations. For that reason, the student population has a limited campus
presence for academic purposes and more limited for operational purposes. The focus of
this case study was the culture as it relates to the administration and operation of the
campus, which students would have a limited view of at best. The perspective was
intended to be from organization members working at the campus, accountable to the
campus and the university, and employed by same; the desired perspectives were more
operational in nature than academic and student focused.

Lastly, it was assumed that study participants would have information and
experiences that would offer insights and reflections on the culture of the Regional
Education Center. At the inception of the study, the staff available to participate were all
hired within the first year of campus operation and the faculty had been at the main
campus of the University and assigned to support the Regional Education Center or had
been hired at the Regional Education Center to work at the campus as their home base

although they still reported to the main campus. During the course of the inquiry, there
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was a reorganization which reduced the number of administrative staff from nine to six,
excluding the campus administrative assistant. During the course of my research, the staff
was not replaced so that the remaining staff were those that had been at the REC at the
beginning of the inquiry. In order to ensure that participants had enough time and tenure
to effectively answer questions on the OCAI and to engage fully in the interview process,
the sample selection criteria required that participants worked at the Regional Education
Center for at least one year. The researcher determined that a year, given that the campus
had been established for only five years, would be sufficient time for participants to have
experienced, been inculcated (or not) into the culture, been through at least one goal
planning and implementation cycle, and would have some knowledge and exposure to the
main campus, thus having enough background and understanding to respond to the
questionnaire and offer rich description during the interviews. The reduction in staff did
not affect the data collection, data analysis, or results. The OCAI was distributed to all
nine original administrative staff members and faculty who were interested in
participating. From the sample of those that were invited to respond the questionnaire, an
invitation to participate in the interviews was extended. Six respondents agreed, and all
six are still working at the REC either as staff administrators or faculty.
Limitations

The type, purpose, and models for branch campuses vary greatly across both
public and private institutions. This study focuses on one type of branch campus. With
the amount of variability, sizes, purposes, and structures, one limitation of this study is
the applicability and generalization of the findings and results to other branch campuses.

Although there is variability of branch campus models, the methodology and approach of
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this study are applicable across branch campus models due to the use of the Competing
Values Framework and the Organizational Culture Assessment Instrument. Both the CVF
and the OCAI can be applied to all organizational models, branch campus sizes, and
organizational structures. The only requirement is that there is a complement of
organization members willing and available to participate.

The CVF was developed to bound a plethora of effectiveness perspectives to four
options that, while not universal, certainly adequately broad enough to capture the way
most organizations operate (Cameron & Ettington, 1988). Furthermore, the CVF allows
for the existence of more than one effectiveness perspective and culture type. The OCAI
follows the CVF and provides six content categories that reflect the organizational
characteristics attendant to the four ideal culture types represented in the CVF. The
flexibility of the CVF allows for applicability across organizations and supports the idea
that there are several culture types present in any organization. At the same time, the
framework supports the uniqueness of each organization by using the scoring from the
OCAI that quantifies the degree to which each culture is represented in each organization.
The combination of the CVF and OCAI provided a specific culture profile unigue to the
organization under study but also a general framework that can be used across
organizations or even subunits.

While the CVF and OCAI provided qualitative tools that have been broadly used
and have become a staple in the study of organizational culture, the tools are also limited.
The CVF and OCAI include four perspectives on culture, effectiveness, and
organizational characteristics. There may be others that are relevant to organizations.

While the development of the CVF and OCAI were meant to bound a seemingly
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unlimited number of perspectives in order to effectively study culture and effectiveness,
using a different theoretical framework could have resulted in other perspectives that
could have been investigated.

An additional limitation of the study was relying on the honesty and truthfulness
of the participants given that they might feel that their responses could be identified due
to the limited number of participants. Participants might be concerned that using direct
quotes might expose them, thus they may not have answered as candidly during
interviews. The launch of the study was in the spring at a time when the campus was
preparing for graduation and summer activities. There was a concern that data collection
might be delayed due to this timing. Since the OCAI was the first data collection method
and distributed electronically, the collection was not tempered by the time of year.
Interviews, on the other hand, took longer due to the impending summer schedule when
most campus activity slowed down and, in the case of the Regional Education Center
with a small complement of staff, presented a greater challenge in scheduling interviews.
Scheduling time with the participants during the summer, which was the most convenient
time for the researcher, proved to be untenable, so the interviews took place in the fall.
The interview protocol was developed to be administered remotely or as a second
questionnaire; the preference was for face-to-face interviews, but the most important
factor was having data from all participants both from the OCAI and from the interviews.
The researcher attempted to schedule interviews during a time when they could be
conducted face-to-face but was unsuccessful. The next option was through a video chat
program but that technology proved to be unreliable. The interviews were conducted by

phone.
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The final limitation was the availability of documents for the document review.
The initial goal of the document review was to have various documents, including
strategic plans, budget plans, meeting minutes, meeting agendas, organizational charts,
operational reports, and any other information communicated in written form about the
campus, its programs, and operations. The Regional Education Center does not have any
publicly accessible documentation on campus operations and does not develop the types
of written artifacts outlined earlier. The one document available for review was the Staff
Goal 2017 document.

Overall, the limitations of the study were mitigated by the data collection
methods, adherence to protocols to protect anonymity, and having multiple data
collection options. While the results generated by the study are not generalizable and are
unique to the Regional Education Center, the data collection method and tools are
applicable across organizations. The implications of the study provide concepts and ideas
that are also applicable to all organizations, culture type(s), culture strength, and cultural
alignment with goals. The limitation of the boundedness of the CVF and OCAI are
appropriate for this study using the case study method. The use of the CVF and OCAI
help to bound the case and focus on the phenomena under study, which is a requirement
of the case study method (Yin, 2014). To ensure a sense of comfort for participants, the
OCAI was administered anonymously and scores aggregated, and interviews were
conducted only with those participants that volunteered. Additionally, the researcher
assured the participants that references potentially signaling identity would be edited in
any direct quotes used in the data analysis and the researcher’s use of pseudonyms for all

participants and the research site. Lastly, the lack of documents was mitigated by having
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two other data collection sources and having access to the one document that represented
a “year in the life” of the campus, the Staff Goals 2017 document. All participants had
access to it, provided input, and provided or received updates. This document was
representative of the campus culture and the goals of the campus. The researcher is
satisfied that the data collection strategy successfully mitigated the noted limitations.
Definitions of Key Terms
The following terms are used throughout the study:
Branch Campus — A branch campus is a unit of an institution located at a place
other than the institution’s principal location at which the institution offers one or
more complete curricula leading to a certificate or degree (The New York State
Education Department).
Competing Values Framework — The Competing Values Framework (CVF) was
introduced in 1981 by Quinn and Rohrbaugh to identify an organizational
effectiveness perspective and the attendant culture in support of that perspective.
The CVF is used to identify, assess, and diagnose culture in institutions of higher
education (Cameron & Quinn, 2011). The framework defines four cultural ideal
types.

1) Adhocracy Culture — A culture that emphasizes creativity and
innovation. Leaders foster entrepreneurship. Adaptability and
flexibility are valued. Power and authority is decentralized. Readiness
for change and the ability to meet new challenges is important.

Acquisition of new resources is a focus (Cameron & Quinn, 2011).
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2) Clan Culture — A culture that is characterized by an emphasis on
human resources, teamwork, participative decision making, and
employee engagement and involvement. Leaders empower employees
and facilitate participation, commitment, and loyalty (Cameron &
Quinn, 2011).

3) Hierarchy Culture — A culture characterized by formality and structure.
Procedures and rules govern what people do. Leaders are organizers
and coordinators of people and tasks. Stability, predictability, and
efficiency are key drivers (Cameron & Quinn, 2011).

4) Market Culture — A culture where the organization is externally
focused. Values include profitability, market share, competitiveness,
and productivity. The organization is results-oriented and values
winning (Cameron & Quinn, 2011).

Domains of Organizational Activity — Based on the nine dimensions of
effectiveness, Cameron (1978) conducted a study of 41 institutions to empirically
identify the major domains of activity that typify colleges and universities.

1) Academic Domain — a focus on academic development of students,
professional development of faculty and the high quality of faculty,
and the attainment of academic and financial resources. Effectiveness
in this domain involves and is measured by traditional academic
activities and outputs, including obtaining high quality faculty,

students, and research grants.
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2) External Domain — external areas in which an institution interacts with
its external environment. Examples are student career development,
system openness, and community interaction. Effectiveness in this
domain involves and is measured by the level of community
involvement and the focus given to student preparation for endeavors
outside of the institutional setting, which both require and emphasize
external environment interaction.

3) Extracurricular Domain — a focus on student personal development.
Effectiveness in this domain involves and is primarily measured by
nonacademic student development and extracurricular activities.

4) Moral Domain — internal areas of the institution are the focus of this
domain, including student educational satisfaction, faculty and
administrator employment satisfaction, and institutional health.
Effectiveness in this domain involves and is measured by high morale
experienced by organizational members, high levels of trust, loyalty,
commitment of organizational members, and conflict resolution.

Education Center — A branch of a private university that operates independently
from the parent campus, is operated from its own facilities, is aligned with and
branded like the parent campus, offers programs and degrees closely aligned with
specific industry demand based on the campus location, and caters primarily to
adult students (Dengerink, 2001).

Faculty — Individuals who teach courses and develop curriculum and academic

programs at the education centers.
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Leadership Team — The Dean and the Associate Dean charged with the day-to-
day and long-term operations of the campus, making all strategic, financial and
operational decisions.
Organizational Culture — “An organization’s culture is reflected in what is done,
how it is done, and who is involved in doing it. It concerns decisions, actions, and
communication both on an instrumental and symbolic level” (Tierney 1988, p. 3).
Organizational Culture Assessment Instrument — The Organizational Culture
Assessment Instrument (OCAL) is a well-established cultural assessment tool.
This instrument is one of the most frequently used tools to assess organizational
culture (Cameron & Quinn, 2011). It has been used in many industry sectors,
including higher education (Cameron & Quinn, 2011). The OCAI has six content
categories that identify the main aspects of the organization reflecting key values
and assumptions.
1) Criteria of Success — how success is measured, what constitutes success.
2) Dominant Characteristics — what attributes characterize the working
environment and atmosphere.
3) Management of Employees — what is the management style employed and
what values underly the management environment.
4) Organization Glue — what binds the organization members and holds
them together.
5) Organizational Leadership — what attributes are exemplified by the

leader(s) of the organization.
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6) Strategic Emphases - what does the organization emphasize and value
strategically.

Organizational Effectiveness — The ability of an organization to successfully
communicate and implement plans, goals and objectives based on priorities set
forth by the leadership of the organization (Cameron, 1978).
Organizational Goals — The tasks, activities, and objectives that are mandated to
be achieved by the organization.
Staff Administrators — Individuals who provide administrative support on the
campus, such as student services, admissions, financial aid, and facility
operations.
Strong Culture Hypothesis — “The hypothesis is that an organization with a high
level of shared meaning, a common vision, a “clanlike” attitude toward members,
and a high level of normative integration will perform well” (Denison, 1984, p.
20).
The Nine Dimensions of Organizational Effectiveness — A schema developed by
Kim Cameron in 1978 based on characteristics and activities of colleges and
universities. These characteristics and activities were judged by 40 administrators
and faculty members (dominant coalition members) to be indicative of effective
organizational performance (Cameron, 1981). The result of Cameron’s work is a
set of effectiveness dimensions and criteria applicable to colleges and universities.
These dimensions can be used to define and measure effectiveness in higher
education institutions. The nine dimensions of effectiveness are (Cameron, 1978,

p. 614):
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1)

2)

3)

4)

5)

6)

Student educational satisfaction — criteria indicated the degree of
satisfaction of students with their educational experience at the
institution.

Student academic development — criteria indicated the extent of
academic attainment, growth, and progress of students at the
institution.

Student career development — criteria indicated the extent of
occupational development of students, and the emphasis on career
development and the opportunities for career development provided by
the institution.

Student personal development — criteria indicated student development
in nonacademic, noncareer oriented areas, e.g., socially, emotionally,
or culturally, and the emphasis on personal development opportunities
provided by the institution for personal development.

Faculty and administrator employment satisfaction — criteria indicated
satisfaction of faculty members and administrators with jobs and
employment at the institution.

Professional development and quality of the faculty — criteria indicated
the extent of professional attainment and development of the faculty
and the amount of stimulation toward professional development

provided by the institution.
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7) Systems openness and community interaction — criteria indicated the
emphasis placed on interaction with, adaptation to, and service in the
external environment.

8) Ability to acquire resources — criteria indicated the ability of the
institution to acquire resources from the external environment, such as
good students and faculty, financial support, etc.

9) Organizational health — criteria indicated benevolence, vitality, and
visibility in the internal processes and practices at the institution.

Conclusion

Historically, colleges and universities, public and private, have expanded their
reach and enhanced their competitiveness by launching education centers. Sometimes,
this has been done to provide better access to underserved communities and students;
sometimes, it has been a way to meet demand specifically where the center is located;
and, at times, it has been done to strengthen ties to local or regional business demand for
workers with specific skills. The purpose of this study was to develop a culture profile of
an education center in order to assess the culture type and how the culture is described by
organizational members.

One of the key issues affecting higher education institutions’ ability to thrive is
operating in an environment characterized by more intense competition, greater demands
to support economic growth, and demands for more accountability from parents and
students in terms of job readiness. In this type of operating environment, leaders of higher
education institutions need to be able to enhance operational effectiveness and

performance. One way for them to do so is to understand culture and use that
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understanding to make informed decisions about all aspects of operations from
enrollment management to campus expansion to academic programming (Cameron &
Quinn, 2011). Culture has been determined to be a key component in the successful
management of organizations and a key driver and predictor of organizational
effectiveness (Kezar & Eckel, 2002).

The key terms used throughout the study have been identified and defined. The
combination of this information, the case study approach, and the conceptual framework
introduced provide the rationale for pursuing this line of inquiry. This study fills a
research gap in the literature on organizational effectiveness and organizational culture
by focusing on a unit of analysis that has not been widely studied, the education center. It
also provides an approach to creating a culture profile that has not been found in higher
education studies of culture and effectiveness. In creating a culture profile for an
education center, this study is guided by analytical questions that assess the culture types,
dominant culture, manifestations of culture, and how culture affects the setting and
attainment of goals. The approach and methods of this study are useful to researchers and
practitioners as an exemplar of how identifying the culture type, dominant culture,
describing how that culture is experienced, and identifying the alignment of the culture
with stated goals can be used to guide decision makers when setting organizational
strategy, making hiring decisions, setting organizational goals, and managing
organizational members to effective and enhanced performance. The findings of this
study filled a gap of research by providing a case study of one site showing how culture

can be identified, assessed, and used to enhance performance and effectiveness.
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Summary
This chapter provided an overview of the study. The discussion in this chapter
included a context for the study, the problem and purpose, and the approach for
answering the stated research questions. The next chapter provides a literature review of
organizational culture and effectiveness. In addition to the literature review, the next

chapter provides a more detailed description of the conceptual framework grounding this

inquiry.
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Chapter I1: Review of the Literature

One of the key issues impacting higher education institutions’ ability to survive
and thrive in the postindustrial market is understanding organizational culture and using
that understanding to make decisions about all aspects of operations from enrollment
management to campus expansion from curriculum development to academic
programming (Cameron & Tschirhart, 1992). The postindustrial environment is
characterized by increased competitiveness, turbulence from enrollment declines and
uncertainty, lean resources, and periods of economic decline (Cameron & Tschirhart,
1992); these environmental characteristics have been associated with negative
organizational outcomes (Cameron & Tschirhart, 1992). The postindustrial environment
thus increases the challenges facing colleges and universities and makes more pressing
the need to develop tools and strategies to meet these challenges. One way to develop
such tools and resources is to understand organizational culture. According to Tierney
(1988), “As decision-making contexts grow more obscure, costs increase, and resources
become more difficult to allocate, leaders in higher education can benefit from
understanding their institutions as cultural entities” (p. 5). Culture impacts colleges and
universities at the main campus, and developing and maintaining culture is also an issue
requiring some focus for education centers, i.e., branch campuses with their own
facilities, administrators, and programs. Culture at these centers may be more complex
because they are removed from the main campus, are likely to develop subcultures,
remain tied to the main campus in terms of branding and overall mission, decisions may

not be entirely decentralized. Nevertheless, education centers have to make decisions
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based on their specific and sometimes unique campus location, students, staff, and faculty
(Sackmann, 1992).

Due to increased competition resulting from campus expansions of public and
private colleges and universities, more for-profit educational options, more online
educational options, and the need to increase enrollment and revenue, private colleges
and universities are making investments in education centers. These centers are
developed to extend the breadth and reach of the main campus by attending to demand
for programs based on the demographics of their locations (Dengerink, 2001). In
addition, some of these campuses are strategically located based on lower location costs,
higher student density, proximity to non-traditional students, and synergies with local
partners/businesses based on location (Bird, 2011). Education centers are important to the
goals of colleges and universities but often do not command the same attention, and
resources as their parent or main campus (Krueger, Bebko, & Bird, 2015). Developing
and maintaining a culture that is supportive of education center goals can be a factor in
the success and effectiveness of the education center. Performance and success of higher
education institutions has been linked in part to the culture type, culture strength, and
culture effectiveness in supporting the vision, mission, and goals set forth for the campus
(Cameron & Ettington, 1988; Cameron & Freeman, 1991; Smart & St. John, 1996;
Cameron & Quinn, 2011). The literature suggests linkages among culture type, strength,
and organizational effectiveness.

The following review of the literature is an overview of education centers and two
pillars of research: organizational effectiveness and organizational culture. The literature

review includes a section on the Competing Values Framework, which guided this case
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study. The first pillar of research, organizational effectiveness, defines the context for
assessing the effectiveness of higher education institutions and identifies some of the key
drivers of success and effectiveness. The second pillar of research, organizational culture,
explores the role of culture in organizations, generally and in higher education
organizations, specifically. Culture has been determined to be a key component in the
successful management of organizations and a key driver and predictor of organizational
effectiveness. Within the second pillar is a discussion of the strong culture hypothesis,
which explains more clearly the role of culture by examining the strength of culture in
organizations, how to measure strength, and what strength indicates about the culture and
thus its impact on organizations. There is also a discussion of culture type, which has
been touted as more important than culture strength and has strong links to organizational
effectiveness (Cameron & Freeman, 1991).
Overview of Education Centers

Institutions of higher education have been facing intense operational challenges
since the 1980s. The postindustrial environment in which these institutions are now
operating is more challenging than before, emphasizing external factors such as economic
pressure, increasing tuition costs, declining enrollments, and shifting public policies that
impact their operation, missions, and their ability to thrive (Cameron & Tschirhart, 1992).
Not only are institutions of higher education still looked upon to socialize and prepare a
knowledgeable, engaged citizenry, these institutions are called upon to fuel the economy
by graduating students prepared to be productive, contributing workers in a knowledge
economy that requires a specific set of skills (Kanter, 2011). Businesses seek workers

who can make an immediate contribution, can work and think independently, and who
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have a broad understanding of the social, political, and economic implications of a global
marketplace (Kanter, 2011). To fill this demand for students who can seamlessly
transition into the workforce, colleges and universities must be internally focused to
attract and retain the best students and faculty. They must also provide a curriculum that
prepares students for the rigors of a global knowledge economy that demands honed
critical thinking skills and adaptability to broader world perspectives. Additionally,
colleges and universities are required to compete with their peers whose numbers have
risen due to the surge in for-profit higher education institutions that claim to and
sometimes successfully meet the demand for qualified workers (Hentschke, 2011). The
landscape has changed from the traditional student, 18-24 years old students seeking a
residential, liberal arts education, to a wide variety of students, including adult students
working at least part-time, seeking an array of options in terms of curriculum and
programs and a variety of delivery methods to accommaodate their schedules, needs, and
the demands on their time (Kanter, 2011).

Historically, colleges and universities, public and private, have expanded their
reach by launching branch campuses. Sometimes, this is done to provide better access to
underserved communities and students; sometimes, it is a way to meet demand where it
resides in specific geographic locations; and, at times, it strengthens an institution’s ties
to local or regional business demand for workers with very specific skills. There is no one
definition of a branch, and branches take on many forms. Because there is no formal
definition for this particular form of branch campus there are no official sources related to
how many exist, the different forms they take, where they are located, and how they are

managed. This study focuses on the branch campus model of an education center; the
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education center offers programs and degrees based on local industry demand and
appeals to a non-traditional, non-residential, primarily adult student base. This type of
education center is standalone although related to the main campus. A formal, widely
accepted definition for an education center does not exist. The description of an education
center used in this inquiry is a branch campus location “of a higher education institution
that is geographically apart and independent of the main campus of the institution—
meaning that the location is permanent in nature” (Mills & Plumb, 2012, p. 153).
Organizational Effectiveness in Higher Education

Organizational effectiveness is a construct that comes from management theory
and has been predominantly applied to for-profit organizations. The definitions of
effectiveness vary in terms of what constitutes effectiveness and how to measure
effectiveness. The breadth of the discussion of effectiveness belies the complexity of the
subject of organizational effectiveness in general and the challenge of applying the
concept specifically to higher education. Higher education has its own set of distinctions,
definitions, and acknowledgements that pertain to its organization and defining and
measuring effectiveness (Cameron, 1978). The challenge of the study of organizational
effectiveness is the broad array of models that have been developed to measure
effectiveness. With the number of models and theories, understanding which one to use
in the higher education setting has been a challenge. The reason that applying the
construct of effectiveness to organizations of higher education became a focus of study is
that the environment in which institutions of higher education were operating became
more complex to navigate. As Cameron and Tschirhart (1992) explain, these

complexities are relatively recent:
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Almost no one could have accurately predicted the turbulent changes that have
characterized the world since the close of the 1980s and the beginning of the
1990s. Despite the potentially negative association between effectiveness and
postindustrial environments, some evidence exists that managers and
administrators can adapt to these environmental conditions by responding
appropriately. (p. 87-88)

The more complex operating environment in the postindustrial era precipitated a desire to

understand how to perform better and to better manage resources for higher education

institutions to continue to thrive and remain competitive.

Most of the studies applying organizational effectiveness concepts to higher
education institutions occurred from 1978 through 2003. In 1978, Kim Cameron
provided the seminal work of organizational effectiveness in the higher education
context. Cameron analyzed and provided initial guidance on applying the organizational
effectiveness construct to higher education organizations in two 1978 studies. The
obstacles to determining effectiveness in higher education, according to Cameron (1978;
1981; 1986), included problems with defining criteria and the unique organizational
attributes of colleges and universities. One issue related to selecting criteria associated
with the assessment of effectiveness is the type of criteria, e.g., what aspect of the
organization should be considered, the universality or specificity of the criteria, the
descriptive character of the criteria, and the static or dynamic nature of the criteria
(Cameron, 1978). Cameron (1978; 1986) also identified some of the problems associated
with assessing effectiveness in institutions of higher education, including the

identification of concrete and measurable goals and outcomes. The first study in 1978
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was conducted to ensure that the effectiveness criteria chosen had relevance to

institutions of higher education and were measurable, and the second was to refine and

improve the instruments of the study. What resulted from these initial studies are the nine

dimensions of organizational effectiveness for higher education institutions. These

dimensions of effectiveness are as follows:

1)

2)

3)

4)

5)

6)

7)

Student Educational Satisfaction — how satisfied are students with their
educational experiences;

Student Academic Development — growth, academic attainment and
progress;

Student Career Development — occupational development, career
development, and career development opportunities provided by the
institution;

Student Personal Development — student development in nonacademic and
non-career areas, personal development opportunities offered by the
institution;

Faculty and Administrator Employment Satisfaction — satisfaction with
jobs and employment at the institution;

Professional Development and Quality of Faculty — professional
attainment and development of faculty, and amount of support for
professional development offered by the institution;

Systems Openness and Community Interaction — emphasis placed on

interaction with, adaptation to and service in the external environment;
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8) Ability to Acquire Resources — ability of the institution to attract resources
such as good students and faculty and financial resources; and
9) Organization Health — viability of the internal processes of the institution.
(Cameron, 1978, p. 614)
The central conclusion of the two studies was that the concept of organizational
effectiveness differs based on the constituency, the level of analysis, the aspect of the
organization under study, and the research purpose; effectiveness is not only a multi-
dimension concept but also a multi-domain concept (Cameron, 1978). The nine
dimensions of effectiveness can be categorized by those that have an internal focus and
those that have an external focus. The dimensions are categorized as depicted in Table 1.
This indicates that higher education institutions are focused both internally and

externally.
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Table 1. Nine Dimensions of Effectiveness: Internal vs. External Focus

Internal Focus External Focus
1. Student Education Satisfaction 3. Student Career Development
2. Student Academic Development 7. Systems Openness and

Community Interaction

4. Student Personal Development 8. Ability to Acquire Resources

5. Faculty and Administrator
Employment Satisfaction

6. Professional Development and
Quality of Faculty

9. Organization Health

After the two studies that identified the nine dimensions of effectiveness for
higher education institutions, Cameron continued to study organizational effectiveness in
colleges and universities; in 1981, Cameron developed a study that resulted in the
identification of the major domains of activity that typify colleges and universities:
academic domain, morale domain, extracurricular domain, and the external adaptation
domain (Cameron, 1981). The academic domain is where institutions focus on student
academic development, professional development of faculty, and the acquisition of
resources. The morale domain is where institutions focus on student and faculty
satisfaction, and organizational health. The extracurricular domain is where institutions
focus on student personal development. The external adaptation domain is where
institutions focus on student career development, system openness, and community

interaction. Table 2 maps the domains of activity identified by Cameron to the nine
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dimensions of effectiveness. Cameron (1981) found that organizations often operate in

multiple domains, but few excel or are effective in all domains.

Table 2. Effectiveness Dimensions and Domains of Activity

Internal Focus External Focus

1. Student Education Satisfaction 3. Student Career Development
Morale Domain External Adaptation Domain

2. Student Academic 7. Systems Openness and

Development Community Interaction
Academic Domain External Adaptation Domain
4. Student Personal Development 8. Ability to Acquire Resources

Extracurricular Domain Academic Domain

5. Faculty and Administrator
Employment Satisfaction

Morale Domain

6. Professional Development and
Quality of Faculty

Academic Domain

9. Organization Health
Morale Domain

There were several implications of Cameron’s (1981) work. Organizational
effectiveness, according to Cameron, is a multi-domain construct and might require the
use of multiple effectiveness theories or models to capture the complexities of colleges
and universities (Cameron, 1978, 1981). This implication would also suggest that the use
of one general model of effectiveness would limit research to a narrow set of

effectiveness domains. Since organizational effectiveness is a multi-domain construct, the
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relationships among other organizational variables are subject to change based on the
complexity of organizations (Cameron, 1981); the effectiveness construct is not a one-
size-fits all proposition. Evidence in Cameron’s (1981) study also suggests that
institutions that excel in the external domains do not usually excel in the internal
domains, further suggesting that internal and external domain effectiveness are mutually
exclusive.

Several studies (Cameron, 1983, 1984, 1986; Smart, 1989; Cameron &
Tschirhart, 1992; Smart & Hamm, 1993; Fjortoft & Smart, 1994; Smart & St. John, 1996;
Smart, Kuh, & Tierney, 1997; Smart, 2003) that followed up Cameron’s work, using the
nine dimensions and four domains of effectiveness, focused on how higher education
institutions operate in terms of decision making, adaptation and change, dealing with the
postindustrial environment, and the intersection of effectiveness and culture. Cameron
(1984) conducted a study to investigate predicting strategic decision-making choices and
organization adaptation strategies undertaken in response to external environments. The
study was conducted in response to a report of the National Commission on Excellence in
Education that suggested that liberal arts education was mediocre at best. This
perspective begged the question of what colleges and universities can do to adapt and
improve effectiveness. The idea of adaptation “refers to modifications and alterations in
the organization or its components in order to adjust to changes in the external
environment . . . Adaption generally refers to a process, not an event, whereby changes
are instituted in organizations” (Cameron, 1984, p. 123). The most compelling finding
from Cameron’s 1984 study was that institutions of higher education need to become

Janusian in the way they operate. Janusian thinking “occurs when two contradictory
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thoughts are held to be true simultaneously. The explanation or resolution of the apparent
contradiction is what leads to major breakthroughs in insight” (p. 136). For example,
higher education institutions will have to be both loosely and tightly coupled to initiate
innovation and implement innovation respectively. For institutions of higher education,
“Other characteristics of Janusian institutions will be important to cope with
postindustrial environments, such as specialization and high generality of roles,
proactivity and reactivity in strategic decisions, continuity of leadership and the infusion
of new leaders with new ideas, deviation amplifying and deviation reducing processes
and so on” (Cameron, 1984, p. 140). This insight along with the concept of multi-
domains and the need to apply more than one construct of effectiveness to higher
education institutions serve to underscore the complexity of higher education institutions
and, therefore, the need to better understand them and how to best manage them for
maximum effectiveness and performance.

Cameron (1986) expanded his work on effectiveness with a study that addressed
the ambiguous nature of what constitutes effective performance in colleges and
universities. The continued focus on effectiveness was the result of the realization that....
“The effectiveness of a college or university cannot be improved, in other words, if it is
not clear what effectiveness is” (p. 89). Cameron (1986) addressed two research
questions relevant to the study of education centers: “Can institutional effectiveness be
assessed in such a way as to be associated with indicators of long-term organizational
viability (i.e. can external validity be demonstrated)?” (p. 90), and “What factors are most
predictive of the organizational effectiveness in colleges and universities?” (p. 90). To

answer these two questions, Cameron used the same sample of colleges and universities
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in his previous studies (29 of the 41 original schools participated); the survey used was
descriptive not evaluative; and, the nine dimensions of effectiveness were used
(Cameron, 1986). In this study, Cameron used a set of guidelines to help bound the study,
which was an approach taken to moderate the level of ambiguity present in selecting
effectiveness criteria in colleges and universities (Cameron, 1986). The results of this
study provided internal validity for the nine dimensions of effectiveness through the
emergence of the same nine dimensions that emerged in his previous work (Cameron,
1986).

External validity, which was included in Cameron’s study’s first research
question, was demonstrated in the study by the correlations between scores on the
dimensions of effectiveness and other indicators of effectiveness, such as institutional
financial health, enrollment trends and independent ratings of effectiveness. Cameron’s
study found that those schools scoring highest on the dimensions of effectiveness also
scored highest on the indicators of financial health while the schools scoring lowest on
the dimensions of effectiveness also scored lowest on the indicators of financial health.
Seven of the lowest rated schools also experienced enrollment declines during the years
studied. Finally, the Gourman Report which provides an academic rating of the
undergraduate portion of schools was used as a referent for independent ratings of
effectiveness. The results showed that those schools that received a high academic rating
by Gourman also scored high on the academically oriented dimensions of effectiveness
suggesting external validity.

Cameron (1986) addressed a second research question, “What factors are most

predictive of the organizational effectiveness in colleges and universities?” (p. 90), in the
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following manner. Cameron (1986) used the same sample population; therefore,
effectiveness was measured in 1976 at the time of the original study and again in 1980.
Cameron compared the ratings on all nine dimensions, which provided a means to
identify improving and declining schools and the factors associated with each group
(Cameron, 1986). One conclusion drawn from the analysis was that “managerial
strategies may lead to changes in some effectiveness dimensions over time, whereas
perceptions of the environment, and the nature of the institution’s interaction with its
environment, may be a product of changes in the institution’s effectiveness” (p. 103).
The implication of the above finding is that strategic management plays a role in the
improvement of institutional performance over time (Cameron, 1986). The findings of
the 1986 study were twofold. First, both environment and managerial strategies have
significant relationships with changes in organizational effectiveness, environment being
largely negative and managerial strategies being largely positive (Cameron, 1986).
Second, on some effectiveness dimensions managerial strategies may lead to positive
change while environmental changes may be the result of changes in effectiveness rather
than a precursor (Cameron, 1986).

A study by Cameron and Tschirhart (1992) was focused on the impact of the
environment on effectiveness. They sought to examine more closely the nature of the
postindustrial environments in which colleges and universities were competing after the
1990s. These environments were characterized by more political and economic
turbulence, increased competition (the rise of for-profit education), fewer resources,
unpredictability, and more financial and operational scrutiny (Cameron & Tschirhart,

1992). They aimed to determine which management strategies and decision processes
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would be best suited to mitigate the negative effects of the postindustrial environment on
the effectiveness of institutions of higher education. The typology used as the basis for
the Cameron and Tschirhart (1992) study identified three types of strategies enacted at
colleges and universities: domain defense, domain offense, and domain creativity
(Cameron & Tschirhart, 1992). Using the domain defense strategy institutions protect
their core activities, processes, and stakeholders by aggressively and reactively initiating
actions. Institutions using the domain offense strategy expand core activities, processes,
and stakeholders aggressively and proactively. Finally, institutions using the domain
creativity strategy are driven by innovation and boundary stretching in an enactive
manner. In addition to assessing managerial strategies, the study also identified decision
processes that were identified as falling into one of five categories: clan typified by
consensus building, market typified by the use of supporting data, hierarchical typified by
structured administrative patterns, political typified by the conflict of self-interest and
power, and adhocracy typified by accidents (Cameron & Tschirhart, 1992). This study
also used the nine dimensions of effectiveness developed by Cameron (1978). Three
findings of the 1992 study by Cameron and Tschirhart are relevant to the study of
education centers. Having a negative effect on organizational effectiveness of colleges
and universities are three characteristics of the postindustrial environment: scarcity of
resources, increasing competitiveness, and turbulence (Cameron & Tschirhart, 1992).
Managerial strategies are correlated to organizational effectiveness (Cameron 1986;
Cameron & Tschirhart 1992); managerial strategies, at a minimum, partially mitigate the
negative effects of the postindustrial environment, and in the postindustrial environment

domain offense strategies are most important (Cameron & Tschirhart, 1992). Lastly, the
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most effective decision-making process was participative coupled with
political/bureaucratic; the multi-perspective approach that characterizes participative
decision making supports the need for multiple sources of information in a postindustrial
environment (Cameron & Tschirhart, 1992). As colleges and universities develop and
launch education centers and consider the characteristics of the post-industrial
environment, developing appropriate managerial strategies and applying the best
decision-making approaches can have an impact on the effectiveness of these centers.
The Cameron and Tschirhart (1992) study offered a more fine-grained understanding of
organizational effectiveness and the role of managerial strategy and decision processes in
enhancing organizational effectiveness. Four of the five managerial strategies in the
typology advanced in this study (clan, market, hierarchy, and adhocracy) will be revisited
in the culture portion of this literature review.

The literature on organizational effectiveness generally and the organizational
effectiveness of colleges and universities specifically provides a foundation for the study
of effectiveness of education centers. While the findings and conclusions of the various
studies are aligned and build on the nine dimensions of effectiveness developed by
Cameron as their basis, those studies focused on two-year and four-year colleges and
universities as the units of analysis. They did not consider other units of analysis like
education centers. Education centers are one way that colleges and universities have tried
to remain viable, competitive, and linchpins to economic advancement through the
preparation of future generations of workers able to compete in the global economy.
While branch campuses and extensions have existed since early in the birth of colleges

and universities, the education centers of the twenty-first century have grown to be
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potential economic engines to colleges and universities seeking to acquire new resources
(Bird, 2011). Education centers are filling a gap brought on by the information age and
the postindustrial environment and require specific attention in the literature.

While there is an abundance of literature on organizational effectiveness, studies
applying the concepts of effectiveness found in management sciences were not being
applied to higher education institutions until Cameron developed his first study focused
on higher education. His work inspired many studies, including the Cameron’s expansion
of his own work. His work began a conversation about the organizational effectiveness of
colleges and universities as these institutions play a critical role in the United States’
society and economy. The literature was robust through the 1980s; after that, the studies
on the topic trailed off significantly (Cameron & Freeman, 1991; Cameron & Tschirhart,
1992; Sporn, 1996; Smart & St. John, 1996; Smart, Kuh, & Tierney, 1997). In addition,
the studies on effectiveness in higher education were mainly quantitative, identifying
correlations and relationships, strength of relationships, and validity of constructs. The
importance of leaders understanding organizational effectiveness was clear in the
literature but how to interpret effectiveness from the perspective of organizational
members is missing in the literature. The other aspect of the literature that represents a
gap is the unit of analysis. Most of the studies focus on the university. Since universities
have branched into models with important subunits like education centers, there is room
for research focused on the education center as the unit of analysis. This case study,
supported by this literature review, aimed to fill these gaps and provide qualitative
research on the application of the effectiveness principles outlined in this section to

education centers.
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The next section of this literature review will focus on the study of organizational

culture and its relationship to organizational effectiveness.
Organizational Culture in Higher Education

The study of organizational culture has been primarily a study of business
organizations. The examination and desire to understand culture as it relates to
institutions of higher education gained momentum in the 1980s alongside the study of
organizational effectiveness discussed in the previous section. In a literature review and
study of organizational culture, Cameron and Ettington (1988) identified two foundations
of cultural inquiry. One foundation is from anthropology where culture is something an
organization is (Cameron & Ettington, 1988). The second foundation is in sociology
where culture is something an organization has (Cameron & Ettington, 1988). The
sociological foundation treats culture as one of several attributes that characterizes an
organization and explains effective performance (Cameron & Ettington, 1988). For the
purposes of the study of culture at education centers, the focus will be on culture as
something an organization has and its relationship to effectiveness and performance. In
the previous section, the interest in effectiveness was born of a desire for researchers and
practitioners to better understand how to define effectiveness in the higher education
context to offer leaders of institutions of higher education a way to improve performance
and effectiveness in the more challenging and turbulent postindustrial environment.
There has been a link in the literature between organizational effectiveness and
organizational culture (Tierney, 1988). Culture has been identified in the literature as a

key factor in the quest for better understanding and better performance.
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Studying the cultural dynamics of educational institutions and systems equips us

to understand and, hopefully, reduce adversarial relationships. It will enable us to

recognize how those actions and shared goals are most likely to succeed and how

they can be implemented. (Tierney, 1988, p. 5)
Cameron and Ettington (1988) listed the various definitions of culture to help bound
future studies and to provide a continuum of possible definitions. Their list of definitions
shares three elements. The first element is that culture is something an organization has;
the second is that the definitions are in the sociological paradigm, which “views culture
as a component of the social system and assumes that it’s manifested in organizational
behaviors” (Cameron & Ettington, 1988, p. 5); the third element is that the majority of
the definitions focus on characteristics of culture that endure at an organization and that
are anchored to values, beliefs, and assumptions (Cameron & Ettington, 1988). While
there are many possible definitions, the one chosen for this literature review is offered by
Tierney who explains, “An organization’s culture is reflected in what it does, how it is
done, and who is involved in doing it. It concerns decisions, actions, and communication
both on an instrumental and symbolic level” (Tierney 1988, p. 3). This definition aligns
with culture as something an organization has, and it supports linkages to factors related
to effectiveness and performance in the literature, such as decision making,
organizational goals and dimensions and domains of effectiveness, the enactment of
strategy, and the communication surrounding activity. The definition is a reflection of the
sociological paradigm.

The literature on organizational culture reviewed by Cameron and Ettington

(1988) also revealed and discussed three major factors that are important to the study of
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culture: culture congruence, culture strength, and culture type. The culture congruence
factor is concerned with an organization having consistency with the dominant
characteristics, leadership style, strategic emphases and the underlying ways in which an
organization maintains cohesiveness (Cameron & Freeman, 1991). The culture strength
factor is concerned with the ability and power of culture to enforce conformity to norms
of behavior, processes and procedures, and core values of an organization (Cameron &
Ettington, 1988). Culture strength is indicated by the dominance of a set of culture traits
within an organization. The final factor is culture type, which organizes the various
patterns of shared values, assumptions and interpretations that typify organizations
(Cameron & Freeman, 1991). Below the three culture factors are discussed in more
detail.

Cameron and Freeman (1991) conducted a study to examine the relationships
among culture congruence, type, and strength, and organizational effectiveness. They
sought to answer the research question, are congruent cultures more effective than
incongruent cultures? Congruence was defined as the “consistency among organizational
systems and components” (Cameron & Freeman, 1991, p. 28). Congruence was measured
along four aspects within a given culture: dominant characteristics, dominant leadership
style; organizational glue or what binds the organization and its members; and, preferred
strategic emphases within the organization (Cameron & Freeman, 1991). Congruence is
present when these aspects are culturally consistent with one another or, in other words,
when all aspects represent the same culture type.

In their study, Cameron and Freeman (1991) used a sample of 334 four-year

colleges and universities to identify culture congruence, culture strength, and culture
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type. They used a descriptive survey in which respondents had 100 points to allocate to
four descriptive scenarios for each of the aspects. Each scenario within an aspect
represented one of four culture types: clan, adhocracy, hierarchy, and market. For the
aspect of dominant characteristics, for instance, there would be four scenarios
representing the four culture types for the respondents to apply the 100 points.
Respondents could apply all 100 points to one scenario or spread the points based on the
degree to which the scenario resembled their organization. The scenarios were scored so
that congruent cultures were those where respondents allocated the highest number of
points to the scenario representing the same culture type for each aspect; in other words,
if the highest score was given to the clan culture type in each aspect, then the culture was
congruent. Incongruent cultures were represented when the highest score in each aspect
represented a different culture type. The analysis in Cameron and Freeman’s (1991) study
revealed 58 institutions that were completely congruent (they had congruence in all four
aspects), 254 were partially congruent (they had congruence in two to three aspects,
including ties), and 32 incongruent cultures that had no agreement among the four
aspects. This revealed that most of the institutions had some aspects of congruence. The
study then focused on the congruent and incongruent cultures for further analysis. The
results of the analysis were that congruent cultures typically lack long-term planning,
have leaders with high credibility, and decision making in these organizations is
bureaucratic and political (Cameron & Freeman, 1991). Incongruent cultures in the study
were characterized by autocratic decision making, effectiveness in acquiring resources,

and engaging in boundary spanning activities (Cameron & Freeman, 1991).
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The study instrument also produced results related to culture strength, the second
factor of culture that has been linked to effectiveness. To give some context to the
strength factor in the Cameron and Freeman (1985) study, an examination of the work of
Denison (1984) is required. Denison studied 34 companies to determine the role of
culture in the effective performance of those companies. From his research emerged the
strong culture hypothesis. This hypothesis postulates that the strength of an
organization’s culture has a positive effect on performance. In other words, “an
organization with a high level of shared meaning, a common vision, a ‘clanlike’ attitude
towards its members, and a high level of normative integration will perform well”
(Denison, 1984, p. 20).

Smart and St. John further elaborated on the strong culture hypothesis in their
1996 study. Smart and St. John (1996) examined not only the idea of strength in terms of
the presence of a shared system of beliefs, practices, and values but that those beliefs
should be aligned closely with management practices and policies to be considered
strong. Their study focused on organizational effectiveness in higher education and a test
of the strong culture hypothesis. Strong culture in Smart and St. John (1996) was defined
as cultures where congruence existed between espoused beliefs and actual practices
within an organization. This study employed the nine dimensions of organizational
effectiveness (Cameron, 1978; 1981; 1986) and the Competing Values Framework (CVF)
to assess culture strength. The CVF is a framework developed by Quinn and Rohrbaugh
(1981) to organize three sets of competing values related to organizational effectiveness
and organizational culture. The CVF will be discussed in more detail in the next section

of the literature review. Smart and St. John (1996) confirmed the conclusion from
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Cameron and Freeman (1991) that strong cultures are no more effective than weak
cultures; culture type is more closely tied to effectiveness than culture strength (Cameron
& Freeman, 1984; Smart & St. John, 1996). Smart and St. John (1996) went on to
conclude that culture strength is influential in the link between culture and performance
because culture strength in conjunction with culture type enhances organizational
performance.

Culture type is the final factor that will be covered in this section. The typology of
culture most commonly used in the study of culture in higher education has four ideal
culture types: clan, adhocracy, hierarchy, and market (Cameron & Ettington, 1988;
Cameron & Freeman, 1991; Smart & St. John, 1996; Cameron & Quinn, 2011). This
typology was introduced in the previous section in the Cameron and Tschirhart (1992)
study describing managerial strategies. The clan culture is characterized by valuing
flexibility and individuality, with an emphasis on the internal organizational environment,
the short-term time horizon, and smoothing activities (Smart & St. John, 1996). The
adhocracy culture is also characterized by flexibility and individuality; the emphasis is
the external environment, long-term time horizon, and achievement-oriented activities
(Smart & St. John, 1996). The hierarchy culture is characterized by stability,
predictability and permanence, an internal emphasis, a short-term orientation, and
emphasis on smoothing activities (Smart & St. John, 1996). The market culture is
externally focused with a long-term orientation; this culture type values achievement-
oriented activities and stability, control, and predictability (Smart & St. John, 1996). As

these are ideal types, no organization has been found to be one culture type in all areas of
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the organization. However, organizations typically have a dominant culture type
(Cameron & Ettington, 1988; Smart & St. John, 1996).

Several studies emerged using the four ideal types along with an assessment of
culture strength and congruence. There has been agreement that both strength and
congruence are important to organizational effectiveness but not more important than
culture type. Culture type appears to be most important and strongly linked to the
performance of colleges and universities (Cameron & Ettington, 1988; Cameron &
Freemen, 1991; Smart & St. John, 1996). Cameron and Ettington (1988) found that
culture type has a much stronger association with effectiveness than either culture
strength or congruence. Cameron and Freeman (1991) also found in their study on
congruence, strength, and type that culture type does have a relationship with
effectiveness. Furthermore, while all institutions in their study possessed attributes of
multiple cultures, several institutions had a dominant culture type (Cameron & Freeman,
1991). Smart and St. John (1996), in their study of culture type and strong culture,
concluded that there was a consistency of evidence that the performance of colleges and
universities is linked to their culture type. The evidence presented served as a foundation
for the focus on culture and its link to effectiveness in the study of education centers.

The literature on culture is like the literature on organizational effectiveness. The
concepts have been studied primarily in for-profit organizations. The study of culture in
higher education institutions is limited and tends to focus on the university as the unit of
measure. There have been studies of smaller higher education organizations, such two-
year colleges, but there has not been a focus on any type of branch campus. Cameron

figures prominently in the literature on culture as it applies to higher education as he does

67



in the literature on organizational effectiveness in higher education. The culture studies
gained momentum in the 1980s but then trailed off after that in a fashion similar to the
studies of organizational effectiveness in colleges and universities. The culture studies
tended to be quantitative. The organizational culture studies and the organizational
effectiveness studies came together at a point when Quinn and Rorhbaugh (1981)
developed the Competing Values Framework.

Theoretical Framework: The Competing Values Framework (CVF)

The Competing Values Framework (CVF) was introduced by Quinn and
Rohrbaugh (1981). The authors surveyed the literature on organizational effectiveness
and organizational effectiveness criteria, models, theories, and definitions to coalesce a
broad array of thought and opinion into a workable theoretical framework of
organizational effectiveness (Quinn & Rohrbaugh, 1981; Thompson, McGrath &
Whorton, 1981; Denison & Spreitzer, 1991). Quinn and Rohrbaugh (1981) asserted that a
proper framework would meet seven conditions: one level of analysis, provide a holistic
view, provide a well-defined set of criteria, support assertions amenable to empirical
testing, able to consider dynamism and variability of criteria over time, provide the
ability to use in specific settings and to generalize across settings and studies, and provide
an explicit definition of effectiveness (Quinn & Rohrbaugh, 1981). The method of their
study was to engage seven researchers of organizational effectiveness to review, reduce,
and organize 30 effectiveness criteria (Quinn & Rohrbaugh, 1981). This process resulted
in 16 criteria that were then paired based on similarity and mapped against three
dimensions, resulting in a four-quadrant schema of organizational effectiveness. The

three dimensions are flexibility versus control, internal focus versus external focus, and
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the means (emphases) and ends (achievements). Each of the four quadrants in this earliest
conception of the Competing Values Framework represents an effectiveness theory.
Figure 1 summarizes the quadrants with the effectiveness theories and their descriptions.

Figure 1. The Competing Values Framework of Effectiveness

Flexibility

Human Relations Theory Open Systems Theory

Emphasis on cohesion and  Emphasis on flexibility and
morale to achieve human organization to achieve

development. resource acquisition, growth, O
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stability and control.

Control

Figure 1. A summary of the competing values theories of effectiveness. Adapted from “A
Competing Values Approach to Effectiveness,” by R. Quinn and J. Rohrbaugh, 1981,
Public Productivity Review, 5(2), p. 136.

This framework meets all seven conditions identified by Quinn and Rohrbaugh; below is
an explanation of how the CVVF meets each of the seven conditions identified as
necessary for a viable construct to explore organizational effectiveness.

The level of analysis of the framework is the organizational level and
encompasses how things are done, what the emphasis is, and the goal(s) for the
organization associated with each model. The four theories of effectiveness represent four
organizational level perspectives and sets of criteria. The four sets of criteria in the CVF

offer an integration of perspectives in one framework rather than focusing on one
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perspective in assessing the effectiveness of an organization. The CVF offers a variety of
criteria while at the same time pairing down the options to four discrete and well-defined
sets of criteria. One of the criticisms of researchers is that there are too many,
overlapping, and ill-defined criteria associated with effectiveness (Cameron 1978; 1981,
1986; Cameron & Ettington, 1988). The CVF addresses such criticism: “The present
framework resolves the problems of number, overlap, and imprecision by reducing the
list to a parsimonious set of discrete and well-defined criteria” (Quinn & Rohrbaugh
1981, p. 137). Simplifying and focusing the criteria eases the use of the construct and
enables researchers and practitioners to apply and interpret the criteria.

The framework illustrates that there is a continuum on both axes. On the vertical
axis an organization can be focused on control but can be moving towards flexibility. On
the horizontal axis, the framework shows that an organization can focus on its people but
can move towards focusing on the organization. The two axes reflect the dynamic nature
of organizations. In addition, the framework makes explicit what is valued and
emphasized in each quadrant, which speaks to the relationships between the criteria. For
example, because the Human Relations theory relies on relationships and people, it is
more internally focused and thus values the development of human capital over
organizational development. On the other hand, the Rational Goal Theory relies on
planning and goal setting to meet the objectives of productivity and efficiency. These two
models have opposing values in that the Human Relations Theory values people and
flexibility while the Rational Goal Theory values the organization and control. The
framework shows both opposing aspects of the theories and parallel aspects of the

theories. The Human Relations and Internal Process Theories on the left side of the table
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both emphasize people but contrast on favoring flexibility versus control, respectively.
The Open Systems and Rational Goal theories favor the organization but contrast on
flexibility and control, respectively. The theories on the diagonal are in opposition to one
another and thus illustrate the competing values present in the criteria chosen for this
framework.

This framework provides a way to show the opposing and competing forces
within an organization; the framework helps illuminate the tension among competing
values, goals, means, and ends (Thompson, McGrath & Whorton, 1981). The CVF
provides a mapping of how the criteria relate to each other. A focus on stability and
control as an end in the Internal Process Theory may not yield productivity and
efficiency, which are the goals of the Rational Goal Theory. The implication in this case
would be that if an organization values productivity and efficiency as outputs then the
appropriate effectiveness model and perspective would be the Rational Goal Theory.
However, if the organization desires to develop its human capital as its primary concern,
then the Human Relations Theory of Effectiveness might be most appropriate.

The final condition that the CVF meets is that it supports comparisons across
studies and organizations. While the framework is supported by information that is
collected from a specific organization, it is done within a general effectiveness paradigm.
While the way each organization operationalizes the criteria can and likely will be
different, the criteria themselves are the same across organizations and can be studied
recurrently. Such study is possible for “while the indications may change, the overarching

construct of effectiveness remains the same” (Quinn & Rohrbaugh 1981, p. 138). This
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condition enables researchers and practitioners to generalize the results of studies using
this framework across studies or across organizational units.

The original competing values framework was used to identify and define
organizational effectiveness models that reflected the competing tensions in any
organization (Denison & Spreitzer, 1984). The framework explained differences in the
values underlying four organizational effectiveness models (Quinn & Rohrbaugh, 1981).
Researchers extended the framework to identify and study culture. Quinn and Kimberly
(1984) suggested that the value orientations underlying the framework supported the
exploration of the structures of organizational culture evidenced by the means used in
several areas such as leadership, compliance, values, and decision making (Quinn &
Kimberly, 1984). Each culture type represents a certain set of characteristics.

The clan culture type is internally focused, emphasizes flexibility, and is primarily
concerned with the development of people and group maintenance (Cameron & Ettington
1988; Denison & Spreitzer, 1991; Smart & St. John, 1996). The motivational factors of
the clan culture include attachment, membership, and cohesiveness (Cameron &
Ettington, 1988; Denison & Spreitzer, 1991). The core values of the clan culture are trust,
participation, and belonging (Denison & Spreitzer, 1991). The adhocracy culture
emphasizes change and flexibility and is focused on the external environment (Cameron
& Freeman, 1991; Denison & Spreitzer, 1991). The adhocracy culture is motivated by
resource acquisition, growth, creativity, and variety (Denison & Spreitzer, 1991). Core
values associated with adhocracies are risk taking, attaining visibility, legitimacy, and
reputation (Denison & Spreitzer, 1991; Cameron & Freeman, 1991). The market culture

emphasizes goal achievement, productivity, and performance (Cameron & Freeman,
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1991; Denison & Spreitzer, 1991). The focus of the market culture is the attainment of
well-defined objectives (Denison & Spreitzer, 1991). The motivating factors associated
with the market culture are achieving predetermined objectives and competition (Denison
& Spreitzer, 1991). Lastly, the hierarchy culture is characterized by being internally
focused with an emphasis on coordination, efficiency, and uniformity (Denison &
Spreitzer, 1991). This culture values control and stability supported by the execution of
regulations (Denison & Spreitzer, 1991). The motivating factors of the hierarchy culture
include rules, order, and security. Figure 2 depicts the effectiveness models and their
cultural underpinnings.

Figure 2. Competing Values Culture Model
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Figure 2. The Competing Values Framework was expanded to include four ideal culture
types attendant to the effectiveness models. These culture types represent basic
assumptions, orientations and values of the organization. Adapted from Diagnosing and
Changing Organizational Culture, by K. Cameron and R. Quinn, 2011, p. 53.

As noted earlier in this section, the Competing Values Framework depicts effectiveness

models that represent opposites, such as Open Systems and Internal Process, which rely
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on flexibility and control, respectively, and represent parallels like Human Relations and
Internal Process, focusing on people instead of the organization. The cultures associated
with the effectiveness models share that play of opposites and parallels. The hierarchy
culture values rules and order while the opposing adhocracy culture values adaptability
and entrepreneurship. The market and the adhocracy culture both value external
validation through competition and visibility respectively.

The competing values culture framework presents the four cultures as ideal types
defined by the competing values effectiveness models. Several researchers have
confirmed (Cameron, 1986; Cameron & Ettington, 1988; Cameron & Freeman, 1991,
Cameron & Quinn, 2011) that organizations will not likely reflect only one culture but
rather have elements of each culture. As discussed in the culture section, there can and
will likely be two or more cultures represented in an organization with some
organizations having dominant culture types, congruent culture types, and strong or weak
culture types.

The competing values culture model also reflects those paradoxes found in
organizational cultures similar to the paradoxes found in the models of effectiveness. The
tension that exists in organizations is aptly depicted in this framework of culture. This
inherent tension in organizations has also been referred to as a paradox or Janusian
(Cameron, 1982; 1984). The tension is not viewed as negative. Rather, “Instead,
simultaneous, equally compelling, contradictory attributes exist which create both
balance and dynamism. Organizational effectiveness, then, is inherently dependent upon
the presence of paradox” (Cameron, 1986, p. 546). Another perspective on the inherent

tensions is an idea called Janusian thinking, which “occurs when two contradictory
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thoughts are held to be true simultaneously. The explanation or resolution of the apparent
contradiction is what leads to major breakthroughs in insight” (Cameron, 1984, p. 136).
The CVF provides an analytical construct that identifies the tensions in the competing
values of the ideal culture types and the models of effectiveness the culture types
represent.

The goal of the CVF of culture is not to identify the uniqueness of an
organization’s culture but rather to group culture into broad categories based on general
characteristics (Denison & Spreitzer, 1991). This framework of culture also represents
the importance of balance (Denison & Spreitzer, 1991). Such balance is achieved
because “The model emphasizes that the pursuit of a single criteria of effectiveness is less
likely to be truly effective than is a broader approach” (Denison & Spreitzer, 1991, p. 7).
The CVF is a relevant framework for the study of education centers because it is a
diagnostic tool that defines and assesses culture and is suitable for any unit of analysis.
This framework has been used in studies of higher education institutions and lends itself
to the higher education context. More specifically, for the study of the culture of
education centers, this framework helps identify what culture(s) are present, the values
the cultures represent, and how education centers are achieving their ends or goals.

In a study of 334 colleges and universities, Cameron and Ettington (1988) used
the competing values framework to develop culture profiles of the participating
organizations. Their work supported and confirmed that organizations of higher
education have more than one culture type (Quinn & Rorhbaugh, 1981; Cameron &
Ettington, 1988; Smart & St. John, 1996; Cameron & Quinn, 2011). In addition to the

recognition that there is more than one culture, Cameron and Ettington (1988) also found
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that culture type is associated with organizational performance and effectiveness
(Cameron & Freeman, 1991; Smart & St. John, 1996). Although culture type is a primary
factor in performance and effectiveness, culture strength plays a role as well. Smart and
St. John (1996) define strong cultures ““as those in which there is congruence between
espoused beliefs and actual practices, whereas weak cultures are characterized by
incongruence between espoused beliefs and actual practices” (p. 223). In other words, the
actions and words that support and describe the organizational culture respectively should
be in alignment for the culture to be considered strong.

Smart and St. John (1996) suggested that strength of culture enhances
performance and effectiveness because the alignment present in strong cultures facilitates
factors that enhance performance, such as developing consensus, carrying out
coordinated actions, and effectively exchanging information. Cameron and Freeman
(1991) examined the relationships between culture type, congruence, and strength, and
they concluded that organizational performance and effectiveness can be enhanced by
understanding and diagnosing culture, managing to the attributes of the dominant culture,
and managing the paradoxes and tensions that are inherent in organizations.

Synthesis of Organizational Culture and Effectiveness in Higher Education

The body of work evolved from Cameron’s (1978) nine dimensions of
effectiveness continued to grow and encompass broader organizational effectiveness
variables as stated earlier in this chapter. A study that was based on the nine dimensions
of effectiveness was conducted in 1997 that examined culture and decision approaches in
promoting organizational effectiveness. The study focused on two-year colleges and

found that the previous research and conclusions about the internal and external validity
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of the nine dimensions of effectiveness based on four-year institutions held true for two-
year institutions (Smart, Kuh, & Tierney, 1997). While Cameron’s early work focused on
a wide range of variables, it did not include institutional culture (Smart, et al., 1997). For
the purposes of the 1997 study, culture was defined as how people interpret the internal
environment, including values, rules, behavior, procedures, tasks etc. This study
introduced culture as an important factor that can mediate how institutions deal with the
external environment and internal pressures (Smart, et al., 1997). Culture in the context
of the study is a tool that is used to proactively manage as a means to an end rather an
end. “A cultural view of the organization suggests that strategy is a process, not a
product, a means to ask appropriate questions rather than a series of answers. In effect, a
cultural strategy—often called interpretive strategy—is a way for leaders to think about,
look at, and define their organization” (Smart, et al., 1997, p. 258).

The 1997 study used and measured four culture types: clan, adhocracy,
bureaucracy (also termed hierarchy in the culture literature discussed in the previous
sections), and market. Clan cultures are those that rely on group affiliation and
participatory decision making. Adhocracy cultures focus on change as the norm, and
innovation and entrepreneurship are valued. Bureaucratic (hierarchy) cultures focus on
maintaining the status quo, value stability and structure, and rely on compliance with
organizational rules and regulations. Market cultures focus on planning and achievement
and value productivity and efficiency. The results of this study indicated that for the 33
two-year institutions organizational effectiveness was a function of the interaction among
the external environment (postindustrial environment), decision-making approaches, and

institutional culture (Smart, Kuh, & Tierney, 1997). The study also found that the four
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institutional culture types have influences on effectiveness. Adhocracy and clan cultures
are positively related to organizational effectiveness while bureaucratic and market
cultures are negatively related to organizational effectiveness (Smart, Kuh, & Tierney,
1997). From the results of this study, the authors concluded that a leadership style and
decision approach aligned with the adhocracy and clan cultures mitigated the potentially
debilitating effects of declining enrollment and financial conditions on organizational
effectiveness (Smart, Kuh, & Tierney, 1997). This would indicate that leaders might
benefit from becoming proficient in discovering and managing culture to improve
performance and to mitigate the effects of negative external and internal factors (Smart,
Kuh, & Tierney, 1997). Smart, Kuh, and Tierney (1997) offers a synthesis of the
organizational effectiveness variables and dimensions developed and expanded upon in
Cameron’s work and added the importance of culture to the assessment and
understanding of effectiveness in colleges and universities. In addition, the Smart, Kuh,
and Tierney (1997) study used the culture ideal types and examined leadership and
decision making as factors that impact organizational effectiveness. Lastly, their study
was also prescriptive, suggesting which culture types might be well suited to manage
internal challenges and which might negatively impact effectiveness.

The culture and effectiveness studies presented in the earlier sections all
underscore the complexity of the higher education environment and the tension present in
managing in such a turbulent external environment and complex internal environment.
Cameron (1984) recommends,

For managers and administrators in higher education to assure capacity for

survival, strength and soundness, adaptability to sudden change, and the ability to
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take advantage of new opportunities in a postindustrial environment with

turbulence, information overload, rapid-fire events, and complexity all increasing

at exponential rates, they will need to become Janusian thinkers and develop

Janusian institutions. (p. 135)

Janusian thinking, as introduced earlier in this chapter, is having two opposing concepts
considered to hold true simultaneously and the resolution of the contradiction having the
capacity to lead to breakthroughs and insights in problem solving (Cameron, 1984). An
example of this is an organization that thrives on innovation, which suggests flexibility
and creativity, and an environment open to new sources of information, new strategies
(perhaps even untested), and risk. This same organization would need structure, tested
methodologies and boundaries to implement the innovations in a timely manner. So, this
type of organization would have to be “loose” enough to generate the innovative idea but
“tight” enough to effectively implement the innovation as implementation requires a
singleness of purpose and an ability to focus action, activity and resources, and an
environment of control and coordination (Cameron, 1984).

Another example of the tension and complexity of managing in a postindustrial
context by applying Janusian thinking is the challenge of building consensus while also
encouraging heterogeneity (Cameron, 1984). An institution might value participatory
decision making, which requires assessing varying points of view and encouraging
dissention from commonly held practices and procedures in order to develop newer and
better ways of operating, communicating, and teaching. However, the need to manage
change and adaptation quickly and effectively will require more consensus in decision

making; these concepts of participation, heterogeneity and diversity of thought, and
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consensus building are somewhat in conflict but are required to maximize effectiveness
in meeting the value of collegial decision making but the need to act quickly and achieve
alignment to implement new ideas. This need for Janusian thinking, managing conflicting
concepts to improve effectiveness and performance, also illuminates that organizations
have more than one culture supporting those competing concepts.

Tierney’s work (1988) sought to define the essentials of organizational culture in
higher education. Tierney (1988) suggested that culture is often taken for granted by
organizational members. Although it is taken for granted, it is also “grounded in the
shared assumptions of individuals participating in the organization” (p. 4). According to
Smart, Kuh, and Tierney (1997), “how individuals interpret the organization to
themselves and to outsiders becomes the key task as they struggle to meet the challenges
and demands of the marketplace” (p. 259). This interpretation has an impact on their
understanding of the goals of the organization, their role in achieving those goals, and the
success of the organization as a whole. Culture is the lens that organization members use
to understand the organization and their role in it. “Culture provides meaning and
context for a specific set of people” (Kezar & Eckel, 2002, p. 439). The meaning and
context that organizational members develop then frames their view of their roles in the
organization, how they interpret the goals of the organization, how they assess and define
success, and ultimately how well they manage in the cultural context. Smart and St. John
(1996) suggest that the interest in organizational culture stems from claims in the
literature that “culture is an essential construct in efforts to improve managerial and

organizational performance” (p. 219).
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The link between culture and organizational effectiveness has been well studied
and documented. The importance of the link of these two concepts is the impact they
have on performance given the postindustrial context. The more that culture is
understood, it would seem the better leaders and managers in higher education
institutions will be able to succeed in fulfilling their goals. This success would be for all
of their concerns, main campus and education centers alike. The ultimate goal of
developing an understanding of culture is to be able to better navigate internal and
external pressure to enhance organizational performance. “Our lack of understanding
about the role of organizational culture in improving management and institutional
performance inhibits our ability to address the challenges that face higher education. As
these challenges mount, our need to understand organizational culture only intensifies”
(Tierney, 1988, p. 4-5).

The Competing Values Framework (CVF) used in this case study of culture and
effectiveness for education centers provided the synthesis of all the concepts presented in
this chapter. An expanded version of the CVF in Figure 3 considers the culture types, the
dominant attributes, the leadership style attendant to each culture type, what bonds the
organization within each the culture type, the strategic emphases of each culture type, and
the theory of effectiveness associated with each culture type. The CVF encompasses the
complexity and the multi-dimensional nature of organizational effectiveness and the
evidence of several cultures depending on the focus of the organization. The framework
also allows for mapping participant perspectives among all four quadrants, accounting for
the varying perspectives that reside in organizations. As discussed earlier in the chapter,

rarely is an organization one culture type or effective in all areas. One of the significant
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aspects of the Competing Values Framework is the ability to assess alignment between
leadership style, culture, strategic emphases, and the theory of effectiveness. In addition,
the framework attends to the competing or opposing forces and concepts at work in
organizations and represents the concept of Janusian thinking in organizations. Denison
and Spreitzer (1991) describe the Competing Values Framework,

The framework focuses on the competing tensions and conflicts inherent in any

human system: primary emphasis is placed on the conflict between stability and

change, and the conflict between the internal organization and the external
environment. By focusing on the inherent tensions of organizational life, the
model allows for the conceptualization of both paradoxical and linear phenomena,

and for analysis of both transformation and equilibrium. (p. 3)

Although the literature on organizational effectiveness and organizational culture
is extensive, one of the perspectives missing is a qualitative study on the culture of
education centers at colleges and universities. Education centers are playing a more
significant role in the postindustrial higher education landscape as engines for innovation,
as a link directly to industry educational needs and demands based on local economies,
and as a link to non-traditional adult students. These centers serve a unique role and are
an engine for expansion for colleges and universities. The success of these centers can be
enhanced by understanding culture and the role culture plays in enhanced organizational
effectiveness and performance.

Conclusion
Education centers will continue to have a unique role and contribution to the

higher education landscape. These centers will cater to the non-traditional adult student,
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provide tailored and innovative programs that meet the needs of industries located in their
regions, and they will provide flexible delivery options required of the non-traditional
adult student. In this way the education center will figure prominently in supporting the
education goals of the United States to maintain improve its global competitiveness.

The environment in which education centers operate, as part of the larger
community of higher education institutions, is characterized by greater internal and
external pressure. The increased pressure has been characterized in the literature as
turbulent and referred to as post-industrial. As the rate of change continues, the internal
and external pressures continue to mount, demands on limited resources continue, and the
necessity to innovate and manage change persist, leaders of higher education institutions
will benefit from improving managerial capability through focusing on their cultural
contexts to make decisions, develop strategies, communicate with organization members,
and improve effectiveness and performance. This case study provide an example of an
organization whose culture has supported and positively impacted its performance and
effectiveness

This chapter provided a review of the literature on organizational effectiveness
and its application to colleges and universities. The seminal work on the organizational
effectiveness of colleges and universities by Kim Cameron was introduced and
summarized. Cameron’s work provided the foundation for several studies of
organizational effectiveness in higher education and broadened the discussion of
organizational effectiveness to include a focus on organizational culture.

This chapter also covered the literature on organizational culture, its

underpinnings, and its relationship to organizational effectiveness. The work of Cameron
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also figured prominently in the discussion of culture. Cameron pointed out the
importance of culture in the understanding and assessment of organizational effectiveness
and performance. While many researchers focused on cultural congruence and strength,
Cameron and Freeman (1985), Cameron and Ettington (1988), and Smart and St. John
(1996) argued that culture type was the strongest link to organizational effectiveness and
performance. Cameron and Ettington’s (1988) and Cameron and Freeman’s (1985)
studies identified a cultural typology that was used in several studies to identify culture,
its characteristics, and its relationship to effectiveness criteria in higher education.

Finally, this chapter introduced the theoretical framework for the study of culture
at education centers. The Competing Values Framework (CVF) was used to develop the
culture profile for the study site. The culture profile provided the context to map and
assess the culture described by the organizational members of the education center. The
framework provided an approach to assess performance and effectiveness given the
culture profile. The Competing Values Framework marries both pillars of literature
reviewed in this chapter. It provides a typology for identifying culture types and the
organizational effectiveness criteria associated with each culture type. The framework is
a diagnostic tool used to identify the dominant culture at the study site and identify the
effectiveness criteria employed at the study site.

The following chapter explains the methodological choices made for the study of

the Regional Education Center.

84



Chapter I11: Methods

This study focuses on the literature of organizational culture and organizational
effectiveness in higher education and addresses two gaps: methodological and unit of
analysis. Few organizational effectiveness and culture studies have been qualitative
providing perspectives and descriptions from the organizational members. This case
study provides detailed descriptions of the perspectives of organizational members about
the education center culture and fills the methodological gap by using a qualitative
method. In the literature, there are few studies that have focused on a subunit of analysis
such as an education center. As mentioned in the literature review in chapter two, studies
of culture and effectiveness have focused on quantitative assessments of relationships and
identification of correlations between and among variables at the organization level. This
case study addresses the unit of analysis gap by focusing the on the education center as
the unit of analysis.

The Competing Values Framework (CVF), a well-tested theoretical framework
used in many industries, including higher education (Cameron & Quinn, 2011), uses the
literatures of organizational culture and organizational effectiveness in one framework to
identify culture type(s) and the attendant organizational effectiveness model(s). The
Competing Values Framework anchors this case study. The Organization Culture
Assessment Instrument (OCALI) was used to collect data to create the culture profile of
the education center, including identifying the culture type, culture strength, and culture
congruence, which according to the literature (Cameron & Ettington, 1988; Cameron &
Freeman, 1991; Cameron & Quinn, 2011), are the three most important aspects of
organizational culture.
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This case study answered two research questions: what is the culture type at the
Regional Education Center? And, how is the culture described by the organization
members? The following analytical questions guided the case study:

e What cultures exist at the education center among the four ideal culture types

— clan, adhocracy, market, and hierarchy? What are the dominant culture(s)
and the attendant characteristics of that culture(s)?

e s the culture(s) strong and/or congruent?

e How is culture manifested according to the organizational members based on

the following:
o style —how organizational members are managed,
o behavior — how organizational members interact with each other, and
o relationships — how do organizational members relate to each other)?

e In what ways is culture developed and supported? In other words, what

behaviors and activities are undertaken?

e From the point of view of organizational members, how is culture

(in)compatible with the articulated goals?

Answering the research questions and examining the analytical questions resulted
in a culture profile for the Regional Education Center that included all culture types
represented, the organizational characteristics that support the culture, how the culture(s)
are manifested on the campus, and how the culture is described by organization members.
The remainder of this chapter describes the choice of case study, the data collection

methods and sources, data collection tools, and the theoretical frameworks underpinning
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the study. This chapter also covers issues of validity and reliability that are attendant in a
qualitative study, including data analysis, trustworthiness, and subjectivity.
Paradigm of Inquiry

The epistemology for this study is social constructivism. In studying culture, it is
important to have a paradigmatic perspective that supports the idea that culture is
constructed and dependent on individual and group perceptions, historical contexts,
interactions, and relationships (Denzin & Lincoln, 1994; Creswell, 2013). There are
multiple cultures and multiple interpretations of those cultures in any organizational unit
studied (Sackman, 1992). The goal of this study is to identify and understand the
culture(s) represented by reconstructing and interpreting (Lincoln & Guba, 2001) what is
observed and what the participants in the study constructed as it relates to the culture of
their organization. Constructivism suggests that all knowledge and thus reality is
constructed through the interaction between people and their environments and then
transmitted by the participants through a social context (Crotty, 2003). This paradigmatic
perspective lends itself to the researcher’s subjectivity being informative in the research
as opposed to something to be avoided. As Creswell (2013) points out, qualitative
researchers in the social constructivism paradigm “rely as much as possible on the
participants’ views of the situation . . . researchers make an interpretation of what they
find, an interpretation shaped by their own experiences and background” (pp. 24-25).

The social constructivism perspective supports the investigation of culture as a
key factor in the understanding of the organization. As Crotty (2003) notes, “Culture has

to do with functioning. As a direct consequence of the way in which we humans have
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evolved, we depend on culture to direct our behavior and organize our experience” (p.
53). Often these subjective meanings are negotiated socially and historically” (p. 25).

Merriam (2009) suggests that the philosophical perspective that a researcher has
is indicative of the types of research that might be undertaken. If a researcher has a
constructivist epistemological perspective, then qualitative research designs are more
likely to be chosen. Case studies fall into this perspective. There have been post positivist
approaches to organizational effectiveness and culture studies, but they have not reflected
the organic nature of culture, which suggests dynamism rather than a static perspective
(positivist and post positivist). Critical theory could be a paradigmatic approach to the
study of culture since most organizations are led by white males and other minoritized
groups they may be operating in a Eurocentric and male context; the aim of this case
study of culture, however, was not to critique and/or transform (Guba & Lincoln, 1994).
The aim of this study was to identify and understand. As such, social constructivism was
the appropriate paradigmatic choice. The goal of this study is to develop an
understanding of the culture based on the complexity of views represented by the study
participants; the social constructivist paradigm supports this goal of the research.

Theoretical Construct

In the literature on organizational culture and effectiveness, one of the most
prevalent theoretical frameworks is the Competing Values Framework (CVF). The
theoretical framework developed by Quinn and Rorhbaugh (1981) had the following
characteristics: one level of analysis; provides a holistic view; provides a well-defined set
of criteria; provides the underlying relationships between the criteria; represents the

dynamic nature of organizations; provides an analytical tool that can be applied in
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specific settings but can provide for comparisons and generalizations across studies; and,
explicitly defines effectiveness. Quinn and Kimberly (1984) expanded the original
framework to include the cultural aspects and characteristics attendant to the
organizational effectiveness perspectives and definitions provided by the original
framework. The CVF as a framework for culture “connects the strategic, political,
interpersonal, and institutional aspects of organizational life by organizing the different
patterns of shared values, assumptions, and interpretations that define an organization’s
culture” (Denison & Spreitzer, 1991, p. 3). The CVF was derived through surveying the
culture and effectiveness literatures, and reviewing various organizational effectiveness
models; the development of the CVF proved to be comprehensive in its consideration of
other frameworks. The expansion of the CVF framework from focusing on
organizational effectiveness models to include the cultural context in which effectiveness
is measured made the CVF a fit for this case study.

The CVF is used to map information provided from the Organization Culture
Assessment Instrument (OCALI). The OCALI is the tool used to identify culture(s)
represented in an organization and provide a culture profile, which includes culture types,
culture strength and dominance, effectiveness theory, leadership characteristics, what
bonds the organization, and strategic emphases. Tierney (2008) believes the study of
culture in educational institutions “will enable us to recognize how those actions and
shared goals are most likely to succeed and how they can best be implemented” (p. 26).

The framework has become the seminal tool for identifying the organizational
culture represented at various types of institutions, including colleges and universities

(Cameron & Quinn, 2011). In the current study, the CVF framework helps identify the
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cultural context as described by all the participants and the values associated with that
context. Scores from the Organizational Culture Assessment Instrument (OCAI) map to
the CVF to identify the culture type(s) at the education center and culture strength and
culture congruence. The OCALI is discussed in greater detail in the Instrumentation
section of this chapter.

Case Study Methodology

Case study is the research design and method employed for this inquiry. Case
study research has many definitions. The definitions of case study include case study as a
tool of data collection (Crotty, 1998; Merriam, 2009). Case study is also described as a
strategy (Eisenhardt, 1989; Smith, 1990) and an examination of a bounded system
(Merriam, 2009; Stake, 1995; McCaslin & Scott, 2003). Most importantly, case study is
described as a full and robust qualitative research methodology (Yin, 2014). All the
definitions and viewpoints of case study consider it a viable vehicle for conducting
qualitative research. The most compelling definition comes from Yin (2014) who
explains that a case study is “an all-encompassing method- covering the logic of design,
data collection techniques, and specific approaches to data analysis” (p. 17).

This study focused on the education center as the specific case, the bounded
system to be studied. Merriam (2009) points out that “the single most defining
characteristic of case study research lies in delimiting the object of study, the case” (p.
40). The choice of case study for the design and methodology for this inquiry is the best
choice for answering the research questions: what is the culture at the education center?
and, how is the culture described by organizational members? The study of culture at the

education center is a complex social and organizational phenomenon. As Yin (2014)
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points out, “as a research method, the case study is used in many situations, to contribute
to our knowledge of individual, group, organizational, social, political, and related
phenomenon” (p. 4). Glesne (2011) points out that “You focus on the complexity within
the case, on its uniqueness, and its linkages to the social context of which it is a part” (p.
22).

The type of case study used for this inquiry is the embedded, single-case design.
The embedded case design was appropriate for this inquiry; the main unit of analysis is
the education center with embedded units represented by the Dean, administrators, and
faculty. The purpose of the inquiry was to identify and describe the culture at the
education center. According to Yin (2014), an embedded unit of analysis is “a unit lesser
than the main unit of analysis, from which case study data are also collected” (p. 238).
Using the embedded design will inhibit the pitfall of analysis at an “unduly abstract level,
lacking sufficiently clear measures or data” (Yin, 2014, p. 55). The other advantage of
using the embedded design is to avoid “slippage,” which can result from the nature of the
case shifting due to focusing on one orientation (Yin, 2014). This shifting that can occur
using a holistic design is a circumstance by which “the implemented research design is no
longer appropriate for the research questions being asked” (Yin, 2014, p. 55). The
embedded design can help maintain the focus of the case study (Yin, 2014).

In higher education there are many variations on how higher education
institutions develop and expand. One way in which private universities have developed
and expanded is through regional campuses. These campuses can take many forms, but
the one of interest in this study is the education center. The type of center of interest in

this study is one with its own identity in relation to the parent campus, including a
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separate physical location, programs emphasized given the location, and leadership,
faculty, and staff specific to the location.
Case Study Site Selection

For the site of the study to remain anonymous, it will be referred to as the
Regional Education Center (REC). In order to identify an appropriate site for this case
study, I reviewed the member listing of the University Professional and Continuing
Education Association for regional campuses of private universities. | created a list of
four potential sites. | contacted two sites that fit the parameters | developed. The
parameters for site selection were regional campus of a private university, a separate
physical location from the main campus, not a satellite campus shared with other
satellites of other universities, primary focus on adult education, dedicated administrative
staff at the regional campus, and the regional campus located in the continental United
States. Two of the four campuses didn’t meet the list of parameters I developed. |
emailed a letter of introduction to the campus deans. | sent additional information to both
deans. One study site declined to participate. The second site was interested in the study
approach, theoretical framework, and the inquiry into organizational culture and
effectiveness. The head of Student Services at REC was my main point of contact. |
prepared a study synopsis that my contact provided to the dean. | asked to schedule a
meeting with the dean. After meeting with the dean, | was granted permission to conduct
my research at the REC as my study site.

The study site was selected as representative of a regional campus; it is an
education center of a private university located independently from the parent campus.

This site was chosen for the following reasons:

92



e Separate physical location from the parent campus;
e Occupies its own physical space, not shared with any other institutions;
e Has its own administrative staff;
e The goals of the education center are unique to the regional location although
linked to the parent campus;
e The programs offered at the center are offered based on the needs of the
region in which it is located;
e The branding of the center is in alignment with the parent campus but also
unique to its region;
e The study site is the first regional campus of its main university, therefore
unique in being a founding site.
The choice of the site is aligned with the desired examination of culture and thus the
research questions. The Regional Education Center is the first regional campus of its
University. It has been in existence for seven years. As the test case regional campus for
the university, the administrators rely on the main campus but have also been creative in
developing and expanding the center with no prior model to follow. Although the main
campus has a strong overall brand and identity, it does not have the same brand
recognition in the regional location where this first regional campus is located, which is
both a benefit and a challenge. The Regional Education Center had to develop a brand
that resonated in its regional location. This branding had to be aligned with the main
campus but also had to support the local external environment in which the Regional
Education Center operates. Additionally, the REC had to attend to the internal

environment of its campus; the brand and atmosphere developed at the education center
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was highly dependent on the staff who were hired. In this way, the exploration of culture
of the REC would be less an offshoot of the main campus and more an organic creation
of the organizational participants hired specifically for the education center; social
constructivism as an interpretive paradigm has the “goal of understanding human ideas,
actions, and interactions in specific contexts or in terms of a wider culture” (Glesne,
2011, p. 8). The site chosen serves as a rich source of data for the exploration of culture
for this case study.

The REC as a regional campus is located in a different geographic region than the
main campus of the University. Regional campuses have historically been a way for
universities to broaden scope, reach, market, enrollment, and programs. The focus on this
unit of analysis is based on the need for the United States to improve educational
competitiveness by focusing more attention on non-traditional, non-residential adult
learners. This student population is key to the United States’ goal of increasing the
number of students attaining post-secondary education credentials from 42% to 60% of
the adult population. Out of the almost 23 million additional credentials that this increase
represents, 27% or 6.1 million of the credentials would need to be attained by non-
traditional adult students (Lumina Foundation Strategic Plan 2017-2020, 2017). The
Regional Education Center in this case study focuses on this student population.

As the United States strives to increase the number of adults with post-secondary
education credentials (Change, 2001; Lumina, 2013) the approach to this goal will
include a focus on adult learners as opposed to simply focusing on the traditional,
residential college student who is 18-25 years old. In addition, the literature suggests that

employers are seeking skill sets for a knowledge economy, which many workers without
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a post-secondary credential are lacking (Change, 2001; Lumina, 2013). The education
center chosen for this study focuses on the adult student by attending to a student
population seeking specific job skills and knowledge acquisition to better position
themselves for securing employment or promotion. Some students may already have a
degree but need to acquire a different knowledge base and skill level to be competitive
and successful in the regional employment market. The center’s course offerings are
flexible, consisting of online, evening, and hybrid choices in course delivery. Lastly, the
education center has partnered with employers in the region to develop models for
program delivery, specific degrees and certificates related to needed skills and knowledge
for their specific industry, and tailored talent solutions for their employees.

The REC offers 25 graduate degree programs and 10 certificate programs in six
industry-aligned sectors: Business, Education, Government & Civic Engagement,
Healthcare, Leadership & Management Science, and Technology & Engineering. With
the move to its current location in 2011, the Regional Education Center developed a
distinctive new model for graduate and professional education, regional campuses and
hubs that offer high-demand degree programs targeted to the needs of regional industries.
Programs offered follow a hybrid model of online and in-class delivery. The Regional
Education Center launched a unique series of graduate degree programs that prepare
high-ability bachelor degree holders for high-demand industries. These degrees are
offered in a hybrid format.

The Regional Education Center is one of five campuses of its main University.
The main University is home to over 20,000 students. The University has 67 departments

and programs, 49 of which are graduate programs. In addition, there are over 150
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graduate certificate programs. The University boasts over 60 online and hybrid programs.
The main University is ranked in the top 50 colleges and universities of the United States.
REC is the first regional campus of the University established in 2011. The students at
REC are adult learners, not traditional undergraduate, residential students. REC was
established to increase enrollment, create market share in a new region, and to serve as a
pilot for regional expansion for the main University.

REC operates its own campus with a staff of six administrators and one
administrative assistant. The REC does not have its own campus faculty. There are 13
faculty teaching at REC who report to the main University. When developing the study,
the researcher assumed that there would be regional faculty working specifically and
exclusively at the REC. That did not prove to be the case. Faculty are assigned to REC to
teach and support campus programs and goals. There is not an official organization chart
for this campus. The organizational design is flat, meaning that all staff members report
directly to the dean. There are specific titles and job descriptions. However, with so few
staff, everyone contributes by performing tasks that are not formally outlined in their
roles. The administrators on campus are the Regional Dean, Associate Dean, Director of
Student Affairs and Faculty Services, Campus Operations Manager, Assistant Director of
Admissions and Community Engagement, Assistant Director of Admissions and Industry
Engagement, and Administrative Assistant.

At the inception of the study there were nine administrative staff, all of whom
were invited to participate in the study. By the time the interviews took place, the

administrative staff was reduced to six, excluding the administrative assistant, and four of
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the remaining six staff members agreed to participate in interviews. Two faculty
members that teach regularly at the REC agreed to an interview.
Sampling Plan and Data Collection

Questionnaire and interview data was collected from three sources: the dean, the
education center administrators, and faculty members. The questionnaire was
administered anonymously to protect the identities of the respondents. Administrators
and faculty were invited to volunteer to participate in the questionnaire and the
interviews. The administrative team members that were included in the study met the
following criteria: reported directly to the Dean, were full-time, and had tenure of at least
one year. The criteria for faculty participants was full-time or part-time, a tenure of at
least one year, and leading an academic program or chairing an academic committee. A
link to the questionnaire was provided to the Dean’s administrative assistant who then
emailed it to the administrative staff and the faculty. The Dean sent a letter of
introduction about the study, which also invited organizational members to volunteer to
participate in the questionnaire by using the link provided and to participate in the
interviews by contacting the administrative assistant. Nine individuals anonymously
responded to the questionnaire, and six individuals agreed to participate in the interview
process. Table 3 outlines the study participants for the interviews.

Table 3. Interview Participants’ Pseudonyms and Roles

Participant Role Description
Beatrice Administrator
Carol Administrator
Charly Administrator
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Courtney Faculty

George Faculty

May Administrator

Purposeful sampling was used to identify participants for this case study. Such
sampling “is based on the assumption that the investigator wants to discover, understand,
and gain insight and therefore must select a sample from which the most can be learned”
(Merriam, 2009, p. 77). The first step was determining the essential selection criteria for
the sample. Such criteria “directly reflect[s] the purpose of the study and guide[s] in the
identification of information-rich cases” (Merriam, 2009, pp. 77-78). For this study, the
site was the first level of purposeful sample, the case to be studied, and the participant
groups were the second level of sampling. These two levels “are usually necessary in
qualitative case studies, the case to be studied and sampling within the case” (Merriam,
2009, p. 81).

Data was collected using three methods: The Organization Culture Assessment
Instrument (OCAI) questionnaire and Competing Values Framework; semi-structured
interviews; and, document review. Each participant was asked to complete the OCAI
questionnaire to develop a baseline of culture perspectives. The Competing Values
Framework (CVF) was used in conjunction with the OCAI. The CVF is a framework
used to identify culture types and organizational effectiveness perspectives. The CVF has
four quadrants, each representing one of the ideal culture types. The OCAI questionnaire
has six categories that each describe characteristics of an organization. Each
characteristic is described using four scenarios that represent the four ideal culture types.

Participants scored each of the four statements in each content category by how well the
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statement described their view of the education center. The questionnaire scores provided
a culture profile from each respondent. The average scores for each content category for
each culture type from the OCAI were mapped to the CVF schematic to identify which
culture quadrant had the highest average scores; the quadrant with the highest average
score identified the dominant culture type for that content category. The OCAI provided
the data, and the CVF provided an approach to organizing and assessing the data.

It was important for this study to access the various perspectives and roles
responsible for governance, communication, and goal achievement. Organizational
members were invited to participate in interviews. The semi-structured interview
questions mirrored the categories included in the OCAI questionnaire and provided an
opportunity for key participants to offer descriptions and impressions in their own words.
The goal of interviewing was to collect individual data and descriptions of the culture at
the Regional Education Center. Such interviews are “the best technique to use when
conducting intensive case studies of a few selected individuals” (Merriam, 2009, p. 88). It
is also the preferred choice for collecting data from a large number of people who
represent a broad spectrum of perspectives. The interviews were semi-structured: there
were structured questions to elicit specific information; and, there were open-ended
questions to seek the respondents’ subjective perspectives. Capturing such perspectives is
possible through “Less structured formats [that] assume that individual respondents
define the world in unique ways” (Merriam, 2009, p. 90). In the study of culture with a
constructivist approach, a semi-structured approach supported the perspective that
meaning is constructed and interpreted through engagement and that the process is part of

our interaction with culture (Crotty, 1998). The study used semi-structured interviews to
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build the case and to provide context, perspective, and personal narrative about the
phenomenon being studied. According to Merriam (2009), the benefit of using semi-
structured interviews is that they allow “the researcher to respond to the situation at hand,
to the emerging worldview of the respondent, and to new ideas on the topic” (p. 90).
Document review was the third source of evidence. While the questionnaire and
the interviews were subjective information and descriptions directly from participants,
the document review was more objective and offered an opportunity to review and assess
how the center’s information is disseminated and communicated. The document
identified represented a form of cultural communication used to mine for ideas, concepts,
and themes that were developed from the OCAI and interview data. The criteria for
document selection was that they were published within the last five years, specific to the
education center, the latest available version, and provided information about education
center goals, operations, and progress. Yin (2014) points out that there should be a
concrete and well thought out data collection plan for documents. Yin (2014) states, “For
case study research, the most important use of documents is to corroborate and augment
evidence from other sources” (p. 107). The potential weaknesses of documents include
that they are not necessarily developed for research purposes and may therefore be
incomplete, have several versions, may not be representative, and may not be produced in
a form that is useful to the researcher. There may also be issues with authenticity and
accuracy. Documents, however, offer something that neither interviews nor
questionnaires can provide. Documents represent unfettered access to information that
cannot be affected by the researcher, are stable, and also are objective (Merriam, 2009).

Similar to interviews and questionnaires, the use of documents is driven by the research
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problem, purpose, and questions. Requested documents included meeting agendas,
planning documents (budget, strategic, resource allocation), newsletters or other internal
campus communications that provide information specific to the education center, and
any type of annual progress reports. The Staff Goals 2017 document was the only
document available for review. The Staff Goals 2017 document is the annual strategic
planning document used at REC that covers fall 2017 to spring 2018. The goals are
developed based on the broader planning process at the main campus and are cascaded to
the REC. The Staff Goals 2017 document memorializes the goals for all departments,
designates the responsible parties for each goal, notes strategic and tactical action items,
and is used to document monthly status and updates on each goal. | requested a set of
status documents for the entire 2017 calendar year but was unable to secure them. The
objective information gathered from the available document corroborated certain aspects
of the data gathered from the OCAI questionnaire and the interviews.

The campus began a reorganization during the study. The reorganization resulted
in a reduced number of administrators but did not require including any new staff in the
data collection. The campus culture profile was thus based on staff members that met the
criteria of at least one year of employment; in fact, the staff that participated were the
original staff members hired at the launch of the campus.

Using three sources of data is supported by Yin’s (2014) first principal of data
collection, which is to use multiple sources of evidence. Yin (2014) points out that “a
major strength of case study data collection is the opportunity to use many different
sources of evidence” (p. 119). Yin (2014) refers to the practice of using multiple sources

as triangulation. From three sources of evidence, the study benefitted from data
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triangulation, which encourages the use of multiple sources to corroborate and support
the same finding or conclusion (Maxwell, 2013; Yin, 2014). Furthermore Yin (2014)
points out that “By developing convergent evidence, data triangulation helps to
strengthen the construct validity of your case study” (p. 121). Maxwell also espouses the
benefits of triangulation of methods,
This involves using different methods as a check on one another, seeing if
methods with different strengths and limitations all support a single conclusion
different methods are used to broaden the range of aspects or phenomena that you
address, rather than simply to strengthen particular conclusions about some
phenomenon. (Maxwell, 2013, p. 102)
This case study benefitted from triangulation both from three data sources and three data
collection methods. The data collection sources and methods summary are below in

Table 4.

Table 4. Data Collection Sources and Methods Summary

Methods

Sources OCAlI Interview Document
Questionnaire

Dean of the Yes Semi-structured  Staff Goals
education center 2017
(purposeful sample)

Campus Yes Semi-structured
administrators
(purposeful sample)

Faculty (purposeful  Yes Semi-structured
sample)
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Instrumentation
The following section provides detailed information on the instruments that were

used in the data gathering process. The data collection process was executed with the
following steps:

1. Pre-interview Organizational Culture Assessment Instrument (OCALI)

questionnaire where all participants were invited to respond;
2. Interviews with members of the organizational members: The Dean, faculty,
and staff participants; and,

3. Document review of the Staff Goals 2017 document.
The OCAI was anonymously distributed to all participants. The completed OCAI
questionnaires were scored. The results are presented in Chapter four in tabular and
graphic form. The scores from the OCAI were mapped to the CVF grid, one grid for each
content category and an aggregate grid representing the Regional Education Center.
Interviews were conducted after the OCAI was scored. There was one interview protocol
used for the Dean, the staff administrators, and faculty. The questions and sections were
identical. The instructions for the interview differed. The dean was instructed to answer
the questions from the perspective of being the campus leader and having all
administrative staff reporting to the dean. The staff administrators were given instructions
to answer from their perspectives based on their tenure and interaction with the dean,
faculty, and each other. And the faculty were instructed to answer based on the Regional
Education Center although faculty report to the main campus; if they were unable to
answer based on REC, | asked that they let me know; Then, | would note it on the

interview protocol and in the transcribed interview data. Data collected from the
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document review followed a rubric selected specifically for this study (Appendix E). The
remainder of this section provides detailed descriptions of each instrument that was used
for the study.
The Organization Culture Assessment Instrument

The Organizational Culture Assessment Instrument (OCAI) questionnaire is a
well-established cultural assessment tool develop by Cameron and Quinn (2011). This
instrument is one of the most frequently used tools to assess organizational culture
(Cameron & Quinn, 2011). As Cameron and Quinn explain, its use has many benefits: “It
has been found not only to be an accurate assessment of organizational culture, but
significant relationships have been found between culture as assessed by the OCAI and a
variety of indicators of organizational effectiveness” (Cameron & Quinn, 2011, p. 27).
Many studies have used the OCALI and have tested the reliability and validity of the
instrument. The following studies are examples of the test of the OCAI’s reliability
(Quinn & Spreitzer, 1991; Yeung, Brockbank, & Ulrich, 1991; Zammuto & Krakower,
1991); in these studies, Cronbach alpha coefficients were computed for each of the ideal
culture types that the OCAI assesses, and the coefficients for each of the culture types
were found to be statistically significant and very satisfactory compared to normal
standards of reliability. In each of the studies cited, the coefficients for the culture types
ranged from a low of .67 to a high of .80. According to Cameron and Quinn (2011),
“sufficient evidence has been produced regarding the reliability of the OCAI to create
confidence that it matched or exceeds the reliability of the most commonly used

instruments in the social and organizational sciences” (p. 178).
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The validity of the OCAI was tested by Cameron and Freeman (1991). Using the
OCA, their study was conducted with 334 higher education institutions to investigate
culture congruence, strength, and type. The sample of 334 was representative of all four-
year colleges and universities in the United States (Cameron & Quinn, 2011). The OCAI
was used in conjunction with Cameron’s previous research that identified the nine
dimensions of effectiveness in colleges and universities. The nine dimensions represent
three domains of activity in colleges and universities. The study revealed that
organizations have multiple cultures, but most institutions have dominant cultures
(Cameron & Freeman, 1991). The study also revealed that the dominant culture was
related to its effectiveness:
Those institutions in which there was a dominant culture type also revealed that
the domains of effectiveness in which they excelled were matched to the
characteristics attendant to the culture type identified. Institutions that had clan-
type cultures were most effective in domains or performance relating to morale,
satisfaction, internal communication, and supportiveness, all attributes consistent
with clan cultures. (Cameron & Quinn, 2011, p. 179)
This type of matching was repeated for the other culture types. Additional statistical
analyses were conducted and revealed that the different cultures had different
organizational strategies, decision processes, and structures attendant to the culture types
and in keeping with the characteristics of the culture (Cameron & Quinn, 2011). These
analyses provided the empirical evidence necessary to show “that the OCAI measures

what it claims to measure” (Cameron & Quinn, 2011, p. 183).

105



The OCALI has six content categories that identify the main aspects of the

organization, reflecting key values and assumptions. The six categories are:

1) Dominant organizational characteristics,

2) Leadership style and approach,

3) Management style,

4) What bonds the organization,

5) Strategic emphasis, and

6) Criteria for success (organizational effectiveness).
Each of the six categories has four statements that represent one of four culture types —
clan, adhocracy, hierarchy, and market. For each category, there are 100 points that can
be applied to the four statements. Participants applied the majority or all points to the
statement that most accurately reflected the organization. If one statement was
overwhelmingly representative of the organization, then all points could be assigned to
that statement. Otherwise, if more than one statement represented the organization, then
points were spread based on the degree to which the statements describe the
organizational environment. The OCAI in this case study was used to diagnose and
identify the current culture through the scores of the respondents. The OCAI however
has a broader use. The OCALI is designed to also be prescriptive for organizations that
wish to change culture. In the case of culture change the OCAI is administered to the
respondents twice; the first time that the OCAI is distributed, respondents are to score the
OCAI based on what they believe the current culture is, the second administration is for
the respondents to score the questionnaire based on what they believe the culture should

be. In this process the OCAI creates a gap analysis between current state and desired
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future state. For this case study the goal was to identify the current state which is a
diagnosis, not a future state which would be prescriptive in determining the actions
needed to get from the current to the future state.

The Organizational Culture Assessment Instrument (OCAI) was scored and
mapped to the CVF. The CVF has four quadrants. The scores gathered from the OCAI
were placed on a schematic of the CVF in each quadrant to determine the cultures
represented by the scores. After all scores were recorded on the CVF, a culture profile
resulted that included the dominant culture type, culture strength, and culture congruence.
The OCAI results helped guide the portion of the interview protocol that consisted of
semi-structured questions used to illuminate and confirm information provided by the
OCAL. The structured questions provided in the OCAI helped delimit and bound the case.
The scoring identified the various cultures experienced by organization members. While
there was more than one culture identified by the data gathered, a dominant culture type
emerged that primarily guides the organization and has been recognized and described by
organizational members. Identification of the dominant culture provided some insight
into how well aligned that culture is with the stated goals of the campus. An assessment
of the culture can point to strategies, management and leadership styles, and values that
can better support performance and effectiveness. The following table shows one of the

six content categories of the OCAI as an example. The complete OCAL is in Appendix B.
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Table 5. Organizational Culture Assessment Instrument “Dominant Characteristics”
Category

1. Dominant Characteristics 100
Points

A. The organization is a very personal place. It is like an
extended family. People seem to share a lot of themselves.

B. The organization is a dynamic and entrepreneurial place.
People are willing to stick their necks out and take risks.

C. The organization is very results oriented. A major concern is
with getting the job done. People are very competitive and
achievement oriented.

D. The organization is a very controlled and structured place.
Formal procedures generally govern what people do.

The scoring of the Dominant Characteristics category may be as follows: A. 50 points; B.
20 points; C. 10 points; D. 20 points. These scores would mean that, according to this
respondent, statement A. most closely reflects the organization. B and D are also
represented, and C is represented but to a lesser extent. The way these scores would be
mapped to the CVF is that 50 points would go into the Clan culture quadrant, 20 points
would go into both the Adhocracy and Hierarchy culture quadrants, and finally 10 points
would go into the Market culture quadrant. Such mapping would indicate that, for this
respondent, the Dominant Characteristics category is mostly represented by the Clan
culture although three other cultures are also represented. This scoring and mapping
exercise was repeated for each category and tallied to develop a culture profile. There is a
culture map for each content category and an aggregate map representing all data from all

respondents in Chapter Four.
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There were various ways to review and analyze the data from the OCAI. For that
reason, instead of assessing the scores based on the organizational groupings (Dean, staff
administrators, and faculty), the scores were grouped by content category across all
participants. The scores were then mapped to the CVF by content category and in
aggregate for the entire organization.

The Competing Values Framework

The Competing Values Framework (CVF) grounds the study and combines the
culture and effectiveness perspectives represented in the literature. The Competing
Values Framework, Figure 3, was introduced by Quinn and Rohrbaugh (1981) and
derived from work done by Campbell, Brownas, Peterson, and Dunnette (1974) in which
they developed a list of 39 indicators that represented a comprehensive set of
organizational effectiveness measures. Quinn and Rorhbaugh (1981, 1983) analyzed the
list developed by Campbell et al. (1974) and sought a more parsimonious way to identify
the key factors of effectiveness (Cameron & Quinn, 2011). In a two-stage process with a
panel of seven researchers, Quinn and Rohrbaugh (1981) sought to reduce the list of
effectiveness criteria; the list was reduced to 16 (Quinn & Rohrbaugh, 1981).
Multidimensional scaling was done using the INDSCAL algorithm that resulted in a
three-dimensional frame: organizational focus; organizational structure; and,
organizational outcomes. The results are three sets of competing values: for
organizational focus, individuals compete with the organization; for organizational
structure, stability competes with flexibility; and, for organizational outcomes, processes
competes with final outcomes (Quinn & Rorhbaugh, 1981). These three competing

values were mapped to four quadrants, each anchored by an effectiveness theory. The
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four-quadrant framework was expanded and became known as the Competing Values
Framework (Quinn & Ettington, 1988).

The CVF became a way to not only identify an effectiveness perspective but also
the attendant culture in support of that perspective. The effectiveness framework was
expanded over the years to identify, assess, and diagnose culture in institutions of higher
education (Cameron & Quinn, 2011). The expansion of the framework included the
dominant characteristics of each effectiveness quadrant and assigned four ideal culture
types to the four quadrants. The validity of the Competing Values Framework was tested
by a study conducted by Cameron and Ettington (1988). Using a sample of 334 colleges
and universities, they distributed the Organizational Culture Assessment Instrument
(OCAI) to 3,406 participants. The OCAI was scored, and cultures were identified at all
the participating institutions. No institution had only one culture type (Quinn & Ettington,
1988). The culture types were identified using the OCAI scores mapped to the CVF. The
study results supported the validity of the Competing Values Framework; cultures
identified were characterized by the variables in the framework attendant to each culture
(Cameron & Ettington, 1988). The results suggested “the four culture types are linked to
organizational attributes that are consistent with their conceptual rationale” (Cameron &
Ettington, 1988, p. 34). The CVF is one categorical scheme for assessing culture. The
CVF is considered highly congruent with other well-known and well-accepted categorical
schemes (Cameron & Quinn, 2011). The Competing Values Framework “is a framework
that was empirically derived, has been found to have both face and empirical validity, and
helps integrate many of the dimensions several authors have proposed” (Cameron &

Quinn, 2011, p. 37).
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The dimensions and quadrants of the Competing Values Framework provide

robust explanations of the different orientations represented (Cameron & Quinn, 2011).
Each quadrant can be described in terms of basic assumptions, orientations, and values,
which are the same elements that comprise an organizational culture (Cameron & Quinn,
2011). The CVF as a cultural assessment tool represents four ideal culture types:

1) group culture — clan;

2) developmental culture — adhocracy;

3) rational culture — market; and,

4) bureaucratic culture — hierarchy.
Each culture type subscribes to a certain set of characteristics that support what is
emphasized and valued, what binds the organization or what is considered the
organizational glue, and what motivates organizational members. Figure 3 depicts the

expanded Competing Values Framework.
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Figure 3. The Competing Values Framework of Culture, Effectiveness, and

Leadership

Internal Focus and Integration

Flexibility and Discretion

Culture Type: Clan

Orientation: Collaborative

Leader Type:
Facilitator, Mentor,
Team Builder

Value Drivers:
Commitment, Communication,
Development

Bonding:
Loyalty, Cohesion

Strategic Emphases:
Developing Human Resources,
Morale, Commitment

Theory of Effectiveness:
Human development and
participation produce effectiveness.

&
~

4\

Culture Type: Adhocracy
Orientation: Creative

Leader Type:
Innovator, Entrepreneur, Visionary

Value Drivers:
Innovative Outputs, Transformation,
Agility

Bonding:
Flexibility, Risk

Strategic Emphases:
Growth, New Resources, Innovation

Theory of Effectiveness:
Innovativeness, vision, and new
resources produce effectiveness.

Culture Type: Hierarchy
Orientation: Controlling

Leader Type:
Coordinator, Monitor, Organizer

Value Drivers:
Efficiency, Timeliness, Consistency,
Uniformity

Bonding:
Rules, Clear Expectations

Strategic Emphases:
Predictability, Stability, Smooth
Operations

Theory of Effectiveness:
Control and efficiency with capable
processes produce effectiveness.
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Culture Type: Market
Orientation: Competing

Leader Type:
Hard driver, Competitor Producer

Value Drivers:
Market share, Goal Achievement,
Profitability

Bonding:
Production, Competition

Strategic Emphases:
Competitive Advantage, Market
Superiority

Theory of Effectiveness:
Aggressively competing and
customer focus produce
effectiveness.

Stability and Control

Figure 3. The Competing Values Framework shows the four ideal culture types and the characteristics
associated with that culture. Most organizations will have more than one culture type identified, but often
there is a dominant type such that most of the characteristics of an organization fall into one of the quadrants.
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Adapted from Cameron & Quinn (2011), Diagnosing and Changing Organizational Culture. San Francisco,
CA: Jossey-Bass.

Interview Protocols

Since the research questions require direct knowledge of perspectives on the
campus culture and the activities undertaken to build and support that culture, the best
way to get that information was through interviews. Such interviews provided context,
perspective, and personal narrative about the phenomenon being studied. There are
several things a researcher needs to be aware of to avoid the shortcomings of collecting
data through interviews: using too many highly-structured questions, which may cause
researcher bias and not give enough room to the participant to construct meaning and
offer their own perspective; and, being too unstructured and informal may cause the
researcher to get lost in the data and collect data that does not actually answer any
questions though it may be interesting information (Merriam, 2009). Less formal
questions will allow room for the participants to be expressive.

| used three interview protocols: Dean protocol, administrative staff protocol, and
faculty protocol. Each protocol is similarly structured with three sections. The first
section focused on demographic information to give some context for the person being
interviewed; this group of questions situates the interviewee in the education center
context. The second section provided the culture detail with questions organized in the
same six categories of the OCAI questionnaire, which the participants were invited to
complete before the interviews; the questions have a structured component and a semi-
structured component. The structured questions provided a focus for the culture detail.

The semi-structured questions provided an opportunity for the interviewees to elaborate
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on their perspectives. The third section focused on the culture context as described and
experienced by the interviewee; these are semi-structured questions. The data from the
interviews was used to develop a full description of the culture and its aspects from the
perspective of organizational members. Each interview lasted no more than one hour. The

two research questions and the corresponding interview questions are below.

Table 6. Research Questions and Interview Protocol Crosswalk

Research/Analytical Questions Interview Questions

What is the culture type at the education center 7 through 12
and how is it described?

How does the culture support articulated 13 through 17
goals?

Document Review Rubric

The documents requested for review were those used to communicate important
operational information, academic information about programs, strategic information
about goals and strategies, and contextual information about the education center.
Documents are typically produced for reasons other than research but can provide rich
information about the case with specific advantages. The advantages of using documents
as a data collection method include unobtrusive way of collecting data, static and not
subject to the whims of human interaction, easily accessible (once identified) and not
constrained by time or scheduling, and they are objective sources of information that are
nonreactive and unaffected by the research process (Merriam, 2009). Most importantly,

documents “corroborate and augment evidence from other sources” (Yin, 2014, p. 107).
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Documents can also provide contradictory evidence that leads to further inquiry on a
topic (Yin, 2014).

A request for documents was made to the dean. The types of documents requested
included budget and planning documents, meeting agendas and minutes, reports created
to provide progress or status on goals, articles or speeches about the education center
launch and its ongoing place in the community in which it is situated. In addition to the
data collected from the OCAI and interviews, the Staff Goals 2017 document was
reviewed using a specific document review rubric. While there are many choices and
methods for analyzing documents, the rubric chosen for this study was specific to case
study data collection and analysis. The rubric provided a structure and also provided for
focus based on my specific inquiry and goals for the document review. The format of the
rubric required the following which helped bound and guide the document review and
maintain a focus on how the document fit with the other data sources and the relationship
to the other data collected:

e Case study purpose statement — meant to focus the document review for the
specific purpose of the case study inquiry;

e Document collection purpose(s) — meant to frame the analysis of the document
and provide a guideline for the review and data collected;

e Themes (excerpts and references) — meant to identify themes in the document for
comparison with themes from other data collected;

e Three most important aspects of the document — meant to identify and note the

strengths of the document data;
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e Identify and compare data from the document that supports/contradicts data
collected from interviews and the questionnaire; and
e |dentify support for and alignment with the culture(s) identified through other
data sources, and/or contradictions or disconfirming evidence.
The data collection rubric for the Staff Goals 2017 document included the following
additional information: date of the document, purpose, intended audience, author, brief
description, and document evaluation. The complete document review rubric is included
in Appendix E. The instruments and data sources used in this study were appropriate for
the research questions.

Using three collection methods served to triangulate the data. Triangulation in
qualitative research is a strategy that allows for different methods as a check on one
another (Maxwell, 2013). Triangulation also serves to mitigate validity threats.
Combining methods creates a “dialectic stance” (Maxwell, 2013, p. 104), a “dialogue
among the results of different methods” (Maxwell, 2013, p. 104), which creates a more
complex understanding of what is being studied.

Data Analysis Process

Merriam (2009) points out that data collection and analysis occur simultaneously
and iteratively. In the case study method, the analysis starts with defining the case,
choosing the site, data sources, and data methods (Yin, 2014; Merriam, 2009; Maxwell,
2013). There was an analytical process and approach for each data collection method.
Table 3.5 shows the data collection and analysis summary for each collection instrument.
The remainder of this section will describe each data analysis approach for each

instrument.
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Table 7. Data Methods and Analysis Summary

Method

Analysis Process

Organizational Culture
Assessment Instrument
Questionnaire

Reviewed for completion.

. Tallied scores.
. Aggregated scores by the six content

categories.

. Aggregated all scores for the Regional

Education Center.

Created score tables by content category
and in aggregate.

Created score bar charts by content
category and in aggregate.

Competing Values
Framework

Plotted OCAI scores to CVF using CVF
four quadrant schematic maps.

Reviewed CVF maps for similarities and
differences across content categories.

Identified culture type(s), dominant
culture(s), culture strength, and culture
congruence from maps by content category
and aggregate for the education center.

Created 7 CVF maps (one map for each
content category of the OCAI and one
aggregate map for all content categories).

Interviews

Reviewed recordings and notes.
Read transcriptions.

Uploaded transcripts to ATLAS.ti for
coding.

Chose ETIC codes based on OCAI
(deductive).

Created three EMIC codes from the
interview data (inductive).

Compared codes and themes across
transcripts.

Developed code count tables by content
category and an aggregate to compare to
OCAI scoring tables.
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Method Analysis Process

Documents 1. Completed document review rubric for
Staff Goals 2017.

OCAI and CVF Data Scoring and Mapping Process
Choosing the Competing Values Framework and the Organizational Culture
Assessment Instrument served as one of the first points of analysis. Researching and
understanding the framework, the data gathering instrument, and how they would be used
in this inquiry served as a starting point to data analysis. These two items provided an
initial thought process regarding an approach to answering the research questions.
Merriam (2009) suggests the following for data collection and analysis:
Data collection and analysis is a simultaneous activity in qualitative research.
Analysis begins with the first interview, the first observation, the first document
read. Emerging insights, hunches, and tentative hypotheses direct the next phase
of data collection, which in turn leads to the refinement and reformulation of
questions, and so on. It is an iterative process throughout that allows the
investigator to produce believable and trustworthy findings. (p. 165)
The Organization Culture Assessment Instrument (OCAI) was distributed through a
Survey Monkey link provided to the Dean’s administrative assistant. Nine respondents
anonymously completed the questionnaire. The scoring of the OCAI was downloaded
from Survey Monkey into excel files. | summarized the scoring into tables for each
content category across respondents. Each content category had a score for each culture
type. All six content categories were also aggregated to a table representative of the total

scores for the Regional Education Center. The scores for each content category were
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mapped to the Competing Values Framework (CVF). The CVF has a four-quadrant
schematic with numbered axes. The average scores were mapped to the CVF for each
content category resulting in six content category maps. The CVF maps served to
organize and document the data from the OCAI. The scores documented through the
CVF maps illustrate the cultures identified by respondents, the strength and congruence
of the cultures identified, and the identification of a dominant culture. The analysis of the
OCAI and the development of the culture profile provided some initial concepts and
themes, which guided and helped to frame the interview data. | revisited the interview
protocols to ensure that the questions would lead to validating and/or disconfirming
evidence. By using and mapping aggregate culture scores across content categories, a
campus level CVF map was developed. Descriptive statistics of the OCAI scores are
presented in tabular format; the scores are also presented in bar charts; and, CVF maps
are presented for each content category and the campus in Chapter Four.
Interview Data Coding Process

The analytic approach to the interview data included the following: deductive
codes based on the OCALI; inductive codes that emerged from the interview data; an
interview data analysis based on the deductive and inductive codes; and, a quasi-
guantitative content analysis based on code counts of the deductive codes related to the
culture types and compared to the scoring of culture types in the OCAI. The interviews
were conducted after the OCAI data was scored and mapped to the CVF. Interviews were
recorded and transcribed. During each interview, | took notes on a copy of the protocol. |
listened to the recordings and reviewed the notes before and after the interviews were

transcribed. | used a deductive strategy to analyze the interview data. The deductive
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strategy | employed was using 24 ETIC codes derived from the CVF and OCAI. The 24
codes were the ideal culture types for each of the six content categories of the OCAL. In
other words, Clan, Adhocracy, Market, and Hierarchy culture types were related to
environment, leadership, management, strategy, bonds, and effectiveness content
categories. Creating an axial code for each culture type within each content category
helped identify participant impressions, perceptions, and descriptions representative of
the four ideal culture types and facilitated analyzing those culture types across the six
content categories. Three inductive codes emerged from the interview data: “main
campus”; “role of culture”; and, “barriers.” The code for the main campus emerged
because participants mentioned and alluded to the main campus. | wanted to make sure to
capture data regarding the perceived and described relationship with the main campus.
The “role of culture” inductive code emerged as a way to identify interview data that
described how the culture was manifested at the campus and the role that culture played
at REC according to participants. “Barriers” emerged as a way to capture the relational
challenges between the main campus and the Regional Education Center and how those
challenges represent barriers for the REC. Coffey and Atkinson (1996) describe this
approach, “Concepts are identified or constructed from prior material, theoretical
frameworks, research questions, or data themselves” (p. 31). | used coding as an analytic
strategy to organize, retrieve, and interpret the interview data (Coffey & Atkinson, 1996;
Merriam, 2009; Glesne, 2011). | used ATLAS.ti to code the interview transcripts.

To conduct the directed content analysis, | employed ATLAS.ti. | used the

deductive codes derived from the theoretical CVF and the OCAI questionnaire to identify
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the evidence of the four culture types in the data as well as to organize the data according
to the OCALI content categories. According to Hsieh and Shannon (2005),

The goal of a directed approach to content analysis is to validate or extend

conceptually a theoretical framework or theory. Existing theory or research can

help focus the research question. It can provide predictions about the variables of
interest or about the relationships among variables, thus helping to determine the

initial coding scheme or relationships between codes. (p. 1281)

The interview data was coded according to the 27 codes, 24 deductive codes, and three
inductive codes. The deductive codes were based on the content categories of the OCAL.
Using this approach helped identify data relevant to the six OCAI content categories and
the evidence of the four ideal culture types in support of the theoretical CVF. “The main
strength of a directed approach to content analysis is that existing theory can be supported
and extended” (Hsieh & Shannon, 2005, p. 1283). The directed content analysis yielded
exemplars of codes supported by descriptive evidence represented by direct quotes from
interview participants. In addition to the directed approach, | also conducted a more
historical content analysis approach using “rank order comparisons of frequency of
codes” (Hseih & Shannon, 2005, p. 1282).

Using the 24 deductive codes, code families, and document families, | produced
tables for code counts across content categories and across culture types. | conducted an
historical form (Merriam, 2009) of content analysis whereby “The units of measurement
in this form of content analysis center on communication, especially the frequency and
variety of messages, the number of times a certain phrase or speech pattern is used” (p.

205). The tables of code counts across content categories and culture types were
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compared to the tables of OCAI scores across content categories and culture types.
Similarities and differences between the OCAI scores and code counts were noted,
““...such code-and-retrieve procedures can be used to treat data in quasi-quantitative ways
by, for example, aggregating instances, mapping their incidence, and measuring the
relative incidence of different codes” (Coffey & Atkinson, 1996, p. 28).

Interview data was compared to the culture profiles developed from the OCAI
scoring and CVF mapping. The analysis of all the data was done to identify similarities,
alignment of data collected from the various sources, differences among respondent
groups, and identification of any concepts and themes that seemed to be outliers or
unique to the case.

Document Review Process

The goal of using document analysis for this study was to provide descriptive
context for the case, identify lines of inquiry or questions that should be asked, and
finally to provide supplementary research data that could corroborate or confound other
data collected providing more case complexity and thus strength. “One of the greatest
advantages of using documentary material is its stability...... the presence of the
investigator does not alter what is being studied” (Merriam, 2009, p. 155). The document
provided objective information not complicated or altered by the researcher or study
participants.

The document analysis was limited based on document availability and the
willingness of participants to share and supply documents. One of the documents
requested was available for review and analysis. The Staff Goals 2017 document was

received from the dean, reviewed, and analyzed according to concepts and themes related
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to the culture profiles. This document was assessed to identify the relationships,
similarities, and differences among and between it and the data collected through the
other sources. The document review rubric included the following categories:

e (Case Study Purpose Statement;

e Document Collection Purpose;

e Document Profile;

e Data Collection;

e Data Evaluation; and,

e Data Conclusion.

The culture profile of the education center in Chapter Four is representative of
multiple participant perspectives, descriptions based on the interview data, supporting
evidence from the document review, and comparisons between the OCAI/CVF data and
the interview data. For this case study, | conducted a within-case analysis (Merriam,
2009). The within-case analysis focuses on information unique to the case itself. The case
is analyzed individually but comprehensively. For this study, the within-case analysis
included a description of the case context, the identification of cultures at the education
center (type, strength, and congruence), descriptive information provided by the
interview transcripts, and descriptive statistics from the scoring of the OCALI.

Trustworthiness

Maxwell (2013) makes the point that validity tests in qualitative research operate
“not by verifying conclusions, but by testing the validity of your conclusions and the
existence of potential threats to those conclusions” (Campbell, 1988, p. 125). The three

trustworthiness techniques | employed were building a case study protocol (Yin, 2014),
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using triangulation (Creswell, 2013; Maxwell, 2013; Merriam, 2009; Yin, 2014), and
searching for and assessing “discrepant evidence and negative cases” (Maxwell, 2013, p.
127).

Yin (2014) suggests that “The case study protocol is a major way of increasing
reliability of case study research and is intended to guide the researcher in carrying out
the data collection from a single case” (p. 84). The case study protocol is a guiding
document in the form of an outline of how the data collection of the case study will be
conducted. It is a summary document that has the following information: an overview of
the case, data collection procedures, data collection analytical questions, and a guide for
writing up results. The overview in the case study protocol states the objectives of the
case study and any issues that may arise that the researcher will need to be attendant to
during data collection. The data collection procedures section documents the data
sources, logistical concerns and details, a data collection plan, and expected preparation
prior to being in the field. The data collection questions section includes the analytical
questions for the study to remind the researcher what needs to be collected and why it
needs to be collected, which helps the researcher stay on track as the data is being
collected. The final section, the guide for the case study report, is a preliminary outline of
what information will be reported from the data collection and how the data will be
reported; this section is a way to document ideas about how results may be presented,
including potential tables and figures. The case study protocol was used as a data
management tool, increasing the reliability of the information collected by ensuring

consistency and repeatability of the research procedures. Yin (2014) affirms the
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importance of such a protocol: “Having a case study protocol is desirable under all
circumstances” (p. 84).

| triangulated the data collection for this inquiry by collecting data from different
sources (the Dean, the administrative staff, and faculty) and using different methods
(OCAI questionnaire with the CVF, semi-structured interviews, and document review).
Yin (2014) points out that “By developing convergent evidence, data triangulation helps
to strengthen the construct validity of your case study” (p. 121). Maxwell also espouses
the benefits of triangulation, “This involves using different methods as a check on one
another, seeing if methods with different strengths and limitations all support a single
conclusion” (Maxwell, 2013, p. 102). This approach covered both data triangulation and
data source triangulation (Krefting, 1991), which provide a convergence of evidence and
ensure all aspects of the phenomenon have been investigated, thus strengthening
credibility. Brewer points out that “The logic is to combine different methods that have
“nonoverlapping weaknesses and strengths” (Brewer & Hunter, 1989, p. 288).

| collected and analyzed data looking for disconfirming evidence as my final
trustworthiness strategy. Maxwell (2013) suggests that “Identifying and analyzing
discrepant data and negative cases is a key part of the logic of validity testing in
qualitative research” (p. 127). This strategy determines if the discrepant evidence
supports retention or modification of my conclusions, resulting in enhanced strength of
my conclusions. Yin (2014) refers to this strategy as testing and defining plausible rival
explanations. In his view, “the more rivals that your analysis addresses and rejects, the

more confidence you can place in your findings” (p. 142).
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Pilot Testing

In my early conception of this study, | planned to collect data from three sources
using three data collection methods. I planned to have the following three data sources:
the leadership team including the Dean, faculty, and staff. The collection methods |
planned to employ were interviews, observation, and document review. To improve the
validity of the data | planned to collect, | conducted a pilot test of the interview protocol |
developed for the Dean of the education center and a pilot test of the observation
protocol.

My early attempts at developing the interview protocol for the Dean resulted in
questions that were unfocused and too broad. | took a step back and identified three
reference points for the interview protocol. The three reference points were as follows:

1. The cultural context the Dean was exposed to prior to coming to the
current campus and when the Dean first took on the role.
2. The evolution on the culture at the campus once the Dean took the
position to the present.
3. The role culture has played in how the Dean develops and implements
goals for the campus.
These reference points provided a logical order to the questions and allowed for the
identification of an evolution in the Dean’s thoughts and perceptions since the reference
points were chronological. Once these reference points were identified, it was much
easier to develop the questions in terms of content and order. The three reference points
created a timeline that guided the questions and enabled the Dean to have a logical

starting point and end point. The headings in the interview protocol coincided with the
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three reference points. Each reference point had no more than four questions. In addition
to the limited number of questions, the questions were purposely open ended to elicit
subjective, personal responses. This choice was purposeful and in keeping with the social
construction framework for this study. The probes were also developed with the intent of
getting detailed, in-depth descriptions of the processes and phenomena the Dean would
describe.

One of the goals of the interview protocol was to have gquestions that supported an
understanding of what the Dean thought about the cultures experienced over a period of
time in order to determine if the perspective had evolved, if the experiences varied across
settings and roles, and if the cultural experiences were negative or positive. The idea was
to explore these perspectives to provide context to the “how” and “why” of the Dean’s
decisions and goals. Another goal was to determine if the Dean was consciously and
actively using culture as a tool to develop and attain goals; the intended result was to
understand in what ways the Dean used culture and the ways in which the culture was
manifest on the campus. Upon reviewing the goals and questions of the interview
protocol, | wanted to determine if the answers would describe how the Dean leads, what
is important in his role, his attitude, the culture at the campus, and his preferred cultural
context (if he had one). This last step was to determine if | could envision getting the
information | wanted based on the questions I chose and the wording of those questions.

Developing the interview protocol and listening to and reading the transcription of
the interview helped set the direction and purpose of the observation. | decided that |
wanted to see the Dean “in action” to see if what we discussed and my impressions of

him would be aligned with what I observed in the context of his staff meeting. | wanted
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to determine if his actions, style, and behavior aligned with his words. In other words, I
wanted to see in what ways his words and thoughts guided and aligned with his actions as
observed in the staff meeting. | wanted to test two old adages: was the Dean practicing
what he preached? And, did his actions speak louder than his words? | requested to attend
his staff meeting, so I could observe first-hand how his vision was being carried out. |
wanted to see if | would experience the culture of the campus by attending his staff
meeting. | set out to do the observation with the following research goals in mind:

1. To observe how the Dean interacts with and leads his staff;

2. To identify evidence of the actions/behaviors/style discussed during the

interview with the Dean;
3. Identify evidence of the type of culture the Dean is aiming to create; and,
4. ldentify evidence of activities discussed in the interview that are priorities
in the staff meeting.

Though | was invited to participate in the meeting | was observing, | declined. | wanted
to maintain my stance of observer as much as possible. My strategy was to introduce
myself and the reason | was there in a way that was non-threatening and afforded them
and me the best opportunity to go about business as usual. I also arrived early so that |
did not draw attention to myself when | entered. Arriving early, | could pick a spot in the
room that offered the best vantage point and did not intrude on or obstruct the ability of
the meeting attendees to enter the room or be seated. | also wrote down some of the key
words and concepts from the interview in the margins of my notepad so | would be
alerted to them. I purposely did not get an attendee list until after the meeting as I did not

want the titles of the attendees to shape my impressions. I also did not print the agenda

129



until after the meeting, so I could focus only on the activity and not anticipate topics. |
wanted to observe unfettered and uninfluenced with only the interview as my guide.

My two field experiences worked well and aided in the further development of the
interview protocols for the study. My interview protocol and choice of questions got the
Dean talking freely. The Dean did most of the talking with me acknowledging him and
probing to get more in-depth information. I think that the level of detail I received is an
indication that my questions were broad enough and general enough so that the Dean had
room to construct the meaning associated with the questions | asked. My approach was in
keeping with the social constructivist lens that informed my inquiry. My questions also
provided contexts in which the Dean worked prior to the current position, which is an
effective approach for social constructivist inquiry. From the answers, | understood the
prior environments that informed his point of view. I also understood the historical
context since | ordered my questions chronologically but not specifically to a defined
period; I did not ask for specific years associated with the environments. The number of
questions was appropriate to the length of the interview. | was able to address all three
reference points and all ten questions in the time allotted. I did not have any dead time
where | had to search to fill in the silence nor did I have to interrupt to move on to
another subject to cover everything. The interview protocol was well-balanced. I did
notice that | paraphrased some of my questions because | made a choice not to read my
questions during the interview (to have a natural, smooth flow) although | had the
protocol available to me during the interview. | decided that having the essence of each
question would be good enough. I referenced the protocol but did not take the time to

read the questions. Deciding not to read my questions also enabled the interview to be
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more organic and conversational, which I preferred and thought would support good
rapport.

The observation as a check on what | had learned and the impressions | had was
an effective approach. Determining a few key words and concepts was effective as well. |
could develop a cross walk between the interview information and the observation, which
is what | had hoped would emerge. Upon reflection about the observation, I think it
would have been a richer experience if | would have asked the Dean to describe the role
of each participant in advance of the meeting. | would have had some idea of his
perspective and opinion and even relationship to each of the participants in the meeting
that I could have then observed during the meeting. This may have been an interesting
perspective to have. | might have been able to detect a pattern of interaction and behavior
based on the role of the participant, which may have given some cues about the culture
and environment. Otherwise, | was pleased with the data I collected for my first culture
field experience.

Since this field experience, | refined the data collection methods. I did not
conduct an observation. An observation was not the best choice to answer the research
questions. The first question is, what is the culture at the education center? The second
question is, how is the culture described by organization members? An observation
would not provide the detailed data I need to answer the two research questions.

Through the expansion of my literature review, | discovered a data collection tool
that was better suited for collecting the data | needed to answer the research questions.
The Organizational Culture Assessment Instrument (OCAI) questionnaire was used

instead of observation and used as a precursor to the interviews. The data collected was

131



similar to what I collected in the pilot test but grounded with the OCAI. My revised
interview protocol mirrored the categories in the OCAI with semi-structured interview
questions to elicit individual perspectives and impressions of culture. In addition, I used
the Competing Values Framework as the theoretical underpinning of the study and a way
to organize and analyze the data collected from the OCAI. I have revised the tested
interview protocol to align with the OCAI and the Competing Values Framework. |
decided to do a holistic single case study with embedded units of analysis represented by
the Dean, administrative staff, and faculty (Yin, 2014) Given that the study site was out
of state, the ability to do a sustained observation would have been a challenge for the site.
The interview and observation protocols were piloted at the institution at which | was
employed where | had immediate access and proximity. The distance of the out-of-state
site would be prohibitive to accessibility. The focus of the study remained the same,
which is to develop a case study of culture at an education center of a private university
based on the perspectives of the Dean, the staff, and faculty.
Subjectivity Statement

During my study, | remained mindful of reflexivity, which Maxwell (2013) via
Hammersley and Atkinson (1995) suggests exists specifically when using interviews. |
collected a significant amount of data via interviews, so this is especially important for
my study. Maxwell (2013) argues that researcher influence is impossible to avoid; “the
goal in a qualitative study is not to eliminate this influence, but to understand it and to use
it productively” (Maxwell, 2013, p. 125). One strategy | employed was avoiding leading
questions. | had the interview protocols reviewed by a peer and committee members to

assess the type of answers the questions may elicit and to check to see if the wording
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leads down a narrow path rather than allowing the interviewees to freely express their
perspectives. During my study, | used memoing as I collected and analyzed data to check
in on my impressions and how | was experiencing the process. Using memos ensured |
attended to my biases, reflexivity, and my thought processes. Using memos was also a
way to conduct an iterative analytic process and to make notes of various points as |
collected the data. Memos enabled me to revisit impressions and information collected
through the questionnaire and during the interviews. McCaslin and Scott (2003) point out
how subjectivity does not have to be bad, but it should be out in the open and a tool that
informs research; subjectivity is not necessarily a weakness, but it is a fact. | am an
educated black, middle-aged female who grew up lower middle class. | worked in the
private sector prior to working in higher education. | believe the effective leadership of
academic institutions is the driver for the realization of the missions of academe that
bring us closer to realizing our democratic ideals as a society. | interviewed one white
male in my sample population, so | was mindful of my subjectivity as a black female. |
was also mindful of my reflexivity with my female participants. My private sector
subjectivity helped me create a crosswalk between my knowledge of management in the
private sector and my management experiences in higher education. This is a necessary
translation since the core of my research interest, effectiveness and culture, are areas
founded in management science as opposed to higher education. | made sure not to
project my private sector knowledge base during my analysis and that | objectively
interpreted rather than evaluated the data | gathered. | believe that strong, steady, and

visionary leadership is what makes the difference in achieving goals. | have an interest in
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studying leadership generally and organizational effectiveness and culture specifically to
achieve the mission of education in our society.
Human Subjects

| requested the necessary permission from the Office of Human Research and the
IRB board at The George Washington University. My study was approved and exempted.
The study did not entail psychological, medical, or physical testing, evaluation, or
interaction between the researcher and the participants. A letter of informed consent was
distributed to all participants, which states the purpose of this study, what is expected of
the interviewees, and an overview of their rights. The letter of informed consent also
guaranteed that all efforts will be made to protect the identity of the interviewees when
they are directly quoted within the findings. The identity of the education center has been
protected by using a pseudonym for the education center: Regional Education Center.

Data was managed and held only by the researcher. The researcher conducted all
data analysis. A third-party transcribed interviews; interviewees identities will remain
anonymous known only to the researcher.

Summary

One of the most important aspects of any research endeavor is having a well-
chosen methodology and attendant data collection and analysis plan. This chapter
provided a detailed discussion of the choice of the case study methodology and support
for approaching this inquiry qualitatively. Choosing this method and methodology sought
to fill the gap identified in the literature review in the previous chapter. The plan outlined
in this chapter supports the rigor and appropriateness of the data collection and analysis

plans conducted for this study. The executed plan attended to subjectivity, reliability, and
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validity. The triangulation of data sources and data collection methods supported having
valid, reliable data. The methodology choices for the study provided a thorough and well

supported inquiry.
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Chapter 1V: Analysis and Results

The following chapter includes a description of the Regional Education Center based
on a site visit, the data analysis and results of the data collection process, and the findings
resulting from the data analysis and results. This chapter has three major sections. The
first section is a site description. The remainder of the chapter is the analysis and
findings divided into two parts. The first part outlines the analytical process steps and
provides the results of:

o the data analysis of the Organizational Culture Assessment Instrument (OCAI)

with the Competing Values Framework (CVF);

o the data analysis of the interview transcripts; and

o the data analysis of the Staff Goals 2017 document.

The second part of the chapter presents the findings of the case study based on the results
of the data analysis.
The Regional Education Center

The Regional Education Center (REC) is a regional campus of a University that is
ranked top 50 in the Best Colleges US News & World Report Rankings for 2019. The
main campus has high research activity and is predominantly undergraduate. The main
university has over 13,000 undergraduates and enjoys highly regarded status nationally
and in its region. The REC is the first regional campus of this University. Its location
was chosen due to the high concentration of industries that provided attractive potential
for enrollment growth and program expansion for many of the University’s existing
programs, degrees, and certificates. This campus location is fertile ground for new
programs, partnerships, and customized training solutions. While the main university
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enjoys an urban campus of 73 acres, the REC has a center-city campus in an office
building clustered in a downtown business district location. The REC is located is in a
cluster of office buildings serving as headquarters for many industry leaders in the region.
The location is in the heart of the business district located in close proximity to many of
the corporate partners with which the REC has built relationships.

The REC occupies space on the main floor of the building where it is located, which
includes offices, and gathering and meeting spaces for students and organization
members. The space is well lit with windows that face the bustling streets of downtown.
The main floor is very welcoming, featuring open space, places to sit with desktops,
charging stations, comfortable chairs and lounge seats. The REC also occupies space on
an upper floor. The upstairs space is home to administrative offices and state of the art
classrooms. The space is designed to be conducive to spending extended periods of time
in support of weekend Masters of Business Administration (MBA), Doctor of Education,
and other executive programs. The furniture is comfortable, the spaces are afforded
natural light from numerous windows, and the meeting rooms and classrooms have state-
of-the-art technology to provide real time connection to the main campus for lectures,
simulations, instruction, panel discussions, and all other resources that can be delivered
virtually. There is also state-of-the-art skills labs and observation rooms for the nursing
program.

When 1 visited the REC, | was welcomed by the Dean and Associate Dean of the
campus, both with whom | had previously interacted during the planning and data
collection phases of the study. The descriptions of them both from organization members

were accurate and | immediately felt welcomed. They were encouraged by my research
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and already thinking of creative ways to use the results to improve on their current
success and effectiveness; they even saw this study as something that may be repeated
and helpful to the other regional campuses. They were encouraging in terms my research
and defending my work. Their roles as mentors were extended to me during my visit as
they encouraged and offered any support | may need to finish my research. They were
excited about my work and their campus. They led me through the space but also the
environment that they have created and nurtured since the launch of the campus. The
spaces where staff members work appeared conducive to collaboration and flexibility,
open space, set up for docking with a laptop, swivel chairs with wheels to be able to
move around and freely confer with colleagues. The staff space had windows and natural
light; team spaces were professional, but not too formal.

This REC location was indicative of a collegial, collaborative operating environment.
In addition, the meeting spaces were set up with smart boards and teleconferencing
technology that lends itself to participation, idea generation, and creativity. The color
palette was chosen to comfort and inspire according to my hosts which speaks to the
creativity and innovation encouraged and cultivated at the REC. The nursing program
space had every nuanced and leading-edge technological advancement. My hosts talked
about the innovative lab spaces, robotics, life-like robotic patients for skills labs, and the
ability to teleconference in the skills labs with experts anywhere. They also talked about
a recent revamping of the space for student comfort and flexibility for different program
needs as they planned to continue to develop new programs and partnerships increasing
their market penetration in the region. And finally, they spoke about the connection to

the main campus and trying to improve communication and responsiveness in order to be
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more agile in developing and implementing new ideas to the benefit the REC and the
main campus.
Part 1: Data Analysis Results

In order to understand the culture profile presented in this part of the chapter, it is
important to understand the analytic process used to develop the culture profile. The first
two process steps were the scoring of the OCAI and the plotting of the scores onto the
CVF schematics. The OCAI responses provided scores by content category and by
culture type. The culture type, strength, and congruence represented at the Regional
Education Center were identified through these first two process steps. The OCAI and
CVF analysis results are included in this section.

The analysis of the interview data was the third analytical process step. The
interview data was analyzed for content by identifying the occurrence of culture codes by
content category. This content analysis provided a data check on the scoring results of the
OCALI. The code counts confirmed that all four culture types were present in the
interview data, corroborated the dominant culture type, and provided congruence and
strength results similar to the results of the OCAI scoring. The interview data was also
analyzed through a transcript coding exercise. Both deductive and inductive codes were
used. The coding of the transcripts produced evidence of the four culture types based on
the descriptions and perspectives of the organization members.

The final analytical process step was using the document review rubric to analyze
the Staff Goals 2017 document. The document analysis provided corroborating evidence

of the culture types represented at the Regional Education Center, supported themes that
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emerged in the interview data analysis, and provided a link between the cultures
represented and the goals developed at the REC.
Quantitative Analysis Results: OCAI and CVF

The scores of the OCAI plotted onto the CVF for the six content categories
produced an organizational culture profile for the Regional Education Center. This profile
identified the culture type answering the first research question of this case study, what is
the culture type at REC? In addition to answering the first research question, the OCAI
scores and the CVF maps also answered analytical questions related to the culture type:

e What cultures exist at the Regional Education Center?
e |s there a dominant culture and what is the culture type that dominates?
e How is culture manifested in the behaviors or actions of the organizational
members?
The aggregate results of the OCAI and CVF are discussed further in the remainder of this
section. In addition, the detailed analysis of each of the individual content categories of
the OCAI is included in Appendix C.

Organizational Culture Assessment Instrument analysis results. The nine
respondents to the OCAI scored the instrument, which provided insight into what cultures
exist at the Regional Education Center and the extent that each culture was present. Table
8 provides an aggregate summary of the OCAI scores by culture type. The Clan culture
emerged as the dominant culture at the Regional Education Center.

Table 8. Aggregate OCAI Scores by Culture Type

Culture Score Score Score Total
Type Average Median Total Score
Percentage
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Clan 419 423 2515 47%

Adhocracy 202 200 1210 22%
Market 141 138 845 16%
Hierarchy 138 123 830 15%
N=9

The graphical presentation of the aggregate average scores in Figure 4 show more
distinctly the relative dominance of each culture type. The dominance of the culture types

at the Education Center in rank order are: Clan, Adhocracy, Market, and Hierarchy.

Figure 4. Culture Types: Aggregate Average Scores
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Figure 4. Organizational Culture Assessment Instrument aggregate average scores for the
six content categories shown graphically to visually depict the relative differences in the
aggregate average respondent scores by culture type.

The main purpose of developing a culture profile is to identify what cultures exist

in an organization and if the cultures are aligned with the external operating environment

(i.e., local competitors, potential enrollment pool, local industry, local community,
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policies of the main campus, and any state and local regulations impacting the regional
campus operations) and the internal goals of the organization (Cameron & Quinn, 2011).
Having an overall understanding of the organizational culture is instructive for
management and leadership to potentially identify areas of strength, challenges, and
perhaps suggest adjustments and enhancements which improve organizational
effectiveness. The OCAI “has been found not only to be an accurate assessment of
organizational culture, but significant relationships have been found between culture as
assessed by the OCAI and a variety of indicators of organizational effectiveness”
(Cameron & Quinn, 2011, p. 7).

In the literature on organizational culture, there are three frequently discussed
cultural dimensions: culture type, culture strength, and culture congruence (Cameron &
Quinn, 2011). Culture type is one of the four ideal types: Clan, Adhocracy, Market, and
Hierarchy. Culture congruence refers to the alignment of various aspects of the
organization’s culture. Culture strength refers to the dominance of a culture type in an
organization.

The dominant culture type at the Regional Education Center was the Clan culture.
The Clan culture “is characterized as having high flexibility, individuality, and
spontaneity, as well as an internal emphasis, a short-term time frame, and a focus on
smoothing activities” (Smart & St. John, 1996, p. 221). Leaders in Clan cultures tend to
be mentors and collaborators. Loyalty and commitment bind Clans together, and the
strategic approach focuses on human resources and cohesion (Quinn & Cameron, 2011).

According to Cameron and Quinn (2011),
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Some basic assumptions in a clan culture are that the environment can best be
managed through teamwork and employee development, customers are best
thought of as partners, the organization is in the business of developing a humane
work environment, and the major task of management is to empower employees

and facilitate their participation, commitment, and loyalty. (p. 46)

In the case of the Regional Education Center, the Clan culture is congruent,
meaning the Clan culture type was represented in a number of organizational areas like
leadership, organizational glue, and strategic emphasis. In high-performing organizations,
congruent cultures are more often found than incongruent cultures (Cameron & Quinn,
2011). Table 9 shows the cultural congruence of the Clan culture. Clan was scored in
each of the six content categories. The aggregate scores represent nine respondents that
each had 100 points to allocate to the four culture types within each of the six content
categories. Thus, each content category had a total of 900 points allocated across the four
culture types with a total of 5,400 points allocated across the six content categories and

four culture types within each content category.

Table 9. Aggregate Organizational Culture Assessment Instrument Scores by Content
Category

Content Categories

Management Criteria
Culture Dominant Organizational of Organizational  Strategic of
Type Characteristics Leadership Employees Glue Emphasis  Success
Clan 460 350 555 410 435 305
Adhocracy 205 270 120 195 195 225
Market 120 65 55 210 155 240
Hierarchy 115 215 170 85 115 130
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Totals 900 900 900 900 900 900

In the case of the OCAI, the strength of the culture is measured by the level of
scoring of the culture type. The Clan culture was consistently scored highest in each
content category. According to Cameron and Quinn (2011), “strong cultures are
associated with homogeneity of effort, clear focus, and higher performance in
environments where unity and common vision are required” (p. 83). At the Regional
Education Center, the culture is aligned across all six content categories with Clan
dominating, meaning that the Clan culture scored the highest in each of the six content
categories based on participants’ scoring. Culture alignment has been associated with
organizational effectiveness.

The strength of culture for the Regional Education Center is also illustrated by the
top two cultures. In four of the six content categories, the dominant Clan culture was
accompanied by the Adhocracy culture. The strength is not only present with the
dominant culture type but with the second highest scored culture type as well. Based on
average scores, Clan and Adhocracy had the highest average scores in four of the six
content categories: Dominant Characteristics, Organizational Leadership, Organizational
Glue, and Strategic Emphasis. There is a slight variation in the top two culture types
based on total scores. Clan and Adhocracy were the top two cultures in three of the six
content categories: Dominant Characteristics, Organizational Leadership, and Strategic
Emphasis, but not in the Organizational Glue content category. The variation is due to the
number of respondents that scored the Adhocracy and Market culture types in the

Organizational Glue content category; in the average scores, Adhocracy was scored by
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eight respondents while Market was scored by nine respondents. Table 10 depicts the two
strongest culture types in each content category based on total points scored.

Table 10. Culture Types by Content Category based on Total Scores

Percentage of Total Points

Culture Types

Content Categories Clan Adhocracy Market Hierarchy

Dominant
Characteristics

Organizational
Leadership

Management of
Employees

Organizational Glue

Strategic Emphasis

Criteria of Success

*In the Organizational Glue content category, the total score for Market (210) was higher
than the total score for Adhocracy (195) but the average response for Adhocracy was
higher (24 based on 8 respondents) than the average response for Market (23 based on 9
respondents). Based on average scores Clan and Adhocracy were the strongest culture
types in the Organizational Glue content category.

Competing Values Framework analysis results. Seven CVF plots were done in
the analysis, one for each content category and one aggregate for all six content
categories. Each CVF plot had a geometric shape based on the scores. Each shape
covered some area in each of the four culture quadrants; the amount of area is indicative
of the score, the higher the score the more area covered in the quadrant.

In four of the content categories, the maps had a similar kite shape with the

extended tail of the kite in the Clan quadrant; the four maps sharing this shape were the
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Dominant Characteristics, Management of Employees, Organizational Glue, and
Strategic Emphasis content categories. In each content category, the average response
score was at least 51 for the Clan culture. The scores for the four culture types were
broadly dispersed with the high Clan score being farther away from the other average
scores for the Adhocracy, Market, and Hierarchy cultures, causing the skewed kite tail in
the Clan quadrant. The two content categories that did not have the kite-shaped CVF
maps were Organizational Leadership and Criteria of Success.

In the Organizational Leadership content category, Clan was the dominant culture
type based on the average score of 39. The scores in this content category for the
remaining three culture types were clustered more closely to the Clan average score. The
next highest average score for the Organizational Leadership content category was 30 for
the Adhocracy culture. The shape resulting from a less dispersed set of scores for the
Organizational Leadership content category is different from the kite shape. The
Organizational Leadership content category has a CVF map resembling a trapezoid. The
shape for this content category, like the other four content categories, indicated that the
Clan culture dominated with more area in the Clan quadrant; the average score for Clan
in the Organization Leadership content category was closer to the average scores for the
other three culture types, thus the scores were less dispersed. For the Organizational
Leadership content category, the less dispersed scores and the relative closeness of the
other culture scores might indicate that leadership requires a broader set of values, less
concentrated in one specific culture type. The combined strength of Clan and Adhocracy

in the Organizational Leadership content category suggest a leadership style focused on
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mentoring, facilitating, and team building from Clan culture and innovating, fostering
entrepreneurship, and providing vision from the Adhocracy culture.

In the Criteria of Success content category, Clan was the dominant culture type
based on an average score of 38. The scores in this content category for the remaining
three culture types were clustered more closely to the Clan average score. The shape
resulting from a less dispersed set of scores for the Criteria of Success was a trapezoid,
different from the kite shape in most of the content categories, but similar to the map
shape for the Organization Leadership content category. The less dispersed scores in the
Criteria of Success content category suggest that all four cultures are relevant for how
success is measured at the REC and that there are various organizational priorities that
require the attributes of the four culture types. For this content category, the next highest
score was 27 for Market. The average scores for Adhocracy and Hierarchy were 25 and
22 respectively. The CVF by its design suggests that competing values exist at
organizations and that the tension of this competition can be good and can help positively
support the complexity of organizations. The tighter scores and more trapezoid shape
might also suggest that organizational success is dependent on a more balanced set of
values and attributes. The map of the Criteria of Success content category illustrates more
of a balance of the four cultures than in the other content categories and suggests that a
balance may be more important for achieving success.

Quantitative Analysis Summary: Regional Education Center Culture Profile

The scores of the OCAI for the REC were mapped to the four quadrants of the

CVF; “each quadrant represents basic assumptions, orientations, and values—the same

elements that comprise organizational culture” (Cameron & Quinn, 2011, p. 41). Each
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culture quadrant received a score indicating that all four ideal culture types are present at
the REC. The Clan quadrant received more scored points than any other quadrant
indicating that Clan was the dominant, strong culture at the REC. The Clan culture type
received the highest scores on the OCALI in each content category indicating that the Clan
culture was congruent, represented in all six OCAI content categories.

The CVF framework illustrates the inherent tensions present in all organizations.
The four quadrants represent opposing attributes as well as complementary attributes.
“Organizational effectiveness is inherently paradoxical. To be effective, an organization
must possess attributes that are simultaneously contradictory, even mutually exclusive”
(Cameron, 1986, p. 545). The top two quadrants of the CVF represents Clan and
Adhocracy cultures which share a need for adaptability and flexibility but Clan culture
focuses internally on organization members and internal constituents while Adhocracy
focuses externally on external demand and constituents. The bottom two quadrants of the
CVF are Hierarchy and Market cultures which share a need for stability and control. The
Hierarchy and Market cultures diverge in terms of focus; Hierarchy is focused internally
on organization process, procedures, and rules, while Market is focused externally on
competitive drive, market share, and external constituents. The cultures that are diagonal
from one another Clan and Market and Hierarchy and Adhocracy are completely
opposing on organizational needs and organizational focus. While organizations tend to
have more than one culture type present, the existence of multiple cultures highlights the
tensions within organizations and the CVF illustrates those tensions and thus the
competing priorities of organizations. Organizations may need to be internally focused

tending to issues of employee satisfaction to ensure employee productivity while also
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attendant to external pressure to provide more services and products based on student
demands. Needing an internal and an external focus represents an organizational tension.
A Clan organization focused on its employees may have goals requiring a focus on
external constituents in the market to increase market share which is a Market culture
imperative. These two needs are representative of opposing quadrants and cultures on the
CVF.

The Culture profile for the Regional Education Center is the CVF map in Figure
5. The aggregate map has a kite shape, the same shape found on four of the six OCAI
content category maps in Appendix C showing Clan as the dominant culture type and
Adhocracy as the second strongest culture type at the REC. The majority of the scores for
the REC were mapped to the two upper quadrants representing the Clan and Adhocracy
culture types. The dominate Clan culture at REC signifies an organization focused
internally on its organization members’ well-being and professional satisfaction.
Furthermore, the Clan culture at REC operates and depends upon a team approach which
fosters loyalty, commitment, and shared responsibility. Managers and leaders in the Clan
culture facilitate participation, mentor organization members, and encourage organization
members. The Adhocracy culture at the REC signifies a focus on innovation, creativity,
and an entrepreneurial approach to delivering new products and services to meet dynamic
demand. Managers and leaders in the Adhocracy culture encourage risk taking, provide a
clear vision, and support equal participation of organization members. While both of
these culture types rely on flexibility and adaptability to manage the changing needs of
their constituents, they are in opposition but complementary as well since Clans focus

internally and Adhocracies focus externally. In the case of REC the internal focus
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supports the day-to-day operational requirements of teamwork and staff commitment
while complementing the external focus required to be innovative and entrepreneurial in
support of campus goals.

In the case of the REC the Clan culture which is typical of small organizations
(Wilkins & Ouchi, 1983), supports the small number of organization members and the
fact that most of them joined the first year of the campus and have grown very close knit
over the tenure of the campus. The distance from the main campus makes them
dependent upon each other regardless of roles and responsibilities and that
interdependence fosters commitment and loyalty. The Adhocracy culture at REC
supports the campus as the first regional campus, a pioneer, relying on finding creative
ways to brand and offer the programs of the main campus in a new market signaling an
external focus. While the internal and external focuses are in opposition, they are also
necessary for the REC to effectively fulfill its operational mission and to manage with a
staff of six. Competing priorities do not imply a negative stance but rather a need to
balance and effectively manage the competing cultural attributes. The paradoxical nature
of opposing cultural attributes does not dictate that a choice be made between two or
more opposing cultural attributes that are a contradiction (Cameron, 1986). “Both
contradictions in a paradox are accepted and present. Both operate simultaneously”
(Cameron, 1986, p. 545).

The REC map also showed scores in the lower two quadrants representing the
Hierarchy and Market cultures. Hierarchy received the lowest scores for the REC.
Organizations tend to have some form of hierarchy to operate and manage

administratively through policies, procedures, rules, and basic governance (Cameron &
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Quinn, 2011). For the REC the cultural attributes of a Hierarchy culture do not dominate
but do exist in the form of policies and procedures dictated by the main campus, formal
communication requirements with the main campus, and leadership responsibilities to
coordinate and organize the REC staff as well as the relationship with the main campus
and external constituents in the region. The Hierarchy elements at the REC are
foundational and represent necessary infrastructure; the Hierarchy culture type does not
represent the day-to-day interactions, the bonds, or strategic focus at the REC. The
Market culture at REC represents the role of the first regional campus to gain enrollment
and market share in a new region. Market cultures focus on competition, production, and
the gain of market share. Hierarchies and Markets both rely on stability and control. The
two cultures are in opposition being focused internally and externally respectively. In
order for the REC to manage its campus and the relationship to the main campus there
has to be some level of internal focus. In order for the REC to fulfill its mission in its
new region to gain market share and to compete effectively there has to be some level of
external focus. So, while the internal focus of its Hierarchy cultural attributes is in
opposition to its externally focused Market culture attributes, this paradox is necessary
for the REC to navigate its competing priorities of managing the campus operation and
main campus relationship (internal focus) while at the same time gaining market share
and competing effectively to enroll students in the region (external focus). This is an
example of how “...simultaneous, equally compelling, contradictory attributes exist which
create both balance and dynamism. Organizational effectiveness, then, is inherently
dependent upon the presence of paradox” (Cameron, 1986, p. 546).

Figure 5. Aggregate Culture Profile: CVF Map
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Figure 5. Competing Values Framework Map for the all six content categories. The
average score for each culture type is plotted on each of the four culture quadrants.

The data presented in this section answered the first research question regarding
the culture type and the supporting questions regarding an overall culture profile,
showing all present cultures and the degree to which the cultures were represented.

To further understand the salience and prominence of clan culture, as well as
adhocracy, qualitative interview data was analyzed and are discussed in the following
section. The organization of the next section includes the content analysis results of the

interview data, interview coding analysis results, and document review analysis results.
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Quialitative Analysis: Interview Data Analysis Results and Document Review
Analysis Results

The next section provides a description of the data analysis and results for interviews
and the Staff Goals 2017 document. The interview data analysis consists of a content
analysis based on the frequency of the usage of codes and a coding of text segments in
the interview transcripts. The document review analysis consists of summary data
derived from the document review rubric.
Interview Data Analysis and Results

The interviews took place after respondents scored the OCAL. Interviews were
conducted on a voluntary basis and were solicited based on organization members who
were invited to score the OCAI. There were six interview participants, a subset of the
number of respondents to the OCALI; there were four staff administrators, including the
dean, and two faculty. All respondents were asked the same questions. Although the two
faculty that were interviewed report to the main campus, they were asked to answer
questions based on the Regional Education Center campus. All participants asked to
remain anonymous; each participant was given a pseudonym to shield his or her identity.
Interview Data Content Analysis

Content analysis is a method of interpreting the content of text through a systematic
classification structure of coding (Hseih & Shannon, 2005). The content analysis coding
structure in this case study consisted of 24 codes reflecting the six content categories and
four culture types of the OCAI. The coding structure resulted in code counts for each
culture type by content category; code counts are how many times a code was used to

identify a data segment. The purpose of the content analysis using code counts was to
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determine the distribution of codes across culture types; the higher the code count, the
more often a particular culture type was assigned to data segments in the interview data.
The aggregate code counts by culture type from the interview data were compared to the
aggregate scores by culture type from the OCAI by content category and culture type; the
code counts and scores were compared to identify any trends in the code counts and
scores that were congruent or divergent across the OCAI and interview data. The code
counts for each culture type served a purpose akin to the scores on the OCAI. The code
counts indicate the existence of the culture type in the interview text. The higher the code
count for a culture type, the more often the culture type was referred to or described in
the interview text. The code count logic for the content analysis is the same as the scoring
logic for the OCALI. The higher the code count, the more prevalent the culture type.
Tables 11 and 12 are a summary of the interview data code counts and OCAI data scores.

Interview data content analysis results. In the interview data, the Clan culture
dominated in code counts in two of the six content categories, Dominant Characteristics
and Organization Glue. The high code count for the Clan culture in the Dominant
Characteristics category indicated that the operational environment and professional
atmosphere were described as collegial and team based and the organization members
perceived a sense of belonging. The high code count for the Clan culture in the
Organization Glue content category illustrated that organization members described
loyalty and commitment as what bonds the organization members.

The Adhocracy culture was most prevalent in code counts in three of the six
content categories: Organization Leadership, Management of Employees, and Criteria of

Success. The high code count for the Adhocracy culture in the Organization Leadership
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content category illustrated that the leader was described as an innovator and
entrepreneur and takes on the role of providing the vision for the campus. The high code
count in Adhocracy culture for the Management of Employees content category showed
management was described as empowering and encouraging organization members to
take risks and try new ideas. The high code count in the Adhocracy culture for the
Criteria of Success category indicated that individual and organizational success was
described as a measurement based on the amount of innovation, the successful
implementation of the vision, and the development of new products and services.

In the Strategic Emphasis content category, the Market culture had the highest
code count. The high code count for the Market culture in the Strategic Emphasis
category indicates that the organization is described as seeking to attain market share and
to become a market leader.

The content analysis revealed that in the Dominant Characteristics, Organization
Leadership, and Management of Employees content categories the two cultures with the
highest code counts were Clan and Adhocracy. The dominance of these two culture types
in these content categories illustrated that respondents described the organization as a
family-like, creative working environment in which the leader is an innovator and mentor
and that employees are managed to develop individually and to be risk takers.

In the Strategic Emphasis and Criteria of Success categories, the highest code
counts were for the Adhocracy and Market cultures. The organization members described
the Regional Education Center as focused strategically on innovation and market share;
success is measured by the number of new products and services, goal attainment, and

market leadership. In the Organization Glue content category, Clan and Market were the
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most prevalent in the code counts. Organization members described the bonds of the
organization as loyalty and a commitment to goal accomplishment.
Table 11. Content Analysis: Interview Data: Codes Counts

INTERVIEW DATA

Culture Types

Content Total Code
Categories Clan Adhocracy Market Hierarchy Counts
Dominant

Characteristics 51 22 5 6 84
Organization

Leadership 15 17 12 9 53
Management of

Employees 19 22 4 9 54
Organization

Glue 18 12 15 0 45
Strategic

Emphasis 5 10 11 3 29
Criteria of

Success 16 25 22 5 68
Total 124 108 69 32 333

Percentage of
Total 37% 32% 21% 10% 100%

Table 12. Content Analysis: OCAI Data: Points Scored

OCAI DATA

Culture Types

Total Points
Clan Adhocracy Market Hierarchy Scored
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Dominant

Characteristics 460 205 120 115 900
Organization

Leadership 350 270 65 215 900
Management of

Employees 555 120 55 170 900
Organization Glue 410 195 210 85 900
Strategic Emphasis 435 195 155 115 900
Criteria of Success 305 225 240 130 900
Total 2515 1210 845 830 5400

Percentage of
Total 47% 22% 16% 15% 100%

Interview data content analysis summary. This summary provides a
comparison between the interview code counts distributed across the four culture types
and the OCAI scores distributed across the four culture types. The comparison
information in this section is based on the interview code counts and points scored from
the OCAI presented in tables 11 and 12.

The content analysis provides supporting evidence and is consistent with the
results from the OCAI data analysis. The Clan culture is the dominant culture type, and
the Adhocracy culture is the second dominant culture type supported by the total
interview code counts and total OCAI points scored by culture type.

The data from the interviews and OCAI show similar trends in the distribution of
codes and scores for the following three content categories: Dominant Characteristics,
Organization Leadership, and Organization Glue. In the Dominant Characteristics content

category, the top two culture types, Clan and Adhocracy, are the same for the interview
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code counts and the OCAI points scored. In the Organization Leadership content
category, Clan and Adhocracy are the top two culture types but the order of the Clan and
Adhocracy culture types are reversed; the interview data code counts determine
Adhocracy as the dominant culture and Clan as the second dominant culture, but the
OCA results show Clan as the dominant and Adhocracy as the second dominant culture
type in the Organization Leadership content category. The Organization Glue content
category shows Clan and Market as the top two culture types based on the code counts
and the OCAI points scored.

The content analysis provided information showing some divergence in the
distribution of codes and scores for the following three content categories: Management
of Employees, Strategic Emphasis, and Criteria of Success. In the Management of
Employees category, the top two culture types are different for the interview code counts
and OCA\I points scored. The code counts show Adhocracy and Clan, respectively, as the
top two culture types. The OCAI points scored show Clan and Hierarchy, respectively, as
the top two culture types. Although the two data sources yield different results for the top
two culture types in the Management of Employees content category, Clan is still one of
the top two cultures for this content category for both data sources.

The interview code counts for the Strategic Emphasis content category show
Market and Adhocracy as the number one and number two culture types, respectively; the
OCAI points score show Clan and Adhocracy as the number one and number two culture
types, respectively. The top two culture types according to the interview and OCAI data
for the Strategic Emphasis content category are different, but the Adhocracy culture type

is common to the top two culture types according to both data sources.
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Lastly, the interview code counts for Criteria of Success content category show
Adhocracy and Market as the top two cultures; the OCAI points scored show Clan and
Market as the top two culture types. The top two culture types from the two data sources
differ for the Criteria of Success category but have the Market culture common to the top
two cultures.

The OCAL instrument represented a forced choice among the culture types
whereby respondents applied scores based on the information given. The respondents
were also able to make relative assessments in real time based on the OCAI. The
interviews allowed for more flexibility in responses, resulting in respondent’s ability to
use their own words and descriptors without having to compare their choices to other
possible choices. As a result, the responses from interviews were more subjective and
reflective of the respondent’s own experiences and in the respondent’s own words.
Interview responses allowed for more individual interpretation of the questions and thus
responses unique to each individual. Even with the flexibility that the interviews offered
in contrast to the boundaries that the OCAI structure required, the results from the two
data sources were more alike than different. Therefore, the interview data provides
support and confirming evidence for the results from the OCAL.

Interview Data Coding Analysis: Deductive and Inductive Coding

The interview transcripts were loaded into ATLAS.ti. A coding scheme was used
based on the six content categories and four culture types from the OCAI. As a result,
there were 24 deductive codes that were applied to the six interview transcripts. Three
inductive codes were added during the analysis: “main campus,” “barriers,” and “role of

culture.” The unique relationship between the regional and main campuses inspired an
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inductive code “main campus” to capture information provided by respondents pertaining
to the relationship and interaction with the main campus. The “barriers” code was a result
of interview data about barriers to achieving goals or carrying out the mission of the
regional campus. The “role of culture” code captured the participants’ perspectives on the
role culture played in achieving goals. Themes emerged from the inductive codes and are
detailed later in this section. This section includes data analysis based on the deductive
and inductive codes.

Deductive coding analysis. The coding of the interviews resulted in the
identification of three theme categories based on the six OCAI content categories.
Reviewing the content categories and how they are described in the literature led to the
three theme categories: Collegial, team oriented, inclusive, creative, dynamic, city-center
outpost, Innovative, collaborative, market-leader, entrepreneurial, idea-incubator and
Goal-oriented, communicative, market-driven, main-campus pioneer and trend setter. The
description of the three theme categories are as follows:

e Collegial, team oriented, inclusive, creative, dynamic, city-center outpost — this
theme category refers to the description of the operating environment and
professional atmosphere of the Regional Education Center and the way in which
organization members perceive and describe how they are treated.

e Innovative, collaborative, market-leader, entrepreneurial, idea-incubator — this
theme category refers to the description of the leadership style and approach in
setting the tone of the organization and the values that drive the organization.
This category also encompasses how organization members are bonded to the

Regional Education Center.
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e Goal-oriented, communicative, market-driven, main-campus pioneer and trend
setter — this theme category refers to the strategic priorities of the Regional
Education Center and how success is defined and measured.

The Dominant Characteristics category describes the REC’s operating
environment and professional atmosphere (i.e. how organization members interact with
each other, how they feel at work, how they are treated). Participants were asked to
attribute adjectives to the organization’s environment and then to offer examples of the
choices they made. The Management of Employees content category describes the
management style that characterizes how organization members are treated. Participants
were asked to ascribe adjectives to how they perceive the management style of the
organization and to provide exemplars of the adjectives chosen. These two OCAI content
categories are represented by the theme category Collegial, team oriented, inclusive,
creative, dynamic, city-center outpost.

The Organization Leadership content category describes the style and approach of
leadership. Participants were asked for adjectives and examples to describe their
perceptions of the leadership style. The Organization Glue content category refers to the
bonding mechanisms that hold the organization members together. Participants were
asked to provide descriptors and examples of these bonds. The Organization Leadership
and Organization Glue OCAI content categories are represented by the Innovative,
collaborative, market-leader, entrepreneurial idea-incubator theme category.

The last two OCAI content categories, Strategic Emphasis and Criteria of Success
are represented by the theme category, Goal-oriented, communicative, market-driven,

main-campus pioneer and trend setter. The Strategic Emphasis category defines what
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areas of emphasis drive the organization. Participants were asked to describe what drives
the organization and to provide examples. The Criteria of Success category refers to how
the organization defines and measures its success. Participants were asked to describe
how success is measured and to provide examples. The three theme categories guided the
coding analysis. Table 13 shows the crosswalk from content categories adapted from the

OCAI used in the interview protocols to themes in the interview data.

Table 13. Interview Theme and Content Categories

OCAI Culture Theme Category  Themes

Content Types

Categories

Dominant Clan & Collegial, team “We are all in this together”

Characteristics  Adhocracy oriented, inclusive,

Management creative, dynamic,  «Thjg s a creative and

of Employees city-center outpost entrepreneurial
environment”

Organizational Clan, Innovative, “Innovation and

Leadership Adhocracy & collaborative, entrepreneurship are valued

Organization Market market-leade_r, and organlzatloD members

Glue (_antre_preneurlal are empowered

Idea-incubator “Staff commitment and

loyalty are fostered and
supported”

Etratﬁg".: Adhocracy & Goal-oriented, “The main purpose of this

Mphasis Market communicative, regional campus is to drive
Criteria of market-driven, market share, new
riteria o main-campus partnerships, products, and
Success

pioneer and trend
setter

services”

“Success is measured by
increasing brand
recognition, market share,
acquiring new resources,
leading the main campus to
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innovate, and overall goal
accomplishment”

The next section provides a detailed description of the theme categories and the themes
that emerged from the interview coding analysis.

Theme category: collegial, team oriented, inclusive, creative, dynamic, city-
center outpost. This theme category describes the professional environment and working
atmosphere of the Regional Education Center; it describes what the environment is like
for organization members and how organization members are treated. The Clan and
Adhocracy culture types dominate in these this theme category. The environment based
on these two culture types was described as a collegial environment that emphasizes
collaboration and teamwork. The environment was also described as creative and an
environment that promotes innovation. According to respondents, organization members
are encouraged to take risks. The two themes that emerged from the data that describe the
environment are 1) “We are all in this together” and 2) “This is a creative and
entrepreneurial environment.”

Clan cultures are known for teamwork, collegiality, and collaboration. The Clan
environment focuses on building and investing in human resources and creating a sense
of belonging and shared personal and professional responsibility. Participant May
described an environment where everyone works together to be successful which is a
Clan culture attribute,

we have each other's back, | think, because we are a regional campus, [and]it's

such a small team. So, we definitely lean on each other for things to become a

success here, pulling in together for graduation, ceremonies, ... you get to know
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your colleagues very well and, definitely work to make this place a thriving
success.
A colleague, Participant Charlie echoed those sentiments by describing the sense of
inclusion and wellbeing experienced at the REC, “we try to be very collaborative and
professional- | hope for [the] experience as one where they feel that they're being very
well taken care of.” Participants described the working environment as operating like a
family. Participant Charlie emphasized the family orientation, typical of the Clan culture
type and a feature of the REC operating environment, with an anecdote about the need for
personal time to deal with a family issue,
Each of my parents fell into poor health a couple of years ago. And | ended up
needing to move them [here]. As a result, they both needed to be in rehab and
ultimately in assisted living. And, | was able to manage that through a
combination of reduced work schedule and temporary changes in responsibility
and that kind of thing. Which, was a real indication that I, as a person, was valued
and, that there was a desire to make it work.
Clan cultures are known to support an environment where everyone is working together,
understands that success is shared, and that it takes everyone to achieve that success.
Participant Beatrice spoke about the need for everyone to be engaged for the campus to
be successful, “There's a lot of, [what] we talked about before, cross pollination. We
know because we're small staffed it's going to take all of us to do it, and to help each
other.” Participant Carol described how everyone is included in the operation of and goal

setting for the Campus, which is another hallmark of an inclusive Clan culture,
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From a participatory standpoint, any time we are setting goals or prioritizing
activities, it's all with the team around the table, everyone providing their
viewpoint of what they think might work and might help us. And it doesn't even
mean, if we're talking about enrollment, that we're only talking with our
recruiters. We've got our business Manager, and our Events Manager in the room,
and they then also are contributing from their perspective, which might give us
another vantage point.
Participant Courtney described a strong sense of care as a result of the collegial
environment, “Yeah, [ mean collegial. My main contact at campus is the associate dean,
super friendly, like [T get] whatever I need.” Caring for organization members in a Clan
culture and staff empowerment in the Adhocracy culture are so strong that these traits
even extend to members that leave the organization. Participant Charlie described staff
empowerment, support, and encouragement even in situations when staff have left the
campus to pursue other opportunities,
| think that there is an openness, that when an individual, and I've seen this
happen on a couple of occasions, when people have had opportunities to move on.
They're not held back. They're supported. They are given lots of encouragement
to do what they need to do. And it's not held against them. Things are not done in
secret.
Finally, Participant Carol summed up the operating environment and the presence of the
Clan culture in this way emphasizing the interdependence of staff and the sense of shared

responsibility,
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We're a very small organization, and so often times many people whose job
description has nothing to do with someone else's job description will simply take
off one hat and put on another hat and jump in to help. Because we have limited
human resources in the area and we have big aspirational goals. And so, everyone
comes together in a very collaborative and collegial way to help the other
individuals out. And then I think we have a number of individuals who are on
staff now who have been with us essentially since the beginning. Putting
everything together, there is really strong comradery.

The Adhocracy culture was second to the Clan culture in terms of he operating

environment and professional atmosphere at the REC. The Adhocracy culture attributes

of the REC support the values of innovation, creativity, and risk taking. Participant Carol

discussed setting stretch goals, and encouraging staff to push to their limits and take risks

while creating an environment that supports the attainment of those goals,

| tell them put a stretch goal in, which you're really nervous about, frankly, that
gives you some pause and gives you some hesitation. Can I really do that? And
then let's work together to figure out what you need. Is it training, is it tools, is it
resources, what do you need to get to that goal? So that at the end of the year it's
not just, yeah, I did that because it was part of my job, it was wow, | really

accomplished that goal.

Given the nature of the campus mission to be entrepreneurial, to generate revenue in a

new region, and bring the main campus brand to a new market, the relatively strong

presence of the Adhocracy culture is aligned with the purpose of the campus to be

innovative, externally focused from an enrollment goal perspective, and entrepreneurial.

166



This aspect of the REC was described by Participant May in this way, “so, coming into
this role, I have learned a lot of what I used to view recruitment as just strictly traditional
and I have not gotten that same taste here, but I think of it as we're very progressive.”
Others spoke specifically about innovation and entrepreneurship and the fact that those
words define the REC environment. Participant Beatrice had a unique viewpoint that
illustrated the importance of innovation and entrepreneurship at the REC; she described
the campus environment as an incubator. In other words, it was described as
A dynamic [environment], because we are an incubator in many ways here, and
we're the first campus away from the main campus. And so, our focus changes,
sometimes annually, depending on what the senior VP and the president want us
focusing on. When we started our primary focus was obviously academic
followed by community outreach, followed by co-op in research, and as I'm sure
you know that experiential learning is a key component to what we do.
A dynamic environment is a key component of the Adhocracy culture. In a business
sense, incubators are where some of the newest, most innovative ideas are developed.
The environment described by the organization members at the Regional
Education Center reflected aspects of the Clan and Adhocracy culture types that dominate
the theme category Collegial, team oriented, inclusive, creative, dynamic, city-center
outpost. The two dominant cultures reflected in the environment described by
participants are characterized by team work, collaboration, innovation, creativity, and
entrepreneurship.
Theme category: innovative, collaborative, market leader, entrepreneurial,

idea-incubator. This theme category encompasses the leadership focus,
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which defines the values that drive of the REC, and how the REC organization members
are bound together and committed to the leadership vision. Organization Leadership
encompasses the leadership style and practices that govern campus operations and
professional interaction. The Organization Glue is the bond that holds everyone together
and keeps organization members mission focused and aligned. Clan, Adhocracy, and
Market were the three culture types that dominated in these two content categories. The
combination of Clan, Adhocracy, and Market cultures suggest that leaders are facilitators
and mentors who empower organization members to be creative and innovative to
achieve and accomplish market share goals as a team. Two themes emerged in this theme
category, 1) “Innovation and entrepreneurship are valued and organization members are
empowered” and 2) “Staff commitment and loyalty are fostered and supported.”
Participant May recognized the entrepreneurial focus encouraged at the Regional
Education Center and that challenging the status quo is welcomed,
| definitely agree with the entrepreneurship. [That] definitely pushes us. Our dean
here, [helps us] to think above and beyond and don't think about the generic
graduate affairs but other ways that we can reach our enroliment goals and meet
with prospective students.
Participant Courtney specifically commented on how leadership encourages
entrepreneurship, keeps a pulse on how to continue to the push for new approaches, and
models the role of entrepreneur and marketer by being visible in the region,
And so, the entrepreneurship piece like | know [the Dean] definitely has [an] eye
on, "Okay how can we grow the campus? How can we get out there in the

community? What can we do to support?" Everybody in [this area] knows [the
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Dean]. Whenever | go anywhere and | say | work for [this school], people will

even say to me, "Oh | know your boss."

The REC operates to innovate and empower organization members to be creative.
Participant Carol summed up the role of the regional campus to lead the main campus in
innovative ideas and trying new approaches; Participant Carol described an appreciation
of the regional market growth and innovation goals as they relate to the main campus,

And then there is the starting point, and then I will ask kind of challenging

questions, like well what if we tried this way, or what do you think about trying

something new, or what are your ideas for, you know, changing this up. Or re-
allocating our resources somewhere else? So, | think that I tend to, put out bold
visions and ideas for where we can go, and challenge people to think creatively
about getting there, and serve as kind of an incubator or a lab outside of [the main
campus]. And so, we often times are trying new strategies, and pushing the

University, which also means pushing ourselves locally, to implement some new

things. So, I think my role has always been to see what we can try and what we

can invent here, that we can then share with our other campuses.

One of the hallmarks of the Clan culture is that the organization takes care of its
members and that the care-taking serves as a bond for organization members. Taking care
of organization members instills a sense of loyalty and commitment to the organization.
Participant George described such loyalty and commitment in terms of reciprocity,

Because if | say yes to them when they need something, most likely they're gonna

say yes to me when I need something. And so, | have [said yes] and I think if you
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would ask anyone at the campus, this would be true, even at times when things
were asked of me that didn't quite make sense to me.
Loyalty and commitment are the results of creating a collegial environment in the Clan
culture. Participant Carol, described the type of loyalty and commitment evidenced at the
campus, “I think loyalty to the mission and the vision of what we can be as a campus it’s
evident in the long-standing tenure and the interest in people wanting to continue to
contribute to the campus success.” There is a sense of belonging and trust that is
engendered in the Clan environment. Participant George described the organization bond
as the
.... kind of thing [where] your success is my success, it's a shared success. Any
time | hear someone start a sentence with | did, in the context of the regional
campus or even in the university, it is terrifying to me. Because what | have come
to realize is that no success, none of the successes that we've had are attributed to
a single individual.
Leaders in Clan cultures serve as mentors and facilitators. Participant May
highlighted how the leader-as-mentor concept works at the REC,
for example, in terms of the mentorship, | feel like [Beatrice] is- | would
definitely consider [Beatrice] a mentor. [Beatrice] gives me updates about what's
going on campus, [Beatrice] wants updates from me just in terms of conversation
of what I'm working on. [Beatrice] has suggestions for me, [Beatrice] has books
for me, [Beatrice] has got different events that | should go to. [Beatrice] definitely
occupies that mentor type role.

Another perspective on the mentorship role was offered by Participant Carol who said,
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So, I think as an example of mentorship is, to really bring in qualified,
experienced, good, dedicated individuals and then coach and mentor, and help
push thinking so that they might think about things differently, but not to ever be
a micro-manager that gets in the way and says you have to get X approved before
you try it. I think from another piece in the mentoring is when [The Dean] sets
goals with the team, [The Dean] will often say to them, you know, let's pick three
to maybe five goals. Let's not get crazy and try and pick 12. Disperse your energy
so that you can't be effective in any of them.
The leader as mentor and facilitator of creativity and the creator of a sense of
commitment describes the Clan and Adhocracy traits of a leader. Such traits are
highlighted by Participant Beatrice,
And | especially take all the junior members and make sure that |1 work with them
one on one, to help build strengths, and in their areas, as well as making them feel
comfortable, with challenges, and we need challenges, especially when we have
conflicts and disputes, to talk them through. [The Dean] does the exact same
thing, in many ways. But, where do you want to be, we're setting goals, what do
you want to focus on this year? How can we make that happen for you? So, [there
is] a mentoring role, and, the philosophy is more servant leadership. That's
inclusion, as opposed to a hierarchal system.
Operations and organization bonds at the Regional Education Center are executed
through a focus on team building, mentoring and staff development, as well as risk taking
and goal accomplishment, which are hallmarks of the three culture types that dominated

in this theme category: Clan, Adhocracy, and Market.
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Theme category: goal-oriented, communicative, market-driven, main-
campus pioneer and trend setter. This theme category describes two aspects of the
organization. The first is the strategic focus of the organization, which determines the
activities and goals of the organization. The second is how the organization defines
success, which determines what activities are tracked and measured against goal
achievement and towards organizational effectiveness. The two OCAI content categories
that are represented by this theme category are Strategic Emphasis and Criteria of
Success. The Strategic Emphasis content category describes and defines the areas of
focus that drive the organization and its members. The Criteria of Success content
category describes how success is measured, what gets rewarded and celebrated, and how
success is defined for the organization and its members. The culture types that dominated
in these two content categories for the REC were Adhocracy and Market. The Adhocracy
and Market cultures suggest that the strategic focus includes increasing market share
through product and service innovation and improving competitive position through
creativity and entrepreneurship. Success is measured in an organization dominated by the
Adhocracy and Market cultures by productivity, results, adaptability, acquiring new
resources, producing unique products and services, and goal accomplishment. The two
themes that emerged from this theme category are 1) “The main purpose of this regional
campus is to drive market share, new partnerships, products, and services,” and 2)
“Success is measured by increasing brand recognition, market share, acquiring new
resources, leading the main campus to innovate, and overall goal accomplishment.”

In the context of the Regional Education Center, the Market culture focuses on

goal accomplishment. The participants expressed a focus on the goals of the campus and
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their contributions to them. The Regional Education Center was described as an incubator
of new ideas and an entrepreneurial environment; in this capacity, the organization is
known to try new approaches and programs on behalf of the main campus. Organization
members are bound by goal attainment, market leadership, and entrepreneurship.
Participant Carol described the Market culture vis-a-vis goal accomplishment as central
to the REC,
Oh, yeah, | think because, we're all driven based on our achieving enrollment and
revenue goals. Everyone understands that we will not be here if those are not
metrics that we're keeping forefront in our minds. So, I think everyone
understands the importance of those goals and metrics.
Participant Courtney also described the focus on goal accomplishment and growth as
drivers for the REC,
Everything that they do, all of the collaborations, all that seems to be oriented
towards growing this campus, and really demonstrating to the broader community
what we have to offer, and so that seems to be what really drives everybody to
work.
In order to maintain the goal orientation of the REC, its important that all organization
members are clear on the purpose and have attributes in support of the focus on goals.
Participant Beatrice spoke about someone new coming into the organization who was
goal oriented which fits with the strategic focus and the organization bond represented by

the Market culture,
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So, they like to meet their goals and when | checked [the] references they told me,

"She's, oh man, she posts her goals, she meets her goals.” And sure enough, that's

her behavior. And it's not that she does it at the sacrifice of staff or anybody else.
The drive to accomplish goals is evident in the Strategic Emphasis category by the
dominance of the Market culture. The Market culture in this category means that
achievement is emphasized, hitting stretch targets is important, and winning market share
is a priority. Market share references dominated discussions with participants. Below are
some of the comments about market share. Participant May said, “I would say [the focus
is on] the local resource share. And the reason | say that is, there's a reason that [the main
campus] chose [this location] as their first regional campus.” Participant Charlie added,
“tapping into different industries and, and different environments. We're not the only,
regional campus. There’re several others. To me [that] sort of lends itself to the building
of market share.”
Participant Beatrice elaborated on the focus on market share,

Market share is something that we do all the time, because it's pretty tough for us.

You know, [at the main campus], [the university] has a very prominent name. But

we're in a state with sixteen outstanding state schools. So, for us, [getting] the

market share is constant striving. And part of that comes in [because this] is a

city, where there's 7,000 people that relocate here every month. And that's where

we are, but market share becomes a thread that runs through all that we do.

The Adhocracy culture thrives on innovation and creativity so that the strategic

emphasis for the Adhocracy culture type focuses on acquiring new resources, creating
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new challenges, and being opportunistic. Participant May talked about the opportunities
presented by the REC location that differ from the focus of the main campus,
Science is our largest program hands down there, but in [this region], it's not.
Here it is the Doctorate of Education, the MBA, and Project Management. So, it
comes into play where these regional campuses are, what is the industry and
location that makes programs be so successful in those regions.
Innovation attendant to adhocracies supports the strategic emphasis of prospecting for
new opportunities at the REC. Participant Charlie described the strategic focus in these
terms,
And so, in the sense you might think of our strategy of our campus is really [a]
laboratory. It's kind of the quintessential learning and development environment.
So, | think that there is our role to expand the university but that's not necessarily
in terms of involvement. It's to expand the consciousness of the university.
Participant Carol talked about seizing opportunity and recognizing connections that can
be made to support the mission of the campus, acquire resources, and expand the brand of
the campus,
So, we have really had a proactive strategy in engaging some our alumni in the
area who probably never knew that there was a campus here. So, we've graduated
students who had an experience with this campus, but what | think is a testament
that we've also figured out how to identify and network with those individuals. An
example last month, where an association wants to partner with us for an energy
curriculum. The President of that [association] went to a conference, a National

Conference that was here locally, [and] was just talking with some of his
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colleagues there, and said, you know, | think we want to do this program with

[main campus] and we're trying to describe it, can | test this idea on you? And one

of the individuals was an alum, and he turned around and said, oh well you need

to meet the CEO of the campus. And now we are in the midst of negotiating a

partnership. Not only between the original association, but the alum's association

with our campus. So, in creating those connections and partnerships, and being
open and willing to just innovate when we find opportunities, | think is one of our
strengths.

The discussion of what defines success focuses on innovation, new products and
services, gaining market share, and acquiring new sources. Participant May described an
innovative approach to educational programming, which started at the regional level but
expanded to the main campus,

Okay, so I'll give you this great example of talent solutions. You think of

education and you think a lot of times of the structure of it being by semester, by

term, a 12-week program. And when we talked about talent solutions, we said,

why does it have to be, especially for our employers. They're not looking for a

grade point average or to have a specific GPA. They're looking for competency

skills. They want their employees to master something in particular. And so, we're
actually working on having programs that are at your own pace, that there is no
such thing as semester or 12-week terms, that the employer can start when they're
ready to start, and after they finish and master that competency, they "graduate,"
and | put that in quotes. We're even thinking of taking away the grade point

average, that they won't be graded, but they will be tested in different ways. We
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have more than 3,200 employer partners. So, we've actually been going almost
employer-to-employer asking what their needs are and what they're looking for
and, what should we be naming this program, ‘cause maybe it's a mix of, they
need some Computer Science and Project Management ... it's starting [here]. And
the main campus, now sees [this campus] as the B2B [Business-to-Business]
talent solutions hub for the university.

Participant May also described a clear connection between innovation and how success of

the campus is measured,
unique and innovative programs, | think that's probably [what] | would say is
internally, how are we evaluated. How can we offer something different,
something new? So, yeah, | think that second [measure] [new products] is a
primary means of evaluating success.

Participant Carol expanded on the idea that market share is a measure of success and the

purpose of the campus is to expand brand recognition in the region to benefit the main

campus,
So, | think increasing market share is absolutely why the campus came here, and
one of the examples | may have given you was that our ability to influence in the
community is really important. When we make strategic priorities around
investment in the community, we align those with organizations and places that
will give us visibility to elevate our brand. And it works. We have evidence that it
has worked in [this region]. We do not enroll undergrad students here, they apply
from high school and go up there to the main campus. Then ... a couple years after

we opened this campus, the [main campus] area applications from [this region],
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and our surrounding area, represented the highest number of applications for any

state outside of [the main campus region].

Participant George summarized his interpretation of the philosophy about market share as
a measure of success. According to Participant George, market share is an expansion
process not simply focused on taking market share from others but expanding the entire
market,

A strategy that gets more people into this cycle that creates good for them

personally, for their family, for society, for everyone-... if we believe that

education is something that accomplishes that. So, whenever we think about
market share, | don't think about it so much as in how do | take market share from
someone else-... but what is the strategy that increases the size of the pie?

The strategic focus and measurements of success at the Regional Education
Center reflected aspects of the two culture types, Adhocracy and Market, as evidenced by
the following attributes described by participants: innovation, focus on new products and
services, acquisition of new resources, brand expansion, and increasing market share. The
next section will discuss the three inductive codes that emerged from the interview
coding analysis.

Inductive coding analysis. Three inductive codes emerged from the coding
analysis of the interview data. These codes represent topics that were addressed during
the interviews and the semi-structured questions. Table 14 shows the three inductive
codes and the themes that emerged. The inductive codes represent the views directly
from participants that were not bounded by the OCAI content categories. These themes

emerged from the semi-structured interview questions.
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Table 14. Inductive Codes and Themes

Inductive Codes  Themes

Main Campus Regional Campus as outpost to test and incubate new
ideas

Barriers Communication challenges: goals, role clarification,
timing

Role of Culture The culture supports the success of the campus and goal

achievement

Theme: regional campus as outpost to test and incubate new ideas. The “main
campus” code emerged as a result of the relationship the Regional Education Center has
with the main campus. The Regional Education Center does not have its own faculty.
Faculty report to the main campus but teach and manage programs at the regional
campus. The regional campus operates separately, but some decisions are still made at
the main campus level. The goal setting process starts at the main campus and then
informs the regional goals in terms of enrollment targets, programs offered, and
expansion opportunities. There is communication with the main campus about goals, but
the regional organization members primarily rely on each other and do not have the
resources that the main campus has. Several members mentioned the main campus and
the relationship and effect the relationship has on the regional campus. Participant May
explained how the distance from the main campus brought the regional campus
community closer,

but we have each other's back, I think it’s because we are a regional campus, it's

such a small team that, we communicate with [main campus] obviously, but we
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are not as close in proximity ... to the amount of resources they have and of
people. So, we definitely lean on each other for things to become a success here,
you know, pulling in together for graduation, ceremonies. Recruitment, | mean
there's two of us that work on it.

Participant May also spoke about some of the challenges with branding related to being

an outpost of the main campus,
| would say the demanding part, it's being a regional campus that is separated
from the main campus ...... there are sometimes some things that the [main
campus takes for granted]. [The main campus] it's a very well-known name in
[the main campus region] ...... because they've been there for so long and we have
to kindly remind them sometimes that we've only been here five years, and some
of the ways that [name recognition/branding] has been successful for them in the
[main campus region] will not work here in the [regional location]. It's just a very
different concept. They are more traditional.

Participant May also provided a specific example of a challenge resulting from the

decisions made at the main campus but that had an effect on the Regional Education

Center. Participant May described the following issue with the main campus and the fact

that it was successfully overcome with a region-specific solution,
So, every June, actually [until] just recently, [the main campus] did not allow the
regional campuses to host a graduation because they wanted everyone to go to
[the main campus] but in terms of geography and financially it's much more
beneficial [to have a regional graduation]. The reason that students are coming to

the [the regional] campus is because that it's closer and that's what they relate to.
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So, [the dean] was able to convince [the main campus] two years ago for us to
hold a graduation ceremony here with cap and gown, the whole [thing] the same
as in [the main campus region] but definitely more personable.
The Regional Education Center pioneered a local graduation and innovated outreach and
expansion of the main campus brand. Participant May described the role of the regional
campus to capitalize on specific industries,
there's a reason that [main campus] chose [this location] as their first regional
campus....and they had a reason behind every campus that they put down. So, |
will give the example of [ours]. They wanted our regional campus to ...be almost
like domestic only just because of the banking and finance [industry here]. But |
would say the local resource share and, that, the reason they put us here is it's a
huge. They [main campus] picked [this location] for a reason and ...1 think they
made a very smart choice in making us the first regional campus for [the main
campus].
Participant Charlie described a program that started at the Regional Education Center that
is being replicated in other areas of the University. The regional campus developed and
pioneered the concept. Participant Charlie described the innovative approach to
partnering with local speakers for panel discussions,
Primarily what we've done with that speaker series is pay a faculty member who's
had expertise on a particular subject matter, when we [have] identified what we
think is a relevant topic for the community. We had to find that faculty member
who had some relevant expertise, and we paired that person with a local business

person, or community member of some sort who has an interest or is involved in
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that topic. And, have brought them together to have dialog and panel discussions,
and just connecting the expertise of our faculty with something that's important
and of concern, positive, negative, whatever to the local area. And, we've seen
that particular program, that approach being pursued by others around the
university.
The “main campus” code captured perceptions of challenges experienced by the
organization members related to being located states away from the main campus as well
as the understanding of the REC role as the incubator and tester of new ideas and
approaches. The theme captured was regional campus as outpost to test an incubate new
ideas.

Theme: communication challenges, goals, role clarification, and timing. The
“barriers” code captured issues or challenges related to the Regional Education Center
reaching and setting its goals. The participants did not identify many barriers to their
success. The barriers identified were specific to goal setting and communication.
Participant Courtney described defining goals from a regional perspective and the
challenges with communication regarding goals,

| don't have anything on my like goal sheet that says, "Your goal is to recruit or

support the recruitment of 20 students.” Or, "Your goal is to ensure that you

know, [regionally] based students are having a good experience." And so, | would
say that is a barrier. having a goal, that's specifically related to the work with the

[regional] campus. | mean is this part of what you want me to do or not you

know? Because if it is, what is my intentionality there? What am | supposed to be

doing? So, clarification of role [and] responsibility is a barrier, and then if there's
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that clarification of role who does that get communicated with? It's very possible
that there could be [all] kind of things going on in the Graduate School of
Education, it's like, "Oh we need to do this for region, we need to do that for
region.” But when does that get communicated actually with the region? And- and
vice versa, like how do those things work together. So, I think just
communication, [or rather] lack of communication.
The faculty at the Regional Education Center report to the main campus. Communication
can be a particular barrier for faculty. Participant Courtney explained the communication
barrier for faculty based on a need to know who to communicate with and when,
Not knowing who to communicate to, for example what things from the [the
regional] campus can they tell me as a faculty member, or do those things need to
go directly to the associate dean? And if there's something that I'm working on,
when does it go to the deans versus when is there something | am empowered to
get done on my own?
The Regional Education Center relies on the main campus for guidance regarding goals,
budget, and some strategic decisions. For the Regional Education Center, some decisions
have to be approved by the main campus. Participant May described one particular
challenging strategic decision process,
There's a lot of times we have to go back to [main campus] and ask if we can do it
versus us just doing it. That can be a barrier in terms of the process and deadlines
of what we're looking for. And, I'll give an example. When we wanna propose a

new event on campus, the recruitment, [there] has to be a whole outline and draft,
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and instead of just being able to plan the event and host it, we have to get
approval from the main campus.
The process of setting goals and the timing can be a challenge and a barrier to regional
goal setting and accomplishment. Participant Carol described the timing of goal setting
process for the Regional Education Center as it related to the timing of goal setting at the
main campus,
| attend the Senior Leadership Retreat on [the main campus]. | come back to my
team and give them feedback from that. We do another kind of half day goal
setting process, where we align with those senior leadership goals. And then what
happened in August this year, is the President and Provost had their retreat with
the Academic Deans, and so | went up to that and spent two days understanding
what their priorities were and what their goals were for their colleges. So, | could
come back, one last time in September, and use that to inform our final goals. In
theory it sounds like a great process because you can see the thread of alignment.
The challenge with the goal setting process is that by the time anything is
finalized and set, this year, in particular, it was October. And most of our goals,
and we have a whole set of goals around enrollment and revenue, we have a set of
goals around our B to B [Business-to-Business] partnerships, we have a set of
goals around our activity on campus and our student services, and we have a set
of goals around innovating new programs.... it takes eight to nine months to
recruit a student. So, if your goals aren't set until October, you won't know what
[the goals are in time], won’t even have the ability to impact or hit your goals by

the time the reviews come around in March.
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The Regional Education Center has campus specific goals. Those goals cascade from the
main campus, but the goal setting process and timeline for the main campus can be a
barrier to the regional campus to set and achieve the goals for which they are responsible.
The main campus goal setting process and timeline pose challenges for the effectiveness
and the efficiency of the regional process of goal setting and tracking. The Regional
Education Center has grown and improved its presence, brand recognition, and market
share in its region since its launch in spite of these barriers.

Theme: culture supports the success of the campus and goal achievement.
The literature on organizational culture suggests that culture plays a significant role in the
success of organizations (Cameron & Freeman, 1985; Cameron & Ettington, 1988;
Cameron & Tschirhart, 1992; Cameron & Quinn, 2011). For the case study of the
Regional Education Center, one of the lines of inquiry that emerged was to understand
how organization members viewed the role of culture. Throughout the data analysis, it
was clear that the culture of the Regional Education Center was a defining factor in how
the organization members related to their roles, the mission and vision of the regional
campus, and the relationship to the main campus. From the data collection process and
the data analysis exercise, an inductive code emerged related to the importance of culture
at the Regional Education Center. The last inductive code is “role of culture.” The
participants were asked what role culture played in setting and/or accomplishing goals.
According to the interview data, participants were aware of the culture context and the
deliberate development and reinforcement of the culture. Participant Beatrice described
that culture supports the organization members’ ability to be engaged and committed to

what they are aiming to accomplish,
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| think that our culture supports, first, the culture of this group. We believe in
what we're doing. So, we're willing to do what it takes. From helping each other
with goals, helping each other, most especially, for a student to achieve. And, so,
with that in mind, because we share a common construct like that. Most days it's
easy to strive for the goal. Everybody gets tired. Everybody has bad days. So,
some days you carry more than others.
The implication is that the culture keeps organization members aligned and striving to
succeed through teamwork. According to Birnbaum, “Culture is the social or normative
glue that holds an organization together. It expresses values or social ideals and the
beliefs that organizational members come to share” (1988, p. 72). As discussed, the REC
enjoys a strong and congruent Clan culture. Strong and congruent cultures tend to
support alignment and avoid conflict and adversarial relationships (Cameron & Freeman,
1985; Cameron & Quinn, 2011). Participant May also thought the culture was significant
to the success of the Regional Education Center. Participant May focused on
distinguishing the REC culture from other campus cultures, “I think culture plays a huge
role here in achieving our goals. And | say that because, our culture here is very different
from the other campuses.” The strong and congruent Clan culture plays a role in how
organization members perceive the culture. Clan cultures rely on inclusion, a sense of
belonging, team spirit, and shared values. Participant Carol added her thoughts about
culture on the campus when asked how culture has contributed to goal achievement and
the success of the campus,
Yeah, so I think the spirit of everyone is [we’re] in it together. [Culture] plays a

huge role in achieving our goals and people's longevity at the campus. You know,
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everyone wants to see the other person succeed. We collectively all want to
succeed and nobody wants to let a fellow colleague down. And so, I think as a
result everyone feels like they have to pull their own weight. When we succeed,
we have all succeeded, because everyone has played a role in that success. When
we fall short of that, we all fall short of that. It's no one person’s fault.
Not only is there a shared sense of success but also a shared ownership, responsibility and
accountability when the team falls short. The sense of shared success and reliance on
others to succeed was illustrated by Participant Courtney’s sentiments about team
members,
| think that if | ever went to somebody on campus and | was like, "Hey I'm trying
to do this, you know, what do you think? Do you have any ideas?" | don't think
everybody always has the exact answer, but people on both sides are always
willing to have a conversation about it to see what would be useful.
The leadership often sets and maintains the cultural tone. At the Regional Education
Center, the cultural tone is collegial, team oriented, and committed to the team and the
organization. The leader at the REC serves as a role model and influencer that defines
cultural norms and expectations as part of the strategic vision.
Leaders exemplify the values of the group to an exceptional degree. They are able
to exert disproportionate influence because they serve as role models. Conforming
to group norms engenders trust, and this trust (and the leverage it confers) can be
lost if a leader is seen as persistently acting in a manner at odds with the values of

the group (Birnbaum, 1988, p. 102).
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Participant George discussed the role of campus leadership to create and reinforce the
culture at the Regional Education Center,

| think that everything [works] towards the achievement of the goals with that

culture that [the dean has] created. And the other thing that [the dean] has

engendered a great deal is a high level of trust. You know, it's not blind loyalty,

it’s loyalty based in trust on [the dean’s] leadership.
Interview Data Coding Analysis Summary

The coding analysis of the interview transcripts was supported and bounded by a
deductive code scheme based on the OCAI tool and the CVF theoretical construct. While
the OCAI and CVF provided a basis for analysis well supported by the literature, the goal
of conducting a qualitative inquiry in the constructionist paradigm also warranted a focus
on inductive coding. The inductive codes captured nuances in the data related to, implied
by, but not directly developed from the OCAI and CVF; the codes were in response to
interview data not captured in the deductive codes. The three inductive codes added a
perspective specific to the Regional Education Center that the deductive codes did not
address: barriers specific to the regional location, the main campus effect of managing in
two distinct cultures and environments, and the specific role of culture in support of goal
attainment and organizational success and effectiveness. The three inductive codes
provided additional context to the organizational environment and the perceptions that
participants had specific to that environment and the relationship to the main campus.

The interview data coding analysis yielded results similar to the results of the
quantitative and content analyses. All culture types are present at the Regional Education

Center. The dominant culture is Clan, and Adhocracy is the second dominant culture
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type. The participants provided evidence and descriptions of the environment, the day-to-
day operations, the value drivers, and success measures that reflect the Clan and
Adhocracy cultures. In addition, the participants described ways in which the Hierarchy
and Market cultures are also represented at the REC. The Clan culture at the Regional
Education Center is strong and congruent, evidenced by the alignment of the dominant
culture type across several aspects of the organization and the consistent manner in which
the dominant culture was described by organization members. “Strong cultures are more
likely to be found at campuses that are small, have interdependent parts, are older, have
experienced a dramatic birth or significant transformation, and have engaged in a struggle
for survival and status” (Birnbaum, 1988, p.74). The REC was the first regional campus
of the University which might be considered a dramatic birth. The campus is small and
the divisions are interdependent as evidenced by the descriptions provided by
participants. While participants did not use the term struggle, they did describe
challenges that they face to thrive and the fact that they have not had the direct benefit of
the brand recognition of the University in their regional location. The REC is an
exemplar of the type of campus that would have a strong culture.
Document Analysis Results

The goal of collecting documents was to find an objective source of evidence that
would corroborate or disconfirm evidence from the OCAI and CVF and the interviews
(Yin, 2014). In the case of the Staff Goals 2017, this document provided confirming
evidence of all four culture types with an emphasis on the Clan and Adhocracy culture
types as the most dominant. There was only one document available for my review which

was the campus goals document Staff Goals 2017. This document is developed and
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shared annually. There are monthly status meetings in which the organization members
meet to provide updates and status on the goals. | was not able to secure any of the
monthly reports. The Staff Goals 2017 document was analyzed using a document review
rubric. The remainder of this section will provide the results of the document review
rubric analysis. The document review rubric had four categories that are covered in this
section:
1) Document description and evaluation,
2) Three most important aspects of the document (includes supporting quotes
from the interview data),
3) Document support for data collected from interviews in terms of themes,
and
4) The ways the document supports or aligns with the campus culture as
identified by interview participants.

Document description and evaluation. The Regional Education Center (REC)
developed an annual strategic plan outlining divisional goals for all areas of the campus
that cascades from the University-level goals. The REC team meets monthly to report and
discuss the status of the stated goals. The audience for the document is the dean, faculty
teaching at the REC, and the REC staff administrators. Goal setting is done by the
division leads with input from the dean and their faculty and administrative colleagues.
All organization members have access to the goals document to support transparency.

The Staff Goals 2017 is a Google document shared using Office 360 so that
organization members can update and review the progress of all goals for all divisions.

The document provided detailed information for each division about the goals for that
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division, and how the goals will be achieved in terms of strategy and action steps. The
first page of the document states the campus vision for the calendar year. The subsequent
pages are as follows:

e A goals page for each division. Each division has two to three goals. There are six
goals pages representing six divisions.

e There is a chart following the goals page for each division. The chart after the
goals page includes the following categories: Strategy, Action Steps, Owner, and
Monthly Status.

e The goals are outlined by the following divisions: Enrollment & Recruitment (3
goals), Enrollment & Recruitment (Military — 3 goals), Corporate &
Organizational Partnerships (2 goals), Academic Affairs (3 goals), Student
Services (3 goals), and Campus Operations (3 goals).

The Staff Goals 2017 document contains a road map to the strategic and
operational activities for a given year. The document is comprehensive and detailed so
that all organization members have clarity about the strategic direction of the REC as
well as transparency into how goals will be accomplished, who is responsible for the
accomplishment of the goals, and most important the status of achieving the goals. The
Staff Goals 2017 document also offers insight into how the organization members
interact. In the Action Steps column, there are specific details regarding who should be
involved in the execution of the goal beyond the actual goal owner. This illustrates
teamwork and working interdependently to accomplish the goals.

The Staff Goals 2017 document is an important document for the REC that

explicates the vision for the year, the strategic direction, what constitutes success, and the
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actions that need to be taken to achieve the goals. The first page of the document states
the vision for the year. The Market culture is illustrated through the goals themselves as
well as the focus on enrollment growth and market share in the vision statement. The
Adhocracy culture is illustrated by the focus on new programs, partnerships and the focus
on new innovations in the vision statement. The Clan culture is demonstrated by the way
the Staff Goals 2017 document was developed (through a group discussion process), the
fact that it is shared and transparent to all organization members, serves as a tracking tool
towards goal achievement, and specifies, encourages and supports teamwork through
identifying organization members in addition to the goal owner that have a role and stake
in the success of achieving the goal. The Hierarchy nature of the document is illustrated
by the REC goals resulting from the University goal setting process.

Three most important aspects of the Staff Goals 2017. For the purposes of this
case study the three most important aspects of the Staff Goals Document 2017 were:

e The document outlined the goal setting and tracking process described by
organization members and representative of all four culture types present
at the REC,

e The document provided evidence of teamwork and collegiality hallmarks
of the dominant Clan culture, and,

e The vision statement provided the strategic direction and emphasis
described by organization members and representative of the Market and
Adhocracy cultures

First, the Staff Goals 2017 document outlined the goal setting and tracking

process (Market) discussed with and described by some of the interview participants; the
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goals cascade from the University-level goals (Hierarchy). Organization members
described a formal goal setting process (Hierarchy) that includes all divisions and all
organization members (Clan). The interview data described regular meetings to provide
status on goals. Participants described the goal setting process. Participant Charlie
underscored the goal setting and tracking process and the relationship between the REC
and the main campus related to goal setting,
Well, the easiest goals to talk about are actually goals that | don't currently have
any responsibility for, which are, you know, recruiting new students. Those are
negotiated between [regional] campus leadership the student enrollment staff [at
the main campus]
You look at what you were able to accomplish last year and based on what we
know about needs and trends and that kind of thing [we] modify the numbers up,
down, whatever.
Participant May provided more detail regarding the goal tracking process and status
meetings which aligns with the description of the Staff Goals 2017 document,
We definitely actually have a goal meeting once a month, and sometimes with
those each unit reports. And so, I'll give the examples: student services,
enrollment, recruitment, operations, marketing and B2B [Business-to-Business].
We all give our updates and we all are given each other's goals report.
Second, the Staff Goals 2017 document supported the interview data, that
described an inclusive environment where information is shared and a collegial
environment focused on teamwork and shared responsibility (Clan). The housing of the

document on a shared drive, and the monthly status meetings with all organization
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members underscores the transparency and team-oriented approach described during
interviews (Clan). The Staff Goals 2017 document outlines how goals are accomplished
and by whom through identifying the action steps and the owner for each goal. In
addition, the action steps identify organization members other than the owner that will
play a role in achieving the goal. The organization members described how colleagues
pitch in and support when assigned but also when asked, and at times organization
members simply offer to be of assistance. Participant Courtney underscores the team
approach to achieving goals,

We didn't meet the goal and there was kind of discussion about why goals weren't

met, so this year | worked very closely with the recruiter to see how from a

[different] perspective | could support those goals. So, we had some different

events where | put together panels and things like that.

Third, the vision statement presented on the first page of the document provided
a concrete direction for the organization members that also sets the strategic emphasis of
the REC as focusing on innovation (Adhocracy) and enrollment growth (Market).
Organization members described the strategic emphasis of the REC as a place for
innovation and a driver for enrollment growth. The vision statement on the first page of
the Staff Goals 2017 document provided clear strategic direction and shows how the
campus environment, leadership, strategic emphasis, and criteria of success (four of the
six OCAI content categories) were described by participants as entrepreneurial,
opportunistic, goal oriented, and innovative. The vision statement reads,

As a networked node within the university system, the [regional] campus will

leverage our power of place as an opportunity for programmatic and enroliment

194



growth and new innovations that will scale throughout the system (Staff Goals
2017).
Participants described the search for opportunities, the role of entrepreneurship, and the
goals of the REC. Participant May described the dean’s entreprencurial approach and
success in developing new connections and partnerships in the region,
With [the Dean’s] mentorship and entrepreneurship, [there was] a connection in [a
local army base] and [the Dean] actually was able to get us to the be one of nine
universities on base. [This] started as an idea, we literally went from the ground
up at this base. It's actually [one of] the largest army bases in the country.
Participant Charlie mentioned the need to be opportunistic and innovative, “Yes, yes.
And we think our leadership has had to be on the lookout [for] opportunities, and ways of
doing things differently.” Participant May emphasized the goal orientation, which is
represented by the existence of a dynamic goals document, of the REC and the focus on
enrollment growth which are both illustrated by the Staff Goals 2017 document in
general and the vision statement in particular,
[We are focused] 100% [on] goals accomplishments. The reason | say that is
every year, we have a goals meeting. We actually have three all-staff goals
meetings specifically, | mean it entails a lot of areas within the campus, but a big
part of it is obviously the enrollment numbers and how are we going reach those.
The three most important aspects of the Staff Goals 2017 document align with
data from the interviews. As stated previously a document can provide corroborating or
disconfirming evidence in relation to other data sources. This document provided

corroborating evidence found in the interviews.
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Document support of data collected from interviews in terms of themes.
Three theme categories were identified during the interview coding analysis. The first
theme category was the Collegial, team oriented, inclusive, dynamic, city-center outpost.
The main theme in this category was that the working environment and professional
atmosphere was perceived as collegial and that everyone works together to accomplish
the goals of the organization. The goals document showed that several goals are team
efforts based on assignments to more than one person. The document included
descriptors and action items that underscore the Clan culture environment (i.e.,
collaborate, assist, coordinate, partner). Specific examples included “Collaborate with
BDO [Business Development Office] to develop curriculum,” “develop partnership,”
“Coordinate with Brian for ERG presentations, other sources beyond Grad Fairs,” and
“collaborate with New Ventures.” In addition to evidence of the Clan culture this theme
category also illustrated the dynamic and innovative nature of the Adhocracy culture.
One of the goal action steps asked to “Submit 1-2 new program ideas to be vetted through
Professional Advancement Network’s new program development model” emphasizing
new models and new programs, which illustrate innovation. Another action step
highlighted innovation, “Create new opportunities for region students to serve as
Graduate Student Ambassador to assist in branding and recruitment efforts across [the]
region”.

The second theme category from the interview coding analysis was Innovative,
collaborative, market-leader, entrepreneurial, idea-incubator. One of the themes in this
category was that innovation was valued, which was captured in the vision statement of

the goals document. The vision statement reflected the desire that the campus seek new
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innovations. In addition, specific action steps in the Staff Goals 2017 document required
responsible parties to “Explore Associations or other unique marketing forums to

99 ¢¢

purchase or otherwise obtain leads for featured programs,” “serve as thought partner with
university leadership to develop new models for working with Colleges and faculty,” or
“Pilot Graduate Certificate in International Business for international students.” All of
these phrases underscored the existence of the Adhocracy culture and its focus on
innovation.

The third theme category, Goal-oriented, communicative, market-driven, main-
campus pioneer and trend setter, referred to strategic direction and measures of success.
One theme in this category was that brand recognition, market share, and new products
were part of the strategic focus and part of how success was measured at the REC. The
goals document vision statement was specific in the intention to grow market share and
innovation through “programmatic and enrollment growth and new innovations that will
scale throughout the system.” The goals document included specific enrollment goals by
program (market share), specific revenue generation from corporate partnerships (non-
traditional revenue source), and specific activities to improve brand awareness, “Manage
newsletter/ communications to drive brand awareness and new leads.” These phrases
underscored the Market culture represented at the REC.

The Staff Goals 2017 document supported themes that were identified in the
interview data. The themes in the document that align with the interview data are the
collegial working environment that supports team work, the innovation that drives the
organization, and the drive for success through goal achievement and emphasis on

campus growth.
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The ways the document supports or aligns with the campus culture as
identified by interview participants. The dominant campus culture identified was Clan.
The Clan culture is characterized by a collegial working environment, leader as mentor
and facilitator, organization driven by loyalty and commitment, and success driven by
employee participation. The second dominant culture identified was the Adhocracy
culture. Adhocracies are creative environments: leaders are innovators and entrepreneurs;
innovation and new products drive strategy; and, success is measured by the acquisition
of new resources and the development of new products.

There was a culture of inclusion described by staff members at the Regional
Education Center. Transparency and information sharing support inclusiveness and are
evident from the way in which Staff Goals Document 2017 is developed and shared. The
goals document was shared with all staff administrators and local faculty members. The
interview data described an environment in which success is shared by and dependent
upon everyone. Shared responsibility is an attribute of the Clan culture. The dean and
associate dean are partnered with staff members on some of the goals, which illustrated
REC leaders as mentors and facilitators.

The commitment to innovation, development of unique products and services, and
taking advantage of entrepreneurial opportunities are binding elements in the
organization as evidenced by the Adhocracy culture. The vision statement of the Staff
Goals 2017 document represented the focus on innovation and creativity, which are
attributes of the Adhocracy culture. The division goals in the document focus on trying

new avenues and approaches to expanding enrollment and building new partnerships and
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developing unique approaches to programming, marketing, and branding for the campus;
these activities are all representative of an Adhocracy culture.

The OCALI and interview data confirmed the Clan and Adhocracy cultures were
the most dominant at the Regional Education Center. The Staff Goals 2017 document
corroborated the evidence of these cultures by illustrating the collegiality of the goal
development and tracking process (Clan), the strategic focus on team participation (Clan)
and new resources (Adhocracy), the role of the dean and assistant dean as partners with
staff on select goals (Clan), the focus on innovation and unique program offerings and
corporate partnerships (Adhocracy), and seeking new opportunities for referrals from
new and existing populations (Adhocracy).

Document Analysis Summary. The Staff Goals 2017 document provided
evidence that aligns with, supports and corroborates information gathered from
interviews and the OCAI & CVF. During interviews, participants discussed teamwork,
information sharing, transparency, inclusion, and how all contributions are appreciated
and encouraged. During interviews, organization members discussed the goal setting and
tracking process and how it is a shared and inclusive process. Interviews revealed that
leaders are innovators, mentors, and facilitators. The Staff Goals 2017 document
provided objective data in support of the information from the OCAI and interviews
regarding culture type and the attendant characteristics of those culture types that
dominate at the Regional Education Center.

The themes of a collegial operational environment, an environment focused on
innovation that emphasizes entrepreneurship and participation in the Staff Goals 2017

document were representative of the top two cultures according to the OCAI scores, the
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content analysis code counts, and the interview transcript coding. The top two culture
types identified at REC were Clan and Adhocracy. The Staff Goals 2017 document
illustrated the collegial environment and team work in support of creating goals and
achieving goals, which are attributes of the Clan Culture. The goals document also
illustrated staff empowerment, innovation, and entrepreneurship, attributes of the
Adhocracy culture. In addition to illustrating the top two culture types, the document
illuminated aspects of the other two culture types. The focus on market share and
enrollment goals illustrates the presence of the Market culture. The involvement of the
dean and assistant dean in the implementation of some of the goals shows the role of
leadership to stabilize and support the team which are attributes of the Hierarchy culture.
The Staff Goals 2017 corroborated the existence of all four culture types at the Regional
Education Center.
Qualitative Analysis Summary

The qualitative analysis of the interview data and Staff Goals 2017 document
provided detailed and descriptive information about the cultures at the REC. The
interview data analysis provided detailed evidence of all four ideal culture types from the
perspectives of the organization members. The organization members provided direct
knowledge of the Clan culture through their descriptions of the collegial and inclusive
environment, the mentoring and facilitating role of campus leadership, and the emphasis
on teamwork to accomplish tasks and achieve goals. The interview data also described
the Adhocracy culture focus on innovation and entrepreneurship to succeed. Adhocracies
are also participatory in nature; the REC organization members described how all are

invited to share in the development and achievement of goals. The Market culture aspect

200



of the REC was described by organization members through their understanding of the
role of the campus to grow, increase market share, and to be goal-oriented. Enrollment
growth was mentioned regularly by organization members as well as growing market
share and everyone having a goal orientation. And finally, the Hierarchy culture type
was illustrated by organization members describing the relationship to the main campus
through setting goals, tracking and measuring success, and expectations to test new ideas
and innovative approaches to programs in order to lead the main campus to new ideas
and innovations.

The document analysis provided an objective source that corroborated the
manifestation of the culture types at the REC. The Staff Goals 2017 document was the
result of an inclusive goal setting process whereby all organization members were invited
to contribute to the goal setting, goal achievement strategies, and action steps. The goals
detailed in the document identified owners and contributors and some goals required
collaboration. These aspects of the document illustrated the Clan culture of
inclusiveness, teamwork, and collaboration. The goals referred to developing new ideas,
innovative programs, pilots for new approaches, and unique marketing approaches all of
which illustrated the Adhocracy culture. There were enrollment goals and goals related
to increasing market share in specific program areas which illustrated the Market culture
at the REC. Finally, the goals cascade from main campus goals and in some instances
action steps and strategies required main campus collaboration and approval which was

indicative of the Hierarchy culture at the REC.
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Data Analysis Results Summary

All four ideal culture types were evident at the REC. The results of the data
analysis showed the Clan culture as the dominant culture type at the REC with
Adhocracy being the next prevalent culture type. Market and Hierarchy cultures were
also shown to play a role although to a lesser degree. The use of the three data collection
methods served to provide data triangulation. All of the methods employed worked in
concert to build on the evidence from one method to another. The OCAI and CVF served
to identify the culture types and the magnitude of each. These two instruments also
identified the strength and congruence of the dominant Clan culture. The interview data
provided supporting descriptions of how organization members described and
experienced the four culture types at REC. The Clan culture was illustrated consistently
through the emphasis on teamwork. The Adhocracy culture was described through
discussion of innovation and entrepreneurship. The Market culture was described by
organization members through the discussion of growing the campus and gaining market
share. And Hierarchy was described primarily in terms of the relationship to the main
campus. The document analysis provided corroborating evidence of the four culture
types. There were a number of examples illustrative of the four culture types from the
vision statement to the types of goals and from the strategic approach to the action items
that highlighted evidence of each culture type. The following are examples of the ways
that the Staff Goals 2017 document was representative of all four culture types. The
vision statement of the goals document referred to enrollment growth and innovation,

illustrative of Market and Adhocracy cultures respectively. The development of the goals
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document based on the University-level goals and created collectively by the
organization members is representative of Hierarchy and Clan cultures respectively.

The purpose of this case study was to analyze an education center of a private
university to develop a culture profile supported by the perspectives of the administrators
and faculty. The culture profile developed included the culture types, the dominant
culture, the culture congruence and strength, the way culture is described and experienced
by organization members, and the role culture plays in goal achievement and success.
The next section provides the findings resulting from the data analysis.

Part Il: Findings

The literature on successful organizations has shown that there are many tangible
success factors, such as distinct competitive advantage, high barriers to entry, a highly
differentiated product, large market share that supports economies of scale, and captive
buyers and suppliers (Cameron & Quinn, 2011). Increasingly, organizations that do not
necessarily have all or most of these factors are thriving, growing, and proving to be
highly successful and thus effective (Cameron & Quinn, 2011). Scholars in management
science have found that the key ingredient to success is less tangible but more powerful
than market forces; the distinguishing feature in the success of these organizations is their
organizational culture (Cameron & Quinn, 2011). In the higher education context, the
challenge for colleges and universities is to understand the change in the educational
marketplace, to seek out new student populations, and to effectively prepare for and meet
new demands (Tierney, 2008). To face these challenges, a manager has “to understand
the environmental changes that take place and to help the organization adapt to the new

demands of the environment” (Tierney, 2008, p. 10). As challenges mount, the need to
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understand culture intensifies (Tierney, 2008). The understanding of organizational
culture is a managerial tool that can be used to manage the accomplishment of goals more
effectively based on the cultural context in which those goals are developed and
implemented; leaders can align goals with the values attendant to the cultural context,
thus enhancing organizational effectiveness and performance.

The literature on organizational culture suggests that identifying and
understanding the culture of an organization can have many benefits, including enhancing
organizational effectiveness and performance. According to Tierney (2008),

Cultural influences occur at many levels, within the department and the

institution, as well as at the system and state level. Because these cultures can

vary dramatically, a central goal of understanding organizational culture is to
minimize the occurrence and consequences of cultural conflict and help foster the

development of shared goals. (p. 26)

The goal of this case study was to answer two research questions using three data
sources: the OCAI and CVF, the participant interviews, and the document analysis. The
remainder of this section will discuss the research questions and findings.

Research Question 1 Findings: What is the Culture Type at the Regional
Education Center? The goal of the analytical questions attendant to the first research
question were to identify the different cultures present at the education center and to
identify if there was a dominant culture. The analytical questions were:

e What cultures exist at the education center among the four ideal culture types

— clan, adhocracy, market, and hierarchy? What are the dominant culture(s)

and the attendant characteristics of that culture(s)?
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e s the culture(s) strong and/or congruent?

The Regional Education Center is a combination of the four ideal culture types:
Clan, Adhocracy, Market, and Hierarchy. Clan culture was the dominant culture. The
Clan culture was scored in each content category, which is an indication of the
congruence of the Clan culture type across organizational attributes. The Clan culture
was also a strong culture evidenced by the high scores it received in each content
category and the high code counts attributed to the Clan culture in the interview data
coding analysis. The significance of the strong, congruent culture of the REC is that the
coherence of thought and action resulting from a strong, congruent culture (Masland,
1985) served to enhance the REC’s organizational success. The alignment of the
dominant culture types with the purposes of the campus also served to ensure and
enhance high performance for the REC. The ability to identify and understand the
dominant cultures is significant because organizational success depends on the extent to
which the organization’s culture(s) match the demands of the competitive environment in
which the organization operates (Cameron & Quinn, 2011). The identification of all four
culture types illustrated the tensions at the REC in terms of the competing priorities the
four cultures represent. The importance of the existence of the tensions, also referred to
as paradoxes in the literature, is that the balancing and management of the paradoxes
enhance organizational effectiveness (Cameron, 1984; Cameron 1986; Cameron &
Quinn, 2014; Cameron, Quinn, DeGraff, & Thakor, 2014) which was the case for the
REC.

The culture profile for the Regional Education Center showed that Clan and

Adhocracy cultures were the most dominant in terms of how organization members
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experienced the campus operational environment and professional atmosphere, the
leadership style, and the setting and following of strategic direction. Clans and
Adhocracies emphasize an internal focus and differentiation respectively. For campus
operations that means relying on the organization members and ensuring that
organization members are developed, feel a sense of ownership, and are included. The
internal focus on the organization members fosters a sense of loyalty to the organization.
The distance from the main campus, several states, requires that the organization
members are self-reliant while being reliant on each other. Because the campus was the
first regional campus, the organization members did not have a concrete model for
launching the campus. The organization members were recruited and developed to
commit to and be comfortable with pioneering a new operational structure and paradigm
for the university which was entrepreneurial. Organization members became comfortable
with uncertainty and thrived in an environment that required creativity. The leadership at
the REC fostered a team orientation and a sense of loyalty and encouraged creativity and
innovation. The REC operational environment which also focused on differentiation,
creativity and innovation, represented the Adhocracy culture.

The leadership style at the Regional Education Center was dominated by the Clan
and Adhocracy culture types. The leadership at the Regional Education Center was
focused internally on mentoring, facilitating relationships and teamwork and externally
on innovating and partnering with the local community and industries, reflecting both the
Clan and Adhocracy cultures. The vision and strategic direction for the Regional
Education Center was to develop new products and services based on its location

(Adhocracy), to find new ways to package programs to meet the needs of its location
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(Adhocracy), to develop partnerships in its community and with the main campus that
generate innovative approaches(Adhocracy), and to include all staff members in the
process to ensure a team orientation and commitment to the vision (Clan). The vision
promoted by the leadership, as evidenced by the vision statement for the Staff Goals 2017
document, is in line with both the Clan and Adhocracy culture types; the statement
emphasized the connectedness of the regional campus (Clan) and the focus on leveraging
new opportunities and programmatic innovation (Adhocracy).

The culture profile at the Regional Education Center showed that Clan and
Market cultures were the most dominant in two areas: what bonds organization members
to each other and the organization and how the organization members measure their
success and the success of the organization. The bonding of the REC reflected in the Clan
and Market cultures relied on loyalty and belonging as well as goal accomplishment and
market share. The purpose of the regional location was to drive new market share in the
location. All goals were aligned around this imperative, and all participants were clear
about the goals and were committed to achieving them. From the dean to the
administrative staff members, all members were contributing to the enrollment goals and
the success of the campus. The REC relied on the commitment of organization members
to the vision and goals to be successful. The main purpose of the campus was to increase
enrollment and gain market share through a strong goal orientation. The Market culture
reinforced this competitive drive necessary to fulfill the market purposes of the REC.
This is an example of the purpose and culture of the REC being aligned thus enhancing
the effectiveness and successful performance of the REC. The Clan and Market cultures

were focused on shared responsibility and staff development as well as productivity and
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market share, respectively, as measures of success. The Regional Education Center was
measured externally by the main campus primarily on enrollment and market share
(Market) but internally on the staff development and commitment (Clan) that was
required to achieve the market share.

Finally, the Regional Education Center culture profile showed Clan and Hierarchy
as the dominant cultures in the way organization members are managed. The following
are attributes of these two culture types in day-to-day management: collaboration,
consensus building, secure management infrastructure, stability, and predictability. Clans
are managed with a focus on organization member satisfaction and a strong desire to
develop and prepare staff members for success. Hierarchies are managed to provide
security and stability so that the work of the organization can get done smoothly and with
minimal disruption. The Regional Education Center is depicted by the data as a place that
is managed through focusing on the success of the individuals and the team. The
Hierarchy attributes are focused on the organizational foundation and infrastructure. The
Hierarchy for the Regional Education Center is foundational to provide the stability
needed to also be team-oriented (Clan), competitive (Market), and innovative
(Adhocracy). In this way the competing priorities and inherent tensions are working in
concert to make the REC successful.

Research Question 2 Findings: How is the culture described by organizational
members? The purpose of the analytical questions related to the second research
question was to provide context for the way in which the culture at the Regional

Education Center was described by participants. The analytical questions were:
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e How is culture manifested according to the organizational members based on
the following:
o style —how organizational members are managed,
o behavior — how organizational members interact with each other, and
o relationships — how organizational members relate to each other

e In what ways is culture developed and supported? In other words, what

behaviors and activities are undertaken?

e From the point of view of organizational members, how is culture

(in)compatible with the articulated goals?

Undertaking a qualitative study of culture served to fill the methodological gap in
studies of organizational culture which have been mainly quantitative testing variables
and relationships. Cultural data is best collected through interviews, observation and
document analysis (Masland, 1985). Interviews are most effective to document data on
beliefs, attitudes, and values (Masland, 1985). The interviews conducted in the study of
the REC provided the descriptive context for the data gathered from the other two data
collection methods. The interview data provided the cultural meaning at the REC from
the perspective of the organization members. This context is most instructive for the
REC leadership in understanding how their actions, behaviors, and relationships are
being perceived by organization members. The leadership can assess if the messages
they intend to send are received and translated by organization members in the most
effective manner.

Inquiring about the ways culture was developed and supported lends an

intentionality to what culture was described and experienced. Inquiring about behaviors
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and actions supporting the culture encouraged participants to have tangible examples of
what they experienced and felt and how they related to the culture at the Regional
Education Center. The leadership can use this specific information to improve messaging,
enhance understanding, and purposefully manage their interactions with organization
members.

The interview data provided participant descriptions and perceptions about the
culture. Participant May described the collegial operating environment as well as the
desire to work together complete tasks successfully and achieve goals (Clan culture),

So, we definitely lean on each other for things to become a success here, you

know, pulling in together for graduation, ceremonies. | mean there's two of us that

work on it, but ... [we have] that all hands-on deck type of department here.

Definitely that's driving results as well.

Participant Charlie elaborated on the description of the interaction of the team (Clan
culture) and the drive to succeed through goal accomplishment (Market culture),

| think that there's a very strong conscience of community and connectedness.

And, | think that we all share goals of making it work here. | think everybody's

committed to accomplishing our business goals. To think that there's a different

type of goal that is maybe more strongly shared. And, that is to figure this out and
to make this work, and for this experiment to be successful.
Focusing on the dynamics between the Clan and Adhocracy culture types, Participant
Carol described the longevity and commitment of staff (Clan culture) and the way

everyone contributed to and participated in the achievement of goals (Adhocracy culture),
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We're a very small organization, and so often times many people whose job
description has nothing to do with someone else’s job description will simply take
off one hat and put on another hat and jump in to help. Because we have limited
human resources in the area and we have big aspirational goals. And so, everyone
comes together in a very collaborative and collegial way to help the other
individuals out. And then I think, I don't know if | said this last time or not, but
we have a number of individuals who are on staff now who have been with us
essentially since the beginning of launching the campus. And so, from a
chronology standpoint | came on in June, and then October 31st we opened the
campus. Out of the six staff that [are here] now, four of those individuals have
been [here] since the early beginning, starting when we were early hiring
individuals. So, I think there is a bond and a loyalty to one another, because we all
helped and shared in the process of branding the campus.

Focusing on the dynamics between the Clan and Adhocracy culture types, Participant

Charlie summed up the culture overall at the Regional Education Center by describing

the inclusive and participatory (Adhocracy culture) nature of the team (Clan culture),
| think probably the biggest thing that | would say is that culture is not exclusively
the outcome of one person's leadership or direction. And, | think that even in our
very small team, our overall culture is informed and has been shaped by
everybody [who has] been here for any length of the time. | really don't think that
it is the responsibility or the exclusive domain of the person who is at the top of

your organizational chart. They have a lot of ability to guide and direct but,
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ultimately it is the interactions and the relationships that the entire group

experiences and creates.

In the interviews, the organization members provided clear and detailed
descriptions of the culture as they experienced it. They provided specific examples of
how the culture at REC was manifested in the operating environment, the professional
atmosphere, the treatment of staff, goal setting, strategic direction, leadership, and
accomplishment. The OCAI provided a more bounded and structured description of the
culture, which yielded similar data; all culture types were present, and Clan and
Adhocracy were the dominant culture types. The Staff Goals 2017 document
corroborated the OCAI and interview findings by documenting the inclusive goal setting
process (Clan), the team orientation to accomplishing goals (Clan), the focus on
innovation, new programs, and unique approaches (Adhocracy), the participatory nature
of goal setting and status reports and meetings (Adhocracy), and the strategic imperative
to grow the campus through enroliment (Market). Finally, the formalized goal setting
process that the Staff Goals 2017 document represents is a process initiated by the dean
that cascades from the goal setting process of the main campus, representing the
Hierarchy culture present at the REC.

Summary of Findings

The Regional Education Center organization members are aligned in their
individual and collective experiences of the campus culture. The degree of alignment and
shared experiences has supported the successful achievement of their individual and
shared goals. The alignment of experiences of the participants underscored the

congruence and strength of the culture. The data from all sources supported the Clan
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culture as the dominant culture at the Regional Education Center. The recurring themes
throughout the data included teamwork, collegiality, and working together. No matter
what other culture type was described at the Regional Education Center, Clan
underpinned the cultural context.
Benefits of a Strong, Congruent Clan Culture

The current case supports the benefits of a Clan culture and the benefits of culture
strength and culture congruence. Clan cultures are compatible with the structure of
colleges and universities (Smart & St. John, 1996). Culture strength in this case study is
evidenced by the level of scoring of a particular culture type. The higher the score, the
stronger the culture. The Clan culture is the strongest culture receiving on average 47%
of the total points scored. The literature suggests that strong cultures are desirable and
contribute to enhanced performance due to the coherence of vision and activity that
strong cultures provide. “Research has revealed that strong cultures are associated with
homogeneity of effort, clear focus, and higher performance in environments where unity
and common vision are required” (Cameron & Quinn, 2011, p. 83). The Regional
Education Center is an environment that benefits from unity of focus, and effort required
to achieve goals and manage the limited resources. Cultural congruence, which is the
alignment of cultural values and actual management practices (Smart & St. John, 1996),
is associated with and typical of high-performing organizations (Cameron & Quinn,
2011). The Regional Education Center has benefitted from its culture type, strength, and

congruence as evidenced by the data presented illustrating the success of the campus.
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Regional and Main Campus Challenges

The data also revealed information about the relationship between the regional
campus and its main campus. The main campus of the Regional Education Center has a
strong and widely recognized brand in its main campus location. The Regional Education
Center organization members appreciated being a part of such a strong and long-standing
brand. They have learned that the cache of that brand does not directly translate to their
region, and sometimes this fact was lost on the main campus administration. The REC
had to build on that brand but also had to consider the lack of brand recognition in their
region. There was a disconnect about how that was done and represented a challenge for
the Regional Education Center. The education center faculty report to the main campus.
While the faculty interviewed expressed enjoying the challenge of starting a new campus
and being on the leading edge of new programs and innovation, they were also managing
in roles that were not as well-defined in the dual aspects of their roles and called for them
to serve two masters, the main campus and the regional campus. The reporting was clear
structurally, but the lines were blurred operationally. The “main campus effect” may be a
topic of focus of future inquiry when discussing the development and implementation of
regional campuses.

This chapter provided detailed discussions and results of the following four
analytical process steps: 1) OCAI scoring, 2) CVF plotting of OCAI scores, 3) interview
data analysis, and 4) document review. The results of the analytical process steps were
the basis of the answers to the two research questions presented in this chapter as

findings. This chapter also provided a summary of findings that included a discussion of
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the culture of the REC, aspects of the case study supported by the literature, and a
discussion of aspects of the relationship between the REC and the main campus.

The final chapter of this study situates a broader discussion of the findings in the
literature. The discussion of the findings includes the implications of the data,
interpretations specific to the Regional Education Center, and recommendations for

future inquiry to broaden the applicability of the research findings.
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Chapter V: Interpretations, Recommendations, and Conclusions

The previous chapters provided the purpose of this case study, the literature
supporting the inquiry, the methodological and epistemological choices for the case
study, the statement of the problem and the literature gap that this case study fills, and the
presentation of findings. This final chapter focuses on the interpretations,
recommendations, and conclusions regarding the culture of the Regional Education
Center, the way that culture was described by the organizational members, and what the
researcher recommends as a result of this inquiry. The findings are discussed as are
recommendations for practitioners regarding how to apply the findings on their campuses
and for future research on this subject.

Purpose

The purpose of this study was to fill a gap in the literature of organizational
culture and organizational effectiveness. Culture and effectiveness studies have focused
primarily on private sector organizations. The studies of higher education institutions
have focused mainly on the University as the unit of analysis and have been quantitative.
The quantitative studies did not provide a cultural context as described by the
organizational members. This cultural context that could be provided by a qualitative
approach offers a more detailed and descriptive perspective of culture which can provide
researchers and practitioners a deeper understanding of the context in which
organizations and members are operating. This study fills the literature gap by employing
the case study method and using the Regional Education Center of a private university as
the unit of analysis. The case study answers two research questions: (1) What is the
culture type at the Regional Education Center? And, (2) How is the culture described by
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organization members? The aim of this study was to develop a culture profile of the
Regional Education Center that identified all cultures present according to organization
members, the characteristics of those culture types, and the relative strengths of those
culture types; the information from the culture profile provides an understanding of how
well the culture(s) and the stated goals of the education center are aligned.

Investigating the culture of the Regional Education Center and its relationship to
the goals of the organization provides the researcher, other scholars, and practitioners
insight on the role culture plays in organizational effectiveness as defined by goal
achievement. This investigation has the following implications for the Regional
Education Center and future regional branch campuses:

e Campus leaders should consider main campus culture and potential regional
campus culture when developing and launching a branch campus and the fact that
the two cultures may necessarily differ;

e Understanding culture(s) and its attendant characteristics, can enhance
organizational performance when culture is strong, congruent, and aligned with
goals;

e Managing the inherent organizational tensions that arise due to organizations
having a combination of culture types can enhance performance and
organizational effectiveness;

e Assessing culture to identify its characteristics can inform decisions regarding
mission, strategy, faculty and staff recruitment, relationships with branch

campuses, and developing goals; and,
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e Through recruitment and leadership development, aligning leadership
characteristics with the dominant culture type of the campus can enhance
organizational effectiveness.

The Regional Education Center can use the attributes and characteristics of the
culture types identified to define campus identity to enhance decision making regarding
staff and leadership recruitment, goal setting, role clarification, and staff and leadership
engagement. The main campus can use the information provided regarding barriers and
the main campus effect to better organize processes, goal setting timelines, and
communication strategies related to the management of the regional campuses. The other
regional campuses could replicate the study to identify culture types and manage the
balance of the cultures based on the vision, mission, and goals of those regional
campuses.

Statement of Significance

Branch campuses have had the distinction of providing access to students who
would not have otherwise been able to participate in higher education (Dengerink, 2001).
Furthermore, branch campuses have evolved as the student population has evolved to
include more non-traditional, non-residential adult learners who are returning to higher
education “either to complete a previously interrupted academic career or to attain an
additional degree” (Dengerink, 2001, p. 7). With the growth of branch campuses and
increased enrollment, one could argue “that branches have helped to create much of the
explosion in college attendance by non-traditional students as much as one could argue
that branches exist because they are a response to that burgeoning enrollment” (Fonseca

& Bird, 2007, p. 8). In order for higher education to continue its role in American life as a
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pathway “to hold a good job, participate as active citizens, raise a family, and contribute
meaningfully to building safe and prosperous communities” (Lumina Foundation
Strategic Plan for 2017 to 2020, 2017, p. 3), colleges and universities have to continue to
improve access, innovate, and meet the demands and needs of local and global
economies. One way that the desire for increased credentialing of the U.S. adult
population (Kanter, 2011) will be met is through branch campuses (e.g., private regional
campuses, community colleges, multi-university education centers), which offer more
options and flexibility for students, and tend to cater to the specific needs of adult
learners.

Branch campuses are playing a critical role in providing access. They have many
benefits that their larger main campuses do not have including the following: the
flexibility to partner with their local communities and industries, which can result in
becoming an important economic and cultural force; serving as centers of academic
innovation; and, branch campuses tend to operate at lower costs than the main campus,
thus generating more net revenue per credit hour, on average, than the main campus
(Dengerink, 2001). Although these campuses have evolved to be a critical link to the
success of the main campuses, they also represent a critical link to the success of the
current American higher education imperative by ensuring that at least 60% of Americans
obtain some type of post-secondary credential. Although this link to American prosperity
has been documented, “branches remain largely ignored in the academic literature”
(Fonseca & Bird, 2007, p. 9). The study of organization culture and effectiveness of the

Regional Education Center helps fill the literature gap.
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This case study can help universities and colleges that currently operate regional
branch campuses and those contemplating the launch of a branch to carefully consider the
culture context in light of the goals of the campus, the management of the campus, the
leadership of the campus, and how success will be measured at the campus. The
overarching benefit of a culture study of an education center is the development of a
cultural understanding that can be used to improve and enhance the effectiveness of these
organizations.

The study of the Regional Education Center confirmed some of the findings of
previous organizational culture and organizational effectiveness studies: culture strength
enhances organizational performance in conjunction with culture type (Smart & St. John,
1996); the alignment between cultural values and management practices accounts for, in
part, the successful efforts to improve organizational performance and effectiveness
(Cameron & Ettington, 1988; Smart & St. John, 1996; Cameron & Quinn, 2011);
organizations have attributes of all four culture types but often have one culture type that
dominates (Cameron & Ettington, 1988; Cameron & Freeman, 1991; Cameron & Quinn,
2011); and, clarity of culture leads to effectiveness as a result of clear mission and vision
communication from the organization leader when the leadership style is aligned with the
dominant culture (Tierney, 2008; Cameron & Quinn, 2011). The case study of the
Regional Education Center made clear that there was a dominant culture type
underpinning all of the characteristics of the organization. In addition, all four culture
types were present and were described by the study participants. The dean of the
Regional Education Center possessed the characteristics of a Clan leader; this leadership

assessment was based on information self-reported by the dean and supported by how
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organization members described the dean. The Regional Education Center was
successfully launched and served as a precursor for the launch of four additional regional
education centers for its university.

Discussion of Findings

Culture research has shown that organizations rarely, if ever, have one culture
type; rather, organizations have combinations possessing attributes of several cultures,
but often have a dominant culture (Cameron & Quinn, 2011; Denison & Spreitzer, 1991;
Cameron & Freeman, 1991). In the literature, the three most studied facets of culture are
type, strength, and congruence (Cameron & Ettington, 1988). The type is defined by the
four ideal culture types: Clan, Adhocracy, Market, and Hierarchy. The strength is
measured by the magnitude of the dominant culture type relative to the other culture
types. Congruence is defined by the cultural alignment of organizational characteristics.
The significance of identifying and studying culture and, thus the three facets, is the link
of organizational culture to organizational effectiveness.

The literature on organizational effectiveness of colleges and universities
identifies organizational effectiveness as a multi domain construct (Cameron, 1978, 1981;
Cameron & Freeman, 1991). Cameron (1978) identified nine dimensions of
organizational effectiveness in colleges and universities. Additionally, Cameron (1981)
defined four domains of activity for colleges and universities. The combination of the
nine dimensions and four domains are oriented towards an internal focus and an external
focus (see Table 2). The research associated with organizational effectiveness of colleges
and universities suggests that the dimensions of effectiveness and activity domains are

operationalized in different ways (Cameron, 1978). These differences result because
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“Effectiveness in one domain may not necessarily relate to effectiveness in another
domain” (Cameron, 1978, p. 625). No institution is effective in all nine dimensions and
four domains of activity (Cameron, 1978). In a study of culture, Cameron and Freeman
(1991) found that culture type had a stronger association with effectiveness on certain
dimensions of effectiveness and domains of activity. This study used the Competing
Values Framework to develop culture profiles. The Competing Values Framework was
used with the Organizational Culture Assessment Instrument to identify the culture types
at the Regional Education Center. The combination of the two tools also identified that
the dominant culture type at the Regional Education Center was both strong and
congruent. This realization confirms that “The coherence of thought and action that a
strong culture produces thus enhances organizational success” (Masland, 1985, p. 158).
The case study of the Regional Education Center produced four major findings.
These four findings confirm findings in the literature on culture and effectiveness defined
as the successful achievement of stated organization goals. The first finding confirms that
culture type along with culture strength and congruence enhance organizational
effectiveness (Cameron & Freeman, 1985; Cameron & Ettington, 1988; Cameron &
Quinn, 2011). The second finding confirms that leadership attributes that are aligned with
the dominant and congruent culture type enhance organizational effectiveness (Birnbaum,
1988; Smart, 2003; Cameron, Quinn, DeGraff, & Thakor, 2014). The third finding
illustrates how balancing, maintaining, and managing competing values and attributes
contribute to organizational effectiveness (Cameron & Freeman, 1985, Cameron &
Quinn, 2011). The fourth finding, which is not a product of the literature but rather

developed from this inquiry, illuminates the challenges and benefits inherent in launching
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a regional branch campus and thus the necessity of recognizing and managing the “main
campus effect”.

Finding One. The Regional Education Center has performed successfully, achieving
stated campus goals by benefitting from a strong, congruent, Clan culture,
undertaking goals that align with the cultures represented, and excelling where the
criteria for success is aligned with the goals.

According to Cameron (1978), higher education organizations operate within nine
dimensions of effectiveness, which represent internally focused dimensions and
externally focused dimensions (see Table 2). In addition to the dimensions of
effectiveness, there are four major domains of activity in which organizations of higher
education engage: academic domain, morale domain, extracurricular domain, and the
external adaptation domain (Cameron, 1981). In the literature, the nine dimensions and
four domains can be categorized as either internally focused or externally focused (see
Table 2). According to the literature the effectiveness dimensions and domains of activity
that would be most likely associated with the REC based on having a dominant Clan
culture and a strong Adhocracy culture are in Table 15. Cameron and Freeman (1991)
studied 334 colleges and universities and found that certain cultures scored highest on
certain dimensions of effectiveness in certain domains of activity. Clan cultures scored
highest on effectiveness dimensions associated with an internal focus and the satisfaction
of organization members indicative of the morale domain; Adhocracies scored highest on
effectiveness dimensions with an external focus and interaction with the external
environment and the acquisition of resources, indicative of the external and academic

domains respectively (Cameron & Freeman, 1991).
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Table 15. Clan and Adhocracy Dimensions of Effectiveness and Domains of

Activity
Effectiveness Dimension Domain of Culture Type
Activity

Student Education Satisfaction Morale Clan
Student Personal Development Morale Clan
Faculty and Administrator Employment Satisfaction ~Morale Clan
Organization Health Morale Clan
Student Academic Development Academic Adhocracy
Professional Development and Quality of Faculty Academic Adhocracy
Student Career Development External Adhocracy
Systems Openness and Community Interaction External Adhocracy

The morale domain is concerned with students’, faculty, and administrators’
personal and professional satisfaction with the organization. Universities that operate in
this domain are typified by high morale among organization members, high levels of
loyalty and trust, little conflict, and high commitment from organization members
(Cameron, 1981). The REC exemplifies an organization that is concerned with the
satisfaction of its members and as a result experiences high levels of commitment and
loyalty from its organization members. The REC enacts activities in the morale domain
and focuses on the effectiveness dimensions associated with the morale domain and are
internally focused, which is characteristic of Clan organizations. The Adhocracy culture
is affiliated with two domains, academic and external. The academic domain is concerned
with the acquisition of resources, which includes high quality faculty and students,
research grants, and financial resources (Cameron, 1981). This domain is externally
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focused as represented by the Adhocracy culture. The external domain is concerned with
interacting with the external environment and in particular community involvement,
which is an external focus as opposed to an internal focus (Cameron, 1981). The REC is
an organization that seeks to acquire resources as it grows enrollment and develops new
programs to attract students. The REC also places emphasis on interacting with the
external environment by initiating community involvement through panel discussions on
topics important and impactful to the region and through the growth in professional and
corporate partnerships tailoring programs to the needs of its partners. The findings at the
REC regarding its culture, effectiveness dimensions, and domains of activity elucidate
the findings of the Cameron (1981) study and the Cameron and Freeman (1991) study,
which link the nine dimensions of effectiveness with corresponding domains of activity
and connects them with the four ideal culture types. In the case of the REC, the
dimensions of effectiveness and domains of activity that were found to be typical of clans
and adhocracies were represented at the REC.

Organizations are a combination of culture types. The four culture types are
present in varying degrees, and usually there is a dominant culture type. There is a
distinction between dominance, strength, and congruence. In OCAI parlance, dominance
is the culture type that scored the highest number of points overall. A dominant culture is
not congruent unless the dominant culture is present in the majority of the OCAI content
categories. The dominant, congruent culture is strong if the culture type is dominant
(scored the most points) in each of the congruent content categories. It is therefore
possible to have a weak but congruent culture but not possible to have a strong,

incongruent culture (Cameron & Freeman, 1991). The literature on organizational culture
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and effectiveness indicates that strong, congruent cultures are more effective than weak,
incongruent cultures (Tierney, 1988; Cameron & Ettington, 1988; Cameron & Freeman,
1991; Cameron & Quinn, 2011). The literature also suggests that clan cultures typically
have more impact on the behavior of organization members and are thus considered
stronger (Wilkins & Ouchi, 1983; Cameron & Ettington, 1988). Clans produce a high
level of trust, commitment, and loyalty, which translates into shared understanding of
mission and vision and goal congruence among the members of the clan; this goal
congruence enhances the homogeneity of effort in achieving organization goals (Wilkins
& Ouchi, 1983). The consistent history and stability in staffing also contributed to the
development of the Clan culture at REC (Wilkins & Ouchi, 1983); the membership at
REC remained stable through the study such that all founding members were still
employed at the campus at the start and at the end of the data collection. Additionally,
Clans are more likely to develop when there are not competing institutional alternatives,
in other words they develop in relative isolation (Wilkins & Ouchi, 1983). In the case of
the REC the distance from the main campus represents relative isolation and the lack of
institutional alternatives to the culture context that evolved at REC. The benefits of a
strong and congruent culture are clarity of mission, vision, and goals, which reduces
conflict and enhances performance (Tierney, 1988; Smart & St. John, 1996; Smart, Kuh,
& Tierney, 1997; Cameron & Quinn, 2011). The strength and congruence of culture at
REC provided a unity of vision and mission, and decreased potential conflicts as a result
of a shared understanding. The Clan culture instilled a strong sense of loyalty and

commitment in organization members. Thus, the finding that the Regional Education
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Center benefitted from a strong, congruent Clan culture is supported by the literature on
organizational culture and effectiveness.

The Regional Education Center was the first branch campus of its main
university. There was no blueprint for how to launch the campus, how to organize the
campus, who would lead the campus, and what the relationship would be between the
regional and main campus. The leader of the campus was hired from outside of the
organization. One of the chief qualities of the dean of the Regional Education Center was
a strong orientation towards mentoring and staff empowerment. This strong orientation
toward staff mentoring and empowerment helped support the emergence of the Clan
culture at REC. One of the most important activities of a leader is developing and
supporting an effective culture that supports and enhances efficiency of effort, and the
effective achievement of organization goals (Cameron & Quinn, 2011). Four of the
original six founding organization members still work at the campus. The organizational
structure is flat, meaning operationally there is little hierarchy as far as organizational
structure and operations and campus management. The hierarchy that does exist at the
Regional Education Center serves as operational infrastructure rather than as a
management approach. Everyone reports to the dean and often organization members
pitch in to assist in areas that fall into the category of “other duties as assigned.” In this
Clan culture, however, the duties do not need to be assigned. Organization members pitch
in to do whatever is needed to make programs, events, recruitment, and community and
business partnerships a success. There was a small tight knit staff of seven at the
conclusion of the study. The faculty members that serve the Regional Education Center

report to the main campus but self-identify as members of the regional campus; as a
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result, the faculty members contribute to and behave according to the cultural norms of
the REC. In this way the REC is an enclave, isolated by physical distance from the main
campus thus an ideal environment in which a Clan culture could develop with staff and
faculty (though faculty report to the main campus). The campus has grown every year
since inception, and the dean has won awards for leadership, innovation, and community
and business partnerships. Select programs and approaches to community outreach and
partnership have been pioneered at the Regional Education Center and then adopted by
the main and other regional campuses.

The Regional Education Center achieved a successful launch and has sustained
that success without a blueprint and no previously tested plan for regional campus
expansion. The strong, congruent Clan culture of the Regional Education Center
supported and enhanced performance and organizational effectiveness. Despite lacking a
blueprint, “The clan, then, is able to be efficient in governing transactions under
conditions of relatively high uncertainty and complexity. To do so, however, it requires
high levels of goal congruency and the sharing of some general paradigm that helps
participants determine collective interest” (Wilkins & Ouchi, 1983, p. 471). The role of
the REC as an incubator of innovation for the main campus and the role of the campus as
a pioneer for future regional campuses required organization members to be comfortable
with uncertainty, to develop trust and reliance on each other, and to buy into a vision that
was developing and uncertain at inception but was shared. The organization members
needed to be able to apply the organization vision to their roles and focus their efforts
effectively to realize the vision of the campus. The members’ understanding of the vision

and mission and applying this understanding to their roles was supported by the inclusive
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nature of the Clan culture in goal setting, decision-making, strategy development and
planning.

The Regional Education Center is a small organization with a strong culture,
which is consistent with the idea that “small organizations tend to have stronger cultures
than do large organizations” (Masland, 1985, p. 158). The Clan culture scored 47% of the
OCAI points and represented 37% of all codes (the majority of codes) identified in the
content analysis. The magnitude of the scores and codes associated with the Clan culture
indicate its strength, and “Strong cultures are more apt to lead to organizational
effectiveness” (Cameron & Ettington, 1988, p. 41). The strength of the culture supported
the need to focus, trust, and bond. The organization members, evident through the scores
from the OCA, the content analysis, and the interview data coding analysis, were aligned
on how they perceived and described the education center. They exhibited a clarity on the
goals and direction of the campus, what the priorities were, the vision of the campus, and
the role the campus played regionally and in relation to the main campus; they were clear
on their individual roles and required contributions, and they collectively had a strong
sense of commitment and loyalty to each other and to the organization. Since it provides
clarity, “A strongly articulated culture tells employees what is expected of them and how
to behave under a given set of circumstances” (Masland, 1985, p. 158).

The Clan culture was present in all six content categories signifying cultural
congruence, which “is present in an organization when the dominant characteristics,
leadership style, organizational glue, and strategic emphases all are consistent with one
another” (Cameron & Freeman, 1991, p. 30). Congruence is valued because having

clarity about all or most aspects of the organization, being focused on the same values,
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and sharing the same assumptions mediates conflict, eliminates complications,
disconnects, and obstacles (Cameron & Quinn, 2011). Any subunit is likely to have a
more congruent culture as “By and large, congruency of culture and its association with
high performance is more likely to be connected to subunit performance than to overall
performance” (Cameron & Quinn, 2011, p. 86). In other words, congruency is more
connected to the Regional Education Center than to the main university. The congruence
of the Clan culture has helped ensure a singular purpose, a clearly articulated and
understood vision, a consensus on strategy, a team-oriented working environment, a
participatory management style, and a leader who mentors and facilitates. The cultural
congruence has enhanced and supported the success of the Regional Education Center.
In the case of the Regional Education Center, the Clan culture type served as a
performance enhancing culture where the values of the organization members were
aligned with campus goals, the culture type fit the organizational context, and the Clan
culture supported the adaptability needed to be effective and enhance performance. The
enhanced performance resulted in annual growth of the Regional Education Center and
its influence and success as a leader of innovation for the other regional campuses and the
main campus thus indicating effectiveness and success.
Finding Two. The effectiveness of Leadership is enhanced by, if not dependent on,
the alignment of leadership style and attributes and organizational culture.
Managing and changing culture are activities that are required to adapt to the
more turbulent internal and external environments, which are the norm at colleges and
universities since the 1980s (Cameron, 1984; Cameron & Tschirhart, 1992; Fjortoft &

Smart, 1994; Kezar & Eckel, 2002; Cameron & Quinn, 2011). Leaders of colleges and
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universities will have to continuously adapt to the more turbulent internal and external
environments in which they operate to maintain and enhance performance. “The
growing consistency of evidence that the performance of colleges and universities is
linked to their culture types suggests that the management and change of that culture are
paramount responsibilities of college leaders” (Smart & St. John, 1996, p. 233).
Managing change through a better understanding of culture can lead to improved
organizational effectiveness. “The effectiveness of a college or university is a function of
how it responds to external forces and internal pressures in fulfilling its education
mission” (Smart, Kuh & Tierney, 1997, p. 256). The leader of a campus holds the key to
ensuring and enhancing organizational performance. The literature on culture suggests a
congruence hypothesis between culture and leadership competencies, which highlights
the fact that organizations whose dominant culture is congruent with the attributes of the
campus leader tend to be more successful and higher performers (Cameron & Quinn,
2011).

The Clan leader at the REC was described as a mentor, facilitator, and team
builder. The focus of the Clan leader is to manage and coach organization members to
their fullest capacity, productivity, and individual development. In the Competing Values
Framework, the Clan quadrant is also known as the collaborate quadrant (Cameron &
Quinn, 2011; Cameron et al., 2014). Clan leaders are expected to “influence without
coercion, to direct without sanctions, and to control without inducing alienation”
(Birnbaum, 1988, p. 102). The Dean of the Regional Education Center is a self-identified
Clan leader and this perspective on leadership was shared by the organization members

through their interviews. During the interview process, the dean described in detail the
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role of mentor, team builder, and facilitator and emphasized the interdependence of
organization members and their affinity for the mission, vision, and goal accomplishment
to make the campus a success. The organization members in turn described the dean in
the same way emphasizing the collegial atmosphere, the opportunity provided for each of
them to lead, the high level of inclusion in and thus ownership of the goals and strategic
direction of the campus, and the sense of loyalty and belonging the dean fostered. The
dominate Clan culture of the campus is alignment with the Clan leadership at the REC.
“When the organization is dominated by the clan culture, the most effective leaders are
parent figures, team builders, facilitators, nurturers, mentors, and supporters” (Cameron
& Quinn, 2011, p. 52.).

The Clan leader engages in “value-enhancing activities in the Collaborate
quadrant dealing with building human competencies, developing people, and solidifying
a collaborative culture” (Cameron et al., 2014, p. 38). Activities typical of a clan leader in
the collaborate quadrant include clarifying the mission and vision, reinforcing
organizational values, norms, and expectations (culture), developing organization
members and cross-functional teams, and fostering teamwork and decentralized decision
making (Cameron et al., 2014). In the case of the Regional Education Center, the goal
setting process encompasses many of the aforementioned activities. Goal setting at the
Regional Education Center is a centerpiece of how the campus operates and reflects the
Clan culture, the collaborate quadrant, and the Clan focused leadership; everyone is
included, the process is transparent, stretch goals are encouraged with proper training and
support, and many goals require more than one person, role, and department for

successful accomplishment.
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The launch of the Regional Education Center was necessarily uncertain since it
was the first branch campus sanctioned by the University. Clan leaders in the collaborate
quadrant produce the most value for their organizations “when stability must be
maintained in the face of uncertainty, and when the collective wisdom of the group must
be brought to bear” (Cameron et al., 2014, p. 39). With such a small staff and such a large
undertaking, the interdependence of the organization members at the Regional Education
Center was key to their success. The strong and congruent Clan culture of the Regional
Education Center coupled with the congruence with the Clan leader confirms the
congruence hypothesis between culture and competencies. The congruence hypothesis is
that congruence between leadership characteristics and the dominate culture type improve
organizational effectiveness. “When the leadership strength of an individual is congruent
with the dominant organizational culture, those leaders tend to be more successful, as are
the units they manage. Congruence predicts success” (Cameron & Quinn, 2011, p. 53).
Finding Three. Managing and resolving the inherent tensions, complexities, and
paradoxes of different cultures within an organization contributes to and enhances
organizational effectiveness.

The literature on organizational culture has discussed and confirmed that
organizations are rarely just one culture type (Cameron & Freeman, 1981; Cameron &
Ettington, 1988; Cameron & Quinn, 2011). The Competing Values Framework is based
on the competing values, priorities, and emphasis attendant to the four ideal culture types
in the four quadrants of the framework. Each quadrant represents a set of cultural
attributes, each set of attributes shares complementary values as well as opposing values

with the other three quadrants. “An important insight highlighted by the Competing
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Values Framework, then, is that competing values, competing preferences, and
competing priorities exist in any organization” (Cameron et al., 2014, p. 44). The plots of
the OCAI scores onto the four-quadrant framework create a culture map. The map for the
Regional Education Center in Figure 17 shows the cultures represented in this
organization. While the Clan culture clearly dominates, Adhocracy, Market, and
Hierarchy also play roles. There are complementary attributes as well as competing
attributes. The complementary attributes are those where the quadrants share the same
position on either the vertical or horizontal axis. The competing attributes are those where
the quadrants occupy opposite ends of the vertical or horizontal axis. Each quadrant and
thus culture represented signals value-enhancing activities that can improve performance
and effectiveness. The ideal state is when there is a balance and understanding of when to
focus resources on the various activities to maximize organizational performance. Since
organizations are typically a combination of the four culture types with opposing
attributes, organizations operate in a paradox. “Organizational effectiveness is inherently
paradoxical. To be effective, an organization must possess attributes that are
simultaneously contradictory, even mutually exclusive” (Cameron, 1986, p. 545).
Managing and balancing the competing attributes is referred to as Janusian thinking and
represents the paradoxical nature of organizational culture and effectiveness.

Janusian thinking is the process of reconciling the allocation of resources to the
various activities that support the competing attributes. Janusian thinking occurs when
two contradictory ideas are held to be true simultaneously and the resolution of the
contradiction leads to new insights (Cameron, 1984; Cameron et al., 2014). Thus,

Janusian attributes are seemingly contradictory attributes that coexist as depicted by the
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Competing Values Framework quadrants; the integration of the competing attributes
leads to mining the benefits of all the attributes to create a better functioning and more
effective organization. In the case of the REC, the Clan culture dominated, which
provided the new campus with an emphasis on collaboration, loyalty, and team work, all
useful to start a new venture. The Clan culture and those attributes exist in the top left
quadrant of the CVF. On the other hand, the vision and mission of the new campus was
to increase enrollment and market share locally as well as enhance enrollment
opportunities for the main campus, a clearly Market culture imperative. The Market
culture is represented diagonally from the Clan quadrant on the CVF, which is opposite
in terms of focus and emphasis. Clan organizations are internally focused, work toward
integration, and operate flexibly and with discretion, while Market organizations are
externally focused, work toward differentiation, and rely on stability and control. The
REC has grown enrollment successfully over the past seven years and has improved its
brand recognition to external constituents while maintaining a cohesive staff that works
as a team and collaborates to accomplish campus goals. As figure 17 shows, for the REC
there is not equal emphasis on all four quadrants, and equal emphasis is not necessarily
the goal. Although tensions arise in terms of which value-creating activities in which
quadrants should take place, organizations typically need to pursue activities in all four
quadrants to be successful (Cameron et al., 2014). However, “Equal emphasis is seldom
the most effective strategy” (Cameron et al., 2014, p. 48). The goal is an equilibrium that
offers a balance that takes advantage of the attendant characteristics of each quadrant and
culture to improve and enhance effectiveness for the organization. The overarching goal

is to take advantage of the value-creating activities attendant to each culture type.
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The Regional Education Center is a predominantly Clan culture whose attributes
have been described and discussed throughout this case study. The other cultures present
at the education center also played a role in the success of the campus to date. The mining
of the attributes and value-enhancing activities representative of each culture type
resulted in an organization that used all four culture types and their attendant attributes to
successfully launch, grow, and sustain the campus. The rank order of the cultures
according to the OCAI scores is Clan, Adhocracy, Market, and Hierarchy. The
formulation of the Clan culture was in line with the small number of organizational
members, the distance from the main campus, and the need to pioneer new concepts with
relative uncertainty and instability. The Adhocracy culture at the education center
supported the requirement to innovate and operate entrepreneurially to achieve the goals
and vision set forth for the campus. Adhocracies are externally focused and thrive on
differentiation, which is in opposition to the Clan’s internal focus and desire for
integration. The competition of these attributes was desirable for the REC; the Clan
culture and clan leadership offered teamwork and a singular strategic vision while the
Adhocracy culture supported the purpose of the campus to be creative and innovate in an
ambiguous environment. The Market culture provided the competitive drive required of a
new regional campus to gain market share and to be results oriented. The Market culture
is the direct opposite on the CVF of the Clan culture and also competed with certain
attributes of the Adhocracy culture. The Adhocracy culture values flexibility and
adaptability while the Market culture values stability and control. All of the attributes are
required and useful in the pursuit of the goals of the campus. Stability and control of the

Market culture grounded the organization and provided a foundation for the flexibility
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and adaptability required of creative, entrepreneurial pursuits. Finally, the Hierarchy
culture for the Regional Education Center represented its infrastructure and its
relationship to the main campus. The Hierarchy culture presented in the interview data
primarily as a matter of form, function, and process but not management or leadership
style at the REC. All of the data from all sources provided a minor focus on Hierarchy
attributes. The OCALI scores for the Hierarchy culture represent 15% of the total points
and 10% of the total code counts from the interviews. The Hierarchy culture represents
the necessary operational processes and procedures, the organizational infrastructure and
foundation, the required adherence to university policies and procedures, and the
relationship to the main campus.

The Regional Education Center integrated the attributes and value-enhancing
activities from all four CVF quadrants such that the attributes and activities are less
competing and more balancing. The campus represents Janusian thinking, attributes, and
benefits; by integrating opposing attributes and strategies from all four quadrants, the
Regional Education Center successfully resolved any conflicts. The outcome is a
balanced approach to operations, strategy, and goal achievement benefitting from various
value-enhancing activities. As a result, the campus has grown every year in terms of
enrollment, innovative programs, new partnerships, and revenues. The campus has also
garnered successful branding and recognition in its region, evidenced by an increase in
applications to the main campus from its region. The success of the campus is the result
of activities and attributes attendant in each quadrant. This integration is an example of
both/and thinking instead of either/or thinking (Cameron et al., 2014). The Regional

Education Center represents an ideal case in the literature that suggests that organizations
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that integrate the differentiated dimensions of the four CVF quadrants excel at
organizational effectiveness (Cameron, 1986; Cameron & Quinn, 2011; Cameron et al.,
2014). The implication is that “Leaders must consider the competing values embedded in
each of the four quadrants and identify appropriate trade-offs in their strategic priorities
and resource allocation decisions. Value creation occurs by effectively managing the
trade-offs highlighted by the four quadrants” (Cameron et al., 2014, p. 51).

Finding Four. When universities launch regional campuses, they are prone to create
inadvertent challenges for the regional campus resulting from the “main campus
effect.”

In the literature on branch campuses, two challenges persist: branch campuses
“remain largely ignored in the academic literature” (Fonseca & Bird, 2007, p. 9); and,
there is a variability in the definition of a branch campus (Dengerink, 2001). In spite of
those two challenges, branch campuses continue to be launched by both public and
private institutions in all forms. While the definition and description of branch campuses
vary, there are some common features: they have a primary goal and focus of providing
access to students that would not otherwise participate in higher education; the students
are non-traditional age, non-residential, and often adults with jobs and other educational
impediments; they usually have an impact on the economy where they are located; and,
they are often centers of academic innovation. One of the main challenges for these
campuses is that the relationship between branches and the main campus are complex,
dynamic, and labor intensive (Dengerink, 2001).

The Regional Education Center is a branch campus of a private university. The

campus is located in its region’s city center. The interview data illuminated a concept this
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researcher is referring to as the “main campus effect.” It is a catchall phrase used to
describe the challenges facing the Regional Education Center as far as communication,
decision making, branding, and goal setting and achievement. While the main campus is
certainly vested in the success of the Regional Education Center, there are practices and
processes that potentially serve as inadvertent barriers to branch campus effectiveness
and performance. This inadvertent barrier happens when “What best serves the
community that hosts a branch and what best serves the interests of the broader academic
institution are not always—or even usually—aligned” (Bird, 2011, p. 68).

The interview data revealed three challenges for the education center that have
caused a “main campus effect.” The first is branding. The main campus has a well-known
brand in its parent region. With that brand, there is a long-standing tradition and much
prestige. The brand and attendant benefits do not directly translate to the region in which
the education center is located. The interviews revealed a sense that the main campus
leadership assumes that the brand and prestige are transferrable when in fact they have
not proven to be so, or at best the brand and prestige are limited to alumni of the main
campus that reside in the region in which the education center is located. Through the
alumni network, the Regional Education Center has been able to identify main campus
alums who reside in the education center location. Using these alumni as an anchor, the
Regional Education Center has created a relationship with the local community to
improve brand recognition and to create a stronghold in the region. The main campus
does not have an appreciation for the unique cultural dynamic of the regional location and
how that dynamic impacts marketing and branding. The branding is not a one size fits all

situation and requires a sensitivity to the host region of the education center.
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The second challenge is the fact that Regional Education Center faculty report to
the main campus, creating a need for clearer role definition, goals, and priorities for
faculty members. Faculty are members of the regional team but are staffed by the main
campus. The faculty have teaching responsibilities specific to the education center. The
faculty at the REC may contribute to enrollment goals focused regionally and enrollment
goals based on programmatic decisions at the main campus level. They also have
academic and program goals and responsibilities driven by the main campus. A challenge
of this dual responsibility is that the main campus sometimes loses sight and focus on the
goals and responsibilities of faculty members related specifically to the Regional
Education Center. Sometimes, there are questions and challenges from the main campus
about how faculty are spending their time and why. The questions are particularly
challenging if and when a local goal requires more time than a main campus goal or there
is simply a conflict of prioritization. The faculty operate in conflict; they have to support
goals at the regional level while managing potential time and priority conflicts with the
main campus. Priorities for faculty members are not always clear. The faculty
interviewed manage with an understanding that they have to be mindful of their
contribution to the success of the regional campus while meeting the requirements of the
main campus from which they receive their management direction, goals, and measures
of accomplishment. The ideal situation would be to improve the reporting and goal
setting to be aligned and clearly articulated for faculty members.

The third challenge is communication; this challenge is not unique to education
centers but is particularly challenging due to the distance between the main and regional

campuses, the timing of information flow and goal setting, and the unspoken
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communication that occurs in community and proximity. The organization members of
the Regional Education Center interact with the main campus in several ways. Since the
decision making is not completely decentralized, budget, marketing, and program
decisions require involvement from the main campus. The regional campus is several
states away from the main campus, and the flow of information is not always timely, the
modes of communication are not always effective, and the organization members of the
Regional Education Center do not have the benefit of physical proximity. When members
are on the same campus, there are many more opportunities for informal and formal
communication. In the case of the Regional Education Center, communication channels,
the communication context, and the communication frequency are not always ideal.
Developing a formal communication process that accounts for the unique needs of the
regional campus, the cadence of activity at the regional campus (which isn’t always the
same as the main campus), more interaction between the two campuses, regular and
consistent exchanges of pertinent information, and time for networking and relationship
building may be warranted and may help bridge the communications gaps.

These challenges could be culture differences based on a number of factors. The
main campus culture is necessarily different from the education center culture in terms of
what culture dominates and to what degree. It is likely that all four cultures are present at
the main campus but not likely that the same culture dominates. The dominant culture is
what dictates the norms, values, and behaviors. The Regional Education Center is a Clan,
which depends on high touch communication, participatory goal setting, and a strong
local connection. The REC benefitted from the autonomous development of its culture,

norms, working environment, and leadership style. The dominant culture at the REC is
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likely not the norm of the main campus and thus poses some barriers to alignment,
understanding, and clarity. The main campus is likely collegial as are most colleges and
universities, but due to its sheer size and scope, there is probably more of a Hierarchy
approach globally with pockets of Clan culture in departments, schools, and/or programs.
Ideally, some attention should be given to the unique needs of the Regional Education
Center based on its culture, its region, and its goals in relationship to the main campus.
Findings Summary

The literature of organization culture suggests that since the 1980s there has been
a focus and need to better understand the culture of colleges and universities in order for
these institutions to be able to adapt to the more turbulent, dynamic, uncertain, faster
paced post-industrial environment. Leaders of colleges and universities can use
organizational culture to adapt and manage and navigate the more turbulent operational
environment. “As decision-making contexts grow more obscure, costs increase, and
resources become more difficult to allocate, leaders in higher education can benefit from
understanding their institutions as cultural entities” (Tierney, 2008, p. 26). Within this
more challenging environment, universities are expanding and launching regional
campuses, adding to the challenge of resource allocation, increased competition, the need
for innovation, and demands from a broader range of students, including adult learners
with non-traditional programming and course delivery needs.

Attributes of a Clan Culture. The case study of the Regional Education Center
offered an opportunity to understand the campus as a cultural entity and to determine
what that culture is, how it is described, what the cultural attributes are, and ultimately

how the culture impacted the effectiveness of the campus. This case study revealed the
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Clan culture type as the dominate culture type at the REC. Based on a study of 334
colleges and universities, the Clan culture was the most frequent culture type (Smart &
St. John, 1996); in this study, clans were also perceived to be the most effective. The
REC is a subunit run by a small complement of administrators. The literature suggests
that Clans often develop in small group or subunit settings (Wilkins & Ouchi, 1983).
Another characteristic of small organizations is that they tend to have stronger cultures
than large organizations (Masland, 1985). Not only did the REC prove to have a strong
culture, the REC also had a congruent culture. Clan was scored on all 6 content
categories of the Organization Culture Assessment Instrument (congruence) and scored
highest in all six content categories (strength). The literature on organization culture
suggests that strong cultures increase organizational effectiveness. Culture provides the
guideposts for organization members informing behavior and norms. “The coherence of
thought and action a strong culture produces thus enhances organizational success”
(Masland, 1985, p. 158). In addition to the congruence of cultural attributes at the REC,
the leader of the campus was identified as a Clan leader strengthening the congruent
nature of the campus culture.

Leadership Role and Culture. The leader’s role is to create, mediate, and
manage culture (Masland, 1985; Tierney, 2008). Leadership attributes that are congruent
with the dominant culture of an organization lead to lower levels of conflict and increased
levels of vison and mission clarity, articulation of norms and standards of behavior that
are universally understood and resonate with organization members, and an alignment
with organization goals that fosters shared responsibility and ownership (Cameron &

Freeman, 1991).
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Managing and Balancing Competing Culture Attributes. While the REC was
found to have a dominate Clan culture, the other three ideal culture types were also found
at the campus. The literature on culture suggests that organizations have a combination of
cultures. The culture profile of the REC included the culture types in the following rank
order: Clan, Adhocracy, Market, and Hierarchy. Clan dominated and supported the
collegial, family-like working environment that emphasizes collaboration, teamwork, and
an internal emphasis. Adhocracy supported the mission and vision to innovate and
provide unique programs to the region as well as to lead the university to unique and
untapped enrollment markets for students and for programs. The Market culture
supported the purpose of the REC to gain market share in the region, and Hierarchy
provided the operational infrastructure and the stability required to innovate and grow
successfully. The presence of the four cultures and the ability of the REC to manage and
reconcile the competing priorities and attributes inherent in the four culture types
represented a fundamental exercise required of high performing organizations, the
integration of opposing attributes and the management of the paradoxes inherent in the
integration. The culture map for the REC based on the Competing Values Framework
made clear the cultural makeup of the organization, the opposing attributes, and those
attributes that were complementary. The literature on culture suggests that managing the
contradictions and tensions of competing values leads to heightened organizational
performance (Cameron, 1984; Cameron & Quinn, 2011; Cameron et al., 2014). While the
researcher does not credit the REC with knowingly making these choices, the study of the
REC does illustrate the benefits of successfully (even if inadvertently) navigating the

paradoxes of integrating the opposing attributes. The REC was able to use the competing

244



attributes of all four culture types to achieve its goals. The competing attributes create a
creative tension. “The presence of creative tension arising from paradoxical attributes
helps foster organizational effectiveness” (Cameron, 1986, p. 549).

The Utility of the OCAI and CVF. The Competing Values Framework
underpinning the study supported the findings and conclusions of the study. The
Competing Values Framework was derived to help understand and contextualize culture
and effectiveness in organizations. The four-quadrant schematic is an organizing tool of
cultural attributes. Plotting the scores from the Organization Culture Assessment
Instrument onto the CVF schematic resulted in a culture map for the REC. The culture
map served as a guide to the cultures present, illustrated the degree of magnitude of each
culture, showed the relative strength of the cultures present, and showed the competing
and complementary attributes. The CVF illustrated the Janusian concept of the presence
of contradictory values and attributes, the paradoxical nature of organizational
effectiveness, and the idea that the resolution of the contradictions and paradoxes
strengthens and enhances the performance of organizations. The study of the REC serves
as an example of how the OCAI and CVF work together to develop a culture map from
which leaders can gain a better understanding of their organizations’ culture, the
competing attributes and paradoxes, and the degree of cultural alignment. This study
offered clarity about the culture at the REC and the fact that the cultural alignment of the
characteristics of the organization aided in a successful launch of the campus, growth in
enrollment and innovation, development of a strong mission and vison clarity, and an
effective operating environment. The purpose of the CVF is also to enable leaders to

view culture and effectiveness from the standpoint of strategic emphasis and success
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measures. The strategic direction of the REC was clear to organization members and in
alignment with other characteristics of the organization. The measurements of success
were also clear to organization members. The CVF is not a predictive theoretical
framework, it is an organizing framework that clarifies the cultural context of an
organization through categorizing the cultures and their attendant characteristics. The
CVF in this study provided a way to interpret the cultural context of the REC.

Managing the “main campus effect” between main campuses and their
branches. Finally, the study of the REC offered insight into the “main campus effect,”
which inadvertently creates challenges inherent in launching a campus that may inhibit
success and effectiveness. In the case of the REC, the “main campus effect” created
unique communication obstacles because of the lack of geographical proximity, the
timing of events on the main campus that impacted the REC, and the lack of informal
knowledge sharing and communication due to distance; it created branding obstacles due
to the lack of translation of the main campus brand to the new region and the need for the
REC to forge its own unique identity that serves its regional strategic positioning; and,
created obstacles to goal clarity and priority because faculty have dual reporting, which
would be solved with clarity of roles and responsibilities, goals, and priorities.

Limitations

There are limitations to all inquiries. In the current study, the limitations include
the faculty perspective in the data, the use of the Organizational Culture Assessment
Instrument (OCAI) for purposes of diagnosis only, the forced choice nature of the OCAI,
the OCAI was distributed anonymously, and the CVF is not a predictive framework and

is bounded. The CVF is bounded by four culture types and does not consider any others
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that may emerge. The definitions of the four culture types may not consider emerging
trends in the current higher education operating context. The study of the Regional
Education Center included a faculty perspective, but the faculty report to the main
campus and not the regional campus. While the researcher was careful in the interview
process to provide context and to ask follow up questions regarding which campus the
faculty were referring to in their answers, there might be overlap and a blurred line in the
faculty impressions of the Regional Education Center culture due to the reporting
structure of faculty to the main campus. The faculty responses, according to the coding
analysis, were in line with the administrative staff. The description of cultural context of
the education center is very strong and congruent independent of the respondent.

The OCALI is a robust and well-tested tool. In this study, it was used to diagnose
the culture at the Regional Education Center. The full capability of the tool is a diagnosis
of the current state and a diagnosis of a future state. The tool can provide a gap analysis
of culture based on respondents scoring the first round in terms of the current culture and
then a second round of scoring according to what they think the culture should be. After
the two rounds, the researcher would plot each set of scores and produce two culture
maps and profiles. One would be how the respondents view the current culture, and the
second would depict how they view the future ideal state. The purpose of the current
study was not to provide a prescriptive study using the gap analysis but rather a
descriptive study using the diagnosis analysis.

The OCAI is a structured tool that forces respondents to choose among a set of
available options. Each content category offers four statement options that describe an

aspect of the organization. Respondents are given a forced choice of which statement(s)
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best describe the organization. It is possible that no statement accurately describes the
organization but respondents are asked to score the statements available. This limitation
was mitigated with the interviews. While the interview protocol included a section that
contained the content categories featured in the OCALI, respondents were asked to choose
adjectives and descriptors or offer them to the researcher. Respondents were also asked to
provide anecdotes and examples that supported their choices. The semi-structured
approach allowed the researcher to have a check on the data provided through the OCAI
by using the same content categories but allowing respondents to choose or create
descriptors and examples allowing for a more organic, less bounded set of responses.

For this case study, the OCAI was distributed anonymously. The researcher
planned to get a list of potential respondents and record the respondent and role. The goal
was to collect information with the following three categories: leadership, staff, and
faculty. The researcher would have had an additional dimension of insight and
comparison of culture profiles based on role. Distributing the OCAI by role could have
shown any differences in perceptions based on role or position in the organization. If
there were differences in perceptions of which culture dominated, there could be some
exploration as to why, or perhaps differences would be expected or perhaps seen as
challenges depending on how divergent the perspectives were. The OCAI scores based
on role would have added texture and context to the perspectives on culture and could
have guided the researcher to ask additional questions during the interviews to add
description and depth to any differences by role potentially uncovered. The dean,
however, requested a link so that respondents could be anonymous and would be more

comfortable and likely to answer honestly. The OCAI was the introduction into the study,
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and | was not able to make a campus visit to introduce myself and attempt to ease the
minds and gain the trust of the respondents before distributing the OCAI. Although the
researcher views this as a limitation, anonymity was likely a benefit as well.

The Competing Values Framework (CVF) is a theoretical framework used to
formulate organizational culture profiles. It is not a predictive framework but rather an
organizing framework. Its purpose is to organize the scores from the OCAI onto a four-
quadrant framework to identify culture types, characteristics attendant to the culture
types, and the relative magnitude of the culture types. There wasn’t a hypothesis
regarding what cultures based on the CVF would be present or to what degree. The CVF
is bounded in the same way the OCAI is a forced choice. The CVF represents four ideal
culture types and limits the study to just the four. The four culture types are Clan,
Adhocracy, Market, and Hierarchy. Although the four are ideal meaning that they are
composites of similar characteristics from a broader study of culture they do limit
possible culture types outside of the four. In addition, each of the four ideal types might
be explored to confirm that they are still representative of trends and changes occurring in
the current higher education context. Clan for instance has a traditional perspective of
close physical proximity which does not take into account the advancement of virtual
ways in which we work, communicate, and bond. Clans could also develop with little to
no proximity especially if it is a subunit or small group using technology and other virtual
modalities to communicate and work. Market culture in the CVF does not specifically
call out or address the global nature of markets and competition in higher education and
the impact that may have to the traditional context in which we describe markets.

Finally, Hierarchy traditionally connotes multiple organizational levels. Currently more
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organizations have moved to less organizational levels, more cross-functional and cross-
divisional teams, matrixed management and operations and thus relying less on the
traditional hierarchical structures. The absence of these nuances in three of the four
culture types could also be viewed as a limitation. Using the CVF doesn’t allow for the
emergence of a different culture type nor does it necessarily attend to nuances or changes
to the traditional notions of the culture types it represents. For the purpose of this
qualitative case study, the CVF provided a structure to organize the OCAI data by
content category and in the aggregate. The CVF also provided the most widely used
framework for diagnosing and understanding culture, which was the purpose of this case
study.
Recommendations for Further Study and Practice

This study provided insights into one education center at one private university.
The results are instructive for this particular setting. The strong culture alignment along
with the successful launch of this campus suggests that more attention to the cultural
dynamics could further enhance the performance of the campus. In addition, the
university has four other regional campuses that might benefit from a similar inquiry and
provide insights into lessons learned about how the campuses were launched, the relative
success of the campuses, and attending to what culture types are best suited for each
environment. Using the CVF, leaders could also deliberately manage the inherent
paradoxes of effectiveness and proactively seek integration of cultural attributes to
enhance performance of their organizations. There could also be value in conducting a
full study of diagnosis and prescription at the current study site and at the other regional

campuses. Finally, a culture study at the main campus level might help illuminate ways to
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lessen or improve the “main campus effect” that creates challenges and obstacles for the
regional campuses.

This study also has broader implications that could be further investigated. A
larger sample of branch campuses would provide a broader range of results. The culture
identification might be related to geographic region, whether the branch campus is public
or private, the number of campuses in the system, the culture of the main campus, how
long the branch has been in existence, and the stated vision and mission of the branch in
relation to the vision and mission of the main campus. A broader study would allow for
variance analysis within a system in the case of public institutions, or across regional
campuses in the case of private institutions; there could be compare and contrast analyses
based on the mission of the campuses, the industries and communities within their
locations, and the student populations at the campuses. As noted in this study, the
literature on branch campuses is limited in general, and the study of branch campus
culture specifically is limited as well. Further inquiry into this unit of analysis, given the
growing role of branch campuses, is warranted.

The results of this study led to four primary recommendations for consideration.
The first recommendation is to further explore the results of the current study to identify
value-enhancing activities that may be undertaken in all of the culture quadrants to
enhance performance and organizational effectiveness. The second recommendation is to
conduct a second round of the OCAI to determine if the current culture is also the desired
culture. The current case study offered a diagnosis to identify the current culture, the
second round would have identified the desired future state according to respondents.

Conducting a gap analysis between the current and proposed future state of culture might
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illuminate areas that would be strengthened by a culture shift. The third recommendation
is to replicate this study at the other regional campuses of this private university.
Developing a culture context for each regional campus might identify areas of similarity
that produce positive results for all of the campuses. In addition, the results might be
instructive to the main campus leadership about what might be successfully replicated
across all five campuses. The final recommendation is to replicate the study with a larger
sample size to attempt at providing more generalizable results.
Recommendation One: Proactively explore and manage cultural attributes to
enhance performance

With the knowledge developed from the study, the Regional Education Center
should explore how to be more deliberate about the development and support of culture
and examine the less dominate culture types to target where and how they exist to reap
benefits attendant to those cultures. The dean can explore ways to actively exploit the
attributes of each culture type towards integration and thus enhanced performance. Each
culture has attributes and benefits attendant to the culture type that can be mined given
the campus life cycle, staffing, relationship to the main campus, and goals. Making more
deliberate choices based on internal and external environmental factors could improve
campus outcomes. While it is not clear that the success of this campus was achieved by
understanding the cultural context, it could be the case that future success will be
enhanced by this new understanding of the campus culture and by using the knowledge of
Janusian thinking and attributes to be prescriptive and deliberate about operational,

management, and strategic choices.
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Recommendation Two: Conduct another OCAI for perspective on what
organization members think the culture should be

The Regional Education Center could conduct the second half of the OCALI. The
second round of OCAI scoring produces a culture map and profile for the proposed
change in culture based on the gap between the current state of culture and the future
state. The second round would be giving the questionnaire to the same respondents and
asking for the same scoring but based on what they think the culture should be versus
what it is. Results from the second half of the analysis would be used to identify gaps in
the current and desired future state and develop an action plan around attending to those
gaps and perhaps creating a more comprehensive model that minimizes the main campus
effects that tend to be barriers for the regional campuses.
Recommendation Three: Replicate the culture study at the other regional campuses

This study could be replicated at the other regional campuses and at the main
campus to understand where they are or are not aligned across campuses and determine
where the four culture types are beneficial in support of mission, vision and goals or
detrimental to, or in conflict with, mission, vision, and goals. In addition, replicating this
study at the other regional campuses would answer questions regarding goal and success
requirements and if the culture supports and enhances or is at odds for each regional
campus based on the OCAI and CVF mapping given their regional locations and goals.
This private university has a sample size of five campuses all located in different
geographical areas. Investigating the culture context at each campus could provide insight
into what culture develops given the geographic location, whether the leadership is

culturally congruent with the general campus culture (this type of alignment is linked to
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high performance), how the goals set for each campus are in line with the dominant
culture type, if any economies of scope or scale might be realized based on the culture
types of the campuses, and what value-enhancing activities at one campus would be
beneficial to replicate at the other campuses.
Recommendation Four: Conduct a larger study

Since regional campuses continue to grow and provide new revenue
opportunities, market share opportunities, corporate partnerships with regional
communities, and play a role in the desire to increase post-secondary credentials in the
United States, a larger study with a larger sample size would shed light on how these
campuses set up and manage culture given their goals and relationships with the main
campus. A large study could be instructive to help enhance and improve the success and
effectiveness of branch campuses.

Summary and Conclusion

The external environment in which colleges and universities operate continues to
be turbulent and presents new and pressing challenges. The fast-paced, knowledge
overloaded external environment is challenging, turbulent, and unpredictable. Colleges
and universities face increasing competition and increasing costs impacting enrollment
and industry and economy demands for specific knowledge, skills, and abilities of
graduates. Internally, most are tuition dependent, managing competing and shifting
priorities, public policy shifts and changes, and constrained resources. Given the internal
and external challenges, colleges and universities will continue to seek innovative means

to increase market share, revenues, and enrollment. One way they will continue to pursue
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these aims is by expanding their access to a broader pool of students and communities
through branch campuses.

The findings of this study describe one regional campus’ culture and how that
culture is described and perceived by organization members. The study provided a
context to examine the role of culture type, strength, and congruence in the successful
accomplishment of campus goals. The Regional Education Center has successfully
developed a culture that supports its goals. This case study of culture has implications for
colleges and universities. Future studies of culture and performance require thoughtful
attention to activities that link culture to outcomes (Saffold, 1988). The Competing
Values Framework organizes cultural data in support of linking activities and attributes to
effectiveness outcomes. Leaders can proactively seek to understand culture using this
framework and purposefully make decisions and choices based on the cultural context.
This study also highlights the need for universities to tend to the “main campus effect”
that can develop when launching a regional branch campus, working to minimize these
challenges through process, structure, and communication. Understanding culture can
help guide mission and vision centrally as well as at the subunit level. Finally, a study of
culture can be prescriptive for colleges and universities, shaping hiring decisions
(choosing leaders with culture attributes congruent with the campus culture), setting
goals, determining strategic emphasis, and management strategies.

As decision-making contexts grow more obscure, costs increase, and resources

become more difficult to allocate, leaders in higher education can benefit from

understanding their institutions as cultural entities. Moreover, to implement

decisions, leaders must have a full, nuanced understanding of the organization’s
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culture. Only then can they articulate decisions in a way that will speak to the
needs of various constituencies and marshal their support. The understanding of
culture will thus aid administrators in spotting and resolving potential conflicts
and in managing change more effectively and efficiently. (Tierney, 2008, p. 26-

27)
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Appendix A

Organizational Culture Assessment Instrument Invitation Letters

Name
Title
Street

City/State/Zip

Mr. or Ms.:

My name is Mary Lee and | am doctoral candidate at The George Washington University
in Washington, DC. | am in the final stages of my work towards completing a Doctor of
Education Degree in Higher Education Administration and | would like to ask for your
assistance. Working with [Omit], Dean of [Omit], | have been granted permission to have
[Omit] serve as the study site for my dissertation work. The purpose of this study is to
create a culture profile of [Omit]. The culture profile will be examined in terms of
campus goals, how the goals are developed and communicated, how goals are carried out,
and who is responsible and accountable for the successful completion of goals. The focus
on culture supports the idea that for organizations to enhance and maximize effectiveness
and performance organization members benefit from having a full understanding of the
organization’s culture. This research will be a qualitative study using various methods,
one of which includes a well-tested culture assessment questionnaire, the Organization

Culture Assessment Instrument.
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The Organizational Culture Assessment Instrument is a widely-used tool to assess
culture. It collects information from respondents that is scored and used to identify
culture types in the organization. | am requesting your participation in the study by
asking you to fill out a questionnaire. The instrument has six sections and will take no

more than 30 minutes to fill out. An electronic copy will be provided to you.

As a participant, you will be known only to me. You will be identified for study purposes
by role (i.e. leadership team, faculty, or staff). The cross-reference sheet identifying your
identity will be held by me for one year and subsequently destroyed. In addition, a
pseudonym will be used to identify [Omit University] throughout the study. As a
participant, you will have access to cultures that have been identified through the
questionnaire. After the study, | will provide [the dean’s] office multiple copies of the
results of the questionnaire. If you wish to view it, it can be found there or you can
contact me directly for an electronic copy.

Please respond, at your earliest convenience, to this request.

Respectfully,

Mary K. Lee
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Appendix B

Organizational Culture Assessment Instrument Questionnaire

Dominant Characteristics

Points

. The organization is a very personal place. It is like an
extended family. People seem to share a lot of
themselves.

. The organization is a dynamic and entrepreneurial
place. People are willing to stick their necks out and
take risks.

. The organization is very results oriented. A major
concern is with getting the job done. People are very
competitive and achievement oriented.

. The organization is a very controlled and structured
place. Formal procedures generally govern what people
do.

TOTAL

100

Organizational Leadership

. The leadership in the organization is generally
considered to exemplify mentoring, facilitating, or
nurturing.

. The leadership in the organization is generally
considered to exemplify entrepreneurship, innovation,
or risk taking.

. The leadership in the organization is generally
considered to exemplify a no-nonsense, aggressive,
results-oriented focus.

. The leadership in the organization is generally
considered to exemplify coordinating, organizing, or
smooth-running efficiency.

TOTAL

100
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Management of Employees

. The management style of the organization is characterized
by teamwork, consensus, and participation.

. The management style of the organization is characterized
by individual risk taking, innovation, freedom, and
uniqueness.

. The management style of the organization is characterized
by hard-driving competitiveness, high demands, and
achievement.

. The management style of the organization is characterized
by security of employment, conformity, predictability, and
stability in relationships.

TOTAL

100

Organization Glue

. The glue that holds the organization together is loyalty and
mutual trust. Commitment to this organization runs high.

. The glue that holds the organization together is
commitment to innovation and development. There is an
emphasis on being on the cutting edge.

. The glue that holds the organization together is the
emphasis on achievement and goal accomplishment.

. The glue that holds the organization together is formal
rules and policies. Maintaining a smoothly running
organization is important.

TOTAL

100
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Strategic Emphasis

. The organization emphasizes human development. High
trust, openness, and participation persist.

. The organization emphasizes acquiring new resources
and creating new challenges. Trying new things and
prospecting for opportunities are valued.

. The organization emphasizes competitive actions and
achievement. Hitting stretch targets and winning in the
marketplace are dominant.

. The organization emphasizes permanence and stability.
Efficiency, control, and smooth operations are important.

TOTAL

100

Criteria of Success

. The organization defines success on the basis of the
development of human resources, teamwork, employee
commitment, and concern for people.

. The organization defines success on the basis of having
unique or the newest products. It is a product leader and
innovator.

. The organization defines success on the basis of winning
in the marketplace and outpacing the competition.
Competitive market leadership is key.

. The organization defines success on the basis of
efficiency. Dependable delivery, smooth scheduling, and
low-cost production are critical.

TOTAL

100
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APPENDIX C

OCAI Scores and CVF Plots by Content Category

Nine organization members were sent a link to the Organizational Culture
Assessment Instrument. All nine members completed the questionnaire. The goal of the
questionnaire was to identify the culture type(s) present at the Regional Education Center
along with some indication of culture strength and culture congruence. After receiving all
nine scored questionnaires, the scores across content categories and across culture types
were aggregated and averaged. The average scores were plotted onto the Competing
Values Framework four-quadrant schematic, as is the convention for the framework, to
produce a culture map for each content category and an aggregate culture map for all
respondents across all content categories and culture types. These CVF maps are culture
profiles.

The following sections provide a description of each of the content categories.
Scores for each content category are presented in tabular form to highlight descriptive
statistics and in graphical form to emphasize the variation in the average scores by culture
type. Average scores plotted onto the Competing Values Framework depict the culture
profile for each content category.

Dominant Characteristics content category. This category includes
characteristics that describe the working atmosphere and the working environment of the
organization. The scores for this content category represent the way that respondents
experience the working environment. In this content category all four cultures are present
in the following rank order: Clan, Adhocracy, Hierarchy, and Market. Clan is the

dominant culture type. Table 8 displays the OCAI scoring results.
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Table 16. Dominant Characteristics Content Category Scores and Percentage of
Respondents

Culture Score Score Score Percentage of
Type Average Median Total Respondents
Clan 51 50 460 100%
Adhocracy 26 25 205 89%
Market 15 15 120 89%
Hierarchy 16 15 115 7%

N=9

On average for this content category, the Clan culture received 51% of the total
points. In the Dominant Characteristics content category, Clan culture received more total
points than all three other culture types combined. The high scores for Clan in this
content category indicate that respondents experience the working environment as
collegial and focused on the team, characteristics indicative of the Clan culture. In
addition, all nine respondents chose Clan as a way to describe the working environment;
no other culture type received scores from all nine respondents in the Dominant
Characteristics content category. Adhocracy culture is the culture type with the second
highest score. The Adhocracy culture type supports a creative and entrepreneurial
environment. The Clan and Adhocracy culture types combined account on average for

77% of the total points in the Dominant Characteristics content category.
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Figure 6. Dominant Characteristics: Average Responses

Dominant Characteristics
Average Responses
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Clan Ww
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Figure 6. Organizational Culture Assessment Instrument scores for the Dominant
Characteristics content category shown graphically to visually depict the relative
differences in the average respondent scores by culture type.

Figure 6 shows the scores in a graphical format. The bars for the culture types
provide a clearer understanding of the average culture scores relative to each other. The
bar for the Clan culture shows how much higher Clan was scored relative to the other
three culture types; the length of the bar representing the Clan culture is almost double
the length of the bar for the Adhocracy culture, the next highest scored culture type. The
relative difference between the Clan bar and the other three bars show the relative
dominance of the Clan culture in the Dominant Characteristics content category.

The average scores provided in Table 8 and Figure 6 were plotted using the
Competing Values Framework. Figure 7 is the CVF map, representing the culture profile
for the Dominant Characteristics category. The working environment at The Regional

Education Center is reflected primarily in the top two quadrants which represent the Clan
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and Adhocracy cultures. Both of these cultures represent an environment characterized by
flexibility and adaptability. In this way, the two most prevalent cultures in the working
environment are complementary, meaning that both cultures emphasize flexibility and
adaptability and that these values are on the same end of the vertical axis. Clan and
Adhocracy cultures are on opposite ends of the horizontal axis. The Clan culture for this
content category reflects an internal focus and integration. Adhocracy, on the other hand,
indicates an external focus and differentiation. The internal focus of the Clan culture
competes with the external focus of the Adhocracy culture at the same time that the push
towards integration within Clan culture competes with the push towards differentiation

within Adhocracy culture. The next content category is Organizational Leadership.
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Figure 7. Dominant Characteristics: CVF Map
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Figure 7. Competing Values Framework Map for the Dominant Characteristics Content
Category. The average score for each culture type is plotted on each of the four culture
quadrants.

Organizational Leadership content category. This content category includes
characteristics that describe how leadership behaves and what leadership emphasizes and
values organizationally. The scores for this content category represent the respondents’
perceptions of leadership style, behavior, and focus. In this content category, all four

cultures are present in the following rank order: Clan, Adhocracy, Hierarchy, and Market.

Clan is the dominant culture type. Table 9 displays the OCAI scoring results.
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Table 17. Organizational Leadership Content Category Scores and Percentage of
Respondents

Culture Score Score Score Percentage of
Type Average Median Total Respondents
Clan 39 40 350 100%
Adhocracy 30 30 270 100%
Market 9 10 65 77%
Hierarchy 24 20 215 100%
N=9

On average in this content category, the Clan culture received the highest scores.
The Clan culture scored 39% of the total points. The Clan scores for the Organizational
Leadership content category indicate that respondents view leaders as mentors,
facilitators, and team builders. The scores show that all four culture types are represented
in the Organizational Leadership content category. The Adhocracy culture received the
next highest scores. The Adhocracy culture in the Organizational Leadership content
category indicates that respondents view leaders as entrepreneurs, innovators, and
visionaries. All nine respondents chose Clan and Adhocracy as culture types represented
for this content category. The Clan and Adhocracy cultures combined received on
average 69% of the total points for the Organizational Leadership content category.

Figure 8 shows the scores in a graphical format in order to highlight the relative
average scores for each culture type. The bars for the culture types provide a clearer
understanding of the relative relationships between the average culture scores. The bars

for Clan and Adhocracy cultures show the highest average scores for this content
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category; Clan and Adhocracy cultures received the highest scores in this content

category as they did in the Dominant Characteristics content category.

Figure 8. Organizational Leadership: Average Responses

Organizational Leadership
Average Responses

Hierarchy

Market

Clan

9 |
Adhocracy

10 20 30 40 50

Figure 8. Organizational Culture Assessment Instrument scores for the Organization
Leadership content category shown graphically to visually depict the relative differences
in the average respondent scores by culture type.

The average scores provided in Table 17 and Figure 8 were plotted onto the CVF
for this content category, depicted in Figure 9. For this content category, the cultures with
the highest average scores are Clan and Adhocracy, which are both in the upper half of
Figure 9. As with the Dominant Characteristics category, the Organizational Leadership
scores were highest in the upper two quadrants, indicating a focus on flexibility and

adaptability. On the vertical axis, the Clan and Adhocracy cultures are complementary,

both emphasizing flexibility and adaptability. On the horizontal axis, Clan and
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Adhocracy scores represent the competing values of an internal/integration focus (Clan)
and an external/differentiation focus (Adhocracy) for organizational leadership. The next

content category is Management of Employees.
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Figure 9. Organizational Leadership: CVF Map
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Figure 9. Competing Values Framework Map for the Organizational Leadership Content
Category. The average score for each culture type is plotted on each of the four culture
quadrants.

Management of Employees content category. This content category includes
characteristics that describe how the organization is managed. This category has to do
with the day-to-day operation of the campus and what behaviors and actions guide the
management of the campus. The scores in this content category represent how managers
are perceived by the respondents. In this content category, all cultures are represented.
The cultures represented in rank order are Clan, Hierarchy, Adhocracy, and Market. Clan

is the dominant culture type. Table 10 displays the scoring results for the Management of

Employee content category.
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Table 18. Management of Employees Content Category Scores and Percentage of
Respondents

Culture Score Score Score Percentage of
Type Average Median Total Respondents
Clan 62 70 555 100%
Adhocracy 15 10 120 89%
Market 9 10 55 66%
Hierarchy 21 18 170 89%

N=9

In this content category, the Clan culture type received the highest scores. The
Clan culture type received more points than the three other culture types combined. The
total Clan score for Management of Employees is on average 62% of the total points
available for this content category. The Clan strength in this content category indicates
that management is focused on employee empowerment, participation, and commitment.
All nine respondents chose Clan as present in the Management of Employees content
category. The scoring shows that all four cultures are present and that Hierarchy has the
next highest score. The Hierarchy scores in the Management of Employees content
category suggest management relies on policy, procedure, and process to manage
operations efficiently. Although Hierarchy is the next highest scored culture type, it
received less than a third of the points that Clan received. Clan and Hierarchy combined
represent 81% of the total points for the Management of Employees content category.

Figure 10 shows the average response scores for each culture type in a graphical
format. The bars help illustrate the relative relationships between culture scores. For the
Management of Employees content category, the Clan bar is almost three times the length
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of the next highest scored culture type, Hierarchy. The length of the Clan bar shows the

dominance of the Clan culture relative to the other culture types for this content category.

Figure 10. Management of Employees: Average Responses
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Figure 10. Organizational Culture Assessment Instrument scores for the Management of
Employees content category shown graphically to visually depict the relative differences
in the average respondent scores by culture type.

The average scores provided in Table 18 and Figure 10 were plotted on the
Competing Values Framework. Figure 11 is the CVF map representing the culture profile
for the Management of Employees content category. In Figure 11, the top left quadrant
represents where the majority of scoring is mapped for the Management of Employees
content category. This is the Clan quadrant. The second highest score was Hierarchy
culture, which is the bottom left quadrant. The left half of Figure 11 is representative of
the cultures that dominate day-to-day operations. On the left side of the horizontal axis,

the Clan and Hierarchy cultures are complementary, represented by an internal focus and
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integration. On the opposite ends of the vertical axis, competing values are shown. The
competing values of the Clan and Hierarchy cultures are, respectively, flexibility and
adaptability versus stability and control. The management of organization members and
their perception of the way they are managed is overwhelmingly represented by the Clan
culture’s average score compared to the average scores Of the other three cultures. The

next content category is Organizational Glue.

Figure 11. Management of Employees: CVF Map
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Figure 11. Competing Values Framework Map for the Management of Employees
Content Category. The average score for each culture type is plotted on each of the four
culture quadrants.

Organizational Glue content category. This category includes characteristics

that describe what holds together the organization, the bonds that bring organizational

members together and keep them together. The scores for this content category represent
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why organizational members stay with the organization and what keeps them committed
to the organization. All four culture types are present in this content category in the
following rank order: Clan, Adhocracy, Market, and Hierarchy. Clan is the dominant
culture type in this content category. Table 11 displays the scores for the Organizational

Glue content category.

Table 19. Organizational Glue Content Category Scores and Percentage of

Respondents
Culture Score Score Score Percentage of
Type Average Median Total Respondents
Clan 51 50 410 89%
Adhocracy 24 15 195 89%
Market 23 15 210 100%
Hierarchy 17 15 85 55%
N=9

In the Organizational Glue content category, Clan culture received on average
51% of the total points available. The high total score for Clan in this content category
indicates that organizational members are bound by loyalty and commitment to the
organization; the high Clan score indicates that organization members perceive that they
are valued and that value translates to their commitment and sense of belonging, forging
their bond to the organization. This content category introduces a deviation from the
prior three content categories. In the three prior categories, all nine respondents scored

Clan as a culture represented; however, in the Organizational Glue category, eight
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respondents scored Clan as represented in the content category. The Adhocracy culture
type received the second highest total score. The presence of the Adhocracy culture in
this content category suggests that a strong entrepreneurial orientation and focus on
innovation and new product development are what bonds members to the organization.
The Clan and Adhocracy cultures combined account on average for 76% of the total
points scored in the Organizational Glue content category.

Figure 10 depicts the average response scores in a graphical format to illustrate
the relative relationship between culture type scores. The bar depicting Clan culture is
more than twice the length of the bars for each of the three other culture types. This

shows the dominance of the Clan culture over the other three culture types.

Figure 12. Organizational Glue: Average Responses
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Figure 12. Organizational Culture Assessment Instrument scores for the Organization
Glue content category shown graphically to visually depict the relative differences in the
average respondent scores by culture type.
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Figure 13. Organizational Glue: CVF Map
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Figure 13. Competing Values Framework Map for the Organizational Glue Content
Category. The average score for each culture type is plotted on each of the four culture
quadrants.

The average scores shown in Table 18 and Figure 12 were plotted on the CVF.
Figure 13 is the CVF map for the Organizational Glue content category. The CVF map
depicts the cultures represented in this content category. The values that hold the
organization and keep its members together are represented in the upper two quadrants,
Clan and Adhocracy. At the top of the vertical axis, these two cultures represent
adaptability and flexibility, which are the complementary values of the two cultures
depicted. On the horizontal axis, the Clan culture has an internal focus and a focus on
integration; for the Organizational Glue content category, the bonding of the members is
focused on building the team and thus loyalty and commitment. The Adhocracy culture
has a competing value of focusing externally and focusing on differentiation; for the
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Organizational Glue content category, what bonds the organization members is a drive to
develop innovative products and an entrepreneurial spirit. The focus of the Clan and
Adhocracy culture are represented on opposite ends of the horizontal axis. The next
content category is Strategic Emphasis.

Strategic Emphasis content category. This category includes characteristics that
describe the strategic focus of the organization and what is valued strategically. This
content category relates to the strategic orientation of the organization and the value
drivers. The scores for this content category represent what the respondents perceive is
the strategic focus of the organization. In this content category, all four cultures are
present in the following rank order: Clan, Adhocracy, Market, and Hierarchy. Clan is the

dominant culture type. Table 4.5 displays the scoring results for this content category.

Table 20. Strategic Emphasis Content Category Scores and Percentage of

Respondents

Culture Score Score Score Percentage of
Type Average Median Total Respondents
Clan 54 50 435 89%
Adhocracy 24 20 195 89%
Market 19 18 155 89%
Hierarchy 16 10 115 7%

N=9

In this content category, the Clan culture received on average 54% of the available

points. The high total scores for the Clan culture in the Strategic emphasis content
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category suggest that the strategic drive for the organization is the development of human
resources. For Clan, the strategic orientation is to collaborate, and the value drivers are
commitment, communication, and human capital development. The Clan culture type
was not chosen by all nine respondents, but those who chose Clan scored it highly. The
scores show that all four culture types are present. Adhocracy culture received the second
highest scored. The Adhocracy culture present in this content category indicates that the
strategic focus of the organization is the development of new and innovative products and
services. For the Adhocracy culture, the orientation is to be creative, and the value drivers
are innovative outputs, transformation, and agility. The Clan and Adhocracy cultures
combined account for more than 70% of the total points in the Strategic Emphasis content
category.

Figure 14 shows the average culture scores in a graphical format, which
highlights the relative relationship between the culture scores. The bar for the Clan
culture is more than double the length of the other bars representing the other culture
types, showing the dominance of the Clan culture in the Strategic Emphasis content

category.
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Figure 14. Strategic Emphasis: Average Responses
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Figure 14. Organizational Culture Assessment Instrument scores for the Strategic
Emphasis content category shown graphically to visually depict the relative differences in
the average respondent scores by culture type.
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Figure 15. Strategic Emphasis: CVF Map
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Figure 15. Competing Values Framework Map for the Strategic Emphasis Content
Category. The average score for each culture type is plotted on each of the four culture
quadrants.

The average scores provided in Table 20 and Figure 14 were plotted onto the
CVF. Figure 15 is the CVF for the Strategic Emphasis content category. The strategic
emphasis of the REC is represented primarily in the top two quadrants representing the
Clan and Adhocracy cultures. These two cultures represent some complementary values
and some competing values. On the vertical axis, occupying the two top quadrants means
that the Clan and Adhocracy cultures share a focus on flexibility and adaptability. On the
horizontal axis, the Clan culture occupying the left side of the horizontal axis means an

internal focus and a focus on integration, which speaks to the emphasis on the staff,

teamwork, and consensus. On the other hand, the Adhocracy culture occupies the right
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side of the horizontal axis, which favors an external focus and a focus on differentiation.
The Clan culture dominance in this category suggests that the organization values
teamwork, cohesion, and morale as strategic imperatives to move the organization
forward towards goal achievement. The Adhocracy component suggests that along with
the items above, the strategic orientation of the organization emphasizes growth and
acquiring new resources. The final content category is Criteria of Success.

Criteria of Success content category. This category includes characteristics that
describe what defines success for the organization. The scores for this content category
represent how respondents believe success is measured for the organization. All four
cultures are present in the Criteria of Success content category in the following rank
order: Clan, Market, Adhocracy, and Hierarchy. Clan is the dominant culture type. Table

13 displays the scoring results for this content category.

Table 21. Criteria of Success Content Category Scores and Percentage of

Respondents
Culture Score Score Score Percentage of
Type Average Median Total Respondents
Clan 38 40 305 89%
Adhocracy 25 20 225 100%
Market 27 25 240 100%
Hierarchy 22 20 130 66%
N=9
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Clan dominates this last content category as it has in the previous five content
categories. On average for this content category, Clan received 34% of the total points
scored. The high score for Clan suggests that success and organizational effectiveness is
defined in terms of the organizational climate and the focus on human resource
development. The Market culture received the next highest scored. The Market culture
indicates that success is measured by increasing market share and striving for market
leadership. The Clan and Market cultures had combined scores accounting for 63% of the
total points scored in the Criteria of Success content category.

Figure 16 shows the average scores in a graphical format. The graphical format
illustrates the relative difference in scores for the four culture types. The Clan culture bar

represents an average score that is 40% higher than the next highest scored culture type.

Figure 16. Criteria of Success: Average Responses

Criteria of Success

Hierarchy

Market

Adhocracy 2

Clan

(Il

10 20 30 40 50

Figure 16. Organizational Culture Assessment Instrument scores for the Criteria of
Success content category shown graphically to visually depict the relative differences in
the average respondent scores by culture type.
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The average scores shown in Table 21 and Figure 16 were plotted onto the
Competing Values Framework. The CVF map representing the culture profile for the
Criteria of Success content category is Figure 17. The emphasis for the Criteria of
Success is in the upper left quadrant representing the Clan culture. The next highest
scored culture in this content category is Market culture. These two culture types do not
have complementary values. The Clan culture is focused internally on integration and
emphasizes flexibility and adaptability. The Market culture, on the other hand, is focused
externally on differentiation and emphasizes stability and control. The cultures are on the
opposite ends of both the vertical and horizontal axes thus have competing values. The

next section is a discussion of the aggregate results for the OCAI and CVF.

Figure 17. Criteria of Success: CVF Map
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Figure 17. Competing Values Framework Map for the Criteria of Success content
category. The average score for each culture type is plotted on each of the four culture
quadrants.
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Appendix D

Key Informant Interview Invitation Letter
Name
Title
Street

City/State/Zip

Mr. or Ms.:

My name is Mary Lee and | am doctoral candidate at The George Washington University
in Washington, DC. | am in the final stages of my work towards completing a Doctor of
Education Degree in Higher Education Administration and | would like to ask for your
assistance. You have already filled out the Organizational Culture Assessment Instrument
and this interview, should you agree to participate, will be a follow up to the
questionnaire. The purpose of this study is to develop a culture profile of your institution
based on the perspectives of administrative organizational members. This research will be
a qualitative study using various methods, one of which includes interviews with

members of the campus community.

Part of my research will be to complete 45-60-minute interviews with members of the

leadership team of the Dean, faculty members and administrative staff members. Your

name was provided to me because of your agreement to fill out the Organizational
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Culture Assessment Instrument Questionnaire. Your individual reactions and comments

will be treated as being highly confidential.

I will be on campus the week of [TBD] and would appreciate approximately an hour of
your time to ask approximately 18 interview questions related to your role on campus and
the organizational culture of the campus. Your involvement in this study is strictly
voluntary and you will not be compensated for your participation. The site of each
interview should be a quiet and private setting of your choosing. As a participant, you
will be assigned a pseudonym that will be known only to me. The cross-reference sheet
identifying your identity will be held by me for one year and subsequently destroyed. In
addition, a pseudonym will be used to identify the university throughout the study. As a
participant, you will have access to themes that have emerged from the transcription and
subsequent coding of your interview to verify their accuracy. After the study, I will
provide the dean’s office multiple copies of the study. If you wish to view it, it can be

found there. Please respond, at your earliest convenience.

Respectfully,

Mary Lee
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Appendix E

Interview Protocols
Interview Protocol - Dean
INTRO
Hello, my name is Mary Lee and | am a doctoral candidate in the Graduate School of
Education and Human Development in the Higher Education Administration Program at
George Washington University. | am here today to interview you for my dissertation, a
case study on the culture at education centers. The information | gather from this
interview will be used for one of the cases and any references to you or this education
center will be anonymous. If you have any questions at all about this project, you can
contact my dissertation chair Dr. Rick Jakeman. | would like to record this interview with
your permission. May | please record the interview? | will delete all record of the
interview once | have successfully defended my dissertation. If during this interview, we
touch on a topic you are not comfortable with please let me know I will move in an
alternate direction with my inquiry. You can also end the interview at any time. Do you
have any questions or concerns? Do you consent to continue with the interview? Thank
you for allowing me to interview you. This interview will take no more than 60 minutes.
You were chosen for this interview because you are the Dean of an education enter of a
private university. | am seeking your impressions of and experience with the culture at
this campus and the relationship culture has had with your leadership style and

operational goals.
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INTERVIEW QUESTIONS

Thank you for agreeing to participate in this interview. This interview will have three
parts. The first part will consist of a few demographic questions to situate who you are
and your role here. The second part is a follow up to the questionnaire you answered in
advance of this interview. | will ask questions that will provide more descriptive detail
about your impressions and opinions on the culture here. The third part will focus on
organizational goals and organizational culture. Do you have any questions?
Demographics

1. How long have you served in your current role?

2. Describe your role?

3. What are the three highest priorities in your role as leader of the campus? What
are the most important activities you undertake to ensure that the campus operates
smoothly, that your team is engaged and that the goals of the campus are met?

4. Have you served in any other capacities at the University? What other positions
have you held?

Culture Detail (OCAI Follow-up)

Dominant Characteristics

5. Would you use any of the following words to describe the working environment
here?
Collegial, Dynamic, Competitive, or Structured
Probe(s)
If none of these words fit, what word(s) would you use to describe the working

environment?
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Why do you describe the working environment using this/these word(s), can you give me
some examples?

Organization Leadership

6. Do any of the following words best describe your leadership focus?
Mentorship, Entrepreneurship, Driving Results, Efficient Operations
Probe(s)
If none of these words describe your leadership focus, what word(s) would you use to
describe your leadership focus?
Why do you describe your leadership focus using this/these word(s), please provide
examples?

Management of the Campus

7. Do any of the following words describe your management style?
Participatory, Staff Empowerment, Demanding, Stabilizing
Probe(s)
If none of these words describe your management style what word(s) would you use to
describe your management style?
Why do you describe your management style using this/these word(s), please provide
examples?

Organization Glue

8. Do any of the following words or phrases describe what binds the leadership
team, faculty, and staff?
Loyalty, Commitment to Innovation, Goal Accomplishment, Rules and Policies

Probe(s)
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If none of these words or phrases describe what binds the organization, what word(s)
would you use to describe what binds the organization?

Why do you describe what binds the organization using this/these word(s), please provide
examples?

Strategic Emphasis

9. Do any of the following phrases describe the strategic emphasis of the

organization?
Faculty and Student Development, Acquisition of Resources, Building Market
Share, Organizational Stability

Probe(s)

If none of these phrases describe the strategic emphasis of the organization what words or

phrase would you use to describe the strategic emphasis?

Why do you use this phrase to describe the strategic emphasis of the organization, please

provide examples?

Criteria of Success

10. Do any of the following phrases best describes how success is measured?
Student, Faculty & Staff Development, Unique & Innovative Programs, Market
Share and Market Leadership, or Efficient, Productive Operations
Probe(s)
If none of these phrases describe how success is measured, what phrase does describe
how success is measured?
Why does this phrase best describe how success is measured, please provide examples?

Goals and Culture Context
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11. How do you set strategic (intermediate/long-term) and operational (annual/short-
term) goals for the campus? How are the goals developed and communicated?
Probe(s)

a. Isthere a formal process? Who is involved in the process? Are you
directly involved in the process? What’s your role in goal setting?

a. Are there separate and specific goals for this campus or are they part of the
goals of the main campus?

b. How do you communicate the goals to your direct reports? How do you
manage and track the goals? What is your role in assuring that goals are
achieved?

12. What things provide support to achieving the goals of the campus?
Probe(s)

a. What types of activities support or enhance the achievement of campus
goals?

b. Are there any barriers that make goal achievement challenging?

13. How would you describe the organizational culture of the campus?
Probe(s)
a. How would you describe the interactions among members of the
administrative team (leadership, faculty, and staff)?
b. How do team members support each other in setting and achieving goals?
Final Thoughts
Earlier in the interview you described the organizational culture. | have a couple of

additional questions about that.
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14. What role does organizational culture play in setting and achieving goals? How
does the culture support the achievement of organizational goals? Please provide
examples.

15. Is there anything else you would like to share about the organizational culture?

Thanks for participating in this interview. | appreciate you taking the time and sharing

your perspective with me.

301



Interview Protocol — Staff Administrators

INTRO

Hello, my name is Mary Lee and | am a doctoral candidate in the Graduate School of
Education and Human Development in the Higher Education Administration Program at
George Washington University. | am here today to interview you for my dissertation, a
case study on the culture at education centers. The information | gather from this
interview will be used for one of the cases and any references to you or this education
center will be anonymous. If you have any questions at all about this project, you can
contact my dissertation chair Dr. Rick Jakeman. | would like to record this interview with
your permission. May | please record the interview? | will delete all record of the
interview once | have successfully defended my dissertation. If during this interview, we
touch on a topic you are not comfortable with please let me know | will move in an
alternate direction with my inquiry. You can also end the interview at any time. Do you
have any questions or concerns? Do you consent to continue with the interview? Thank
you for allowing me to interview you. This interview will take no more than 45 minutes.
You were chosen for this interview because you are a member of the campus leadership
team. | am seeking your impressions of and experience with the culture at this campus.
INTERVIEW QUESTIONS

Thank you for agreeing to participate in this interview. This interview will have three
parts. The first part will consist of a few demographic questions to situate who you are
and your role here. The second part is a follow up to the questionnaire you answered in
advance of this interview. | will ask questions that will provide more descriptive detail

about your impressions and opinions on the culture here. The third part will focus on your
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description of the organizational goals and organizational culture. Do you have any

questions?

Demographics

1.

2.

What is your official title here?

How long have you served in your current role?

How would you describe your role?

Do you have anyone reporting to you? How many people do you have on your
team?

What are your three highest priorities in this role/as a leader? What are the most
important activities you undertake to ensure that the campus operates smoothly,
that you/your team are/is engaged and that the goals of the campus are met?
Have you served in any other capacities at the university? What other positions

have you held?

Culture Detail (OCAI Follow-up)

Dominant Characteristics

7.

Would you use any of the following words to describe the working

environment here?

Collegial, Dynamic, Competitive, or Structured

Probe(s)

If none of these words fit, what word(s) would you use to describe the working

environment?

Why do you describe the working environment using this/these word(s), can you give me

some examples?
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Organization Leadership

8. Do any of the following words best describe your leadership focus or the
leadership focus of your boss?
Mentorship, Entrepreneurship, Driving Results, Efficient Operations
Probe(s)
If none of these words describe your leadership focus or the leadership focus of your
boss, what word(s) would you use to describe your/your boss’ leadership focus?
Why do you describe your leadership focus using this/these word(s), please provide
examples?

Management of the Campus

9. Do any of the following words describe your management style or the
management style of your boss?
Participatory, Staff Empowerment, Demanding, Stabilizing
Probe(s)
If none of these words describe your management style or that of your boss what word(s)
would you use to describe your/or your boss’ management style?
Why do you describe your management style using this/these word(s), please provide
examples?

Organization Glue

10. Do any of the following words or phrases describe what binds the leadership
team, faculty, and staff?
Loyalty, Commitment to Innovation, Goal Accomplishment, Rules and Policies

Probe(s)
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If none of these words or phrases describe what binds the organization, what word(s)
would you use to describe what binds the organization?

Why do you describe what binds the organization using this/these word(s), please provide
examples?

Strategic Emphasis

11. Do any of the following phrases describe the strategic emphasis of the

organization?
Faculty and Student Development, Acquisition of Resources, Building Market
Share, Organizational Stability

Probe(s)

If none of these phrases describe the strategic emphasis of the organization what words or

phrase would you use to describe the strategic emphasis?

Why do you use this phrase to describe the strategic emphasis of the organization, please

provide examples?

Criteria of Success

12. Do any of the following phrases best describes how success is measured?
Student, Faculty & Staff Development, Unique & Innovative Programs, Market
Share and Market Leadership, or Efficient, Productive Operations
Probe(s)
If none of these phrases describe how success is measured, what phrase does describe
how success is measured?
Why does this phrase best describe how success is measured, please provide examples?

Goals and Culture Context
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13. How are goals set for the campus? How are the goals developed and
communicated?
Probe(s)

b. Is there a formal process? Who is involved in the process? Are you
directly involved in the process? What’s your role in goal setting?

c. Are there separate and specific goals for this campus or are they part of the
goals of the main campus?

d. How are goals communicated and who is responsible for the
communication? How are goals managed and tracked and by whom? What
is your role in the communication process?

14. What things provide support or present barriers to achieving the goals of
the campus?
Probe(s)

a. What types of activities or support enhance the achievement of campus
goals?

b. Are there any barriers that make goal achievement challenging?

15. How would you describe the organizational culture of the campus?
Probe(s)

a. How would you describe the interactions among members of the
administrative team (leadership, faculty, and staff)?

b. How do team members support each other in setting and achieving goals?

Final Thoughts
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Earlier in the interview you described the organizational culture. | have a couple of

additional questions about that.

16. What role does organizational culture play in setting and achieving goals?

How does the culture support the achievement of organizational goals? Please

provide examples.

17. Is there anything else you would like to share about the organizational

culture?

Thanks for participating in this interview. | appreciate you taking the time and sharing

your perspective with me.

307



Interview Protocol — Faculty

INTRO

Hello, my name is Mary Lee and | am a doctoral candidate in the Graduate School of
Education and Human Development in the Higher Education Administration Program at
George Washington University. | am here today to interview you for my dissertation, a
case study on the culture at education centers. The information | gather from this
interview will be used for one of the cases and any references to you or this education
center will be anonymous. If you have any questions at all about this project, you can
contact my dissertation chair Dr. Rick Jakeman. | would like to record this interview with
your permission. May | please record the interview? | will delete all record of the
interview once | have successfully defended my dissertation. If during this interview, we
touch on a topic you are not comfortable with please let me know | will move in an
alternate direction with my inquiry. You can also end the interview at any time. Do you
have any questions or concerns? Do you consent to continue with the interview? Thank
you for allowing me to interview you. This interview will take no more than 45 minutes.
You were chosen for this interview because you are a member of the campus leadership
team. | am seeking your impressions of and experience with the culture at this campus.
INTERVIEW QUESTIONS

Thank you for agreeing to participate in this interview. This interview will have three
parts. The first part will consist of a few demographic questions to situate who you are
and your role here. The second part will focus on your description of the culture here and
the ways in which you have developed, supported or reinforced that culture. The third

part is a follow up to the questionnaire you answered in advance of this interview. | will
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ask questions that will provide more descriptive detail about your impressions and

opinions on the culture here. Do you have any questions?

Demographics

1.

2.

What is your official title here?

How long have you served in your current role?

How would you describe your role?

Do you have anyone reporting to you? How many people do you have on your
team?

What are your three highest priorities in this role/as a leader? What are the most
important activities you undertake to ensure that the campus operates smoothly,
that you/your team are/is engaged and that the goals of the campus are met?

Have you served in any other capacities here? What other positions have you held

here?

Culture Detail (OCAI Follow-up)

Dominant Characteristics

7.

Would you use any of the following words to describe the working

environment here?

Collegial, Dynamic, Competitive, or Structured

Probe(s)

If none of these words fit, what word(s) would you use to describe the working

environment?

Why do you describe the working environment using this/these word(s), can you give me

some examples?
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Organization Leadership

8. Do any of the following words best describe your leadership focus or the
leadership focus of your boss?
Mentorship, Entrepreneurship, Driving Results, Efficient Operations
Probe(s)
If none of these words describe your leadership focus or the leadership focus of your
boss, what word(s) would you use to describe your/your boss’ leadership focus?
Why do you describe your leadership focus using this/these word(s), please provide
examples?

Management of the Campus

9. Do any of the following words describe your management style or the
management style of your boss?
Participatory, Staff Empowerment, Demanding, Stabilizing
Probe(s)
If none of these words describe your management style or that of your boss what word(s)
would you use to describe your/or your boss’ management style?
Why do you describe your management style using this/these word(s), please provide
examples?

Organization Glue

10. Do any of the following words or phrases describe what binds the leadership
team, faculty, and staff?
Loyalty, Commitment to Innovation, Goal Accomplishment, Rules and Policies

Probe(s)
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If none of these words or phrases describe what binds the organization, what word(s)
would you use to describe what binds the organization?

Why do you describe what binds the organization using this/these word(s), please provide
examples?

Strategic Emphasis

11. Do any of the following phrases describe the strategic emphasis of the

organization?
Faculty and Student Development, Acquisition of Resources, Building Market
Share, Organizational Stability

Probe(s)

If none of these phrases describe the strategic emphasis of the organization what words or

phrase would you use to describe the strategic emphasis?

Why do you use this phrase to describe the strategic emphasis of the organization, please

provide examples?

Criteria of Success

12. Do any of the following phrases best describes how success is measured?
Student, Faculty & Staff Development, Unique & Innovative Programs, Market
Share and Market Leadership, or Efficient, Productive Operations
Probe(s)
If none of these phrases describe how success is measured, what phrase does describe
how success is measured?
Why does this phrase best describe how success is measured, please provide examples?

Goals and Culture Context
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13. How are goals set for the campus? How are the goals developed and
communicated?
Probe(s)

a. Isthere a formal process? Who is involved in the process? Are you
directly involved in the process? What’s your role in goal setting?

b. Are there separate and specific goals for this campus or are they part of the
goals of the main campus?

c. How are goals communicated and who is responsible for the
communication? How are goals managed and tracked and by whom? What
is your role?

14. What things provide support or present barriers to achieving the goals of the
campus?
Probe(s)

a. What types of activities or support enhance the achievement of campus
goals? Please provide examples?

b. Are there any barriers that make goal achievement challenging? Please
provide examples?

15. How would you describe the organizational culture of the campus?
Probe(s)

a. How would you describe the interactions among members of the
administrative team (leadership, faculty, and staff)?

b. How do team members support each other in setting and achieving goals?

Final Thoughts
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Earlier in the interview you described the organizational culture. | have a couple of

additional questions about that.

16. What role does organizational culture play in setting and achieving goals? How

does the culture support the achievement of organizational goals? Please provide

examples.

17. Is there anything else you would like to share about the organizational culture?

Thanks for participating in this interview. | appreciate you taking the time and sharing

your perspective with me.
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Appendix F

Code Book

Codes - Deductive

Code Family 1 —
Culture Types

Code Family 2 — Content
Categories

Environment-collegial Clan Dominant Characteristics
Environment-dynamic Adhocracy Dominant Characteristics
Environment-structured Hierarchy Dominant Characteristics
Environment-competitive Market Dominant Characteristics
Leadership-mentorship Clan Organizational Leadership
Leadership-entrepreneurship | Adhocracy Organizational Leadership
Leadership-efficiency Hierarchy Organizational Leadership
Leadership- results Market Organizational Leadership
Management-participatory Clan Management of Campus
Management-staff Adhocracy Management of Campus
empowerment

Management-stabilizing Hierarchy Management of Campus
Management- demanding Market Management of Campus
Organization Bond-loyalty Clan Organizational Glue
_Organiz_ation Bond- Adhocracy Organizational Glue
innovation

Organization Bond-structure | Hierarchy Organizational Glue
Organization Bond- goals Market Organizational Glue
Organization Strategy- Clan Strategic Emphasis
humanresourcesdevelopment

Organization Strategy - Adhocracy Strategic Emphasis

resourceacquisition
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Codes - Deductive

Code Family 1 —
Culture Types

Code Family 2 — Content
Categories

Organization Strategy - Hierarchy Strategic Emphasis
organizationstability

Organization Strategy - Market Strategic Emphasis
marketshare

Effectiveness- Clan Criteria of Success
humanresourcedevelopment

Effectiveness -innovation Adhocracy Criteria of Success
Effectiveness -structured Hierarchy Criteria of Success
Effectiveness - dynamic Market Criteria of Success

Codes- Inductive

Main Campus

Barriers

Role of Culture
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Appendix G

Document Review Rubric

Document Data Collection Worksheet

Study of Organizational Effectiveness and Culture

Document Analysis Date: 2-18-18

INTRODUCTION

Case Study Purpose Statement

The main challenge facing the leaders of education centers is developing a
culture connected to but unique from the main campus; a culture that supports
the goals and expansion of the education center and enhances the offerings of
the main campus. | want to identify, assess and describe the culture at an

education center from the perspectives of organizational members.

DOCUMENT COLLECTION

Document Collection Purpose(s)
Documents will be collected for the following purposes:
« Provide site context for the Case Study
» Triangulation of data collected from questionnaires and interviews
» Support findings and themes developed from the analysis of data

collected and coded from interviews

DOCUMENT PROFILE

Type of Document [Circle]

T
fategic Plan T Status Report Dean/Presidential

Speeches

316



Document Data Collection Worksheet

Study of Organizational Effectiveness and Culture

Document Analysis Date: 2-18-18

Budget Document

Local Newspapers

Meeting Agenda

Campus News Paper

Meeting Minutes

University Magazine
Articles

Document Details

Date: Calendar 2017

Version [Quarter 1 2017]:

Author Name:
Administrative staff
from all divisions

Collaborative doc of
all goals

Author’s Position/Title:

Deans, recruiters, head of
student services, staff
members. The leads of
each division

Audience:

Organization
Members — faculty
and staff

Document Purpose:

Documenting and tracking
of goals for 2017
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DATA COLLECTION

Themes:

Examples [Excerpts or References]

“We are all in this
together”

All goals listed are assigned to more than one person and
the tactical plans involve collaboration with local and
main campus colleagues.

Leverage main-campus faculty in B2B development by
capitalizing on visits to region and meetings with
corporations.

“This is a creative
and entrepreneurial
environment”

Research & contact companies creating pipeline of 140
companies by June 2017

Explore Associations or other unique marketing forums
to purchase or otherwise obtain leads for featured
programs.

“Innovation and
entrepreneurship are
valued and
organization
members are
empowered”

Serve as thought partner with university leadership to
develop new models for working with Colleges and
faculty to deliver customized corporate training.

“The main purpose
of this regional
campus is to drive
market share, new
partnerships,
products, and
services”

leverage our power of place as an opportunity for
programmatic and enrollment growth and new
innovations that will scale throughout the system

Pilot Graduate Certificate in International Business for
international students

EVALUATION

Document Description and Evaluation

The organization develops an annual strategic plan outlining divisional goals for
all areas of the campus. Macro level goals are developed for the main campus
and then translated regionally for specific campus contributions. The team meets
quarterly to check in on the status of stated goals. This is a google doc shared
that members can update and everyone can see the progress of their and others
goals. Because they house this on a shared drive people can comment and offer
suggestions and ask for assistance where needed. This document tracks with
information gathered from interviews. All staff members mentioned the tracking,
and the goal setting process and how it is a shared document and inclusive
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process. The doc details the responsible parties and some of those organization
members responded to the OCAI and a subset participated in interviews.

CONCLUSION

A. Three most important aspects of this document

e This document supports the description of how goals are assigned
and tracked

e This document supports that everyone is involved in the goal
setting and accomplishing process, lending to support the notion
of collegiality and staff empowerment expressed through the
OCAI and Interviews

e The Vision Statement at the top of the document is supported by
how the campus environment, leadership, and criteria of success
were described by participants

B. Does this document support the data collected from interviews in terms
of themes/codes? In what aspects?

e Theme: We are all in this together — Codes: environment-
collegial, management-participatory, organization bond-goals,
effectiveness-goal accomplishment. The goals include cross-
functional/divisional teams. The doc represents how status is
reported and the participation of all organization members. The
doc shows that goal accomplishment is central to the
organization. The doc shows the collaborative way the
organization members approach goal accomplishments.

e Theme: This is a creative and entrepreneurial environment -
Codes: leadership-entrepreneurship, organization bond-
innovation, environment-dynamic. The doc refers to using
creative, innovative and new ideas and approaches as well as
developing new programs and products.

e Theme: The main purpose of this regional campus is to drive
market share, new partnerships, products, and services — Codes:
organization strategy-resource acquisition, environment-
competitive. The goals include new products and programs as
well as increasing enrollment and corporate partnerships.

C. In what ways does this document support or align with the campus
culture as defined by interview participants?
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D.

E.

There is a culture of inclusion among staff members. Also, goal
accomplishment and commitment to succeed are binding in the
organization. Transparency as well. All goals for all divisions are
included in one place and shared throughout the organization which
is aligned with a Clan (dominant culture) and Adhocracy (second
strongest). The goals also speak to innovation, market share and
partnerships which are all evident in the culture profile developed
through the OCAI and CVF data collection and analysis.

In what ways is this document in conflict with the campus culture as
defined by interview participants?

Does this document suggest additional lines of inquiry about the campus
culture? If so what are they? The interaction with the main campus and
what | would call the main campus effect. | know that these goals
originate and cascade from the main campus goals but that is not explicit
in this document. The examination of the main campus culture would be
an interesting inquiry-what’s similar or dissimilar and in what content
categories. Are the differences due to size, mission, structure?
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Appendix H

Human Subjects Consent Form

Informed Consent for Participation in a Research Study

Title of research study: Organizational Culture and Effectiveness at University Education
Centers: A Case Study

Investigator: Rick Jakeman, Graduate School of Education and Human Development,
Higher Education Administration rjakeman@awu.edu, 202-994-5123

Primary Contact: Mary Lee, mkleel@gwu.edu, 703-209-9698

You are invited to participate in a research study using an anonymous questionnaire and
interviews under the direction of Dr. Rick Jakeman, of the Graduate School of Education
and Human Development, George Washington University (GWU). Taking part in this
research is entirely voluntary and even if you decide you want to participate, you can quit
at any time. To participate you must be at least 18 years of age and at your institution for
at least one year.
We invite you to take part in a research study because you currently work on the
administrative team of an education center of a private university. Your participation
will help collect data about the culture at your institution.
The purpose of this study will be to develop two case studies that include a culture
profile, a description of the culture from the perspectives of organizational members and
an assessment of the culture strength and alignment.
Data will be collected in the following manner:

1. Pre-interview Organizational Culture Assessment Instrument (OCAI)

given to all key participants,
2. Interviews with members of the leadership team,

3. Interviews with select faculty and staff, and
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4. Document review of available strategic plans, status reports, leadership
and staff meeting minutes, and other communications regarding the
strategy, operation and progress being made towards goals.

If you agree to participate in the study, we will ask that you fill out the Organizational
Culture Assessment Instrument questionnaire. Filling out the questionnaire will require
up to 30 minutes. You will also be asked to participate in an interview as a follow-up to
the questionnaire which will take up to 60 minutes.
Total estimated time to participate in the study is approximately 30 minutes to
complete the questionnaire and 45-60 minutes for a one-time face-to-face interview. The
interview will be audio-recorded for data analysis purposes by the researcher.
Approximately 15 participants will be invited to complete an interview with the
researcher.

Risks of being in the study

e Participating in this study poses no risks that are not ordinarily encountered in
daily life.

e In order to protect you from any foreseeable risk or psychological discomfort, as a
participant in this study, a code will be assigned to protect your identity. At no
time during this study will you be asked to reveal your real identity. Any person
or place that you mention by name during this study will also be protected by
confidentiality in this study. The institution for whom you work will also remain

confidential and will be referred to generically with a fictitious pseudonym.
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Your participation is voluntary, and you may discontinue participation at

any point during the study with no questions asked or decline to answer any

prompts.
You will not receive any benefits nor compensation from participating in this
research. Your participation may benefit your institution by increasing leadership
understanding of the organizational culture. Leadership may be able to use this
information to enhance communication and decision making about the goals of the
campus. Education centers at private colleges and universities are playing a significant
role in the higher education landscape as engines for innovation, as suppliers directly to
industry for specific skills, as economic engines fueling local economies, and as links and
access points to adult learners and other non-residential students requiring more
flexibility and convenience in programming and delivery. These centers serve a unique
role and are an engine for expansion for private colleges and universities. The success of
education centers can be enhanced by understanding culture and the role culture plays in
supporting organizational effectiveness and performance.
Confidentiality and Privacy Protections:

e The researcher will conduct and digitally audio-record the interviews. The digital
audio-recordings and transcribed data will be kept in electronic forms on a
password-protected computer. All documents related to this study will be
maintained on a password-protected computer. Audio-files will be destroyed 60-

90 days after the completion of the transcription of the interview.

323



e As mentioned above, you will be assigned a code to protect your identity
throughout this study. At no time will your real name appear during the research
or in the final report.

e All email contact information collected during the recruitment of study
participants will be destroyed after the interview phase.

e There are no links or connections between identification codes and email contact
information.

Contact Information:
If you have any questions at any time about this study, you may contact the primary
researcher, Dr. Rick Jakeman, 2134 G Street, NW Washington, D.C. Office 204. You

may also reach the researcher via email: rjakeman@gwu.edu, or by phone: 202-994-

5123.

If you have any questions regarding your rights as a participant in this research, you may
contact, Office of Human Research, The George Washington University, Washington DC
20037, Phone: 202-994-2715.

Statement of Consent:

To ensure anonymity, your signature is not required in this document unless you prefer to
sign it. Your willingness to participate in this research study is implied if you proceed

with completing the interview.
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