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ABSTRACT
In order to remain viable and relevant in the global era, colleges must address

the challenges of finding an effective operating system with a new style of leadership

(Dennison, 1995). The purpose of this qualitative study was to d ine the
feasibility of the concept of the leaming organization within the college system.
Specifically it asked: Is the concept of a learning organization a viable framework for

leadership within the college system?

The study was dh through i d interviews with four senior
college administrators in order to obtain their views on the purpose of the study. They
were selected on the basis of their experience in college administration and thus are
seen as "experts”. The study analyzed the feasibility of the five individual learning or
leadership disciplines - Personal Mastery, Mental Models, Building Shared Vision,
Team Leamning, and Systems Thinking - that together define a leaming organization
(Senge, 1990).

The data collection instruments consisted of several field research forms and
tape-recorded interviews with individual administrators. The primary research tools
used in the study were the Interview Protocols.

Data analysis revealed that three out of four administrators interviewed believe
the concept of the learning organization is feasible and can provide a viable framework
for leadership within the college system. Only one administrator felt strongly that the

"public" nature of the college system limited the feasibility of the concept, even



though it was seen as desirable. All ini felt that obstacles such as lack of

lack of izational stability, inflexible attitudes, and lack of balance with

respect to the roles and responsibilities of the individual versus the college have
inhibited organizational leaming.

Principal implications of the study include the need for professional
development as well as accountability and feedback mechanisms. Findings are

expected to contribute to the body of existing research on leaming organizations in

general, within ity colleges in i and on hip for colleges as
leamning izati Conclusions may be parti useful in g board
of go s, and ini: i ing, design, and i ion of an

organizational structure and leadership approach required for the development of a
responsive and relevant college. In responding to this challenge, colleges have a

chance to blish th as flexible, i izations (Dennison,

1995).
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CHAPTER ONE
INTRODUCTION

Current ru.lma, both financial and hum-n are such that the drastic

of y if it is to remain effective
and efficient... To meet this i ions are d to
in their planning and to develop improved leamning partnerships... All of these
initiatives lead towards a more integrated, rather than a more diversified,
institutional structure. (Dennison, 1995, p.6)

The regional community college system of Newfoundland and Labrador is

p ly being d into one provincial college system. Reasons for the
restructuring include the following: to meet financial constraints; to keep pace with
the changing economy; to stay abreast of advances in technology; and to meet
demands for accountability, accessibility, efficiency, and responsiveness (Dennison,
1995; Ministerial Statement, Education and Training, April 1996; President's
Newsletter, September 1996; Press Release, Education and Training, June 1995, July
1996).

Directly related to the issue of restructuring is the issue of management.
Determining how the college system should be managed in the future includes

identifying new forms of leadership needed in a changing social and economic

Devel of an effecti ization can only occur through new
views of leadership (Apps, 1994; Barlosky & Lawton, 1994; Bass, 1990; Bennis,
Parikh & Lessem, 1994; Fullan, 1993; Kotter, 1996; Kouzes & Posner, 1995; Levin,
1995; Senge, 1990; Sergiovanni, 1995; U.S. Department of Education, 1993).

The newly restructured provincial college is now searching for an operational



2
and leadership framework to take it into the twenty-first century (Provincial College of
Newfoundland and Labrador, February, 1997). Senge (1990) proposes the "Leaming

Organization” as a model for organizational success in this age of interdependence.

This study was undertaken to ine the fe ility of a
for the college system based on the concept of a learning organization. Semi-

were with four senior community college

administrators, selected on the basis of their i and ise, in the p
of Newfoundland and Labrador. It is hoped that the study will inform stakeholders as

the college reorganizes into one provincial college system.

Statement of the Problem

The several restructurings of college systems in Saskatchewan, Newfoundland,
and New Brunswick, over relatively short periods of time, suggest that some
provincial governments have felt free to require a scale and frequency of
organizational change that would have caused !remendous socnl unrest had it
been proposed for any other sector of p dary (G

1995, p.259)

In 1985, the government of Newfoundland and Labrador called for the

of a regional ity college system. Legislation, enacted in 1987,

established a network of five community colleges. A key characteristic of the regional

college system was the bli: of an appoi board of g and a
president to each college. Control and autonomy of each college was delegated to the

board and the president. Since 1987, the college system has undergone three major



reorganizations along with a number of reforms at each regional college (Community
Colleges Act, 1987; Government of Newfoundland and Labrador, June 1985; Quinlan,
1989).

Owen (1995) states that the dependence of colleges on governments for
financial support, "has limited their autonomy and, hence, their ability to respond to
community needs"(p.164). However, colleges are still expected to respond to "rapidly

ic and soci itical de ds"(p.164). This often means "the

response required is major organizational change... and this, in itself, exerts a lot of

pressure on them"(p.164). A recent trend, has been to use community colleges as "a

provi ide resource, ially in with very high overhead costs and

shortage of teaching expertise” (Minister of Supply and Services, 1996, p.28).

Ad in technol bined with equally impressive changes in

telecommunications... hns set d|= scene for a major transformation of the global,

national and provil dland and Labrador is already an

integral part of this global change. (E i y C ission [ERC],

March 1994, p.3)

The ERC ds At the C ds: The New in Ne dland
and Labrador, il the of dland and Labrador as clearly in a
time of iti A new is ing, one that is quite distinguishable from

the old, resource-based economy (Table 1). The new economy is knowledge-based

requiring advanced education and literacy from employees: "Workers were once



Table 1

AC of the Old and New E

CHARACTERISTIC | OLD ECONOMY NEW ECONOMY

Main Ind based Knowledge-based

Labour Force Manual Workers Information Processors

Education Basic Advanced

Literacy Desirable Essential

Reliance Dependent Self-Reliant

Main O Large C Small Firms
C lop Highly Developed

Labour Relations Confrontational Cooperative

Number of Industries | Few Many

Technology Slow moving; distinct fields | Rapid change; merging

fields

Competition Little foreign competition Strong foreign competition

Marksts Focus on domestic markets Focus on global markets

Products Mass-produced products for | Complex products for
mass markets sophisticated consumers

Human resources One factor of production; The competitive edge;
slow changing skill rapidly changing skill
requirements requirements

Growth area In large firms, mainly In new and small firms;
through attracting outside through new development
investment investment

Note. From At the Crossroads: The New Economy in Newfoundland and Labrador

(p.7), by Economic Recovery Commission, March 1994 by the Government of

dland and Labrador. inted with




regarded as just another factor in the production process. Today, because of the

rapidly ing skill requi workers give a company the itive edge”
(@-8).
Taking into account the changil y and the fiscal ints of
the ERC luded: dland and Labrador can no longer rely on

&

resource industries and government transfers on their own to support its people at the
standard of living to which they have become accustomed. We have to change"(p.11).
Society, therefore, is in the midst of a major transition, one that is challenging all

social izati instituti and their to change (Apps 1994; Bennis et

al., 1994; Dennison, 1995; Fullan, 1993; Karpiak, 1996; Kouzes & Posner, 1995;

Senge, 1990).

How can instituti i ity educational institutions deal with the

challenges of change?
We are talking about the larger social agenda of creating learning societies.
The focus of change must be on all agencies and their interrelationships, but
education has a special obligation to help lead the way in partnership with
others. (Fullan, 1993, p.6)

In Fullan's (1993) view, the challenges of change can be effectively dealt with through

life-long leaming and collaboration. Porter (as cited in Dietsche, 1993) states, "The

of post-i ialized nations will il depend on their

scientific and technological capacity as the main source of diversification and



of their ics" (p.189). According to Dietsche (1993), higher

education has an important and special role to play in the development of this
capacity. All members of the postsecondary system must learn how to cope
effectively with change: "Canada's colleges and universities are the principal means
by which most young people prepare for the labour market and they are also among
the most important sources of new knowledge and employment skills for adults™
(Mainister of Supply and Services, 1994, p.1). This position recognizes that colleges
exist to serve their communities, that if communities are to change, so must the
colleges. According to Sarason (1990), "you cannot have students as continuous
learners and effective collaborators, without teachers [and all college members] having
these same characteristics” (as cited in Fullan, 1993, p.46).

The current mandate of the community colleges is to help organizational

members learn the knowledge and skills required for today's technological era.

Therefore, based on the of the new nomy (Table 1), colleges must

be knowledge-based, literate, and self-reliant ities which are of

highly ed: d and i i who adjust rapidly to the

challenge and opportunity of change. Colleges must be competitive and at the same

time i ized and ialized, global and localized in outlook and

responsiveness. Colleges must also see the relationships between their community and
the global village, they must identify opportunities and changes that will impact on

them and them on the global community. Colleges must help develop knowledgeable,



world citizens.

For both social and economic reasons, as well as the fact that knowledge and
skills are becoming obsolete at a faster and faster rate, the concept of lifelong
learning is becoming firmly embedded in our society. Demands are being
placed on the educational system by leamners who are increasingly more likely
to be older, part-time, and have less flexible opportunities for study. (Training
for Tomorrow, Inc., March 1993, p.95)

The G d Organizati Linkages in and Training

(Training for Tomorrow, Inc., March 1993) calls for the establishment of an
articulation system composed of linkages between the educational/training system and
the labour market. Linkages are defined as "well-established practices for linking the
post-secondary sector with the world of work, or linking institutions within the post-
secondary sector with other institutions" (p.i). Such linkages would benefit students
by facilitating: transfer within the leamning continuum, experiential leaming
opportunities, and opportunities for adults in the labour force to continue their
education. In general, an articulation system would increase the flexibility of the post-
secondary system, reduce barriers to education, increase efficiency, and foster the
development of lifelong learning.

To recapitulate, the challenge of change can be met through leaming and

collaboration. However, in order to develop an organization with a leaming,

culture, iti i i and

must be changed.

In the early 1990s, p



colleges in dland and Labrador, started adopting TQM in an effort
to manage change (Newfoundland and Labrador College Executive Network, February,
1995). TQM utilizes an integrated systems approach to problem-solving. Its

iples include 1 ips, shared vision,

and

imp! t, i trust, and
workers (Barlosky & Lawton, 1994; Comesky & Lazarus, 1995; Kouzes & Posner,
1995; Levin, 1995; Shelnutt & Buch, 1996; Sherr & Teeter, 1991; U.S. Department of
Education, 1993).
For many colleges and campuses in the province, TQM was seen as a success

and altered bers' views on However, not everyone

experienced success with TQM and not all colleges adopted TQM, as evidenced by the

search for a new ip model and i k (Provincial College of

Newfoundland and Labrador, February, 1997).

The current, drastic restructuring of the regional colleges into one provincial

college provides an ity to rej the provil ity college

system. Levin (1995) declares, "the challenge for the community college is to

abandon the old ion of | ip (and its ion with control) and to
embrace a more vital and nourishing concept of leadership for the decades ahead"

(p-107). Leadership theories are being ioned, and new are

which are i with the attri and ions of ional leadershi

according to research conducted by Barlosky & Lawton (1994), Bass (1985), Bass &



Avolio (1994), Leithwood (1992), Leithwood & Steinbach (1993), and Middlehurst

(1995).
Fullan (1993) contends, "it is no longer acceptable to separate planned change

from i or naturally ing change. It is only by raising our

consciousness and insights about the totality of educational change that we can do

something about it" (p.vii). According to Senge (1990), organizations will remain

competitive and relevant only if they izati to expand
their capacity to create and leamn both individually and collaboratively. These are
organizations where the leaders design, steward, and teach learning. Senge argues that
managing change in today's fast-paced world can only be accomplished through
“organizational leaming®. Bennis and Nanus (1985) describe organizational learning
as "the process by which an organization obtains and uses new knowledge, tools,
behaviors, and values” (p.191). Senge proposes the concept of the Learning
Organization as a body of theoretical and practical knowledge that can contribute to
organizational learning.

The learning organization is composed of five major disciplines: Personal
Mastery, Mental Models, Building Shared Vision, Team Learning, and Systems
Thinking (Senge, 1990). Since Senge's focus was on business management and public
administration, there has been little application of this theory to college settings.

There is a need for research which will examine the feasibility of the learning

asa for ip within the college system.



The provincial college system in Newfoundland and Labrador presents an
opportunity for such research since it is presently undergoing the third major
restructuring since its inception in 1986. In June 1995, the provincial Minister of
Education and Training announced the reorganization of the five regional community

colleges into one provincial college. In July 1996, restructuring began with the

selection of a college headquarters as well as the i of a board of g
and a new college president. In April 1997, the new provincial college, named
College of the North Atlantic, was officially launched (President's Newsletter, April

1997, Press Release, Education and Training, June 1995, July 1996).

Purpese of the Study

The general purpose of this study was to determine the feasibility of the

concept of the learning ization within the ity college system.

Specifically, this study sought to answer the question: Is the concept of a leaming

a viable k for leadership within the college system?

The her i iewed four i d college admini: to obtain
their views on the viability of the concept of a leamning organization for the college

system. In i the h ined the i of each of the five

disciplines for the college system: Personal Mastery, Mental Models, Building Shared

Vision, Team Leaming, and Systems Thinking (Senge, 1990).



Definition of Key Terms
COMMUNITY COLLEGE: Community colleges, Colleges of Applied
Arts and Technology (Ontario), CEGEPs (Quebec), Institutes of Technology,

Technical Schools, and Institutes of Applied Arts and Sciences all compose

Canada's college of the po: y ion system. Colleges
"are usually locally based, non-degree granting institutions offering general or
specialized programs. They meet training and upgrading needs of the private

and public sectors, especially business, and industry and the health care sector’

(Minister of Supply and Services, 1996, p.28).

POST-SECONDARY EDUCATION: Statistics Canada defines post-
secondary education programs as those that meet the following criteria:

-the normal entrance requirement is high school completion;

-the program is one year or more in duration;

-the program leads to a certificate, diploma or degree; and

-the program is not classified as trades/vocational. (Minister of Supply
and Services, 1996, p.1)

New Era: This is one of a number of terms used interchangeably in the literature.

Other terms include the i ial society, demn age, i
age, knowledge age, communication age, global age and age of
interdependence ( Apps, 1994; Bennis et al., 1994; Dennison, 1995; ERC,

1994; Karpiak, 1996; Senge, 1990).



Significance of the Study
The importance of this study is three-fold. The concept of a leamning

is i new in

and research on the concept of learning
organizations in the community college setting is very limited. This study will
contribute to the growing body of knowledge on leaming organizations in general and
within community colleges in particular.

Research on the concept of leadership for the community college as a learning
organization is limited. This study will contribute to the body of knowledge on
leadership for colleges as learning organizations.

This study has implicati for those i d in the ing of the

provincial community college system. The college system is currently in a state of
transition. This study will provide a timely examination of the organizational structure

and leadership required for the development of a responsive and relevant college.



CHAPTER TWO
REVIEW OF RELATED LITERATURE
This chapter is a review of the literature on the concept of a learning

organization as well as a review of the li on ip for the devel, of

a learning organization. It examines each of the disciplines of the learning
organization: Personal Mastery, Mental Models, Building Shared Vision, Team
Leaming, and Systems Thinking as well as five leadership themes identified as being

essential to the of a leaming izati Shared vision; Challenge,

Change, and Learning; Collaboration and Empowerment; Modelling, Trust, and

C i ; and ivati and

Organizations for Change - Learning Organizations
P ducati change roams between | and
chaos (Pascale, 1990). There are d l reasons why i
don't work. The underlying one is that the change process is uncontrollably
complex, and in many circumstances 'unknowable' (Stacey, 1992). The solution
lies in better ways of thinking about, and dealing with, inherently unpredictable
processes. (Fullan, 1993, p.19)

The reality of the our world has changed. Peters (1995) reminds us that
"hierarchies have been flattened, old command-and-control structures are not possible
(let alone desirable), and knowledge (and the creative power of knowledge workers, all
of us) is the new basis for economic value" (as cited in Kouzes & Posner, 1995 p.
xvi). Change is the one constant in life. However, the pace and type of change in the

information age is new. Not only is change occurring at breakneck speed but it is also
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unpredictable and discontinuous (Apps, 1994; Bennis et al., 1994; Fullan, 1993; Pucik,
Tichy & Barnett, 1992; Senge, 1990).

Bennis et al. (1994) identify the change as being both quantitative and

in nature. Quantitatively, the change is rapid and complex. The term

“raplexity” (a combination of rapidity and complexity) is used to describe the

and pace of itative change. Qualitatively, the change "consists of
layers of simultaneous revolutions, ranging from the agricultural to the informational"
(p.365).

Senge (1990) distinguishes between two types of complexity: "detailed
complexity”, situations where many variables influence a problem; and "dynamic
complexity, situations where cause and effect are subtle, and where the effects over
time of interventions are not obvious” (p.71). According to Fullan (1993), "the real
territory of change" (p.20) is dynamic complexity. Both Senge (1990) and Fullan

(1993) agree that a better und ding of dynamic ity is needed in order to

deal with change in the new era.

How can social organizations deal with change in this new era? Senge (1990)
declares: "The organizations that will truly exceed in the future will be the
organizations that discover how to tap people's commitment and capacity to learn at
all levels in an organization" (p.4). Senge (1990), and others (Apps, 1994; Bennis &
Nanus, 1985; Bennis et al., 1994; Benveniste, 1994; Fullan, 1993; Karpiak, 1996) put

forth the concept of a "leaming organization” as the basis for organizational success in



the new age.

Senge (1990) ibes a learning ization as "an ization that is

continually expanding its capacity to create its future” (p.14). He asserts that "at the
heart of a leamning organization is a shift of mind" (p.12). Such a mindshift allows
members to see how they are connected, how they impact on each other, and
ultimately, how they are often the cause of their own problems. Fullan (1993) restates
Senge's (1990) belief of the importance of a new mindset for change - "metanoia” -
and applies it specifically to the conservative educational system: “Without such a
shift of the mind the insurmountable basic problem is the juxtaposition of a continuous
change theme with the continuous corservative system"(p.3). Bennis et al. (1994) also
see the need for a shift of mind, "a reorientation of your mind, or your
thinking"(p.364), is the essence of global management.

The fundamental conception of the learning organization is based on a
synergistic model grounded in holistic views, connectedness, personal mastery, lifelong
learning, reflection, inquiry, dialogue, shared vision, collaboration, commitment, and
trust. Development in each of these areas is the new work for every member of a
leamning organization (Apps, 1994; Bennis & Nanus, 1985; Bennis et al., 1994; Fullan,
1993; Karpiak, 1996; Senge, 1990).

Senge (1990) outlines five learning disciplines - "a discipline [is] an activity
we integrate into our lives"(p.141) - to be used by members of an organization to help

build a leamning organization. It should be pointed out that Senge (1990) does not see
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the five disciplines as the entire system but rather, as a foundation upon which new
disciplines will be built and added to as we become more knowledgeable. Bennis et
al. (1994) and Fullan (1993) reinforce Senge's conception of the learning organization.

Senge's five disciplines are described below.

iscipline 1: al M;
Senge (1990) and his colleagues used the phrase "personal mastery” to
describe "personal growth and learning”(p.141): It is a level of proficiency - a
commitment to lifelong leaming - of continually clarifying and deepening personal

vision. Senge states that there are two aspects of personal mastery which together,

through creative tension:

The first is continually clarifying what is important to us (purpose and vision)...
The second is continually leaming how to see current reality more clearly.

The juxtaposition of vision (what we want) and a clear picture of current reality
(where we are relative to what we want) generates what we call "creative
tension”: a force to bring them together, caused by the natural tendency of
tension to seek resolution. The essence of personal mastery is leaming how to
generate and sustain creative tension in our lives. (p.141-142)

Senge (1990) asserts that no individual can be forced to embark on a path of
personal growth. However, leaders can foster personal mastery by promoting a
climate which encourages members to practice the principles of personal mastery in
their daily lives:

That means building an organization where it is safe for people to create
visions, where inquiry and commitment to truth are the norm, and challenging
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the status quo is expected - especially when the status quo includes obscuring
aspects of current reality that people seek to avoid. (p.172)

For Senge (1990), this discipline is the foundation of a learning organization.
He states that without individual leaming and team learning there can be no

: "The ization's i to and capacity for leaming

can be no greater than that of its members” (p.7).

Fullan (1993) identifies personal mastery as one of the four core components
needed to generate change capacity: "New mindsets arise from new mastery as much
as the other way around” (p.16). And he quotes Senge's (1990) definition of personal
mastery in his discussions.

Bennis et al.(1994) view the learning organization as a manifestation of
continuing development. They use the term "self-mastery” to refer to a movement
away from uncertainty and towards "competence and uniqueness". They state,
"Leadership and self-mastery, intuition and vision characterize the individual, new-

paradigm manager"(p.7).

Just as "linear thinking" dominates most mental models used for critical
decisions today, the leaming organizations of the future will make key
decisions based on shared dings of i ionships and patterns of
change. (Senge, 1990, p.204)

In Senge's (1990) view, mental models are the internal assumptions or pictures

of the world that influence our understandings and actions. People usually carry these



around with them and are unconscious of the effects they have on their perceptions
and actions. These models are often the cause of conflict and resistance encountered
by change: "New insights fail to get put into practice because they conflict with
deeply held internal images of how the world works, images that limit us to familiar
ways of thinking and acting.” (p.174). Individuals need to consciously examine these
assumptions and make them open to the influences of other people: "the discipline of
managing mental models - surfacing, testing, and improving our intemnal pictures of
how the world works - promises to be a major breakthrough for building leaning
organizations” (p.174).

Fullan (1993) identifies inquiry as one of the four core components needed to
generate change capacity. For him, "the formation and enactment of personal purpose
is not a static matter. It is a perennial quest.” (p.15). He states that inquiry provides
the checks and balances needed to ensure that an individual's "mental maps" have

changed to fit the territory. Q

practice, personal
journals, action research, and working in innovative settings are just a few of the

strategies that can be used to develop mental maps.

Bennis et al.'s (1994) ion of "conflict i is similar to Senge's
conception of mental models. They state, "accurate analysis of the underlying causes
of the conflict, of which the parties themselves may not have been aware but which
they uncover in the process of studying the problem together, changes the situation

and helps the parties to find answers to it. Analysis and resolution go together”



(p-149). For Bennis et al., conflict can be resoived through development of

"techniques of integration”, new attitudes of dialogue, and

iscipline 3: ing Shared Vision

A shared vision is not an idea... It is, rather, a force in people's hearts, a force

of impressive power. It may be inspired by an idea, but once it goes further - if

it is compelling enough to acquire the support of more than one person - then it
is no longer an abstraction. It is palpable. People begin to see it as if it exists.

Few, if any, forces in human affairs are as powerful as shared vision. (Senge,

1990, p.206)

According to Senge (1990), a genuine shared vision is one that "binds people
together around a common identity and sense of destiny” (p.9) and leads to the
development of self-learning and mastery: The leader does not dictate a vision but
unearths a shared vision, one that fosters "genuine commitment and enrollment rather
than compliance” (p.9). Senge asserts that shared vision is essential for the leaming
organization because "it provides the focus and energy for learning"(p.206). Senge
(1990) explains that "shared visions emerge from personal visions... If people don't
have their own vision, all they can do is 'sign up' for someone else's. The result is
compliance, never commitment”(p.211). Shared vision must be valued by
organizational members: "A vision not consistent with values that people live by day
by day will not only fail to inspire genuine enthusiasm, it will often foster outright
cynicism"(p.223).

Fullan (1993) identifies personal vision-building as one of the four core
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components needed to generate change capacity. He asserts that developing personal
purpose and vision is a good starting point for developing a shared vision: "for it
[shared vision] to be effective you have to have something to share” (p.13). He cites
Block in emphasizing the need for visions to be made explicit:

Block (1987) emphasizes that 'creating a vision forces us to take a stand for a
preferred future'(p.102); it signifies our disappointment with what exists now.
To articulate our vision of the future 'is to come out of the closet with our
doubts about the organization and the way it operates' (p.105). Indeed it forces
us to come out of the closet with doubts about ourselves and what we are
doing. (Fullan, 1993, p.13)
Bennis et al. (1994) state, "a vision articulates a view of a realistic, credible,
attractive future for the organization, a condition that is better in some important ways
than what now exists” (p.50). A vision is very important to management because it

identifies why an organization was formed in the first place: "An organization is a

group of people engaged in a common enterprise”(p.50).

4: rning
Senge (1990) describes team leamning as "the process of aligning and
developing the capacity of a team to create the results its members truly
desire"(p.236); alignment refers to "a group of people function as a whole"(p.234).
Teams must practice and master dialogue, discussion, reflection, and inquiry as
well as leam how to recognize patterns that undermine learning. Team learning starts

with "dialogue" where team members "suspend assumptions and enter into a genuine
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'thinking together™(p.10): "Dialogue articulates a unique vision of team leaming...
reflection and inquiry skills provide a foundation for dialogue and discussion” (p.248).
For Senge, conflict is a good indicator that a team is learning.

Teams have the capacity to be far more intelligent than its individual members
(Senge, 1990). As the team learns, the individual members learn far more than they
would on their own. Senge argues that "Teams, not individuals, are the fundamental
learning unit in modemn organizations” (p.10). If the teams do not learn, the
organization does not learn.

Fullan (1993) identifies collaboration as one of the four core components
needed to generate change capacity. He states, "there is a ceiling effect to how much
we can leamn if we keep to ourselves. The ability to collaborate - on both a small and
large scale - is becoming one of the core requisites of postmodern society” (p.17). He

asserts that without collaborative skills and collaborati lationships, it is not

possible to lean or continue to learn as much as one needs to leam, "in order to be an
agent for societal improvement” (p.18).
For Bennis et al. (1994), "Understanding the dynamics of group relations is

“efficient and effe

essential to the new paradigm manager”(p.133), and d

teams which fulfils its changing task" (p.115) is the goal of management.



Discipline §: Systems Thinking
The essence of the discipline of systems thinking lies in a shift of mind:
= seeing interrelationships rather than linear cause-effect chains, and
« seeing processes of change rather than snapshots. (Senge, 1990, p.73)
Senge (1990) describes systems thinking as "a discipline for seeing

wholes"(p.68). A 1t of i ion designed to make the

system clearer: the i i i and in icular "the that

underlie complex situations"(p.69).
According to Senge (1990), the building blocks of systems thinking are (a)

reinforcing or amplifying feedb which growth, (b) balancing or

feedback which maintains the desired level of change, and (c) delays which interrupt

“the flow of influence which make the consequences of actions occur gradually”(p.79).

One of the most i i d by izations is that actions taken

in one part of the system may take years to show effects in that or other parts of the

system. A second problem is the frequent of

According to Moss (1993), "Uni ded of ing are often as

important as, or more important than, intended consequences”(p.110).

Senge (1990) ds that individuals in izations tend to look only at

parts of the system and try to solve problems without the full picture, thus, they are
often overwhelmed by complexity. He argues that systems thinking is needed if
members of organizations are to see the "big picture” and to determine how to change

effectively: "Systems thinking is the antidote to this sense of helplessness that many
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feel as we enter the ‘age of interdependence™ (p.69).

Fullan (1993) asserts, "Leamning organizations are part of a greater complexity
that requires a holistic view to survive and develop.”(p.84). One of the eight lessons
which he identifies as being critical for success in "the new paradigm of
change"(p.21), includes "Connection with the Wider Environment"(p.22). He too

believes, based on his research, that izati must leam and i

"Seeing 'our connectedness to the world' and helping others to see it is a moral
purpose and teaching/learning opportunity of the highest order” (p.39).

Bennis et al. (1994) supported this integrated model for leaming organizations.
They argue that the world view of reality is changing, moving from the mechanistic
("to understand the whole, you must understand the part"), to the holistic ("to
understand the part, you must understand the whole"), to the holographic ("the part is
the whole") (p.366).

Bennis et al. (1994) have coined the term, "social synergy" to refer to flow and
connectedness and to the process of visualizing the big picture:

In effect you lead, or bring l.bom dunge. duough a synthesis (not a

of several not only

externally but also within youlself The synthesizing, synergistic, or

'win-win' approach involves enlarging the 'context’ of any problem or

conflict in any situation and enabling an understanding 'above' or
beyond the opposing or conflicting interests. (p.370)

To summarize, Senge (1990) has outlined a five discipline model called a

learning organization for dealing with change. Each of the five disciplines must be
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practiced by, and indeed become a way of life for, all organizational members. Only
through their efforts to integrate and to practice the five disciplines can organizational
learning occur.

How do we create such an organization? Theorists suggest that it is through a

new view of leadership.
L ip for the of a Learning Organization
The new view of leadership in learning organizations centres on subtler and
more important tasks. In a leaming ization, leaders are desi
stewards, and teachers. They are ible for building izati where

people continually expand their capabilities to understand complexity, clarify

vision, and improve shared mental models - that is, they are responsible for

leaming. (Senge, 1990, p.340)

The primary function of leadership is to produce adaptive or useful change
(Kotter, 1990). The traditional views of leadership, a power position held by an
individual (hierarchical structure) or a select few leaders (managerial structure) at the

top of an organization, are no longer appropriate for dealing with the complexity of

change in the new era: "The concept of a leaming organization provides us with a

1 1 and besshin i ooy

new and for

(Karpiak, 1996, p.46). A growing number of theorists are arguing that a leadership
model for organizations in the new era should be based on the five learning or
leadership disciplines of the learning organization (Apps, 1994; Bennis & Nanus,

1985; Bennis et al., 1994; Barlosky & Lawton, 1994; Fullan, 1993; Karpiak, 1996;
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Senge, 1990; U.S. Department of Education, 1993).

L ip in a learning ization utilizes learning to transform individuals

and organizations. Leaders in such a model take on various functions: develop a
leamning culture; cultivate holistic thinking throughout the organization; promote
reflection, inquiry, and mastery; encourage collaboration and trust through dialogue,
modelling, team building, and honesty; and help develop commitment to a shared
vision (Apps, 1994; Bennis et al.,, 1994; Depree, 1989; Fullan, 1993; Kouzes &
Posner, 1995; Senge, 1990).

The 1990s have seen a variety of leadership theories emerging under a variety
of names. New Leadership (Bryman, 1992), Superleadership (Manz & Sims, 1989),
Global Management (Bennis et al., 1994), Social Leaming and Cognition (SLC) (Sims

& Lorenz, 1992), d Iti izational Level L ip (Hunt, 1991) and

Transformational Leadership (Bass, 1985, 1990) are just a few examples of such
theories. Fortunately, there is much overlap in the new leadership literature. Five
themes stand out as being central to those new leadership images: (a) Shared vision;
(b) Challenge, Change, and Learning; (c) Collaboration and Empowerment; (d)

Modelling, Trust, and C i and (e) Motivati and

Inspiration. These themes overlap but each needs to be considered separately.

Theme 1: Shared Vision

Vision is the most commonly occurring theme in the literature on new
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leadership and has been a central theme in leadership theories for a number of years.

Ch

Yy ip, mystical ip, and

leadership all have vision as a core component (Bass, 1985; Bennis & Nanus, 1985;
Bryman, 1992; Conger & Kanungo, 1987; Kirkpatrick & Locke, 1996; Senge, 1990).
Apps (1995) describes his conception of vision as follows: "A vision statement

is a road map and a dream bined. A vision si p passion and

provides parameters” (p.127). Kouzes and Posner (1995) compare a leader’s vision to
an architect’s blueprints or an engineer's models. Seeing it as an image that guides
leaders in their pursuits: "The dream or vision is the force that invents the future"
(p.10).

According to Kotter (1990), one fundamental aspect of leadership is
establishing direction; a process that produces "a vision of the future and strategies

for producing the changes needed to achieve that vision"(p.6). Kotter describes that

process as: "largely inductive in its analyti h. That is, it gathers a broad
range of data on the context and looks for patterns, relationships, and linkages that
help explain things" (p.37).

Vision is useless if it is not shared with organizational members (Bryman,
1992). Senge (1990) agrees and contends: "Building a shared vision begins to
establish a sense of trust that comes naturally with self-disclosure and honestly sharing
our highest aspirations” (p.275). In Senge's view, inspiring or "breathing life into" the

vision is the first act of leadership (p. 340). In other words, the leader is the "Steward
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of the vision" (p.346).

Sims and Lorenzi (1992) describe vision in the following way: "we see vision

or mission as a sort of dis goal... i a higher, broader, more
encompassing goal, a goal to be shared by many, perhaps all, organizational members.
Vision can be inspiring because it can energize employees around some value system"
(p.118).

Visions are inspirational: "Visions are exhilarating. They create the spark, the

that lifts an ization out of the (Senge, 1990, p.208). They

also lead to commitment to the long-term.

A word of caution is voiced by Bennis et al. (1994). They emphasize that a
vision must be repeatedly communicated until it becomes part of an organization's
culture in order for it to promote true change.

Th : Challen; and roi

The entire system leamns as it obtains feedback from the environment and

anticipates further changes. At all levels, new!y learned knowledge is

translated into new goals, ds role and
measures of success. (Bennis & Nanus, 1985, p.191)

In Senge's (1990) words, "Challenging the grip of internal politics and game
playing starts with building shared vision" (p.274). Leaders must, according to
Bryman (1992), "create a culture that is consistent with the vision" (p.147). Senge

(1990) concurs, and declares that if the vision is to develop a leaming culture, then the
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leader must design the learning processes. This is the role of the "leader as designer”
in the learning organization (Senge, 1990, p.341).

In this role, leaders must i hall the ization to grow and change.

Kouzes and Posner (1995) argue that leaders must not be afraid of risk, they must
create a safe environment for others that allows for risk-taking. In the end, experience
gained through such actions allows all organizational members to learn from their
mistakes (p.10). Senge (1990) states that "Shared vision fosters risk taking and
experimentation"(p.209). Kotter asserts, "It is not possible to make major change
without undertaking some risk"(p.37). Similarity, Fullan (1993) contends, "the
capacity to suspend belief, take risks, and experience the unknown are essential to
learning”(p.17).

Of course, the leaders must also grow and change as a result of their
experiences. In Senge's (1990) discussions of "leader as steward" (p.345), changes in
the leader's perspective towards his personal vision are examined: "leaders may start
by pursuing their own vision, but as they leamn to listen carefully to others' visions
they begin to see that their own personal vision is part of something larger” (p.352).

According to the U.S. D of ion (1993), the leader’s attitude towards

work also changes. The leader's attitude changes from a desire to want to work to a
desire to aspire to leadership.

In Senge's (1990) discussions of the role of the "leader as teacher”, he refers

not only to leading or the way for izational bers but also to
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teaching people to be their own leaders and teachers. Senge cites Depree (1989) who

states, “the first responsibility of a leader is to define reality” (p.11). Senge concurs
with this statement and asserts, "much of the leverage leaders can actually exert lies in
helping people achieve more accurate more insightful, and more empowering views of
reality” (p.353). Truly empowering views of reality are achieved mainly through the
disciplines of systems thinking and mental models. A commitment to lifelong
learning, both personal and collaborative, is the "spiritual foundation" of a learning
organization (Senge, 1990 p.7). In the view of Kouzes and Posner (1995),
organizational success depends on learning: "The key that unlocks the door to

opportunity is leaming” (p.10).

Theme 3: Ci ion and E ment

Alignment helps overcome this problem [of powerlessness] by empowering
people in at least two dlﬁ'erent ways. Flrst, when a clear sense of direction has
been an it allows even lower-level
employees to initiate actions without the same degree of vulnerability... Second,
because everyone is aiming at the same target, the probability is less that a
single person's initiative will be stalled because it comes into conflict with
someone else’s. (Kotter, 1990, p.59)

At the core of the new leadership models is the concept of empowerment
(Apps, 1995; Bennis et al., 1994; Bryman, 1992; Kotter, 1990; Kouzes & Posner,
1995; Levin, 1995; Senge, 1990; Sims & Lorenzi, 1992). Empowerment refers to
sharing power as well as "recognizing and accepting the power that people already

have" (Apps, 1995, p. 229). Empowered workers feel a sense of ownership and
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responsibility for organizational success (Apps, 1995; Bennis, 1995; Kouzes & Posner,
1995; Senge, 1990).

Levin (1995) states, "Leadership can and should be a shared process"(p.116); a
community of leaders where "those in positions of responsibility aid others to practise
leadership in meeting rooms and/or classrooms" (p.116). He promotes the delegation

of authority throughout an ization as well as the decentralization of power. He

believes this will permit greater participation in decision-making and in daily work.

Levin cites Cameron and Ettington (1988) in the P
cultures arguably result in the most effecti izati (p-117).
Senge (1990) states, "local - moving decisions down the izational

hierarchy"(p.287) - is vital in times of rapid change:

People learn most rapidly when they have a genuine sense of responsibility for

their actions. Helplessness, the belief that we cannot influence the

circumstances under which we live, undermines the incentive to learn, as does
the belief that someone somewhere else dictates our actions. Conversely, if we

know our fate is in our own hands, our learning matters. (p.287)

As a result, learning organizations will become more localized in their operations.

On a different note, Senge (1990) asserts that empowering others provides most
of the leverage that leaders, in the role of teacher, possess. In addition, Senge adds,
empowering others is deeply rewarding for the leaders in their role as designers of the
learning process. Empowerment, however, occurs in a context of interdependence:

A central feature of modem organizations is interdependence, where no one has

and most employees are tied to many others... These
linkages present a special challenge when organizations attempt to change, and
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thus to the process of leadership; unless a large number of individuals line up
and move together in the same direction, people will tend to fall all over one
another. (Kotter, 1990, p.49)

Thus, Kotter (1990) views alignment as one of the fundamental aspects of leadership:
“the process of getting people to understand, accept, and line up in the chosen
direction" (p.ix). Alignment is seen by Kotter as a "complicated communications

challenge"(p.ix) that is needed to infl ion and the fc ion of teams and

coalitions: "One of the most visible ch istics of  ali process is

what appears to be a great deal of communication"(p.51).

Sims & Lorenzi (1992) predict, "Self-managing teams appear to be the wave of
the future. Teams are an important work element for implementing an effective
leadership paradigm” (p. 215).

Bennis et al. (1994) state that the focus of the new-paradigm manager is
building team spirit and collaboration, "social synergy”, both within and outside the
organization. Social synergy is achieved through conflict resolution by way of
integration: "this method of resolving conflict... helps to develop individual powers
and to combine them into the total power of the team, a truly dynamic force that
enables it to achieve its tasks with 'gusto and with feeling™ (p.157).

In order for the teams to leamn they must analyze problems together. For
Kouzes and Posner (1995), "Leadership is a dialogue, not a monologue" (p.11).

To summarize, numerous theorists contend that the best way to achieve

organizational success is through collaboration and team work (Apps, 1995; Bennis et
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al,, 1994; Bryman, 1992; Kotter, 1990; Kouzes & Posner, 1995; Levin, 1995; Senge,

1990; Sims & Lorenz, 1992).

Theme 4: Modelling, nd Commitm,

The road to change... is through the development of trust - through acts which

involve risks and conditions that make the risk-taker vulnerable 'if the trust is

abused' [Skolnik, 1988, p.109]. Effective leadership will be that which leads

Canada's colleges into an environment of trust.(Levin, 1995, p.114)

Kouzes and Posner (1993, 1995) have developed a model of leadership based
on trust. Their extensive research on leadership has lead to the identification of leader
"credibility" as the essential leadership prerequisite. If people do not believe in the
messenger, they will not believe the message and if there is no trust, people will not
take risks. Kotter (1990) echoes the sentiments of Kouzes and Posner when he states,
"A major challenge in leadership efforts is credibility - getting people to believe the
message"(p.57). The actions of leaders speak louder than words, thus, leaders must
‘walk the talk'.

According to Bennis and Nanus (1985), "[The] quality of fostering
organizational learning by example may be one of the most important functions of
leadership” (p.205). Leaders must model desired behaviours, a fact that is
acknowledged by many and expressed by Bryman (1992): "Leaders who fail to lead by
example when projecting their vision to others are also less likely to achieve the levels

of trust that are required”(p. 147-148).
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Commitment, on the part of both leaders and followers, is also required in a

leaming organization:

If this type of ization [2 leaming ization] is so widely
preferred, why don't people create such organizations? I think the
answer is leadership. People have no real comprehension of the type of
commitment it requires to build such an organization. (O'Brien as cited
in Senge, 1990 p.339)

Bennis et al. (1994) agree and suggest a vision is only successful if it creates
commitment on the part of the followers:

A vision cannot be established in an organization by edict, or by the exercise
of power or coercmn Itis more an act of persuasion, of creating an

and d to a vision because it is right for the
times, right for the organization, and right for the people who are working in it.
(p-60)

Similarly, Kouzes and Posner (1995) assert, "Leaders cannot command commitment,
only inspire it." (p.11).

Modelling desired behavi and icing the right attitude wins respect,

confidence, commitment and, in the end, changes behaviours: "modelling is one of the

psy i by which new patterns of behaviour can be
acquired and existing patterns altered” (Sims & Lorenzi, 1992, p.141). Overall, it
appears the leaders must be trustworthy, open, and predictable "models" for all
members of the organization (Apps, 1995; Bennis et al., 1994; Bryman, 1992; Kotter,

1990; Kouzes & Posner, 1995; Senge, 1990).
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H it n.

Ideas were important and creative tension was accepted as a working tool, and

these things meant a lot in shaping my young life and my values.(Kieschnick

as cited in Bennis & Nanus, 1985, p.204)

Senge (1990), Bennis and Nanus (1985), and Fullan (1993) believe that the
paradoxes produced by change and the creative tension resulting from the gap between
reality and vision can be hamessed to energize and motivate organizational workers.
Fullan states, "These tensions must be reconciled into powerful new forces for growth
and development”(p.4). Senge (1990) declares that the role of the leader is to generate

and manage creative tension in themselves and the organization:

This is how they energize an organization. That is their basic job. That is why they
exist.

Mastering creative tension th ization leads to a

different view of ledlty People luenny stzn to see more and more aspects of
reality, as they, ly, This is no hollow
"belief," which people say in an effort m convince themselves that they are
powerful. It is a quiet realization, rooted in und ding that all aspects of

current reality - the events, the patterns of change, and even the systemic
structures themselves - are subject to being influenced through creative

tension.(p.357)
Two fund: | aspects of hi ing to Kotter (1990), are
and inspiration which he ibes as: izing people to

major political, bureaucratic, and resource barriers to change by satisfying very basic,

but often unfulfilled, human needs"(p.6). The ivati and inspirational

energize members, "not by pushing people in the right direction, as a control

mechanism often does, but by satisfying very basic human needs"(p.63). These
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processes manifest themselves mainly through (a) making the vision and the work

to the (b) involving members in decisions, thus "giving people a
sense of control"(p.63), (c) providing enthusiastic support through coaching, feedback,
and role modelling which promotes personal growth and increased self-esteem, and (d)

and ing the of publicly.

Kouzes and Posner (1995) view encouragement as how the leaders visibly and
behaviorally link rewards with performance; "Leaders make sure people benefit when

behaviour is aligned with cherished values" (p.14). For Bennis et al. (1994),

comes by providing "conditions in which the work itself has its
inherent value and allows the individual to release and direct his or her energy and
imagination into the work... The core of motivation, then, lies in valuing something”
(p.294).
Senge (1990) asserts that leaders draw their inspiration from their sense of
stewardship while, as noted by the U.S. Department of Education (1993),

organizational members are inspired and motivated by the leader’s attitude towards his

or her work .
In , the themes i i in the lif on new and emerging
ip theories are i with the izations of leadership for a
learning organization. How can such ip be ped in the

college system? According to Senge (1990),

they [the five leaming disciplines] provide a framework for focusing the effort
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to develop the capacity to lead. Systems thinking, personal mastery, mental
models, building shared vision, and team learning - these might just as well be
called the leadership disciplines as the leaming disciplines. Those who excel
in these areas will be the natural leaders of leaming organization. (p.359)

Senge has ped a model for izati learning based on a conceptual

framework of five key learning and leadership practices which are consistent with the
themes identified in the research on new leadership: Personal Mastery, Mental
Models, Building Shared Vision, Team Leaming, and Systems Thinking. These five
practices will be examined with respect to their suitability for leadership in the

community college setting in this study.

Research Question
Based on the literature review, this study assumes that to become efficient and
effective learning organizations, colleges must have a leadership approach consistent
with the components of leadership required for the development of a learning
organization. The purpose of the study is to determine the feasibility of the concept of

the leaming ization within the ity college system. Specifically, this

study examined the views of senior college administrators on the concept of a learning
organization in order to answer the question: Is the concept of a learning organization

a viable framework for leadership within the college system?



CHAPTER 3
METHODOLOGY
A qualitative, case study research design was utilized to gather and analyze

data relevant to answering the research questions (Borg & Gall, 1989; Yin, 1984).

with four i d ini in the
community college system were conducted in order to assess the feasibility of the
concept of the learning organization as a viable model for leadership within the college

system.

Sample and Setting
The sample consisted of four senior administrators selected from regional

the province of dland and Labrador. The individuals

colleges th
were selected on the basis of their experience with administration in the college system
and therefore, for the purposes of this paper, they are considered "experts” within the

system. The sample included males and females from different geographical locations,

different levels of and ing diffe ranges of

The study was conducted during the transition period from the regional, five-
college system to the single, provincial college system. All administrators interviewed
had senior positions in the regional colleges and were newly appointed, or expecting to
be hired, into senior administrative positions in the new college system. Therefore,
these individuals are likely to be in formal positions and given the legitimate power to

have a major impact on the structure of the new college organization.
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Instruments

The data collection instruments consisted of several field research forms and a

tape-recorded i iew with indivi ini The i served to
inform the adm:zistrators about the research procedure and to assist the researcher in
data collection and review. The instruments included:

) Administrator Personal Data Sheet (Appendix B)

2 Admini Interview ion (Appendix C)

3. Selected Topics, Lead-in Statements (Appendix D)

4. Interview Protocols (Appendix E)

The following provides an overview of how each instrument was utilized in the

collection process.

inistrator P heet

The_Administrator Personal Data Sheet (Appendix B) was employed to gather

relevant data on each ini: and to gather information on their

current college setting.

ministrator Intervi f ion

The Admini i ion (Appendix C) served to remind the

administrator about the purpose of the study and to outline the interview structure.



Topi in Staf
The Selected Topics, Lead-in Statements Sheet (Appendix D) was designed to

assist the administrator in focusing on the interview questions for each element.

Interview Protocols
The primary research tools used in the study were the Interview Protocols
(Appendix E). The protocols were designed for the following purposes: to provide
the administrators with an open forum for sharing their perceptions and opinions on
the research topics, to structure the interviews, and to assist the researcher in

of the of the concept of a leamning

organization as an option for the college system.

The Is were ped using the of the Process of
Professional Leamning (PLS) Survey (Leithwood, 1995), the L ip Practices
Inventory (LPI) questionnaire (Kouzes & Posner, 1989), The Fifth Discipline (Senge,

1990), and from questions the researcher wanted to examine.

The i d interview s were divided into two parts. Part I
covered the five elements of the learning organization and accounted for the majority
of the interview questions. Part II asked several concluding questions.

Part I interview topics were:

Element A: Personal Mastery

Element B: Mental Models



Element C: Building Shared Vision
Element D: Team Leamning

Element E: Systems Thinking (Senge, 1990)

Each of the five topics was composed of eight parallel questions. All questions sought

beliefs, i and opinions:

Questions Al to E1 were intended to seek out administrators' personal
beliefs, values, and opinions on the importance of each element.
Questions A2 to E2 solicited the administrators’ perceptions of the
importance of each element to the college membership.

Questions A3 to E3 were designed to identify the source of leadership
for the development of each element as determined by the
administrators.

Questions A4 to E4 sought administrators' beliefs on the current stage of
development of the college system as a leaming organization with
respect to each element.

Questions AS to ES were designed to identify strategies currently being
used, or strategies that should be used, to implement each element as
determined by the administrators.

Questions A6 to E6 were designed to identify who in the organization
should be practising each element as perceived by the administrators.

Questions A7 to E7 solicited the administrators' opinions on the
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timeliness of developing each element, given the current restructuring of

the college system.

8. Questions A8 to E8 sought additional from ini: on

each element.

Part IT of the asked several i i with respect to the
feasibility of the concept of a leaming ization within the ity college
system. All ions sought ini beliefs, i and opinions:

) 13 Question one solicited administrator's opinions on the feasibility of the

five el of a leaming ization for the college system.

2. Question two solicited administrator’s opinions on the feasibility of the

five el of a leaming ization as a leadership model for the

college system.
3. Question three sought administrator’s opinions on the likelihood of the
newly restructured college system stimulating organizational learning.
4. Question four asked for additional comments on any topic from

administrators.

Design of Data Collection
The selected administrators were initially contacted by phone or E-Mail, at

which point the i herself and i ini; about the

study and its aims. Once interest and/or consent to participate was expressed, Letters
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of Disclosure and Consent (Appendix A) were faxed or hand-delivered to the
administrators. Upon receipt of a consent form indicating a willingness to participate,

the d the ini: to set up a tentative date for an interview

and to answer any outstanding questions. Once interview times were established,
travel plans were made.
All interviews were conducted on the island portion of Newfoundland and

Labrador during a one month period from March 13, 1997 to April 2, 1997. Three of

the i i were at the ini offices and one interview was

at a confe room at ial University of /foundland

Data for the study was gathered using one-on-one audiotaped interviews with

each of the ini Prior to conducting the interview, administrators were

asked to lete the Admini: Personal Data Sheet. This pre-interview

information session gave the researcher and administrator time to get to know each
other a little better and helped set the tone of the interview.
Upon completion of the data sheet, the researcher provided the administrator

with the Admini Intervi ion sheet to refresh the administrator's

memory about the purpose of the study. Each administrator was also provided with
the Selected Topics, Lead-in Statements to help him/her focus on the questions at
hand. Again, discussions resulting from these two tools helped set an informal and
relaxed atmosphere for the interview.

Once the administrator was ready to be interviewed, the audiotape recorder was
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turned on and the researcher followed the structure outlined in the Interview Protocols.
Throughout the interview, breaks were taken at the end of one or more
interview topic(s), as requested by the administrator, and the recorder was turned off.
On average, each interview took approximately one and one half hours to complete.
Participants were interviewed once during the study. Arrangements were made for a

telephone or E-Mail follow-up as necessary.

Design of Data Analysis

Tape i from the i i were i d and placed in a secure
place as a safety precaution, as were photocopies of the data sheets. Upon completion

of all the interviews, the tapes were then il verbatim into files.

Separate files were created for each administrator. Each file was composed of six

sections: five sections were labelled "Element A", "Element B'

d all ions and relevant to those topics; the sixth section was

labelled "Concluding Questions" and i all 2 and relevant to

that topic. All questions were coded by element and question number, for example,
Element A question | was coded as "A1". Finally, transcriptions relating to each
speaker, Interviewer (I) or Subject (S), were separated by paragraph.

Once all tapes were transcribed and checked, an in-depth analysis was
conducted. Each administrator’s interview was reviewed separately by section and by

question until the researcher became familiar with the responses. The researcher then



d all the ini by section and by question until she felt

familiar with the data. At this point, reoccurring issues or themes were identified.
The data was then re-examined to ensure all themes had been identified. Each issue
was then analyzed and re-analyzed until the researcher felt familiar with the issues and
satisfied with her assessment (Glaser & Strauss, 1967; Baksh & Martin, 1986). All
themes were then analyzed together to generate a general statement on the feasibility
of the concept of a learning organization for the college system and the viability of the
concept for a model of leadership in the college system.

In chapter 4, Analysis of the data, quotes are generally verbatim but phrases

and sentences are omitted when for clarity and expression of ideas.

Onmissions are indicated by use of ellipsis points. At all times, an effort has been
made to include the original quote so that the reader can also interpret the intended
meaning. Repetitive expressions such as "you know", "right", "hums”, and "ads" have

mostly been deleted, as well as specific names and locations that may put the

dentiality of individual or colleges at risk.

Limitations of the Study
The general concerns for all qualitative case studies are of concern for this
study. The degree of generalizability of the results from this study are limited. There

is no way of knowing how typical the ini; are of the ion in general.

Although the administrators were selected on the basis of "expertise”, the sample is
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not, and was not, meant to be comprehensive.

The study was conducted during a transition period from the old (regional) to

the new (provincial) college The ini in the study were being

considered for, or had been inted to, senior ini: i itions in the new

college system. Such extraneous variables or biases may have affected the internal
validity of this qualitative study (Borg & Gall, 1989).
The two hour interviews and personal data sheets may have limited data

collection and interpretation of the data. As well, the data collection instruments,

the may has i duced biases into the study and results.
The interview is an extremely subjective research tool and the degree to which
the biases of the researcher may have distorted the data are unknown. Even though

the researcher is employed at a college not included in the sample of administrators for

this study, her i as an i who was i on by the
may have affected the collection and interpretation of the data and conclusions reached
about the results. All efforts were made to reduce any observer bias which may have

influenced the collection of data and the interpretation of results.



CHAPTER 4
ANALYSIS OF DATA
This chapter presents a section on the profile of the research sample, a section
on each of the five elements of the leamning organization, a section on the concluding
questions, and a section on the document analysis of the college model.

For iali ini; are identi only as Admini Ato

Administrator D and the gender used may or may not be accurate. The results of data
analyses for the four administrators are included in this analysis.

Data for this study were collected from ity college ini: at

four different campuses of three regional community colleges (or three college districts
in the new provincial college structure) on the island portion of the province on
Newfoundland and Labrador.

Table 2 presents the demographic data on the sample. Administrators ranged
in age from 40 to 49 years. Two administrators were male and two were female.
Three administrators had achieved a Master of Education degree and one administrator

was ing a Master of ion degree. All ini had worked for at

least 9 years in the college system and at least six of those years were as
administrators in the college system. The administrators had seventy years of
experience in the college system between them. It is worth noting that all

administrators had taught for at least one year in the college system.
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Table 2
D hic Data for A
Administrator Highest level of Years in the Years as an
Post-secondary College system administrator
education
A M_Ed. (in progress) <10 5-10
B M.Ed. >25 20+
C M.Ed. <15 5-10
D MEd. <25 5-10

Interview Protocols

The Interview Protocols (Appendix E) used in this study were designed to elicit

from ini: and to gather evid , in the form of administrators'
perceptions, on the feasibility of the concept of the learning organization within the
community college system and the usefulness of the concept for leadership within the
college setting.
Each discipline of the leaming organization was presented simply as "Element
A" to "Element E" in an attempt to keep the terminology simple and jargon to a
minimum. The eight questions per element and the four concluding questions were

posed to all ini For the of ing the interview data, each

element and the will be d in separate sections in this

chapter; The individual questions per section as well as conclusions will be presented

in sub-sections. Results are summarized in Tables 3 to 8.
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Element A: Personal Mastery

Senge's first discipline of the learning ization, Personal Mastery, was

presented as Element A. Administrators were introduced to the concept then asked to

apply it to the community college setting in ing the ions that

Eight of the sub-sections below present a complete analysis of the data per

question on element A. These sub- i describe the ini: beliefs,

perceptions, and opinions on the concept of personal mastery. Table 3 summarizes the

from the ini. The ninth sub-section briefly izes the
results and draws conclusions on the feasibility of personal mastery for the college

system.

uesti : The Im, 1] the Administrators

Question 1 sought the administrators' personal beliefs on the importance of
personal mastery to the college setting:

Al. How important do you believe the pursuit of lifelong leaming and
continuous improvement is to people in the college system? Why is it
(un)important?

All of the administrators agreed that personal mastery was tremendously
important to college members. Reasons given for its significance included: personal
mastery as a basic philosophy of the college system, personal mastery as a basic
philosophy of administration, and personal mastery as a basic philosophy of a student-

centred approach to the education process.



49
Administrator A pointed out that lifelong leamning is part of the mission
statement for most colleges in the province. She believes that if it is internalized by

college in a leaming organization, it should be, "of utmost importance to the

faculty and staff and actually the stakeholders in the delivery of the educational

process”.

Administrator B felt that the two facets of personal mastery - lifelong leaming
and continuous improvement - are essential to college members. However, he asserts
that they must be analyzed separately. This analysis is discussed further in question
AS.

Administrators C and D thought the concept of personal mastery was
particularly important for the students in the community college system. Administrator
D asserts:

Within the college system we have to realize that the student is in the centre or

should be at least in a leamning organization, and everything we do should be to

improve the student...So considering that, we have undouhtedly to look at
lifelong leamning as hing that's i for ion, for faculty,
for staff and within the college system, I think, the onus is on the
administration to make sure that there is an opportunity for professional

development for staff as part of Human Resources plan, that should be, I think,
central to that.

Admini; c a similar

There's actually an old Indian saying that I came upon one time which states
that “one who leamns from one who is learning drinks from a running stream”
and so, I think the indication of h of newness, of ivity, housed
in that statement is very important to the vitality of the future of the people
within the organization, the people we serve - I think in this particular case,
students - and to the growth of the organization itself in terms of progress,
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diverse thinking that will lend to progress.
She also points out that personal mastery is, "one of the basic philosophies” that she

intends to utilize to a larger extent.

Im f P 1l
Question 2 sought the administrators' opinions on the importance of personal
mastery to the college membership in general:

A2. Do you believe that most people in_the college system also see this
concept as (un)important?

All administrators agreed that most bers of the college ization would,

in a general, see this concept as important. However, several administrators felt that

issues of i izati stability, izational values, and cynici

were a real problem.

Admini A felt that itted indivi would view personal mastery

He coad in i ot

as i % ivi may have difficulty seeing its

importance:

For persons committed to their industry and their field of expertise, yes. For
persons who have not identified with the area of expertise in which they teach
it becomes more and more difficult... The committed individual would hold this
view, undoubtedly, however, the non-committed individual would have much
more difficulty in understanding the rationale for working to improve
themselves in an industry in which they feel already competent to perform the
tasks and duties of their position, whether that be staff or faculty.

Administrator B believes that all of the restructuring in the college system over
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the past ten years, has made people uncertain as to what the organization now values.
As a result, members are uncertain about the direction their personal development
should take. However, he did make the point that in general, people were committed
to personal mastery. He also expressed the view that when individuals leamn, the
organization leamns if it wants to:

The problem that you would have now in the college system in Newfoundland
is that we've had 3 or 4 major reorganizations in the last ten years, right, and
that... seems to have been done in any event... totally in response to kind of
economic concerns and I guess most people are asking themselves now, "What
does the organization value?" and if that's a bit difficult to determine. So, if
you don't know what the organization values then it's djmcuk to align your
personal vision, or personal di with the right... if that's
a question mark for you, right, and I suspect is it now for a lot of people, but
yes, I think generally, in the generu; sense, people would say that lt's important
for them - lifelong learning is for them and

is important for them and... when individuals leamn, I think the orgamunon
learns and the organization can take advantage of that, if it wants to, but...

has to be valued, there has to be a value assigned to it. So what you hnven.
what people are feeling now is that, you know, they're not sure what the
organization values.

Administrator C points out that all the restructuring and instability has lead to a
fair amount of low morale and cynicism on the part of organizational members,
regarding whether administration will facilitate personal mastery. She feels that
through the development of trust and through the modelling of desired behaviours,
these fears can be overcome:

I mean we have gone, in my relatively short history with the organization of 12

years, gone through I guess five restructurings in that short period of time.

People now are looking for stability, job security, so it's a time when it's hard

to get people to feel as though they have an involvement, that there is an aim
to help them develop professionally and whatever, but there is certainly a need
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for that and unless we do it, I don't think we will get rid of the people being
too introspective rather than looking outward to what can be better in the
future, a positive outlook.

Administrator D was of the opinion that college members in his area would see
the concept as important because in the past, the college's strategic plan placed a
strong emphasis on personal mastery and there was a commitment from the top -
Board of Governors, President - through to the faculty. He felt certain this

commitment would continue.

Question 3: The Source of Leadership for Personal Mastery
Question 3 sought the administrators' perceptions of the source of leadership for
developing personal mastery in the college setting:

A3.  Who should be promoting lifelong learning and continuous
improvement in the college system? Should anyone take a lead role?

Administrators B, C, and D all felt that the source of leadership should come

from the top of the ization, whereas A i A was of the opinion that the

source should be the individuals th and

Administrator B felt there has be a commitment on the part of the executive
which is clearly communicated and demonstrated to the college members.
Demonstrating "commitment to people” has to be there in these uncertain times.

Administrator C believes that the administrators themselves should be the key

promoters of personal mastery since they have been entrusted with a leadership role.
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In time, she feels that others will be enabled and shared leadership will be developed:

Then others will be more enabled than maybe they are now and I'm sure there
are some people who are already enabling that philosophy. I think we're all
leaders and followers at the same time and we have to be able to see ourselves
as that if we are going to really enable involvement. And so in time there will
be leadership in the followers that we have now in terms of advocating and
helping to implement that type of outlook.

Administrator C felt strongly about the administrators’ lead role:
I think in terms of ping that type of phil hy, because I don't think it's

existent in a holistic manner right now, that we do have the leadership
responsibility to provide for that.

Administrator D felt the Board of Govemors and in particular, the President
should take the lead role in promoting personal mastery. Initially, he believes there

should be a commitment from the top of the organization, not just a verbal

commitment, but also, a ds i in terms of being put in

place. He was hatic that the i must be ds In time, he

hopes faculty and staff would take the lead in professional development:

There has to be a commitment to it from above and, [ think, it has to come
directly from the Board or the governing body of the institution and from the
President to show that a commitment is there and it's no good to say that we
have a commitment... it's no good for the President to come out and say we are
committed to lifelong learning - there has to be resources put in place and a
plan put in place so that the faculty and staff can take advantage of that. That
means that there should be finances there to provide professional development
and lifelong leaming to those people... and then of course it will come down
initially or hopefully, to faculty and staff themselves being very much involved
in professional development, on planning the professional development
activities that they need or desire, but they have to know that there is a
commitment to that.

Administrator A felt the source of leadership for personal mastery should be
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the faculty and staff, not the inistration of the izati She felt initiati

would be more valued if they came from the individuals themselves. She notes that
such leadership requires certain structures and resources and that in all likelihood, only

the itted individuals would

The slng,le blgg& problem I feel that has occurred with the implementation of
for staff, faculty or individuals in any
organization hls been the notion of a top down or a human resource
department initiative. This always gets...viewed with a jaundiced eye and this
comes from more than just the current organization of the college system, in
which I have worked, but in other as well. It becomes mm;h more vlhuble to
the individual and much more well d when the individual th

identify the need and identify the methods for dealing [with] the need. In other
words, satisfying a given need in professional development. That requires a bit
of organization and not all people within the organization are going to abide by
it or even look toward it. As I said in the previous question, it comes back to
the issue of commitment to the industry in which you are training people for.

She also expresses the view that the i izati ing the

college members should promote i imp For those who
are non-aligned, new organizations need to be formed:

I feel strongly that mnunuous mpmvemu\t should be a role that's actively
pursued by the which the indivi .. To
be proactive I feel that currently faculty and staff in the college system hlve to
look to the professional organizations to which they belong.

Also, we have to look to support for non-aligned faculty. In that area I feel
that a professional organization for teachers in the college system would be a
benefit. Sllpport staff, similurly in their area of expertise, whether it be as a
would have to look to their area of
=xpemse m find the support they need. It has to be proactive, the resources
have to be provided - without resources being provided it will not be perceived
as being a serious effort to support and it must be identified from the
stakeholders, the team themselves.




Administrator A states that an ization that helps the i in their

a sense of belonging, and

focus for in their career

ion 4: o] f P nal M: in_th
Question 4 sought the administrators’ opinions on the current stage of
development of personal mastery in the college setting:

A4.  Does the college system currently foster the development of lifelong
learning and continuous improvement?

Administrators A, C, and D agreed that the system does promote lifelong
learning and continuous improvement to a very limited degree, whereas Administrator
B felt the college did not promote it to any significant extent.

Admini: A believes ities do exist, within the limited resources,

for those individuals who demonstrate a need.

Administrator C states that even though lifelong learning is part of what
historically defines a2 community college, we have not been very successful in its
implementation:

I think that it has been recognized that there has not been enough development
of the staff in general and from more particularly, of administrators in terms of
their enabling of the staff, their leadership potential, in terms of practicing the
theories that have been put forward... in terms of the history of community
colleges... the aspect of lifelong learning is part of what a community college is
defined as and has been defined as. As to actually implementing and
practicing, I think there is a lot of work to be done yet.
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Administrator D also believes that even though the significance of lifelong
learning and continuous improvement has been realized, and efforts have been
underway in his area to foster its development for approximately six years, the college
still has a long ways to go. With respect to the new provincial college system, he

feels it is too early to judge, but initial ings indicate ional is

"an important component of the whole human resources area".

Administrator B points out that this is a time of transition with respect to the
development of the college system. A time when on the one hand, some people's lives
are becoming totally dismantled, while on the other hand opportunity is being offered
to others. He believes there is a trend occurring now, one where the role of the
organization is being decreased and there is very little, in the way of a professional
development strategies, being put in place for members:

The role of the organization perhaps is being diminished intentionally... in the

sense that the message is basically to people, "Look, you have to take

responsibility for your own learning and there's only so much the organization
can do and the rest of it is entirely up to you". I think what the organization
can do is to provide good, strategic information, for example, about where the
organization is headed, what it's sees as its priorities, and then individuals can
make a decision about their own learning relative to that - if they want to stay
with the organization.

H implementati f Personal

Question 5 sought ini opinions on ies that are currently being

used, or that should be used, to develop and implement personal mastery in the college

system. The question was composed of an open-ended query, followed by a number



of examples of strategies:

AS5.  What sorts of things are being done or should be done to foster the
development of lifelong leaming and continuous improvement in college
members?

I have several examples here which I am going to ask for your input and
opinion on, example:

1) Is the college providing for professional development to college
members? Is it enough?

2) Do college goals foster self-imp in college bers? Should
they?

3) Does the college celeb: or ack ledge the achi of college
members? Should they?

4) Does the college encourage people to seek out challenging opportunities
that test their skills and abilities? Should they?

In response to the open-ended query, all ini: da ional

development or a vocational plan as a means to foster the development of personal

mastery in college members.

Administrator A describes a strategy that she has experienced: An individual

identifies an opportunity for leaming and pursues the necessary support from the

college. However she feels that in all likelihood, only p:

and

committed individuals would use such a strategy:

Usually individuals who do that are already committed to their industry and to
their profession and to the teaching of that profession. For that reason then,
they will see the support. Unfortunately, what happens without the motivation
that can occur, individuals which would benefit greatly from... such
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oppommnsdonldmysnkeadmngeoflhem. So the proactive nature has
be fostered, ly in the college system? [

dunkmllummdexml.

Admini: B suggests ining lifelong learning and continuous

improvement separately. He believes lifelong learning must be supported from a

; at present there is not enough structure or

ilable to individuals. However, he believes this is being addressed now

by helping members take control of their leaming since the role of the organization is
being diminished:
Some of that is being addressed now through some work that is being done -
internal links within the college and to enable people, I guess, to kind of take
charge of their own learning.

‘With respect to the continuous improvement aspect of personal mastery,

Admini: B felt that bench ks must be put in place in order to determine if

things have improved:
If you wanted to ascertain if something has actually improved then you have to
benchmark where you are now and then you have to measure your
performance, I guess, relative to that particular benchmark to see if there was
actually an improvement.

Administrator B is in the process of creating a benchmark or reference for faculty and

staff, by tying faculty and staff i to their i 1 plans.

Administrator C strongly believes that the new college structure, with its

"shared team | i h, is strongly i to lifelong leamning; as

indicated by the ibility of ional being given to senior
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administrators. She also states that faculty and staff involvement in decision-making
has been strongly articulated and that the function of enabling others has been
specifically assigned to certain administrators:

In the new philosophy, it thinks nothing is a sole responsibility. [Certain

administrators will] expand the philosophy of involvement through various

types of teams that will actually make the consensus decision that will help the
organization move ahead... As it grows, more people will take on that
hopefully.

Administrator D suggests the development of a "general awareness" campaign
as an initial step in fostering personal mastery in college members. He felt that many
individuals had been in the college system for a long time and may not even be aware
of their need for professional development. He also suggests resources be provided,
keeping in mind the fiscal constraints and the fact that much professional development
could be conducted in-house. Finally, he suggests two types of professional

development plans are needed: individual and group.

uestion 5: Personal M: mple 1
[¢)) Is the college providing for 1] to college
members? Is it enough?
Upon ing the ini: with E: le 1, all agreed that there is not
enough i for college In addition, several strategies

were highlighted.

Administrator A states that most faculty members are provided with a learning
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resource centre and professional journals by the college. However, she felt it was not
sufficient and that the college had failed to support, "the most valuable and most
expensive resource we have, which is our human resources”.

Administrator C notes that the new college had started the process of providing
professional development to its newly hired administrators:

Providing for their initial professional development in the sense that they

understand clearly what their roles are. It has proven, I guess thus far in the

last couple of months, that it's going to actually practice what it's preaching.

Administrator D felt that the college has attempted to provide professional
development for members, but he is of the opinion that more resources, both financial

and human, are needed to ensure that plans are put in place and opportunities are

provided.

uestion S: P ery Example 2

2) Do college goals foster self-impi in college bers? Should
they?

In response to example 2, all administrators agreed that the college goals are

intended to promote self-imp in college b H , what actually

occurs in practice may not be what was intended.
Administrators A and C point out that a major objective of the college mission
statements is professional growth of college members. However, whether that actually

happens is another matter.
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Administrator B felt that the college goals were well intended and presents an
example of how college goals foster self-improvement in members: The impact of
technology is affecting the goals of the college which in turn are affecting college
members. Instructors for example, often need to leam these new technologies for
course delivery. In response to this need, the college offers in-house training to those
who have the initiative to take advantage of it.

Administrator D was of the opinion that in order for faculty and staff to
educate and train individuals for the workforce, they must also be improving

personally.

esti

nal M. Example 3

3) Does the college celeb or ack viedge the achi of college
members? Should they?

Example 3, prompted a unanimous response of "not enough” from the
administrators.
Administrator A states that there are some acknowledgement strategies being

used, such as newsletters. However, she believes that since the college is a public

there are icti on il i for example, implementing financial

would be ically i ibl

knowled; i being used.
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Administrator C felt that the celebration of achievements could be done
formally or informally. However, she believes that a formal incentive system would
have to be worked out. She is of the opinion that the public college has, in general,
done a poor job of promoting itself to the public:

But even in terms of the media and public relations that, we to a large extent,

we haven't done [it]. I think that one of the big weaknesses of the previous

history of the college system is that in public forum we have not celebrated our

i s % 6F achi

in and we should be doing
more of that.

Administrator D also felt that there was no real recognition of peoples’
achievements. For example, he talks about individuals who had taken leave without
pay or with reduced salaries in order to upgrade their skills and abilities:

I don't think there is any real recognition when this person comes back and is

more qualified for the position. I don't think we really recognize that in any

form and I think we should.

uestion S: Personal Mast: xample 4

4) Does the college encourage people to seek out challenging opportunities
that test their skills and abilities? Should they?

All Admini: ded with a ing "no" when with

example 4.
Administrator A states that in a climate of restraint, "these opportunities are

often missed, overlooked, or consciously ignored”. She also felt that this was

fc idering such istic times ought to be capitalized on and

probably would be by proactive individuals.
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Administrator B believes that the college does not encourage such activities in

an "overt way” and that only indivi who are " vhat inds of the
organization” could take up the challenge.

Administrator C felt that in the past, the colleges did not have the structure
required to challenge members:

There have been artificial barriers to challenging staff in terms of rules and
regulations and I don't think we've dealt with those rules and regulations to a
large extent in a flexible manner. We've kind of, in a lot of ways seen things
from a black and white instead of grey and moving the barriers around, so that
we can enable staff to have opportunities, whether they be leaves to go back to
industry in their particular areas, to have a real life situation again, whether it's,
for instance, an ini: to go into a cl ionally where you
can talk about the aspect of leadership with students who will be the future
leaders and that's one thing I have put forward myself. It's important for me to
be real and to go into classes every once in a while, talk about those generic
things that I have some skills to share in or debate with or whatever, but
certainly there have been many staff in the past who have come forward and
made suggestions that I don't think have been fully listened to or enabled. I
think we have to start listening more in terms of the creative ideas that can
come forward and enable some of those things now to happen.

Administrator C also expresses the view that college members, and in particular
administrators, are not trained in the techniques required to encourage members to
seek out challenges:

Even if you have the structure, I think that the aspect of being broader thinkers,
seeing the big picture so that you're not always boxed by compartments,
departments, to specific thinking and I don't think in our past schooling, people
of my age for instance, really were enabled to do that through our schooling
from kindergarten on and now we have to sort of go back and be re-educated,
if we're truly going to have an administrative being that enables that. If we
don't do it ourselves we're not going to enable it.

Administrator D describes the college's position as "reactionary" when it comes
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to encouraging members to seek out i it i , the onus is

on the individual to seek out such opportunities and the college will then "react to the
request”. He felt that if the college promoted a general awareness program, as
discussed above, members would be more encouraged and supported in their

endeavours.

uesti H ] . iti P nal in_the Col
Question 6 sought the administrators' opinions on the identity of the college
members who should be practicing personal mastery:

A6. Who in the college should be actively engaged in lifelong learning and
continuous improvement?

Administrators B, C, and D state that all college members should be actively
engaged in personal mastery, whereas Administrator A felt that faculty and staff
should be engaged in such activities.

Administrator C also points out that ivities are

often focused primarily on faculty, however, this is overlooking the important work
done by the support staff:

I guess [ have a bit of an advantage in that I have been an administrator of
support staff to a large extent in the student services area and know how

i their ongoing emp through i ion and growth through
professional development is to our students in terms of they're being the first
that they meet at the door, etc. That those people that counsel them into
courses and provide them with advice...or shoulders to lean on at times. So
there needs to be a greater integration of faculty and support staff needs as well
because often times the jobs are very, very integrated.
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Administrator A believes that faculty and staff should be actively engaged in

personal mastery:

I strongly think that it should be the faculty and staff - the people that do the
actual work. These are the people that need to have the most current, the most
technically competent skills, I should say knowledge, skills and attitude
developed.

She points out that the administrators have leaming experiences available to them,

outside the college, which the faculty and staff do not have available:

For the persons that are in administrative roles at the campus or college
headquarters level, they have an opportunity to see outside the college system
periodically and that in and of itself constitutes a lifelong learning environment.
Although it might be implied, the implicate nature of it is a benefit. That is
not readily available or identified with by the faculty and staff and they are the
individuals that benefit the most because they perform the work and that it is
where the resource and opportunities should be put.

ion 7: riaten: in; n: during the Col

Restructuring

Question 7 solicited the administrators' beliefs on the timeliness of fostering

personal mastery during the restructuring of the college system:

A7.

Given the restructuring of the college system, do you feel the time is right
for fc ing or inuing to foster i imp and lifelong
learning?

In general, all administrators agreed that the time was right to foster the

development of personal mastery. ~Administrator A believes that a period of

transition is also a time of opportunity, thus there is no better time to rework the

organizational policies, keeping in mind the financial constraints:
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Because it is a period of !nnsmon it probably offers the most oppommlty to

identify lifelong lwmng and p as u effort of
the organization, in so far as the king of izati the
retooling of the post secondary system in the province has a financial
parameter. Within that financial policy can be blished to identify

specific resources on an ongoing basis for professional development, lifelong
leamning and continuous improvement of faculty and staff.

Administrator B asserts that the time is definitely ripe for developing personal
mastery "if" there is a period of stability for the next 3 to 5 years. He also felt that

people must become hat "ind d of the ization if they are not to be

continuously victimized by change. This type of personal and professional
development would keep individuals ready for a world of change:

I think what people are learning now, certainly in the college system, is that
there's no such thing as security or loyalty or commitment. People are not seen
from a human resource i where they ibute ‘a' icular thing
to the izati You're very di bl

Administrator B points out that in these uncertain times, it is difficult for an

to ibute to its ip's ional growth because there is

such a short relationship with these individuals:

In some cases, most people are starting to feel that... the organization don't
want to have a commitment. That they would rather, in fact, recruit someone
for three months or six mond!s and then let them go. So in that context, it's
very difficult for an alot to i

and professional growth of people because their relationship with the individual
is very short term. So that's why I said earlier, that it's becoming an individual
thing. That what the individual needs to do is to develop strategies where they
become independent of the organization.

Administrator C was of the opinion that the new provincial college is moving

in the right direction as indicated by the shared I hil h being modelled by
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the President and senior executive, as revealed in the job interview she experienced,

and as i d in the
We have started off on the right foot through the leadership of the President
and the senior executive, in that even in the interviews for the... positions we
were asked questions such as "Do you think you can indeed work as a leader
of a team? Do you think you can implement shared leadership?” and it has
been put forward that the evaluation that will be done with us will be done
largely on the basis of our proven ability to impl that kind of phil h
I think that we have started off on the right foot. I've got a lot of hope for d'le
future in that respect.

Administrator D felt that the college cannot afford not to move in this
direction. He hoped that the new college would direct a portion of the limited

into the i areas.

8: Addition mments on al Mastery

Question 8 sought

A8.  Are there any additional comments you would like to add on element
A?

The only additional comment made was by Administrator D. He points out
that since the college is trying to impress upon the students, "the significance of
lifelong leamning”, it needs to model that behaviour for the students.

See Table 3 for a summary of responses.



Question # Administrator
Label A B Cc D
Al: Importance- | Very important Very important Very important Very important
Administrator?
A2: Importance- | Yes, if they are | Yes, generally. Yes, however Yes in the past,
Members? committed Need stability & morale is low- had commitment
clear values cynical Future-hopeful
A3:Source of Individuals Executive Administrators Top incl. board
L i & i then members and president.
professional Lead is same share leadership. | Lead is president
organizations Lead-
administrators
A4:Does college § Yes to limited No, not a lot. Yes,in theory Yes, to a limited
foster personal || extent. Organizational very little in extent.Too soon
mastery? role being practice for new college
AS5:Strategies? Vocational plan
D De De
AS(1): Yes,not enough | Not enough Yes, has started | Yes, need more
Professional in new college resources and
Development? with admin. opportunities
A5(2):College Yes in mission Yes, well Yes, in mission Yes, nature of
Goals? statements intended statements the job
ASQ): Yes but are Yes, not enough | Not enough Not enough
Celebrate? restrictions
AS(4):Encourag- | No,not in climate | No, not in an Not enough,there | Lacking here,
ement? of restraint overt way are barriers. very reactionary
A6:Who? Fac & staff Everyone Everyone Everyone
A7:Is the time Yes, it is a time Yes, if have a Yesare Yes,it must.
right? of opportunity period of stability | indicators.Future | Need to provide
is hopeful resources

68
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Personal Mastery: Conclusions
The data collected in response to questions Al to A8 show that administrators
believe that the element of Personal Mastery is feasible for the college system. The

believe the phils hy of lifelong leamning and continuous improvement

is important to most college members. They state that everyone in the organization
should be actively engaged in personal mastery and felt that the time is right for
fostering the development of this element.

Reasons given for its significance included personal mastery as a basic
philosophy of: the college system, administration, and student-centred educational
approaches. As well, it is a means of developing trust through modelling.

Issues of concern raised by the

organizational instability (which has lead to low morale and cynicism), restructuring

and izing (which have di bers from seeking out challenging

unclear izati values (due to poorly communicated values
resuiting from the loss of organizational memory or lack of a sense of history), and
benchmarking.

The administrators agreed that the philosophy of lifelong leamning and

imp! must be by leaders at the top of the organization.
In general, they felt the college system must do more to develop personal mastery

through i lebrating and ack ledgi hi , and

to seek out chall
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ment B:
Senge's second discipline of the learning organization, Mental Models, was

presented as Element B to the ini: Admini. were i d to the

concept then asked to apply it to the community college setting in answering the
questions to follow.

Eight of the sub-sections below present a complete analysis of the data per
question on element B. These sub-sections describe the administrators’ beliefs,

perceptions, and opinions on the concept of mental models. Table 4 summarizes the

from the ini; The ninth sub-section briefly izes the
results and draws conclusions on the feasibility of mental models for the college

system.

ion 1: Importance of Challenging Mental Mod,

Question 1 sought the administrators' personal beliefs on the importance of

hallenging the ions of college
Bl. How important do you believe challenging people to rethink their

views of work is to the college system? Why is it (un)important?

All of the ini: agreed that ch i by views of work was

very important to the college system.

Admini: A felt that individual belief systems change much slower than

the changes ing in society, therefc itis i to chall people "up
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front” in order to speed up the process.

Administrators B and D believe that challenging peoples’ views is fundamental
to the college system. According to Administrator B, "this is what we are all about”;
college members prepare people for the world of work, therefore, they must be current,

otherwise, the services they are providing quickly become irrelevant. In his opinion,

the role of the ization is to its and provide them with good

information on work practises in the corporate world.

Admini D ized the dous impact of change and knowledge
on the worker, on the students, and on those who prepare the students:

We can never teach a person enough anymore. I mean information is just so
astounding - it's out there, that we cannot, in one or two years, teach a student
what that person will need to know out in the workforce and then that is
continuously changing so the person has to know how to leam. So considering
all that, we have to re-think the way that we teach or instruct students. Our

h, our teaching methodology, even the whole way that we manage the
organization, how we involve students, the whole collaboration, teamwork, how
we even evaluate students. So we have to consider how the world is changing
out there and what the expectations of our graduates are going to be. In order
to prepare them for that, then we have to change.

Administrators B and C both point out that the college is often too inflexible
and raises too many unnecessary road blocks. In Administrator B's view, the college
needs a change in attitude:

I'm finding in some cases that you have individuals who are interested in doing
that [challenging views], but sometimes the organization is not very flexible in
making that particular accommodation. Like for example, the opportunity to
Telework, now, is clearly an option... Lots of what we do can be done
remotely. We have people teaching programs for us that don't live or work
[nearby] and they're at some other location. But to do that in a more intense
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way or to broaden your base of operations in that way, it would require that the
organization start to rethink the way they're defining the job.

Administrator C explains that in the new college system, old policies and
procedures do not work anymore since the college is now using a shared leadership
approach: Therefore, the methods used to examine and evaluate decisions need to be
changed so that the leadership teams can examine larger, more general issues on a
more frequent and informal basis:

I think it's very, very important if we want to build shared leadership that the
old paradigms be questioned and that every time that we implement decision-
making, particularly on a broad basis, that we re-evaluate and say after the
decision has been made and implemented, "how did that work? What was right
about it and what was wrong about it and maybe even we should look at it in a
different respect”, and I think in a less formal way that it's healthy at times to
put away the day to day management issues of the team table and say "Let's
today examine a quesuon of a larger nature md how do you feel about it", and
have a mini around the team table.

That's sort of... like I said, away from the day to day activity.

uestion 2: The Im f Challenging Mental models to Col
Mem
Question 2 sought the administrators' opinions on how important the general

bership believe challenging people to Iy their views of work is to the

college system:

B2. Do you believe that most people in the college system also see this
concept as (un)important?

Administrators A and D agreed that most members of the college organization
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would see this concept as i whereas Admini: B and C were uncertain,
or doubtful, as to whether college members also found mental models important.
Administrator A states that people recognize the need for change, when the
change does not affect them:
People strongly recognize the need for change and the challenges to their
assumptions where it doesn't involve them. So an individual would be open to
change; be strongly influenced by efforts to change as long as it didn't effect
the way they operated th 1 That's the ion which has to

occur.

Administrator D asserts that even though it would probably be more difficult
for people who have been in the system for a number of years to change, a growing
number of these individuals do see the need for change: "They're in contact with
employers and business and industry when their students are on the job during work

terms or whatever”. He refers to the i of i and

general awareness for stimulating change in these individuals, as discussed in Element
A
Administrator B felt that the opinions held by college members depends firstly,
on who you talk to and secondly, on the organization's ability to "deliver on
something”. He explained the second point by saying that there are a number of
external constraints, both political and environmental, on the college:
It's easy to have a point of view, you know, but actually to be in a position
where you can deliver on that is something entirely different and there seems to
be constraints that reside in the external environment with respect to the college

- there are some things that are really, really difficult to change because the
control of these elements don't reside in the organization.
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Admini: C was in about the i placed on mental models
by members; her reason, "we have been taught not to be divergent thinkers”. A point
she made earlier in discussing question AS5(4). As a result, she believes college
members have kept the old paradigms in place and have probably made "the same
mistakes over and over again". Therefore, she feels more accountability should be
built into the system.

Administrator C also points out that students now question the system much
more than in the past. A behaviour that often intimidates other college members:

The instructional modes are being questioned more and more by students who

are older students, are more assertive students and more than we were before.

‘Whereas before, maybe people were more of a mode that Ih:y ‘were empty

vessels being filled with k led; Now they're i the

that is being extended to them and sometimes we don't know how to hlndle

that. Sometimes we rebel as staff, as faculty, against the rebellion of students

and now we've come to a new age and we've got to leam to look at things in a
more varied, from a more varied point of view.

She believes the point of view we currently hold comes from the secondary and post
secondary school systems. She states the post secondary system must change in order
to help develop divergent thinking in its students:

A lot of things that were taught were of a management, administrative nature
as to how to do class scheduling and those kind of mundane type of things,
necessary things... and less concentration on learning to be enablers of people.
So there are new paradigms that are needed in the university system and
college system in terms of helping people towards that as well.
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ip for ing Assumptis
Question 3 sought administrators’ perceptions of the source of leadership for

challenging members’ views of work in the college setting:

B3. Who do you feel should be ing college bers to
their views of work? Should anyone take a lead role?

Administrator A asserts that the coll should be ing a
of beliefs. Admini B and C felt it should be the local, campus

or team leaders, whereas, Administrator D was of the opinion that the overall decision-

makers should be encouraging this process.

Admini: A felt that should chall h lves to identify
areas of change: "These are the people that are in the industries, in the teaching
profession, they deal with the students, they have the most up-front insight into what's
happening”. She feit the lead role should be taken by the head of the organization.

The leader’s role is to il and motivate individuals to think in this way:

Motivation has to occur. The leader, the head of the given organization, no
matter what size it is, has to influence that and by influence, I do not mean
direct it to occur. Influence would be to rnonvnu individuals to think in that
way and then th lves draw ber we are dealing with
professionals here, people who are trained in a given area and also, should be
trained to teach, so the melding of those two skills, the bodies of knowledge,
into one individual and that individual is only one of a team, then they
certainly have the wh ithal to but it has to be
influenced by the leader.

Administrator B believes that encouraging members to reassess their views is

"an executive role, but it has to be a distributed responsibility". He felt the
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organizational point of view had to be "put on the ground" with appropriate leadership
at different campuses, at different locations, and in different groups. He also felt that
the unions should become more involved:

I think that unions, too, should start to play more, you know, open-minded,
kind of aggressive role here in helping their membership cope with change.

Administrator C was of the opinion that anyone in a leadership position should

be ible for ing college bers to I their ions about
work:

Whoever is put in a leadership team, leadership position and there will be lot
of people who will be put in that position. Some of the times, in a team
approach to things, there is a rotating facilitator ... so everybody gets the
opportunity.

She also states that the people put in leadership positions should be empowered by
their leaders to do the job:
So anyone who is provided the opportunity to provide for leadership should
also be enabled by their leadership to take a view to challenging people who

they are put in the position to lead. It's an ongoing, but very comprehensive
i that's Y.

‘With respect to the question of who should take the lead role, Administrator C
felt that in general, it should be taken by the head of the organization:
‘Whoever is the overall leader I think...In the new structure, we have seven

District Administrators, [they] definitely need to be... given that responsibility
and held accountable that [it] will happen in their areas.

Admini D states that to luate

must first come from the board and the President - the overall decision-makers of the



college - they must take the lead role. It is also their responsibility to ensure that

as well as ities for are made available to

faculty and staff:
So again, it has to come... initially from the people making the decisions, that
have the ability to do those things and then from there, at the middle
management position and working then with the faculty themselves to initiate
this change.
ion 4: ment: e of M Maodels in the Colle:
Question 4 sought the administrators' opinions on whether the college currently

challenges the assumptions of college member:

B4. Does the hall people to re-examine their
assumptions about work?

Administrators A, C, and D felt the college was challenging peoples’ beliefs to
a certain extent, whereas Administrator B was of the opinion that beliefs were not
being challenged in any formal sense.

Administrator A believes that the system does challenge members at the
administrative level, but not at the instructional level:

The unfortunate part about it is, that I think it is ongoing at the administrative

levels and not enough is being done to cause that challenge to occur where it

needs to occur - in the traditional instructional areas.

Administrator C was hopeful that the "seeds" of this are there in the new

college system. In the past, she feels there were some elements of challenging the

membership, but somewhere along the way this view was lost:
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I think there has been elements of that throughout the college history. Maybe
years ago when the community college system was developed in the States or

the first in the p were in the Bay St. George area,
there was an excitement created by the aspect of staff being more involved,
being chall, d and along the road and some of it may

be due to restructuring, msnb:hty. financial restraint and whatever, we've done
the things that had to be done and forgotten about the aspect of doing the
things, like challenging beliefs, of involving people, but I have new hope now
that with what I'm seeing that there will be more of this challenging of beliefs
in the new system.

She states that beliefs will have to be challenged in order for the new philosophies and

d in various objecti that have been

to be i "It's

Administrator D asserts that the college does challenge the beliefs of its

membership especially given the changes in technology:

Oh, I think so, deﬁrmely I mun we're getting more nnd more into distant
learning, using , video fe cable, offering
more courses through distance, more self—dlremd leaming, more flexible
scheduling, more putting the student in the centre as the learner with
responsibilities for his or her own learning. So looking at that you have to...
you are challenged to change with these new philosophies.

Administrator B was of the opinion that the college does not challenge
members to re-examine their views of work in any formal sense, even though there are

some isolated pockets of this occurring.

Question 5: Strategies for the Implementation of Mental Models

Question 5 sought ini; pi on ies that are currently being

used, or that should be used, to challenge beliefs in the college system. The question
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was composed of an open-ended query, followed by a number of examples of
strategies:

BS.  What sorts of things are being done or should be done to encourage people to
re-examine their views or assumptions about work? Is it enough?

1 have several examples here which I am going to ask for your input and
opinion on, example:

(1)  Does the college encourage people to seek out innovative ways to
improve what they do in the organization? Should they?

(2)  Is risk-taking encouraged WITHOUT having to worry about negative
consequences if things do not work out? Should it be?

3) Does the college set aside time for reflection by organizational
members?

@ Does the college emphasize 'why' it is moving in a particular direction
and not just 'how’ it will change? Should it?

In response to the open-ended query, a number of strategies were identified

udil changes in i i methods, changes in instructor roles, changes to

student services, i more flexible ing, and a
more student-centred approach.
Administrator A outlined a number of instructional modes which challenge "the

normal delivery”, includi distance ion, home study program,

I¢-directed learning, gy e
semesterization. As well as, changes in instructor roles:
All of these sorts of things have challenged in the past five years, I would

suggest to you, more so than ever before in post-secondary education, which
was normally traditional chalk and talk lecture. Now the instructor's role has
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changed to being that of both deliverer of instruction to the facilitator of
learning.

Administrator B provided an example of challenges to the student services
department that involves a number of college members:

They're talking about introducing an element of service that is critical to what
students want and need so student councillors, student information officers and
others will be challenged, I guess, to re-evaluate, you know, the kinds of their
services and to start to look at it from the student's perspective and hopefully to
realign then what it is they do more in keeping with what students expect, what
they want.

Administrator C states that the college's commitment to involving faculty and
staff to a greater extent, would create an environment that would naturally challenge

beliefs:

I think the aspect of involving, i to i ing faculty to a larger
extent in curricular development, program review, program approval, policy
review, policy development, involvement in the senior team, I guess which
would be the academic council - there is a i to set up an

council with a large percentage of that council being faculty and staff. I think
all of those can't happen successfully unless challenges... there will be many
challenges in that environment to current beliefs because the bottom line, the
decisions will be made by and so back and
forth, will be an aspect, a necessary aspect of that whole involvement aspect.

Admini C also di various i i thodologies, such as

distance education and open leaming, as new philosophies that would challenge
beliefs.

Previously in question B4, Administrator D had outlined a number of changes
which are currently challenging the views of college members. The list included:

instructional methodologies, more flexible scheduling, and a more student-centred
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approach.

Question 5: Mental Models Example L

m Does the college encourage people to seek out innovative ways to
improve what they do in the organization? Should they?

In response to example one, Administrators A and D both agreed that the

college does college bers to be i ive by ity, A
B felt it was situational, and Administrator C felt the college had not provided enough
encouragement in the past, but she is hopeful for the future.

Administrator D believes that the college was probably forced to be innovative

firstly, because of financial constraints; in order to do more with less, other methods

of offering training had to be pursued. ly, because of i
from public and private organizations. He feels that the college has just started to be
innovative:
I think we've just started actually. We've just opened the doors with regard to
information technology and what can happen there and I'm sure, you feel as [
do that there's going to come a time when probably buildings and facilities like
this are going to be for very few programs where we need probably some little
structure of labs and so forth, but many programs will be offered - the place
won't matter and the time won't matter.
Administrator B felt that college support for innovative activities is situational:

in some situations, it is possible and actively supported by the college; in other

the i ion is ined because the ization is not in a position to

respond to or accommodate the change. He then states his belief that the college is
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not a good leaming organization:

To me the college is not a good leaming organization in that respect because it
keeps repeating historic problems that it's had for some time.

Well part of the problem too is continuity, I think, you know, if you
continuously change something and then you continuously change the personnel

iated or ible for the ization, then there is no sense of history.
You don't... you can't build on or bring forward those things which were good
and so you end up reinventing the wheel, I guess. This is what I see
happening quite a lot in our system.

Administrator B believes that the college should challenge the beliefs of members, but
to do this correctly it needs a plan:
I think that they should do more of it, yes, but I guess it's like anything, if you
throw seeds at a piece of ground kind of indiscriminately some will take and
some won't and I think that is what you have now. You need a better plan.
Administrator C was of the opinion that the college did not support innovation

enough in the past, but she is hopeful for the future. She points out that innovative

ideas must be supported and "carried out" so that staff will believe the ideas are

valuable.
3 tal mple 2
@) Is risk-taking encouraged WITHOUT having to worry about negative

consequences if things do not work out? Should it be?

Administrators A and C both felt that risk-taking, without having to worry

about the negative was not d, whereas Admini: B and

D thought it was situational.
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Administrator A was of the opinion that people were "very risk adverse”, for
good reason:

When you're in a downsizing situation or right sizing situation you don't want

to be caught out in "the tried and it has failed". It has been said, "it is better to

have tried and failed then not to have tried at all", but if you don't try at all
then you can't say you failed. Unfortunate as that may sound, that is the
opinion I think that is held by a lot of people.

Administrator C felt that in the past, risk-taking without having to worry about
the consequences was not supported to the extent that it should have been. In the
future, she believes people will be risking more by being more involved, being asked
for their opinions, and being asked to make decisions. She feels that college support
will be demonstrated when resources are put into "activating that risk-taking".

Administrator B felt that support for risk-taking, without having to worry about

the negative consequences, was situational. He was of the opinion that only the

prepared factions should be ically involved in ial activities. The
outcomes should then be transferred throughout the college. He suggests this
mechanism so that the traditional services of the college are not put at risk and the
students are not motivated to have a "damaging" point of view.

Administrator D felt that the support for risk-taking varied from campus to
campus, department to department, college to college and administrator to
administrator. He did feel that the college should be encouraging risk-taking and felt
that someone, other than the individual pursing the risky activity - the department

chair or administrator - should be willing to assume the responsibility. He asserts that
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the college must be willing to take risks given the current environment and in order to

realize the potential of the college.

A3) Does the college set aside time for reflection by organizational
members?

The researcher intended this example to refer to personal time for reflection by

L itis i ing to note that Admini B, C, and
D interpreted this example as time to get together with others and discuss college
matters; an interpretation which is very similar to question D5(1).

Administrator A felt that some personal time was provided, Administrator B

was of the opinion that there was plenty of time available, whereas Administrators C

and D believed that not enough time was made available for reflection by b
Administrator A felt that some time has been allocated for reflection by
members. However, she feels that an analysis of its usefuiness and its effect upon

decision-making needs to be ducted by a profe

This again begs the concept of a professional organization which would
examine the issues that challenge the faculty and staff of a college. Groups
exist which look at this in various campuses and various colleges, sure, and
there has been time for reflection, however, it is not examined, I don't think, on
a basis which can provide constructive criticism and influence the decision-
making process as it currently exists.

Admini: A had previ di: d the role of a i ization in

question A3.



Administrator B felt that there are lots of ities for personal
“"that would be entirely up to the individual". He feels the problem lies in
opportunities for collegiality and team work especially since the inception of the
college system:

There was very little exchange between senior managers - somewhat isolated in
many respects and usually when there are meetings and things like that there's
a very tight agenda - in and out the same day.

However, he does feel that maybe this will change with the new structure.

Administrator C states that the college does not set aside enough time for
reflection by members and points out that there is a lot of wasted opportunities for
professional development:

[There] are indications that this will be enabled in the future, but in the past
there has been a lot of wasted opportunities, particularly at the end of the
tndmond two-semester system. There was wasted staff potential and

in activities outside the cl for instance with faculty, but [
think more and more thm has been more pmt'monnl development days,
teams involved in developing weeks of
All of the colleges I think did some things in the past few years with respe:t to
that so, I would hope that that would ccrmnue maybe in a more general, more

‘way the year and in various types of ways.

Administrator C also expresses the view that more "strategic planning” is needed, from
an individual and a college perspective. She believes that participation in activities
such as conferences and workshops should not be done on an ad hoc basis, but should

be directly linked to an individual's personal d plan. Approval of such

activities should be based on cost efficiency and effectiveness to the college. In the

final analysis, she would like to see a better strategy and greater responsibility on the
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part of staff, to give something back to the college system:

And a greater responsibility put on staff who there's money [being] spent on to
effectively - beumellhmkwnnngnmponeanbeaverymeffecuvewgy
but making signi ion of that dge at the i after
their involvement in whatever.

Administrator D felt that there was not much time "for everybody to get
together and really reflect" and believes the college should be doing more of this by
department, by campus, on so on. He also makes the point that college members are

so caught up in their daily activities that "we don't really take time to reflect”.

Question S: Mental Models Example 4

(O] Does the college emphasize 'why' it is moving in a particular direction
and not just how' it will change? Should it?

Administrators A and B both agreed that the college does not explain why it is
moving in a particular direction, Administrator C felt that not enough explanation is
given, and Administrator D stated that the college did give explarations of "why" to a
certain extent.

Administrator A felt explanations were not adequate - only financial
considerations were given.

Administrator B felt the changes in the college system are "imperatives”". He
believes that the imperatives come mainly from a political source and have a lot to do

with economics. He goes on to say that the question of effectiveness "gets poorly

attended to, if at all" and that there is a lot of i ing, "the
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between and effici and between and

Generally what happens, those who make these kinds of decision rely on
structural change to accomplish things which are not related at all to the
structure.

Administrator C felt that in the past, not enough explanation was provided,

people were just told how things would change, not why they would change.

However, she believes there is a i to ication and i in
the new college structure:

My philosophy, I think that of others now, is tell staff what you don't know as
well as what you do and then they know that you're not hiding things, that they
have the full information or they don't have the information because you don't
know it. There is a i there to i i what is
being done and again, going back to all the previous things we talked about, a
commitment to involve them in decision making.

Administrator D was of the opinion that the college had explained, to a certain
extent, why it was moving in a particular direction. Examples of reasons given
included changes in the workplace (which in turn require changes in the college) and
financial constraints. However, he does feel that the college has not done enough in
terms of strategic planning:

I don't know if we've done enough with regard to really strategic planning and

say... really, really letting it go and saying what are the possibilities. I don't

know if we've really done that and saying this is where we'd like to be, but by
doing the five year strategic plan which we have done as a college, I think it

helps identify as to why certain things are happening and people can see that
plan unfold.
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Practitic f Mental Models in ollege

Question 6 sought the administrators' opinions on the identity of the college
members who should be engaged in challenging their beliefs about work:

B6. Who in the college system should be re-evaluating their assumptions
about work?

All Admini: agreed that everyone in the college system should be

engaged in challenging their assumptions about work.

Administrator A states that we all have a role to play. She believes if the
organization is structured to allow for autonomy, then that autonomy should allow
individuals to examine their roles and how they pursue their personal and
organizational goals.

Administrator B felt that this question could be examined from two points of
view; from a personal and a generic perspective: The personal perspective refers to
an individual's particular job or work assignment - how it gets carried out, how it

to the ization, how it imp , etc.; the generic perspective refers to

the general relationship that exists between the college members and the organization.
In the past, people were very dependent on the organization and had a sense of
security and permanence attached to their work. He believes that this type of

relationship is generally gone now and individuals really need to look at "getting that

indy d: " which he ioned earlier. He believes the dependency relationship

between the individual and the college was "really overdone” in the past:
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That's no longer true, but again I think the message from the organization is
clear. That the organization don't want that, but the individuals themselves
have to get more proactive... And it's a lesson that's hard leamned in some

but again, you know, they have to leam that aspect of it. That really
they need to be independent of the organization.

Administrator C was of the opinion that no matter who you are in the college
system, you must be able to re-evaluate your beliefs; this is your responsibility to the
people to whom you are accountable:

I think whoever you are, whether you're an administrator or a faculty leader or
faculty person or whoever, needs to always offer to those who he or she is
responsible to, that ability to evaluate, that ability to be held... that openness to
be held accountable and to make a commitment to do things and to say if [I]
don't do this, will you please let me know if I should be doing it differently,
please let me know. Keeping the doors of communication open so that there is
a continuous dialogue that is growth producing, I guess.

Question 7; A i of Fostering a R ion of Mental Models

durin; llege R

Question 7 solicited the administrators' beliefs on the timeliness of evaluating
the mental models of members during the college restructuring:

B7.  Given the current restructuring of the college system, do you feel the

time is right for fostering or inuing to foster a ion of our
assumptions about work?

All administrators agreed that the time was right to foster a re-evaluation of our
assumptions about work.
Administrator A states that there is no better time than a time of change, to re-

evaluate one's role in an izati She gives the ing
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The reason being is that once a change, for any reason, has been initiated, we
have a momentum that is developing and the concept of change should be
meptedbydllhosewnhmdmorgmmon. Tlu.tmneeptmdlmgedlencln
be translated into attitudes and aspi the role, and
future of the organization and the individual within it.

Administrator B believes that re-evaluating one's personal role in an

dergoing a ing, is inevitable. However, he is skeptical about

the impact such an evaluation would have upon the organization itself. He re-affirms
his belief that the college is not a learning organization and claims that it is not

true that if individuals leam the ization also learns. He argues that

the college is a young organization that has never been given the opportunity to
mature - it has no sense of history:

I don't see the organization in this context sort of leaming from its mistakes or
being systematic in that context because it never gets to be an organization
long enough to actually do that. It takes a long time, you know, for an
organization, decades really, over a period with some stability, especially in the
colleges and things like that. We have people come from Scotland where there
is a lot of tradition in their colleges and you look at the depth of what it is they
do and the quality of the things they do. They have a lot of stability. They
respond to change.

Administrator C believes it is a good time for members to reassess their views
of work, that a period of change produces momentum. She suggests the college
should try to leam from the past:

Look at things that have been brought forward before in terms of the way

things haven't worked or could work better and go from there in terms of trying

to improve the way the college goes about its business.

Administrator D considered this to be an especially good time for members to
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re-assess their assumptions about work since a new system is being put in place that
will take them into the year 2000. He feels the college should do a thorough job of
gathering information from the five colleges, analyze what works well, and try to
integrate those elements:

You're bringing five colleges together, each one is probably doing different
things differently. Let's look at it, let's leamn from them and let's look at the
provincial picture and see what's been working best and let's try to integrate
that into the provincial system. Again, you know, it's going to take a lot... lots
of times we've made decisions without, I think, really doing any research,
gathering any data Let's stop doing that. Now is the time. We're doing it...
let's do it right, I think.

A imil utlining a izati as well

as the mission and goal statements from the regional college system is provided in

Appendix F.

ion 8: Additional Comments on Mental models

Question 8 sought additional from
B8.  Are there any additional comments you would like to add on Element B?

The only additional comment made was by Administrator D who states that the
only constant now is change - a change in views and a change in actions.

See Table 4 for a summary of responses.

Men! dels:

The data collected in response to questions Bl to B8 show that there is no



Question #: Administrator
Label A B C D
Bl: Importance- | Very important | Very important | Very important | Very important
Administrator?
B2: Importance- | Yes, as long as it | Don't know. Dubious,members | Yes, a growing
members? doesa't affect Depends on are not divergent | # of people see
them members & i Students | the need for
college’s sbility | more assertive. | change
to deliver
B3:Source of Colleagues Executive role. Anyone in a Overall decision-
ip? || themselves. Lead | Must be leadership makers then
is the head of the | implemented by | position. Lead is | filter through the
organization local leaders. overall leader. system. Lead is
More union top
involvement.
B4:Does college | Yes, at No, notina Hopeful the Yesnew
challenge inistrative formal sense.Are | seeds are there philosophies eg.
peoples’ beliefs? | levelNot enough | some pockets of technology
instructional level | this challenge people
B5:Strategies? Changes in Challenges to Increase in Instructional
instructional student services members’ methodologies,
modes and involvement & flexible
instructor role changes in scheduling & a
instructional more student-
modes centred approach
BS(1): Yes, by necessity | Situational Past.not enough. | Yes, by
Innovation & Future, hopeful | necessity
Encouragement?
B5(2)-Risk- No,not in down- | Some but is Past,no Future, Situational but
i sizing climate situational will increase we must do this
encouraged?
BS@3):Time for || Some Yes No,not enough Not enough
reflection?
BS5(4): why? No No Not enough. Yes, to an extent
Future,there is a
commitment
B6:Who? Everyone Everyone Everyone Everyone
B7:Is the time Yes Yes Yes Yes

right?

92
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consensus regarding the feasibility of this discipline. Administrators had reservations

about the feasibility of the element of Mental Models for the college system.

Administrators A and B believed that challengi ions is the ility of
the individual not the college. Administrator B felt that the college is not a learning
organization: He believes the college is pushing members to become independent
from the college which means that the members, not the college, are responsible for

Admini; C felt that have not been taught to

be divergent thinkers. However, she believes that the element of mental models will
be promoted and developed in the college system through professional development

and through the new shared | i h and being put in place.

Administrator D felt that the element of mental models is feasible because change, in

the form of new phi ies and ies, is i ing on y in the
college system; Yy has a ibility and a role to play - a holistic
view.

The four administrators agreed that they consider the challenging of

within the ization as very i , several

administrators were uncertain as to whether other college members would also

consider it i The four ini felt that v in the
should be actively challenging mental models and felt that the time is right for
fostering the development of this element.

Reasons given for the significance of the element of mental models included:
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its i in challenging and changing attitudes, its i in

preparing students for the world of work, and its importance in dealing with the
tremendous impact of change on workers and college members.

Issues of concern raised by the ini: included: inflexible attitudes and

structures, unwillingness to change, outdated policies and procedures, external political

and i 1 i lack of divergent thinking and accountability,
by ity, risk-taking, and challenges to the system by
students.
The administrators stated that the phil of i ions must
be d by leaders th: thout the izati In general, they felt the college

system must do more to challenge mental models through professional development,

the of ing i ion and risk-taking, and

explaining decisions made by the college.

Element C: ding Shared Vision
Senge's third discipline of the leaming ization, Building Shared Vision,
was presented as Element C to the ini: Admini were introduced to

this concept then asked to apply it to the community college setting in answering the
questions to follow.
Eight of the sub-sections below present a complete analysis of the data per

question on element C. These sub-sections describe the administrators’ beliefs,
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perceptions, and opinions on the concept of building a shared vision. Table 5

the from the ini; The ninth sub-section briefly
summarizes the results and draws conclusions on the feasibility of building a shared

vision for the college system.

ion_1: Th of Buildin; Vision _t ministrate
Question 1 sought the administrators' personal beliefs on the importance of a
shared vision in the college setting:

Cl. How important do you believe the development of a shared vision is to
the college system? Why is it (un)important?

All of the administrators agreed that building a shared vision was important to

the college system. Admini B and C di d the factor of control in shared
vision; Administrators B, C, and D di: d ship; and Admini Cand D
di d the i of college bers in building a shared vision.

Administrator A felt that the shared vision must be held by all stakeholders that

are i on by post- y 1 the provi the college system,

and the secondary system. Sub-groups within these stakeholder groups must share the

vision: staff, faculty, support groups, dary teachers,

in the d of ion, and g She then ibes her belief of

shared vision as well as the Colleges Act:

A shared vision for the college system would be delivery of or the providing of
ity for po: y i What can get lost in this process is
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the notion that the college system is merely a delivery agent for post-secondary
education within the province. The Colleges Act is a provincial piece of
legislation and has been designed to provide a vehicle through which post-

ities can be made i to people in the province and
that is a societal function that is taken on by the provinces in Canada.

Administrator A states that if the vision is shared then the college has started to
develop a common goal for the system. However, if any one of the players loses sight
of the vision, then the college has a weak link in the chain:

I think that's the reason that shared vision has to be held by everybody. People

make the system, the administrators within the system, the contiguous systems

that exist, such as the school system, the university, and the government
because they are contiguous to the college system. So we have to be an
integral part of the post-secondary continuum.

Administrator B felt that it is important to build a shared vision, but questions
the degree to which it is possible in a public organization. He is of the opinion that

there is a significant difference between public and private organizations. Private

are more and have more control than public organizations.

He states that the public college system could be changed overnight due to an election
and change in government. He then outlines his experience with the restructuring of
the provincial college system:

So, :s I lmow like as a college we went through a protracted community

perio groups and people within the
college to bring forward a mxssxon and to have a vision of what the
organization was, what it does in the community and these kinds of things.
Lots of work with faculty and administration and people and the community
groups and that kind of thing. Then just overnight, without any apparent
warning at all, that was completely and totally erased... So, as an entity ...the
College didn't exist anymore.
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Administrator B believes that it takes time to build a shared vision and to

create ownership among the people, ially in a provi with such a di: d

population and a diverse . He also rei that, "the in public

service things are more difficult than they are in private organizations".

Administrator B discusses Total Quality Management and continuous
improvement. He believes that in order for the college to improve, it must have some
autonomy or control over its affairs. Without this autonomy, it is extremely difficult
to learn and improve:

We talk a lot about quality and continuous improvement and things like that

here and I believe there is a direct relationship between autonomy and control

and effectiveness and improvement in quality... an organization can learn and
improve continuously to the extent that it has some control over what it does.

It has to be somewhat autonomous.

Administrator C is of the opinion that building a shared vision is very

for ping hip and a sense of control in college members:

I believe that it is an extremely important aspect of building ownership by all
staff of their 'raison d'etre’. I think people feel more in control if they're
involved in their future, of their destinies, and of the destiny of the institution
for which they work. I think the only way to go in terms of building a true
feeling of involvement is to ensure that the staff are enabled to put forward
their contribution as to what the district, the campus, the provincial college
should look like and should work towards. Some of the elements of that that
I've been involved with it helped develop a real enthusiasm about work and
about going to work each day. When people feel that they're involved and
they've had a role to play in that.

Administrator D believes it is very important for everyone including faculty,

staff, and administration to be "all headed in the one direction" towards a common
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outcome. Everyone has to feel a part of that vision in order to have a sense of

ownership and to want to contribute to the formation of the vision.

Question 2: The Importance of Building a Shared Vision to the College Members
Question 2 sought the administrators' opinions on the importance of a shared
vision to college members:

C2. Do you believe that most people in the college system also see this
concept as (un)important?

Administrators A, C, and D agreed that most college members would view the
building of a shared vision as important, whereas Administrator B was skeptical that
members would see this concept as important.

Administrator A believes that people in the college system would see the value
in having a shared vision, "as long as it doesn't affect them". She feels this is where a
transformationai leader is needed:

That's where the ion and infl of the ion leader has to

come in - has to identify the need for a vision, has to identify the common
beliefs that currently exist before that vision can be identified or articulated.

Administrator C asserts that college members would see shared vision as

In the past, bers had lained that they were not included in the

process. They have voiced the opinion that there was no point in putting their views
forward because they were never taken into consideration. She states that college

members are feeling cynical towards the restructuring process with layoffs, program
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Administrator D was of the opinion that members believe in the importance of

shared vision now, more so than six or seven years ago when they started to develop

mission goals, and objectives. He feels that in the past, there was
a lot of speculation as to why it was being done. There was a lot of cynicism towards
the outcome, towards how the input would be used. People felt it was a fad that
would pass; initially, people were not even aware of what it meant or how it would
guide the organization. Now he feels everyone is more aware of the importance of a
shared vision.
Administrator D points out that members are impatient. They believe that
when something is put on paper it should be implemented immediately:
I think, many times faculty expect things, not only faculty, but all people
within organization, when something goes on paper they expect things to
happen right away. Like with the quality movement, that takes a long time to
initiate that, to really get people really involved in an organization, but it has to
start somewhere and it has to start with the mission and, I think, sometimes
people, as you say, were probably negative because something didn't happen
right away. It takes times and commitment and it's a gradual... it evolves and
it has to permeate through the organization, but very slowly, so I think that that
would have undoubtedly been there.
Administrator B felt that college members are very skeptical at this ime. He
states that maybe over the next six to eight months, memories will fade and the
members will be more positive towards developing a shared vision. He explains that

it is difficult to get members involved now due to the eradication of all the work they

had done in the recent past:



It's very difficult to get people back into the process again particularly, if
there's not a good connection made between what was done previously and
what's going to be done now... People become cynical... there's no sort of
accumulated benefit from doing it, it becomes a waste of time for the people.

Question 3: The Source of L ip for the D of a Shared Vision

Question 3 sought administrators’ perceptions of the source of leadership for
developing a shared vision in the college setting:

C3. Whe do you feel should be promoting the development of a shared
vision in the college system? Should anyone take a lead role?

Administrators A and C felt that everyone should promote the development of
a shared vision, Administrator B believed that all stakeholders should be involved,
whereas Administrator D was of the opinion that the support should come from the
President on behalf of the board.

Administrator A believes that it is not just an administrator's role to develop a
shared vision. She points out that an administrator often comes into an organization
with a vision that is different from that of organizational members. She feels the
administrator's vision will change in response to the views put forward by other

1 bers and the izati culture:

So, to consider [it] an administrative function to develop a shared vision would
be a step in the wrong direction. The vision has to be developed from the
thought processes and history that currently exists and the impressions and
influences of the society in which it operates. From that perspective the
administrator cannot edict a vision. In actual fact, I feel strongly that the
admmxslntofs vlsxon that was brought to the organization will change

ion with the individuals that are in the system and
familiarity vmh the system itself occurs.
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Administrator C is of the opinion that everyone should promote the
development of a shared vision. However, the ultimate responsibility resides with the
President who must be held accountable for enabling others to develop a shared vision:
Dx ping a leaming ization, in the specific sense a shared vision, are
the ultimate responsibility of the head of the organization, the President, and
his accountability, I guess, is to enable the rest of us who are involved in a

leadership sense to have that viewpoint and to involve staff in developing that
role for the institution.

Administrator B felt that all stakeholders including; the President, the board,
community groups, and the department and minister of education should help develop
a shared vision. He states that in spite of the skepticism that exists, the development
of a shared vision must be pursued since it is pre-requisite to having a functioning

organizational entity:

Generally, people need to know about the ization, what the

stands for, what their role with respect to that and the like... What the college,

any organization I guess, has to do that through its stakeholders. You have to
d who your staket are and then to create that kind of vision

among these people. So that they have a view that's somewhat the same as it

relates to the organization.

Administrator B asserts that the ultimate responsibility is that of the President;
Over the years, he claims he has leamed that you can delegate efficiency, but you

for its

have to take personal

What the ization does relates to effecti and that relates to vision
and the like. So, the President has to take the responsibility for that.

Administrator D felt that the President, on behalf of the board, should promote

shared vision in the college system. He explains that if the faculty and staff do not
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sense a commitment from within the college, they will not believe in the vision. He
points out that faculty and staff must demonstrate, by their actions, what it is they
want others to be committed to:

I mean, even with a commitment from the college, there are still those that

question. So that has to be there and again, in everything I say, we have to put

into actions what we're saying. We can't just say that we're going to develop

this shared vision and this is what we going to live by but we have to also

demonstrate it in all that we do and that's in all members of the organization.

Administrator D believes that the President and the board of directors should
take the lead role:

To come out and meet with all faculty and staff everywhere, and say "This is
what we're doing, we're supporting this" and then we can go to work and bang!

ion_4: Devel tal Stage of Sha Vision in Ceoll
Question 4 sought the administrators’ opinions on whether the college currently
has a vision that is shared by college member:

C4.  Does the college have a vision that is understood by most members
now?

Administrators A, C, and D agreed that the college does have a shared vision,
whereas Administrator B believes that it is too premature in the restructuring process
to answer this question.

Administrator A states that the college does have a vision. However, it may
not be clearly articulated and parts of it may not be understood by college members.

Administrator C believe that the college does have a shared vision, but it is not



complete. At this point, the college only has a framework for the vision since the
college is young. She feels the membership will develop this vision over the next
period of time:

As to what the vision is and will be, there has been a commitment, again, to

involve staff in the building of the vision. So there's only yet a loose
framework for that because if it was all written down and decided now, it
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would mean that staff wasn't going to be involved and with only a few months
under our belt that assumption hasn't been made. It has been put forward that

we will get involved, so I think that this is again hope for the future in that
respect.

Administrator D points out that in the past, they had developed a shared vision

and feels that they are attempting to develop it now. He believes that many faculty
and staff may be critical, wondering "if we have arrived at where we wanted to be".
He does not feel that the college has arrived at that point and believes it would take
"many more years to do that".

Administrator D provides an example of actions taken in the past to help
develop a shared vision:

The President and the directors came around and w:d| the stnxegu: planning,

they got input from ybody within the ybody had an
opportunity to have input into that.. We developed a mission... which

everybody had input into - developing that mission and goals. So there's been

an attempt to do that, there undoubtedly has.

Administrator B felt the college does not have a vision "because the college is

embryonic now... it's currently in its formative state and it's yet to be articulated".



: Strategie lopmen Shared Visi

Question 5 sought ini: opinions on ies that are ly being

used, or that should be used, to develop a shared vision in the college system. The
question was composed of an open-ended query followed by a number of examples of
strategies:

C5.  What sorts of things are being done or should be done to create a shared
vision for the college members?

I have several examples here which I am going to ask for your input and
opinion on each, example:

(1)  Does the college have a systematic strategy for goal setting that
involves college members? Should it?

(2) Do members participate in goal setting? Should they?

3) Does the college vision foster faculty and staff commitment to
professional leamning? Should it?

[O)] Do college leaders show others how their long-term interests can be
realized by enlisting in and helping to create a common vision? Should
they?

®) Do college leaders clearly communicate a positive and hopeful outlook
for the future of the organization? Should they?

In response to the open-ended query, several strategies were identified,

viewing as using distri teams, and

demonstrating a commitment to shared vision through action from the top.
Administrator B points out that he prefers the term "stakeholder" to "college

member” because it implies ownership. He asserts that colleges who view
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stakeholders as customers will put more ize on ication and i

with that group. Strategically, he feels this can only be done through distributed
teams. He points out that the college has started to set up teams and distribute

th hout the izati he feels that it is too early to

know if it actually works:

It's just starting, but there is a fair amount of emphasis on distributed teams and
having areas of ibility that are multi-functional, that span across the
organization.

Administrator B believes that there is too much ambiguity in the administrative
structure, at present:

How much consultation is too much and who eventually makes the decision

with respect to getting stuff done. The question I have for this organization

now is ambiguity. To me there is a fair amount of ambiguity because of the

way the administrative setup is.

Administrator D feels that it is difficult for each individual member to have
input into the decision-making process, but believes that teams, representing faculty
and staff from various campuses, could be used to achieve this. He explains that when

the colleges were initially formed, there were no teams and no TQM programs, thus,

initial mission were ped without all having input.
However, he feels the new structure is different with its emphasis on teams.
Administrator D had provided an example of a strategy used to develop shared

vision in question C4 - site visits by the President and the board to get member input.
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(68} Does the college have a systematic strategy for goal setting that
involves college members? Should it?

In response to example one, Administrators B, C, and D agreed that the college
does not have a strategy in place because it is too young. Administrators C and D

agreed that the i is there. Admini: A stated that in the past, some

strategies were in place.

Administrator B simply stated that at this point, the college does not have such
a strategy, but feels it should have one.

Administrator C asserts that there is a commitment to develop a strategy for
input by members, but the specifics have not yet been set down. She believes that it

is a leadership responsibility to ensure that this happens as well as to ensure that

are given the ity to develop the specifics of such a strategy:

We all have, as the leadership, a responsibility for that to happen. I guess the
specific activities around that aren't all built in yet or have been articulated
because we will be given an opportunity to contribute to how that should be
carried out, who should be involved, having representation come forward from
the various elements of staff to be involved in whether it be building the
provincial college strategic plan or, from a district perspective, putting forward
the plans of the district of each of the seven districts to the provincial college.
1 think, again, the seeds are there.

Administrator D points out that in the past, the quality movement and TQM
had put in place a number of teams to set goals and objectives. In the new structure,
he believes the commitment is there to continue to have such a system for goal setting

and member involvement.
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Administrator A points out that in the past, the goal setting strategies were
often no more than paper exercises. She felt that this was fine for self-starters who

identify their own goals and measure their performance.

uesti : Buildin ion Exam)

(2) Do members participate in goal setting? Should they?

Administrators A and D agreed that college members do participate, whereas
Administrators B and C felt it was too early to make this judgement for the new
college.

Administrator A was of the opinion that members do participate, to a certain
extent. However, she points out that the final decisions are, unfortunately, dictated by
fiscal restraints which may cause "significant adjustment" to the set goals. She
disagrees with this strategy and believes priorities may be misplaced:

I don't think that [adj; ] is . I think... priorities are established

based on this vision that has been established for the college system, is shared

by all, then the priorities should fall from that. When fiscal restraint and issues

of a fiscal nature challenge the plan, then with priorities in place, those
challenges can be met without impacting on the core vision of the organization.

Administrator D states that in the past, college members participated in goal
setting through "the team approach". He believes this approach will be used even
more so in the new structure:

I think it's [the team approach] emphasized even more so within the new

structure. I mean, even the whole administration within the districts is all
through team approach.



108

Administrator B felt it was too early to make a statement as to whether
members are participating in goal setting, but he felt they should take part.

Administrator C also felt it was too to d ine if bers are

participating, but felt the commitment is there. In the past, there were some pockets
of this, especially when the colleges were directed to develop a five year strategic
plan:

I think there have been philosophies of trying to do that. [ guess from several
years ago when the province put forward, particularly from each of its
departments, and in our case from the Department of Education, that we had to
do some five year planning and whatever. The elements, the wherewithal, how
to carry those out, were put forward. It has been a leaming mode since, I
guess, sometimes that's been carried successfully, sometimes not.

She points out that the outcome of such a strategy should be examined to see if it was
actually implemented and states that accountability mechanisms should be put in place:

The outcomes... whether or not the process has been undertaken of strategic
planning, developing a shared vision, has actually been implemented or put on
a shelf which in some cases I think it has been. It's no more than the exercise,
of putting in place a written plan and then reaily not going back on a regular
basis and re-evaluating whether or not things have been done or not done, or
whether we are moving in the right direction. So I think less probably on the
front end and more on the back end, in terms of indicators, accountability
mechanisms and where the leaming needs to happen now and actually putting
things where the rubber hits the road.

Question S: Buildin Vision Example 3

(3)  Does the college vision foster faculty and staff commitment to
professional learning? Should it?

Administrators B, C, and D felt that it was premature to make a judgement for
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the new college. However, they agreed that this was the intention. Administrator A
did not answer this question, she felt she did not know enough about it.

Administrator B felt that this was an intention of the new college, however, one
would have to wait and see.

Administrator C believes that the development of a vision to foster commitment
on the part of college members is just being developed:

Again, in its elemental stages, I think it certainly does and I'm sure that

involving staff and faculty in further developing that vision, there will

definitely come forward the aspect of wanting to be involved, wanting to share

in the vision.

Administrator D asserts that in the past, the college did involve members in the
development of a strategic plan which fostered commitment. In the new college
system, he feels this is being developed now:

I would say that's what's being developed right now and it's going to take input

from many individuals through a team h before that is really
determined.
He | by ing on the di of di ing the new structure

because of its newness and states that the only thing currently in place is the team
approach to decision-making:

Talking with reg-rd to the new structure [is difficult actually] because really
the structure isn't in place yet, but whax is in plnce, to this pomt in time
certainly indi a team h, h to all decision
making and give more autonomy to dme teams in decision making while
keeping it within a provincial framework, of course, that has to be there, along
with the goals and objectives of the provincial system.
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ion S: Buildin Vision E:

(4) Do college leaders show others how their long-term interests can be
realized by enlisting in and helping to create a common vision? Should
they?

Administrators A felt that the leaders do not demonstrate how future gains can

be achieved through a common vision, Admini: B was in, A

C was doubtful, and Administrator D believed that the change to the college has
demonstrated this.

Administrator A was of the opinion that unfortunately, most of the leader’s time
was spent "putting out fires”.

Administrator B was uncertain as to whether this is happening now and feels
one will have to wait and see. His position is he has been encouraging co-workers to

keep their options open and to be i from the izati He points out

that for some strange reason, when people become somewhat independent from the
organization, they are valued more by that organization.

Administrator B does feel that the leaders should demonstrate how future gains
can be achieved, but this means having a commitment to people and he has not seen
much of this in the college system:

I find within the organization, leadership has a lot to do with working with
people from that point of view and I guess it means taking some responsibility
or having some commitment to people and to their well being and the like. If
you don't do that and we haven't done that very well, it becomes an extremely
cold environment in which to work, like the individual doesn't have a
personality. You just deal with a position all the time and I've seen a lot of
that over the last while. Personally, I don't like that. I don't think that's what
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organizations are about.

Administrator C is doubtful that this strategy - leaders demonstrating how

future gains can be achieved by member participation in the of a vision -
happens on a broad basis. There may be some pockets of this, but she believes it
should be enhanced in order to contribute to personal and organizational long-term
growth:

I think there needs to be an enhancement of that because sometimes, as [
mentioned before, opportunities for growth and lifelong leamning have been
made on a very ad hoc basis without a plan as to how the specific activity
enhances ones professionalism and how it can be contributed to the growth of
others. So there hasn't been a continuum of learning that has been encouraged,
just a specific activity, a specific leaming opportunity, more so than a long
term approach.

She does believe that ility for of i growth is clearly
a role of the college administration:

I think that with planning and, again some formal mechanisms put in [place], a
commitment to professional growth that has been made by appointments thus
far, there will be accountabilities given to those particular individuals who have
beend:usfnrn:medmmnkesuremhlppens 'ﬂlzld\erelslpllnmcarry
things out, that is an luati ion on a basis.

Administrator D feels that, "change itself has done that" - demonstrated how

future gains can be achieved by member icipation in the of a vision.

He explains that in the old trade school system, the same programs were offered year
after year, this is no longer true. He believes that faculty has to continuously evaluate
their programs in order to determine, "how can I change this to meet the need that's

out there now more"; In order to survive, faculty members have to look to the future
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and to what changes are required:

It's almost like a survival that you have to do that now... that depends a lot on
program change, and contracts and everything else. We're always looking at

how can we change this program, how can we add a specialty area to it, what
new programs can we bring in and anybody instructing in this environment is
all about that mind set... it's not something that you can opt anymore to do or
not to do, if you want to survive you have to because it's survival, you know.

ion S: Buildi Vision le S

(5) Do college leaders clearly communicate 2 positive and hopeful outlook
for the future of the organization? Should they?

Administrators A, C, and D agreed that communicating a positive outlook for

the future is an admini: ive role; Admini: B felt that leaders should be

cautious in projecting such an outlook. Both Administrators B and D point out that
many decisions concerning the future of the college are out of their control.

Administrator A felt that the leaders should be able to envision "the challenge
and the opportunity”; if they do not look at it in a positive light then they cannot
expect followers to view it positively:

I think the more inspirational of the leaders are doing that. The less

inspirational only see the doom and gloom. My person philosophy on that is

that we don't, we never, ever, have a problem - we only have another

challenge.

Administrator C views her role as mainly "to rebuild a positive attitude" and
believes that any administrator who does not project a positive outlook for the future
should be held accountable:

The number of changes that have occurred... the element of change being a
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very traumatic one in and of itself. That is certainly our responsibility to
ensure that in the future, we put aside past negative aspects of leadership or
lack thereof and forge ahead with a new exciting approach to leadership
through involvement.

Administrator D states that the role of the administrator is to project a positive
outlook for the future and to keep morale up. However, he explains that it is
extremely difficult to fulfil this responsibility when so many things are beyond their
control:

It's been really, really difficult. You try to do that and keep morale up, but
there are so many things of which you do not have control and in the last few
years where it has been continuous budget restraint, cutbacks, program losses,
campus closures, it has been really, really difficult. There certainly has been
an attempt on behalf of the leadership of the college to maintain... morale and
say, you know, that there's going to be stability again within the system. I
think with the new provincial system now that's one of the things they're going
to strive to try and achieve. To give some stability to the system and to those
working within the system, some feeling at least OK, we got a plan in place for
three years, we know we're going to be able to go by this plan, the government
has said yes, these other finances we're going to have for the next three years.
I think that's an opportunity to do that, to put the morale back in the system
and some security and stability, but it has been difficult, even for leaders, to do
that [in] the overall economy we're living in right now with all the restraints.

Administrator D points out that the college is trying to be optimistic and
develop some stability, but it is doing so from a realistic perspective - only
maintaining programs, faculty, and staff if they are relevant to a need that is present in
the community now:

No more will it be like the district vocational school system where we keep a

program for the sake of keeping it and to maintain staff and faculty. You can't

do that either. It has to be something that is addressing a need, a relevant

need, a need that's out there right now and not something that was there ten
years ago. So even though, yes, they're trying to give positive morale and
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trying to put stability there, but yet it's realistic that, look, we're not going to be
like that, the program is here, but probably after three, four or five years,
there's going to be no need for it anymore. So that realism is there as well.

He feels that the need to stay current also highli; the i of the professional

development manager:

That's where your manager, ining our faculty and
everything is so important because then if you want to deploy them to other
areas, we can do that, where the change is, but if people are reluctant to do
that, they're going to get left behind because the change has to happen.

Administrator B believes that one must take a "cautious perspective” with
regard to this matter since college leaders have very little control over the future of the

organization.

Question 6: The Participants in the Development of a Shared Vision
Question 6 sought the administrators' opinions on the identity of the members
who should help to create a shared vision for the college system:

C6.  Who in the college should be participating in the creation of a shared
vision?

All Admini: agreed that Yy in the college system should contribute

to the creation of a shared vision. Administrators B and D both highlighted students,
in particular, as contributors to the vision.

Administrator B felt that students,especially, should participate because they are
primary stakeholders. However, he notes that it is too early to determine if members

are participating.
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Administrator C points out that there are very comprehensive ways to have the
contributions of college members seen and felt:
You have, as a leader, to provide for the opportunities to realize the long-term
importance in terms of morale and growth of having people sit around the table
and provide their voices to decision making on an ongoing basis, not as a
courtesy, but from the aspect of true involvement.

Admini D states that - support staff, faculty, management, and

students - must be involved in the creation of a vision. He emphasizes the importance

of having Yy and in i student i ici on the teams:

So on the teams that are established it's important when we say to all

stakeholders that we not forget students because they're a very important

stakeholders.

At present, he feels it is a little too early in the restructuring process to
determine if students are having input, but hopes that through student services
opportunities will be provided. At present, it has been mostly administrators who have

had input.

Question 7: A iateness of ing a Shared Vision during the College

Restructuring
Question 7 solicited the administrators' beliefs on the timeliness of developing
a shared vision during the college restructuring:

C7.  Given the current restructuring, do you feel the time is right for
developing or continuing to develop a shared vision?

Administrators A, C, and D agreed that the time is right for developing a
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shared vision, whereas Administrator B felt that we need to wait for a more positive
college climate.

Administrator A felt that we must have a vision in order to restructure:

If we're restructuring without vision we have a major problem on our hands in
so far as, it's a major waste of resources to try to establish an organization
without vision.

Administrator C states that it is, in fact, "a very ripe opportunity” for building a

shared vision. She believes that the ini who are ible for ensuring

this is carried out, should be evaluated on the basis of whether they were successful in
achieving this result.

Administrator B believes that this is not a good time to try and develop a
shared vision because it is such a negative time for a large number of college
members. He feels that developing a shared vision should occur in a relatively
positive environment:

I think we have to get past this budget year first because that's still bit of a

problem and I think you have to get past some of the negative stuff. You

should be able to do that [develop a shared vision] in a relatively positive
environment. If you start to do that now, where so many people have been
negatively effected, if you go talking to these people about vision and the
future and stuff like that, it's very tough for them to contribute in a positive
way. There's a lot of that right at the moment. So, I think we kind of need to
deal with that and get past it. Then start the process on a more positive note.

He does feel, however, that it is something that the college should do.
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uesti : Additi 2 on Sh: Visi

Question 8 sought additional from
C8.  Are there any additional comments you would like to add on Element C?
No additional comments were made.

See Table 5 for a summary of responses.

Building Shared Vision: Conclusions

The data collected in response to questions Cl to C8 show that administrators
were uncertain as to whether the element of Building a Shared Vision is feasible for
the college system. All administrators believed that building a shared vision is
important to all college members, but certain factors are inhibiting the development
and implementation of a shared vision: Factors such as a lack of autonomy and

control due to external, and in icular political i &

with respect to the way past efforts at vision building have been abandoned; cynicism
and negativity resulting from the current climate of layoffs and program cuts;

impatience with respect to the time delays between developing and implementing a

vision; and the interference of the frequent ings with the ofa
vision and a sense of ownership.
The significance of shared vision included the development of ownership and

control through i husi i and the alij of by

to common outcomes or goals.



Question #: Administrator
Label A B C D
C1: Importance- | [mportant Important Very important Very important
Administrator?
C2: Importance- | Yes important, as | Skeptical because | Yes important Yes,more aware
Members? long as it doesn't | it was a waste of | Want to be of its importance
affect them time in the past | heard Cynical Are impatient
now layoffsetc. | now
C3:Source of Everyone Stakeholders. Everyone. Lead President. Lead
Leadership? Lead is the is the president | is president &
president board
C4:Does the Yes,may notbe [ No,too early. Yes,early so Past,yes.Now
college have a understood by all framework is currently being
shared vision? incomplete developed
C5:Strategies? i Stakehoiders as --- Teams.Action
customers . Use from the top.
distributed teams
C5(1):Goal Pastyes. Often No, too early Not yet the Commitment is
setting involves || just paper commitment is there now.Did
exercises this in the past
C5(@2):Member | Yes but fiscal Too ecarly Too early. Yes, through
Participation? impact often Commitment is teams
alters decisions there.
c503): --- That is the s being Pastyes.Now,
commitment? intention. developed now | being developed
C5(4):Show No, crisis Not sure. He is Doubtful. Have Feels change
how [nterests management Encouraging been some itself bas done
realized? members to be pockets of this this.
independent
C5(5):Leaders They should Have to be They should Also | They should, but
are optimistic? cautious. Often | should be held | many things are
beyond their accountable beyond their
control control
C6:Who? Everyone Everyone, espec. | Everyone Everyone,espec.
students students
C7:s the time || Yes No, need a more | Yes, very ripe Yes
right? positive climate
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All four admini agreed that everyone in the ization should be
participating in the creation of a shared vision, especially students. Three of the
administrators agreed that the time is right for fostering the development of this
element, whereas Administrator B felt that a more positive climate was needed.

The administrators stated that the philosophy of building a shared vision must

be d by y in the izati In general, they felt the college system

must do more to develop a shared vision by becoming more autonomous, enabling

teams, ishi ies to involve bers in goal-setting, developing a vision
that fosters i by and icating a positive outlook for the
organization.

! t D: rnin

Senge's fourth discipline of the learning organization, Team Leamning, was

presented as Element D to the ini: Admini. were i d to the

concept then asked to apply it to the community college setting in answering the
questions to follow.

Eight of the sub-sections below present a complete analysis of the data per
question on element D. These sub-sections describe the administrators' beliefs,

perceptions, and opinions on the concept of team leaming. Table 6 summarizes the

from the ini The ninth sub. ion briefly izes the

results and draws conclusions on the feasibility of team learning for the college
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system.

Question 1: The I of a Team A to the A

Question 1 sought the administrators' personal beliefs on the importance of
developing a team approach to leaning and problem-solving in the college system:

D1. How important do you believe a team approach is to leaming and
problem-solving in the college system? Why is it (un)important?

All of the administrators agreed that the development of a team approach to
learning and problem solving was very important to the college system.
Administrator A felt that a team approach utilizing the broad pool of

k ledge and skills avai in the college bership would solve problems

quickly. However, she points out that this pool of knowledge is under-utilized:

Individuals that work in the college system are our most valuable asset and,
also, [our] most expensive asset, but they also come with knowledge, skills,
and attitudes from a given industry sector and also knowledge, skills, and
attitudes of a teacher. We combine these things and we combine individuals
within a group and we have [a] large amount of expertise, which unfortunately,
is not drawn on as much as it could be. So from a problem solving approach,
a team effort would, I think, quickly and efficiently... allow us to resolve
problems, or as I like to say, allows us to identify challenges and resolve them.

Administrator B felt that team learning is important, as long as leadership is

provided - "it's not a i for leadership". He feels that this approach can get
more people, with a wide variety of talents and resources, involved. However,
someone still has to make the final decisions. He also points out that the team

approach can be very time consuming:
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It is not a substitute for leadership and it helps to bring people into the mix,
use all the talents and resources that you have, that kind of thing. Eventually
though, someone still has to make a decision, I suppose, about how this stuff
gets implemented and the like. So I guess it's a question of extremes. There
has to be balance. It's like everything, right, there has to be balance. I
definitely see the need to have the benefit of work teams participating, working
together like that, but you need to stay away from the group think kind of trap
that you fall into and also, the other thing you have to watch is time. Very
often this can be a very time consuming approach - using the team approach
and that's a factor that needs to be considered - slow. But generally, yes.

Administrator C believes that a team approach is extremely important if the
college is truly going to develop a shared vision. She feels that a lot of professional
development work is needed to help people "become enabled to the process of
cooperation”. She points out that the process of consensus-building is to enable
conflict in order to reach a general agreement. This process is very growth stimulating
in and of itself:

We haven't always learned to be cooperative and to realize the whole process

of consensus building is not just... but it's... to enable conflict to happen and to

be worked out on a basis that builds consensus and to realize that everyone is

not going to agree, but in the end we come to a general agreement of what we
can live with in decision-making and that's very growth stimulating for a lot of
people, not only those who are very opinionated, but for those who have in the

past been afraid to bring their viewpoints forward. So building... the whole
aspect of learning to is a large i job in itself.

Administrator D believes that for too long, the college was of the opinion that
one person could make all of the decisions. Fortunately, it has now come to realize

that the people closest to the problem can often make the best decisions.
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Question 2 sought the ini pinions on the i of team

learning and problem-solving to the college membership:

D2. Do you believe that mo: le in the coll stem also see this
concept as (un)important?

All Administrators agreed that the concept of a team approach to leaming is
important to college members.
Administrator A felt that the members see its importance, but they do not take

tage of the ities that are

C ly, they don't ize the ities to become part of such
teams and influence the decision making that is taking place. [The] current
restructuring is probably a good example.

Administrator B felt that college members considered team leaming to be
important because "most people like to be involved in it - in things that effect them".
Administrator C states that college members have expressed a desire to have
more input, but many are impatient with the speed of the process:
Definitely, and again as with the other elements, they have articulated that
many times in the past and do it on an ongoing basis. Sometimes we're very
impatient with it because it takes time to build these things and as someone
who's been involved, I know why the impatience is there right now, but helping
people to see... showing them that things are going to be better and that they
are going to be involved, [that] is where we are right now. I think it is an
important thing.
Administrator D believes that college members have demonstrated their belief

in the team approach through their acceptance, appreciation, and willingness to be



involved:

I remember back to first when I got this position, the very first thing I did...
was I went in and [, at my very first meeting, I said, "T would like to setup and
establish teams”... at the end of the day I felt so good about the first meeting.
The only reason why is because everyone had really appreciated the fact they
were going to have some opportunity to have some input into decisions and
they all came forward and we had meetings after hours and everybody really
seemed to enjoy it and have input into it. Since then of course we went with
Total Quality Management within the college and again we have our
management teams up and going. Never any problem getting anybody to work
on a team, to have input on a team and they really seemed to have grasped it
and enjoy it.

He believes this enthusiasm will continue into the new college structure.

ion 3: Th ip for m rnin
Question 3 sought administrators' perceptions of the source of leadership for a
team approach to learning and problem solving in the college setting:

D3. Who do you feel should be encouraging people to work together as
teams in the college system? Should anyone take a lead role?

Administrator A felt that the "New Leaders" of the college should be

encouraging members to work in teams, Administrator B asserts that it is a unit or

I ibility, Admini: C stated that , from the ive on,
should take the responsibility, and Administrator D was of the opinion that the
President and the campus administrators must encourage team work.

Administrator A felt that the new leaders of the organization should be

the of a team h.  She refers to leaders in a
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ditional, d sense. She states that leaders must "encourage

P

individuals to become part of that process"; the challenge for the leaders is "to ensure
that the individuals who participate, see the benefits of their participation”.

Administrator B believes that anyone with a divisional or unit responsibility -
whether that be an administrator or whoever - should be encouraging people to
participate:

‘Whoever is in charge of that ibility] should be involving the people in
that unit in areas that they can influence, change, and improve.

Administrator B believes that it is important for the teams to be focused in
areas over which they have some control. The members should be educated from the
beginning with respect to their role, the context, and what they can realistically expect:

Sometimes I've seen teams setup... they direct their energies towards stuff
which they have no control over and subsequently end up getting frustrated and
disenchanted with the process.

They need to be focused and they need to be focused on an area that's within
their jurisdiction to improve and to change because otherwise... I've seen a lot
of that, we've had teams... for exxmple they might decide... to solve this
problem we got to build a $500 on the cl. or thi

we got to rewire this. That's totally... just wasn't possible and then because ﬂm
didn't happen... they get frustrated and then they just walk away from the entire
process. So there has to be sort of an educational dimension attached to the
up-front invol so the people the context, and they understand
the role, and to change the things that they know that they can... [ mean there
needs to be somebody there that defines reality.

By educating and operating the teams in this manner, he believes the people involved
can feel successful, can build on the small wins, and can be involved in consensus

building.
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Administrator C was of the opinion that everyone in the college should be

to ici in teams; it must be demonstrated from the senior

executive on, throughout the college:

That one person is not the be all and the end all. That decision making comes
from the contribution of the whole and it needs to be demonstrated at that level
to all of us and then sub: ly we need to d on a local level as
well.

Administrator C points out that the President must take a lead role. He must
demonstrate through information and, for example, through a case study approach how
a decision was reached at the senior level using cooperative team work. She believes
communication and openness on the part of leaders is important and feels the new
President places a lot of importance on these strategies:

So often as leaders we feel that we've got to [be] seen as iron clad - that we're
invincible. In my experience that doesn't work at all. It's when you show that
you're human, when you show... that you're real, from the President on, then
people understand you, are more empathetic to what you're trying to do as a
leader. Like all of us, we're always trying to figure it all out. It's like

if you have i as a parent you'd have to realize that the
rebellion whatever happens in what is perceived as negative often times is just
from the aspect of your kids trying to figure out. We, as leaders, have to try to
figure it out too and some of that is shown through being human and saying...
"T just don't know what to do here or I just did that wrong, I made a mistake
there." This President has shown some of that already.

She asserts that the leaders must be visible in order to encourage members to
participate in teams:

Being seen too is such an important part of cooperation. You know that you're
not always housed in an office here doing paperwork, but that you're out
around and that you're seen to be interested in people, in a real way. That all
helps to build cooperation.
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Administrator D believes that the President should encourage the development

of a team approach and that it should be supported at the campus level by the

Again, it's important thought at the campus level that it also be, at that level,
enforced and supported because even if it is... an initiative of the college,
unless it is supported at that [campus] level then it won't happen. So, it's
really, really important that it be supported at that level and that they be given
the resources and the time to do the necessary work that's involved there.

He felt that the President should take the lead role for this initiative. It could
start at the campus level, as it did in his area when the TQM management philosophy
was adopted. However, if it is a college initiative, support should come from the
President:

You can do a lot more when it becomes a college initiative. We were just
doing it very small here, as a small campus, just looking at our little problems
and issues and and d¢ and imp that we needed,
but... when you look at it as a college initiative then you get into decisions
affecting the whole college in the way that it's structured and its operations and
so forth. So it really should be a college initiative and therefore, given support
from the President because, then again, resources have to be put in place in
order for this to work, but again, it's important that the campus area, that the
Administrator there, support the groups.

Admini D re-i the i of support th the system
and a willingness, on the part of administrators, to "give up some of that power or
authority”, or it will not be successful. He states that team members must be given

the power to make decisions within given

It's no good either to say you got teams and let them go and dream up
everything possible and realizing at the same time that it's not realistic, it's
impossible to implement these things. So you have to give them their
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guidelines and if you have a team looking at a certain thing and if it's fiscal
restraint, or whatever the restraints are, they need to know what guidelines
they're working within and then knowing that, then whatever decisions they
come forward with, should be able to [be] implemented, should be able to go
from there with it.

ion 4: Utilizati ‘eam Learning i 1l S
Question 4 sought the administrators' opinions on whether the college is
currently using a team approach to leaning and problem-solving:

D4.  Does the college system currently utilize a team approach to problem-
solving and professional development?

Administrators A and D agreed that the college system does use the team

approach to leaming and problem-solving, whereas Admini B and C were of

the opinion that the college intents to use this approach.

Administrator A discusses team learning and problem solving separately. She

believes that the team to probl lving is situati She also states that

simply posing questions to college members and inviting their participation is a

strategy that is not often used to get more involvement:

Probably the most signi invol hini which has not been used
is simply to throw out the question to everybody in the organization. So, you
invite responses and then from that, you will get a gauge of the interest and
you will get an idea of the importance of it and also the ability of... the
readiness of individuals to serve on the team and work towards a cooperative
goal.

With respect to the learning aspect of the team approach, Administrator A

believes the team approach is used to a limited extent for professional development:

There is a team in place that eval ional devel I should say,
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educational leave committee that exists under the auspices of the collective
which in my estimation is a fairly limited scope of pmflsonal
development. Education leave does not i in
its entirety. There are many, many more opportunities especially for people that
have already gained sufficient education. It is still important in certain
circumstances, but I think that there has to be a similar coordinated effort to

identify professional devel, ities in order to

mdlwduals to plnmpne That is not to contradict what I said earlier regarding
g their own... ities, but through a coordination of

individuals that uo |nvolvad Ihen ities can be and availabl,

Scarce resources can [be] utilized to maximum benefit.

Administrator D states that the team approach was used in his area and that it
is being used in the new system; the new structure has already set up administrative
and resource teams:

There's also resource teams, like for example student services, they've got a

resource team now setup for student services. So there's going to be different

resource teams for all the different areas within the college.

Administrator B was of the opinion that utilizing a team approach is "clearly
what the intention is" and felt that they should be doing more of this in the future.

Administrator C stated simply that the college will utilize the team approach
for leaming and problem-solving because of what has already been "put forward" at
the initial meetings:

I think that everybody came out of those meetings feeling very encouraged by

the fact that through the case study approach, we have been involved in the

aspect of figuring it all out, as to how we would handle certain situations, how

we would share the aspect of leadership in terms of dle District/Associate
District Admini ips and




129

Question S: St jes for the of 2 Team Approach to Professional
d olvin
Question 5 sought ini; opinions on ies that are ly being

used, or that should be used, to develop a team approach in the college system. The
question was composed of an open-ended query followed by a number of examples of
strategies:

DS. What sorts of things are being done or should be done to develop a team
approach to learning and problem-solving?

I have several examples here which I am going to ask for your input and
opinion on each, example:

(1)  Does the college set aside time for discussion and dialogue among its

members? Should it?

(2)  Are college b d to share their ise with
colleagues? Should they?

(3)  Does the college_provide resources to support these efforts? Should it?

(O] Does the college gives team members lots of appreciation and support
for their contributions? Should it?

(5) Do college leaders develop cooperative relationships with the people
they work with? Should they?

In response to the open-ended query, a number of strategies were identified

college b industry, and the general public for input;

team providing general i ying

techniques for learning in a cooperative mode; providing support and resources; and

and ints in which teams must work.
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Administrator A identified a number of stakeholders solicited for input by the
college system: Administrators across the province were canvassed with respect to the
reorganization of the college system; The colleges went to "excessive lengths” to

canvass student perceptions; The general public was canvassed in terms of its

perception of the college; Staff and were on
climate; and industrial advisory committees were often used "to look at specific roles
in specific areas”.
Administrator A points out that "specific problem-solving teams” are not used
as much as they could be and believes the problem is structure:
Specific problem-solving teams, I don't think are used as much as they possibly
could be. I don't think in modem technology that that's an issue of distance or
geography at all. It is a question of how we focus on the structure as a team.
So, we focus on the task and the task doesn't mean that we have to meet face
to face and deal with all the issues that are going to solve [the problems of] the
world. I think we have to start small and face very simple, well defined
challenges and use a team approach to develop responses to them.
Administrator B was of the opinion that groups of people were being put into
place and called teams with very little education of the team members:
1 think that largely what is happening now is putting teams in place or putting
administrative groups of people and others in place and calling them teams. [
don't think that there's much happening, at least now, in the way of educating
the teams about process, about function, about role, that kind of thing.

Admini C believes professional is needed to develop a team

approach to learning and problem-solving:

We haven't all leamed how to be good problem-solvers and there's certainly
techniques to doing that, it's both scientific and artistic, I guess, just like the
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aspect of leadership. I think probably more an art than a science, but there are
things that can be done through case study scenarios and whatever that can
help people leam how to problem-solve in a cooperative mode and how to
carry out the aspect of cooperative teamwork.

Administrator D felt that in order for the team approach to be developed; the

support must be there, the and must be provided, and the
restraints and parameters in which teams are working must be identified:
‘We expect these teams to work and sometimes we've found difficulty doing it.
We've had to take time away from classes or we've had to meet after hours and
that sort of thing. So resources are important if we really want to use a team
approach because it's difficult to pull people out of programs for a period of
time and you need somebody that you can put in there during that period of
time. We don't always have those resources in place.
: Team ing Example 1

(0V) Does the college set aside time for discussion and dialogue among its
members? Should it?

In response to example one, Administrators A and D agreed that time was
being made available for discussion and dialogue, whereas Administrators B and C felt
that this was the intention.

Administrator A points out that it is not necessary for teams to meet face to
face. With all the technology available, they can be just as effective by distance
through E-mail, teleconference, or letter. However, the college still needs to give
people time to converse. She believes that the college does provide that time to a
limited extent, for example, through faculty meetings. However, she feels that study

groups in specific areas have not been used to their fullest extent. She also states that
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professionals have to take their personal, unpaid time to develop their skills:

Engineers, doctors, lawyers and accountants... all take personal time to reflect
upon those things and also, take personal time unpaid to develop their own
skills. So for those reasons, I think not only do we look to the college because
we are the college. We're not looking to some ominous beings somewhere or
some figure head - we are the college so, if we don't take the time to do it,
then we can't say the college is not taking the time because that's us; we're
talking about ourselves.

Administrator D states that time is being provided to members for example,
through monthly department meetings. However, he believes that the faculty and staff
must be willing to support each other in order for the approach to work:

They meet at least once monthly and since most programs, or a lot of them are
self-directed and individualized, you can probably pull people out for one or
two periods and it's not too drastic on the program and other times you have to
look at other means to cover. Some programs you have two or three faculty
involved, so while one is out attending a meeting then the others cover for
them. There has to be that commitment from the whole faculty and staff to be
willing to do that in order for it to work.

Administrator B states simply that the intention of the college is to set aside
time for reflection by its members.

Administrator C believes that the new leadership approach of involving
members will enable time:

Through the aspects of making decisions through i of
building plans through shared vision, then I think as a natural mode of decision
making that time is enabled... because not only is professional development and
lifelong learning enabled through informal professional development settings,
but through the whole aspect of being involved. So, I think there are inherent
opportunities for professional growth in that aspect or that mode of leadership.
Certainly the other more formal modes are necessary too. In the past, we
haven't paid enough attention to That's a

in a general sense, but I think that there will be more opportunities for that in
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a more planned fashion.

: Team rning Example 2

(2)  Are college d to share their ise with
colleagues? Should they?

Administrators A and D agreed that the college encourages members to share

their ise, Admini B di d, and Admini: C felt we had not done

enough of this in the past.

Administrator D states that they have been trying to encourage members to
share their expertise. This can be seen in the college structure which utilizes
departments:

I think, structuring the system around departments, having department chalrs

and having these i where hopefully the ise can be d and
shared and you can build upon the strength of people.

He believes that the new college will continue to use the same departmental structure.
Administrator B was of the opinion that on a broad scale, the college does not

have the "venue" to enable members to share their expertise because of

problems. However, he does believe that there is a fair amount of sharing that occurs
at the campus level:

I don't think the venue is there for that. We're trying now through distribution
list for E-Mail and these kinds of things. Communication is a problem in this
type of organization, but in more specific locations like a campuses and that
kind of thing, I think the answer would be, yes, that there's a fair amount of
learning that goes [on] from one person to the next.
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Administrator C believes that in the past, there were limited opportunities for

sharing expertise and information, in general. She believes there is cause to be

hopeful in the new college:

Often times in the past I've heard the comment, not only from an expertise
point of view, but from an information point of view, that if you're in a fairly
large campus, "T've been working here for ten years and I still haven't been up
to the trades wing or I haven't been in that lab or I don't know what programs
are going on" so, we haven't done enough in-house enablement from an
information point of view. So, there's a ot more that can be done, I think, but
again, I would have hope in the college system to enable more of that.

tion 5: T ing Example 3
3) Does the college_provide resources to support these efforts? Should it?

Administrators A and D agreed that the resources and opportunities are there to

a certain extent, to support the development of a team approach, whereas

Administrators B and C believe the support has not been enough.

Administrator A believes the opportunity is there to work in a team:

Is there an instructor that doesn't have a desk? Is there an instructor that
doesn't have an E-Mail account? Is there an instructor that doesn't have an
interaction, on a daily basis, with somebody else within their own discipline, a
colleague? For those reason I think opportunity is there.

However, she explains that member must take full advantage of the resources that are

available, they must be proactive:

‘Whether it's enough or not, is a measure of how well we utilize what we
currently have. If we don't utilize what we already have there is no point in
throwing more resources away. That's the difference between being proactive
and being reactive. Reactionary would be to provide another opportunity,
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proactive would be take advantage of the opportunity you already have.

Administrator D points out that some time has been made available for

department chairs. He explains that it is i that time be all d, iall,

for team leaders. However, he ions whether the available time is suffici He
feels that in the current climate, members will have to work with what is available and
be willing to give up some personal time:

I think some resources have been put there, but whether we have had enough -
we're looking at teams - is questionable, and to be truthful with you, I don't
know in the environment we're working in, if will ever get to that place where
we really would like to be in order to initiate a team approach the way it
should be. So, I guess we're probably going to have to work with what we got
and faculty and staff, in many instances, are going to have to be willing too, to
give up a little of their time for meetings after work and so forth in order to
make it work and for the betterment of themselves and the whole system.

Administrator C believes that college support has been "too
concentrated on the regular daily activities”, that members have been too narrow in
their thinking:

[College members have not been] given enough opportunity to learn about one
another... and to realize the value of other things besides the normal day to day
routines of what you have to do, as per your job description. So, I would hope

we'd be more holistic thinkers with that, in respect to that providing for those
kinds of opportunities.

Question S: Team Learning Example 4

@) Does the college give team members lots of appreciation and support
for their contributions? Should it?

All Administrators agreed that the college does not provide enough appreciation
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and support.

Administrator A points out that "recognition goes a long ways". She believes
the college is quick to "recognize the negatives, but we don't do a lot to recognize the
positives”.

Administrator B states that the college does not provide appreciation and
support, even though they should and feels, "we'll have to wait and see” if it will be
provided in the future.

Administrator C felt that the college has not provided support and appreciation
to college members in the past, but is hopeful that it will be inherent in the new
structure:

I think probably not, again, as much as it should. Probably in a lot of instance

unequivocally, no, but again, I would hope that with the aspect of shared

leadership, teamwork, that that would be an inherent part of the whole process
of teamwork. T've seen it happen in a good team environment that appropriate
appreciations are given to the people involved.

Administrator D states that in the past, there have been some attempts to
provide appreciation and support, but these efforts have been very limited:

At a meeting we might say, "thank you" or someﬂnng. bm that's about it.

There's nothing... even if it was a ifi of d and

actually we've talked about that here because we're as guilty of that as

anybody. We don't, you Imcw We go about and we do things, and we're
really excited that thi ing, but i we forget that
somebody made this happen and gave up their time and... So there certainly, [

think, needs to be some type of appreciation, but I have to say that that's one
that we don't rate very high on that, in all honesty.

With respect to the new college system, Administrator D believes that
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strategies for appreciation and support must be developed on a district basis, not on a
college-wide basis:

I think that's going to have to be done on a district basis because if you look at
a provincial system, that's very difficult to administer on a provincial system
and it would have to be something really, really great to be ulmowhdged. We
have a lot of people doing a lot of derful things on indi

and I think probably as a district, that's something that we need to think of -
how can we do this, how can we really start acknowledging what's happening,
because none of us, I think, at the campus level are really acknowledging the
contributions as we should be.

He also points out that one of the probl i with d ing support and
is ining how to b He does not believe that

financial support would be provided in the college and sees problems with support for
professional development:

You can see support, probably for professional development and that sort of
thmg, which is there now anyway, but not really linked to any particular

It's ized that all , yees have major contribution to an
ion and thereft 1 is for anybody at all. So
you can't really link, I don't think, professional devel to a particul
unless it is thing in a icular area and this professional

development can even promote that even further, you know, a person's
contribution. So probably there's something there you can link together, but
you have to be cautious with it, that others don't look at it and say, professional
development is there only for a very few that do these wonderful things.

He concludes this discussion by stating that managing the support and appreciation of

members is difficult.

Question S: Team Learning Example §
((5) Do college leaders develop cooperative relationships with the people
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they work with? Should they?

Administrators A stated that there is a structure in place that can be built upon

by leaders to direct i Admini: B felt that the development

of such relations depends on the leadership style. Administrator C was of the opinion
that in the past, not enough had been done to develop cooperative relations, but she is
hopeful for the future. Administrator D stated that there have been moves towards this
type of cooperative relations and believes the opportunity is there in the college
setting.

Administrator A is of the opinion that administration can build upon the
cooperative relationship that already exists between faculty and staff. It is up to
administration to recognize these existing relationships and make use of them:

For those persons that work in numbers, in close proximity to each other and

support each other - We don't recognize that often enough. That support

already exists and is being capitalized on in a lot of environments. Influenced
correctly that sort of structure can be used to broaden the corridor of beliefs,

shared vision, and allow ini: to redirect - put in
the hands of those who can make the most use of them. We fail to recognize
that quite often.

Administrator B believes that the devels of

between leaders and other college member is situational:

It depends on the personalities involved and what the leadership style is of the
individuals. There's definitely a variety of leadership styles.

However, he does feel that leaders should develop cooperative relations with their

co-workers.
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Administrator C felt that in the past, not enough attention had been given to
cooperative relations between leaders and other members, however, she is hopeful for
the future:

In the past there has not been enough attention given to the importance of

comradeship, of social activity, of sharing of information about the programs,

of celebrating special work, whatever - there hasn't been the degree of that that

there should be, but again, I will give hope that there will be in the future.

Administrator D was of the opinion that in the past four to five years, there has
been a "big move towards this" - towards the development of cooperative relations
between leaders and co-workers. He also feels that more responsibility has been
placed on faculty with respect to decision-making:

Very few decisions are made now without having input from those people that
are involved in it. So I think certainly the opportunity has been put there.

He points out that in all likelihood an Academic Council will be put in place for the

college system.

Question 6: Team Members in the College System
Question 6 sought the administrators' opinions on who they believed should be
engaged in Team Leaming and Problem-Solving in the college system:

D6. Who should participate in team learning and problem-solving in the
college system?

All Admini: agreed that y in the college system should be

engaged in team learning and problem-solving.
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Administrator A states that a broad ion of those i
upon by the problem or challenge should be engaged in team leamning. She believes
that from an administrative point of view, "you have to look to the individuals that
have the most expertise to deal with the given problem". However, she feels broad

issues should be ined by teams of individuals from all levels of the

To do this an t must be in place:

For broad issues of a policy nature should be done from all quote "levels” in
the organization and this word "levels is not going to 80 away because it
exists, but from all within the whether that be
from a regional, district, or local level, whether it be instructional support,
student services - these things have to occur. That doesn't necessarily mean we
have to bring everybody together every three weeks to sit down around a table
to come up with a result. I think it just needs to have a structure or an
opportunity for a structure that will allow the problem to be examined by those
they impacted on - students, for example.

Administrator B believes that the leaders of the organization should start the
process of team learning and problem-solving which hopefully, will lead to the
involvement of everyone. He points out that this process will happen if there is an
executive commitment.

Administrator C is of the opinion that it is "just inherent that everyone should
be involved in it and demonstrate their ability to realize the importance of that" - of
team learning and problem-solving.

Administrator D again felt that everyone, "not forgetting the students", should

be involved in this process.
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Restructuring

Question 7 solicited the administrators’ beliefs on the timeliness of fostering

team leaming and problem-solving during the college restructuring:

D7.  Given the current restructuring of the college system, do you feel the
time is right for fostering or continuing to foster team learning and
problem-solving?

All administrators agreed that the time is right for fostering team leamning and

problem-solving in the college system.

Administrator A felt that such provide "the ity for change
to occur”.

Administrator B was of the opinion that this is a good time for fostering the
team approach: "There's no better time then at the front end of the change process to
start to do this".

Administrator C asserted that this is "definitely” a good time to promote team
learning:

There's nothing like starting off on a new foot - fresh idea, fresh enthusiasm.

To start all these things that are so important to the future of the college off on

the right foot.

Administrator D felt that this was "perfect timing" for developing the team
approach:

It's a.lre?d'y there. I mean everything to this point in time has been done

that this is the ch that is going to be utilized, from the
hiring of staffing on down. They're certainly going to be looking for people
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that work in teams and work with people and can collaboratively make

decisions.
Question 8: Additional Comments on Team Learning
Question 8 sought additi from

D8.  Are there any additional comments you would like to add on Element D?

Admini A states that i k requires

throughout the system:

Commitment has to occur at all levels in the organization... whether that be the
President or whether it be the local manager of Works, Services, and
Transportation who is an integral part of the organization... commitment to
teamwork has to be there. The resources of teamwork have to be

i d, i ized, and

D rei the i

P! of team learning. He believes that it
should be implemented at each campus and emphasizes the importance of student
involvement in all teams.

See Table 6 for a summary of responses.

Team d lusion,

The data collected in response to questions D1 to D8 show that administrators
believe that the element of Team Leamning is feasible for the college system. The

administrators believe the phi hy of collaborati is'i to most

college members. They state that everyone in the organization should be actively

engaged in team leaming and felt that the time is right for fostering the development



Question #: Administrator
Labels A B [ D
DI: Importance- | Important Important Very important Very important
P
D2: Importance- § Yes, important Yes, important Yes, important Yes, important
‘Members?
D3:Source of New Leaders Anyone with - Everyone. Lead | President &
L unit/divisio is the president | campus admin.
retpennhlhly Lead - President
D4:Is team Yes.situational & | This is the This is the Yes
approach used? | limited intention intention
DS5:Strategies? Canvas members, | Educate the General PD. for | Support,
public, & teams. cooperative guidelines,
advisory groups leaming restraints,
DS(I).Du!og\le Yes, to a limited | That's the New approach Yes,must
& Discussion? extent intention will do this support each
other
D5(2):Share Yes No, collegewide. | Pastmot enough. | PastyesFuture
expertise? Yes,campus level | Future-hopeful is the intention
D5(3):College Opportunity is Partially Pastnot enough. | Some resources
Provide there Members Future-hopeful provided but it
Resources? must be proactive is not enough
D5(4):Support Not enough Past,no Future, Past,not enough. Past,limited. Do
& appreciation? wait & see Future-hopeful on district basis
D5(5):cooperati | Is a structure that | Its situational Pastpot enough. | Moving towards
ve can be used Future-hopeful this.
relationships?
D6:Who? Everyone Start with Everyone Everyone, incl.
impacted on & leaders Everyone students
with expertise
D7:s the time || Yes,opportunity | Yes, good timing | Yes,definitely Yes,perfect
right? for change timing
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of this element.
Reasons given for the significance of team learning included utilizing a wide
variety of talents and resources available in the college system as well as increasing

b i icipati b ion, willingness, and enthusiasm.

One issue of concern raised by the administrators was that teams are not good
decision-makers. A related concemn was that shared decision-making leads to greater
time demands.

The administrators stated that the phi of must

be supported by the leaders and anyone with responsibility in the organization. In
general, they felt the college system must do more to foster teamwork through

of time for di: ions and

support,

dial and of to share their expertise.

Element E: System: inkin:

Senge's fifth discipline of the learning organization, Systems Thinking, was
presented as Element E to the ini: Admini were introduced to the

concept then asked to apply it to the community college setting in answering the
questions to follow.
Eight of the sub-sections below present a complete analysis of the data per

question on element E. These sub- ions describe the ini; beliefs,

perceptions, and opinions on the concept of systems thinking. Table 7 summarizes the
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from the admini: The ninth sub-section briefly summarizes the

results and draws conclusions on the feasibility of systems thinking for the college

system.

Question 1: The Importance of Systems Thinking to the Administrators

Question 1 sought the administrators’ personal beliefs on the importance of
systems thinking in the college system. The question was composed of two parts:

El(l1) How important is it for college members to see the connections
between their work and the work of others throughout the college
system? Why is it (un) important?

El(2) How important is it for college members to see the connections
between them (ie., the college) and the community they serve? Why is
it (un)important?

In response to parts one, all of the administrators agreed that it was very
important for members to see the impact of their work on the work of others in the
college system.

Administrator A felt that it is very important for members to develop holistic
views: "the successful individual is the person that looks beyond what it is they're
doing now to see how it impacts upon others". She felt that the college was not doing
enough of this development.

Administrator A was also of the opinion that members must understand the

impact they have on the success of the college as well as why they are performing

certain tasks - if people do not understand "why" then they do not have ownership and



the organization fails:

I think it's essential that an individual understand how their effort impacts on
the overall success or failure of an organization achieving its goals... if you
don't understand why you're doing thing, don't expect body to do it.
If you don't take the time to tell somebody how it fits into the organization,
then they don't feel part of it. Once you start to move away and not feel part
of something, then you start to fall... the organization starts to fall - not the
individual. The individual just redirects their efforts elsewhere.

Admini B was very i in a holistic view of the college and

particularly, in what he calls "unintended outcomes”. He says that there is very little
written on this topic, but feels that there are many instances where the stated intentions
and the actual outcomes are quite different. In the case of the college, he was of the

opinion that an unstated - though not necessarily unintended - outcome of the

is privatization of the college system:

‘We're in a situation now as a college, as a public college, where we have 47%
of enrollment in post secondary in private schools.

He asserts that this decline in enrollment in the public system has lead to excess
capacity, provincially. This leaves the public college in a dilemma. On the one hand,

they have an imperative from g to cut costs - Ge written

intention was to cut excess administration. However, the college bureaucracy is
reducing costs by cutting programs and front-line workers which has in effect,
contributed to privatization:
In the pubhc collegs you have a lot of excess capacity, a lot of infrastructure
that is entire buildings or parts of buildings that are

under-utilized. So, you [are] into ... somewhat of a dilemma, you have this
kind of imperative from an economic point of view or from government's point
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of view, to downsize md to try to be more cost eﬂ'ecuve if you like. Very
often that to ing, actually elis Now when
that happens...one of the reasons given for changing the college this time was
administration. There was a lot more administration than we needed... so, this
change was made with that point of view in mind, to actually eliminate
administration, but I think, if you check in probably three years time or so,
you'll find that's not what happened at all. Actually what happened is that
workers, front line services, programs, and that ended up getting cut. I think
that's starting to become fairly obvious now, you'll see that starting to emerge
because bureaucracies have a way of doing that. They have a way... they take
on a life of their own.

Administrator B feels that the unstated provinci: ive is "pri

Yy ion". He believes, i i or not, the public colleges have

contributed to their own demise through their efficiency measures and through an

unstated government preference:

Right now from a bng picture perspecuve, whu you have in Newfoundland, is
you have pri of ps ion - that is what you have and
the colleges have eonmbuxed to that, md:er intentionally or unintentionally, by
going about their effectiveness, certainly not effectiveness, but efficiency kinds
of things that they've done.

There seems to be within g a for this i outcome,
although it has never been discussed from a social policy point of view, but
that seems to be there, so these costs are significantly now getting transferred
to the students. All these as well, there is a fair amount of public dollars going
into the private school operation. In this organization here now you have this
economic problem, I guess, and probably by solving the problem by not closing
some campuses and keeping all campuses open and then gradually laying off
administrators, laying off teachers, closing programs, you'll eventually... the
post secondary system will eventually cost less to operate in Newfoundland,
but the outcome of that, is that you will have privatization. You will have a
lot of private schools is what you have now. So, is that an unintended outcome
or is it an intended outcome? It's a question right. But systematically that's
what's happened.

He also believes that government has a poor opinion of the public college
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system:

Since 1980, there has been a point of view that developed about public post
secondary education, it started with the Minister and based on his perceptions
of what was going on at ... Institute and other places. That kind of filtered into
the psychic of people who had points of view in government who had power
so, public post-secondary education is kind of... it's not viewed very well, in
my opinion.

Administrator B feels that the result of all the cost-cutting measures and its
effect upon the quality of the college's services, will be a deterioration over time, "It
becomes a self-fulfilling prophecy". He asserts that this is another example of how the
lack of autonomy on the part of the college interferes with its operation:

You're left with all this infrastructure to support and then again, that's the

situation of the college not being able to manage its own affairs entirely, so

you... the college board just can't decide to go and close two or three campuses

and say, "we can't afford to operate them but we'll have nine or ten that are
going to be first class” because that's a political decision.

Admini B briefly di the role and of the President in
the college system. He points out that if the President does not perform well, the
board's hands are tied since the President is not hired by the board, but is appointed by
and reports directly to the minister:

In many cases, [the President] leads the agenda, establishes the agenda... what

I'm saying, he has a lot of influence, but in terms of a power relationship and a

reporting relationship it creates kind of a different situation. So if he doesn't

perform very well, the board is a bit at a loss as to how they settle it.

Administrator B concludes by stating that unintended outcomes occur very

subtly, before people realize what is happening:

It's the kind of thing that sneaks up on you after a while and then all of a
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sudden, wow! You have this massive sort of situation and you wonder how
did we ever get there - how did this ever happen? I've talked to a number of
people about it and say, "Is that an intention?". They don't see it as an
intention, but it is happening, definitely occurring.
Administrator C was of the opinion that members must be able to see “the
bigger picture" in order for shared vision and team work - "those aspects of the

learning organization" - to be successful. In the past, she states that the "weak

leadership” did not want to provide all of the i ion to Thus,
could not see the connections between various problems and actions and they were not
encouraged to develop divergent thinking. As a result, they could only solve very

specific with she i She believes this form of leadership must

change in the new system. Leaders must be more open and human with other
members:

The solutions that come from those problem-solving exercises are only short-
term because the big picture isn't seen and the connections between them and
divergent thinking hasn't... because the 'big picture' hasn't been put forward.

So, [ think it's extremely important to indicate that this is the 'big picture' or we
don't know what the 'big picture’ is - help us to paint it through the various
problems that have to be solved. So again, referring to the fact or the issue, I
brought up before about being human and showing people what you don't know
as well as what you do. It is an important aspect of dealing with those 'big
picture' situations, but again in terms of a new college and starting out with the
new college, now, it is important that we start off on that aspect of enabling
and providing for empowerment through putting all the information forward,
giving the 'big picture', and having the problem solved in those contexts.

Administrator D strongly believes that it is very important for the college to
use a "systems approach” in order to develop a "community of leaming and

commitment”. He feels one of the "risks of teams" is they are broken down by
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departments or specific areas, thus, they do not get to see "the total picture”. This is
why he believes it is extremely important to bring people together to share information
and help develop the big picture. This is why the department chairs are very

they must i across d and areas to develop the big

picture. This is why administration is important; one of the most important roles of
administration is to develop the big picture, from a provincial perspective, for college
members:

I think that's the one thing that is important for administration and as an
administrator, that they be able to see the 'big picture' because they're the
people that's going to [be] working with each of those department chairs and
where everything comes through from the other departments and who can link
it all together in a whole and make others see it in that way as well. So, I
think that is one of the most i roles of an admini if you're
utilizing a team approach in management, that you're the person who can see
that total perspective and also can bring now the district perspective to it, not
only a campus, but a district and provincial perspective, so that you don't get
these separate little elements going in different directions, but that each
complements the other and I think, if you're looking at the provincial system
the way that they've got the districts set up, is the same thing. We have the
Associate District Administrators at each campus, but there is a District
Administrator and to me again the role of that District Administrator is a team
leader and also, a person that can keep the whole perspective of the District
and keep that within the framework of the provincial system.

In response to part two of question E1, Administrators B, C, and D agreed that
it was very important for the college members to see the connections between them
and the community they serve - a bigger picture. Administrator A appears to have

misinterpreted the question and di: d the i of college

Administrator A states that the i of college bers is indi by
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the fact that 87% of the college budget is spent on human resources. She asserts that
these assets must be utilized to the fullest extent by the stakeholders - the community,
government, students - "if you don't use it, it's your own fault".

Administrator B felt that it is critical for college members to understand their
role in the community and believes that failure to do so is part of the problem with the
college system:

You have to meet the needs and expectations of the people in the community
because if you don't, then you don't... when the crunch comes, you don't get
support which translates to political support and the like within the community.
So, if you're not valued by the community, an example for us was our first year
university program, we lost it because it really wasn't valued by the

community.

Administrator C states that the college cannot be effective if it does not work

from this perspective:

I think that we won't effectively do our work unless we move in both directions
at once: from the community to the college, from the college to the community,
in terms of... for instance, the specific challenge put forward to us now to
develop partnerships. We will have to do that on a coordinated, cooperative
basis and unless we know what is going on throughout the college, what
problems there are... in building partnerships, what partnerships are being
developed so we don't duplicate those kinds of things, then we won't be able to
solve things effectively on a local basis.

Administrator C also points out that within the college system, the provincial

b It is up to the admini: as

must be maintai by college
leaders, to continuously indicate this perspective to staff:
Within the college, as well, you've got seven districts, but we, as leaders, have

to indicate to staff on a continuous basis that when they are dealing with
things, for instance, in policy that, you know, "how do we implement this
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policy? This policy doesn't work." We can't always solve policy. Probably not
very often solve policy on a local basis, if we're going to build a college that
serves students consistently then always we have to stay connected with the
provincial scene. Ever more so now, we need to build those connections to the
'bigger picture’ and from the ‘bigger picture'.

Administrator D feels that it is very important for the college to form
connections between it and the community. He states that for too long, the college
has operated as a closed system; it is long overdue for the college to work more
closely with the community to ensure that it is meeting the community needs.

Administrator D points out that the new college decided to organize itself along
the same lines as the provincial economic zones in order to work more closely with
the regional zoning boards. He is hopeful that the college will now form closer links
with the zonal boards and work in cooperation with them:

They're the people who are trying to stimulate economic development in the

area. We're the people providing training in the area, one can't operate without

the other. If you have economic development, you have the people that are
trained with the skills, knowledge that's required in order to be able to
stimulate that initiative and let it grow. I really, really think that's really
important that we be linked into the community. I think that all the campuses
now are more and more closely involved with different organizations in the
community

He does state that the college is becoming more involved in the community and

provides a number of examples to support this statement.

To conclude, administrator D states that the college wants to be recognized as a

resource that supports i in the ity as well as a training

institute:
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Making the community, I guess, realize that we're not just a training institute.
We're people who can come and do programs, that's our major thing, that's a
really important component of what we do, but we're also here as a resource to
help support the economic development of the area in whatever way we can do
that and I think they're seeing us more and more for that now.

n 2: Impo: f "Big Pi . em|
Question 2 sought the administrators’ opinions on the importance the big
picture view to the college membership:

E2. Do you believe that most people in the college system also see this
concept as (un)important?

Administrators A and C agreed that most members would consider a holistic
view of the college system to be important. Administrators B felt that in the past,
members did not have the opportunity to develop such a view. Administrator D stated
that members were so caught up in their own areas of work that they need others to
keep them informed.

Administrator A states that part of the resistance to change is that people do
not having a larger view of the problem. As a result, they do not understand the
decisions that are made. She believes that part of the reason why members do not
have the big picture is "we haven't broadened the bases of sharing the vision".

Administrator C felt that people "want to know what's going on in the larger
sense"; they want to know the big picture. She refers to the fact that in the past,
problems were solved on "a very short-term basis" because people were not aware of

what was happening in the boarder sense.
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Administrator B states that in the past, the five separate colleges did not have a

provincial or big picture response. He does believe the opportunity is there in the new
structure:

The opportunity for that is there, definitely, now with the new structure to have
that kind of appmach because there's some debate about programming in terms
of the ivity to Y .. The other criterium is demand, if the
public, students md the llka, are ask.mg for a particular program we should
continue to offer because if you look now you'll find across the island that all
the trades programs are heavily subscribed to. A lot of them have a lot of
applications, but there almost none left in the college system right now and the
reason, there was a decision taken earlier that there was no labour market for
the people coming out of these programs, so the programs were reduced, but
there's still an awful lot of demand for that. So, there's sort of a philosophical
question I guess - should the college say... be telling people what they should
or shouldn't do.

He points out that a number of the private schools are meeting the public's demand by
offering the trades programs.

Administrator D is of the opinion that most people are so caught up in their
own area that they do not see the big picture; this is why it is so important to have
people to keep them informed of the big picture and to make the connections for them:

I have to say no, I don't think most people do take a look to see the big

picture, that they mostly work within their areas and that's why it's so important
that there's someone keeping this together.

Question 3: The Source of Leadership for Systems Thinking in the College
System

Question 3 sought administrators' perceptions of the source of leadership for

developing an integrated, holistic view of the college system:
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E3. Whe do you feel should be ing the devels of an i
holistic view of the college system? Should anyone take a lead role?

Administrator A was of the opinion that the "Leaders" of the organization
should promote the big picture view, Administrator B felt that this was a role of the
stakeholders and the service providers, Administrator C believed that this role
belonged mainly to the President, whereas Administrator D felt that the campus
administrators should promote this view. Administrators B, C, and D believed that the
President, or President and the board should take the lead role in the development of a
holistic view of the college.

Administrator A felt that the big picture must be facilitated by the leadership of
the organization. She points out that there needs to be obvious links between the
holistic view and the vision of the college system.

Administrator B believes that the sponsoring stakeholders and the service

p are mainly ible for ing a holistic view. He states that the

President, in particular, must have a very clear understanding of government's

expectations. At present, he feels these ions are not being i to

college members; "that seems to be missing in most respects”. He does note that the
President and the board have to take a lead role in the promotion of a big picture view
in the college system.

Administrator C believes that the President has started the process by informing

members of the big picture, of what is happening, through the college newsletter. She
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feels he has shown by his actions that he will keep members informed. Also, he has
planted the seeds of this approach which she believes will hopefully, grow throughout
the system.

Administrator D is of the opinion that the campus administrators must ensure

that bers keep the provincial ive in mind by making them aware of the
goals and objectives of the college. To do this, they must refer to the strategic plan
which outlines "a picture of the college and also where the college plans to be".

Administrator D felt that the lead role should be taken by the President and the
board, but was of the opinion that the "whole picture” will be developed by teams.
Part of the responsibility of the teams is to keep members, who do not have direct
input, informed:

I really feel that there's going to be a team approach in developing that whole
picture of what we're going to look like in the end and then it's going to be
important to us to pass it along to those who don't have the opportunity to have
input into that at this level, but that they're aware of what's happening. I
shouldn't say don't have an opportunity for input because if I'm going away to,
as I will be in a couple of weeks time, for a meeting with the other Directors
and District Administrators and Assistant District Administrators. I have the
opportunity to meet with the faculty and staff here and have their input before I
g0, so when I go I should be representing them and their perspectives...it is
also important for me to come back and say, OK, this is the 'big picture’ and
this the overall vision, this is the strategic plan and this is what's going to
happen - this is the ‘framework’ and so that they can see where they fit into
this.

Question 4: Utilization of Systems Thinking in the College System
Question 4 sought the administrators' opinions on whether an integrated,
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holistic view was being fostered in the college system:

E4.  Does the college system currently foster an integrated, holistic view of
the college system?

All the administrators agreed that the college is attempting to promote a
holistic view of the college system.
Administrators A states that the college is trying to promote holistic views, but
she is uncertain as to whether those views are shared:
Until... the information that's currently held somewhere along the way is
i ybody in the ization then it will be very, very

to
difficult to create a shared vision and 'big picture' concept. When we all know
what we're working towards, then it becomes quite a difference.

Administrator B states that the college is starting to develop holistic views of
the college system. In the past, the five separate colleges were in competition with
each other, as a result, the opportunity was not there to develop such a perspective.

Administrator C hopes that the information sharing that has been started by the
President, will continue and filter throughout the system from the provincial to the
campus level. She also hopes, "from a leadership point of view, that the big picture,
holistic point of view will be encouraged".

Administrator D believes that the college is attempting to foster an integrated

by the new This takes

view of the college system, as il
care of the provincial needs. As well, it provides enough autonomy to the districts for
local area needs to be addressed:

You're looking at bringing the whole provincial system together under one
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structure, I think they're going to have centres of specialization. They're going
to be rationalizing some other and then I think, they're going to be
giving some autonomy to the districts to determine from there, where they go.
So, I think by doing that, by setting up the province to make sure that the
needs of the province are addressed through centres of specialization, to make
sure programs such as what's going to be needed now in Placentia for the
smdter dul those types of programs are offered, that that will give you a

and a certain provincial core of which will be
ther:. bm within that, d:m, I think you have at the district level, the
to also i the that's going to be for your district,

working in cooperation with the zonal board.

ion S: S ies for Im, ntation of an Integrated View

Question 5 sought admini: pini on ies that are being

used, or that should be used, to foster the development of an integrated, holistic view
of the college system. The question was composed of an open-ended query followed
by a number of examples of strategies:

ES.  What sorts of things are being done or should be done to foster an integrated
view of the college system?

I have several examples here which I am going to ask for your input and
opinion on each, example:

(03] Are college bers kept up-to-date on locally,
regionally, and provincially? Should they be?

?) Do college members work with wllgg\_u:s acrog program areas and

locally, regionally, and pi ? Should they?

3) Is the ity kept infc d about in the college?
Should it?

(4)  Is the community supportive of the campus/college? Should it?

(5) Is the community an influential decision-maker in the college? Should
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it?

(6)  Does the college make use of the i in their
programming? Should it?

o Do college goals change to meet the changing needs of students and the
community? Should it?

(8)  Does the decision-making process in the board provide for input from
the colleges? Should it?

In response to the open-ended query, a number of strategies were identified

teams, providing more i ion, setting up an academic
council, and the new provincial structure.

Administrator A was of the opinion that the decision-makers should never
ignore the question "why" and believes decision-makers should have "an honest, open,
committed answer”. If they cannot answer "why" then they should reconsider the
problem.

Administrator B believes that the new college structure, with its district and
distributed teams and its administrative setup, is being developed to foster an

integrated view of the college system.

Admini: C identifies several ies that are being used to promote a
holistic view of the college: The President's Newsletter which was discussed earlier;

an interim Academic Council is being setup which will bring the policies from the five

colleges together to form the operations policy for the next year (there is a

to setup a Academic Council); and various types of advisory



160
and working teams are being set up.

Administrator D refers to the new structure, as discussed in question E4. He

believes it will ensure that the provincial needs are being addressed.

Question S: Systems Thinking Example 1

(O] Are college bers kept date on locally,
regionally, and provincially? Should they be?

In response to example one, Administrators B, C, and D agreed that college

are kept up-to-date, whereas Admini: A felt that the college is now

attempting to inform members.

Admini B stated that bers are kept bly up-to-date through,
for example, the President's Newsletter.

Administrator C feels initiatives are being taken to ensure members stay current
and are connected using, for example, E-mail and other computer resources.

Administrator D points out that the college is attempting to keep members "in
touch”. However, it is not sufficient:

That came out in our organizational survey which we did ourselves, an
Organizational Climate Survey. The one thing that everyone continuously said
is that they don't get enough communication and I think you'll see that almost
anywhere. So, I think even though we've attempted to improve it through
departmental meetings, regular staff and faculty meetings, that we're still falling
down somewhat and probably we need to have, every couple of weeks, some
type of correspondence going out to all our faculty and staff as an update or
something. I know I'm looking at that here now as to how, how can I improve
communications better, what can I do and probably that's one thing through our
E-Mail just give an update to everybody, or whatever, you know.
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Administrator A notes that recently, more efforts have been made to keep

up-to-date. Traditionally, the colleges have used newsletters which require a

lot of effort. She believes that an E-mail list for the entire college would be much
easier.
Administrator A points out that networking is a key issue in this example:
If T had to work in isolation, I don't benefit from the expertise and experience
that someone else currently has. I mean, why should I be attempting to
reinvent the wheel if [ have a strong network and I have the opportunity to do
that? Also, networking allows me to retool my vision of the organization and
allows me also to get a clearer view of that big picture.

?) Do college members work with m_[ leagues across program areas and
locally, 3 provincially? Should they?

Administrators A, B, and D agreed that colleagues are working together, to a
certain extent. Administrator C was of the opinion that this was developed in the past

and is continuing to be developed in the new system.

Admini A felt that bers are ing" both inside and outside the
college, to a limited extent. She states that working, for example, with industry is
very valuable for retraining people. However, members must be encouraged to
network:

Retraining people within the area of process operations - we can't do that in

isolation. We don't have the expertise. We have to go back to the industry and

say, "What do we currently need? What are current demands? What's currently
happening in this industry?".
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Administrator D states that teams of representatives do work together on certain
initiatives. However, for many departments, groups, or areas there is not enough
opportunity for meetings - there is no real inter-disciplinary approach. He also feels
that such gatherings are not sufficiently planned.

Administrator C asserts that colleagues worked together in the old system and
will continue to do so in the new system: Sub-committees on programs, student

services, etc. will continue, but with more faculty input. She states that the team

h is also i to work together.
Question 5: Systems Thinking Example 3
(3) Isthe ity kept il d about devel in the college?
Should it?

Administrators B, C, and D agreed that in the past, the community was not
kept informed. However, the new college seems to be taking action to improve the

situation. Admini: A felt the ity was i d, to a certain extent.

Administrator B felt that in the past, the community was not kept informed

even though it should have been. In the new system, there is an executive team,

and i with ibility in this area:

I guess this is... a new role, I guess, in Marketing and International. The public
awareness and knowledge of the college system from a marketing point of view
was never something that's been done with any college very well. So there is a
director now, with that specific responsibilities.

Administrator C asserts that the college has a lot of work to do in this area. In
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the past, they have done a very poor job of selling themselves. She believes the new
Marketing and International position will improve the college's image, build morale,
and celebrate achievements:

I don't think we've sold ourseives well in terms of the great things that we have
done, will be doing, are doing, in terms of the college system's services and
programs and I think, it has been one of our greatest weaknesses in the past. [
have great hope that, with the provision of leadership on the senior level for
Marketing and International, that will go a long ways towards improving our
image in the community. Not only from the aspect which is solely the aspect [
hear from some sectors, of competing with the private sector which is
becoming a larger one, but also from the aspect of just being proud of the way
we do things. Building morale within our ranks by selling ourselves with the
community and, as you stated before, celebrating our achievements.

Administrator D believes that in the past, the college has done a terrible job in
public relations. He feels that the college is weak in the area of communications, both
inside and outside the college, and states that this point has been raised at several
recent meetings:

Everybody realizes that we've done such a terrible job at this and that we

really... basically, we need someone looking at this in itself, marketing the

college... helping us as indi market get
communications out there.

Administrator D points out that the private colleges are much better at
marketing than the public colleges:

Just look at the marketi the diffe in the ing between the two...
And even in promotional materials... not even your ads are getting out there
and that sort of thing. Even in-house things, like flyers promoting our
programs. If we're asked to go to a career day and if we setup next to a
private, it's almost embarrassing with regard to what we really have to promote
ourselves. I certainly hope some additional resources are put in that area.




Administrator A was of the opinion that the community is informed, to a
certain extent. She felt that the college's ability to inform the community is partially
determined by the public's interest:

There is some effort to keep the ity i the college

both internal and external, be it students or the community we serve. Our
ability to do that is limited, not necessarily limited, but is affected by the level
of interest that exists in post-secondary education and in our role in post-
secondary education. I think that we have to realize that we are not the only
game in town when it comes to post-secondary education.

ion S: S s Thinking Example 4
“) Is the community supportive of the campus/college? Should it?
All administrators agreed that the community is supportive of the college
system.

Administrator B states that his icular campus is sup| Provincially, he

states, "there is a fair amount of community support for the respective campuses in
their various locations".

Administrator C asserts that both public and private sectors "are seeing the
advantages of parmerships”. She states that partnerships are a driving force, more so
than ever, in building community relations. They enable resource sharing and greater
benefits to the customers. She believes that the advantages of working together are
being learned by all:

There's oodles of creative ideas that can come in terms of those types of

partnerships and also forming partnership, of course, in terms of their
advisement to our programs in specific areas so that, we know that the
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programs we are offering are relative to the current labour market. I think
we're all learning that putting all of our heads together, creating a shared
vision, not only on a college level, but on 2 community level, is ever more
important.

Administrator D believes that the community is supportive of the college, but
feels that community support would grow if the college did a better job of promoting
itself: "I think we would get much more support if we just made people more aware

of what's happening".

Question 5: Systems Thinking Example 5
) Is the community an influential decision-maker in the college? Should it

be?
Administrator A was of the opinion that the community is an influential

decisi ker. Admini: C felt that the ity was i an

influential decisi ker. Admini B and D believed that the community did

not influence decision-making in the college system.

Administrator A states, "there are ities for the ity to i

- yes, absolutely - as there is [with] any politically driven organization". She points

out that formally, the ity does infl the decisi king process of the
college through the Board of Govemors as well as, through various steering
committees, focus groups, and advisory groups.

Administrator C is of the opinion that in the past, the community has

been an i ial decisi ker. She also believes that the college's




philosophy toward advisory committees is changing:

I think our phi of advisory i is changing, has to change as
well.beameoﬁa:nms,lstwnmthepan,dlnwhmwesaupadwsory

for we took their voices to be, the be all and
end all, instead of a blended viewpoint in terms of blending the educational
expertise that we have, with the voice of the labour market and the relevancy
of our programs in that respect. But I think, we're learning to develop more
effective partnerships in that respect and I think we have a lot to do and we
have to expand on what we've been doing well in that area.

PP

Administrator B does not believe that the ity is an

maker and feels that the community should be one of the stakeholders.

s

Administrator D does not believe the ity is an
maker. He points out that the community only gets involved in serious problems such
as the threat of campus closures, not in the overall operations. He feels that the
reasons for this may be a reflection on the college itself and notes that setting up a
community advisory committee would probably be a good idea:

Again, it could be a reflection on us. Do we give them an opportunity to get
involved? But I think... I know in our region, we find it difficult even

ing people for general that sort of thing.
We have setup i i and we've p ly invited people and
we've had good results there. So it seems slrnost as if, you almost have to
send a personal invitation for people to get involved, but if [you] just have a
general open house or general meeting with regards to programs or anything
like that, you don't get that many people involved.

Question 5: Systems Thinking Example 6
() Does the college make use of the i in their

programming? Should it?



167
Administrators A, B, and D agreed that the college does make use of
community resources, to a certain extent. Administrator C was of the opinion that the
college did not utilize these resources enough.

Admini: A felt that i are used, to an extent. She

posed a number of questions which she felt needed to be answered prior to utilizing
community resources: "Who are we hoping to benefit by using community resources?
Why [do] we need to use it? Why should we bother with it?" If the college cannot
answer these questions, she states, "We got to stop and rethink the decision - this gets
back to this issue of shared vision again, seeing the big picture".

Administrator A points out that in the past, the use of community resources
helped develop community relations. A point she raises in discussing the utilization of
community resources during the initial development of the college system:

A lot more communities got to know about us at that time... when we changed

from provincial/trade/vocational school system to a community college system
and that change... the communication of that change to the publxc, while it stxll

has not fully d, certainly was enh d by our utili: of
resources because we managed to contact and interact with a lot of the
that had b directly or vicariously from the services we
provide.
Administrator B felt the usage level of i is with

some room for growth:

We use a lot of people in our evening programs, for example, to teach. We
recruit people on a part-time basis to teu:h in full-time programs. We use
on advisory that kind of thing.

Administrator D believes that the college uses the community resources that it
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is aware of. However, he feels the college does not have a proper inventory of the

resources that exist in the i ially the of private
He states that the campus has had di: i on ping such an i for the
local area.

Administrator C was of the opinion that community resources are not utilized
enough. She provides examples of partmerships that have recently been formed in her
area and discusses the subject of initial meetings - sharing resources. She notes that
discussions on sharing human resources raised the issue of bartiers, which she
discussed earlier. She believes that the college must ask some tough questions and not
be afraid of conflict:

If we're not afraid to ask the questions, afraid of the conflict that comes
because in the past, we've been afraid of conflict... conflict is healthy and
creating shared vision, creating cooperative teamwork doesn't mean we create
group think. Otherwise we've gone the other way and we've created a very
stale environment, but instead we foster, within understood parameters, the
aspect of healthy debate and divergent viewpoints and we bring together with
an agreement for decision-making. In effect, if we put that forward, if we're
not afraid to involve staff, if we're not afraid, like I said, of facing the conflicts
that ultimately going to come in a healthy environment, then I think we've gone
a long ways to getting more people involved in the process of decision-making
and have better decisions in the end that help bind from all parties involved.

ion S: m. i le 7

(W] Do college goals change to meet the changing needs of students and the
community? Should it?

Administrator A stated that the goals may not change, but the strategies should.
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Administrators B and C agreed that in the past, the goals had not changed, but felt that
they should have. Administrator D felt that the college goals should change.

Administrator A was of the opinion that the broad-based goals may not
change, but the strategies used to achieve them must change:

If that's [strategies are] not changing then we're stuck in traditional mode we've

always been in. Individuals do not see change. If you don't see change, you

don't feel change, you don't become motivated.

Administrator B does not believe that the college goals change, even though
he feels they should. He states that the new structure does provide the regions with
the autonomy to respond, in certain respects. However, the funding would have to be
external and the program approval process is not yet in place:

One of the things now in our alliance with the economic zones means our
capacity to be able to introduce programming, say for example, which may be
specific to the zone, but not necessarily contributing in any direct or intended
direct way to the provincial scene... We worked on a sort of a fixed budget
arrangement, so if we got involved in that we would have to look at funding
external to our setup in order to be able to do that and that may mean you
could respond or not respond. You may not be able to respond at all. We
really have not sorted out the program approval process for that either. Is that
approved in the district? does it have to be approved at the provincial level?
These kinds of things. There's... I think the autonomy is there to do it, some of
the structure may not be as flexible as it needs to be.
Administrator C does not believe that college goals have changed in the past.
She feels the college has not responded effectively to the labour market nor to the
students. She raised concemns that she had not focused on the students, throughout the
interview. She believes that the student voice must be heard if their needs are to be

satisfied, even though the college is afraid of what it might hear:
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I've concentrated on faculty, staff, administrators in the team work, but having
been for many years now, providing leadership at student services and in
liaison with student councils and student associations, realizing more than ever
that we have to involve student voice, whether it has been direct representation,
all the teams that we have throughout the college, or whether it's continuously
soliciting their voice in various ways through satisfaction surveys or through
asking them up-front what they want, is a very important aspect of the new
college way, as well. Again, it probably will double the fear that we've felt
with soliciting staff voice... we're afraid of what we're going to hear, but if we
put Ihose fears aside and ask, then we're going to be a continuously revitalized

because we're ing [with] the changes of students. We're
dealing with a different student population, different demographic than we have
in the past, in many, many ways and a more assertive voice they've got because
we have largely been passive individuals in terms of our own schooling and
socialization, but we're leaming and we're learning more and more from those
who are coming now through a revised school system in a lot of ways; where
they have taken... a new voice, had an opportunity to express themselves, and
are very affirmative at voicing their discontent at times.

Administrator D believes that the goals of the college should change to meet
the changing needs of the leamner. He feels that the mission and goal statements

should be re-examined at least every three years, in order to determine their relevancy.

uestion 5: Systems Thinking Example 8

(8)  Does the decision-making process at the board level provide for input
from the colleges? Should it?

All administrators agreed that the college does have some input into the
decision-making process at the board level.

Administrator A simply states that the President sits on the Board of
Governors: "He's an ex-officio member who reports to the Board of Govemors on a

periodic basis and seeks direction from them based on the duties of the board and the
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powers of the board that exists under the Colleges Act".
Administrator C points out the board has a faculty and student representative as
well as the President of the college.
Administrator D believes that the team approach enables the college to have
input at the board level. He states that a path is there for input. For example, faculty
can have input through the Committee of Studies, who would bring their

dati to the senior team, who would bring it to the President,

who would then take it to the board.
Administrator D notes that the Committee of Studies will probably be replaced

by an Academic Council provincially:

‘When looking at the provincial system, I see the Academic Council replacing
what was the Committee of Studies... So, hopefully there will still be
opportunities and there will still be representation on that Academic Council
from all the districts and the onus would be on that representative of the
district, to make sure that others within the district have an opportunity to have
input to that person, before he sits on the Academic Council.

Question 6 was intended to obtain the administrators’ opinions on which
members they felt should internalize a holistic view of the college system:
E6.  Who should develop an integrated view of the college system?
It should be noted that a number of the administrators interpreted the question as
"Who should implement this concept" as opposed to "who should personally develop

and practice systems thinking".



All Admini: agreed that Y in the college should develop this

view, but the leaders of the organization should start the process.

Admini A states that y has an impact on the big picture, but the
leaders of the organization must facilitate this view and create linkages for college

members. She believes that once people develop this view, they will have an

imp sense of belonging, i and i , she
how the college could get more icipation in the decisis king process:

The aspect of it that gets a little bit more complicated is, how do we invite that
same person who was just given the big picture... or now sees the big picture,
to become part of the decision-making process?... What happens the minute the
decision is made that effects the task that they do and they have no
involvement in it? Yet, they understand vision, they understand the big picture
and now you're going to change me for no reason. The question of asking,
"why" - Who should respond to the why? Who should have impact on it? If
you're going to affect me, I should be involved in that decision.

Administrator B was of the opinion that all stakeholder should intemalize the
holistic view of the college system and that the senior executive, in conjunction with

the stakeholders, should facilitate its development.

Admini C felt that y should develop an integrated view of the
college system, but mainly the President along with his leadership team should

facilitate its development.

Admini: D stated that y must i ize the big picture:

I guess we all have to i ize it and in the of the 'big picture'
there should be input again from everybody and opportunity for that process, a
bottom/up process, where everybody has an opportunity to bring forward their
input to somebody else who represents them and so on and so forth.
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He believes that good communications is crucial for letting members know
what is happening in the system. He points out that everyone is guilty, to a certain
extent, of not making others aware of what is happening and suggests a
communications policy be put in place to ensure information is shared. He believes
that when people do not receive feedback, "they assume nothing happened” which can

cause a lot of negativity and unnecessary concern among members.

1A riaten f Fostering an Integrated View e C
System il ing Pro
Question 7 solicited the administrators' beliefs on the timeliness of fostering a
holistic view of the college during the restructuring process:
E7. Give:{ the current restructuring, do you feel the time is right for

or inuing to foster an i d, holistic view of the
college system?

The Administrators unanimously agreed that the time is right for fostering a big
picture view of the college system. Administrator B felt the timing is ideal.
Administrator C felt that the restructuring could provide a fresh start for building the
new system:

It is a time now when we can start afresh and build a system that certainly

builds in the aspect of sharing, involvement, and helping people to see and

know of the 'big picture' and to incorporate that in the various [aspects] of

teamwork that they're involved.

Administrator D was of the opinion that the college must develop a holistic
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view of the college if it is to secure the support of its members for the cuts to
programs, faculty, and staff:

If you expect people... within the districts in particular campuses to be
supportive of what's happening... Let's say for example, at this campus we had
to lose a program, then we have to know "why", what is the picture? How
does this fit into the big picture? And so that we have to know that, in order
to be able to accept it and to support it. So we have to have the big picture.

There's... happening right now with the program rationalization. We, ata
district, we're having an opportunity to have the input into that and we have

taken upon to visit those d that's involved and let them
have an opportunity to have input into it... at least they've had an opportunity
to have input. ily they had an ity to make a dif to what

decision is being made and hopefully they'll be able to accept it better now, but
they have to see what's happening out there, they have to see the big picture in
order to see.

Question 8 sought additional from

ES. Are there any additional comments you would like to add on Element
E?

The only additional comments were made by Administrator C. She points out

that people need to learn and to be taught techniques for ongoing leaming, sharing,

and i in a learning

When we're talking about the aspect of ongoing leaming of refreshment, of
revitalization, that it's important to realize that everyone has not been by virtue
of being involved in an organization that maybe didn't foster these types of
elements, or be it that they haven't been educated in the formal sense or an
informal sense, about the aspect of sharing, of involvement, that maybe there is
some work that we need to teach and learn the various techniques of doing so.

She believes that there is much work to be done in the area of educating
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b O ities for imp need to be nurtured, signs of regression

must be dealt with by the ip team, and ili must be put in

place:

‘We need both to realize ﬁut |hese t.hmgs just don't happen, they need to be
nurtured. That are and that both in
respect to our provision of Ieadersh:p in this and for checking in to see whether
we're being effective in that and whether the teams that are set in place are
being effective... we need accountability measures. I think that's an aspect that
we need to pay a lot of attention to in the future. Effective indicators of
effectiveness.

See table 7 for a summary of responses.

stems Thinking: Conclusion:

The data collected in response to questions El to E8 show that administrators
believe that the element of Systems Thinking is feasible for the college system. The
administrators believe the philosophy of holistic thinking is important to most college
members. They state that everyone in the organization should develop systems
thinking and felt that the time is right for fostering the development of this element.

Reasons given for the significance of systems thinking include the following:

imp! ing of decisions and events, including unintended outcomes;

sense of i bl of the other of

gent thinking; devel of long: i of more open,
honest, and humane leadership; empowerment of others; development of a

community of learning and commitment; indication of the big picture to the



Table 7

right?

Question #: Administrator
Label A B Cc D
El:Importance-
Administrator?
(1):Internal Very important | Very important | Very important | Very important
(2):External - Critical Very important Very important
E2: Importance- || Yes,important. Past,no had Yes,Important. Caught up in
Members? Reduces regional ‘Want to know own area. Want
resistance to system.Future is | what's happening | to know what's
change opportunity there happening
E3:Source of Leaders of the Stakeholders. President on. Campus Admin.
Leadership? organization Lead is president | Lead is president | Lead is president
& board & board
E4:Holistic Trying to Starting to do Hopes it will to do
view fostered? promote it this continue this
ES:Strategies? Never ignore New structure Newsletter,leams | New structure
‘why' questions | with teams academic council
ES(1):Up-to- More efforts Yes,reasonably Yes,initiatives are | Yesattempting
date? recently well being taken to do this
ES(2):Work to a limited Somewhat Pastyes. Is Yes, to an extent
with others? exteat growing
E5(3):Communit | To a certain Past,no. Future, Past,no. Future, Pastno. Future,
y informed? exteat looks promising | looks promising | is hopeful
ES(4)Supportive § Yes Yes,Campuses Yes, advantages | Yesbut need
community? are supported of partnerships more promotion
ES(5):Communit || Yes formally No Past, sporadic No
y influential?
ES(6):Communit | Yes, to the extent | Yesrcasonably | Not enough Yes,use what it
y resources 7 required. s0. knows about
E5(7):Goals Broad goals-no. Doesn't think so. | Not in past Work | They should
change? Strategies-yes They should with students
ES(8):Colleges || Yes,president Yessomewhat. | Yespresident & | Yesteams &
have input? Not enough representative president
E6:Who? Everyone All stakeholders | Everyone Everyone
E7:Is the time Yes Yes,ideal Yes definitely Yes,we have to
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compartmentalized teams and others (2 major role of the administrators); enablement

of the college to meet the needs and ions of the ity; i value
of the college to the ity; of ships inside and outside the
college; reduction of duplicati i of the provincial

increased involvement of the college with other community organizations; and
increased recognition of the college as a community resource.

Issues of concern included the need for good communications, education, and
accountability measures.

The administrators stated that the philosophy of holistic thinking must be
supported by the leaders and stakeholders of the organization. In general, they felt the
college system must do more to develop systems thinking through improved
communications both internal and external to the college, the establishment of working
teams composed of colleagues from different areas and from different regions of the

province, the use of i and the adj of goals to respond to

the needs of students and the community.

Concluding Questions

The interview was ized with several on the

concept of a learning organization. The Administrators were asked to review the five
elements of the leaming organization, in order to answer each of the questions to

follow.
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Four of the sub-sections below present a complete analysis of the data per
question on the concluding questions. These sub-sections describe the administrators'

beliefs, perceptions, and opinions on the concept of a leaming organization. Table 8

the from the ini The fifth sub ion briefly
summarizes the results and draws conclusions on the feasibility of the concept of the

learning organization for the college system.

ity of the Learnin; anization for S

Question | sought the administrators’ personal beliefs on the feasibility of the

concept of the learning organization in the college system:

1. Do you believe the five elements of a leamning organization are
appropriate or feasible for the college system? Which concepts should
be included or omitted? Which concepts should be emphasized more or
less? Ranking?

Administrators A, C, and D agreed that the five elements of the leaming

organization are appropriate and feasible for the college system. Administrator B felt
that these elements were somewhat feasible for the college setting.

Administrator A asserts that the five elements are necessary if the college is

going to set itself up as a learning organization. She feels very strongly about

the ions of college bers (Element B):

I think there has to be a significant transformation in our views of ourselves,
the ability to expand and mould the belief that currently exists has to be taken
iously by ybody within the izati
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She believes that once the college challenges these assumptions, it can develop a
shared vision (Element C). She feels that potential problems in the development of a
leamning organization can occur if the membership's expertise (Element A) is not used
to solve problems and to deal with challenges from a cooperative team effort (Element
D). She cites TQM as an example of a concept that failed in the college system due

to a lack of involvement on the part of members:

The potential risk of ping vision and challengi i may be
borne out in the concept of cooperative team work. In that, while we have
relied on, been supported by, and mcounged all those within the organization
to participate in the chall, of the the ping of a shared
vision. Unless we utilize that same body of resources, that expertise in
problem solving and in dealing with these challenges from a cooperative team
effort, then we will lose what we already started and unfortunately, from the
efforts that have occurred to date in some areas that has already occurred.
We've heard the concept TQM, that's a farce, you know. This is a nice concept
to throw money at and it's stylistic, but it hasn't been implemented to its fullest.
Hearing that is a signal of failure. People haven't bought it, they're not part of
it, they [are] not for it.

Administrator A states that she likes the five elements of a learning
organization because they are basic concepts, "they can occur without having to have a
label":

Let's [keep] our feet on the ground when we talk about this stuff. The issue of
shared vision, a big picture, cooperative team work - we all know that, but it's
just a matter of putting the five facets of the diamond in front of us and saying
“look, here we go, this is what we need to do", but every time we go to do
something we have to look at them and say "OK, how does it impact on
others?" and "What are we doing to support team work? What are we doing to
support the vision? Is it part of what we're committed to doing?" These are
the sorts of things that have to occur. You know, you got five facets of [a]
learning organization there.
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Administrator C believes that the five el of a learning ization are

"definitely" appropriate for the college system:

I think they all tie together to provide for an overall philosophy that, if carried
out to the greatest extent possible, can help build an organization that is healthy
and happy and progressive.

Administrator C considered shared vision (Element C), as the more
encompassing element. She felt that the remaining elements were needed in order to
develop a shared vision:

I think that if one must be the overall more encompassing element it probably
would be the shared vision because I don't think you can build a shared vision
without bringing the other elements into play. You can't build a shared vision
without enabling people to do cooperative teamwork, you can't build a shared
vision unless you help people see the big picture. You can't build a shared
vision unless people are in terms of i views about the
world, and you can't build a shared vision unless you make a commitment that
you're going to help people develop on a personal and professional level, so I
think that one is more encompassing than the other elements.

Administrator D was of the opinion that the five elements of the leaming
organization are appropriate and feasible for the college system. He states that if the
college is to become a leaming organization, everyone in the system must give it their
support and commitment, starting with the board, the President, and the administration;
Faculty and staff must sense that the support is there.

Administrator D cautions that the college must ensure that the students are an
equal partner in the process as well as the centre of the system. The college must be
careful that it is not just a learning organization for all college members, except

students. Some accountability mechanism is needed to ensure the college is what it
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says it is - a leaming organization. He points out that the restructuring is supposed to
occur with the leadership and administration of the college, but he believes it has to go
further than that - it has to go to the classroom:

I think we have to be careful. We're saying a leaming organization, and again
going back to the students, it's possible for us to say we have all of these
things, to put these in an administrative structure to make sure there is an
opportunity for a shared vision, that there's teamwork, that we make sure
people see the 'big picture’ and that we have a commitment to lifelong learning,
but we have in the meantime, to make sure that it's not just by words that we
have a learning organization - keep the student in mind.

Do we have a leaming culture for the student? Do we really have a learning
college because we have all these things, but then in our classrooms - we can
still have a classroom that's very structured on a time basis, where students
aren't part of that learning culture, where they are being told things and aren't
being involved. So students... in order for this to be actually implemented, we
have to make sure that students, too, are involved in teamwork, that they have
an opportunity to be part of that leaming culture, that they are looked on as a
partner within the system, and that they're not just... somebody there to absorb
knowledge that's given to them -, but they're part of that and they're an active
learner and they're the centre of the system. So, I think that we have to be
careful that, yes, we can put [all] of these things in place through Total Quality
Management or whatever and say, OK, we got it made, we got a learning
organization or leamning college or whatever you want to call it, but, do we
really? We have to look at our students, who should be the centre of all this,
and realize why we're doing it because we can do it, and the faculty can feel
good about it, and the staff can feel good about it, "Oh, I got input into all
these things", and the administration feels good because they've done that, but
the student could be out there in a classroom and still being dictated to or
whatever.

Administrator D then ranks the el of a learning ization as follows:

If I were to rank them, that's a difficult one, I guess we all have to start with
our vision, that's really i and then that rybody see the big picture.
Then again, I guess teamwork would be next because I think that's really
important that people feel invoived and get ownership and then, our
commitment to lifelong learning and then I think, as a result of all this, our
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assumptions will naturally be challenged and we will see the significance of
that and of lifelong leamning.

Administrator B believes that the five el are iate for

the college system and reiterates the differences between public versus private
organizations:

I think that the point that I made earlier, about public and private organizations
needs to get considered here. That perhaps, that the conditions and
circumstances and criterium, to be a leamning organization which is also a
public organization, may be somewhat different than these [five elements] or
may include other things.

He hasi. h ing our i (Element B) and seeing the big

picture (Element E), as being important to the public college system, however, he was
uncertain about the impact shared vision (Element C) would have on a public
organization:

The shared vision thing, I'm not sure that has as much impact, or would have
as much impact, in a public organization. It may, in some relatively small
orglmuuons that have a fair degree of connol over what it does. To me, there
is a relati ip between and . To me, how the
organization functions, how well it does, is related to that and particularly [so]
in public organizations.

Question 2 sought the administrators' personal beliefs on the feasibility of the

concept of the leaming ization as a k for ip in the college

system:

2. Do you believe the five elements of a learning organization can provide
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a feasible model for leadership in the college system? Which concepts
should be included or omitted? Which concept should be emphasized
more or less? Ranking?

Administrators A, C, and D agreed that the five elements of the leaming
organization are a feasible model for leadership, whereas Administrator B felt that the
elements were "not entirely" feasible as a model for leadership because certain
enabling elements were missing.

Administrator A was of the opinion that the leaming organization is definitely a
feasible model for leadership. She believes that there is nothing new in this concept;
"what has occurred here is restatement of a lot of the obvious”. However, she does
consider the aspect of cooperative team work to be the significant difference between
this model and traditional management models. The team approach involves more
individuals in decision-making, reduces the risk for any single individual, increases the

number of

bers i on by the decisions, and i the of
members:

We have traditionally been trained as administrators to make decisions based
on available information within the sphere of influence for which we are aware
and to accept a certain amount of risk. What we've done here is to say that
decision will be made, but we will reduce this risk by involving more
individuals than currently are involved in the decision. And by doing that we
will broaden the sphere of influence of the decision and presumably broaden
our consciousness of the impact that that decision will have on the

izati All that is, is i and that is the significant
difference that is occurring here between the training that traditional managers
received in decision making with limited information and an acceptance of risk.

Admini: A di what she i to be, i issues of the
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model which include: risk tolerance, autonomy, accountability, the time factor, and

responsibility:

Risk tolerance is a big issue. Where is the risk tolerance in this? What have
we done with risk tolerance? One of the other issues that come [out] of this...
two issues that haven't been add: d here are and ility.
‘Who has the autonomy to do certain things if we're going to have such shared
visions, such broad based team work? Okey. Are we ever going to get
anything done? If we have autonomy, who has the accountability? If we
share... everybody shares in a vision and everybody is involved in the decision
then everybody sees the big picture, then who has responsibility - for our
successes?

She does feel the model is needed and workable. She refers to it as "a heightened

consciousness of what we already have, in a lot of cases”. She explains this statement

as follows:

model:

others.

We know lifelong leaming and continuous improvement is good for us. That's
our business. I mean, what do we. do for the past five years only retrain fmm
one industry to another... our ions? Sure, we're chall
our assumptions. We've seen people succeed tremendously in competency-
based individualized instruction when we would have slowed down their
creanve pmgr& and pmhably tbexr benefit from a given program by having

l means of Shared vision? Sure we've started to
talk about this a bit more. People know now what the college is about. These
things are starting to occur, so it is a heightened consciousness of these
elements that currently exists.

She concludes by stating that all five elements are needed for a workable
"I don't think you can take any one part out and hope to do justice to the
There is an interrelationship there".

Administrator C believes that the model is feasible for leadership in the college

system at this time, even if some elements such as the "student voice" are omitted:
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I think even if there are other elements out there that are missed at the present
time, that if all of us made a commitment to utilizing and implementing these
elements within our aspect of leadership and in terms of building a learning
organization, then I think that we'd be well away, in terms of providing the
type of leadership that is needed for this time and in the future.

With respect to ranking the elements, she felt that shared vision (Element C)

was more comprehensive with the other el built in as "sub-el of the
shared vision".
Administrator D felt that the five elements of the leaming organization are all

"do-able” as long as the commitment and willingness is there on the part of

administration. He states that the most i for il ing this

model are the campus administrators:

It has to be the administration at the campus level really. That's going to be the
important person, of whether or not this is going to happen because it could be
somebody that's reluctant to share their authority or whatever, and they want to
be a person making the decisions and don't want others to participate. So, [
think that's really important and I think that's the most important person in
whether or not this can happen, but it is do-able and I think it can work.

With respect to ranking, including or omitting elements, Administrator D stated,
Again, the only thing I would add, was our commitment to students and having
them involved in the process..I don't think the ranking would change [from the
ranking given for question 1]. I don't [think] that would change at all, but [
certainly think it would make a good leadership model.

Administrator B is of the opinion that the five element model of a learning
organization is incomplete. It does not include all the elements needed for a feasible
leadership model in the college system. He states that the model does not emphasize

the "stakeholder element” - building good relations with stakeholders by the President
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or the board:

I believe one of the things that is not here, as much as it should be, is
stakeholders and that's bringing in a more direct... like building the relationship
with the stakeholders so that they value what it is the organization does. That
would include employers, community in general, it would definitely include
students, it would mclud,e fa:ully but you have that larger... it would definitely
include your d like go for example. To me
that would be the key for anyone like the Prsndml or the board, is to clearly
build that relationship with them and have some mechanism so that,
continuously you would get feedback on how well these stakeholders are
satisfied with what the college does.

Two other el identified by Admini B as being needed to make the

model feasible are the "autonomy element" and the "feedback element", both of which

were di

the inte:

With respect to omitting or ranking the five elements of the leaming

organization, he felt that the elements should be given different weights and that some

such as the i imp! aspect of Element A, are impossible to

achieve at the present time:

I'd put different weights on them. Some of them... learning and continuous
improvement is like I said earlier, you have to be able to benchmark that stuff
and the only way you can do that is you need to have information about where
you are now and I don't see these elements providing that.

If you took just these five without the other considerations, you wouldn't be
able to activate [element] 'A’ very well, for example. You have to select what
[it] is you want to leam. I mean there's an awful lot of stuff to learn about,
s0... is that self selecting or does it come from some sort of a process you
know. My feeling is that it comes from some sort of a process and it's more
than... it has to be e)cpenenml too. It's more dun justa Imow!edge thing, so
if it's to which is a dedi strategic
attempt by the organization to learn about itself and how well it's doing with
respect to its mandate and its effectiveness. Then if that gets internalized, then
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I think the organization grows and it leams and it also improves. To me there's
a couple of enabling things that are not there.

Administrator B then ranks the elements as follows:
Definitely, [element] B' would be one to me. [element] 'E' would be two,
[element] "A’ would be three, [element] D' would be four and [element] 'C'
would be five.

He ranks shared vision (Element C) last because he does not believe that shared vision

can happen without the other elements being in place first. He also feels that the

vision needs to be dynamic:
The vision... very often what happens here is you get into a static kind of thing
that is not environmentally responsive and that needs to be a dynamic thing.
Like to me Element C needs to be fairly dynamic.
I know like in the college here, they started with a vision "The College is built
on excellence and quality”. What a bunch of crap! What does it mean? It
didn't mean anything. It didn't mean anything at all so, you're better off not
saying these kinds of things at all.

uesti : Organizati rning in_th ctus 1! m

Question 3 sought the administrators’ personal beliefs on the likelihood that

organizational learning would be inspired in the new college system:

X Do you think the newly restructured college system will stimulate
organizational learning? Explain.

Administrators A and B were ittal, whereas Admini Cand D

were of the opinion that the new college system would promote organizational
learning.

Administrator A felt that this was a conclusion the researcher would have to
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draw from her resuits.

Administrator B stated that he did not know and would not commit to a
judgement at this time because of "the way it's being organized now". He does
believe that the potential is there, however.

Administrator C is hopeful that the new college will stimulate organizational
learning, that it has "started off on the right foot". However, she does feel that the
“"time element” has not been there to involve college members to the extent required:

It's expressing the right type of commitments to involvement, sharing, and
communication. I think it augurs well for a refreshing organization for all of
us. There are many hard decisions that have been already made, that are being
made, in terms of fiscal restraint, and whatever. In some respects, I guess there
hasn't been the time element available in the short term to involve staff to the
extent that I think the college has committed to in the long term to make some
of these hard decisions, but as much as possible, I think there's been some
attempt at that and in the future, given time and given some opportunities for
more development of staff, more involvement of staff, all those elements will
be brought in.

Administrator D believes that the new college will stimulate organizational
leaming through the college leadership:

I think we have people that are genuinely committed to it. I think we have

people that want to get others involved, they don't want to be the ones making

the sole decisions. I think that it certainly is an organization that will promote
organizational leamning. I really do.

ion 4: Addi men

Question 4 sought additional from

4. Is there anything else that you would like to comment on?
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Administrator B presented a model that he has developed which is based on
stakeholder satisfaction. He believes the model is important for helping an

organization become a learning organization because it integrates the learning back

into the ization and then the ization can improve and learn.
Administrator C commented that she hopes the opportunity would be there, on
a much boarder basis, to discuss these issues for the professional development of the
college leaders:
I think maybe the sharing of even these elements with leadership for their own
profession development would be useful. On a personal level, I would attempt
to do that, but maybe there will be an opportunity in a larger sense to
concentrate on what a leamning organization means and how to carry it out.
Administrator D stated that the interview was very stimulating and felt that it
would be useful to spend time reflecting on some of the elements. He felt that he
should have elaborated on the importance of students and of a learning culture. He

stated that in a learning ization the is is emp: ing people, but he

believes that it very i to ganize at the level:

In a learning organization, we look at giving people more control and having
them have more input into what's happening to them and into the organization -
but I think it's really, really important at the classroom level that, we organize
things differently there, too. That we get away from our stringent structures
that we had, the whole traditional approach, as we should be facilitators, but
that's just not saying it. Like you can say, we're going to have that, but
actually having students learning how to learn and that we put the processes in
place that do that because lots of times we could say we're doing this, too, you
see. We say we have self-directed leaming and that the leamners are at the
centre and the learners are learning how to learn, but are we really doing that?
And have we got the resources and support in place that's necessary to do that?
These are questions that I think we have to keep asking ourselves all the time



and as I said, we could put all this in place and still not have that.

The discussion then turned to the instructional modes of lecturing versus facilitative

problem-solving. Again, he re-i that the izati must change at

the classroom level in order to support the more time consuming, facilitative mode of

instruction:
This is why the organization has to be organized around that and structured
around that so that you don't feel like you're behind, but that it's there... it
supports what you're doing because I think that that's what has to happen if
we're going to meet the needs that’s out there now in society. We just have to
change the way we do things and we can change it at the management level
and the way that we operate and how leadership is and everything else, but
until we really change it at the classroom level, it doesn't make any difference.

See Table 8 for a summary of responses.

ongclusions f ncluding Questions

The data collected in response to questions 1, 2, and 3 show that three of the
four administrators (A, C, and D) believe that the concept of the learning organization
is feasible for the college system. Administrator B felt that the model is not entirely
feasible because (a) the college does not have an autonomy element - it is not
autonomous therefore, it does not have the control needed to create a shared vision of
the future; and (b) several enabling elements are missing, such as a stakeholder
element - the college should build good relations with stakeholders, and a feedback
element - the college needs to benchmark in order to improve. All administrators

ranked mental models, shared vision, and systems thinking as the most important or



Question # Administrator
Label A B e D
Ql:Feasible for | Yes Somewhat. Yes Yes
college system? Uncertain about

shared vision for

a public

organiztion
Q2:Feasible Yes Nonot complete. | Yes Yes
leadership Certain elements
model? are missing
Q3:Stimulate --- Don't knowThe | Yes Yes
organizational potential is there
learning?

191
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the most encompassing elements needed to implement the concept of a leaming
organization.

Reasons given for the signi of the learning ization in the college

system included: it b the sphere of infl by involving more people, it
heightens consciousness, and it reduces the risk to any one individual.

Issues of concern raised by inis included: Every must support,

and commit to, the of a leaning izati students must be equal
partners; accountability is needed to ensure that the college is what it says itis - a
learning culture and a learning college (ie., check the gap between reality and vision);
the restructuring must go all the way to the classroom if it is to succeed; the criteria
to be a leaning organization may be different in a public organization as opposed to a

private ization - private izations have more and control, public

organizations are very unstable due to political constraints; the time factor;
responsibility; some elements such as the student voice may not be included in the
model; administrators must be willing to share power; add the element of commitment
to students; shared vision needs to be dynamic - environmentally responsive; the time

element is not there now to involve members in the way that the college has

to i ing them; and i is needed for

administrators on the concept of the learning organization.
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Analysis: College and Operational Model
A valuable outcome of the interviews was the identification of several sources
of information which included a number of references to unpublished, public and
private documents. Half way through the study, the researcher was made aware of a
newly created document (dated February 20, 1997) outlining the mandate,

and i mode for the new college system (Appendix

F). This document states that the President and the Board of the College were
mandated by the Minister of Education "to establish a College exemplifying cost
efficiency with minimal organizational structure and with no duplication of leadership
and administrative effort". In order to fulfil this mandate, the document states that a
renewal of the college leadership is needed. In response to this need, "a shared

leadership approach through a team process” and "systems thinking" was proposed:

The college, th the princi] ofa k h with
open ications and shared ibility and ility as a model
of operation.

The operational model proposed for the new College also endorses the concept
of systems thinking - an ability to see the interdependence by which local
decisions and actions effect others outside the local sphere.

The shift in the College leadership approach; i.e., concern for the system as a
whole through participatory teamwork will require a new level of collaboration.
The reality of an adjustment period and time delays must be expected (Senge,
et. al., 1994 as cited in Provincial College of Newfoundland and Labrador,
1997, p.2,3)



CHAPTER FIVE
SUMMARY, CONCLUSIONS, AND IMPLICATIONS

FOR RESEARCH AND PRACTICE

Summary of Purpose and Procedures
The purpose of this study was to determine the feasibility of the concept of the

leaming organization within the ity college system. Specifically, this study

sought to answer the question: Is the concept of a learning organization a viable

framework for leadership within the college system?

d

Semi i i were d with four senior community college

administrators in order to obtain their views on the feasibility of the concept of a

leamning organization for the college system. In icular, the ined the

importance of each of the five di of the leamning ization for the college

system: Personal Mastery, Mental Models, Building Shared Vision, Team Leamning,
and Systems Thinking (Senge, 1990). There has been little application of this theory
to college settings. The province's regional college system is presently undergoing
restructuring and presents an opportunity for such research. It is hoped that the study
will inform stakeholders as the regional college system reorganizes into one provincial
college system.

The data collection instruments consisted of several field research forms and a
tape-recorded interview with individual administrators. The primary research tools

used in the study were the Interview Protocols. The instruments served to inform the
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administrators about the research procedure and to assist the researcher in data

collection and review.

All interviews were conducted on the island portion of Newfoundland and
Labrador during a one month period from March 13, 1997 to April 2, 1997. On
average, each interview took approximately one and one half hours to complete. Upon
completion of all the interviews, the tapes were transcribed verbatim. Once all tapes
were transcribed and checked, an in-depth analysis was conducted.

The study was limited to a sample of four administrators; it was not meant to
be comprehensive, and was entirely qualitative in nature. All efforts were made to
reduce any bias which may have influenced the collection of data and the

interpretation of results.

Conclusions Concerning Research Questions
The purpose of the study was to determine the feasibility of the concept of a
learning organization within the college system. This objective was investigated

through an analysis of the ibility of the indivi isciplines that together define a

leamning organization. A synthesis of the results was then used to determine the

feasibility of the concept of a leaming organization within the college system, and in

lar to ine the ibility of the concept of the learning organization as a

framework for leadership in the college system. The following are conclusions

reached on the feasibility of each of the five disciplines of the leaming organization
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and the purpose of the study.

Personal Mastery
This analysis found that the administrators believe the element of Personal
Mastery is feasible for the college system. They attest that the aspects of lifelong

leaming and i imp! are I to the mission of the college as

an educational institution.

Several issues of concern raised by the administrators with respect to personal

mastery included the need for i of service provi such as

administrators, faculty, and staff in the college system; the need for a demonstrated

by 'y in the ization in order to implement and practice
personal mastery; and the need for ies to ack viedge and celeb the
hi of college b

Several administrators also raised the issue of the college restructurings. They
felt the frequent restructuring of the college system has produced a number of
problems. Some of these problems include low morale, cynicism, and obscure college
goals and values which have made it difficult for members to align themselves with

the college's goals and values.

Mental Models

This analysis found that there was no consensus between the administrators
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regarding the feasibility of the element of Mental Models for the college system even

though the ing of ions was seen as signi’ by the

It is fundamental to the preparation of students for the world of work and it is
fundamental to the preparation of workers for dealing with the impact of change.

Consensus was not reached due to i about i ible attitudes, in

the attitude of "this is not our responsibility” directed towards challenging the beliefs
and values of members. As well, there were reservations about the lack of balance

between the individual's roles and ibilities versus the college's roles and

in

Other issues of concern raised by the administrators included: the need to

change outdated policies and procedures which no longer work in the new system; the

need for i of all i in the areas of inquiry
and divergent thinking; the need to to be i ive and to take
small risks while sharing the ibility for the and the need for the

leaders of the college to explain decisions, especially decisions that affect the direction

of the college and its members.

This analysis found that the administrators believe there are very significant,
external constraints being placed on the public college system that, in many instances,

interfere with the d impl ion, and mais of a shared vision in
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the college system. The frequent restructuring of the college system was identified as
the major factor inhibiting the building of a shared vision.

The public college system is a political entity. It lacks autonomy and control

due to the external political ints of go as well as

The administrators state that it takes time and commitment to create a shared vision
and a sense of ownership. However, they claim that the frequent restructuring of the

college system i with the 1 of a shared vision and the creation

of a sense of hip. The ings create ici ially when past
efforts of vision-building are erased, as well as cynicism, resulting from the current
climate of layoffs and program cuts. The impact of the restructurings and downsizing
has also had a negative impact on the role of the administrators as "optimistic leaders".
The administrators believe that they must be cautious in communicating a positive
outlook since they often have no control over future events.

Other issues of concern raised by the administrators with respect to building a
shared vision included the establishment of strategies and teams to involve members in
goal-setting and the development of a vision that fosters commitment by members.

Some reasons given for the significance of building shared vision included the

of ship, control, and enthusi; through i the

of i and the alij of bers to common outcomes or

goals.



Tea iny
This analysis found that the administrators believe the element of Team

Leaming is feasible for the college system. They affirm that the aspect of

collaborative team work is ly being ii d in the provincial college
system.

Several reasons given for the significance of team learning included the

utilization of a wide variety of talents and in problem-solving, i d

and i

Several issues of concern raised by the administrators with respect to team
learning included: the perception that teams are not good decision-makers (who makes

the final decision?), the increased time factor required to solve problems using teams,

the illi of some ini: to share power, the need for a demonstrated

commitment on the part of the leaders towards team leamning, the need for professional

in the area of ive leaming and the provision of
resources to support team efforts, and the need for strategies to show appreciation and

support for team member contributions.

Systems king
This analysis found that the administrators believe the element of Systems

Thinking is feasible for the college system. They affirm that the aspect of holistic

thinking is ly being developed in the provincial college system.
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Several reasons given for the significance of systems thinking included the

lowi 1 of imp: d und ding of decisions and events, ii

of the other disciplines of the learning organization;

development of 2 community of learning and commitment; enablement of the college

to meet the needs and ions of the ity; ! of hil

inside and outside the college; i of the provincial ive; and
increased recognition of the college as a community resource.
Several issues of concern raised by the administrators with respect to systems

thinking included the need for: a good communications system, both internal and

external to the college; ional 1 the i of working teams

composed of colleagues from different areas and from different regions of the

province; imp use of if and the adj of college goals

to respond to the needs of students and the community.

Feasibility of the Concept of the Learning Organization
This analysis found that the majority of the administrators believe the concept
of the learning organization is feasible within the community college system.
Specifically, the concept of the leaming organization can provide a viable framework
for leadership in the community college system. However, examination of the data
indicated that the lack of autonomy due to political constraints, and downsizing due to

financial ints have izations and ing of the
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college system. The result of the i has been izati instabili

which has inhibited vision-building in the learning organization. The lack of stability
has lead to constrictive time limits; loss of organizational history and memory,
especially due to layoffs; discouragement of risk-taking and innovation; and wasted
efforts by members on the development of shared visions. All of these problems have
led to frustration, low morale, cynicism, skepticism, pessimism, and obscure college
goals which have resulted in the obstruction of learning.

Data analysis indicated that inflexible attitudes and loss of balance between the
roles and responsibilities of the individual versus the college have inhibited learning

and the devel of a learning izati In this instance, inflexible attitudes

and lack of balance have impeded the challenging of the assumptions and beliefs of

college members.

Analysis of data indi that ility and k i must
be put in place for the following reasons: to benchmark and monitor personal and
organizational leaming in order to determine if the college is achieving its goals, to
determine if members/leaders are fulfilling their roles and responsibilities in the
leamning organization, to determine the gap between current reality and the college
vision - what we are versus what we say we are, and to manage the resulting gap or
creative tension accordingly.

Data analysis also resulted in the identification of a number of themes. Each

theme is briefly summarized below: Support and commitment are necessary for the
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development of a learning organization; All the disciplines of the leaming
organization must be supported by the leaders and others in the organization, as well

as, through the provision of support and resources in various forms; Professional

was identified as an i and enabling factor in all elements except
shared vision; and iation of achi by indivi and teams needs to be
indi d through ack and i As well, the reci| | nature of

the relationship between shared vision and team learning was highlighted: teams
should be used to build shared vision, and vision produces alignment of members to
common outcomes.

Several reasons given for the significance of the learning organization in the
college system included: It broadens the sphere of influence through involvement, it
heightens consciousness, and it reduces risk.

Issues raised by the administrators included: students must be equal partners,
there must be a commitment to students, the student voice must be included in the

model, the cl must be ini: must be willing to share

power, shared vision needs to be dynamic - environmentally responsive, and
professional development needs to be made available to administrators on the concept
of the leamning organization.

Overall, the study has provided an insight into the feasibility of the concept of
the learning organization within the community college system. It is apparent that the

concept of a learning organization is being recognized as having potential for the
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college system. This study was indeed timely, and its findings can serve to make the
college aware of challenges that need to be faced if they are to move towards

becoming a leaming organization.

Suggested Areas for Further Research

Additional research is needed due to the very limited scope of this study. It
would be enlightening to repeat the study on a much larger scale using additional
methods of data collection such as shadowing and surveying. Suggested survey
instruments include the LPI (Kouzes & Posner, 1989) and PLS (Leithwood, 1995).

A longitudinal research project would be useful to determine the long term
effects of shared leadership, team learning, and holistic thinking on organizational
learning and the college culture since the process of developing a shared leadership
approach through team leaming and systems thinking is ongoing in the college system.

A study on the leaders' understandings of leadership theories would be

insightful since “the ability of administrators to make the shift [in leadership approach]

is quite d upon their ing of i ship theories”
(Sheppard and Brown, 1997, p.22).
Several other research possibilities that have surfaced as a result of questions

raised by one or more administrators in the study include:

The study of observed of the college ing that, by all

accounts, are "unintended outcomes”. For example, efficiency cutbacks by public
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colleges have allowed private colleges to flourish resulting in i privatization of

the college system. Was privatization g i i At present, it is not a
stated intention. Is it an unstated intention or an unintended outcome? Such

have prod much frn ion in college bers who on the one

hand, are dedicated people, committed to training and community development, but on
the other hand, distrust government intentions.

The study of the impact of the restructuring on classroom practice in the
college setting. Organizational learning involves all members. However, many
educational restructurings have failed because they have not enabled change at the
grass roots level of the organization - the classroom. Some studies have already been
conducted on the impact of team learning on classroom practice at elementary and
secondary schools (Sheppard & Brown, 1997). It would be interesting to study the
impact of the restructuring by measuring the effects of team learning and systems
thinking on classroom practice in the college system.

The study of reluctance and fear on the part of college members towards open
discussions with students on the subject of meeting student needs. This issue was
raised in discussions on changing the college goals in order to meet the changing
student needs. Members in the college system, in particular administration and faculty,
are often afraid of what they will hear if they open the doors of communication to the

more assertive, often mature, students that are currently attending the public colleges.



205
Implications
The findings suggested in this study have implications for professional
development (leadership training) of all leaders, in particular administrators, who are
entrusted with the restructuring of the college system through the effective

of shared | ip and systems thinking using teamwork.

Administrators who are not equipped with the knowledge and skills needed to foster a
climate of learning and inquiry, shared decision-making, shared vision building, and
integrated views are not equipped with the leadership skills needed for the successful

implementation of the new college system.

Through i devel and guided i in a "safe

: ini: can leamn the ge, develop the skills, and adopt
new theories of leadership required for the successful development of a leamning
organization. Only then will they be prepared to foster effective, organizational
learning.

The study blished that ini are d about the need for

and firstly, in order to determine if roles and
responsibilities are being met, and secondly, to monitor personal and organizational

will allow indivi and the ization to ine their

learning.
current position on the continuum of leamning. Feedback on learning processes can be
used to monitor personal and organizational leaming. Such feedback allows

members/leaders to determine the gap between current reality and the vision - what we
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are versus what we say we are - and to manage the resulting gap or creative tension

accordingly.
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DISCLOSURE AND CONSENT FORM

Ms. Rosalind Osborne
5 Lewisporte P,

St. John's, NF

AIE 5T3

Phone: (709)745-5407
FAX: (709)-778-0693

Dear Administrator:

Iama gnduale student prsendy pursuing a Masms degree in Education at Memorial
Uni of in a research study
that will be conducted in the commum!y college qstem This study will be conducted
under the gmdance of my ﬂ|e$ls su’pemsnrs, Dr. Jean Brown and Dr. Bruce Sheppard
(Faculty of Uni of N d

The conceptual framework for this study is influenced by recent work on leaming
within organizations. The study seeks to examine the feasibility of the concept of the
Learning Organization within the ity college system. Specifically, this study
seeks to explore the question, "Can this concept provide a viable framework for
leadership within the college system?”

In order to obtain the data necessary for this study, I need your assistance. I realize
this is another request in your already hectic schedule, but your input is critical.

The research procedure will involve a one-on-one, audiotaped interview which will
take approximately 1-2 hours to complete. Arrangemems will be made for a telephone
follow-up as y. To ensure , tape-recorded interviews will be
stored in secure files and destroyed upon completion of the research. Data gathered
through the mtervww will be CONFIDENTIAL and at no nme vnll you, the college,
the campus, or any individual be i i Tam i 's opinions
of leaming organizations, not in evaluating or judging you as an individual.

Your icipation is y and you have the right to withdraw from
the study at any time or to refrain from answering questions which you would prefer
to omit, without incurring prejudice in any form.

This study has received the approval of the Faculty of Education Ethics Review
C 5 ial University of R
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For further information concerning this study, please do not hesitate to call me at
(709)745-5407. Or if you wish to speak with someone not directly involved in the
study plem comm:t Dr. Patricia Canning, Associate Dean, Research and Development,

C ity of at (709)737-8587. The results of this research
will be available to you upon request.

If you agree to participate in this study, please sign the consent form below, retain one
copy for your files and return one copy to me.

Sincerely,

Rosalind Osborne

STATEMENT OF UNDERSTANDING AND CONSENT

I hereby signify my willingness to
participate in the research study on the feasibility of the concept of the Learning
Organization within the commumty mllege system to be conducted by Rosalind

Osborne. I unds d that my ion is entirely y, and that I can
withdraw from the study or any part of the study at any time without prejudice. I
undarsund the study has been app by the Ethics C: i of the Facu!ty of

y of d I d that of
all i ion relative to i and the College is assured.

Date Signature
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Administrator Personal Data Sheet
Data on Administrator: A B c D

Age: Gender:

Education:

Current Position:

Location:
# Students: # Faculty: # staff:
# Administrators: # C ] # Programs:

Years in Current Position:

Total Years in College system:

Prior Experience (Location of campus/college(s), positionms,

years, size, # programs, etc.):
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Asouﬂmadmmemm_cmjmhsmdyseeksmdmneme
feasibility of the concept of the Learning O ion within the ity college
system. Specxﬁcally this study seeks to explore the qumon "Is the concept of a
learning ion a viable fr k for hip within the college system?"

The purpose of this interview is to explore how feasible you, as an experienced
college administrator, believe the concept of a learning organization is within the
college setting.

As one of four college administrators involved in this study, your beliefs and opinions
on the feasibility of this concept will assist the researcher in achieving her
objective.

The interview structure is composed of five selected topics. You will be provided
with a lead-in statement for each topic, followed by a series of eight main questions to
which you are invited to respond. To conclude the interview you will be asked
several concluding questions. To assist you in focusing on the interview questions,
you will be provided with a list of the lead-in statements for the topics.

Please feel free to add comments which would serve to clarify or explain any point
explored in this interview. If you are clear on the purpose and procedures for this
interview, we will proceed with questions on selected topics.
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Topi -in
Element A
A commitment to lifelong learning and i imp for ry in the
organization.
Element B

Challenging our assumptions or views about the world. For example, we should
examine - and re-examine - the way we do things at work.

Element C

A shared vision: An image or a road map - developed as a group - that guides
members in their pursuits of a realistic and ive future for the izati

Element D

Cooperative team work; people getting together on a regular basis to learn from each
other and to solve problems together.

Element E

Seeing the "big picture”: We often solve problems by breaking problems down into
smaller, solvable problems. As a result, we often fail to see the connections between
problems and we fail to see how actions taken to solve one problem may affect or
even cause another problem.
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INTERVIEW PROTOCOLS

The concept of a leaming organization is build upon five elements as outlined in the
1 i -in ements sheet which has been provided to you.

I will briefly introduce each of these elements to you and ask for your opinions and
input on various aspects of each.

ELEMENT A

One concept emphasized in the learning organization is a commitment to lifelong
learning and continuous improvement for everyone in the organization.

If we apply this concept to the community college setting,

Al. How important do you believe the pursuit of lifelong learning and continuous
improvement is to people in the college system? Why is it (un)important?

A2. Do you believe that most people in the college system also see this concept as
(un)important?

A3.  Who should be promoting lifelong learning and continuous improvement in the
college system? Should anyone take a lead role?

A4.  Does the college system currently foster the development of lifelong learning
and continuous improvement?

AS.  What sorts of things are being done or should be done to foster the
development of lifelong leaming and continuous improvement in college
members?

I have several example here which I am going to ask for your opinion and
input on, example:

(1) Is the college providing for i to college
members? To whom? Is it enough?

(2) Do college goals foster self-imp in college Should
they?

(3)  Does the college celeb or ack it the achi of college

members? Should they?



223

(4)  Does the college encourage people to seek out challenging opportunities
that test their skills and abilities? Should they?

A6. Who in the college should be actively engaged in lifelong leaming and
continuous improvement?

A7.  Given the current restructuring of the colleg: system, do you feel the time is
right for fostering or inuing to foster p and lifelong
learning?

A8.  Are there any additional comments you would like to add on element A?

ELEMENT B

A second concept ized in the learning ization is challenging our

or views about the world. For example, we should examine - and re-

examine - the way we do things at work.

If we apply this concept to the community college system,

Bl.

B2.

B3.

B4.

BS.

How important do you believe challenging people to rethink their views of
work is to the college system? Why is it (un)important?

Do you believe that most people in the college system also see this concept as
(un)important?

‘Who do you feel should be ing college bers to ine their
views of work? Should anyone take a lead role?
Does the college system currently challenge people to re-examine their

assumptions about work?

‘What sorts of things are being done or should be done to encourage people to
re-examine their views or assumptions about work?

I have several example here which I am going to ask for your opinion and
input on, example:

1) Does the college encourage people to seek out innovative ways to
improve what they do in the organization? Should they? Is it enough?

(2)  Is risk-taking encouraged WITHOUT having to worry about negative
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‘consequences if things do not work out? Examples? Should it be?

(3)  Does the college set aside time for reflection by organizational
members?

@ Does the college emphasize 'why' it is moving in a particular direction
and not just how’ it will change? Examples? Should it?

B6. Who in the college system should be re-evaluating their assumptions about

work?

B7.  Given the current rutrumnng of the college system, do you feel the nme is
right for fostering or to foster a of our
about work?

B8.  Are there any additional comments you would like to add on element B?

ELEMENT C

A third concept emphasized in the learning organization is _shared vision: An image
or a road map - developed as a group - that gwds members in their pursuit of a
realistic and ive future for the i

If we apply this concept to the community college system,

Cl.  How important do you believe the development of a shared vision is to the
college system? Why is it (un)important?

C2. Do you believe that most people in the college system also see this concept as
(un)important?

C3.  Who do you feel should be promoting the development of a shared vision in
the college system? Should anyone take a lead role?

C4.  Does the college have a vision that is understood by most members now?
What is it?

CS.  What sorts of things are being done or should be done to create a shared
vision for college members?

I have several example here which I am going to ask for your opinion and
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input on, example:

(1)  Does the college have a systematic strategy for goal setting that
involves college members? Should it?

(2) Do college members participate in goal setting? Should they?

(3)  Does the college vision foster faculty and staff commitment to
professional leaming? Should it?

(O] Do college leaders show others how their long-term interests can be
realized by enlisting in and helping to create a common vision? Should
they?

(5) Do college leaders clearly communicate a positive and hopeful outlook
for the future of the organization? Should they?

C6.  Who in the college should be participating in the creation of a shared vision?
A

C7.  Given the current restructuring, do you feel the time is right for developing
or continuing to develop a shared vision?

C8.  Are there any additional comments you would like to add on element C?

ELEMENT D

A fourth concept i in the learning ization is _cooperative team work;
People getting together on a regular basis to leamn from each other and to solve
problems together.

If we apply this concept to the community college system,

DIl. How important do you believe a team approach is to learning and problem-
solving in the college? Why is it (un)important?

D2. Do you believe that most people in the college system also see this concept as
(un)important?

D3. Who do you feel should be encouraging people to work together as teams in
the college system? Should anyone take a lead role?
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D7.

D8.
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Does the college system curreatly utilize a team approach to problem-solving
and professional development?

‘What sorts of things are being done or should be done to develop a team
approach to leaming and problem-solving?

I have several example here which I am going to ask for your opinion and
input on, example:

(1) Does the college set aside time for discussion and dialogue among its
members? Should it?

[¢3] Are college by d to share their ise with
colleagues? Should they?

3 Does the college_provide resources to support these efforts? Should it?

(4)  Does the college gives team members lots of appreciation and support
for their contributions? Should it?

) Do college leaders develop cooperative relationships with the people
they work with? Should they?

Who should participate in team learning and problem-solving in the college?

Given the current restructuring of the college system, do you feel the time is
right for fostering or continuing to foster team learning and problem-solving?

Are there any additional comments you would like to add on element D?

ELEMENT E

A fifth concept emphasized in the learning organization is seeing the “big picture".
We often solve problems by breaking them down into smaller, solvable problems. As
a result, we often fail to see the connections between problems and we fail to see how
actions taken to solve one problem may affect or even cause another problem.

If we apply this concept to the community college setting,

E1(1) How impertant is it for college members to see the connections between their

work and the work of others throughout the college system? Why is it
(un)important?
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E1(2) How impertant is it for the college to see the connections between them ie.,

E2.

E3.

E4.

ES.

E6.

the college and the community they serve? Why is it important?

Do you believe that most people in the college system also see this concept as
(un)important?

‘Who do you feel should be ing the devel, of an i d,
holistic view of the college system? Should anyone take a lead role?

Does the college currently foster an integrated, holistic view of the college
system?

‘What sorts of things are being done or should be done to foster an integrated
view of the college system?

I have several example here which I am going to ask for your opinion and
input on, example:

(1)  Are college members kept up-to-date on developments locally,
regionally, and provincially? Should they be?

(2) Do college members work with colleagues across program areas and

locally, regi , and provincially? Should they?

@A) Is the ity kept i d about in the college?
Should it?

“@ Is the community supportive of the campus/college? How? Should it?

(©)] Is the community an influential decision-maker in the college? Should it
be?

(6)  does the college make use of the i in their

programming? Should it?

(@] Do college goals change to meet the changing needs of students and the
community? How? Should it?

(8)  Does the decision-making process at the board level provide for input
from the colleges? Should it?

Who should develop an integrated view of the college system
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Given the current restructuring, do you feel the time is right for fostering or
inuing to foster an i d, holistic view of the college system?

Are there any additional comments you would like to add on element E?

CONCLUDING QUESTIONS:

I want to summarize now by asking you several concluding questions on the learning
organization. After having considered the five elements of a learning organization,
Question:

1

Do you believe the five el of a leaming are or
feasible for the college system? Which concepts should be included or omitted?
‘Which concept should be emphasized more or less? Ranking?

Do you believe the five el of a leaming ion can provide a
feasible model for leadership in the college system? Which concepts should
be included or omitted? Which concept should be emphasized more or less?
Ranking?

Do you think the newly restructured college system will stimulate
organizational learning? Explain.

Is there anything else that you would like to comment on?

***THANK-YOU FOR YOUR TIME AND COOPERATION***
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COLLEGE’S STRATEGIC DIRECTION
Missiar/Gonis/Valuss

Although the Board has not articulated In namow tenns a set of swategic

stataments, the Minister of Education, the Honourable Roger Grimes. nas

outined the mandat of the Cailege in his letter, dated August 6, 1396, to the

President, Dr. Spgrkes. Ministar Grimes directac the Board and the CEO to

maerge the “five ugmw Colhga to pravide a single, efficient yet provincially
and F Collage* in the tatiowing context:

(1) A minimal organizational structure.

(2} Program i r un‘l‘lzing. of scale and

(3) Concemn for deveiopmenta: opportunities (locally, nationaily, and
internationatly)

(4) D of ion leading toward the achievement of
“virtuai” coilege offerings.

(S} Labour forcs development responaing t@ local, regional and provincial
need.

(6) Deveiopment of sharing nnd unm efforts with other publicly funded
and the y school

systam.
(7) Open i with all

(8) Full accountability “as an agency of the Department of Education” for the
efficient use of public resources “to ensure a competent and educatsd
work force able to compets with and participata in the naticnal and glabal
labour markst",

For the of the pravious five regionai

are (A ix A). The general diractions are nct differsnt
from those articuiated by Ministar Grimes hut the concern for efficiency and
avoidancs of duplication of effort are noticeable references in the new
mandats.
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BASIC ASSUMPTIONS - A €D COLLEGE L

In his bock. Challange and Oppartunity, Canada’s Cammunity Céileges at the
Crossroads (13988), Denmison empnasizss that the two main chalienges that
Colleges must address are: (1) finding new styles of leadership and (2)
cnanging an operaung style which is no longer arfective (P 275). The theme
expressed by Denniscn was reitsratad in 3 presentaticn made to the ACCC
conferancs in May rmwwmmmonmmuomamwm

Austraiis as hs pcsed the ey for — "How do ws
convert cmm md ov‘dy bur training i into lean.
mean and very ?° The obvi answer 1o that question
is “with grest cifficuity.”

Tha Mini of jon, the Ho! Roger Grimes. has manaatad the
Board and the President 10 a Colisge ing cost efficiency with

minimal organizationai structure and with ro dv.mlie'uuun of leacership and
adrminisratve etfort.

The task mandatad is a daunting one. ‘no question “hew ta?’ Is all pervssive.
The r-ﬁw of f-w-r and a poal with a focus
an the stage for leaging tne drama of
non-university, puawv funced pest-secondary educsticn imta the new cantury.

Autnars Korter (1996), Senge (13S0) and Youngoicod (1384) roforence the

belief tnat the il i i in the futurs wiil move
away from the iti-layersd model of and replace it
with 3 snare leedersnip approach through 3 team procass. These writers
that 1 for p jon by all i in an
envi where ail Y can assist in devising the mast efficient
process to meet gosis and cbjectives.
The Collage, the i ofs 3 with
open communications and shared i and ility as 8 model
of operaticn. Senge (1 9901 wugm that a trus team demonsirates alignment
of goais and L, of & team are not in unison but

are puiling in different dlroeuons. the picture might look liks this cne — 2n
llusTation of wasted energy (P. 234).

P T
/\\/'
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When thers is commonaiity of and an ing of how each
memoer compiements sacn otrier's effart, e DICTUre will chunge as lustrated
below.

The criticai dimension of ail teams is the bellef that tapping the potential of
many minas will rerider a greater inteiligence than that of any single memaoer
of the tesm. (Senge 1980, P. 236). Qutstanding teams in crganizations
deveiop opersticnal TRUST so that each team memoer can be countad on g
act in ways that compiemant each others scticns.

The discipiine of team building like any discisiine raquires practice which
implies a commitmant to learning and applying a8 new set of skills, tools, and
techniques. Contrary to the popuiar miyth, great teams are not charac:arized
By an sbeence of conflict. (Sengs, 1990, P. 24). Instead. it has besn argued

tha iable_indi of an affective is the visil

conflct of iaams, Whers TS S 40 8ppsMtanEs of n0 sanlct e Tambers
jiv fagl they UL suDDrAsS conflicting viaw Inhnmmﬂn i1sning

charac yrs det ct EUT the tesm deais

with the aﬂﬂlc‘ and through - CUSSil nsensus in k
syentuaily,

Tha aperatonal model proocsed for the new College aiso endorses the concept
of systams thinking — an abiiity 10 see the interdependencs by which locai
dJecisions and actions sffect others cutside the iocal sphere. In other waords
what’s right or seemingly logical for sach part of the crganization might be
Inappropriate or iilogical for the wnele (Senge, 1990, P. 230).

Davis McCamus, former chairman and CEQ of*Xerox Canada calls this concapt
“perighersi vision®: the ability to pay ettention to the warid as if through a
wide angls, not a telephoto lens. (Senge, et.al., 1984. P. 88)

Thae shife in the Collage lesclarshio aporosch: |.a., concam for the systam as a
whole tnrough participatory teamwark will require a new levei of callaboration.
The reaitty of an adjusument period and time delays must te axpectad (Senge,
et.al., 1994. P. 88).
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‘Walking the taik” is a slcw that requires 10 action and
change in ;. The J k Qr return on this type of
investment will be poaitive and wiil justify the tme expendad

BASIC FRAMEWORK
The Presi 's Senior ive Team as ap| d by the Board (Appandix
B-1) consists cf: -
A. Six Directers with individual ibili for: P Student
Servicss, Finance/Administration, Human Rescurces, Marketng/
end i
8. An i i 0 the Presi ible for Policy ana Planning

For administratve and operationsi ourposes, the Provinca has been divided into
seven (7) cistricis; each district consists cf one or more camouses
(Appendices 8-2 and B-3).

Esch District wiil be ged by an ini ive taam headed by a District
Administrator who will serve as a Team Leader. There is no intent to establish
separate district officss, rather, thw DiStrict Administrator (DA) will te a
campus based leader supported Dy cne or more Assocists District
Administrators (ADA‘s) wno will aiso be bassd at district campuses. The
numoer of ADA’s will be detsrmined by geograpny, cemogranhics, (evael of
programming and other unique circumstances of the district operational
environment. While the irterT is 1o have 3 mintmum of one DA ur ane ADA at
each camous loeldon. thers wiil be extenuatng circumstances which may

m this gcal xn :uc.'l staff wul be
with t

being amnd out from a dmlnm.

Tha District Team will be and for the ive and
efficient operation of the seven (7) key { ix B-4: F

Student Servicss, Financs and A jon, Q. i Human

Y and C r
DA’s and ADA’z will operata a team and will agree

on the division of awnunnmlhlu 30 that in as far as possible the
responsiwilitivs are equaily and squitably divided. In this way the District will
be administered by drawing cn the collective sTengths and taiemts of escn
maember of the management team.

URimataly sach DA and ADA is accountable to the President but functionaily
@acn is accountable o the Divisional Direcicr for tne quaiity and efficient
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cperation of ail activities raiatea to :ne specific funcucnal area for wnich ne/sne
nas been assigned resconsioility.

FUNCTIONAL INTER-RELATIONSHIPS
Tha Collage’s Operationat Mocei. Appendix C, attempts ta capture the team

structure with the studert as the client at the centcr and the direction provided
through legisiation and Board g

This illustraticn, using the Student Services Division as an exampie
(Anp-ndius D-1, D-2. & D-3), ciarify the reiaticnship as weil as the roies of
lcop. ix D-1 shows an add-on icop 1o the Student
WDM This loop ragresents tne chairs of the resgurce teams sach
of whom represents a sub-divisicn of the total student services ragponsible.
Appendix D-2 illustrates tnat the memnar of sach taam will be drawn from the
student services speciaiists in the Districts. Both the team :h:lr: and team
with tfew will be i whe

function primarily with campus/cisrict assignmants.

The Provinciai Resource Team witn 5§ main sub-divisions nravide diract input
in the drafting of policies, crocedures, and guidelines.

In the fully described linear mede!, Appencix D-3, the Divisionai Director is
connected on the nght By e Provincial Administrative Team. Thig is the taam
(one mcmbnr from u=u Dxm:ﬂ who will be accsuntable and responsible for
» of all ociicies and procedures at the

Dlﬂncz/Campu: lvel.

8y having one mamper of each District’s Admil ive Team for
the function, in this case Student Services, tha Divisienal Director will be abie
0 respond 10 seven (7] administramrs who, as @ group, will work together to
ensure standarcization of services. TRhis team along witn tne Provincial
Resourcs Team will share and leam from each othars exoeriences in bulqu
a division that will embody best ices and quaiity services at a

high slandard lsvel througnout each district and campus. The basis nbpeﬂv-
i3 that every student, regarciess of the districe or campus, recsives the sama
‘evel of quaiity service.

This system of estatlishing a Pravincial Resource Team and a Provincial

Aaministraugn Tesm will grovide & simsie structurs for the twe-way flow of

mfnmon ard aavice wmh ammmng an ideai vehicle for colladoration and
in for Student Servicss.

Linked into tne Provinciai Administration Team is the District Administration
Team. In tne samp'e pravideg, ths nypothetical district is District 3 which is
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administered By two ADA's and a DA. In the scenario prasanted, the ADA has

for Services; hence, the link wrn me S.S.
ial Admini sion Team. of this District Administrative Team
are suaff who ively assume full accountability for ali

funcuons witnn tne Oistrict.

Full participation and involverment of ail staff cccurs in the District Operational
Team which ingiudes the members of the District Administration Team and 3
representative of §taff from each of the seven (7) functionsi
aress; l.e.. Programs, Student Services, Marketng/international, Hummn
Rescurces. Corporata/Community, Fi i and i
Systemns. Generally speaking, this wiil be & very active Tesm in the District;
each member will bring to the table the perspective of the functon he/she
rapresents. It is this team which will work together to fine tune the details for
izing the ies and which have peen deveioged and
approved by esch Division and are ready for implementation.

Although the chart is linear, connectivity tetween both ends of the contunuum
does exist (shown by a sclid fine) as tne facuity and staff constituent group on
the left side of the comtinium are in fact the same consttuent group
repressrted in te Distnct Cperatianai Team on the right ena of the cantinuum.

Tre areas of ‘ocus for each of the Provincial Resource Teams are as follows:

1. Special Needs/Aboriginai Issues
2. Counseliing

3. Leamn Resource Cantre

4. Transition/Placement

5. Student Affairs

Beograma:

1. ABE/Academic
2. Agplied Arts -
3. Businsss

4. T
5.

8

7

Heahth Sciencs o
Information Techngiogy
Natural Resources
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1. Classification & Pay
Labour Relaticns

3. Professional Deveiopment

6. Humen Rescurces Data System

Currentdy being devcicped

Informarion Sysrems
Currermly being deveioped

Snan 3 i

Currcntly being developed

Mﬁnﬂpmmm for the most part; are District staff/facuty. Under
circumstnces, MamBers oOf these teams will aiso be eswblished us an
nmgul part of the Distnct Operationai Teams.

DISTRICT/CAMPUS ADMINISTRATION
In addition ra the District fi i and i each

m“mmmmmﬂmmvwmummwmm
campuses within the District. In
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of three A Districz Admini; (DA) and an ADA have been
assigned tC the iarger campus anc cne ADA has Ceen assigned at sach of the
other Two CIMpuses (Wwe can 2ssume these are smaller campusas with &
smailer student Bedy anc fawer programs to be administared).

In this hypotheticai district. ths duties of operating the larger campus will be
mwmmacmxmmm:m. mmufmm;n
the day-to-dey ion of a Such
demands as scheduling, hwtwum-.mmlmn facuity evsiuation, fire

drills, Y s reports, etc., in essance,
ing the i ian of all Di policies the
it i ibil ofa
In aadition to tnhe day-taday i the
accountabiiites for esch nas been gN mutual cantact by
the A s Team as
DA Programs (Cluster A)
Finance/Administration
Cammunity/Corperate
ADA "X* Programs (Clustsr 8}

Stugent Services
Human Rescurces

ADA *Y* Pregrams (Cluster C)
Markating/Intamationat

ADA Z° Programs (Cluster D)
Information systams

Sampie Oparaticoal Scananias

1. In the hypothetical District, assume a student service issue, which is
Qutside the norm and not cleariy defined In the procedural guidelines,
occurs in Campus 2 . Furtner assistance or clarification is needed. What
does ADA “Y* do?

Sincs ADA “X" Is the Administrator accaountable in the District for Student
Services, ADA “Y" should consuk with ADA *X". ADA "X", after consulting
with other msmbers of the District Administration Team and, where
appropriste. District Student Service speciaiists, conciudes that te
incidant is a most unusual avent and nobody in the District has previous
experience tc draw cn. Since the Guidelinez don’t make reference to such
a case, direction from the Divisional Director will be requested by ADA “X*.
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In otner words. Divisionai Cirectors will maintain tne liaison and fiow of
direction and advica throughn the Provincial Administrative Team — seven
(7} dirsct contacts oniy.

This process is NOt Intended 0 Curd Or reswict lwadership in the Districts.
However, locai decisions can easily become 3 basis for future referencs for
all owmer Distncts: therefore, careful and wide consuitation would be
prudent.

2. How is thes Distnct Admur (] from the
A iatg District A i ?

Like the A i District  Admit (ADA’s), the District

will share and wiil assume

accountapility for cne or more functions depenaing on te numger of

ADA’s i The major dif is that the DA will carry the

responsibility of team leaaer and coordinator. In this capacity, the DA
must exercise & great deai of inaight and keen perccption in facilitating the
warking of the taam to ensure that cross functionai issues are fareseen
and deait with 1o ensure the District as a whole operatas smeotnry. In
essenca the District. as a whole. must become more than the sum of the
individuat parts.

Communiry/Carparare
The C. i is a major ares of resgonsibility for each
Distict. There is no Dlvisional Dlrector assigned Lo this function as it is an
intagrai compenemt of the Programs DOivisisn and e Financa and
Administration Division. In other words. the programs/ccursas that Districts
* package and offer 1o clients fall within the reguiaticns and procadures
determined by academic policy. Sincs these course/program offerings ars
funded cutside the normal cperaton (Grant-in-Ald) and must be upwrated (o
recover cost pius a return, the Finance and Administration Division will e
mﬂthlnq poiicies and groe.dum 0 ensure qulutv sunﬂln‘.s for
which aro Hiring
of personnel, of course, fails under the diraction of m- Human rescurcas
Qffics. Thersfore, the eswadlishmer ot a separats Division would, in essence.
resuit in a dupiication or cveriac of m'faru which aiready faill within the purview
ot Division, lh. Fir Olvision and the Human
Resaurcas Division.

the t ot each aisurict.

%&M_m_sm a harmonious raiationship among Distncts as

pm:\ngi_rmrkn ‘will_need to be addressaa. Your

T oz - in the of & ple coce af
coeration are sciicited.
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The role of the Coilege in tne cammunity will continua to ba tne dirsct
rasponsibility of each camous. The locai campus leader will be axpected 10
deveiop pertmerships and warking i ivs with local ies. such as the
Regional Econamic Bocrds etc. Essentially, the official intarface between the

S ot TTIETTACE vetwaen th
m estagiisneg anc maintained by the clmuus

administraror.

RE-ORIENTATION T_D A NEW CULTURE

All Inadarship within the new College structure will experiencs a:

The figutening of the organization and the sharing of accounmabiiities w-ll
require New approaches to doing business. While Districts snd Campuses will
be respansive to local needs: the commitment t¢ the College as a singie unit
should be a priority. In other words, while respanding localty, District leaders
must be thinking provinciaily.

Hew can such major adjustments be mude? How can a culture be changed?
Through a cemmitment 10 cnange, all things are possible. The Sanior

Exscutive, in its commitment 1o the new style of leadership, is preparsd to
umvid- iNg sUPpPOr, i ice and i 18 anxura TAAT the newly re-
Cailege w full i in the process, ail Coilege

ulmnrm. mnrougn the particicatory modei, will be given an oppertunity to
shars in making the Provinciai College of Newfoundland and Labraanr (with an
appropriata namel) one that is gni: for its p by
countsrparts acrcss the country. With a dedicated, committad District
lsadership, staff and facuity, and cuilding an the good wark of the previous
College systam, e Senior E is very tnat tis

Coilege will a i il 1w the ang saccial
deveiopment of the Province.

A Final Thought:

Changs is nat somathing that nappens:;
it's a way of life.

it's nat a process;

it's a vaiue.

it’s not somathing you da:

It enguifs you.

Ronaid E. Comptan, CEQ
Aerna Life & Casuaity

CL
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For your i i is @ copy of gi
direction statements which may prove heipful in
the missi for the new
ceilege.
. Colleges of Newt and
Labrador

- Mission Statements
- Vaiue Stataments
- Bolief Statements
- Gosi Statements

- Target Statsments

Department of Educaton & Training
- Mission Statement
- Goais
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APSENDIX A -
MISSION STATEMENTS
CABOT
To orovide a broad range of educationai opportunities of ccns:mmiv high quality i
™0 the neegs of the
CENTRBAL
Wa ars committed to responcing o the human r and

needs of the province through quality raining and education. We believe that th
learner is at the centre of this process, and that our resources should be sided a
helping z2if students reach their perscnai ond cducationat geais through lifalong
learning.

Eastern College provides lifslong iearning opoortunities to the people of its region; an
througn meaningful partnerships, supports the sacial, cuitural and economic
dnvllcnmnt of mo province. This mission is achiavad through high quality
and servicas; nmmmnll growtn aof cnu.gc

an that and a )
style of and g ®
LABEADOR
It is the mission of the Labracer Callece 1o promote, initiate, deveiop and delive
quality post Y g and ices, in with the
Caliege’s pravinci: end iate to the gecg y of Labrador and its

cuitural and linguistic diversity. This thrust is i 10 the
development of individuals as well as the social and economic csveiopment o
Lahradar and must be consistent with, ard directed By the asairations of the peapie
of Labrader.

WESTVIKING

To promote lifeiong isaming and ¢ provide career-oriented education and training of
the nighest quality responsive w Lthe needs of the lsarner and contributing ta the
ic and sacial of a society in a global community.




CABQT
Cabot College beliaves ......... R
- Students corfie first in all we do

- Employees are ‘key” to our succsss
- Cgmmunity is a partner in our goals

BELIEE STATEMENTS

WESTVIKING

The Callege befieves peogie and communitias should strive 1o de ssif cirected
theretors, in sQ far as possitie ity programming rmust be in respunse tw e newds anc
goais of the cammunity-at-large as these have been identified and assessed by the
community itseif.

Tha College pelieves that learning is a iifalong process in which it is vital an
necsssary for pecole 10 engage botn as a oersonal and sactal experiencs. Thi:
requires, by definition, tnat tne College be cammitted to the principles of lifeian

g; namely, that grog ing snould be cenwred based upon the need:
of the learnor and deliversd in 3 style apprasnate to the learner's needs
comprehensive, so that all students will be able t .
to be invaived in gainful empioyment; and, accessible in that all persons, regarates:
of circumstances, will have an eooortunity 10 avaid of a program appropriate to thei
needs.

The Cailege aisa baiieves it has an gbligation to assist in the education of the
community for economic and sociai deveiopment. This requires that the College offa
programs and sarvieas diracred at the ion of weaith of ane
the economic and social deveiopment of the community.

And finaily, the College beli that ail its must be undertakar
with a glabal vision, exhibiting tne hignest sossisle standards of quality, efficiency
and util of Iit in order to prepare its students far a ralm in rne

intarnational marketpliacs.
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GOAL STATEMENTS

caear
The fallowing goais and objectives compliment the mission of Cabat cailage.

1 Provide quality edueation and produce the mast highty qualifiec graduates by
the most etficient and effsct:ve means.

2L Provide cuality life-long learning apportunities to meet individual ang
community needs.

3. Enhance awareness of the rcle of the College ana its services in tne
community.

4, Caontribute t¢ the personal and orofessional develcoment of e student.

8. Ta support indivi ilective, and g jvities through
leadership at local, provinciai, national, and international leveis.

8. Ensure that College activities are relevant and responsive to the neeas of those
it sarves.

CENTRAL

Ingrinuzional Goais

The Cantrat ; Coftege tne articuiation of Its overall
goais as a necessary extsnsion of its mission statement. Qrderiy iong term pianning
must be carrisd out within the content of stated institutional goals in order o ensure
that the focua and direction of college growth are maintained. The following section
outlines the goais of the csilege.

Goal Staramant

The Central Newfoundiand Regional Callege, weorking within the 2road gosis of post-
Y ion in the pravince, strives to meet the following goais:

1. In aceorsance with its fundamental comrritment to the community, the callege
will continue to offer as wide a variety of educational services as passible. as
dictated by the rneeds of te cummunity.
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APPENDIX 4.4

In accardance with its coen zccess paiicy. the college will artemot w0

ail i of 'd ar otner
obstacies that may nuvum m'm from i fram an it
experiencs.
As part of its ofen access policy, tme college will strive to offer muum
oppeoriunities 10 physically and mentaily aduits,
Into reguiar programs, special course offerings, disanca -duc:ﬁm ang other

in with support

The ceilege will participate in and the

of the quality of community life by oﬁcm\g a variety of equcational servicss
such as worksnops, seminars, SNOrt courses, Credit and Non-credit courses,
and ancillary educational services aimed at personali and economic
deveiopment.

The college will ansure accountadiiity ta the nubhc by ongeing self assessment
and evalustion and by involving tha in needs and tne
development and maintenance of orograms and services.

In recognition of its unique nature, tne caliege will strive tc maintain & presence
in ail the communities in its area through community learning centres and
distance education.

The collegs wili strive to deveiop the whole persan oy omnng oppartunities
for full growtn and in y and social
skills through career counselling, life skills training, job search training,
assertiveness training and otner courses aimed at personai development.

The coilege wiil strive 1o deveicg an identity s a cuitural centre by contributing

0 e curural of te througn Its faciifties ang
which are i for appropri; fvi and by ging
its facuity and staff w0 and p such activiti

The callege will strive to provide egucational opportunities for international
students by establishing ties with otner institutions and agencies whicn nave
active programs in this area and by promoting its services in an international
arena.

Thl collage will promote and offer hzm:v mlning whenever the need u
nd will encourage’ eir
mrnnqn lifalang lmarning activiries.

The coilege will strive @ in guaiity and in csntent and
dnhvnry through the eszaolishment 01 advisory :ammmn:. instructor
gandr g. and the i of )

Ggost Statemants
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Based on the College’s iegisiatec meandate ena the Mission, Eastern Callegs nas
established the fallowing goais:

1.

2.

Ta identify the leaming reeas cf adu:ts in the Callege regicn.

To provide programs in 2dult basic i i and
educatian, science anc i 2pplied arts, uni
transfer and personai devezoumenz

To assist the economic, social and cultural developmant of the provincs by

g apptied gy transfer and continuing educution in
plrmm with commurities: cemmunity groups: businass, industry and
labour; government departments and 2gencies: and other educational
institutions.

To design and deliver qualty INSTTUCT:CN N 3 Manner that recognizes and meets
the individual reeds of stucents wnile fulfilling established educational
standards and :umc.lurn content requirements for occupational praparation,
transfer 10 other i and external sccroditation.

To provide and maint2in a2 safe, com‘ortadie and mouvating learning
environment.

To provide stugent services that ennance :ne learning exoerience and maximize
the potential for student and

To impr parri i in dary i ay offering a

range of jon and training opportunities in order 0 bettar
serve ail aduns with spec:al attention 10 improving the participation of Lthose in
society who have traditionally been under r in post y
education.

LABRADQS

To market the regional Callege concept, s:rvnca and programs, in order to
heightsn public awareneas.

To imp: ity :o ang par in ail College programs ana
sarvices.

To deveiop a formaiized system ‘cr covernance to ensure cellege policies and
training initiatives are congruent with tne needs of students of the region and
ihe essenca of the Strategic Eceriomic Plan for Newfoundiand and Labrador:

Goal S:ataments
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APEENDIX 4 -8
training Mat is resp: to the ofa ing labour market for an
enterprising, highty skiiled, i ive ana

4. Toemphasize human and physicai re in order o
quality instruction, administration and sugport services.

8. To estabiish partnerships with vanuus mdwxduﬂs and agencies within and
beyond the College region and public and
privats sactor organizatons lnorwu: better assess needs and coordinats the
delivery of programs and technoiogy transfer.

8. To provide a comprehensive and batanced mix of quality crecit, non-cradit,
cartificate, and /ol within i

7. To aceord equal status ard educational services for ail and respect the dignity
of every parscn regardiess of individual differences, in accordance with human
rights and principles.

8. Todeveiop a Coilege climata conducive 1 the aduit learner.

8. To dsveiop a management strusture that cnsurcs spprogriate staff invaivernent
and censuitation.

10. To and i i i d in Callege
igi ing giobal 1tal issues and sustzinabie daveiopment.
TABGET STATEMENT
WESTVIKING

The College seeks to bring about its mission in partnership with:

individual aduits who are seekirg 10 increase their knowiedge and skills, o

ther or o gsvelop their sccial
skills, to advancs their cuitural heritage, or to ovarcamae or cope with special
challenges,

other institutions and agencies that offer educational programs and services,

the industrial and business sectors.

groups, agencies and a33QCIaticNs wruch seek IS Fromets ecaromic, sec:al and
cuitural development.

Goal Statarments



QEPARTMENT OF EDUICATION & TRAINING

Missian Starament

The mission of *ra Department of Educaticn and Training is t© enanla and encourage
every individuai tc acquirs, through lifelong leaming, the knowiedge, skills and vaiuss
necessary tor personal growtn ana tne cevelopment of Soc:aty.

Gaala

1. Te ummn a pc-ﬂsu:oncary eduman Systam tnat is capadie T efrectvely
ang that meet the needs of the cecole

of the Province.

2. To improve ibility to a corr range of equcation and training
opportunities on a geog! i basis the Province, and among
spacial sagments of ™a paopuiarion such as women, the empleyment

the physically ana handis and the adult learner.

3 Ta increase partici 1in rdary education and raining.

4. To ersure high quality and standards in the delivery of postsecondary
educaticn and training and o ensure that gmduams of institutions are
aregarea, In terms of skills, v ana job
search and job holding skills, 1o pursue career uupemxnmu

B. To it tect cast affici and accountasility throughout the
pnmecnnda:v education system.




251

Buuue)
1honod
‘ISsy '09x3j

TaXiaNTddv

24n39n43S 1PUOIPZIUVSI()
JUIMISPUD N 20111IIX]



APPENDIX B-2

List of Districts & Campuses
With Respective Economic Development Zones
College District Economic Dev. Zones | Campuses
Labrador (#1) 1,234,5 Happy Valley- Goose Bay
L " .
Corner Brook & 6,78 Corner Brook
Northern Peninsula (#2) St. Antho
Bay St. George & 9.10 Bay St. George
South Coast (#3) Pont aux Basques
Central NF (#4) 1,12,13,14 Grand Falls - Windsor
Baie Verte
Gander
Bastern (¥5) 15,16 Clarenville
Bonavista
Burin
Avalon Peninsula (¥6) 17,18 Carbonear
Placentia
St. John's (R7) 19 Prince Philip Dr.
ETC Ridge Road
Topsail Road
Seal Cove

(REV1)

N
n
N



IX B

District Structure

il

Provincial

Headquarters
Executive

€se

(REVI)



A

Functions of a College District

DIX

Programs

T

C ollege Community/Corp Serv
Finance & Admin.

= 1 District |

Student Services Marketing & International

|Infor--llo- Systcms |

College Districts will be managed by District Administrators and Associate
District Administrators (Number (o be determined by geography,
demographics etc.)

College Districts will be operated by a District Team - Team will include
repr tives from all fituent groups.

#5e
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APPENDIX G

Permission Granted Letters: ERC,
Kouzes Posner International,
Dr. Ken Leithwood



GOVERNMENT OF |
NEWFOUNDLAND AND LABRADOR

Development and
Rural Renewal

November 26, 1996

Ms. Rosalind Osborne
3 Lewisporte Place
St. John's, NF

AIE 5T3

Dear Ms. Osborne:

RE: Reproduction of Figure Two of At The Crossroads: The New
Economy in Newfoundland and I gbrador.

v in N

Please accept this as permission to reproduce Figute Two: “4 Comparison of the
old and ’Vechuwrrue: as fcundmmedocmmrwmﬂh_&g

Newit This pesmission is conditional that the
Figurs will be properiy sourced and r.h~ work in ion is ial in
nature.

L hope this is accepuble. If you require additivnal
please contact me at 709-729-7259 (telephone)ior 709-729 700" (E:rsn'mlc)
Good luck with your thesis!

Sincerely,

San McCarthy
Strategic Business Development
- omal E ic D

Division

136 Crosbie Road, St. Johr's, NF A1B 3K3, Phona: (709) 729-7000, Fax: (709! 729-7135



KOUZES POSNER INTERNATIONAL
15419 Banyan Lane 267
Monte Sereno, California 95030
Phone/FAX: (408) 354-9170

November 21, 1996

Ms. Rosalind Osborne
5 Lewisporte PI.

St. John’s, NF
Canada A1E 5T3

Dear Rosalind:

Thank you for your facsimile (dated November 20, 1996) requesting permission to use
the Leadership Practices Inventory (LPI) in your masters thesis. We are willing to
allow you to reproduce the instrument as outlined in your letter, at no charge, with the
following understandings:

(1) That the LPI is used only for research purposes and is not sold or used in
conjunction with any compensated management development activities;

(2) That copyright of the LPI is retained by Kouzes Posner International, and
that the following copyright statement be included on each page of the
instrument: "Copyright ® 1993 Kouzes Posner International, Inc. All rights
reserved.”;

(3) That one (1) complete copy of your masters thesis and one (1) copy of all
papers, reports, articles, and the like which make use of the LP| data be sent
promptly to our attention.

If the terms outlined above are acceptable, would you please so indicate by signing
one (1) copy of this letter and returning it to the above address. Also enclosed is a
report on the LPI’s psychometric properties. Best wishes for every success with your
research project. If we can be of any further assistance, please let us know.

BarryZ er, Ph.D.
Managing Partner
na

| understand and agree to abide by these conditions:

(Signed) ) Sl ST Date:\\\><f\¢ 3\(\\‘:
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Ken Leithwood, 01:45 PM 11/25/9, Re: Seeking Permission to use

Date: Man, 25 Nov 1996 13:45:23 -0500 (EST)

From: Ken Leithwaod <kleithwood@oise.utoronto.ca>
To: Ros Osbome <rosborne@admin.cabot.nf.ca>
Subject: Re: Seeking Permission to use PLS

You shouid feel free to use this instrument. The only stipulation is that
you let me know what you leamed.My best to your supervisors.

On Mon, 25 Nov 1996, Ros Osbome wrote:
> Dear Dr. L eithwood:
>

> My name is Rosalind Osborme. | am a graduate student presently pursuing a

> Masters degree in Education at Memorial University of Newfoundiand (MUN). |
> am working with Dr. Jean Brown and Dr. Bruce Sheppard, faculty of Education,
> MUN. | am requesting permission from you to use the "Process of

> Professional Leamning" Survey in my Masters thesis study.

>

> The study will attempt to identify the perceptions of community college

> instructors with respect to leadership approach and crganizational learning.
> The study will utilize Kouzes and Posner's "Leadership Practises inventory”
> to examine leadership approach and Leithwood's "Process of Professional
> Leamning" Survey to examine organizational learning.

>

> | look forward to your response. If you require any additional information,

> | can be reached by phone: (7089)745-5407, by FAX:(708)778-0633 or by

> E-Mail: rosborne@admin.cabot,nf.ca.

>

> Sincerely,

>

> Rosalind Osborne
>

>

Printed for rosborne@admin.cabot.nf.ca (Ros Osbormne)




TEST TARGET (QA-3)

D

CEEE

EEEF]

KEEFEPTPR]

I

125

<

i<

l

150mm
















	0001_Cover
	0002_Inside Front Cover
	0003_Blank Page
	0004_Blank Page
	0005_Information to users
	0006_Blank Page
	0007_Title Page
	0008_Authorization
	0009_Abstract
	0010_Abstract iii
	0011_Acknowledgements
	0012_Table of Contents
	0013_Table of Contents vi
	0014_Table of Contents vii
	0015_Table of Contents viii
	0016_Table of Contents ix
	0017_Table of Contents x
	0018_Table of Contents xi
	0019_Table of Contents xii
	0020_List of Tables
	0021_List of Appendices
	0022_Chapter One
	0023_Page 2
	0024_Page 3
	0025_Page 4
	0026_Page 5
	0027_Page 6
	0028_Page 7
	0029_Page 8
	0030_Page 9
	0031_Page 10
	0032_Page 11
	0033_Page 12
	0034_Chapter Two
	0035_Page 14
	0036_Page 15
	0037_Page 16
	0038_Page 17
	0039_Page 18
	0040_Page 19
	0041_Page 20
	0042_Page 21
	0043_Page 22
	0044_Page 23
	0045_Page 24
	0046_Page 25
	0047_Page 26
	0048_Page 27
	0049_Page 28
	0050_Page 29
	0051_Page 30
	0052_Page 31
	0053_Page 32
	0054_Page 33
	0055_Page 34
	0056_Page 35
	0057_Page 36
	0058_Chapter Three
	0059_Page 38
	0060_Page 39
	0061_Page 40
	0062_Page 41
	0063_Page 42
	0064_Page 43
	0065_Page 44
	0066_Page 45
	0067_Chapter 4
	0068_Page 47
	0069_Page 48
	0070_Page 49
	0071_Page 50
	0072_Page 51
	0073_Page 52
	0074_Page 53
	0075_Page 54
	0076_Page 55
	0077_Page 56
	0078_Page 57
	0079_Page 58
	0080_Page 59
	0081_Page 60
	0082_Page 61
	0083_Page 62
	0084_Page 63
	0085_Page 64
	0086_Page 65
	0087_Page 66
	0088_Page 67
	0089_Page 68
	0090_Page 69
	0091_Page 70
	0092_Page 71
	0093_Page 72
	0094_Page 73
	0095_Page 74
	0096_Page 75
	0097_Page 76
	0098_Page 77
	0099_Page 78
	0100_Page 79
	0101_Page 80
	0102_Page 81
	0103_Page 82
	0104_Page 83
	0105_Page 84
	0106_Page 85
	0107_Page 86
	0108_Page 87
	0109_Page 88
	0110_Page 89
	0111_Page 90
	0112_Page 91
	0113_Page 92
	0114_Page 93
	0115_Page 94
	0116_Page 95
	0117_Page 96
	0118_Page 97
	0119_Page 98
	0120_Page 99
	0121_Page 100
	0122_Page 101
	0123_Page 102
	0124_Page 103
	0125_Page 104
	0126_Page 105
	0127_Page 106
	0128_Page 107
	0129_Page 108
	0130_Page 109
	0131_Page 110
	0132_Page 111
	0133_Page 112
	0134_Page 113
	0135_Page 114
	0136_Page 115
	0137_Page 116
	0138_Page 117
	0139_Page 118
	0140_Page 119
	0141_Page 120
	0142_Page 121
	0143_Page 122
	0144_Page 123
	0145_Page 124
	0146_Page 125
	0147_Page 126
	0148_Page 127
	0149_Page 128
	0150_Page 129
	0151_Page 130
	0152_Page 131
	0153_Page 132
	0154_Page 133
	0155_Page 134
	0156_Page 135
	0157_Page 136
	0158_Page 137
	0159_Page 138
	0160_Page 139
	0161_Page 140
	0162_Page 141
	0163_Page 142
	0164_Page 143
	0165_Page 144
	0166_Page 145
	0167_Page 146
	0168_Page 147
	0169_Page 148
	0170_Page 149
	0171_Page 150
	0172_Page 151
	0173_Page 152
	0174_Page 153
	0175_Page 154
	0176_Page 155
	0177_Page 156
	0178_Page 157
	0179_Page 158
	0180_Page 159
	0181_Page 160
	0182_Page 161
	0183_Page 162
	0184_Page 163
	0185_Page 164
	0186_Page 165
	0187_Page 166
	0188_Page 167
	0189_Page 168
	0190_Page 169
	0191_Page 170
	0192_Page 171
	0193_Page 172
	0194_Page 173
	0195_Page 174
	0196_Page 175
	0197_Page 176
	0198_Page 177
	0199_Page 178
	0200_Page 179
	0201_Page 180
	0202_Page 181
	0203_Page 182
	0204_Page 183
	0205_Page 184
	0206_Page 185
	0207_Page 186
	0208_Page 187
	0209_Page 188
	0210_Page 189
	0211_Page 190
	0212_Page 191
	0213_Page 192
	0214_Page 193
	0215_Chapter Five
	0216_Page 195
	0217_Page 196
	0218_Page 197
	0219_Page 198
	0220_Page 199
	0221_Page 200
	0222_Page 201
	0223_Page 202
	0224_Page 203
	0225_Page 204
	0226_Page 205
	0227_Page 206
	0228_References
	0229_Page 208
	0230_Page 209
	0231_Page 210
	0232_Page 211
	0233_Appendix A
	0234_Page 213
	0235_Page 214
	0236_Appendix B
	0237_Page 216
	0238_Appendix C
	0239_Page 218
	0240_Appendix D
	0241_Page 220
	0242_Appendix E
	0243_Page 222
	0244_Page 223
	0245_Page 224
	0246_Page 225
	0247_Page 226
	0248_Page 227
	0249_Page 228
	0250_Appendix F
	0251_Page 230
	0252_Page 231
	0253_Page 232
	0254_Page 233
	0255_Page 234
	0256_Page 235
	0257_Page 236
	0258_Page 237
	0259_Page 238
	0260_Page 239
	0261_Page 240
	0262_Page 241
	0263_Page 242
	0264_Page 243
	0265_Page 244
	0266_Page 245
	0267_Page 246
	0268_Page 247
	0269_Page 248
	0270_Page 249
	0271_Page 250
	0272_Page 251
	0273_Page 252
	0274_Page 253
	0275_Page 254
	0276_Page 255
	0277_Page 256
	0278_Page 257
	0279_Page 258
	0280_Page 259
	0281_Page 260
	0282_Page 261
	0283_Page 262
	0284_Page 263
	0285_Page 264
	0286_Appendix G
	0287_Page 266
	0288_Page 267
	0289_Page 268
	0290_Page 269
	0291_Blank Page
	0292_Blank Page
	0293_Inside Back Cover
	0294_Back Cover

