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Abstract

The emergence of performance-based frameworks for funding and declining government
operating grant funding are contemporary challenges for Canadian public higher education
institutions. Operating grants are a sizable portion of the funding institutions receive from the
provincial government, and continued conditions on and declines in these grants pose significant
risks to the sustainability and viability of these public institutions. Higher education institutions
today need to become less reliant on government funds while remaining aligned with mandates
to provide the programs and services necessary to meet the needs of the regions and communities
they serve. Frontier College (a pseudonym) has revenue diversification strategies in place, but
these strategies were developed with individual departmental needs in mind rather than an
institutional focus. This Organizational Improvement Plan demonstrates how a distributed
leadership approach with an iterative implementation of Kotter’s eight-step model for change can
be used to institutionalize the college’s revenue diversification strategies. Because revenue
diversification strategies may involve entrepreneurial activity that is outside typical college
operations, the change initiative will be led through the lens of equity, diversity, inclusivity, and
decolonization to ensure that all initiatives align with Frontier College’s strategic plan without
compromising the institution’s mandates, vision, or mission. This plan also demonstrates how a
balanced scorecard can be used as an effective monitoring, evaluation, and communication tool
throughout the change process, allowing leaders to collaborate with employees to adjust, amend,
and alter plans as they revisit Kotter’s steps together to successfully embed the change within the
college’s culture.

Keywords: distributed leadership, Kotter’s change model, iterative change management,

reliance on government funding, revenue diversification, balanced scorecard.



iii
Executive Summary

Higher education institutions (HEIs) operate within a neoliberalist environment where
they compete for limited government funds (Kozaitis, 2013). Once considered a public necessity
(Williams, 2016), the purpose of higher education is being questioned (Teixeira et al., 2014) and
government funding for HEIs has declined (Lucal, 2015). Within Frontier College’s (FC’s, a
pseudonym) province, the Ministry of Advanced Education engaged with board chairs and
presidents of HEIs to discuss cost-saving options and to better align institutions’ priorities with
ministry priorities. Those discussions led to the ministry tying 40% of operating grant funding to
performance targets by 2024 and expecting HEIs to become more entrepreneurial.

FC experienced a 20% reduction in its operating grant over the last 4 years, representing
over 67% of its total revenue. The college’s reliance on grant funding is significant, and the
potential of not meeting established performance targets poses a substantial financial risk to the
institution. Reduced funding would impact FC’s ability to provide accessible programs for
students, services to support student success, staff job security, and a workforce to meet the
labour market needs of industries and communities it serves. Further, performance targets may
influence institutional priorities, making it imperative for FC, through my leadership as president
and CEOQ, to ethically lead and collaborate with all stakeholders to adapt to this market-driven
environment without compromising its purpose or causing undue harm. This Organizational
Improvement Plan (OIP) addresses the Problem of Practice (PoP) of becoming less reliant on
government funding while remaining aligned with institutional ethics and mandates.

Efforts to become less reliant on government funding are familiar to FC, but these
activities have been conducted with a departmental focus instead of an institutional lens. Three

solutions to address the PoP were considered: (a) increase revenue through tuition and fees by



increasing the number of student enroliments; (b) focus on sales, services, and the effective
utilization of college assets; and (c) a hybrid of the above including activities not included in the
first two solutions. Each solution was assessed on three criteria, and it was determined that given
its institution-wide approach, the hybrid solution would best address the PoP. Further, the OIP is
based on three central questions. The first considers its appropriateness and manageability; the
second examines power imbalances arising through the OIP process; and the final question
applies an ethical lens embracing equity, diversity, inclusivity, and decolonization to ensure
institutional mandates will not be compromised for the OIP.

The OIP will be implemented through a functionalist lens, a structuralist perspective, and
using scientific management as the dominant change theory in practice. It is based on an
initiative identified in FC’s new 3-year strategic plan, but due to the scope of the plan, the OIP
focuses on activities pertinent to only the first year of the strategic plan. Kotter’s (2012) model
for change will be implemented because of its balanced, process-oriented, and prescriptive nature
(Kezar, 2018), with an iterative approach (Kang et al., 2020) to institutionalize the change
efforts. Building on the above, | will apply five change management leadership principles while
using a distributed leadership approach with the support of FC’s 20-member President’s Council.
Applying Deszca et al.’s (2019) change readiness assessment tool with FC’s five executives
revealed a high level of organizational and individual readiness, with high levels of efficacy,
valence, and commitment from the executive as a group. A similar assessment with all the
President’s Council will be conducted as part of the OIP implementation process.

The college already demonstrated a sense of urgency with respect to the PoP in early
2019 through its highly collaborative strategic planning process. The sense of urgency has been

and will continue to be regularly communicated and revisited at stages throughout the OIP



implementation to ensure complacency does not set in. Similarly, various communication
strategies will be implemented through a knowledge mobilization plan to address how, what,
why, and when communication with key stakeholders will happen throughout the OIP process.
This plan includes various sensemaking (Jappinen, 2017) activities, as well as using 11 different
communication venues. The OIP also uses the balanced scorecard (BSC; Hladchenko, 2015) as a
key monitoring, evaluation, and communication tool at various stages within Kotter’s (2012)
model. The BSC assists leaders in ensuring all employees understand how priorities are aligned
with institutional priorities at all levels of the organization, including timelines and reporting
structures (Kaplan & Norton, 2007; Markiewicz & Patrick, 2022). It provides role clarity by
demonstrating the interdependencies between departments through an institution-wide lens. The
BSC provides concrete evidence to employees showing their activities are working and are being
acknowledged by college leaders (Appelbaum et al., 2012). These results will be used to assess
progress, encourage continuous engagement and dialogue throughout the organization, monitor
performance compared to established goals, and through two-way communication, adjust
activities as required. This tool will provide data to evaluate the performance of various
initiatives on a semiannual basis, help address issues of causality, and determine if targets and
outcomes have been met (Kusek & Rist, 2004; Markiewicz & Patrick, 2022).

The OIP focuses on only the first year of FC’s strategic plan; therefore, the work
performed within this first year should establish a base for future activity. The OIP is intended to
engage all staff and guide them to institutionalize the changes beyond the OIP timelines.
Becoming less reliant on government funding is a key challenge for all HEIs in Canada. Lessons
from this OIP will benefit not only FC, but our findings will also be shared with other HEIs as

opportunities arise.
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Definitions

Balanced scorecard: A tool to measure, monitor, evaluate, and communicate progress and to
assist in articulating role clarity and responsibilities by translating institutional priorities into
goals at the individual and departmental levels (Kaplan & Norton, 2007).
Distributed leadership: Describes leaders operating and contributing together with a shared and
reciprocal level of influence (van Ameijde et al., 2009), collectively leading each other (Avolio et
al., 2009).
Neoliberalism: A political framework that encourages market-driven activity (Oleksenko et al.,
2018).
New public management: Applying business-like or corporate practices that focus on increasing
efficiency and effectiveness to publicly funded organizations (Broucker & De Wit, 2015).
Performance-based framework: A government initiative tying accountability information to
operating grant allocations.
President’s Council: This group of 20 is Frontier College’s senior leadership team, including the

president and CEOQ, vice presidents, deans, directors, and associate directors.



Chapter 1: Introduction and Problem

Higher education (HE) has historically been considered a “public good” (Williams, 2016,
p. 619) to provide students with academic and social skills to enter the workforce and contribute
to the well-being and continuity of society in general. However, evolving cultural, political, and
economic forces have forced postsecondary institutions to adjust, adapt, and alter institutional
priorities to operate successfully within today’s challenging financial environment (Bessant et
al., 2015; Lucal, 2015). This Organizational Improvement Plan (OIP) focuses on describing how
Canadian colleges can address one of the emerging contemporary challenges they face:
becoming less reliant on government operating grant funding.

The OIP is divided into three chapters: Chapter 1 focuses on explaining and articulating
the Problem of Practice (PoP) within the context of Frontier College (FC, a pseudonym). Chapter
2 describes the importance of the PoP and solutions to address it, and Chapter 3 explains how the
OIP will be implemented. I start with a description of my positionality and lens related to the
PoP and then explore the organizational and leadership contexts. A detailed analysis leads to
guiding questions and a leadership-focused vision for the future.

Positionality and Lens Statement

| am a visible minority who entered Canada as a refugee under volatile circumstances
approximately 50 years ago. My personal and professional perspectives have evolved throughout
my 25-year career in the Canadian public postsecondary sector but form the base of my
leadership values. | have had the honour and privilege to assist in leading colleges and
institutions serving the needs of various rural and urban communities in British Columbia,
Alberta, Saskatchewan, and Ontario. My roles in the postsecondary sector have progressed from

associate dean, dean, and executive vice president academic (VPA), to the last 5 years, as a



president and CEO (PCEO). | am currently the PCEO of a northern public community college in
Alberta, Canada, and in 2018, I was the only visible minority PCEO within the college and
institute sector across the country. My personal and professional history provides me with a
unique leadership and ethical lens concerning equity, diversity, inclusivity, decolonization
(EDID), social justice, and power issues.

Racism, EDID, and social justice issues are prevalent in the postsecondary sector
(Berkovich, 2014; Henry, 2015). Throughout my career, | have witnessed how power imbalances
have impacted marginalized and less privileged individuals, populations, and those without an
equal voice in HE and society. | take my leadership responsibility as a PCEO very seriously,
especially as it pertains to ensuring my decisions minimize undue harm, maximize the positive
contributions of my actions across various stakeholder groups, and do not compromise
institutional mandates (Monahan, 2012).

Professional Position and Accountability

FC has approximately 2,500 students, 300 full- and part-time employees, and an annual
budget of roughly $60 million. It is governed by a board, which the provincial government
appoints. The board provides oversight and direction to college management based on their
assessment of the global, competitive, and market-driven neoliberal political framework in which
colleges operate today. The board is responsible for establishing institutional priorities through a
strategic plan, and their recent collaborative strategic planning development process helped
identify a new vision and mission for the college, with a total of 20 initiatives under four
strategic pillars in its 2022—-2025 plan (FC, 2022c). Although the board’s responsibility is to
establish institutional priorities through its strategic plan, as the sole employee of the board, |

have the full responsibility and authority to lead, implement, and operationalize the institutional



priorities as identified in the board’s plan. In the following subsection, I describe the board’s and
my approach to the strategic plan and its relevance to this OIP.
Approach to Strategic Planning

Like most colleges across Canada, FC provides relevant programs and services meeting
the diverse demands of its students, employees, employers, and funders, and is a key economic
driver for the region it serves (Hogan & Trotter, 2013). FC’s strategic plan was developed
through a combination of stakeholder engagement (town hall meetings, internal departmental
meetings, online surveys) and secondary research. The plan reflects Mack’s (2010) approach,
with an objective and rational assessment of institutional priorities to be aligned with the needs
of the communities it serves. Individual perspectives were considered through various strategic
planning initiatives; however, rational solutions toward institutional priorities will remain of
primary focus (Bolman & Deal, 2017). FC’s strategic plan is the central driver for change at the
college.

Buller (2015) suggested that strategic planning “may produce results, but those results are
rarely worth the expense involved” (p. 119), but FC’s planning process was designed to ensure
the college’s focus will align with the needs of the communities it serves and mitigate potential
limitations of strategic planning processes. For example, the plan’s mission is not “overly
generic” (Buller, 2015, p. 110) in that it provides a clear purpose for how the college will achieve
its vision. To avoid “mission creep” (Buller, 2015, p. 110), if departments cannot clearly identify
how their proposed actions align with the strategic plan, those actions will not be supported or
funded by the college. Also, the OIP is designed to minimize “planning fallacy” (Buller, 2015, p.
111) by ensuring the appropriate time and resources will be available. The implementation of the

OIP can be managed and controlled predominantly through a functionalist lens and structuralist



perspective as discussed below.
Theoretical Lens and Perspective

In alignment with Durkheim (as cited in Ballantine, 2001; see also Foster, 1986), |
believe higher education plays a key role in growing local and global economies by helping to
educate, prepare, and assimilate individuals into society as adults. FC is part of a larger system
within society, and robust and efficient systems (teams) require “a fit between the needs and
motivations of the individual and the role requirements of the institution or social unit”
(Seidman, 2004, p. 74). As a result, this OIP is viewed predominantly through a functionalist
lens and a structuralist perspective.

With a functionalist lens, each societal institution serves a specific role and purpose.
Furthermore, each of these institutions work together interdependently to advance society as a
whole (Ballantine, 2001). In alignment with Parson’s equilibrium theory (as cited in Osbourne &
Van Loon, 1996; see also Rohmann, 1999), institutions play pivotal roles in maintaining social
equilibrium, even if that means a changed social-ordered equilibrium. Structuralist perspectives,
on the other hand, focus on how institutions and/or departments (and the logical relationships
thereof) are related to achieving the overarching outcomes of various entities (Stevenson, 2014).
That is, structuralist perspectives focus on how an organization’s structure effectively fits within
the internal and external environmental factors it faces to achieve organizational strategies, goals,
and objectives (Bolman & Deal, 2017). Closely connected to structuralist perspectives,
functionalism considers what institutions and their departments do within the larger societal
context (Stevenson, 2014). These concepts form vital foundational aspects of this OIP because of
the need to examine both FC’s function and structure in society and its individual departments’

functions and structure within the organization.



Given my personal and professional background, | have always tried to ensure that
different perspectives on specific initiatives are considered. | also acknowledge that one person
cannot possibly have all the required knowledge to make the right decisions all the time. Given
the complex challenges higher education institutions (HEIs) face today, working through cross-
functional teams to meet institutional and departmental goals is becoming vital (Worley &
Mohrman, 2014). Furthermore, S. Jones et al. (2014) stated that leadership needs to focus more
on sharing and collaboration, as opposed to individual control and managerial bureaucracy. As a
result, I use distributed leadership techniques with an ethical lens and strategies that enable me to
implement broader institutional priorities while still considering individual and group
perspectives. This leadership approach has been effective in my professional experience, given
the scope and range of my areas of responsibility and accountability.

When studying HEI presidents, Birnbaum (1992) supported the above perspectives on
leadership, stating that most presidents who demonstrate authoritative leadership and token
consultative practices fail, but exemplary presidents treat employees with respect, focus on
interpersonal relationships built upon reciprocal and mutual influence, and establish governance
structures that support shared levels of authority. Therefore, effective distributive leadership
practices challenge traditional hierarchical leadership approaches of an individual central figure
influencing various activities (van Ameijde et al., 2009) and operate within governance structures
that support collaborative activities between individual leaders and other relevant
individuals/groups (S. Jones et al., 2014).

In alignment with the college’s hierarchical structure, as the PCEO, I am responsible for
ensuring goals, expectations, and appropriate communication strategies are implemented

throughout any institutional initiative (Kezar, 2018). Further, I will need my executives’ and



their respective direct reports’ (the President’s Council [PC]) support in planning and executing
the OIP through a distributed leadership approach.

My background, distributed leadership approaches, and ethical leadership considerations
make me keenly attuned to EDID issues. However, EDID issues have several ethical
perspectives that must be considered. For example, as Van der Wal and Demircioglu (2020) said,
“ethical leaders need to be more than just moral persons, they need to be moral managers” (p.
389), and they “need to be fair, honest, caring and just” (p. 389). Any decision or direction the
college partakes in must also consider the institution’s culture, its diverse internal and external
stakeholder groups, and the EDID, social justice, and power implications that may emerge. Early
in my tenure as a VPA for a rural postsecondary institution in western Canada, an Indigenous
student wanted to report that she was sexually harassed by one of the college’s employees. As
standard practice at the time, a counsellor within the college’s Student Services department
directed her to follow the relevant college policy. However, it was quickly apparent that the
policy did not appropriately consider the challenges this student (and other Indigenous and
similarly impacted students) would experience if she followed it. The policy was developed
through a predominantly colonized lens and was unfair to Indigenous students because it did not
allow the student to access assistance (e.g., an Elder) during the complaint process.

This specific situation became a catalyst for the college to review all its policies through
an EDID lens to ensure they better supported domestic, Indigenous, and international students.
Although I did not realize it at the time, the process we followed to decolonize the college’s
policies aligned with Wood and Hilton’s (2012) five ethical paradigm framework. Given my past
experiences, within this OIP | will also apply this framework to mitigate EDID issues that might

arise during the change process. | describe below the application of their lenses with the ethic of



justice, critique, care, profession, and local community.

Following Wood and Hilton’s (2012) framework, with an ethic of justice lens,
institutional rules, regulations, policies, and procedures might guide our actions in a moral and
equal manner to all, but some might need to be adjusted if they have overlooked EDID issues.
Second, the ethic of critique lens will help to determine whether existing policies and procedures
are fair and reasonable and do not advantage or disadvantage one group over another. Building
on the above, the ethic of care lens takes a more personal approach to ensure specific individuals
or groups are not adversely impacted intentionally or unintentionally for any initiative. The ethic
of profession lens will allow the college to remain focused on its institutional mandates, with the
new strategic plan designed to serve the needs of internal and external stakeholders. Finally, the
ethic of local community lens will enable the college to remain aligned and balance the needs of
our entire community, with decisions made for the betterment of the college community and the
region served.

Combined with a distributed leadership approach, applying an ethical framework as
above will enable the college to continue to still consider individual and group perspectives
without compromising institutional mandates. The framework recognizes that individual needs,
social norms, and institutional and cultural values cannot be viewed as separate components, and
it aligns with functionalist and structuralist approaches that allow each stakeholder and group to
understand how they are interlinked and connected to the larger objectives of the college’s goals
and mandates.

Organizational Context
FC’s 2022-2025 strategic plan was developed through a highly collaborative process. It

also involved a thorough environmental scanning process through a political, economic,



sociodemographic, and technology (PEST) analysis (Grundy, 2006; Vining, 2011), and internal

strengths, weaknesses, opportunities, and threats (SWOT) analysis of how well-positioned the

institution is in relation to institutional priorities going forward (Chance & Williams, 2009).

Current Challenges

Neoliberalism has been the “dominant political philosophy” (Radice, 2013, p. 497),

influencing government policy for decades (Busch, 2017). Coupled with the college’s

assessment of these factors and my additional research, the following represent some of the

many challenges faced by FC and other HEIs today:

competing public interests for the limited level of government funding available
(Basham, 2012; Grummon, 2009; Marginson, 2013; Pennington et al., 2006),
changing to and competing within a global economy (Basham, 2012; Ehrenberg,
2012),

changing public priorities and increasing public accountability (de Boer &
Goedegeburre, 2009; Ehrenberg, 2012; Kozaitis, 2013),

diversity and changing demographics (Basham, 2012; Flanagan, 2006; Grummon,
2009; Pennington et al., 2006),

internal debate regarding financial allocations across the institution due to competing
demands (Ehrenberg, 2012; Rich, 2006; Smith & Hughley, 2006),

rapid growth of the internet (Basham, 2012), and

declining government funding (de Boer & Goedegeburre, 2009; Ehrenberg, 2012;

Nica, 2014; Sporn, 2006).

Another critical factor impacting FC is how the role and purpose of HE in today’s society is

being questioned. For example, “health care and social security have forced many governments



to rethink their financial engagements in other areas so that higher education has become one of
the potential areas for cost containment” (Teixeira et al., 2014, p. 398). Inquiries in these areas
have not only raised questions on the purpose and value of HE in society but also have “placed
increasing pressure on higher education institutions to seek additional sources of revenue and to
reduce their reliance on public funding by diversifying their revenue structure” (Teixeira et al.,
2014, p. 398). In Alberta and Ontario, this has led to audit cultures and the implementation of
performance-based framework (PBF) models, with similar models soon to be in place in British
Columbia and Saskatchewan. The emergence of PBF and audit cultures within the postsecondary
sector may require their leaders to effectively (a) balance, unite, and integrate business and
academic priorities; (b) respond creatively to demands for increased market competitiveness in
ways that support long-term academic objectives; and (c) establish institution-wide strategies to
better connect fiscal resources with academic and student-service priorities (Ehrenberg, 2012;
Rich, 2006). Specific to FC, the economic reality of its region is another current challenge. As |
elaborate on in the PEST Analysis subsection, the region’s economy is tied to the global energy
sector and has been impacted by the economic downturn. Later in this chapter, these and other
challenges are discussed further in the Framing the Problem of Practice section.
Leadership Structure and Approach

Like most HEIs, FC is hierarchically structured (Bolman & Deal, 2017). I, four
executives who report directly to me, and 15 directors and deans comprise the college’s PC,
which I chair. The executives meet twice a month, and PC meets monthly to discuss various
topics throughout the year and provide operational leadership for FC. Reporting structures are
hierarchical and align with functionalist and structural approaches in that divisions of labour,

areas of specialization, lines of responsibility, and divisions’ relationships to one another are
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clearly defined with an institutional perspective (Bolman & Deal, 2017). FC’s current
organizational structure was established so the college could respond and adapt to prevailing
environmental factors, institutional goals and priorities, and its people, which is what Bolman
and Deal (2017) recommended for effective, adaptable organizations. The college’s distributed
leadership approach through its PC also focuses on enabling informal networks of expertise,
shared knowledge, and developing leadership skills throughout the organization (van Ameijde et
al., 2009). Although power imbalances are inherently present within a hierarchical organizational
structure, FC’s distributed leadership approach allows its leaders to consider personal and
departmental perspectives as they discuss and implement institutional priorities. As elaborated
further in Chapter 2, the PC will operate with a shared purpose with clear goals and expectations,
collaborate to take advantage of diverse strengths and perspectives in alignment with established
goals, and share accountability and responsibility at the individual and departmental levels
(Basham, 2012).

Neoliberalist forces have also had an impact on HEIs to adopt business-like or corporate
leadership practices such as new public management (NPM), which conflicts with traditional
HEI cultures (Blaschke et al., 2014; Taylor, 2017; van Ameijde et al., 2009). These practices
focus on increasing efficiency and effectiveness (Broucker & De Wit, 2015) and securing
alternative funding opportunities. There is no direct evidence to suggest NPM practices have
made HEIs more “efficient or effective” (Broucker & De Wit, 2015, p. 71); however, Van der
Wal & Demircioglu (2020) stated that, “the ethical implications of New Public Management
suggest entrepreneurial, innovative, and business-like behaviour may not contribute positively to
ethical considerations in the public sector” (p. 387). Further, Monahan (2012) stated, “Ethical

leaders can influence followers by consistent conduct, proper actions, moral way of being, and
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doing what one says” (p. 61), “ethics comes down to a choice to influence oneself and others in
doing the right thing” (p. 58), and “ethical leadership is not about process, but rather a way of
being and making the right choice” (p. 58). It is beyond the scope of the OIP and my political
agency to effectively reconcile the impacts related to working within a neoliberalist economic
framework and NPM practices emerging within the HEI sector; however, the above
considerations illustrate the importance of incorporating an appropriate ethical framework and
leadership approaches to ensure that EDID implications are not overlooked throughout the OIP
implementation process.

As the PCEQO, it will be vital for me to “walk the walk” (Van der Wal & Demircioglu,
2020, p. 389) and model expected leadership behaviours and qualities from all PC leaders. All
the above factors will influence how the PC can operate and adapt to environmental factors. In
addition, the PC is in place to achieve established goals, and it will be essential to ensure clear
lines of responsibilities are identified at individual and departmental levels as FC implements its
strategic plan (Bolman & Deal, 2017).
Significance of the Strategic Plan’s Vision and Mission Statements to Institutional
Priorities

FC developed new vision and mission statements in its 2022—2025 strategic plan, with 20
initiatives designed to focus on institutional priorities. The college’s new vision is “Educating to
Change Lives” (FC, 2022c, p. 2), and its new mission is “In partnership with industry and
community, to develop a relevant workforce and the leaders of tomorrow within a safe learning
environment that embraces equity, diversity, and inclusivity” (FC, 2022c, p. 2). One of the key
strategic initiatives in the plan is “Through the lens of Equity, Diversity, and Inclusivity, and the

Truth and Reconciliation Calls to Action, provide support for diverse, vulnerable, and
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underrepresented learners” (FC, 2022c, p. 2).

These statements demonstrate that FC and its board are committed to effectively
addressing and focusing on EDID issues as key institutional strategic priorities. As the PCEO, |
am responsible for ensuring that our leadership approaches align with this expectation. In fact,
“ethical organizational culture is strongly affected by how leaders themselves behave ... [and]
role model” (Van der Wal & Demircioglu, 2020, p. 389); hence, leaders’ actions appear to be
more important than formal policies and guidelines. As mentioned above, the college’s
distributed leadership through its PC is central to addressing EDID issues and is well-positioned
to do so, given its diverse makeup. The PC has an equal balance between men and women aged
38 to 68. It has three visible minorities and three individuals with self-declared Indigenous
ancestry. Further, PC members come from or have lived in various regions across the country
and globally. Therefore, not only has FC made EDID a strategic area of focus, but its PC is well
structured and positioned to deliver on these strategic priorities for the college.

Leadership Problem of Practice

As with most HEIs, neoliberalist pressures have directly impacted FC. Over the last 4
years, 20% of the college’s provincial operating grant has been cut. As grant funding does not
align with increased operating costs, its per-student funding continues to decline (Sporn, 2006).
When combined with tuition and fees, 81% of FC’s revenue stream is tied to government
operating grants, tuition fees, and subsidies (FC, 2022¢). Finally, 40% of its operating grant will
be tied to PBF by 2024. The college’s reliance on government operating grants is significant, and
failure to reach established PBF targets may reduce expected funding levels. This overreliance
on government-linked funding and subsidies has significant institutional risk implications, and

PBF expectations raise several EDID issues that could influence institutional priorities.
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Given the current economic framework, it is safe to assume that the Ministry of
Advanced Education (MAE) will continue to decrease its proportionate funding to its HEIs
(Sporn, 2006). FC will need to secure alternative funding resources to continue to provide
programs and services to the students and communities it serves. As Sporn (2006) articulated, “a
diversified funding base is an absolute prerequisite for autonomous and entrepreneurial
activities” (p. 145) for HEIs, and they must seek different sources to complement government
funding bases.

Seeking alternative sources of revenue is not new for FC. The college’s International,
Applied Research, Continuing Education, and Foundation and Development departments
currently pursue alternative funding sources. However, they have been operating in silos with a
narrow focus on achieving their respective departmental targets without a clear, integrated focus
on how what they do together meet the overarching goals and objectives of the college.
Changing current practices in this area will be critical for FC going forward. In addition, it will
be necessary for our leadership team to lead ethically, assist, participate, and collaborate with all
relevant stakeholders to navigate and adapt through existing neoliberalist forces without
compromising institutional mandates or causing undue harm to stakeholders. As a result, with
the implementation of government-driven PBF initiatives and the continued decline in provincial
operating funding, and in alignment with FC’s new strategic plan, the PoP is, how can FC
become strategically less reliant on government funding while remaining aligned with its
institutional mandates?

Framing the Problem of Practice
Canadian colleges and institutes (CCI) came into existence over five decades ago to

provide postsecondary graduates with more technically focused skills closer aligned with
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specific industry demands compared to graduates from degree-granting universities (Hogan &
Trotter, 2013). They operate within a heavily regulated environment and comply with mandates
directed by their respective MAE and provincial governments. College faculty are meant to focus
on developing and delivering curricula aligned to industry needs, unlike university faculty, who
usually concentrate more on conducting research and teaching within their specialized
disciplines. Further, CCls were strategically positioned geographically within their respective
provinces to support and drive economic development within the regions they serve and the
province as a whole (Hogan & Trotter, 2013). FC falls within the CCI category as an HEI, and
the discussion below provides historical context on how provincial policies have impacted,
influenced, and substantiated the significance of the PoP for FC.
Historical Context

While facing a $24 billion deficit in 2019, FC’s provincial government commissioned a
panel of external experts to conduct an independent review of its finances with the goals of
balancing the budget by 2022, assessing challenges the province could face over the next decade,
and recommending a new fiscal framework for a 4-year balanced budget plan (Toews, 2019).
This plan included implementing accountability frameworks for each of its ministries, which
would need to report to the provincial Treasury Board monthly (Toews, 2019). The review
identified that the province’s spending far surpassed that of its comparator provinces, and
without intervention, its net financial debt would grow to $66.6 billion by 2022 (KPMG, 2019).
The panel provided 26 recommendations to the government, which led to provincial fiscal-
restraint policies in 2019.

For the MAE specifically, the panel advised that the province’s postsecondary system

lacked common goals and spent more money per student than comparator provinces (KPMG,
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2019). The panel recommended that the government “Consult with post-secondary stakeholders
to set an overall future direction and goals for the post-secondary system along with appropriate
governance models” (Blue Ribbon Panel on Alberta’s Finances, 2019, p. 6). This specific
recommendation led to the government retaining a separate consulting firm to review its
postsecondary system’s viability and propose effective cost-containment strategies and ways to
minimize redundant activities within the sector (KPMG, 2019). Recommendations from the
review influenced the province’s strategic priorities for the MAE to 2030 (MAE, 2021). Its six
strategic pillars were focused on ensuring youth are “well-positioned to succeed in rewarding
careers today and tomorrow” (MAE, 2021, p. 5), and provided direction for HEIs to align their
activities to the strategic pillars. FC adopted four of the MAE’s six pillars directly within its
strategic plan, and the other two pillars were recognized as objectives within the plan.

Both PEST and political, economic, sociocultural, technological, legal, environmental
(PESTLE) analyses are tools used to help organizations assess and evaluate aspects of their
business environment. Besides including legal and environmental factors in PESTLE analyses,
the two processes serve similar functions (Ejim, 2023). | used a PEST analysis (Grundy, 2006;
Vining, 2011) in this OIP because, as a public postsecondary institution, FC falls under the legal
and political jurisdictions, regulations, and laws of the provincial government and the MAE, so |
considered legal elements within the political pillar of the analysis. I considered environmental
factors with the economic pillar because the region FC serves is closely aligned with the
economy of the oil and gas sector. The results of the PEST analysis are discussed below.

PEST Analysis: Political
Public expenditure as a proportion of total provincial spending has been steadily

declining for decades (D. Mountain, personal communication, October 4, 2021), and the
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province’s financial challenges have directly impacted FC. For example, its provincial operating
grant was reduced by approximately 20% from 2019 to 2022, similar to reductions for other
HElIs in the province (FC, 2022a). The government expects HEIs to investigate entrepreneurial
activities to become less reliant on government operating grants. It appears the government’s
long-term plan is to continue to reduce available funding to HEIs (Blue Ribbon Panel on
Alberta’s Finances, 2019), which aligns with neoliberalist political frameworks that encourage
market-driven activity (Oleksenko et al., 2018).

Other political forces affecting FC include changing public priorities and expectations
that have led to increased accountability measures for HEIs (Ehrenberg, 2012; Kozaitis, 2013).
For example, like other HEISs in the province, FC’s board and its MAE entered into a 3-year
investment management agreement (IMA) in April 2022, which articulated the framework for
establishing FC’s annual operating grants from 2022 to 2025 (MAE, 2022). The framework’s
purpose was to “identify, and incentivize, measurable progress towards the vision and goals”
(MAE, 2022, p. 1) aligned with the MAE’s strategic priorities. In 2022, 15% (rising to 40% by
2024) of FC’s operating grants will be tied to performance in the areas of (a) work-integrated-
learning opportunities for students, (b) domestic enrollments, (c) apprenticeship enrollments, and
(d) graduate employment rates (MAE, 2022). Failure to achieve established targets will result in
FC not receiving its maximum operating grant. These policies pose a significant risk for FC and
its board, and further demonstrate the urgency of the PoP.

When I consider the MAE’s actions through Bacchi and Goodwin’s (2016) approach to
policy analysis, it appears that instead of providing more funding, the MAE is actively
encouraging HEISs to operate in an entrepreneurial manner. Further, the introduction of PBF

follows neoliberalist ideology whereby the government is not entirely withdrawing support of
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HElIs, but it is increasing demands for performance and accountability information tied to
operating grant allocations. These are all mechanisms the government can use to address the
public scrutiny of how provincial funds are allocated (Austin & Jones, 2016)”.

PEST Analysis: Economic

HEIs must compete within an ever-changing global economy, aligning with government
expectations of HEIs becoming more entrepreneurial and less reliant on provincial funding
(Basham, 2012; Ehrenberg, 2012). Along with the issues facing all HEIs described in the Current
Challenges section, FC faces specific challenges because its region is resource dependent and its
economy is directly tied to global economic factors, especially in the energy sector. The
economic downturn has adversely impacted the region over the last decade, leading to high
unemployment rates. As a result, FC’s graduate employment rates have been adversely impacted,
which could affect FC’s provincial funding allocations as identified in its IMA. This further
demonstrates the significance of the PoP.

The current economic climate may also impact students’ choice of postsecondary
programming. Today’s postsecondary students assess how well their investment in their
postsecondary program provides them with the meaningful work they seek (G. Jones, 2013).
Critics of neoliberalist approaches suggest arguments based on the idea that a return on
investment adversely impacts students on several fronts and is responsible for creating a more
significant social divide (G. Jones, 2013). Through an EDID lens, it is essential to balance
meeting industry needs and providing students with appropriate levels of access and
programming choice within the current economic environment.

PEST Analysis: Sociodemographic

As described in the Organizational Context section, FC’s province is experiencing
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significant demographic shifts. Its population exhibits the youngest median age (36.9) and has
grown faster than comparator provinces over the last 10 years (KPMG, 2019). HEIs have
experienced similar demographic shifts but have also seen the percentage of international and
Indigenous students grow faster than domestic student populations. For example, international
student populations in the province have grown from 6.5% in 2013 to 8% in 2017, and
Indigenous student populations have increased from 3.8% in 2013 to 4.9% in 2017 (MAE, 2021).
FC’s international student population comes from 44 different countries, with the majority
arriving from India (25%), the Philippines (17%), and Jamaica (10%; FC, 2022b), and has risen
rapidly from 5% to 13% of its total full-time student complement from 2018 to 2021. Indigenous
student enrollments have been steady at approximately 8% of the total student population over
the same period (FC, 2022d).

With the increased diversity within FC and its students' challenges, internal college
policies and practices must mitigate the fact that not all social groups within society are valued
equally (Sensoy & DiAngelo, 2014). Social injustice does exist in society, and as FC seeks to
increase student enrollments by inviting more international students from a diverse range of
countries, FC has a responsibility to address possible power imbalances (real and perceived) at
micro and macro levels (Sensoy & DiAngelo, 2014). Factors associated with these
sociodemographic challenges are discussed in the Ethical and EDID Considerations section in
Chapter 2.

PEST Analysis: Technology

Competing in a global economy, significant technological innovations, and the internet’s

rapid growth (Basham, 2012) have all profoundly impacted the nature and future of work (MAE,

2021). Technological advances in artificial intelligence, big data, blockchain, machine learning,
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transportation, manufacturing, and materials reshape programming decisions across all HEIs
(Feltham & Ross, 2020). Further, the impacts of COVID-19 forced HEIs to adjust strategies to
remote delivery options in a disruptive, yet necessary manner (MAE, 2021).

FC’s province invests in technology-related initiatives to better support industry and
employers. Funding and investment in programming to support these industries will be made
available to HEIs as one-time investments, not permanently built into annual operating grants
(MAE, 2021). FC is developing programs in computer studies, artificial intelligence, and
cybersecurity to align with employers' current and future needs within the region it serves.
During times of fiscal challenges and constraints, FC will experience internal debates regarding
how it allocates the funding it receives in an equitable or defendable manner (Ehrenberg, 2012).
Although it is important to focus on programming to meet the needs of industry and other
stakeholders, focusing on one area of specialization cannot be done at the expense of others. FC
must stay within its institutional mandates and align with the expectations of the MAE and its
strategic plan.

Functionalist Theoretical Lens and Structuralist Perspective

The above PEST analysis demonstrated how various environmental factors, directly and
indirectly, impact FC’s operations and strategic priorities. Current government policies provide
evidence of operating within a neoliberalist economic framework (H&gg & Schdlin, 2018),
necessitating public entities to seek mechanisms to become less reliant on government funding.
Further, the analysis explained FC's essential and interconnected role within the region it serves
and at provincial, national, and international levels.

FC is a key economic driver in the region it serves and provides current and relevant

programs and services to meet the needs of its internal and external stakeholders. However, as an
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HEI, it must operate within its government-prescribed mandates, cost-containment restrictions,
and PBFs as dictated by its MAE (D. Mountain, personal communication, October 4, 2021). All
the above factors have led to the PoP of FC becoming less reliant on operating grant funding,
which is explored in this OIP through functionalist and structuralist theoretical approaches for
reasons described below.

First, in alignment with functionalist theory (Ballantine, 2001; Burrell & Morgan, 2005;
Osbourne & Van Loon, 1996), public HEIs operate in compliance with various acts, legislation,
and directives from the MAE and its province; hence, FC operates within a heavily regulated,
objective, and problem-oriented environment to meet the labour market needs of the region it
serves. Second, through expectations and criteria established by its MAE, FC will continue to
operate in an environment heavily dependent upon data and accountability frameworks (Lucal,
2015; Slocum et al., 2019). Third, a functionalist perspective allows for considering rational and
practical solutions to address the PoP (Ballantine, 2001; Burrell & Morgan, 2005; Osbourne &
Van Loon, 1996). A fourth factor is that FC’s strategic plan (which includes the OIP), subtly
challenges the status quo while operating within current environmental factors, including
neoliberalism (Burrell & Morgan, 2005). Fifth, although individual perspectives might be
considered throughout the OIP, the OIP is designed to take an institutional and sectoral focus
(Ballantine, 2001; Burrell & Morgan, 2005) aligned with my high-level purview as PCEO. Sixth
and in alignment with structuralist perspectives, FC’s strategic plan drives all institutional
priorities; aligns with the institution’s vision, mission, and mandate; and ensures it continues to
provide programs and services that meet the needs of its internal and external stakeholders
(Bolman & Deal, 2017). Finally, in alignment with structuralist perspectives, although FC is

hierarchical in its organizational structure, the OIP is designed to address how each department
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and individual fits within the overall goals and priorities of the organization (Ballantine, 2001,
Bolman & Deal, 2017). For the OIP to succeed, guiding questions are considered and discussed
below.
Guiding Questions Emerging from the Problem of Practice

The OIP focuses on three central questions, and the first considers its overall
appropriateness and manageability. As the PCEO and initiator of the OIP process, the change
initiative is within my scope, level of influence, control, and authority. With the board’s input, I
have access and control over the entire OIP process to ensure human and financial resources are
available to address the PoP adequately. The OIP is issue-based, practical, observable,
actionable, and has the potential to measure and monitor progress and achievement of established
goals, as discussed later in this document. As discussed below, the OIP is focused on closing the
gap between FC’s current practices for becoming less reliant on provincial grant funding and its
future desired state. Finally, the OIP is connected to leadership and the workplace and is directly
aligned with the FC’s strategic priorities. Most importantly, following Bauman’s (2016) criteria,
the OIP is manageable as the college is already performing activities related to the PoP in various
capacities across the institution. Although these aspects are discussed throughout the OIP,
manageability is a key question that must be considered at every stage of the implementation
process.

The second question is, what power imbalances might arise while implementing the OIP?
As mentioned, the OIP will be implemented using a distributed leadership approach within FC’s
hierarchical organizational structure. Strong connections and trusting relationships will be
important for leadership practices to be successful and effective (Dirks & Ferrin, 2001). That is,

“leadership occurs when leaders and followers can develop effective relationships that result in
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mutual and incremental influence” (Avolio et al., 2009, p. 433). In addition, “leadership
effectiveness is just as much as a product of good followers as it is of good leaders” (Avolio et
al., 2009, p. 435). It will be important to consider that all staff, regardless of where they may be
positioned within the institution’s hierarchy, must fully understand the objectives of the OIP and
have the appropriate level of trust (Dirks & Ferrin, 2001) with their respective leaders. Further, it
will be necessary to transparently identify which departments will benefit most from the OIP and
those that will not (Kusek & Rist, 2004), and hence, minimize undue harm that may occur to
some areas while benefitting others (Wood & Hilton, 2012). These and other associated factors
are further expanded upon in Chapter 2, but ensuring a clear vision for the change is a critical
early step in the change management process.

The third central question is how can FC ensure that any solution for becoming less
reliant on government funding does not compromise institutional ethics and mandates? To
remain vigilant about maintaining FC’s values, Wood and Hilton’s (2012) five ethical paradigm
framework is applied throughout the OIP process as discussed further in Chapter 2.

Leadership-Focused Vision for Change

Public higher education institutions have been under increased pressure to diversify their
funding sources (Teixeira et al., 2014), and therefore, several HEIs are engaging in
entrepreneurial activity (Manning, 2018; Slocum et al., 2019; Sporn, 2006) to reduce their
reliance on public funding. Revenue diversification can be categorized as “the generation of
revenue beyond government appropriation” (Teixeira et al., 2014, p. 399). FC has diverse
revenue streams beyond funds coming from academic tuition and fees. The college receives
generous grants and donations such as scholarships and endowments through alumni relations

and the community. It collects fees for continuing education (e.g., customized programming,
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noncredentialled programming, corporate training) and research and innovation (e.g., research
commercialization, applied research), and some auxiliary sales and services generate revenue.
FC can use its assets by renting out facilities, offering advertising opportunities, and supporting
partnerships that bring in funding (Shariff & Kronenberg, 2018; Teixeira et al., 2014).

Although most HEIs face similar internal and external financial pressures, not all respond
to these pressures similarly (Teixeira et al., 2014). A key consideration for FC is reinforcing that
the college is already performing some elements of the OIP. Building upon the college’s existing
structure, these (and other) activities will require more precise strategic direction and focus from
an institutional lens instead of its current departmental-focused approach toward revenue
diversification. Currently, FC’s revenue-generating departments attempt to meet their revenue
targets with limited knowledge of how their contributions benefit the college as a whole. The
OIP process will provide individuals and departments better role clarity regarding how their
actions contribute to FC’s ability to achieve the goals established in the OIP. For this to occur,
the OIP will be implemented through a collaborative process (described in Chapter 3) to assist all
departments in moving towards the desired future state together.

Gap Between Present and Envisioned Future State

Sixty-seven percent of FC’s revenue comes from provincial operating grants, and 81% of
its revenue is dependent upon operating grants, tuition fees, and other subsidies (FC, 2022¢).
From a governance perspective (Pollanen, 2016), there is a significant risk to the college if it
does not achieve the targets as identified in its IMA. Further, tuition is regulated by the province,
and the college will not use tuition increases on the backs of students as a primary revenue-
diversification solution,. Therefore, domestic and international tuition rates will remain aligned

with existing tuition frameworks, and will continue to be among the lowest students will pay in
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the province. Revenue growth from tuition and fees will be realized through increasing
enrollments and introducing new academic offerings at the college.

The remaining 19% of FC’s revenue comes from current revenue-generating activities:
federal grants, continuing education, corporate training, donations, facility rentals, and general
sales and services (FC, 2022¢). Under my leadership, the three vice president (\VP) portfolios are
assigned revenue targets at the beginning of each fiscal year. For example, the VPA has separate
revenue targets for academics, continuing education, corporate training, advancement and
donations, corporate events, athletics, research grant funding, and partnerships. Other examples
include the VP of infrastructure having targets for facility rentals, student residences, and land
assets, and the VP of corporate services for activities related to FC’s theatre.

Increasing international enrollment is one example of the need to broaden beyond
department-level accountability to grow a revenue stream: The potential growth in applications
needs to be supported with appropriate staffing within the registrar and finance departments to
manage and process applications and application fees in a timely manner. Delays in application
and fee processing could cause potential international applicants to choose another HEI,
impacting revenue that FC could have realized, so it is counterproductive for one department to
increase enrollment independently. This lack of alignment exemplifies the types of gap existing
between the current and preferred future states.

Although it is important that all FC employees understand how they contribute to other
departments and the institution as a whole, from a structuralist perspective, this OIP includes no
intent to change FC’s organizational structure. As we progress through the change management
process while monitoring and evaluating the progress of the OIP, however, organizational

structural changes might need to be considered in the future (Kang et al., 2020).
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Desired Future State: Challenging Organizational Inequalities

Institutional priorities and the change process should allow all employees to understand
better the interdependencies of their respective roles and responsibilities with others across the
institution. Not all areas across the college can generate revenue, but some of these areas play
critical supportive roles to those that do as in the above example. A benefit of becoming less
reliant on government funding is that the college could potentially apply alternative revenue
funds to support activities that cannot currently be provided due to inadequate operating grant
funding levels. For example, alternative revenue funds provide financial assistance to add
positions to support the growth of international students by adding additional student advisors
and mental health counsellors. During the change process, the college’s communication
strategies will include information about how revenue generated by various departments will also
benefit departments that cannot generate revenue.

Incentive programs can also be introduced to benefit revenue-generating and non-
revenue-generating areas (Kang et al., 2020). For example, when | was PCEO at another
organization, revenue-generating departments that exceeded their annual revenue targets
received 50% of the amount overachieved from their original target to reinvest back within their
departments based on their operational priorities. The college distributed the other 50% to
support institutional strategic priorities or needs in areas that might not be able to secure
alternative revenue sources. This included financial support for new positions to further support
student success (e.g., counsellors and advisors) and to develop new programming, technology
enhancements in classrooms, and other institutional requirements. The focus on revenue
generation in the OIP may lead to new potential inequities, and these will be addressed as EDID

considerations are woven through the implementation process.
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Priorities for Change

Implementing the college’s strategic plan requires common acceptance of the plan's
vision, objectives, and initiatives (Bolman & Deal, 2017), including the OIP, as it is one of the
20 initiatives identified in the plan. However, articulating “clear, compelling change visions in
response to a need to change is not enough; employees (if relevant) and other stakeholders, must
buy into the vision and agree that the vision is positive for the organization” (Whelan-Berry &
Somerville, 2010, p. 180). Therefore, it cannot be assumed that all FC employees will
immediately embrace or fully understand the overall objective of the OIP or the importance of
their specific roles in helping achieve that objective.

Given that | will be incorporating a distributed leadership (Kezar & Eckel, 2002)
approach within FC’s hierarchical structure through the OIP process, | will start by ensuring the
entire leadership group (through the PC) fully understand the goals and objectives of the OIP,
agree that there is a need for the change, and agree with the change process (Whelan-Berry &
Somerville, 2010). This is an essential early step within the OIP process. The PC will play a key
leadership role throughout the change management process, using tangible evidence to support
the need for change as described throughout this OIP (Calegari et al., 2015). Discussions with the
PC will identify and determine how each department and individual across the institution could
be engaged and communicated with throughout the OIP process. Detailed engagement and
communication plans are described in Chapter 3.

Leadership Considerations

FC’s strategic plan was created through a highly collaborative process engaging all

internal and various external stakeholder groups. I am the change leader, the primary agent for

change, and the initiator of the required change. The executive team members each have
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individual and portfolio-level responsibilities to achieve the outcomes of the OIP. They will be
initiators of the change and will lead and facilitate the change process with their respective teams
with my visible and practical support. PC members will have departmental and individual level
accountabilities to achieve and support the outcomes of the OIP. Some members of the PC will
be directly responsible for achieving established revenue targets in alignment with the OIP, and
others will be involved in an indirect and supportive manner. The OIP implementation will
require significant coordination, collaboration, and active engagement through a distributed

leadership approach within FC’s hierarchical structure, as elaborated further in Chapter 2.
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Chapter 2: Planning and Development
Chapter 1 described the context in which FC operates and discussed my positionality and
agency within the organization to address the identified PoP of becoming less reliant on
government operating grant funding. Chapter 2 expands on my leadership approach to change,
the change framework and change model that will be used, and FC’s organizational readiness for
the change, as well as identifying one key solution to address the PoP.
Leadership Approach to Change
As identified in Chapter 1, | have used a distributed leadership approach throughout my
career, and it will be the dominant leadership approach for the OIP process. This approach has
proven successful, as it empowers other leaders within the organization and we accomplish more
together than | could alone. In addition, five change management leadership principles have been
foundational to my change leadership practices:
1. Different people react differently to change (Argyris, 1994; Kavanagh & Ashkanasy,
2006; Kezar, 2018; Whelan-Berry & Somerville, 2010).
2. The reasons for the change must be clear (Jappinen, 2017; Kezar, 2018; Pundyke,
2020; Whelan-Berry & Somerville, 2010).
3. Long-lasting change must involve the people (Deszca et al., 2019; Kezar, 2018;
Pundyke, 2020; Whelan-Berry & Somerville, 2010).
4. Resistance to change is usually due to perceived loss (Buller, 2015; Kezar, 2018).
5. Change is not always onerous (Buller, 2015; Kezar, 2018).
Five Change Management Leadership Principles
In this section, I describe examples of applying the five foundational principles for

leading the OIP implementation, with a discussion of their application in a distributed leadership
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model in the following section. FC’s 20 PC members have portfolios with varying degrees of
responsibility and accountability. Some individuals/departments will lead in addressing the PoP,
while others will operate in a supportive role. Therefore, PC leaders must respect the varying
perspectives that will exist through the OIP process and that different people/departments will
react differently to this change initiative.

Further, all employees had the opportunity to influence the college’s new strategic plan,
and that consultation became the College’s first chance to articulate a clear vision for the
institute-wide change to become less reliant on government operating grant funding. This aligns
with the third principle of involving the people, ensuring FC’s employees obtain a deep
understanding of the change initiative (Whelan-Berry & Somerville, 2010) and how they can
affect the success of the change initiative (Kezar, 2018); this engagement will potentially elevate
their commitment to the change initiative and gain further trust with the institution (Burnes et al.,
2018; Dirks & Ferrin, 2001).

According to Buller (2015), “people don’t really fear change...they fear loss” (p. 30).
Resistance to change should be expected, and it will be important to identify strategies to
mitigate perceptions of loss (Sheridan, 2012). In the OIP implementation at FC, leaders will not
be focused on what departments or individuals will be giving up, but on what they “stand to
gain” (Buller, 2015, p. 31). There may be incentives and opportunities to engage in activities that
were not previously available. Sometimes resistance to change is due to the perception that new
approaches will replace current practices (Buller, 2015). The OIP is an evolutionary change
initiative (Buller, 2015) and is not meant to be onerous as the college already performs various
activities related to the OIP, albeit in a siloed manner. Along with the foundational leadership

principles, the OIP will be implemented with a distributed leadership approach.
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Distributed Leadership

Distributed leadership acknowledges multiple levels and sources of leadership existing
within organizations, but it involves a shared sense of leadership that focuses on “interdependent
interactions rather than independent actions” (Harris et al., 2022, p. 439). That is, leaders operate
and contribute together with shared and reciprocal levels of influence (van Ameijde et al., 2009),
collectively leading each other (Avolio et al., 2009). Distributed leadership reinforces and
develops relationships (Avolio et al., 2009), builds leadership capacity with more people
involved in the change process (Kezar, 2018), and is most effective when “leaders and followers
are able to develop effective relationships that result in mutual and incremental influence”
(Avolio et al., 2009, p. 433). Buller (2015) suggested, however, that change initiatives in
hierarchical HEIs like FC that are led by a top-down distributed approach are usually
unsuccessful. That is, it is not unusual for hierarchical organizational leadership structures to
“triumph over agency” (Youngs, 2017, p. 144). Further, “in a distributed organizational culture,
quick, decisive and bold action, decisions made without adequate consultation and a refusal to
revisit issues are all fatal for morale” (Buller, 2015, p. 88). Harris et al. (2022), acknowledged
the above critiques of distributed leadership, but they reaffirmed that it is based on the “co-
performance of leadership and the reciprocal interdependencies” (p. 441) between leaders, even
in top-down hierarchical structures. Thus, the PC will collectively and interdependently lead the
change initiative, and with the understanding that different people react differently to change,
revisit issues through an iterative implementation process.

This leadership approach shares and spreads areas of responsibility by supporting team-
based structures within a hierarchy, providing opportunities to challenge power imbalances, and

fostering successes through effective leader—follower relationships (Avolio et al., 2009). It “links
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individual leaders and experts in collaborative activities” (S. Jones et al., 2014, p. 614),
improving the probability of successful change, because collaboration in this manner creates a
culture of trust, improves the credibility of its leaders, and adds legitimacy to the change process
(Burnes et al., 2018; Dirks & Ferrin, 2001; Kezar, 2018).

According to Appelbaum et al. (2012), and in alignment with distributed leadership
practices, “good managers keep change management process under control, while good leaders
create the vision to drive the change” (p. 768). Kotter (2012) suggested a coalition to formulate
the change vision and ensure it is communicated throughout the organization (Appelbaum et al.,
2012). According to Deszca et al. (2019), it is essential to bring together a group of people who
have the appropriate level of power, authority, and influence at the institution to lead change
(Appelbaum et al., 2012), and includes the institution’s key leaders (Kezar, 2018). The coalition
should also assist in taking a broad, holistic approach to minimize the possibility of inadvertently
excluding a stakeholder group. As EDID considerations are embedded in FC’s mission
statement, its new strategic plan, and this OIP, the coalition must ensure that the interests of its
leadership group do not overpower and dominate the change implementation process without
authentically engaging in two-way communication with staff, faculty, and administration
throughout the implementation process (Jappinen, 2017; Sensoy & DiAngelo, 2014). Some
strategies are described in the Ethical and EDID Considerations section later in this chapter.

At FC, the coalition will be the PC, which will formulate a clear vision of the change
initiative as articulated in the strategic plan and in Kotter’s (2012) third step to “educate those
that need to execute it” (Kaplan & Norton, 2007, p. 8), communicate it throughout the
organization (Appelbaum et al., 2012), and not assume that simply making the college

community aware of FC’s goals is sufficient. In addition, the vision must include the
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implementation plans and steps (Deszca et al., 2019) which are discussed in Chapter 3.

Because we will operate the OIP through a functionalist lens and structuralist perspective,
it is important that all individuals and departments at FC understand their respective roles,
responsibilities, and level of influence throughout the OIP process. “While a guiding coalition
has its advantages, change will not come unless frontline staff engages in adaptive behaviour”
(Appelbaum et al., 2012, p. 769), and “shared sensemaking and collaborative actions have been
seen to be powerful in coping with unknown situations” (Jappinen, 2017, p. 462). By following
the adopted five change management principles through a distributed leadership approach,
individual and group perspectives will be considered throughout the OIP process without
compromising the mandate of our institution. This broad leadership approach will be
implemented through the comprehensive change framework described below.

Framework for Leading the Change Process

Appendix A illustrates the conceptual framework for this change process: FC operates
within a neoliberalist economic and political environment, and the OIP is viewed through a
functionalist lens and structuralist perspective. FC’s strategic plan, which was conducted through
a highly collaborative process, established institutional priorities for FC and the OIP, and
included a framework for change. Based on an initial readiness assessment for the OIP, the scope
of change appears to be aligned with first-order change principles. That is, the OIP will be
process-oriented versus structure-oriented (Kezar, 2018) and will seek to adjust existing practices
(Bartunek & Moch, 1987) at FC related to the PoP through an institutional-focused lens (Kezar,
2018). Second-order changes (i.e., those based on underlying values, assumptions, and culture;
Kezar, 2018) might be necessary after performing a broader change readiness assessment as we

progress through the OIP process (Deszca et al., 2019; Kezar, 2018).
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Change Theories

As its dominant change theory, the OIP’s change framework uses scientific management,
which focuses on “standardization of routines, and rational, rather than ad hoc [research and
management methods]” (Parker & Jeacle, 2019, p. 1890) and “views management as the process
of getting things done by operating independently or as a group (Awofeso, 2019, p. 1). Further,
Kezar (2018) explained, “First-order change strategies are likely to be drawn from scientific
management” (p. 159), which centre on rationality, planned change, assessment, stakeholder
engagement, organizational development, and strategic planning to advance change (Kezar,
2018). Scientific management change theories also view organizations as purposeful and
adaptive; they may include incentives/rewards, restructuring, and reengineering; and involves
leaders/change agents who see the necessity for change and progress through rational, structured,
and linear approaches to change (Kezar, 2018).

Critiques of scientific management change theories suggest their implementation creates
a lack of trust between employees and supervisors, relies on top-down leadership, and assumes
organizations operate within a stable environment (Parker & Jeacle, 2019). However, given that
the OIP will be led through a distributed leadership approach, scientific management change
theory is appropriate for this OIP for several reasons: It assumes organizations are purposeful and
adaptative, focuses on planned change and organizational development, uses strategic planning
to advance change through rational approaches (Kezar, 2018; Parker & Jeacle, 2019), and it
aligns with functionalist and structuralist approaches. Also, FC will use a version of a balanced
scorecard (BSC) that will be developed collaboratively by supervisors and employees and will be
used to implement the change while assisting with role clarity. The BSC is discussed in greater

detail later in this document; however, collaboration between supervisors and employees is
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essential during the BSC development process to help address some challenges associated with
scientific change management theory principles. Therefore, in alignment with this change theory,
the BSC allows organizational leaders and change agents to progress through the change
implementation process in a structured and rational manner (Kezar, 2018). Given the above and
as demonstrated in Appendix A, the college’s strategic plan will directly influence how the OIP
will be led, the change theories and change models that will be applied and implemented, and
how the OIP will be monitored, evaluated, and communicated.

Kezar (2018) suggested that change initiatives have a greater chance of success by
applying multiple theories toward change because individual change theory frameworks on their
own do not address all elements that need to be considered during a change initiative. Appendix
B summarizes how elements from other change theories can be incorporated into each of
Kotter’s (2012) steps. For example, evolutionary change theories assume “change is the result of,
and dependent on, circumstances, situational variables, and the environment faced by each
organization” (Kezar, 2018, p. 50) and FC’s strategic plan was built on those assumptions. This
evolutionary approach also recognizes that leaders will continue to make decisions based on
environmental factors, acknowledge the interdependencies throughout the organization, and the
importance of stakeholders throughout the change process (Kezar, 2018). Institutional change
theory approaches also look at external factors’ implications (Kezar, 2018); however, they
suggest that institutions “need to respond slowly and with great care, as their underlying
character can be dramatically altered with a change to mission” (Kezar, 2018, p. 116).

Social cognitive change theories apply an interpretive and individualist approach to
change (Kezar, 2018). In them, change agents focus on sensemaking opportunities and

overcoming potential resistance and obstacles from stakeholders (Jappinen, 2017; Kezar, 2018).
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Cultural change approaches take a similar interpretivist lens toward change; however, these
approaches also recognize how structural and cultural approaches are “intertwined with one
another” (Moynihan & Landuyt, 2009, p. 1097). Cultural theory approaches are vital in Kotter’s
(2012) final step as the OIP is institutionalized. Finally, political change theories focus on
“building coalitions, identifying allies, and creating a collective vision” (Kezar, 2018, p. 158),
recognizing the importance of power throughout the change process (Bolman & Deal, 2017;
Manning, 2018). As articulated above and in Appendix B, various change theories fit within the
change framework. However, this OIP will incorporate an iterative version of Kotter’s (2012)
eight-step model for change within the scope of the identified change framework.
Kotter’s Eight-Step Model for Change for Successful Implementation

In alignment with scientific management change theory and functionalist/structuralist
approaches, Kotter’s (2012) model for change will be used to implement the OIP. Itis a
processual change model (Errida & Lofti, 2021) that is balanced, prescriptive, and structured to
provide a detailed map of the change process (Kezar, 2018). It identifies the associated
expectations from each step and is especially useful when planning for institutional change
(Deszca et al., 2019). Appendix B identifies how each of Kotter’s steps incorporates the adopted
five leadership principles of change, the relevant change theories used, the roles of leaders and
stakeholders, and how each step will be implemented throughout the OIP process. These steps
are discussed briefly below and expanded upon in Chapter 3.
Step 1: Establishing a Sense of Urgency

Building on the principles that the reasons for change must be clear and that different
people react differently to change, acceptance of the vision and goals of the OIP is critical. This

step creates a sense of vulnerability among stakeholders (Calegari et al., 2015), and at FC, the
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sense of urgency was articulated during the strategic planning process. The strategic planning
and engagement therein also helped identify the major opportunities (Calegari et al., 2015) and
the attractiveness of the change (Appelbaum et al., 2012) through entrepreneurial-type activities
(Sporn, 2006) that could allow FC to expand its programs to meet the objectives of the OIP.
Step 2: Creating the Guiding Coalition

Building on the principles that change must involve the people and that change is not
always onerous, this step recognizes that leading institutional change cannot be achieved by one
person. The PC is the coalition that will lead the OIP process and formulate and communicate
the vision for the change throughout FC (Appelbaum et al., 2012; Errida & Lofti, 2021).
Step 3: Developing a Vision and Strategy

Building on the principles that the reasons for the change must be clear, that change must
involve the people, and that resistance to change is usually due to perceived loss, the PC will
lead this process and shared sensemaking and collaboration throughout the OIP implementation.
For example, the development of the BSC will help translate FC’s priorities into goals and
objectives at departmental and individual levels (Kaplan & Norton, 2007). Through two-way
communication, individuals and departments can clarify roles, responsibilities, and
accountability expectations in collaboration with their respective supervisors. This process
formalizes the BSC as a tool to measure, monitor, evaluate, and communicate progress (Calegari
et al., 2015) throughout the OIP, as discussed in Chapter 3.
Step 4: Communicating the Change Vision

Building on all five of the change principles, this step recognizes that the vision needs to
be communicated in a credible and easy-to-understand manner through multiple channels (Kang,

2015). “Creating a clear and shared vision is considered a critical early step of a change process”
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(Errida & Lofti, 2021, p. 5), and the PC will be responsible for communicating the vision to
minimize uncertainty. The BSC will assist in communicating the vision (Reda, 2017), and in
Chapter 3, I detail communication channels (Kang et al., 2020) to assist the PC in this step.
Step 5: Empowering Employees for Broad-Based Action

Building on the principles that different people react differently to change, that change
must involve the people, that resistance to change is usually due to perceived loss, and that
change is not always onerous, this step recognizes that “employees often need help in getting rid
of obstacles to the change vision” (Appelbaum et al., 2012, p. 771; see also Kang et al., 2020;
Kezar, 2018), and need to be empowered to be able to play influential roles throughout the
change process (Kotter, 2012). Some barriers could include staff emotions about how this change
will impact them directly (Argyris, 1994), lack of training, structures, or systems (Appelbaum et
al., 2012), or being underresourced financially (Whelan-Berry & Somerville, 2010). I will ensure
resources are available and support the coalition, ensuring they and their employees feel
empowered throughout the change process.
Step 6: Generating Short-Term Wins

Building on all five of the change principles, short-term wins are critical to demonstrate
that the change initiative is paying off, keeping employees motivated (Deszca et al., 2019), and
allowing the college to reward successes (Appelbaum et al., 2012; Kang et al., 2020). As in
previous steps, the BSC will be vital for this step.
Step 7: Consolidating Gains and Producing More Change

Building on all five of the change principles, this step recognizes the need to continue the
momentum from the previous steps. According to Appelbaum et al. (2012), employees may lose

the sense of urgency over time, become complacent, and revert to old methods and approaches.
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Building on Steps 4 and 6, the change process will be monitored regularly, evaluated, and
communicated so that employees remain passionate about achieving desired goals (Kang et al.,
2020). Further, the change needs to be continually supported and encouraged by the coalition
(Calegari et al., 2015), and | especially need to ensure resource availability.
Step 8: Anchoring New Approaches in the Culture

Building on all five of the change principles, this step recognizes the need for continuous
improvement opportunities for the desired change to be embedded within the institution’s
culture, norms/values, operations, and processes (Deszca et al., 2019; Kezar, 2018; Whelan-
Berry & Somerville, 2010). Following functionalist equilibrium theory, the goal of this step is
for the change to become the institution’s new status quo (Calegari et al., 2015).
Barriers, Challenges, and Limitations

Some barriers, challenges, and limitations of the chosen change framework were
identified earlier, and Kezar (2018) noted that “change initiatives often start successfully but then
fail during the implementation phase” (p. 131). In this OIP, however, the BSC provides
opportunities to regularly assess the OIP process, continue engagement, acknowledge successes,
monitor performance, and implement an iterative version of Kotter’s (2012) change model which
will keep the change process focused (see Appendix A). Second, Deszca et al. (2019) suggested
that change-related challenges are more likely due to organizational structural/systems
challenges. A limitation of scientific management change theory is that those in positions of
power can overestimate the role of leadership and downplay the many barriers and obstacles that
can emerge through the change process (Awofeso, 2019; Kezar, 2018). Through a distributed
leadership approach, I must ensure FC has the infrastructure in place to address components of

the OIP; Kotter’s Step 5 will be revisited to ensure barriers are removed, and Steps 7 and 8 will



Appendix J: Functional Organization Chart — Solution 3

» Corporate events

President & CEO

Includes one member from President’s Council
Functional areas for the direct reportinclude:

> Internal and external corporate communications

!

|
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Vice President, Acade mic
Includes eight additional members
on President’s Council
Functional areas include:

Three academic schools
Student services
Applied research
Advancement/corporate events
Continuing education
Business development
Sports & recreation
Registrar

International education
Recruitment

Library

VVYVVVVVVVYVYY

Vice President, Corporate
Services & CFO

Includes three additional
members on President’s Council
Functional areas include:
Financial services
Legal
Land trust
Theatre & arts centre
Procurement

YVVYVVY

VVVVVVVVY

Vice President,
Infrastructure & CIO

Includes three additional
members on President’s Council
Functional areas include:

Facilities and maintenance
Asset management
Information tech nology
Occupational health & safety
Security

Enterprise risk management
Residence

Retail & food services
Bookstore

Executive Director, Human
Resources

Does not have any direct reports
on President’s Council
Functional areas include:
Human Resources
Accessibility & wellness
services
Health services
Payroll & Benefits
Equity, diversity, & inclusion

YVYV VYYVY

Note: CFO = chief financial officer; CIO = chief information officer.

Bold text represents lead functional areas and text in italics represents supporting areas.
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Appendix K: Equity, Diversity, Inclusivity, Decolonization, and Ethical Considerations

Ethic of justice Ethic of critique Ethic of care Ethic of profession Ethic of community

Solution 1

With the ethic of justice lens, we  With the ethic of critique lens, With the ethic of care lens, With the ethic of profession, we With the ethic of local

have rules/regulations and
policies/procedures to help
guide our decisions that are
observed and practiced with a
morally objective lens and
apply equally to all. This lens
acknowledges the imperfection
of some laws (for example);
however, it is anticipated that
those laws will be improved
over time.

Centres on rules, codes, and
procedures leaders should
follow.

Leader’s decisions are guided by
extant laws, rules, policies,
codes, and procedures (Wood
& Hilton, 2012, p. 199).

Morally objective, pre-
established principles, rules,
and laws guide leaders’
conceptions of dilemmas

(Wood & Hilton, 2012, p. 199).

Devoid of personal or cultural
inclinations (Wood & Hilton,
2012, p. 200).

Leaders have a duty, obligation,
and responsibility to adhere to
the rules governing their
profession (Wood & Hilton,
2012, p. 200).

Intent rather than outcome is of
cardinal importance (Wood &
Hilton, 2012, p. 200).

we will actively question
whether the rules/regulations
and policies/procedures we live
by are fair and reasonable for
our stakeholder group. This
lens addresses whether existing
policies/procedures (for
example)
advantage/disadvantage one
group over another. Unlike the
ethic of justice lens, this lens
may “consider whether
equitable treatment may
necessitate unbalanced actions
in the pursuit of equality”
(Wood & Hilton, 2012, p. 202).

Centres on leader’s moral
responsibility that rules, codes,
and procedures do not
advantage, one group over
another.

Critiques the ethic of justice in
that it critiques moral problems
caused by the ethic of
justice...recognize that laws
and codes may be imperfect but
that leaders are to maintain
these laws until changed (Wood
& Hilton, 2012, p. 201).

Law is seen as distinct from
ethics (Wood & Hilton, 2012,
p. 202).

Unlike an ethic of justice
orientation, which seeks equal
treatment, leaders operating

stakeholders would be
considered to ensure they aren’t
adversely impacted
intentionally/unintentionally
throughout the PoP process.
This lens values people as
opposed to policies and
procedures and is concerned
with the individual
development of employees. At
FC, this will mean not
succumbing to neoliberalist
pressures and bearing the
financial risks of the college on
students through higher tuition,
but rather through other
activities that will secure
alternative funding sources.

Centres on leader’s compassion,

understanding and trust.

Critiques ethics of justice and

values people as opposed to
principles (Wood & Hilton,
2012, p. 203).

Characterized by virtues such as

compassion, understanding and
trust (Wood & Hilton, 2012, p.
203).

Origin in feminist literature,

which is highly critical of the
ethic of justice (Wood &
Hilton, 2012, p. 203).

Reinforces the importance of

students and their development,
focusing particularly on aiding

are adhering to the values of the
institution’s mission, vision,
mandates, and values, as well
as the professional aspects of
our staff and students.

Centres on guiding values of the
community college, profession,
institution, staff, students other
HEI and local stakeholders.

Professional codes of ethics are
paramount to honouring the
ethic of profession (Wood &
Hilton, 2012, p. 204).

Consider questions:

What guidance do community
college codes of ethics provide?

How would colleagues and peers
approach ethical issues?

What are the implications of
these issues or potential courses
of action for the local
community?

What student-related
considerations do these issues
or potential resolutions raise?
(Wood & Hilton, 2012, p. 206)

Just because an initiative might
fall within the parameters of
institutional mandates, should
we still embark upon it?

community, our mandate
as a community college
is in alignment to meet
the needs of our entire
community and not
focus on one stakeholder
group over another.
Decisions are made that
are for the betterment of
the whole college
community and must
serve the needs of the
good of the community
it serves. Decisions are
made with the collective
well-being at heart.

Centres on the notion that
HEI must serve the
needs, interests, and
public good of the local
community, as defined
as the service region of
the institution.

Grounded on the notion
that community colleges
must serve the needs,
interests, and public
good of the local
community, defined as
the service region of the
institution (Wood &
Hilton, 2012, p. 206).

The best interests of the
local community as a
cardinal principle in
decision making (Wood
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Ethic of justice

Ethic of critique

Ethic of care

Ethic of profession

Ethic of community

Laws may not always be right,
but acknowledge the
imperfection of these laws, and
enforce them while operating
under the conviction that law is
improved over time (Wood &
Hilton, 2012, p. 200)

Ask questions like:

What are the rules, codes,
policies, and procedures related
to a dilemma?

Of these rules, are some more
pertinent or important to an
issue than others?

What are the implications for this
issue with respect to society
(Wood & Hilton, 2012, p.
201)?

Policies exist for:
Tuition and fees

New and existing programs
which including the need to be

from an ethic or critique may
consider whether equitable
treatment may necessitate
unbalanced actions in the
pursuit of equality (Wood &
Hilton, 2012, p. 202).

It is a morally based paradigm
(Wood & Hilton, 2012, p. 202).

Consider the following
questions:

Does one group have certain
advantages over others?

If so, how are these advantages
sustained?

What are the ramifications of
these advantages?

Does one (or more) group(s) lack
access and voice in the
decision-making process?

What assumptions are at play
(Wood & Hilton, 2012, p.
202)?

What are the known and
unknown values within these
assumptions (Wood & Hilton,
2012, p. 203)?

Neoliberalist pressures have led
to HEI no longer being viewed
as a “public good”, and
entrepreneurial activities such
as increasing tuition to students

students in achieving their
educational and career goals
(Wood & Hilton, 2012, p. 203).

Concerned with the individual
development of employees
(Wood & Hilton, 2012, p. 203).

Questions they consider:

How will an issuer potential
resolution affect all members of
the institution?

What are the implications of this
issue for the community and
interconnectivity among
institutional affiliates?

Will a decision cause harm to
one group or entity?

In what way (if any) does this
issue or potential resolution
impact organizational morale?

How will (or does) this issue
affect the individual’s personal
goals and development?

What level of reciprocity should
be given or received from
others (Wood & Hilton, 2012,
p. 204)?

There is an impression that
universities can mitigate the
effects of economic downturns
by passing on costs to students
in the form of higher tuition (Li

& Hilton, 2012, p. 206).

Since their inception,
community colleges
have served local needs’
they have provided
greater access to higher
education, and they have
provided educational
programming designed
to develop and foster
local capital (Wood &
Hilton, 2012, p. 206).

The ethic of local
community adheres to a
community-based
decision-making process
(Wood & Hilton, 2012,
p. 208).

Questions they ask:

What are the implications
or ramifications for the
local community of this
or that dilemma?

What potential courses of
action would promote
the best interest or
greatest good for the
local community?

How will the community
perceive or react to the
issues and potential
courses of action (Wood
& Hilton, 2012, p. 209)?

Universities must be increasingly ~ As stated by Oleksenko et

creative in securing funding
and vigilant in substantiating
what they do with their money
(Li & Zumeta, 2015, p. 478).

al., 2018), “It is

important to understand
for whom and for what
higher education should
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Ethic of justice

Ethic of critique

Ethic of care

Ethic of profession

Ethic of community

current and relevant. This
involves policies on advisory
committee makeup (industry,
faculty, students), review
processes and timelines,

Parameters for introducing new
programs and sunsetting
existing programs,

Parameters defining credit and
noncredit programs,

Parameters based on the level of
credential,

Admissions criteria, and

Internationalization and required
processes.

FC’s new 18 programs for fall
2023 followed these processes.

can marginalize even further
underrepresented populations
and less privileged social
classes’ ability to access
postsecondary education
(Wong, 2020). The burden of
going to college is on the
student, and students are paying
higher tuition costs and fees
(Lucal, 2015), and are going
deeper into debt to get an
education (G. Jones, 2013;
Rousseau, 2002, p. 397).

As mentioned in Chapter 1, FC’s
tuition and fees are among the
lowest in the province, and this
solution will not look to change
that going forward. The
existing policies are in
alignment with government
regulations and the increase in
revenue will be based on
increasing the volume of
students as opposed to
increasing tuition and fees for
students whether they are
domestic or international.

These increasing tuition prices
have been a source of
contention between the
institution and their external
stakeholders...concerns about
the impact of higher tuition
prices on equality of access for
students of lower
socioeconomic status as well as
ongoing questions regarding the
efficiency of higher education
(Fowles, 2014, p. 274). Again,
we will not be increasing
tuition as a strategy, but the
increasing volume of

& Zumeta, 2015, p. 468).

The push towards less
involvement from the state, and
the realities of dealing with
budget cuts, scare resources,
becoming more accountable to
the state, and focus on cost
efficiencies (Lucal, 2015;
Oleksenko et al., 2018) have
led to larger class sizes, and
with fewer full-time faculty
(Slocum et al., 2019). At FC,
all new programs will have new
full-time faculty assigned to
them and although we will
continue to focus on cost
efficiencies, our class sizes
have remained consistently
small (i.e., no larger than 40
students, and on average 28 per
class).

The offering of self-sustaining
and even profitable, continuing
education divisions is simply
another example of
entrepreneurial behaviour in
HE and one that is available to
all types of institutions (Li &
Zumeta, 2015, p. 474).
However, Continuing
Education, corporate training
and other lifelong learning
related programs often do not
receive permanent direct
institutional support and
therefore operate to earn back
their costs or more, drawing on
existing faculty or adjuncts
from the community (Li &
Zumeta, 2015, p. 475). The
overall business model for
these types of programs will not

When higher education is
regarded as a commodity, the
survival of its suppliers (i.e.,
tertiary institutions) is
contingent on their ability to
attract consumers (i.e.,
students; Wong, 2020, p. 77).
However, one could argue how
is one defining who a
student/customer is? If the
definition of a “student” is
expanded to include industry
representatives (individual,
corporate, national, and
international), and the type of
service (i.e., applied research),
then the question really
becomes what is the role of HE
today? Are these debates
occurring because we need to
re-evaluate the purpose of
higher education today given
our current economic, political,
and social state?

Compete for funding and student
enrollment, which encourages a
more entrepreneurial approach,
with the expectation of
departments and other units
become “self-sustaining”
(Lucal, 2015, p.5).

Students will benefit directly
from this solution as:

Their tuition and fees will not be
increased to support the success
of this initiative.

They will have access to more
programs;

Programs will be aligned to
industry demands and improve

work and does work” (p.
115). That is, what role
does HE play and how
should it be accountable
to “students, economy
and society” (p. 115).

Essential difference
between college and
institute faculty and
university faculty —
university faculty are
hired to do research and
to teach (Hogan &
Trotter, 2013, p. 78).

The corporate model fails
to recognize that the
public mission of higher
education implies that
knowledge has a critical
function; that intellectual
inquiry that is unpopular
or debunking should be
safeguarded and treated
as an important social
asset; and that faculty in
higher education are
more than merely
functionaries of the
corporate order....such
ideals are at odds with
the vocational function
that corporate advocates
want to assign to higher
education (Giroux &
Giroux, 2004, p. 265).
However, this is a valid
argument for
universities, and not
necessarily equally
relevant for colleges
(Hogan & Trotter, 2013).
Colleges were created to
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Ethic of critique

Ethic of care
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enrollments.

Although Neoliberalist pressures
indicate the number of part-
time and non-tenure-track
faculty has risen from about 30
percent to 61 percent of
instructional positions at four-
year institutions; 84% at two-
year institutions over 99% at
for-profit institutions
(Rousseau, 2002, p. 397), that
is not the case with FC. FC’s
full-time to part-time faculty
ratio has remained relatively
stable since 2017 at
approximately 75% full-time to
25% part-time faculty. In fact,
any new program introduced at
the college must have a full-
time faculty assigned to the
program. Full-time faculty
positions are allocated to the
budget based on program
growth, faculty attrition, and
program viability. However,
continuing education and
corporate training courses and
programs tend to have more
part-time faculty given the
nature of programming,
content, timing and duration of
such courses and programs.

Although FC policies exist
regarding program offerings
and criteria, the push towards

securing alternative funding has

brought “academic capitalism”
to the forefront of the agenda
for HEIs (Giroux, 2002), and
suggests that this mindset is
leading to outweigh the role of
faculty in maintaining control

change in this solution,
however, incentive programs as
identified in Chapter 1 where
overachieving revenue targets
will provide an opportunity for
these types of departments to
reinvest within their
departments.

This solution will benefit those

areas that will have a direct
ability to generate additional
sources of revenue through
established incentive programs;
however, support areas may not
have equal opportunity to
access those funds. Therefore,
the incentive program will be
designed such that portions of
the overachieved targets that
are kept within the general
coiffures of the college can be
distributed to support areas.

“The dynamic of rising tuition

combined with expanding
student debt and declining
middle-class income is shaking
the foundations of respect and
affection of public higher
education. . . . The privileged
gain access to the best
universities leaving other to
sort themselves among lower
quality providers” (Fethke &
Policano, 2013, p. 526).

Some critics of the income

generating activities include
college and university leaders
who view this as an
inappropriate academic
“commodification” in the
modern era, particularly the

their opportunity to obtain work
in their chosen field upon
graduation.

Students will be able to learn

locally and obtain work locally.

align with industries
vocation needs and
continue to remain
focused on that aspect as
even identified by FC’s
mission statement in that
we play a central role as
a key economic driver
within the community it
serves, and still provide
social benefits through
arts and culture and
athletics.

The community will
benefit directly:

Employers will have
access to an educated
and prepared workforce
in areas of demand;

Employers will be able to
access a labour force that
will remain local; and

Students staying within
the local region can
contribute back to
society from an
economic and social
perspective.
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in what they teach (Giroux &
Giroux, 2004). At FC, this risk
is minimized as all academic
advisory committees must
include faculty and students in
the development process for
new and existing programs.

FC attempts to ensure faculty
teaching expertise is distributed
equitably amongst all programs
in a faculty.

International students are
typically ineligible for
scholarships and government
funding, pay higher tuition, and
tend to come from wealthier
families (Li & Zumeta, 2015, p.
474). They pay higher tuition
because government doesn’t
subsidize their tuition like they
do for domestic students.
However, their tuition helps
pay for support required by
themselves and all international
students.

Most institutions are changing
recruitment foci to attract
domestic out-of-state students
(Li & Zumeta, 2015, p. 474).
This is FC’s strategy and that is
to increase domestic
enrollments by attracting
domestic students from within
their region, provincially, and
nationally, as well as
Indigenous students.

The current economic climate
has had a significant impact on
student’s choice of major in
large part due to its likely

“seeming loss of collegiate
community, growing curricular
incoherence, the virtual eclipse
of the liberal arts, an alleged
neglect of undergraduate
education generally, and
unchecked career is among a
new generation of non-
traditional collegians” (Lucas,
2006, as cited in Alstete, 2014,
p. 13)
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return on investment, and
indeed there is widespread
questioning of the value of
college in the first place (G.
Jones, 2013, p. 276). However,
as a college, our mandate is to
provide current and relevant
programming to which students
will obtain jobs within their
field of study upon graduation
and our IMA targets reflect that
level of accountability.
Therefore, although this could
be a challenge for some
students in university
programming, colleges serve a
different purpose than
universities and help mitigate
student’s ability to obtain the
ROI they seek in their financial
investment in their chosen
program (Hogan & Trotter,
2013)

As colleges and corporations
collaborate over the content of
degree programs, college
curricula run the risk of being
narrowly tailored to the needs
of specific businesses (Giroux
& Giroux, 2004, p. 269). This
is an area we will keep an eye
on as partnerships are
important, but we cannot
engage in partnerships that will
compromise our institutional
mandates and the stakeholders
we serve.
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Solution 2

Policies exist for:

How our Land Trust operates
How funds can be distributed to
the college while following
Canada Revenue Agency
regulations to main its status as
a charitable entity

Student Housing in terms of
rental rates, accommodation
criteria, rental terms and
conditions, etc.

Facility rental criteria, including
reference to considerations on
who can rent FC facilities.

Retail operations

Sports & athletics operations and
utilization

Theatre operations and utilization

The rise of niche academic
programs may cater to private
interests (MacKinnon, 2014),
funders, and regulators
(Croucher & Lacy, 2020), and
with the increase of more
public accountability,
efficiency and scrutiny,
institutions are more inclined to
move towards more
transparency (Croucher &
Lacy, 2020). This is a positive
result of the neoliberal
movement, especially in an
environment of increased
accountability. It is in the best
interests of institutions to align
alternative revenue sources (in
an ethical manner) and
incorporate institutional
efficiencies as they are
mechanisms to supplement
better key institutional activities
that regular government
funding cannot provide.
Further, these approaches force
institutions to re-evaluate their
existing policies and procedures
to ensure any profit-based
activities (including donations,
fundraising, and partnerships)
are aligned with the lens of
maintaining an ethical,
conscientious, and broader
public lens (Ciulla, 2005;
MacKinnon, 2014; Slocum et
al., 2019).

HE is managed based on values
of economic rationality, which
means to price services by the

The consequences of HE’s shift
from a social institution to an
industry have three
characteristics:

Management - areas of resource
allocation and resource
acquisition...both are important
for the long-term substantiality
of institutions (Sporn, 2006, p.
146). Forecasting
environmental changes,
attaining new resources to
reduce dependencies, and
compliance with demands are
necessary (Sporn, 2006, p.
146).

Consumerism — stresses the rise
of consumer sovereignty with
special focus on students
(Sporn, 2006, p. 147). Well-
informed customer decisions,
free choice for school or
colleges. Dominant goal is
consumer satisfaction (p. 147).

Stratification — universities
specialize and differentiate their
mission based on the type of
knowledge they want to
develop and distribute. . ..cater
to different audiences. ..notion
of a common world of learning
is eroded (Sporn, 2006, p.
1467).

The shift of HE from a social
institution to an industry
(Sporn, 2006, p. 146). There is
the potential that certain areas
within the organization might

Production, resources,
comparative advantage, and
strategy have become
synonyms for these
developments in the United
States and increasingly in
Europe (Sporn, 2006, p. 146).

Emergence of audit cultures,
increased demands for
information and public
accountability has led to an
emphasis on performance and
accountability assessments
(Ribeiro, 2005; Olssen &
Peters, 2005). That is,
neoliberal thought considers the
most common force interfering
with the market to be the
government and its efforts to
regulate elements of the market
such as equity markets,
business practice and the social
safety net for labour (Taylor,
2017, p. 111). With HE, this
has led to the performance-
based frameworks for funding
that have been implemented in
Ontario and Alberta and are
being contemplated across the
country. However, advocates of
neoliberalism view this as a
positive element as HEI are
being held accountable to
achieving the respective
performance measures to justify
further the dollars they receive.
However, as Hogan & Trotter
(2013) have identified, colleges
and institutes might be better
equipped to meet some of the

The practice of strategic
prioritization of
academic resources is
common in business but
is relatively new in
higher education, and
some authors feel it is
problematic to do so
(Taylor, 2017).

The community will
benefit as the college can
be operating in a
sustainable manner and
continue to be a key
economic driver for the
community.
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laws of supply and
demand...students and other
constituencies are seen as
consumers with diverging
preferences and
needs...management then
includes all measures to stay
competitive, plan strategically,
scan the environment, cut costs,
correct inefficiencies, and
maximize flexibility (Sporn,
2006, p. 146).

be disadvantaged from aspects
of this solution. For example,
potential facility revenue lease
opportunities might displace
existing faculty or departments
into less desirable areas at the
institution. This could lead to
employee dissent and
dissatisfaction where revenue
potential could compromise
institutional mandates.

neoliberal-focused metrics than
universities. This leads to the
larger question of the role of
HE today, and where
government dollars should be
allocated.

The role of the state has

changed...financial constraints
triggered the shift from state
control to a state supervision
model targeted towards steering
from a distance...basic funds
are allocated based on
performance indicators for core
services in teaching and
research...additional financial
resources are project and
competition based (Sporn,
2006, p. 147). This is exactly
the case with FC and our IMA
partnership with the province.

Students will benefit as the

college is focused on meeting
IMA targets, which are directly
aligned to the services they will
receive.

Solution 3

In addition to Solutions 1 and 2,
policies exist for:

All the above arguments apply;
however, it should be noted that
current neoliberalist

All the above arguments apply. All the above arguments apply. All the above arguments

apply.

The ongoing commercialization Students and Faculty will benefit

How the college will approach
applying for and implementing
federal and other government
grants;

How the college will manage our
investment income assets;

How the college will approach
applying for and utilizing
donations and other relevant

perspectives may not align with
this solution. For example,
neoliberalist pressures suggest
HEI are moving towards the
privatization of education and
oppose teaching to support
market-driven approaches
(Giroux & Giroux, 2004, p.
285). However, as Hogan and
Trotter (2013) have identified

of research puts undue pressure
on faculty to pursue research
that can raise revenue and poses
a threat to faculty intellectual
property rights (Giroux &
Giroux, 2004, p. 271). This a
university lens towards
research. Colleges focus on
technology transfer and look to
solve current industry problems

from applied research
initiatives as they will be
directly involved in the
research, and future students
will benefit from technology
transfer elements that arise
from this research.

Shift of priorities as more weight

being given to externally

A recent trend has been to
seek more current use of
gifts rather than
endowments because the
former can more readily
substitute for missing
state funds for some
purposes (Li & Zumeta,
2015, p. 474). This will
be assessed going
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grants, including the
mechanisms to determine who
donations are requested from;
and

How applied research will be
conducted at the college.

colleges have been operating in
a market-driven environment
since their inception. FC’s
applied research activities will
be aligned to real-time
solutions required by industry
for the purpose of technology
transfer as opposed to
theoretical research
publications.

Policies are in place to align with
institutional priorities and
mandates.

using students and faculty in
the process. Current students
and faculty engaged in this
form of reach will benefit
directly from solutions derived
from this research, and future
students will benefit from the
findings for this research as
those findings will be
incorporated in curriculum
delivered going forward.

These initiatives would be
identified in collaboration with
the director of applied research,
school deans, and faculty.

funded research or research
initiatives emphasizing profit
over producing new knowledge
(Slocum et al., 2019, p. 35), as
well as the creation of research
centres sponsored from
unconventional research
funding agencies (Olssen &
Peters, 2005). This has led to
internal allocation of resources
to typically align with market
demands (Croucher & Lacy,
2020), and a shift of
prioritization research in terms
of amount of research income
received versus the number of
publications produced in
support of research quality
directions (Olssen & Peters,
2005). However, because
neoliberalism is grounded in
free market economics
(Harvey, 2005, as cited in
Slocum et al., 2019, p. 33), itis
more prevalent in universities
that are facing decreased public
support (Slocum et al., 2019).
Therefore, this movement does
not impact all institutions in the
same manner, and some
institutions (types) are better
positioned to address the
challenges/opportunities that
exist than others (i.e., colleges).

forward and how it
applies to FC, but still is
within this ethical
paradigm for
consideration.

Note. Based on Wood and Hilton’s (2012) framework. EDID = equity, diversity, inclusivity, decolonization; FC = Frontier College;
HE = higher education; HEI = higher education institution; IMA = investment management agreement; PoP = Problem of Practice;

ROI = return on investment.
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Appendix L: Implementation Strategy by Activity to December 2023 (Month 13)

Area of focus and solution

Activity

How will it be done

Timelines

Increase revenue through tuition,
fees, & programs (Solution 1)

Increase credentialed and noncredentialled programs
and courses.

Increase full- and part-time program options.
Increase alternative delivery programming options.
Increase microcredential offerings.

Increase continuing education programs and courses.
Increase domestic and international enrollments.

Maintain tuition and fee rates for students per
current college policy and practices.

18 new full-time programs waiting to be approved
by the Ministry of Advanced Education.

Obtain grants for microcredentials.

Obtain grants for specialty areas to increase access
for underrepresented groups (e.g., Women in
Trades, Indigenous groups).

Obtain grants for high-demand programming.

Use international student tuition support, adding
sections for waitlisted programs and courses.

Investigate partnerships to increase international
student enrollments outside of FC’s region.

18 programs should be approved by February 2023
and open for applications for fall 2023.

Grant applications will occur throughout the year
depending on availability.

These plans will be better articulated and referenced
during the budget development process, with
financial plans likely approved by the board in
June 2023

Will follow the BSC and budget development
process and timelines.

Increase focus on sales and
services, and effective
utilization of college
assets/finances (Solution 2)

Investigate and increase long- and short-term leases
where applicable and appropriate.

Increase facility rental activity where applicable and
appropriate.

Investigate offering conferences where applicable
and appropriate.

Increase sales of auxiliary and other retail services
(Book Store, Food Services, etc.).

Increase utilization of residence and other facilities
during off-peak periods where applicable and
appropriate.

Investigate better utilization of the Theatre and Arts
Centre, Sports and Recreation through increased
programming and service offerings.

Investigate securing federal and other government
grants beyond provincial operating grants.

Will be identified through the BSC development and
implementation process.

Most activities for the current fiscal year are in
place, but the BSC and budgeting process will
identify opportunities for the next fiscal year (e.g.,
residence, Theatre, Sports and Recreation).

Will follow the BSC and budget development
process and timelines.

Rentals and leases take time to negotiate, and
therefore, it is difficult to establish concrete
timelines for these activities.

Hybrid of Solutions 1 and 2, and
those not covered in those two
solutions (Solution 3)

Investigate securing federal and other government
grants beyond provincial operating grants.

Investigate opportunities to improve investment
income performance.

Increase donations and grants.

Applied research grants.

Enhance and build new partnerships to grow
advancement, donation, and other activities to
support FC in other synergistic areas (e.g., applied
research partnerships).

Improve alumni relations to enhance advancement
and donation opportunities further.

Will follow the BSC and budget development
process and timelines.

Applied research activities and grant submissions
occur throughout the year depending on
opportunities that may arise.

Partnership engagement strategies will be finalized
by the end of May 2023 in alignment with the BSC
development process.
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Appendix M: OIP and Other Relevant Timelines
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Strategic
plan

d

Frontier College (FC) 3-year strategic plan duration

e f g h
OIP duration (13 months)
i
PBF @ 15% (12 months) PBF @ 25% (12 months) PBF @ 40% (12 months)

Academic year (12 months)

Academic year (12 months) Academic year (12 months)

Note. OIP = Organizational Improvement Plan; PBF = performance-based framework, and percentages represent the proportion of

operating grant funds that will be tied to performance. Significant dates are described in specific notes below.

» FC board started the strategic planning process and through a series of roundtable discussions, focus groups, departmental meetings,
staff town halls, and online surveys, a sense of urgency was created with all staff. ® I shared a final draft of the new strategic plan
based on all stakeholder consultations at a town hall meeting. ¢ Staff had 2 weeks to provide input before the board finalized the plan. ¢
The board launched the new strategic plan. © I led a facilitated planning session with PC members to ensure they all understood and
were in alignment with the expectations of each initiative in the new strategic plan and OIP, thus creating the coalition and establishing
the vision. f Separate facilitated planning sessions with all departments to ensure they all understood and were in alignment with the
expectations of each initiative in the new strategic plan and OIP, that is communicating the vision. ¢ First draft of balanced scorecard

by department. " Final balanced scorecard by department. ' 2023-2024 budget approved and incentive program introduced.
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Appendix N: OIP Timelines and Kotter’s Steps
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a
OIP duration (13 months)
b
Step 1: Establishing sense of urgency
c
Step 2: Creating guiding
coalition (2 months)
d
Step 3: Developing a vision and strategy
(3 months)
@ f
Step 4: Communicating the change vision (4 months)
g h i i
Step 5: Empowering employees for broad-based action (8 months)

Step 6: Generating short-term wins

Step 7: Consolidating gains & producing more change

| Step 8: Anchoring new approaches in the culture (more applicable after Year 1)
Note. OIP = Organizational Improvement Plan. Each step can be revisited at any time in the change implementation process, and

timelines will be adjusted accordingly. Significant dates are described in specific notes below.

a Strategic plan officially launched. ® Sense of urgency will be revisited to ensure complacency does not set in through an all-staff
meeting. ¢ Coalition created. ¢ I led a facilitated planning session with all PC members. ¢ Separate facilitated sessions with all
departments. f The vision and strategy will continue to be communicated through an all-staff meeting to ensure all staff remain aligned
with the purpose of the OIP. ¢ Change readiness assessment conducted with all PC members. " Balanced scorecard first draft by

department. ' Final balanced scorecard by department.  2023—-2024 budget approved and incentive program introduced.
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Appendix O: Communicating the Path for Change: Timelines and Milestones

1. Started with the strategic planning process as discussed in Chapter 3

a.

b.

C.

The process started in early 2019 and continued to October 2022, prior to my implementation of Kotter’s
(2012) Step 1.
As discussed in the Organizational Improvement Plan (OIP), the sense of urgency was communicated during
the environmental scanning process, which helped inform stakeholders of the sense of urgency of the Problem
of Practice through with evidence including:
I. Political, economic, sociodemographic, and technology analysis

ii. Implications of performance-based framework (PBF)

iii. Investment management agreement

Iv. Audited financial statements.
Through regional roundtable discussions, focus groups, focused departmental meetings, all-staff meetings,
town hall meetings, and online surveys.

2. Strategic plan launched November 2022 and included all staff in the process

a.

Shortly after the formal launch of the strategic plan, the PCEO held an all-staff meeting to go over the final
strategic plan; focused on the entire plan, but also focused specifically on the initiative aligned to the OIP and
revisited Step 1 to remind staff the importance of the change that will be required (PBF implications, etc.).
Communicated to all-staff meeting in December 2022 that in 2023, they should expect their respective
executive and President’s Council (PC) representatives to work with them on the next steps to implement the
strategic plan, which includes the OIP; mentioned indirectly that the coalition will lead Steps 2—4 to develop
and communicate the vision.

The all-staff meeting in December reinforced the necessity of implementing the five change management
principles, particularly that the reasons for the change must be clear, different people react differently to
change, and change must involve the people.

3. Change readiness assessment conducted by the executive as discussed in Chapter 2

a.

Following the five change management leadership principles and through a distributed leadership approach, it
was important to assess how ready the executive for the change.

As discussed in Chapter 2, a change readiness assessment was conducted by all executives in early December
2022, shortly after the all-staff meeting held earlier that month.

The results of the assessment were shared with all executives at a January Executive Council meeting, and all
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executives developed strategies for next steps.

Although not being at the same level of readiness for the change, the executive agreed that to proceed with the
development of the coalition and conduct a similar readiness assessment for all PC members after the
February 2023 departmental meetings.

4. PC facilitated session in December 2022 (after the all-staff meeting) as discussed in Chapter 3

a.

g.
h.

All five change management leadership principles applied, as it was important to ensure that those who will
be engaged in executing the strategy must be involved early in the change implementation strategy process
(Pietrzak & Paliszkiewicz, 2015).
The coalition is taking a distributed leadership approach to executing the change strategy; therefore, it is very
important that they fully understand what will be required to implement the OIP.
This session involved two-way sensemaking communication, and a similar approach will be taken in
February 2023 during the individual departmental meetings for all nonexecutive PC members.
I needed to know all PC members understood the expectations of the board:

I. I led the facilitated session with all PC members.

ii. Social cognition theories applied in that I used this venue as a sensemaking exercise to ensure further
that because the OIP requires an institutional focus, all PC members were clear on the expected
interdependencies from individual, departmental, and institutional levels for the strategic plan, and
indirectly, the OIP to be successfully executed.

iii. The intent was that all members of the coalition have a similar level of understanding of the
expectations of the board, so they can lead with a similar level of knowledge and understanding when
they work towards transferring that knowledge to their respective employees.

The coalition will be equally responsible for ensuring a similar level of sensemaking and understanding exists
with all their employees within their respective portfolios in departmental facilitated sessions, which will be
held in February 2023.

This session helped develop the vision for the change and a foundation for the BSC development process for
the strategic plan and the OIP.

It allowed for two-way communication and sensemaking.

This aligns with Kotter’s third step of creating the vision.

5. Fifteen separate departmental facilitated session to be conducted in February 2023

a.

Five change management leadership principles apply, especially that the goals of the change must be clear and
change must involve the people; therefore, before employees can execute any strategy, they must accept and
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believe in the strategy. However, before they can accept and believe in the strategy, they must understand it
(Pietrzak & Paliszkiewicz, 2015).
These sessions are discussed in Chapter 3 and shown in detail in Appendix P.
The coalition is responsible for sensemaking (social cognition theory) through their portfolios.
“Face-to-face communication has a greater impact than any other single medium ... It helps clarify
ambiguities and increases the probability that the sender and receiver are connected appropriately” (Klein,
1996, p. 34). It “provides the communicator with the opportunity to capitalize on the different perspectives
and interpretations that are likely to result from a complex message in terms of providing explanations and
clarifications relevant to the likely variations of understanding” (Klein, 1996, p. 35).
I will lead the sessions, assisted by the relevant vice president and PC members associated with the specific
department. Each session will have 3 PC members therefore, to identify and further any sensemaking that still
is required at the PC level.
The sessions set the base for the balanced scorecard (BSC), ensuring all staff understand goals of the strategic
plan before completing the BSC on how their department aligns to the plan and the OIP. This is discussed in
Chapter 3.
First draft of departmental BSCs will be completed by April 2023.
I.  First drafts of BSC should determine if Steps 3 and 4 were successful.

ii. If not successful, then we will go back to the areas that might need more sensemaking or direction.
The sessions allow for two-way communication and sensemaking.
This strategy aligns with Kotter’s Step 4 of communicating the vision:

I. Each department will go through this process.
ii. The overarching goal is the same as identified in Step 3.
iii. The key is making sure each department knows what it means for them, aligning with role clarity and
functionalist and structuralist approaches.

6. Change readiness assessment conducted by PC members in after the February 2023 facilitated sessions.

a.
b.

Sessions described in Steps 4 and 5 will influence the results here.

Results of the change readiness assessment will determine which areas might need more clarification or
sensemaking and ensure the PC members have the necessary supports and resources to execute the strategic
plan and OIP.

If more sensemaking is required or barriers are identified for a specific department, the PC member
responsible for that department will discuss next steps with their respective executive.
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d. Iwill need to be engaged if supports are required that are beyond the level of authority held by the executive
and PC member (e.g., time, financial, or human resource barriers).
7. First drafts of BSC to be completed by April 2023 as discussed in Chapter 3
a. Initial drafts will determine if PC portfolios are in alignment with the expectations of the strategic plan and
OIP.
b. A combination of Steps 4, 5, and 6 and BSC submissions will determine which areas might need more
clarification or sensemaking.
c. If more sensemaking is required or barriers are identified for a specific department, the PC member
responsible for that department will discuss with their respective executive the next steps.
d. Iwill need to be engaged if supports are required that are beyond the level of authority held by the executive
and PC member (e.g., time, financial, or human resource barriers)
8. The full BSC will be finalized by May 2023 as discussed in Chapter 3
9. Incentive program will be announced when the budget is approved by the board in June 2023
10. Quick wins can be communicated after BSCs are completed per the knowledge mobilization plan (Appendix R).
a. The BSC process will provide evidence that specific departments and the college are progressing with the
change (discussed in Chapter 3).
b. The BSC is the roadmap to what, how, who, and when outcomes are to be achieved.
11. All-staff meeting in August 2023 before the start of the 2023/24 academic year to ensure all staff remain conscious of the
sense of urgency for the change and remain clear on the vision of the change.
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Appendix P: February 2023 Separate Departmental Facilitated Sessions to Ensure All Staff Are in Alignment With the

Expectations of the Strategic Plan and OIP

SCHEDULE FOCUS PURPOSE/DETAILS
8:30-9:00 (a.m. session) Continental breakfast (a.m.) . . . .
12:30-1:00 (p.m. session) Light lunch (p.m.) Opportunity for employees to mingle and have some refreshments before each session begins.

Agenda Item 1
9:00-9:05 a.m.
1:00-1:05 p.m.

PCEO to give an overview
of the purpose and agenda
for the session

PCEO does land acknowledgement.

PCEO welcomes all staff and goes over safety and logistics (e.g., no formal breaks and staff may visit the restroom at any time).
PCEO provides and overview of the purpose and agenda of the session.

PCEO informs all employees this session will be conducted in the same way for all of the 15 nonexecutive departments across the
college over the next two weeks.

PCEO informs all employees he will be the lead facilitator, assisted by their VP and their PC member.

PCEO informs the main purpose of the session is to ensure all employees are at a similar level of understanding of what the new
strategic plan is attempting to achieve, and how each individual and department within the college can help execute the plan
whether it is from a lead or supportive role.

Agenda Item 2
9:05-9:15 a.m.
1:05-1:15 p.m.

PCEO to provide a
summary of how the
college reached this stage of
the planning and
implantation process,
establish ground rules of
engagement, and format of
the session.

PCEO provides a brief reminder of the strategic planning process from early 2019 until the plan was officially launched in
November 2022.

PCEO reminds all employees the board owns the strategic plan, and places accountability on the PCEO to execute the plan.

In alignment with distributed leadership approaches, the PCEO acknowledges he cannot deliver on all elements on the strategic
plan on his own and needs the help of his executive, all nonexecutive PC members, and all employees across the college to
execute and implement the plan.

PCEO informs all employees that we will all go through each pillar, outcome, and initiative of the plan and through, and the 3
members of PC will help facilitate the process and ensure we hear what how each employee interprets elements of the plan, and
then we will provide feedback on how closely it is aligned with the board’s expectations of the plan.

PCEO will also establish ground rules for the remainder of the session:

The strategic plan is finalized so there should not be any discussion on changes that might need to occur with the plan.
Employees will be separated into tables of 6 or 7 depending on the size of the group.

No more than 2 people from subdepartments can be at the same table to ensure we get staff to provide a safe way to voice their
thoughts on each topic covered (attempt to give voice to those who might not always have that opportunity).

Only one individual per table for those who are not associated any subdepartment.

For those who are unable to attend a session, the nonexecutive PC member will ensure those employees are provided with the
information required so that have a similar level of understanding of the expectations of the strategic plan and the OIP.

The 3 PC members want to hear from each table what their understanding is of each pillar, objective within each pillar, and
initiative under each objective under each pillar.

It is a chance for all employees to share their thoughts and opinions on what the elements of the strategic plan mean to them.
We then what to explain how closely aligned they are to on each item discussed and provide them feedback on where there might
be gaps with respect to their interpretation of the strategic plan and the board’s expectations (two-way sensemaking
communication).

From there we will move on to the BSC discussion so they can start envisioning how their department can contribute to the
execution of the strategic plan from lead or supportive role
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PCEO also shows all staff that they will be provided with the following, which will be referred to at various stages of the
remainder of the session: (a) the college’s new strategic plan, (b) Truth and Reconciliation 94 Calls to Action, (c¢) United Nations
17 Sustainable Development Goals, and (d) the proposed BSC format (Appendix Q).

PCEO will ask all to find a seat given the seating expectations mentioned above, and the PCEO and VP will require the assistance
of the nonexecutive PC member to ensure that seating guidelines are met.

In the newly determined seating arrangements, each table is to select a recorder to take notes of the forthcoming discussions and
one speaker who will report to all employees on each agenda items to be discussed.

Through two-way
sensemaking

In the newly created seating arrangements, PCEO will provide direction by asking each table to spend 10 minutes to discuss
among themselves what the vision and mission mean to them.

PCEO will refer to the strategic plan and Truth and Reconciliation documents provided in the meeting package as a potential
resource for the employees to review as they address this section of the strategic plan.

After those 10 minutes, the speaker of each table will provide a summary of their conversation. The PCEO will ask for each table
to highlight key areas for discussion and remind the group that each table should provide their recorded comments to the PC
members to ensure we have captured their conversations as best as possible.

PC will collate recorded items from each table at each of the 15 departmental sessions for each category discussed, and further
assess whether there are areas of misalignment that will need to be addressed either at a departmental or institutional level.

Agenda Item 3 communication, to
& . i After each table has had the chance to report back to all attendees, the PCEO will highlight where comments aligned with the
9:15-9:35 a.m. determine how well staff R . o . ) :
.. board’s lens with respect to the vision and mission, and any areas that might not be in alignment.
1:15-1:25 p.m. understand the vision and . . o R . . Lo
- . . . It will be important to use this discussion time to ensure all staff understands why there might areas of misalignment, and what
mission as identified in the . . . . S .
. sensemaking conversations will be required to ensure this misaligned gap is closed.
new strategic plan . . . o . . L
If it appears the sensemaking activity is not achieving the desired results, the 3 PC members will need to strategize if future
sensemaking sessions or other strategies will be required after this session has ended.
If it appears the same misalignment is evident in most or all other nonexecutive PC departmental meetings, institute-wide
communication strategies might be required. However, if it appears that this misalignment is more at the local level of a specific
department, the 3 PC members may strategize next steps after this session.
PCEO, in collaboration with the other two PC members, will make the judgement call whether misaligned understandings of these
concepts need to be addressed at the departmental or institutional level and establish strategies accordingly.
In the same seating arrangements, each table can select if they want to use the same recorder and speaker or choose different ones.
The speaker will report how their table interprets the 6 initiatives under Pillar 1.
PCEO will provide direction by asking each table to spend 20 minutes discussing among themselves what the six initiatives under
Through two-way S .
Kin this pillar and associated outcomes mean to them.
senselfna R g PCEO will refer to the strategic plan and Truth and Reconciliation documents provided in the meeting package as a potential
communication, to . . . .
determine how well staff resource for the employees to review as they address this section of the strategic plan.
i W Wi
Agenda Item 4 understand Pillar 1 (Access After those 20 minutes, the speaker of each table will provide a summary of their conversation.
9:35-10:05 a.m. o The PCEO will ask for each table to highlight key areas for discussion and remind the group that each table should provide their
and Affordability) of the ) . .
1:25-2:05 p.m. recorded comments to the PC members to ensure we have captured their conversations as best as possible.

strategic plan, its 3
outcomes, and the 6
initiatives identified under
the outcomes.

PC will collate recorded items from each table at each of the 15 departmental sessions for each category discussed, and further
assess whether there are areas of misalignment that will need to be addressed either at a departmental or institutional level.
After each table has had the chance to report back to all attendees, the PCEO will highlight where comments aligned with the
board’s lens with respect to the vision and mission, and any areas that might not be in alignment.

It will be important to use this discussion time to ensure all staff understand why there might areas of misalignment, and what
sensemaking conversations will be required to ensure this misaligned gap is closed.
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If it appears the sensemaking activity is not achieving the desired results, the 3 PC members will need to strategize if future
sensemaking sessions or other strategies will be required after this session has ended.

If it appears the same misalignment is evident in most or all other nonexecutive PC departmental meetings, institute-wide
communication strategies might be required. However, if it appears that this misalignment is more at the local level of a specific
department, the 3 PC members may strategize next steps after this session.

PCEQO, in collaboration with the other two PC members, will make the judgement call whether misaligned understandings of these
concepts need to be addressed at the departmental or institutional level and establish strategies accordingly.

Agenda Item 5
10:05-10:30 a.m.
2:05-2:30 p.m.

Through two-way
sensemaking
communication, to
determine how well staff
understand Pillar 2 (Skills
for Jobs) the strategic plan,
its 3 outcomes, and the 3
initiatives identified under
the outcomes,

In the same seating arrangements, each table can select if they want to use the same recorder and speaker or choose different ones.
The speaker will report how their table interprets the 3 initiatives under Pillar 2.

PCEO will provide direction by asking each table to spend 15 minutes to discuss among themselves what the three initiatives
under this pillar and associated outcomes mean to them.

This pillar has far fewer initiatives to discuss. As a result, 5 minutes have been reduced in comparison to other three pillars.
PCEO will refer to the strategic plan documents provided in the meeting package as a potential resource for the employees to
review as they address this section of the strategic plan.

After those 15 minutes, the speaker of each table will provide a summary of their conversation.

The PCEO will ask each table to highlight key areas for discussion and remind the group that each table should provide their
recorded comments to the PC members to ensure we have captured their conversations as best as possible.

PC will collate recorded items from each table at each of the 15 departmental sessions for each category discussed, and further
assess whether there are areas of misalignment that will need to be addressed either at a departmental or institutional level.
After each table has had the chance to report back to all attendees, the PCEO will highlight where comments aligned with the
board’s lens with respect to the vision and mission, and any areas that might not be in alignment.

It will be important to use this discussion time to ensure all staff understands why there might areas of misalignment, and what
sensemaking conversations will be required to ensure this misaligned gap is closed.

If this sensemaking activity is not achieving the desired results, the 3 PC members will need to strategize if future sensemaking
sessions or other strategies will be required after this session has ended.

If it appears the same misalignment is evident in most or all other nonexecutive PC departmental meetings, institute-wide
communication strategies might be required. However, if it appears that this misalignment is more at the local level of a specific
department, the 3 PC members may strategize next steps after this session.

PCEQO, in collaboration with the other two PC members, will make the judgement call whether misaligned understandings of these
concepts need to be addressed at the departmental or institutional level and establish strategies accordingly.

Agenda Item 6
10:30-11:00 a.m.
2:30-3:00 p.m.

Through two-way
sensemaking
communication, to
determine how well staff
understand Pillar 3
(Internationalization) of
the strategic plan, its 3
outcomes, and the 5
initiatives identified under
the outcomes,

In the same seating arrangements, each table can choose to use the same recorder and speaker or choose different ones.

The speaker will report how their table interprets the five initiatives under Pillar 3.

PCEO will provide direction by asking each table to spend 20 minutes discussing among themselves what the five initiatives
under this pillar and associated outcomes mean to them.

PCEO will refer to the strategic plan and Truth and Reconciliation documents provided in the meeting package as a potential
resource for the employees to review as they address this section of the strategic plan.

After those 20 minutes, the speaker of each table will provide a summary of their conversation.

The PCEO will ask for each table to highlight key areas for discussion and remind the group that each table should provide their
recorded comments to the PC members to ensure we have captured their conversations as best as possible.

PC will collate recorded items from each table at each of the 15 departmental sessions for each category discussed, and further
assess whether there are areas of misalignment that will need to be addressed either at a departmental or institutional level.
After each table has had the chance to report back to all attendees, the PCEO will highlight where comments aligned with the
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Agenda Item 8
11:30 a.m.—12:00 p.m.
3:30—4:00 p.m.

PCEO and overview of the
BSC development process,
how it is to be completed at
the departmental level, and
associated timelines.

The intent of the previous exercises was through two-way sensemaking communication to ensure all employees were aligned to
the board’s expectations of how each initiative within the plan is to be interpreted.

With understanding, the next step in the strategic planning and OIP implementation process is for each department to determine
how they can at an individual and departmental level help achieve the outcomes as expected by the board.

Using the BSC template, the PCEO will take a step-by-step approach of identifying the purpose of each column of the BSC, and
how each department will need to populate each column with the correct information corresponding to each initiative that applies
to that department.

PCEO will provide the following direction to each of the 15 departments that will go through these sessions (details will be
discussed in the M&E section of Chapter 3):

0  Although there 20 initiatives in the strategic plan, it is not expected that each department will be able to articulate that
they could provide either a lead or supportive role in all 20 initiatives.

0  Each department is only to identify initiatives that they believe align with their role within the organization.

0  Using a distributed approach, the PCEO will be asking each of his executive to provide a completed BSC for each of
their portfolios; however, each executive will need a BSC from each of their respective nonexecutive PC members.

0  Itis expected that each nonexecutive PC member will engage with all of their departments to complete and submit a
draft BSC for their respective department to be submitted to their respective executive by April 2023.

0  These February 2023 are meant to assist employees and their respective nonexecutive PC member to understand how
their department can play either a lead or supportive role across all initiatives identified in the strategic plan.

0  The executive can then determine whether further sensemaking is required if BSCs are not completed in the manner
expected based on the expectations of the February 2023 session; further, it is not expected each executive will have all
20 initiatives for action identified for their respective portfolios.

0  The PCEO needs to ensure that all 20 initiatives are addressed in some manner across all executive portfolios, and it is
not expected that there will be an equal distribution of initiatives identified within each executive portfolio.

0  For example, after receiving the BSC from her respective nonexecutive PC members, she may suggest her area of
responsibility can implement strategies to address 15 initiatives, the CFO might be able to address 12, the CIO might
be able to address 9, and the EDHR might be able to address 10. The PCEO is more concerned that after collating all of
his executive’s BSC’s, all 20 initiatives will be addressed in one manner or another.

0  The PCEO will make it clear to all attendees in all sessions that all departments must identify initiatives that address
the initiative aligned to the OIP.

PCEO will inform all employees that because the BSC will identify key performance indicators and targets that will need to be
achieved, I am expecting transparent conversations to occur with all employees and their respective nonexecutive PC members to
identify, negotiate and agree upon targets that are achievable of which they will be measured.

Through two-way communication at the departmental/nonexecutive PC member level, the nonexecutive PC and executive level,
and the executive and PCEO level, draft BSCs are to be completed by April 2023, and final versions of the BSC will be completed
by May 2023 (with agreed upon targets).

This two-way communication is critical especially since performance measures will be identified and measured at the individual,
departmental and institutional level. This approach aligns with the 5 change management leadership principles especially as it
pertains to the goals of the change must be clear and change must involve the people.

Agenda Item 9
12:00-12:10 p.m.
4:00-4:10 p.m.

PCEO summarize the
session, answer any
questions that may arise,
and discuss next steps.

PCEO will summarize the session and highlight any key topics that arose from that session that might require further clarification
before concluding the session.
PCEO, the VP and the nonexecutive PC member will answer any questions or clarify any points from participants that arise.

PCEO thanks all participants for actively engaging in the session, gives an overview of next steps, and concludes the session.
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Assessment as of: Department::
PROGRESS
DEPARTMENT DELIVERY | STAKEHOLDERS
PILLAR OUTCOMES INSTITUTIONAL INITIATIVE INITIATIVES BASELINE KP1 accountaeLe | (Red, Yellow,
DATE G
reen)
1.
1. Ensure ongoing efficiency, transparency, 2 e e e
and accountability
3
1. TOPROVIDE STRONG 2. Investigate positioning Frontier College as a ;
GOVERNING OVERSIGHT Polytechnic institution. 3
1.
3. Investigate aligning with the United Nation’s 17 2
Sustainable Development Goals. 3 o
=
= 1. Through applied research activities, contribute to 1
2 Albert’s Innovation capacity by supporting and 2
4 strengthening its commercialization potential to R D T D
ﬁ create new knowledge, and develop future skills
(23 d diversity in the econom e
2 2. TO DRIVE INNOVATION an o Y-
~ 1.
2. Investigate establishing Frontier College as a 2
Center of Excellence in Energy. .
3.
. i i 2.
sTomenease 1T beeo e et on e ent oy
ALTERNATIVE REVENUE
SOURCES effecti vel effi cient utilization/management of "

College assets.
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Who What (Message) Why How When
(Audience) What knowledge are you Why is this knowledge important to mobilize How will the message be delivered to this When will this audience receive the message?
looking to mobilize? for this group? audience?
Board of The status of each initiative in The board created the strategic plan, and they The status of the strategic plan’s implementation I will provide informal updates at the January,
Governors the strategic plan (including  require formal and informal updates on how the ~ will be a standing agenda item at every March, April, May, September, and November
(board) the initiative aligned with plan is being implemented so they can work Governance and HR Committee meeting and Governance and HR Committee and board
the OIP), using the BSC with me on any corrective actions necessary, as  board meeting. meetings.
with green, yellow, and red well as confirm that the strategic priorities
indicators to describe identified in the strategic plan remain a key I will present at these meetings. T will provide a form.al.Pfowequint prgsentation
achievement, adjustments focus for the college. G . . on the status of all initiatives (including those
needed, or unable to achieve overnance 'and HR Comp‘uttee meetings are related to the OIP) at the November Governance
and why. virtual, while the board is face-to-face. and HR and board meetings.
The BSC will be a key tool to inform how the
message will be delivered to this audience.
Coalition The status of each initiative in  This is the coalition leading the change, so A sensemaking exercise will take place for each ~ Using the BSC as a reporting tool, each PC
(President’s the strategic plan (including  sensemaking initiatives are important to ensure  nonexecutive PC portfolio in February 2023, member will provide informal updates to their
Council, the initiative aligned with all members fully understand the purpose of the ~ which in turn will lay the foundation to ensure executive during their one-to-one meetings and
including all the OIP), using the BSC change, can articulate the vision of the change, the BSC process will be aligned with board formal updates quarterly.
executive) with green, yellow, and red and are vested in ensuring Kotter’s eighth step expectations.
indicators to describe can be achieved. Each executive will provide me with informal
achievement, adjustments Using the BSC as a reporting tool, each PC updates during their one-to-one monthly
needed, or unable to achieve The OIP is being implemented through a member will update the status of their meetings and formal updates quarterly. The
and why. distributed leadership approach and each respective initiatives and report to their quarterly updates will be approximately one
member can determine if corrective actions supervisors during regular one-to-one meetings.  month after receiving formal quarterly updates
Messaging will be based on might be necessary. from their respective PC direct reports.
information summarized at For example, the Dean of Business and
the institution, executive All coalition members need to be aware of not University Studies will provide regular updates I will provide quarterly updates to all PC
portfolio, and departmental only how their respective departments are to the VPA, and the VPA will update me during ~ members at regular PC meetings.
levels. meeting the objectives of the change, but also our respective one-to-one meetings. These
how they can continue to support other updates are usually approximately one week
portfolios at FC with an institutional lens. after their regular departmental meetings.
Through the BSC, I will provide executive-level
and institutional-level updates to all PC
members during regular PC meetings chaired
by me.
Each executive will discuss the status of their
respective PC direct reports during their regular
one-to-one meetings.
Frontier The status of each initiative in Sensemaking initiatives are important for all A sensemaking exercise will take place for each ~ Using the BSC as an M&E tool, each PC member
College the strategic plan (including ~ employees so they fully understand the purpose ~ nonexecutive PC portfolio in February 2023, will discuss with all department employees and
Employees the initiative aligned with and vision of the change, as well as how they which in turn will lay the foundation to ensure update their respective BSC during monthly

the OIP), using the BSC can contribute to the change from within the

the BSC process will be aligned with board

departmental meetings, creating the base for
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Who
(Audience)

What (Message)
What knowledge are you
looking to mobilize?

Why
Why is this knowledge important to mobilize
for this group?

How
How will the message be delivered to this
audience?

When
When will this audience receive the message?

with green, yellow, and red
indicators to describe
achievement, adjustments
needed, or unable to achieve
and why.

Messaging will be based on
information summarized at
the institution, executive
portfolio, and departmental
levels.

department in which they work and at an
individual level.

Following distributed leadership principles, each
employee will play a role in helping achieve
the outcomes of the change and must be
invested in the change process.

Through the leadership of their respective PC
member, their departments can determine if
corrective actions might be necessary.

Each employee needs to be aware of not only
how their respective departments are meeting
the objectives of the change but also how they
can personally continue to contribute to the
goals of their department and the institution as
a whole.

This change initiative has an institutional focus,
and all employees need to be properly informed
and vested to ensure Kotter’s eighth step can be
achieved, and how what they do at FC can help
achieve that goal.

expectations.

Through a distributed leadership approach, each
session will be facilitated by me, with support
from the department’s PC member and the
respective executive within which the
department resides.

Using the BSC as a reporting tool, each PC
member will update the status of their
respective initiatives in discussions with all
employees within their department during
regular monthly departmental meetings.

PC members can use the updates provided at PC
meetings to update employees from an
executive and institutional level lens at their
departmental meetings. This allows for two-
way communication to assess if any
adjustments to initiatives are required.

Employees also have access to the following
forms of communication:

Minutes from board public meetings, Executive
Committee meetings, PC meetings, and
Academic Council meetings;

I will update the officials of the two unions at
FC, who in turn can communicate to their
membership;

All-staff meetings in the FC Theatre, which are

live-streamed and recorded for those who can’t

attend in person;
Town hall meetings;

Internal communication protocols, and all-staff
email channels; and

Corporate documents (e.g., Annual Report).

formal quarterly departmental BSC reports.

I will provide quarterly updates at regular PC
meetings and PC members will share those
results with all staff within their respective
departments.

Meeting minutes, as described in the How
column, are available within a week of each
meeting (except board minutes which can take
up to a month).

Union updates are once a month.
All-staff meetings are held once a semester.
Town hall meetings are held twice a year.

Internal communication protocols and all-staff
email channels are used, as necessary.

FC’s Annual Report is available in December of
each year.

Note. Based on work by Lavis et al. (2003). BSC = balanced scorecard; FC = Frontier College; HR = human resources; OIP =

Organizational Improvement Plan; PC = President’s Council; VPA = vice president academic.



