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Many great contributions have been made to theladiiditerature related to the field of
organizational change. Though these contributisosige significant breadth and depth of
knowledge, absent is the proverbial road map cdayeorganizations that have successfully
developed, led, and assessed the progress ofisagribrganizational change. To create this
map, this study examined a change initiative taatiited in the development of both an
organization and its culture. That journey, spagmirore than sixty years, was brought to life
through the narratives of those present duringotreod of change.

Emerging from their collective voices are the pwgfal organizational strategies,
attitudes and beliefs, and characteristics inhdretitis organization’s culture. When these
findings are aligned with the existing body of lgure, twelve human qualities become visible.
It is these qualities that illuminate the pathwayoaganization must traverse when leading
significant change. Where many theories typicaflparate and associate these human
characteristics with smaller elements of organtweti change, the findings of this study have

placed them within their rightful position on censtage.
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CHAPTER |

INTRODUCTION

Performing Arts programs that encompass genresasidineatre, Dance, and Cinema &
Digital Arts have gained increased attention withtademia over the last 50 years (Byrnes,
2009). Today, many institutions of higher educatiane either fully developed conservatories
of performing arts or offer these programs on alkemscale. Many of these programs are
frequently viewed through the lens of their perfanoes, projects, and accolades they receive
rather than the organizational culture that cretttede memorable moments. When the lights
are turned down, the curtains are drawn, and tdeeace is shuffling out of the theatre, the
focus returns once again to the pedagogy and acadigor inherent to many of the leading
performing arts programs. It is an emphasis teaendissipates completely, even during a
performance. Itis a culture defined by a contthparsuit of excellence, which has propelled
the top performing arts programs to the levelssgbgnition they have attained.

The Conservatory of Performing Arts at Point Parkvdrsity was established with many
of the same ideals in focus. Emerging from its sas a business training college in the late
1960’s, Point Park ambitiously sought to becomectirger of cultural leadership within its
region. Affiliations with notable organizations suas the Pittsburgh Playhouse and the Civic
Light Opera contributed to the evolution of thewamsity’s student dance company into the
Pittsburgh Ballet Theatre (Point Park College, )98ixty years later, the Conservatory plays an
integral role in more than 18 major productions audr 230 performances annually.

Similar to the beginnings of many widely recognizedanizations, the Conservatory at
Point Park University set out upon an ambitiousney in pursuit of a strategic vision. This
journey, spanning more than sixty years, encomplabsedevelopment of an organization and

its culture. Responsible for this growth are theayniaculty, administrators, students, and
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members of the extended university community withimregion and beyond. What began as a
shared vision between several individuals developgdthe foundation for an organization
positioned to achieve the very vision it had essaleld more than a half century ago.
Statement of the Problem

Many notable theorists have contributed an immeamnseunt of scholarly literature to the
field of organizational change. Though these cbaotions have been great, missing from this
body of knowledge is the proverbial road map créateorganizations that have developed, led,
and assessed the progress of a significant chait@give. This resource would illuminate the
benchmarks and characteristics organizations stmuklie to further enhance their likelihood of
success. Therefore, the opportunity to documenjpilmaey of an organization that has
successfully undertaken a significant change tnveafrom the perspective of those directly
involved, should be captured. The journey takethieyConservatory of Performing Arts
presents that opportunity.

Purpose of Study

The purpose of this study is to document a sigaifi change initiative that resulted in
the development of an organization and its cultibat journey, spanning greater than sixty
years, is brought to life through the narrativesholse present during the period of change. The
purposeful strategies, attitudes and beliefs, &adacteristics of members of the organization
discovered within the narratives are then alignét existing theories related to organizational
change. Emerging from these efforts is a map tigarozations can reference to further enhance

the likelihood of success when leading significaminge initiatives.



Research Questions
The research questions posed by this study conwergjee period of time during which the
Conservatory of Performing Arts experienced sigatfit growth as an organization.
Consequently, the following questions are addrebydtis study:
1. Is the Conservatory of Performing Arts at PointkRdniversity a learning organization?
If so, what evidence supports this assertion?
2. How did the Conservatory of Performing Arts at Rétark University infuse meaning,
management, and measurement within its culture?
3. What organizational strategies enable the Consanvat Performing Arts at Point Park
University to remain focused upon the pursuit shared vision and purpose?
4. What attitudes and/or beliefs enable members thmes€&watory of Performing Arts at
Point Park University to remain focused upon thiespii of a shared vision and purpose?

Theoretical Framework

This study documents a significant change initeativat resulted in the development of
an organization and its culture. Therefore, a thiecal framework that encompasses
organizational change, storytelling, and leaderahgessential components to this study.

Organizational Change

Rarely does an organization have the opportunigxist within a static environment. In
fact, the time tested adage reminds us that otigedew assurances is change itself. In response
to this reality, organizations that are positiote@ffectively manage the challenges associated
with change have the opportunity to leverage iteiptoal. This can be accomplished by
embracing the characteristics of a learning orgain and the successful application of change

theory to the culture of the organization.



Whether change is strategically designed or inti@ato an external force, organizations
that have undertaken a significant change initeatwil be more likely to achieve success when
they invest in their capacity to learn (Senge, 192&rvin, 2000). This emphasis is opposite of
what typically occurs within many organizationsaditionally, the focus is centered upon
extrinsic factors that are identified as the cdos¢he intended change. Examples of this might
be recent trends in the industry requiring a shiftajectory or a new initiative being introduced
by senior leadership. In either case, the resudmgygy driving the required change of behavior
originates outside of the individual.

Organizations that embody the characteristicsledming organization approach change
with a different philosophy. For these organizasiothange is driven by the realization of
learning opportunities. This newly acquired knovgeds then directly reinvested within the
organization’s community. Peter Senge (1999) caplttine essence of this paradigm when he
theorized that learning organizations are “contilyuexpanding [their] capacity to create [their]
future” while engaging in “learning that enhancée(r] capacity to create” (p. 14). Furthermore,
these organizations have infused an emphasis upgaiapingmeaning managementand
measuremenwithin their cultures. It is only through estabiisty a widely accepted vision
(meaning) for the organization that clear guiddifa action (management) and tools for
assessing progress (measurement) can be deveWpbdut this foundation, an organization
will ultimately be unable to modify its behaviortarror newly acquired knowledge or insight
(Garvin, 2000).With these core characteristics lgfaaning organization providing the
scaffolding for the organization’s culture, theagtation of theory to support a change initiative

can occur with greater efficiency.



The change theories posited by Peter Senge and Jaotter support the correlation
between the characteristics of a learning orgaloizatnd leading successful change. In addition,
they each acknowledge that organizational changksassubject to many counterbalancing
forces (Kotter, 2007; Kotter, 2012; Senge, 199%pugh the initial momentum of a change
initiative is significant, over a period of timeallenges will inevitably arise that impede
progress. For many organizations these limits ¢avgr will become insurmountable.
Organizations that have successfully identified addressed these challenges have done so by
investing in the creative capacity of their emplese

Similar to that of Senge and Kotter, Gene Hall 8hdley Hord theorized that successful
change is inextricably linked to the capacity ¢f tirganization’s community. Rather than
fostering the characteristics of the existing adiuhey believe organizational change can be
advanced through an effective understanding oattieides and beliefs of those impacted by the
change initiative. Through an understanding ofalalgs associated with change such as existing
perceptions and the rate of adoption, adjustmemde made by those facilitating change to
ensure momentum is maintained (Hall & Hord, 1987).

Kurt Lewin’s theory of organizational change alsgpgorts the assertion that successful
change is linked to the organization’s communitgwidver, unlike the previous theories, Lewin
focuses intently upon managing the cognitive aspechange. His theory takes advantage of the
disruptive nature of change in hopes that the tiegubehavior will ultimately align with the
desired vision of the future. Though the focusagrs upon the individual, this theory is
underpinned by a more typical command and conppt@ach to managing change (Lewin,

1974; Schein, 1999a).



Storytelling

As the previously described theories are eachsiedwpon an element within an
organization’s community, it becomes relevant tdeane the role of storytelling in
understanding change. For ages humankind has lisegpdken word to communicate ideas,
preserve cultures, and make sense of the worlchdros. For organizations that have undergone
a significant change initiative, these narrativesdme the artifacts of that journey. Through
enabling the voice of those present during the ghamitiative, an organic understanding of the
existing attitudes, beliefs, and motivation of trganization’s community is brought to life.
Leadership

As this study is focused upon examining changeiwibhganizations, there appears to be
a unique phenomenon occurring within performing arganizations worthy of consideration.
Though these organizations are not directly focugeah developing leadership qualities, they
do instill a willingness and courage among membétkeir community to lead where there is
no defined path towards a shared vision (Abfaé4d,3; Hechanova & Cementina-Olpoc, 2013;
Peterson & Williams, 2004). Further exploratiorttué idea will emerge as the stories of those
involved in the conservatory’s growth are collected

Significance

The formative years within the Conservatory at PBark College were eagerly
embraced despite the many challenges they facellia/Stark, a trustee, referring to then
president Arthur Blum, captured the essence ofg@igod of time when he stated “We basically
dreamt some of his impossible dreams ... and | wenlmburage him because | believed that if
part of them came to fruition, this town would bgroved” (Point Park College, 1985, p. 61).

The dreaming of impossible dreams provides an @girtypse into the beginnings of both an



organization and its culture. More importantlypibvides evidence that from the beginning this
organization had been acutely aware of an oppdyttmicreate something unique.

Where many change initiatives within organizatieaem to occur on the surface, leaders
within the university community understood thatilag change must be deeply rooted within the
core values and beliefs of an organization (Mord®89). This idea can best be visualized
through Peter Senge’s model of Personal MastergreMpecifically, it is an individual's
interpretation of the role creative tension playsléfining and achieving one’s personal vision.
Senge theorized that a rubber band stretched betaeehands symbolizes the creative tension
between our visions and current reality. Typicadlge of two things occurs. The tension is
relieved by either lowering the vision to becomgra¢d with our existing reality or improving
upon our current reality to become aligned withasion (Senge, 2006).

During the course of a change initiative, many argations will frequently lower their
vision by reaching for what is attainable in thersiterm. In doing so, they will ultimately
diminish the vision and subsequently the intrimamtivation to achieve it. Conversely, fewer are
those organizations that establish a culture tmditraces the pursuit of a vision without lowering
their expectations. Performing arts organizatigeear to embody this characteristic. Therefore,
the opportunity to document a significant organadl change initiative, the development of
the Conservatory of Performing Arts at Point Parkvdrsity, presents an opportunity to
experience firsthand the voices of change.

Definition of Terms
Throughout the study, the following definitions &pp

Academic Rigor: For the purpose of this studis tirm refers to the level and variety of

techniques required of students enrolled withinTtheatre and Dance programs.



Appreciation: An ability to understand the wortliadjty, or importance of something; an ability
to appreciate something (Merriam-Webster, n.d.).
Authenticity: Real or genuine, not copied or falskerriam-Webster, n.d.).

Cinema Department: One of three departments mitie Conservatory of Performing Arts at

Point Park University which focuses upon technigunesnema, screenwriting, and digital arts.

Community of Practice: A Community of Practicelefined as “Groups of people informally

bound together by shared expertise and passianjmnt enterprise ... who share their
experiences and knowledge in free-flowing, creatvwags that foster new approaches to
problems” (Wenger, McDermott, & Snyder, 2002, p91L3

Conservatory: Merriam Webster defines a conseryats a school which specializes in
teaching one or more of the fine arts.

Conservatory of Performing Arts: One of the faaademic divisions at Point Park University.

The conservatory consists of the departments atttbedance, and cinema.

Dance Department: One of three departments will@rConservatory of Performing Arts at

Point Park University which focuses upon technigadsallet, jazz, modern, and dance
pedagogy.

Diversity: “The quality or state of having manyfdifent forms, types, ideas etc...; the state of
having people who are different races or who hafferdnt cultures in a group or organization”
(Merriam-Webster, n.d.).

Growth: The process of growing, progressive devalemt (Merriam-Webster, n.d.).

Grit: Mental toughness and courage (Merriam-Website.).

Humanity: The quality or state of being human (Man-Webster, n.d.).



Humility: The quality or state of not thinking yaue better than other people; the quality or state
of being humble (Merriam-Webster, n.d.).

Learning Organization: Peter Senge theorizedahearning organization is “... an organization

that is continually expanding its capacity to ceeiéd future.” He further states that these
organizations continue to engage in “learning #rtances our capacity to create” (Senge, 1999,
p. 14).

Loose Coupling: Events within a system are resperts each other, however, each event also

preserves its own identity and some evidence gihisical or logical separateness (Weick,
1976).

Organic: Forming an integral element of the wholeifiam-Webster, n.d.).

Passion: A strong feeling of enthusiasm or excitani@ something or about doing something
(Merriam-Webster, n.d.).

Pittsburgh Ballet Theatre: Pittsburgh Ballet The&PBT) was founded in 1969 as an affiliate of

Point Park College under the direction of Artiddicector Nicholas Petrov and Board Chair Loti
Falk (http://www.pbt.org).

Pittsburgh Civic Light Opera: A nonprofit professal theatre company based in the cultural

district of downtown Pittsburgh, Pennsylvania. Dpera is dedicated to the preservation,
creation, and promotion of live musical theatreégtthwww.pittsburghclo.org).

Pittsburgh Playhouse: The performing arts certquiaed by the university in 1968 to showcase

professional working artists as well as universatiegnt. The building incorporates three fully
functional theatres staffed by the university’sféssional Theatre company, the Conservatory’s

Theatre Company, and the Conservatory’s Dance Coynp&he Playhouse also hosts the



nation’s second oldest continually running childseheatre, Playhouse Jr.
(http://pittsburghplayhouse.org).

Relationships: The way in which two or more peapie connected (Merriam-Webster, n.d).
Soul: The ability of a person to feel kindness ayghpathy for others, to appreciate beauty and
art (Merriam-Webster, n.d.).

Systems Archetype: A system archetype is a modetg#nizational behavior that makes visible

the relationships between existing elements withénorganization (Senge, 1994, p. 121).

Systems Thinking: Peter Senge defines systemsitigras “A body of methods, tools, and

principles, all oriented to looking at the inteateldness of forces, and seeing them as part of a
common process” (Senge, 1994, p. 89).

Theatre Department: One of three departments witl@rConservatory of Performing Arts

which focuses upon teaching acting, musical theatage management, technical theatre design,
and the applied arts.
Vision: Something that you imagine, a picture ty@a see in your mind (Merriam-Webster,
n.d.).
Chapter Summary

The Conservatory of Performing Arts at Point Parkvdrsity emerged from a vision of
energizing the cultural arts experience withinchg of Pittsburgh. Similar to other
organizations, the Conservatory undertook a sicguifi journey that resulted in the development
of a culture that closely resembles what is intexise today. Through the collection of first
person accounts of that period of time, the oppuatglexists to align those narratives with
scholarly research relating to organization chaitgs.anticipated that emerging from this

exploration will be the development of further gisi into what distinguishes some
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organizational cultures as highly capable leadeéchange. The review of literature continues

this investigation by focusing upon the existinglpof scholarly research relating to this topic.
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CHAPTER Il

REVIEW OF THE LITERATURE
Introduction

In effort to make visible the journey the Conseovgtof Performing Arts took in pursuit
of their organizational vision, this review of liggure sought to examine several bodies of
scholarly work. The greatest volume of evidenadirisctly related to organizational change and
was specifically selected due to its alignment Wadrning organizations and the characteristics
embodied by organizations with similar culturesotiigh they do collectively share comparable
characteristics, their uniqueness becomes evideahwvaluating the linear and non-linear
patterns inherent to these theories. The reviewradsigates through an abbreviated exploration
of systems theory. More specifically, it details idea that systems can in fact be described as
either reactive or responsive while functioningaasatalyst for change. Together, these
components become essential to the mapping ofganiaation’s journey through a significant
change initiative.

As with any journey, this would not have been dblbe accomplished without a guide.
For the purposes of this study, the voices of thwesent with the Conservatory throughout its
development take on this important role. Therefaneas relevant to explore the essence of
storytelling and the value it contributes to bathdership and the development of sustainable
change within organizations. With the stepping esoim place to identify the beginning of the
pathway, our journey begins with a question. Whydme individuals and organizations exhibit

such willingness and courage to lead where theme dear path towards a desired vision?
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Leadership Development and the Performing Arts

Howard Gardner (1995) stated, “The key to leadersds well as to the garnering of a
following, is the effective communication of a sto(p. 62). In essence, effective leaders must
be able to passionately convey a vision that igrate organization’s desire to identify with and
move towards a common purpose. Though existingareBaloes acknowledge a correlation
between leadership development and the charaatsregpoused by the performing arts
community, an underlying interest within this stuslyhat of a lesser-explored phenomenon
(Abfalter, 2013; Baker, 200&addar, 2009; Little, 2005; Peterson & Williams 020 Rhine,
2006). The role of performing arts programs in &xatip development is not solely focused
upon refining natural leadership qualities, yets iibout developing a willingness to learn to
lead where there is no path and having the courade so (Peterson & Williams, 2004).

Accepting the belief that leadership is a key congnt to managing change within
organizations, why then do the performing arts appe be a natural incubator for the
development of the willingness and courage to leRé8earch posits that the performing arts
encourage the development of persistence, empatapwork, and most importantly critical
thinking (Nathan, 2012). As the complexity of ouganizations continues to evolve, these
leadership skills become a necessary requirementttonly plan for but implement sustainable
change. Daniel Pink (2009) reaffirmed this idea@wkpeaking to a leader’s ability to motivate
an organization’s community toward a common purpbieebelieves that effective leadership
has:

The ability to create artistic and emotional beatdydetect patterns and
opportunities, to craft a satisfying narrative am@¢ombine seemingly unrelated

ideas into a novel invention [as well as] the #ptlo empathize, to understand the
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subtleties of human interaction, to find joy in ealf and to elicit it in others, and
to stretch beyond the quotidian, in purpose andnmega(p. 51)

The natural focus upon both the cognitive and &ffeaomains of learning that is
encountered within performing arts organizatiorgates a unique learning environment.
Individuals not only self-assess personal attitudestivations, and communications styles
(affective domain), they are immersed in opporiasito develop understanding through the
exploration and sharing of varied perceptions aerpretations (cognitive domain). One could
argue that this environment appears to acceldnatdd@velopment of characteristics of
leadership, while within other organizational cu#tsithese same characteristics develop at a
more moderate pace.

Recent examples from both a corporate cultureadsas higher education reaffirm the
practice of turning to the performing arts to powvieadership development. Many of these
programs focus upon effective communication teaescand the ability to engage members
within an organization’s community. Martha Burgessfounder of Theatre Techniques for
Executives, believes that “... leaders need coadnitigw to maximize their effectiveness in
front of an audience” (Little, 2005, p. 8). Thenkshops created by her organization exposes
executives to techniques such as infusing enetgytieir actions, learning how to interact more
effectively with their audience, and most imporbaiow to deliver critical messages that reach
the intended audience. Similarly, the UniversityMi€higan has developed an educational
theatre program that provides professional deve@rapportunities for members within the
university community. Since its development, Thent@r for Research on Learning and
Teaching (CRLT) has found that participants engagete openly with relevant issues that are

strategically embedded within the sketches. Sitsaaception, their programs have enabled the
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university to develop awareness for change invéstj helped devise and change patterns of
behavior, but most importantly their efforts haeatibuted to many sustainable change
initiatives (Kaplan, Cook, & Steiger, 2006).

As a correlation has been identified betweenqgoering arts organizations and the
development of leadership characteristics, thidystun part, intends to further the exploration of
this phenomenon. This will be accomplished by asklrgy the leadership characteristics of
courage and voice in the form of two questionsstf-are members of the performing arts
organizations more willing to accept leadershigs8l Second, where is the source of courage
derived from that enables them to accept the @imesponsibility? It is through an
understanding of these aspects of leadership thetra complete picture of this relationship can
be understood. This insight will be captured biehsgng to the stories of the lived experiences of
those who made the journey alongside the Consevato

Storytelling: The Voices of Change
Essence of Storytelling

Since time immemorial, humankind has incorpordteduse of storytelling to preserve
cultures, expand religious following, and influemmeotal moments in history. It is an inherent
skill that all humans have the capacity to develod master. In essence, storytelling is a part of
our world. Therefore, the value of our collectivgerience becomes significant to those seeking
to advance scholarly knowledge related to orgamaat change and culture. So much so, it has
been said that organizations and their respectiltare are talked into existence (Weick,
Sutcliffe, & Obstfeld, 2005). Though somewhat siifigd], this idea posited by Weick seems to
encapsulate the foundational knowledge developestbglars such as Boje, Prusak, Snowden,

and Denning. Storytelling has the ability to deyeinotivation, enhance understanding amidst
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complexity, and cultivate organizational culturéese characteristics have the power to connect
an organization’s past with the present, while isgras a springboard towards the future
(Denning, 2011). If one wants to truly understandrganization and its culture, it is important
to begin by listening to the stories of those whayevpresent during the pivotal moments of the
journey.
Preservation of Culture

Though traditionalists will argue that quantitatd@a has the ability to diminish
speculation with concise facts, a well-constructadative is equally as compelling when
attempting to develop an understanding of an omgdiioin and its culture. When genuinely
explored, storytelling not only introduces a seosempathy concerning the experiences of an
individual, it also reveals valuable insight rehgtito existing norms, values, and identity in ways
that numbers cannot (Barker & Gower, 2010; Swapnbed, Shields, & Abrams, 2001). Boje
(2008) has explored this concept quite thoroughtiiw his scholarly work related to
storytelling organizations. He believes storytegJlencourages interaction amongst individuals
which infuse new perspectives into the existingurel while continually revising those that
already exist. As culture emerges from the proeesisproduct of these interactions, it remains
inextricably linked to each member of the organaat This is one of the reasons why the
prevailing myth that organizational culture carelséablished and cultivated by only members of
a singular group remains untrue. No one persogamts that omnipotent. Every member of an
organization by virtue of their daily interactioartributes to the development and sustainability
of the existing culture (Keyton, 2005). In the etiwir stories become the artifacts through

which culture is expressed, circulated, and preskrv
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Institutional Knowledge and Sensemaking

Storytelling not only contributes to the persise¢ organizational culture, it also serves
as a conduit by which knowledge is shared amongstitioners. Where analytical approaches
may only provide fragments of reality, organizatibknowledge shared through narratives
offers both a reflection and elaboration of knowge@nd understanding of existing reality
(Swap et al., 2001). Furthermore, stories serwtb@foundation upon which institutional
memory is constructed. This phenomenon has bedairgg by Boje (1991) as “bits and pieces
of organizational experience recounted sociallgulghout the firm that formulate recognizable,
cogent, defensible, and seemingly rational coNecticcounts that serve as precedents for
individual assumptions, decisions, and action”1@6). It is this organic and self-sustaining
process of knitting together emerging themes atiegpe through narratives that members of the
organization make sense of an existing culturelagin to construct what is collectively known
asinstitutional knowledgéSnowden, 1999; Yang, 2013).

Research related to cognitive science has shammatives to be more engaging and
memorable because it is the story of a lived exper. Their value resides not within the
demonstration of understanding, but how that urtdiedsng is applied to a particular event
(Brady & Haley, 2013; Sole & Wilson, 1999; Swam&t2001). As humans, we are not
passively participating in these narratives; irt,fa@ are highly active thinkers (Denning, 2005).
As a result of this characteristic, Snowden (1988prized that if one were to ask members of
an organization’s community about a particular ¢évérey would likely respond with
information they believe they should know. Thisfaaing of explicit knowledge has remained
pervasive within the culture of many organizatiofisis phenomenon has been attributed to the
reliance upon linear processes and proceduredwsteddoy mission statements, strategy, and

statistics as a mechanism to manage organizatkmoaledge. To uncover the more valuable
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tacit knowledge, researchers need to pursue tleewtsy of lessons, observations, and
perceptions of individuals. One of the more promimaethods used to accomplish this is
through the use of storytelling. Scholars haversfithis approach to exploring culture and
memory with terms such asllective memorgndorganizational storytellindDenning, 2005;
Snowden, 1999). Pursuit of this avenue of inquiityreveal, from the perspective of the
individual, the purposeful decisions, observati@rs] lessons learned during the course of their
journey.

Forefront of Change

As humans, we instinctively respond to narratives deep, sometimes unconscious way.
In fact, we actually answer with our attention waether methods of initiating change more
frequently fail to garner such a response (Baurip205tephen Denning (2004) reaffirmed this
idea when he stated “analysis might excite the ol it hardly offers a route to the heart ...
that is where you must go if you are to motivategde not only to take action but to do so with
energy and enthusiasm” (p. 123).

A recent study that examined the influential fastoresent during a major organizational
change initiative concluded that there is a highietation between storytelling and the
achievement of the change objectives. Though itvedsd that storytelling was not the only
factor, removing it from the group of variables dignificantly lower the likelihood of success
(Denning, 2005). If utilized effectively, storytiglf as a form of persuasive communication
inherently accounts for personal, interpersonaly@éas the larger organizational perspectives
(Barker & Gower, 2010).

In addition to encompassing multiple perspectities,use of storytelling introduces

several distinct advantages when integrated withange initiatives. Most notably, storytelling
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is potentially more persuasive than directivesedatithin quantitative data (Yang, 2013). A
well-crafted narrative has the ability to move agamization from their current reality to where
they envision themselves simply by embracing ahenttc image of the future (Denning, 2011).
It has also been theorized that the time to acoeptss significantly reduced as members of the
organization are able to more efficiently procesa beliefs or patterns of behavior more
rapidly. As a result of this accelerated rate affbn, swifter reactions to both internal and
external challenges and opportunities can be exipegd (Barker & Gower, 2010). Lastly,
storytelling ensures that existing competenciesamimitments are expressed by not only
individuals leading the change but amongst memtelitse larger organizational community.
This focused form of communication essentially t¥ean infrastructure that places importance
upon the characteristics of trust and commitmeriLiph the incorporation of organizational
narratives. Not only is information absorbed maeidly, there is a significant emphasis placed
upon the social relationships within the organaathat are tied to a collective vision of the
future (Brady & Haley, 2013).

The stories of these lived experiences not onlyesan essential role within
organizational culture, they also embody one ofcitre principles upon which systems theory is
founded. Just as a culture is comprised of multyolieits of view, systems theory focuses the
perspective upon the entirety before further exgilon of individual facets of an event or
phenomenon. This concept emerges as a signiftcemponent when attempting to develop an
understanding of organizational culture and change.

Foundations of Systems Theory

As the body of scholarly work related to systenmeotly is expansive, it is necessary to
review several key concepts relevant to this stuBlgginning with the idea of causality, systems

theory is centered upon the belief that to undatssaomething, one needs to observe it in its
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entirety in order to comprehend its components.ughahis concept is evident within both
leadership and storytelling theory, the value abnted to this study is a discussion centered
upon the difference between reactive and resposystems. This exploration of causality
allows for the development of an understanding lo§ wne particular systems archetype, the
limits to growth archetype, aligns with the coligetbody of evidence presented within this
study. Once understanding of these two key cosdspstablished, the characteristics of a
learning organization become both evident and egleto the examination of a significant
change initiative.

Reactive Versus Responsive Systems

As stated earlier, one of the advantages of systeemsy is that it dissolves the tendency
to view phenomena in a linear format. This perspediminishes the idea that organizational
change is based upon a sequence of planned evehtsfdaces it with the concept of mutual
causality (Morgan, 1997). Causality, in the largense, is defined as the flow of influence
between phenomena and the affect each has upothidre Therefore, mutual causality implies a
reciprocal relationship in which influence is stth(®lacy, 1991). The acceptance of this
definition encourages one to think about changeuin the lens of a completely different
paradigm. Itis a paradigm that has been explex¢ehnsively throughout the work of notable
systems theorists Peter Senge and Karl Weick.

Though the research of Senge and Weick generalig,dhey can be distinguished by
differences in their viewpoints relating to causalithin a system or organization. Senge
believes in a more tightly connected and reactygtesn. This belief is expressed through the use
of reinforcing and balancing feedback loops thraughmuch of his research. These reinforcing
growth processes, as he has defined them, maklievibe relationship between elements when

a system is changed in some way. For example, wiflelence is exerted upon a given element,
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the remaining elements react in accordance todalre pf influence within the system. As long
as there is an outside influence upon a parti@lEanent, Senge believes this reinforcing loop
will continue to be amplified because of a reactefationship. Counteracting these reinforcing
loops are balancing feedback loops. The conceptbaflancing loop is that it continues to seek
stability by limiting change within a system. Asesult, it will naturally oppose any outside
influence, thereby creating balance within theays{Meadows, 2008; Senge 1999). This
relationship signifies the major characteristica @éactive system. As long as influence is
applied, the resulting changes within the systemrganization will continue to occur as each
element reacts in turn directly to a connected tpaiitnfluence.

Karl Weick, Professor Emeritus of OrganizationahBe&or and Psychology at the
University of Michigan, theorized that elementshintan organization are not as tightly linked
as Senge has portrayed them to be. Weick’s ressarobunding the concept of loosely coupled
systems has presented an alternative perspectitie taore tightly coupled archetypes found
within systems theory (Orton & Weick, 1990; Wei&®,76).

Weick (1976) defines his loosely coupled systerfaastuation in which elements are
responsive, but that each one preserves its ownitgand some evidence of its physical or
logical separateness” (p. 3). He further theoribed both the location of an element within the
hierarchy as well as relationships between indi@islwould inherit the characteristics of loose
coupling (Weick, 1976). For example, a faculty memioom a Humanities Department can be
described as loosely coupled with the Vice PregidéAcademic Affairs. They are connected
through the hierarchy of the organizational streethowever, each exist within separate spheres
of influence during the course of an academic yElae. resulting relationship between these two

entities is more responsive than reactive. Thowgih @lement is certainly affected by changes
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within each other’s sphere, or that of the larggaaizational environment, the degree of
independence removes the existence of a causdfantrelationship. Weick (1999)
summarized this best when he stated “If there ik dstinctiveness and responsiveness, the
system is loosely coupled” (p. 205).

In addition to the existing relationship betwe&mneents, a loosely coupled system
creates several additional distinct advantagest Masbly, the natural separateness of the
elements provides for what Weick described as@sisg mechanism’ within the organization.
This characteristic provides each element the dppity to become more responsive to both the
internal and external environments of the orgaropafThis sensitivity contributes directly to the
advantage of being able to control the responsednrdance with variations within the
environment. In a more traditional reactive systessponses are found to be more systemic and
applied to the larger organization. A more loosmlypled system will allow each element the
opportunity to consider its response from the psr8pe of an isolated element as well as being
part of the larger organization. The opportunitgtmsider a response also creates another
advantage afforded to more loosely coupled syst®ms.to the separateness of the elements,
responses to changes within the environment maydakmore adaptations. This locus of
control experienced by individuals or teams thraugha loosely coupled organization
contributes greatly to a sense of self-efficacy i3ke1976).

With an understanding of how elements respondftagnces within a system, one can
begin to visualize the strategies and points d@i@rfce needed to lead a sustainable change
initiative. The starting point for this segmenttioé journey is a review of the limits to growth
archetype. This paradigm will allow the visualipatiof an organization’s journey to become

evident.
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Limits to Growth Archetype

System archetypes originated from a need for a mamgrehensible tool that allowed
managers to portray behavior exhibited within agaarzation while making visible the existing
relationships between its many elements. What begancomplex models that included
detailed mathematical equations, ultimately evolwvethe mid-1980s into a simpler, yet
powerful way to convey relationships between elesieha system. These visual
representations displayed the connectedness ofglamization’s culture and provided a tool that
managers could use to construct valuable knowladdestrategies (Senge, 1999). Emerging
from these pioneering efforts was the developmésewen original archetypes. An
understanding of one in particular, the Limits ta®th archetype, is central to this review of
literature.

Within his research, Senge described a processrkas the sigmoidal pattern of growth
that is frequently found in nature. This phenomereveals that growth is often categorized by
an initial rapid acceleration followed by a sloveéeady decline over a given period of time. This
stagnation, or slow decline, is the realizatiomhef existing limits to growth faced by an
organization after a significant period of growtle Limits to Growth archetype was developed
to remind organizations of this pattern. That igiamizations frequently invest so heavily during
periods of growth that they often disregard thelllkood of future periods of slower growth or
decline. In lieu of pushing harder to overcome adlsss, this archetype makes visible the
elements in play and the necessary correctiversctieeded to manage the actual performance
of the organization (Meadows, 2008; Senge, 1994¢g&€e1999). The limits defined by this
archetype are categorized into three main categjarf@allenges associated with initiating

change, sustaining change, and reorganizing amehipig for future growth (Senge, 1999).
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The Challenge of Initiating

The challenges of initiating change are ofteroentered early on during the course of a
change initiative. They are often the result ofithigal investment in change and directly
counteract the reinforcing growth processes thabacurring within the organization. Senge
(1999) identified the four limitations associatehwnitiating change as (a) not enough time, (b)
no help, (c) not relevant, and (d) walking the talk

As with any change initiative, there is a direatrelation between the size and rate of
growth of a given change initiative and the reqdiaenount of time needed to be invested by
members of the organization. When a discrepancyredmetween these amounts, members of
the organization experience the limitatiorN@t Enough TimeThere are two inherent
challenges associated with this limitation. Fitisg time that is invested by individuals will be
ineffective. This becomes evident through abseseit important meetings as the initiative
progresses or even by a general unwillingnessnambin the first place. The second is the
issue of time flexibility. Senge theorizes thatewehen individuals are willing to commit their
time to an initiative, they often have so littlent| over their time that they frequently fail to
participate (Kotter & Schlesinger, 2008; Senge,2)99

The limitation ofNot Enough Helps also directly correlated with the size of argpa
initiative. The larger and more complex a changggaiive is, the more resources and guidance
are needed to support members of the organizatommsnunity. When this support is limited or
non-existent, the change initiative begins to lmeementum and the opportunity to achieve
success slips further out of reach. If this is\va#ld to persist, the organization will quickly
diminish any remaining willingness among its memsldercommit to the initiative (Senge,

1999).
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As a change initiative continues to grow, the latidn ofNo Relevancéheorized that
individuals within the organization must increaeit commitment as well. Individuals will
frequently pay lip service to an initiative becatisey see no connection with their daily
responsibilities. This becomes especially eviddmemthe vision for a change initiative is not
aligned with the personal visions of the organ@a@s employees. If the vision is not clearly
communicated, often the initiative is simply vieweslanother task that has been requested for
completion rather than a potentially game changiitgative (Kotter & Schlesigner, 2008;
Senge, 1999).

Studies have proven the correlation between thaviehof leadership and the influence
upon the development of the characteristics oamlag organization (Lu, 2010; Moore, 2008).
The limitation ofWalking the Tallexplored this concept. If individuals feel thagytcan trust
the organization’s leadership, they will be morgimed to commit to a given change initiative.
This becomes most evident as the initiative develapmentum and the realization sets in that
change is beginning to occur. Senge further thedrihat there is an additional subtle
phenomenon occurring with this limit to growth. bielieves that personal values also influence
an individual’s willingness to commit to an initia. If the individual senses a low level of
clarity with respect to the values of those leadimgorganization, their willingness to engage in
the change initiative will be minimal (Aiken & Kelt, 2009; Senge, 1999).

The Challenge of Sustaining

Once a change initiative has been set in mofinrgrganization must focus its attention

upon the challenge of sustaining the initiativee Tiext group of limitations explored those

forces that oppose the sustainment of a changatind as it begins to become formalized. They
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are the development of (a) Fear and Anxiety, (b)Hdds of Assessment and Measurement, and
(c) the True Believers.

As a change initiative continues to acceleratgiyiduals within the organization must be
willing to experience new learning opportunitiefsthiey are unwilling to do so, or fear that they
cannot do so safely, the limitation Ahxiety and Feawill begin to develop within segments of
the organization’s community. If this is alloweddontinue, individuals will not be willing to
remain committed to the change initiative. As l@sgfear and anxiety continue to persist, many
future learning opportunities will not be captuf&thaffer, 2010; Senge, 1999; Van Dijk & Van
Dick, 2009).

In addition to anxiety developing within the onggation, individual expectations related
to the change initiative become increasingly reh¢va sustaining change. As a change initiative
continues to mature, there will inevitably be pdamf time where progress seems slow. Some
members of the organization will begin to expereeadlifference between reality and the
desired results. As cognitive dissonance contitoigevelop, interest in the initiative may
decline or even be undermined. If this is alloneg@ersist, the credibility and momentum that
has been developed will begin to decline (Seng@9119

Even those tasked with leading the initiative mveimmune to the existence of
challenges. In fact, simply beingraue Believeihas a direct impact upon existing relationships
within the organization’s community. As a resultloéir involvement in an initiative, members
of a team who are leading change will frequentlyieeved differently within the organization.
This phenomenon occurs simply because a groupdofidtuals has a vested interest in the
success of the initiative. More specifically, memsomight be seen as a clique, have the

appearance of preferential treatment, or simplthbesubject of additional criticism within the
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organization. As with the previous limitationsthfs is allowed to persist, the formalization of
the change initiative may be in jeopardy (Seng89)9

The Challenge of Reorganizing

As a change initiative continues to become forredl within the organization, the
organization’s community must continue to maintaiovement towards the desired vision in
bold and creative ways. In response to this undedsng, the final limitations are purposely
designed with a focus upon that future. The chghsrassociated with reorganizing to ensure the
longevity of a change initiative focus upon (a) gmance, (b) diffusion, and (c) strategy and
purpose (Senge, 1999).

Organizational change is often accompanied bydhkzation that adjustments to the
existing organizational governance might be ne¢desttcommodate the resulting structure.
Therefore, it is relevant to ensure goverreammains in focus throughout the lifecycle of a
change initiative. The leadership must begin tosater the impact at all levels of the
organization and respond with the necessary strithat supports the desired change. As with
any change initiative, it is often necessary tovahgate existing reporting structures and the
influence of power and authority each is grantezh(fe, 1999).

These challenges are not solely limited to tlgaoization’s governance. Throughout the
duration of the change initiative there will be mapportunities to grow the knowledge base of
the organization. Many organizations fail to uds treriod of diffusion to take advantage of the
learning experiences that have occurred as a rmafsthle change initiative. As a result, the newly
created knowledge is never captured and ultimatedyed with other members of the
organization. Any planning related to a changeatite should always include the development

of informal networks such as a community of praecatongside a more formalized internal
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communication structure to overcome this limitat{ptarris & Jones, 2010; Senge, 1999).

If the organization effectively capitalizes upibie opportunity to expand its knowledge
base during a period of change, they will posititemselves in a way that avoids the challenges
associated with organizational strategy and purpds@ change initiative continues to be
successful, questions are eventually raised reggtthw an organization can use the newly
acquired knowledge to compete more effectively amanging world. Where the limits to
growth were previously focused upon declining penfance, they now become engaged in how
effectively the organization will use what they bdegarned to better position themselves in the
future. This response will ultimately determine tapacity of the organization’s ability to reflect
and discuss pertinent themes related to a newnvidithe future openly amongst the larger
community (Nag, Corley, & Gioia, 2007; Senge, 1999)

As the review of literature has navigated throsgheral concepts associated with
systems theory, the core ideas coalesce and bdotegeal to the development of an
understanding of learning organizations. Most ra\o this research is that these organizations
embrace characteristics that emphasize the maxionzaf learning opportunities in an attempt
to develop creativity and expand their existingwlealge base. This distinctiveness surfaces as a
core advantage during periods of change withinrgarazation.

The Learning Organization

The concept of a learning organization emergedhduthe early 1990s when
organizations found themselves struggling to naeigiae environments in which they operated.
During this period of time the perception existkdttmany organizations were no longer able to
respond to either opportunities or challenges imanvative and flexible manner as they once
had. Through careful introspection, it became gevieent that existing organizational cultures

had in fact been limiting their own ability to emgain any significant reflection or learning
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activity. Emerging from an existing body of knodtge related to organizational learning, the
idea of dearning organizatiorbegan to evolve. A learning organization has lkdimed as “...

an organization skilled at creating, acquiring, &nadsferring knowledge, and at modifying its
behavior to reflect new knowledge and insights”ri@g 2000, p. 11). However, for the
purposes of this study, Peter Senge’s definitioa lefarning organization will be utilized. Senge
(1999) theorized that a learning organization is &n.organization that is continually expanding
its capacity to create its future.” He further etathat these organizations continue to engage in
“learning that enhances our capacity to createl{). The very essence of this definition places
a significant emphasis upon the way individual$withe organization think and interact.

When interaction among individuals is definedchwracteristics such as open
communication, inclusive decision making, or tharification of roles, it has been found that
organizational learning is greatly enhanced (John2011). This orientation is the opposite of
what one would find within many organizations. diteonally, organizational culture creates an
outward focus upon extrinsic factors such as deasliinherent challenges to a hierarchical
structure, or even perceived limits to growth. Wlleveloped correctly, the culture within a
learning organization attempts to shift the indiatls orientation inward so that the emphasis is
placed upon intrinsic factors that enhance bothkihg and interaction of employees. The
premise for this concept is that when the emphag#aced upon individual or team thinking
and interaction, many of the most daunting orgammal challenges may be overcome (Senge,
2006).

Learning Organizations and Leading Change

The gradual development of a learning organizabegins with reflecting upon how
organizations develop learning capabilities. Atag points within his boobance of Change

Senge (1999) reflected upon the idea that teadiasgessentially replaced the concept of
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learning within organizations today. He observeat #in emphasis upon true learning not only
occurs infrequently, but is something many orgaronsg often fail to promote within their
culture. It has been replaced with a lesser lelvahderstanding aimed at producing a more
passive result similar to that of rote learning Z&ia 2005; Senge, 1999). The impact this
phenomenon has upon leading change is signifiGorisider a change initiative that is driven
from a point of authority that fails to attain tiweespread commitment needed to successfully
sustain the initiative. One does not have to loelky\far to find examples of this within
organizations today. Reflecting upon just this yasir, consider how many initiatives were
introduced with a directive emanating from withine thierarchy of an organization. Many of
these change initiatives inherently adopt a typleafming that is viewed as required training
associated with an employee’s continued employment.

The inherent challenge associated with an aughdriven change initiative is the fact
that it is often viewed as the more efficient angamized option (Senge, 1999). It relies upon the
existing hierarchy along with a command and cordpgroach to developing buy in. Therefore,
when considering the methods by which change cdado&ithin an organization, this approach
is selected more frequently. Though it may appedetthe more secure plan, there are two
significant limitations to this method of changd€Tfirst is that authority driven change
initiatives are only powerful when it is being dgivby a champion. When the individual(s) who
are championing the change initiative step asidg naomentum gained during the course of
their tenure will often be diminished. Secondlyerthis a direct correlation between the
significance of an initiative and the investmentagources it receives. Authority driven change
is less likely to survive if the continued investmhef resources diminishes (Senge, 1999).

Change that is rooted within learning takes &ogether different approach. Although it
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promotes the shared values and aspirations ofrjanzation, this method is utilized less
frequently than authority driven change. When depetl genuinely, connecting change to
learning opportunities creates the potential tédocommitment through participation and action
amongst the organization’s community (Schultz, 20Edrthermore, as this method is also not
reliant upon a single individual, it is often debed as being self-sustaining. Change that is
learning driven also creates the opportunity fateaticommunication relating to the existing
challenges and opportunities associated with angitbange initiative (Senge, 1999).

The underlying energy that drives the progressiam successful change initiative will
continue to be the harnessing of existing learcaqoabilities. Senge (1999) defined these
capabilities as the “skills and proficiencies teatible people to consistently enhance their
capacity to produce results that are truly impdrtarthem” (p. 45). Senge also theorized that
learners will engage in topics that they want armewhen an organization invests resources
within them. The subsequent development of learnorgmunities within an organization not
only develops individual capacity, they also proenibte development of a shared vision through
collaborative communication and enhanced learnpgpdunities (Neumann-Boxer, 2012). This
is something that cannot be rushed and can onacbemplished over time (Senge, 1999).

Senge’s and Garvin’s Learning Organization

Two prominent system theorists, Peter Senge andl@zarvin, provide the framework
for further exploration of learning organizatiofifiey were selected because their scholarly
work epitomizes a significant challenge faced bywyarganizations today; the enduring
challenge to effectively translate theory into pi@c Senge has advanced a significant amount
of theoretical evidence rooted within years of eigee, whereas his colleague, Garvin, prefers
to navigate the more applicable reality of existdfure within organizations. This difference in

approach to their academic endeavors in no waynisimes the quality or importance of their
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contribution to both learning organizations andrttegger body of work. It merely represents a
unique perspective through which phenomena are ieeain

Peter Senge believes that while humans haveusahatesire to learn, the inherent culture
and structure of our organizations often limits ¢apacity for growth. Senge’s theory of a
learning organization attempts to strengthen aampegtion’s ability to capture the individual’s
commitment and capacity to engage in learning dppdres. Organizations which are able to
accomplish this will better position themselvesdspond creatively to an ever changing
environment (DellaNeve, 2007). The five key comgras of Senge’s learning organization are
(a) personal mastery, (b) mental models, (c) sheisedn, (d) team learning, and (e) systems
thinking.

Though similar to Senge, David Garvin emphaseetbre practical application
compared to that of Senge’s theoretical appro&drvin’s framework is rooted within the three
concepts of meaning, management, and measuremebell¢ves that meaning should always
be grounded in action while providing learning ogipnities that individuals find applicable.
Building upon this concept, management shouldetiavprovide support that merely guides
individuals in lieu of providing theoretical exampl Garvin's framework also establishes a
definitive model for measurement. As with any titie, it is imperative to assess the overall
progress to ensure that continued movement is moagrds a given objective. The unique
difference within Garvin’s framework is that bottetrate and level of learning is measured
throughout the organization and not simply by tbeoanplishment of enumerated tasks (Garvin,
2000; Garvin, Edmondson, & Gino, 2008). The fivg kemponents of Garvin’s learning
organization are (a) systemic problem solvingefgerimenting with new approaches, (c)

learning from experience, (d) learning from otharsj (e) transfer of knowledge. When viewed
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collectively, the proposed alignment of the chagastics of a learning organization according to

Senge and Garvin generally align in the followingyw

Table 1

Proposed Alignment of Garvin’'s and Senge’s Charaties of Learning
Organizations

David Garvin Peter Senge
Learning from Experience Personal Mastery
Learning from Others Team Learning
Experiment with New Approaches Mental Models
Transfer of Knowledge Shared Vision
Systemic Problem Solving Systems Thinking

The concept opersonal masteris the realization of an individual’s personalieisand
learning to cultivate the difference between wtteey are currently and where they would like
to be in the future. Senge (1994) defined thisipis® as “learning to expand our personal
capacity to create the results we most desirecegating the organizational environment which
encourages all its members to develop themselveartis the goals and purposes they choose”
(p. 6). It is through this realistic assessment &meergy is created to either move the individual
closer to the vision or possibly change the visiself. As this process continues to evolve, the
individual will continue to refine the competencigich will allow them to ultimately attain the
established vision. When this process is alignigd &n organization’s vision, the further
development of a learning organization can occen¢®, 1999). Garvin approached this concept
from a more analytical frame of reference. He velgethat one shouldarn from experiencby
collecting evidence that will systematically pasitithe individual or organization relative to its
intended goal. As a result of these efforts, lesgmill occur that can be shared among the

organization’s community (Garvin, 2000; Garvinaét 2008).
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Mental modelsreate an individual’'s understanding and assumgtabout the things that
they experience in the world around them. Seng84)18efined this discipline as “reflecting
upon, continually clarifying, and improving our énbal pictures of the world, and seeing how
they shape our actions and decisions” (p. 6). Hievas these models encompass the use of both
reflection and inquiry to allow for the developmenimental images. This is the reason why two
individuals are able to view the same event bukwaalay with two very unique perspectives.
Senge proposes that a learning organization aimsate visible the mental models of those
within the organization. It is only when these misd®e shared that individuals are able to come
to a better understanding of the events around {l8&nge, 1999). Garvin advanced this concept
by introducing the idea that not only should mentadels be explored, they should be in focus
with future challenges and not just the ones inpitlesent. If an organization is solely focused
upon the present withoeiperimenting with new approaché&sowledge will be more difficult
to cultivate. Together these processes build #wnieg capacity within the individual as well as
the organization.

The concept of ahared visions the mechanism by which organizations catalyze
individual’'s visions. Senge (1994) defined thisaibline as “building a sense of commitment in
a group, by developing shared images of the fuileseek to create, and the principles and
guiding practices by which we hope to get there®p He believes that by aligning the
individual visions a sense of greater purpose lvglcultivated within the learning organization.
This sense of purpose is the equivalent of persmastery, except on an organizational level.
Furthermore, the resulting sense of commitmenthéogroup or organization will promote
movement towards a desired vision that the colleatbommunity seeks to create (Senge, 1999).

This alignment also contributes to the developneéigbhesiveness within the organization.
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Furthermore, Garvin theorized that tinensfer of knowledges more likely to occur amongst
members as a result of the increased cohesiveR@issconnected nature of the organization will
ultimately protect against knowledge loss if mersharthe organization were to depart (Garvin,
2000; Garvin, et al., 2008).

Senge (1994) has defined the concepeam learningas “transforming conversational
and collective thinking skills, so that groups ebple can reliably develop intelligence and
ability greater than the sum of the individual memnghtalent” (p. 6). This concept is
characterized by the need to explore complex issle®lop innovated responses, and having
each member of a team play a critical role in ttee@ss. The concept is frequently defined by
the old adage that the sum is greater than theithdil parts (Senge, 1999). Garvin, however,
introduced a slightly different approach with respe team learning. He believes thedrning
from othersincorporates the use of benchmarks, or startimgtgdrom which learning
opportunities will be shared within the organizatitn doing so, the opportunity to create and
develop new and improved practices will emerge fexisting knowledge in lieu of developing
new or innovated responses from a fresh perspe@aevin, 2000; Garvin, et al., 2008).

Senge (1994) proposes tltstems Thinkingill alter the way that we look at complex
problems within our organizations. More specifigathis perspective will allow individuals to
more effectively comprehend change and how it mected to various elements within an
organization. He has defined this mode of thinkasga way of thinking about, and a language
for describing and understanding, the forces atetriglationships that shape the behavior of
systems.” Senge further emphasized that “thisglise helps us see how to change systems
more effectively and to act more in tune with taeger processes of the natural world” (p. 6). It

is not until the existing connections are madeblésthat a more complete understanding of an
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event can be fully comprehended (Senge, 1999)viGaisystemic problem solvirggsentially
aligns with Senge’s concept of systems thinkingbleieeves that within learning organizations,
the existence of a more systemic approach to asidgeshallenges is utilized. In doing so,
evidence that is gathered through more scientigthads will provide the means to develop
understanding as opposed to anecdotal evidencei(GGa000; Garvin, et al., 2008). With both
concepts, systems thinking forces individuals amgizations to look at the complete picture
rather than an isolated snapshot that is moreaitgiobserved.

With an understanding of the ideal culture inathchange is likely to succeed, this
review of literature next turns its attention todsuexamining several theories of organizational
change. The theories included have in some wayibatgd significantly to the collective body
of scholarly work related to organizational changere significantly, they represent both the
linear and non-linear approach to leading change.

Theories of Organizational Change

Developing an understanding of the complexity adrade is critical for organizations
seeking to advance their mission and vision. T@eaish this, one must make visible the
intricate patterns of individual behavior and matien existing within the culture of an
organization. In the absence of a lens to viewettisting culture, efforts spent attempting to
develop the widespread commitment needed to legaharational change will not attain the
desired results.

Peter Senge’s Catalyst for Change

There is a famous quotation from the Chinese pbidber Lau Tzu that states, “A
journey of a thousand miles begins with a singég St Though this widely accepted
interpretation can be found within many publicaipa more accurate translation reads, “A

journey of a thousand miles begins beneath onets’f@’hough the difference is subtle, there is
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a shift of emphasis from the notion ofist stepto an understanding that action emerges from
an environment void of movement (Moncur, 2010). Tapacity to reflect critically upon this
concept through the lens of change leadership gesva powerful understanding of what is
required to successfully bring about change widimrorganization.

Senge proposed that there are three fundamemébircing processes, that when
understood, have the potential to result in profbamange that is sustainable within an
organization. They are (a) enhancing personaltsegb) developing networks of committed
people, and (c) improving organizational resultsn@e, 1999). The commonality between each
of these processes is a calculated investmentivaage initiative. The resulting force that is
generated as a result of that investment movesganization towards a desired vision of the
future and away from an environment once charasdrby stillness or stagnation.

Of equal importance to the creation of movemeitheé initial direction and point upon
which the force is applied. Quite frequently, amgations direct resources towards more
pronounced symptoms as opposed to the underlysugssimpeding an organization from
reaching its desired vision. However, to be effextthese resources should be directed towards
building the capacity of the individual's learningpabilities. Senge (1999) defined learning
capabilities as “the skills and proficiencies tlatongst individuals, teams, and larger
communities, enable people to consistently enhtraie capacity to produce results that are
truly important to them. In other words, learntapabilities enable us to learn” (p. 45). When
an organization does this successfully, it willdixde to connect an individual’s personal vision
with the desired vision of the organization. Ibigy then that the individual's capacity to learn
will be engaged.

As with any change initiative, a significant ist@ent of time, energy, and resources is
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often required. It is therefore important to ensefferts are accompanied by several visible
elements if the change initiative is to be sustalmarhis investment begins with the allowance
of time for both action and reflection. Membergtw organization need to be given the
opportunity to seek further understanding whilairghg the ability to reflect critically about the
change initiative (Tolchinsky, 2014). It is equalhyportant that this environment is created in
such a way that individuals or teams are ablefteatewithout the pressure of having to make a
choice. This investment must also seek to devettip the individual and collective capacities of
members of the organization. As the focus is upanning capabilities, careful consideration
must be given to emphasize those skills and pesfaes which align not only with the personal
visions of the employees, but the vision of thengainitiative itself. Consideration must also be
taken to ensure the appropriate mechanisms afade o assess the impact of any investment
of resources. As the investment will be linkedrtiproving the capacity of both individuals and
teams within the organization, benchmarking agaisit strategic objectives of the organization
should be utilized wherever possible (Senge, 1999).

Personal results The first of Senge’s three reinforcing growth gesses, an investment
within the learning capabilities of the individual team, captures the inherent passion humans
have for achieving results. Senge has theorizddtiganizations seeking to sustain deep lasting
change need to embrace this natural source obreinfy energy (Senge, 1999). Often
organizations will hold tightly to the more tradial model of the employee serving as a
resource for the organization. In doing so, theess of a change initiative becomes reliant upon
the existing hierarchy within the organization. Tigh this may succeed initially, the results are
often short-lived. It is only when the full leargicapabilities of the individual or team are

harnessed that the emergence of this reinforciagthr process will occur. It is the result of this
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growth process that truly sustainable change walimrganization can begin to develop.

When the investment is made to develop the lagroapability of the individuals within
the organization’s community, it becomes easi@amngage their commitment, excitement, and
creativity. This becomes even more evident whenntiidual has begun to experience the
results of the investment from the organizationtt#esindividual’s enthusiasm continues to
grow, further investment will continue to perpetu#tis reinforcing growth process. Once this
process has been initiated, the energy createdegiin to feed the two subsequent reinforcing
growth processes which lead to the developmentsibsable change within an organization.

It is worth briefly exploring Senge’s thoughtgaeding how individuals discover, or
rediscover, their inherent passion for achievirgpits through the attainment of their own
personal visions. Within his bodihe Fifth Discipling Senge (2006) delves deeply into the
characteristic of personal mastery. This concegefined as “the way by which an individual
defines their personal vision, assesses their mureality, and challenges the creative tension
between the two” (Senge, 2006). Senge then tumattention to developing a further
understanding of personal vision. This is accaeshpld by establishing the following definitions
for the terms purpose and visioRurposeis described as a general movement whensasis
movement towards a specific or desired destindt@mge, 2006).

In applying this construct to the first reinfargigrowth process, we can further realize
the importance of ensuring that change initiateegody the characteristic of personal vision.
More importantly, organizations which invest in nga initiatives that align with personal
visions have the potential to create significatrimsic motivation. This is the force which
moves individuals toward their own established peas vision while resulting in an increased

level of satisfaction and willingness to committtarger change initiative.
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Networks of people The second of Senge’s three reinforcing growttesses, the
existence of formal or informal networks within @rganization, provides the structure through
which change will diffuse within an organizatioregearch has shown that these existing
communities of practice are often superior to tifat formal hierarchy when trying to infuse
new ideas within an existing culture (Senge, 188gatley, 2007). Wenger, McDermott, and
Snyder (2002) defined@mmunity of practicas “groups of people informally bound together
by shared expertise and passion for a joint enss’pand “who share their experiences and
knowledge in free-flowing, creative ways that fostew approaches to problems” (p. 139). The
existence of collaborative networks within orgatiaas that support the creation and diffusion
of knowledge is not a new concept. In fact, evigelnas shown the utilization of such networks
as early as the middle ages throughout Europe wkidad laborers and artisans shared
innovations amongst practitioners.

The shift in organizational theory during the htreth century from a mechanical lens to
the organization being viewed as an organism wité&rconnected needs provides a great
metaphor for the second reinforcing loop (Morge#97). Organizations that have successfully
generated profound change initiatives have dortarsoigh internal networks of individuals who
are passionately involved with the desired chasga@e, 1999). Although the source of
momentum for this reinforcing growth process reraampart the initial investment within the
individual's personal vision, it is the informalta@rks which are primarily responsible for the
diffusion of energy within the organization.

Several characteristics of these communitiesadtice promote the sustainability of this
source of energy within an organization. Most niytamany of these networks are natural

extensions of the existing organizational commury many individuals within an organization
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are viewed as colleagues, the infusion of any rma& takes advantage of having the details of a
given change initiative spread through crediblersest This is due to the fact that our daily
sources of information and sense of security resitien these well developed and protected
networks (Senge, 1999). For example, as momentuntincies to develop within the first
reinforcing growth process, the organization wdbin to experience the diffusion of energy
driven by the interest in the change initiativenfradditional individuals within existing informal
networks. Over time, additional members within thestworks develop a higher level of
interest and desire to become involved with thgppsed changed initiative. The rate at which
the change initiative is diffused within the orgaation is directly correlated to the momentum
developed within the first reinforcing growth pragese If an organization can effectively connect
a change initiative to a personal vision, the gretite rate at which members within the informal
networks will develop interest. This phenomenon lteen summed up so eloquently by John
Seely Brown, previous vice-president of Xerox, whersaid “Organizations are webs of
participation. Change the participation and youngjeethe organization” (Senge, 1999, p. 49).
Organizational advancement The last of the reinforcing growth processesrifiby
Senge (1999) is the achievement of greater orgamizd outcomes attained through the
development of new practices. These new practicdgeeater organizational results are all
derived from the energy created within the firsb t@inforcing growth process. As the
organization continues to invest in the learningatalities of the individuals and teams within
the organization, this third reinforcing growth pegs will continually give rise to new and
improved practices. This momentum will propel agamization towards achieving the desired
vision established not only for a given changdatiite, but, will advance the organization

towards achieving its overall mission.
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As with the previous reinforcing growth processegreater commitment to change will
occur when an organization is able to align a visar change closely with an individual or
team’s aspirations. As new practices lead to bettsults, members of the organization will be
provided with visible affirmation that a given clggninitiative can further their own personal
visions. This point of connection will provide thentext for further exploration and self-
reflection on behalf of the individual or team.daing so, commitment for those vested within
the initiative will strengthen while those not yeat board will be afforded the opportunity for
further consideration.

James Kotter’s Eight Steps to Anchoring Charg

James Kotter (2012) theorized that sustainableggh&noften successful when an
organization navigates the journey through a sefiekstinct phases. He further emphasized that
no matter what strategy is ultimately decided upomust be designed to modify strategies,
reengineer processes, and enhance quality withargamization. Although Kotter’s eight steps
to anchoring change is a linear process, the theagnstructed similar to the limits to growth
archetype that Senge incorporates within his owalyst for change theory. More specifically,
Kotter’'s eight steps each align with a fundameetedr he believes undermines, or limits, the
likelihood of success of a change initiative witlim organization.

Kotter’s eight stages are rooted within the fiokbowing distinct categories of influence:
(a) managerial, (b) leadership, (c) cultural, (dlitical, and (e) temporal. He emphasizes that
movement through these phases not only takes adeoakle amount of time, but, skipping
phases along the way will rarely produce the ddsiesults of the change initiative. Though it is
certainly possible to be operating in more than gimese at any given time, any mistakes along

the way will have a cumulative effect that ofteauk in the loss of any momentum that may
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have been developed (Kotter, 2007).

The first four steps posited by Kotter are speaily designed to intervene in the
organization’s culture. They begin wiélstablishing a sense of urgen&ptter believes that one
of the more frequent mistakes made by organizaimtisat they do not create a heightened
sense of urgency relating to the change initiatWlether organizations overestimate how much
they feel they can accomplish or underestimatendividual’s willingness to change, nothing
can be accomplished without a sense of importdncsther case, allowing complacency to
develop within the organization will ultimately tdsin a failed transformation (Kotter, 2007;
Kotter, 2012).

Once a sense of urgency is created, it is th@oitant to ensure the creation ajading
coalition. Change initiatives that lack this component camage to be successful for a while.
However, over a period of time, change that labksviested interest of a group will ultimately
succumb to countervailing forces within the orgatian. Kotter further emphasized that it is not
enough just to include senior leaders or more anftial members of the organization. A
significant portion of the larger population mustwilling to commit to the change initiative if it
is to develop any kind of momentum (Kotter, 2008tti€r, 2012; Kotter, 2013).

Though the first two steps are important comptsehKotter’s theory, the development
of a vision and strategy is critically importantttee success of any change initiative. Vision will
ultimately provide direction, alignment of acti@nd inspiration to the organization’s
community during the period of change. The visiba given change initiative may become
more refined as the guiding coalition continuesrthmarch towards implementation, and failing
to establish a vision from the onset will inevitabdsult in confusion and wasted energy. Kotter

recommends that if a vision cannot be describdvénminutes or less, without getting a
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reaction that signifies understanding and intetéstyision for the change initiative is not
effective enough to proceed (Kotter, 2007; Kotk€x]2).

Once the vision for change has been establishisdthen important to ensure that it has
been effectively communicated to the organizatiGotter reaffirmed the idea that without
frequent and credible communication, the visiondiorinitiative will never be captured by
members of the organization’s community. Often thgk encounters three typical challenges
that impede the delivery of a credible vision. sEian effective communication plan is
developed but it is only delivered via email orhiit a few scarcely attended meetings. The
second occurs when the executive leadership dslavenessage, however, the managers
subsequently fail to rally the troops. The last coon challenge is when a large amount of
resources are invested in communication matebalsthe behavior of the organization’s
leadership counteracts the vision for the changttek uses this step to remind those tasked with
leading change that successful transformation rateg both words and actions within many
channels of communication to ensure the visioeaghing deep within the levels of the
organization (Kotter, 2007; Kotter, 2012).

As the first four steps are dedicated to prepgite organization for change, the next
three are designed to introduce the new strategiesgsses, and knowledge needed to support
the transformation. The fifth step in Kotter’s tiecs focused upoempowering employees for
action As one would expect, effectively communicatingsaon is not sufficient to bring about
change within an organization. There must be angiiess to commit on the part of the
organization’s community. Therefore, it is impevatio ensure that any obstacles that prevent
individuals from doing so in a familiar or safe @enment are diminished or removed.

Examples of such barriers might be issues reldtraipallenges within the organizational
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structure, identifying credible sources of inforroat or even developing a comfort level for
providing honest feedback about the change inrgatself. Even when employees are willing to
accept change, barriers such as these will likedhipit them from supporting the change
initiative (Kotter, 2007; Kotter, 2012).

After scanning for barriers within the environmiesrganizations must establish a
realistic timeframe for the life cycle of the chanigitiative. Often forgotten is the fact that
significant and sustainable change within an ozgion can only occur over a period of time.
Therefore, it becomes critical to provide visiblert-term windo allow members of the
organization to experience success during the eafrthe initiative. Kotter does emphasize that
there is a difference between creating these wensug hoping that they will occur. The first is
active and the latter is passive. He believesithaiecessary to find ways to measure and
obtain performance improvements that demonstrateement towards a guiding vision. Failure
to accomplish this within the first six to eightemonths will often result in employees
abandoning the vision or alternatively seekingratignt with those opposing the change
initiative (Kotter, 2007; Kotter, 2012).

Kotter’s seventh step is designed to remind aegaions that the temptation to declare
victory too early during the course of a changé&ative is a risky behavior. Though the
declaration of success for short-term improvemenigarranted, he cautions that hinting that the
job is nearing completion is something to be avbideall costs. As a change initiative takes
significant time before it becomes fully institutedized, Kotter recommends being very careful
with how these moments of celebration are mandfjétey are misinterpreted, the possibility
exists that any developed momentum could in fadtifmenished. This will occur because

employees begin to get a sense that their effante been effective and they can either relax or
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return to their usual responsibilities. He suggestging short-term wins to develop the energy
and commitment needed to tackle larger problemss. ddncept becomes increasingly evident as
small wins begin to occur and the relationship leemvthe initiators and detractors takes on new
relevance (Kotter, 2007; Kotter 2012).

The last step within Kotter’s theory grounds ¢hange initiative within the existing
culture in hopes that the transformation ultimatetgomes part of the daily life within the
organization. Kotter emphasized that until the meay of doing things becomes part of the
organization’s culture, there will always be enedigcted towards diminishing the change
initiative. Therefore, it is imperative that thansformation isnchored within the
organizational cultureHe emphasized that it is not simply enough jogixhibit the attitudes
and behaviors that align with the change initiatinefact, organizations should be very
deliberate in making visible the link between hdwde specific behaviors and attitudes have
contributed to improved performance as a resulh@fchange initiative. Furthermore, Kotter
recommended that as new generations of manageesvathin the organization, they each
should be fully committed to the personificatiortioé core components the change initiative
embodies (Kotter, 2007; Kotter, 2012).

Hall and Hord’s Concerns Based Adoption Model

Similar to Senge, Garvin, and Kotter, Hall and Halsb expected the change facilitator
to think and observe systemically throughout tfeediycle of the change initiative. They believe
that these critical observations provide opportmnoenents, or interventions, for the facilitator to
make the necessary adjustments which lead to thetiad and persistence of a successful
change initiative (Hall & Hord, 1987). Their comas based adoption model (CBAM) is rooted

within more than thirty years of research and pevthe change facilitator three primary tools
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by which they can assess the personal perceptidhese impacted by change. Their model is
supported by the belief that concerns related &mgh within an organization are fairly
predictable. Therefore, the opportunity to maksble the perceptions of individuals impacted
by change will allow for a more valuable assessmétite transformation (Alderton, 2014;
Anderson, 1997). Hall and Hord believe this cambteomplished by measuring, describing, and
explaining the progression of change. They alstiire®ed the idea that change is in fact a
process and not an event. Those tasked with leatiagge need to remain aware that
transformation will always be accomplished by indidals through a highly personal process.
Because of this, the parallel growth of beliefsifudes, and motivation will always accompany
any change initiative (Anderson, 1997). As a ltesithese characteristics, Hall and Hord’s
(1987) theory was developed to include three maponponents designed to both elicit and
evaluate evidence related to the individual’s petio@ of a change initiative. They are (a) stages
of concern (SoC), (b) levels of use of an innovatiocoU), and (c) innovation configurations
(1C).

The first diagnostic tool designed by Hall andrdHto assess the diffusion of a change
initiative are thestages of concer(50C). This framework was designed to describddblings
and motivations of those affected by change abuarpoints in time throughout the duration of
the change initiative. These responses are cagsgbinto six stages ranging from little to no
knowledge of the change initiative through full ption with thoughts about further integration
of the new processes or procedures. Movement witigrscale will vary according to the
position and involvement of the individual withimet organization. Hall and Hord noted that for
some individuals, progression through all of treges may in fact never occur (Anderson, 1997,

Hall & Hord, 1987; Roach, Kratochwill, & Frank, 280 Accompanying the development of the
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stages of concern are three recommended measuassessment. They each were created to
measure the focus and intensity of concern an icdal exhibits when dealing with some aspect
of the change initiative.

The first of the three assessment tools is défasene-legged conferencingrhis
assessment method is a skilled approach that tiamsia chance encounter with an individual
into an opportunity to assess their relative comecegarding a particular aspect of the change
initiative. The second method of assessment incatpd the use afpen ended statemenihey
proposed that the success of a change initiatiperttis upon the ability of the change facilitator
to maximize the opportunity to capture feedbackiftbose impacted by change. This method
provides individuals the opportunity to reply opem a written format to a generic statement
inquiring about their concerns related to a changtive. The strength of this method is that
the facilitator is able to not only identify an iadlual’s concerns, but also establish a level of
intensity associated with their beliefs. The lastmod of assessment is ttages of concern
qguestionnaire The questionnaire is a more formal method oésm®ent that incorporates thirty-
five questions that yield responses associateddinidual’s attitudes, feelings, and concerns
relating to the change initiative. These respomasexollected using a seven point Likert scale,
that when analyzed, correlate to both a stage méexm and level of intensity (Hall & Hord,
1987; Roach et al., 2009).

The emphasis of the stages of concern and tlerazanying methods of assessment are
to ensure that the change facilitator is not umtdmally imparting their own frame of reference
upon individuals within the organization. This bets especially important when adjustments
need to be made by the change facilitator(s) tHrougthe duration of the change initiative.

The second diagnostic tool developed by Hallldod is thelevels of use of an
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innovation (LoU) This assessment tool is designed to providéilitgiinto the perceived

attitudes and behavior of individuals as it reldtethe adoption of a change initiative within an
organization. Though similar to the stages of camce levels of use measures behavior across
eight stages based upon what can be observed lohainge facilitator. The levels range from
disinterest at the lower end to fully engaged amgpsrtive at the higher end. Hall and Hord
emphasized that individuals will typically movedhgh the levels, however, this progression
may not necessarily include each level. Differennesriables such as skills set, attitudes and
motivation, awareness of the change initiative, selftefficacy directly influence positioning
within the scale (Hall & Hord, 1987; Roach et @D09; Anderson, 1997).

The third diagnostic toolnnovation configurations (ICwas developed to assess the
actual results of a change initiative by seekingrniderstand the varied adaptions existing within
the organization. As with any change initiativesrehis always a difference between what is
planned and what develops when the initiativeus¢hed. Hall and Hord theorized that
developing an understanding of the existing adaptis essential knowledge for the change
facilitator(s). More specifically, the informatios used to determine if there is a need to provide
additional guidance so that the adaptation is #tbhe adjusted to more closely resemble the
vision of the organization (Anderson, 1997; HalH&rd, 1987; Roach et al., 2009).

Though the framework and methodology provided édeynents to support the change
process, Hall & Hord remind organizations and cleafiegilitators that the three diagnostic tools
should be used independently of each other. Eaweiponent is intended to contribute to the

larger understanding of how to guide an organipatwough the process of change.
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Lewin’s Three Stages of Organizational Change

Kurt Lewin, a social psychologist, rooted his selilyl work related to organizational
change within the search to discover why individuakist change so strongly and what can be
done to overcome this resistance. His three stagemalso known as the unfreezing-change-
refreezing model, was designed to move organizatiorough a period of rejecting past
knowledge and replacing it with knowledge assodiategh a future state. Lewin’s theory,
similar to each of the previous change theorieqplesized the idea that change involves
movement by a group. Although a vested intereshbiduals is important, lacking the larger
scale commitment from a cohesive group will oftesult in a failed change initiative (Burnes,
2004; Carter, 2008; Schein, 1999a, 1999b). Thesetawin theorized that any sustainable
change initiative will include three distinct phasédentified by periods of (a) unfreezing, (b)
moving, and (c) refreezing.

Lewin’s unfreezingohase purposely drives the motivation to changeh@believes that
human behavior is reinforced by observational legrand cultural influences, change can only
occur when new forces disrupt an existing envirammeghese forces are designed to directly
impact the localized environment that each indigichavigates on a daily basis within the
organization. It is through the disruption of theséing balance that change can begin to occur
(Lewin, 1974, Schein, 1999b).

Lewin proposed that there are three distinct @sses to the unfreezing phase. The first is
removing the credibility of the status quo. By disirming the current way of doing things,
individuals within the organization will become wmefortable with existing reality. This
discomfort signifies the beginning of the seconacpss. As previously held beliefs are

beginning to be questioned, a sense of anxietybeiiin to emerge. This anxiety is often
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associated with feelings of survival relating te@@position within the organization. Those
tasked with leading change need to ensure thatifepopportunities are within reach. These
learning opportunities signify the beginning of thed process. To ease the existing anxiety, the
introduction of a safe transition to the new vissupported by a model of desired behavior must
be made available to members of the organizatiewi. strongly emphasized that it is
necessary to move beyond any existing anxietyderoior the change initiative to advance
(Lewin, 1974; Schein, 1999a, 1999b).

The second phase in Lewin’s theory focused upenmplementation of the desired
changes within the organization. This phase come®ndien there is sufficient discontent with
the existing conditions. Though many organizatiattiempt to develop a strategic approach to
managing change, Lewin reaffirmed the understantiagstrategy and change can present
unknown challenges. Any attempt to move a commusfiipdividuals towards a desired vision
will often surface many forces that alter the pathards the desired vision. Lewin (1974)
further emphasized this point when he stated thixeazing “... creates motivation to learn but
it does not necessarily control or predict thediom” (p. 985). As a result, organizations need
to take into account all available options that rakgr the path towards the successful
implementation of a change initiative (Burnes, 20@hsuring that awareness remains focused
upon the gap between the present state and wpadpssed remains critical during this phase
(Lewin, 1974; Schein, 1999b).

Therefreezingphase of Lewin’s model restores and makes permanemalance that
was destroyed within the unfreezing phase. Thaee®mplished at a point when the desired new
behavior has begun to institutionalize. This lasp should be approached with great care. The

organization needs to ensure that prior to refrepthe new behavior has aligned with the
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cultural norms within the organization. If they leavot done so yet, any attempt to refreeze will
only result in additional distress (Burnes, 200dh&n, 1999hb).
Chapter Summary

There is a unique occurrence within chaos theorighvperiodically emerges within the
scholarly work of Margaret Wheatley. It is the ceptknown as the “strange attractor”. As the
name implies, chaos theory is a division of sciamb&h explores highly unstable systems that
are sensitive to change. Yet, emerging from thégoth environment is a very predictable and
scientific order. The challenge to viewing such syetrical patterns within a system is a matter

of perspective. Wheatley (1993) states that:

If you look moment to moment, you will not seeatprn. You will see what looks like a
system out of control because the behavior jumpsval the place. But, if you stand
back far enough, if you wait over time, scale atalce, you will observe the order that
is in chaos. (p. 4)

There is great relevance in Wheatley's wordsndigg the order found within chaotic
systems. At times, the environment and frenetie@ssociated with change initiatives will
appear to share similar characteristics with tfianounstable system. The challenge for
organizations is to remain cognizant of the faat thithin their culture exists a very intricate
pattern of behavior that is being purposely, aaome cases, unintentionally disrupted. What
may seem unstable or unpredictable at close ramgevery well in fact be highly orchestrated
and purposeful when viewed from a vantage poirth&rrremoved from the center of change.
The scholarly work reviewed in this chapter wagesteld to create the vantage point for
interpreting the narratives of those present wibtim€&rvatory of Performing Arts during its

period of significant change.
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CHAPTER IlI

METHODOLOGY
Purpose of Study

In the late 1960s the Conservatory of Performintg At Point Park University emerged
from an ambitious vision to become a significanttabutor to cultural leadership within its
sphere of influence. Many organizations begin whinoblest of visions but more frequently
fall short of attaining them. Sixty years later tBonservatory appears to be positioned within
reach of their vision of cultural leadership withig region. This study was designed to
document that journey through the voices of thassgnt with the Conservatory during this
period of growth. In doing so, the narratives aarhfer advance our understanding of why some
organizations excel at leading significant change.

Research Design

This study utilized a qualitative approach to reskeaThis was selected because the
purpose of the study aimed to develop a first peparspective of how the Conservatory infused
meaning, management, and measurement into théureuluring the course of a significant
change initiative. As a result, a deep understandfrboth the individual experience as well as
the collective knowledge of the organization emdrdobert Stake likens this experience to the
concept ofverstehenVerstehen (vair stay’en) is the German word fnspnal understanding.
Qualitative research places great value upon dpirejaan understanding of phenomenon
through the lens of the human experience (Staki))20

This study also incorporated the use of narraivaysis as a means to further develop
understanding. As the name implies, a narrativéyaisaseeks to make visible the accounts or
stories of individuals, groups, societies, andwel. Through the use of thematic analysis, a

specific approach of narrative analysis, the evidemas transformed from a collection of stories
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into emerging patterns and themes that conveyoima¢y of the Conservatory of Performing
Arts (Reissman, 2008).

As qualitative research produces a high volumevatence, it remained imperative to
develop the framework to guide the researcheraegy. Patton (2002) recommended beginning
by developing an acute awareness of the uniquestgsociated with qualitative analysis.
Specifically, an understanding that interviews abdervations occurring during the early part of
the data collection will produce preliminary findgs As the collection process continued, a
gradual shift occurred that allowed the evidencsutostantially support deepening insights and
emerging patterns. Being sensitive to this proeesbled the study to evolve when and where it
was required to do so.

During the course of the study, particular atntvas given to the concepts of
converging and diverging evidence (Patton, 200B)s Was accomplished by remaining aware
of the existing patterns and themes that alignel thie theories explored within the review of
literature. These reoccurring examples collectechfmultiple sources were carefully examined
for accuracy and reliability. A similar process waslertaken for the findings which could not
be aligned with the theories explored within theew of literature. They were carefully
reviewed to determine the level of relevance iatreh to the theoretical viewpoints upon which
the study was developed.

As the body of evidence continued to expand tda/éne point of saturation, the process
of continuous review and refinement provided thparfunity to inventory what data had been
collected. In doing so, the evidence was propesgudhented, identified, and short-comings
within the research were quickly identified. Th@seiodic evaluations also served as an

opportunity to ensure that data were safely store@rying formats within multiple locations.
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Research Questions

As this study documented the journey through aisogimt change initiative that resulted in
the development of an organization and its culttive following research questions were
presented:

1. Is the Conservatory of Performing Arts at PointkRdniversity a learning organization?

If so, what evidence supports this assertion?

2. How did the Conservatory of Performing Arts at Rétark University infuse meaning,

management, and measurement within its culture?

3. What organizational strategies enable the Consanvat Performing Arts at Point Park

University to remain focused upon the pursuit gshared vision and purpose?

4. What attitudes and/or beliefs enable members ths€@watory of Performing Arts at

Point Park University to remain focused upon thiespii of a shared vision and purpose?

Researcher Bias

A potential limitation associated with this studytihat the researcher is employed by and
reports directly to the Senior Vice President ohdemic & Student Affairs at the institution in
which the Conservatory is located. The Conservataso a direct report to the Senior Vice
President. Therefore, it was critical that the agsleer remained cognizant of any actual or
perceived influences inherent to the methods bylwthe research was conducted.

Currently, the researcher’s role within the igion has no established reporting lines to
the Conservatory of Performing Arts. However, tbsearcher’s role does involve significant
leadership and support of university wide initiaBwthat may involve the Conservatory. The
researcher believed the potential for participémteel coerced into participation or to be less

than honest with their responses was not a sigmifissue within the proposed research.
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Reliance upon this initial assessment, howeverndiceliminate the need to ensure that proper
protocol was sustained for all research participanter the duration of the research.

Concerns regarding the physical observation oi@pants and phenomena associated
with the Conservatory of Performing Arts were aslolressed. Segments of the study included
active participant observation within varying emviments such as advising sessions, classes,
rehearsals, and production or department meetkgythe Conservatory is a very closely knit
community, the introduction of this observation hoet occurred with careful consideration.

As this observation method may introduce potemi#lience and loss of objectivity within the
research process, the use of active participamreason was utilized only when attempting to
acquire additional insight or validate findings (GMlills, & Airasian, 2009).

In further support of the findings, the researdlgned the collected qualitative
evidence with existing quantitative data colledsgdhe Office of Institutional Research.
Information related to the academic performancesigence, and graduation rates of
conservatory students was incorporated into thaysté similar request was also made to obtain
faculty satisfaction surveys and any other souofekata related to the attainment of the
organization’s vision. In keeping with the exigfistandards of anonymity, any information that
could have potentially identified a participant wamoved by the researcher throughout the
analysis and presentation of findings.

Sample Size and Selection

This case study incorporated the use of purposafuipling to select the participants
from whom the narratives were collected. The puepdsselection of participants was guided by
the belief that they will collectively represenetbrganization while providing insightful

perspectives that reveal the development of thes@watory’s culture from the late 1950s
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through the present day.

One advantage of a qualitative study is thaptiygulation remained small enough to
allow for a deeper level of interaction, yet, lasgeugh to reach a point of saturation
(Onwuegbuzie & Leech, 2007). Through the assigtafiche Theatre and Dance programs
within the Conservatory, a non-random stratifiechgke of the students, faculty, administrators
and alumni was selected for participation. Theafse stratified sample also ensured that a range
of individual characteristics was represented withie study so that any findings were
generalizable to the larger population. The sampfere students and two alumni ensured,
where possible, an equitable representation ofitédeel, diversity, academic and professional
performance, and demographic characteristics. Ttlemecteristics were selected based upon
the recommendation of the Conservatory due todbethat an admission decision is reached by
assessing an applicant’s level of academic anadpedance standards. The incorporation of the
additional demographic information was includediudher support the theoretical framework
upon which the study was constructed. The sampdeén faculty members ensured, where
possible, an equitable representation of professiexperience and length of service to the
university. In addition to this group, four membefghe administration employed by the
university and two members of the extended unitiecimmunity were also selected for
participation.

Validity and Reliability

The inclusion of methods of validity and reliakjlire commonly used as the metric by
which quality research is measured (Merriam, 1998; 2006). In an attempt to establish
construct validity, this study was developed updhemretical framework that explored both

organizational change theory and personal narsativat have afforded the Conservatory of
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Performing Arts the opportunity to develop, leaa assess a successful change initiative. An
interview protocol was developed that identifiedl @ssessed these specific components in
relation to the expected outcomes. This study atonpted to increase validity through the use
of internal validity. Specifically, the use of p&in matching and addressing rival theoretical
explanations explored within the review of liter&and the analysis of findings (Yin, 2006).

The inclusion of triangulation to further subgtate findings within case study research
cannot be undervalued (Stake, 2010; Yin, 2006}toR42002) proposed four methods of
triangulation that are used in an attempt to dgvetmverging lines of inquiry. They are: (a)
methods triangulation, (b) data source trianguhgt{(o) analyst triangulation, and (d) theory
triangulation. This study incorporated the useatadsource triangulation by collecting and
comparing evidence from multiple sources such esiaal documents like the university fact
books, syllabi, and accreditation reports alondhwhie participant interviews and observations.
In support of this, theory triangulation was als$itized within the study. This was accomplished
by comparing the emerging themes from the arclavalence, participant interviews and
observations, and the organizational change thewigwed in Chapter 2. These two methods of
triangulation supported and aligned with the usexgllanation building as the primary analytical
strategy within the study.

With respect to reliability, Yin (2006) recommendedoroceed with the research as if
the study will be subjected to ongoing review. f purpose of any research, this guidance
seemed to be valuable advice. Yin further empleadizat the key characteristic of a reliable
study is consistency. The development of well doent@d procedures that can be followed by

future researchers will likely increase the charafesbtaining similar findings (Yin, 2006).
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Pilot Study

Prior to beginning the period of data collectidre tnterview and follow-up questions
were piloted with a group of participants not sedddor participation in the study. The group
consisted of two faculty members, one current stydend one university administrator. For the
purposes of the study, the pilot served two prinpamposes. The first was to ensure that both
the interview protocol and follow-up questions weoasidered to be both valid and reliable.
This was accomplished through asking the parti¢gpeorespond to the questions as they would
normally do so during the course of the actualstiring the course of the interview, the
participants were directed to identify any defiaies that should be corrected or potential
improvements that could be made to the interviefolbow-up questions. The participants were
also specifically asked to reflect upon the seqaera content of the questions and to provide
feedback related to clarity, purpose, and theilinghess to share their experiences relating to
the Conservatory.

In addition to having the participants pilot tpeestions, behavioral coding was utilized
by the researcher to further evaluate the intengeeastions. The coding focused upon
identifying reactions which were outside of thei@pated response to a given question. These
behaviors were characterized by an increased resfgone or hesitancy with answering a
particular question openly. The purpose for this teaidentify and eliminate any issues
associated with the wording or interpretation gluastion. The use of behavioral coding
provided further opportunity for the researchedétermine if a question was producing the
anticipated response (Saldana, 2009).

The pilot study also provided an opportunityttee researcher to perform an initial
coding and analysis of the responses to the im@rguestions. The narrative analysis was

accomplished by the use of thematic analysis, timegoy method that was utilized within the
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study. Through the development of categoriesthapon emerging themes identified by the
participants of the pilot study, the researcher alae to anticipate and identify relevant
evidence more effectively during the period of dadfection.

NVivo, the qualitative research software, wasutdized during the course of the pilot
study. This purposeful decision was made due tdatiethat all coding and analysis undertaken
during the actual study was done so by the researblYivo was only utilized as a secondary
method of analyzing the evidence collected by thdys

Within three days of the conclusion of the pgession, a summary of findings was sent
to the individuals who participated in the pilotarviews. This summary included a detailed
explanation of the recommended changes that wepleimented to ensure that the findings were
accurately interpreted by the researcher.

Data Collection
Interviews

The primary method of data collection for this stwehs individual semi-structured
interviews. These sessions were purposely designise|l more like guided discussions as
opposed to a more formal interview. Depending up@articipant’s role within the
Conservatory, a series of leading questions wezd tesencourage discussion centered upon the
main research questions presented by the studyef#p C-G). As a result, the interviewee was
more likely to genuinely react to prompts and fallop questions as opposed to simply
responding as an informant (Merriam, 1998; Yin, @00 his provided the opportunity to
acquire a deeper understanding of the cultureetkigted within the Conservatory of Performing
Arts while providing participants the comfort toast facets of experiences previously unknown

to the researcher.
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Prior to conducting the interviews, the twenty mapants were asked to return a signed
copy of the Informed Consent form (Appendix B). dpeceipt, the interview was then
scheduled. With the exception of two interviewsheaf the sessions was conducted in person.
These took place at a location that was not onhywenient to the participant, but offered a
private and quiet space for the discussion to oddue remaining two interviews were not able
to be done in person due to geographic distanoethEése, one participant opted to utilize video
conferencing technology whereas another partictpater the phone. Regardless of location, all
of the interviews were recorded with a voice reeo@hd subsequently transcribed by the
researcher. To ensure the integrity of the findinigs transcripts of the interviews were then
returned to the participant to verify its accuradthen received, any corrections or clarifications
noted by the participants were made accordingly.

Though interviews were an important source of imfation for this case study,
challenges with relying heavily upon this methodlafa collection did exist. Periodic reflection
upon the interview questions ensured the developofemline of inquiry reflective of the
purpose of the intended research. Careful congidaraas also taken to ensure the line of
guestioning not only remained unbiased, but thaigtirestions elicited responses that contributed
information directly relating to the study’s resgaquestions (Yin, 2006).

Observations

As case study research should take place withuralatettings, observations occurred in
both participant and non-participant formats thioag the data collection phase of the study.
These focused observations were guided by thehitsstat emerged from the interviews and
review of archival evidence as the study progre¢stiriam, 1998; Yin, 2006). The researcher
utilized a non-participant approach to identify arserve cultural phenomena occurring within

the physical environment of the hallways, officasd performance studios. Observations that
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took place within common areas such as the hallwegyse done without making any prior
arrangement, although verbal permission to conthese observations was granted by the
Conservatory prior to the beginning of the studyo3e observations occurring within an office
or performance studio required the permission cdilfg, administration, and students. This
request for observation, when possible, was ohda@t@ minimum of two days in advance to
ensure minimal interruption to the participant'sadule.

When needed, the use of active participant olasiervwas utilized to provide further
clarification of information obtained through noarpcipant observations and interviews. When
possible, approval to conduct these observatiossraaeived from all parties involved at a
minimum of two days in advance. Although the traasifrom being an external observer to that
of an active participant posed potential risk, rdngulting experience contributed significantly to
this study. As recommended by Yin (2006), “the ¢radfs between the opportunities and the
problems have to be considered seriously in unkiedaany participant-observation” (p. 113).

Archival Evidence

To further substantiate the findings, the researcbmpared the results of the interviews
and observations with existing evidence locatethiwivarying offices of the university. This
evidence included, but was not limited to, existfapguniversity fact books, (b) accreditation
reports, (c) student satisfaction inventories,ufyersity archives, (e) course syllabi, (f)
marketing materials, and (g) university and comesitineeting archives. The collection and

analysis of this evidence was intended to lench&rrtredibility to the findings of the study.
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Analysis of Data

The analysis of the data was completed by utilizivgmatic analysis to code the
transcripts of the interviews, observations, amthiaal evidence. These themes represented
identified patterns across the evidence that cated|to the research questions presented by the
study. As new themes were identified, they eithesrane new categories or were grouped within
existing categories (Clandinin & Connelly, 2000g8well, 2008; Saldana, 2009).

NVivo, a qualitative research software, was ailized to supplement the manual
coding process. Though this approach may appeandeaaht, the process of manually coding the
transcripts resulted in a deeper understandingeoétnerging themes and their connection to the
theoretical underpinnings of the study. This krexgle was then used to organize the analytical
framework within NVivo to further substantiate exg themes or identify those not yet
uncovered.

As the collection of evidence developed, so dalglocess by which it was analyzed.
Although the simultaneous process of collection amalysis was at times cumbersome, it was a
distinct feature of qualitative research that prbgeite beneficial to this study. As the
transcription of the evidence became availableglrpinary review of the data was conducted
to ascertain a general understanding of the cantém initial assessment of the data also
provided the opportunity to further explore thesk@ncy of the information to the overall study
(Creswell, 2008).

Once the initial assessment was conducted, @insdription was then coded. The first
review added a predefined series of descriptivadwand phrases to the margins. Once these
descriptors were added to the document, a seceom@uevas then conducted to further

categorize the patterns into a series of emergiemeés based upon the established categories.
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In an effort to further substantiate the findingsh® study, attempts were made to interconnect
the themes that were emerging from all of the sssuiaf the evidence (Creswell, 2008).

The analysis of the observations occurred in alaiformat. As each observation was
conducted based upon emerging themes within thedctsenscripts, these insights guided the
researcher’s decision about how to conduct therghgens. More specifically, the researcher
used the observations to listen to word choiceiwitionversations or observe interactions
between members of the organization’s community(Bk & DeWalt, 2011). To accomplish
this, Merriam (1998) recommended that it is impatrta transition attention between a wider
and narrowed perspective of the environment. Imgiso, the researcher was able to note the
frequency and duration of activity, elements ofvarsation and interaction among members of
the organization’s community (p. 43). When completbe observation notes were coded and
compared with both the interview and archival exmkecollected by the study.

It should also be noted that the narrative fornfidhis study was responsible for
delivering the findings to the audience. Therefdres imperative that the authenticity of the
evidence remains intact. This was accomplishedutthér distinguishing the empirical evidence
between findings that served as a descriptionn@mpretation, and finally a judgment (Patton,
2002).

Chapter Summary

This chapter explored in greater detail the quahtaresearch design that was utilized to
respond to the research questions presented bsttiag. It included a description of how
evidence was gathered from participant interviedesiified through purposeful sampling,
coded, triangulated with archival evidence, andredd with relevant theories of organizational

change. The subsequent chapter will describe thlysia of data collected by the study.
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CHAPTER IV
ANALYSIS OF FINDINGS

In a conference room among the suite of officesdusg members of the executive
leadership of Point Park University, an energeticient about to embark upon her senior year
with the Conservatory reflected for a moment alibetfuture. After a short pause, she smiled
and passionately stated that, “I'm a whole healieliever in dreams and being open to the
possibility of what is to come.”

Sixty years eatrlier, in that same office suite, ember of the executive leadership team
of then Point Park College recalled that, “We balbjcdreamt some of Mr. Blum’s impossible
dreams ... | would encourage him because | beliekatit part of them came to fruition, this
town would be improved” (Point Park College, 198561).

Though they have never met, and are separatedni® @and perspective, these two
individuals are representative of the inextricdbi& between the past and present culture of an
organization. Despite the extensive growth and &dzation within the Conservatory, the
cultural characteristics exhibited today remaint s spirited as they were when the idea was
first envisioned. The findings of this study wilbtt illuminate these characteristics and provide
a better understanding of how one organizationatées to develop, lead, and assess the progress
of significant organizational change. These charatics have been brought to life through the
narratives of seven faculty, four administratonge students and two alumni who were members
of the organization throughout the previous sixégng.

The collective voice of these twenty participant address the following research questions:
1. Is the Conservatory of Performing Arts at PointkRaniversity a learning organization?

If so, what evidence supports this assertion?
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2. How did the Conservatory of Performing Arts at Rétark University infuse meaning,
management, and measurement within its culture?
3. What organizational strategies enable the Consanvat Performing Arts at Point Park
University to remain focused upon the pursuit shared vision and purpose?
4. What attitudes and/or beliefs enable members ths€@watory of Performing Arts at
Point Park University to remain focused upon thiespii of a shared vision and purpose?
For the purposes this study, the data has beeamsgsin the form of twelve descriptive
vignettes. Each one explores a characteristichiimemerged from an analysis of interviews,
observations and review of archival evidence ct#i@cluring the course of the study. This
approach was selected so that the reader couldrisected with the identifiable characteristics
of this organization’s culture. When viewed in theitality, these vignettes illuminate the
proverbial road map (Appendix 1) that will providebearing for organizations embarking upon
their own journeys of organization change.

Prologue: The Soup Was Boiling
(circa 1955)

One late Sunday evening | was returning to Pitgbuand happened to be driving
through downtown when | noticed the lights were within one of our buildings. |
stopped to turn them off because it is the thing dnes when you're responsible for
paying the bills. When | got inside, there wasasslgoing on. In front of the room was
none other than Frederic Franklin, Co-Founder amtistfc Director of the National
Ballet in Washington, D.C. | of course walked oe&d introduced myself. During our
conversation | politely asked why he was here? dieedaid that it was so boring in
Washington on the weekends, so he thought he weartk [to Point Park] as you have
such wonderful students and he enjoyed teaching.th&e never paid [Frederic]
anything. Somehow the organization became a rewglgoor for many great performers.
The greatest take away from this was that our &ffaere being acknowledged by their
presence on our campus. They all were very compliang of our culture, students, and
what we were trying to accomplish.

Administrator — Point Park College
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In a musty conference room that has retained matheacharacteristics of its past life as
a signature hotel in the heart of downtown PittghuMichael, a faculty member, leaned back in
his chair reflecting upon the early days of the €&aatory. His commanding voice, acquired
through years of international choreography anadteaoverpowered the background noise of the
bustling city below. “The soup was boiling thenlhis insightful reflection, accompanied by a
hearty laugh and life-sized smile, were merelyftreshadowing of a journey this organization
was embarking upon.

Point Park University was originally founded as Buesiness Training College in 1933
by Dr. Dorothy and L. Herbert Finkelhor. This ngvidrmed proprietary school focused upon
preparing its students for careers within the bessnworld. Though recognition for its
performing arts programs would come later, two ificgnt events appear to have shifted the
trajectory of the institution early on. The firstemt occurred in 1960 when the Commonwealth
of Pennsylvania chartered the Business TrainingeGelas Point Park Junior College. This was
significant because the institution would now benidfied as a tax-exempt institution of higher
education. The second event occurred six yeansitai®66 when the junior college was then
re-chartered as Point Park College. In doing sojrhktitution could begin awarding its students
bachelor’s degrees.

If one would examine the typical maturation procefsany institution of higher
education, benchmarks such as these would appeaahdt is only when one correlates these
events with evidence collected after the fact thair significance is illuminated. In the case of
Point Park College, the shift from a proprietarlg@n to a degree granting college was one of
these moments. Thomas Grayson, an administratorgitire ‘50s and ‘60s, noted “though the

business training college had been in existena®sif34, our offerings did not fit the image of
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higher education.” Complicating matters was thallehge of transitioning the institution from a
proprietary entity to a non-profit organization. féw years earlier when Mr. Grayson
approached the schools lawyers and accountantsimgiabout what it would take to become
both a non-profit and degree granting institutithe, response he received was “that everyone
agreed that there was no possible way in whichaudcconvert to a non-profit organization.”
What ultimately emerged from these conversations avsignificant learning moment. Mr.
Grayson recalled that “What | realized was thgoth ask the wrong question, you'll always get
the wrong answer.” Somewhere the vision had besrindhe details of the process. The greater
concern was not necessarily how to convert thdiagigntity into a non-profit organization, but
more importantly how they could become one. Onieifas realized, the first steps toward
chartering the Business Training College as a mofitpnstitution of higher education would
begin. Of even greater importance, the awarenessfring the organization was asking the
right questions while advancing towards a desiisthrn emerged as a significant organizational
characteristic.

The relevance of the transition from a proprietmtity to a non-profit degree granting
institution not only shifted the way the collegesogted, but it established a core belief that
would allow for the introduction of performing asurses, and eventually programs, to the
college’s offerings. Years later, reflecting upbe motivations behind the transition, Mr.
Grayson revealed that “I believed then, as | do,rtbat a liberal arts education is the backbone
of higher education. In fact, most of my early leesthip was centered upon taking an essentially
technical institution and seeking out opportunit@snove us into a more liberal arts centered
environment.” To accomplish this, the college begdding to their existing programs. Grayson

continued, “With a little maneuvering and the anbtitof a few courses, we had enough students
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to hire several English and History faculty to naty meet the Middle States requirements, but
also enrich our programs making them more credibtétransferable for our students.” It was
around this time that members of the performing asimmunity also began to approach the
institution with ideas and requests. When they did,Grayson recalled with a smile, “I was
ready to listen!”

In support of both the newly developed liberal admponent and the desire to establish
a presence within the local community, the yountege shifted its focus outward. Mr. Grayson
“spent a lot of energy developing our civic presetitough participation in local boards that
aligned with the vision of what we wanted to ackiévhrough these efforts it became known
that the Pittsburgh Playhouse had been experierm@agditation difficulties within their own
programs. Realizing that Point Park could proadsistance given that both organizations now
had mutual objectives “we extended the opportuisityave their students register for liberal arts
courses at our institution. This partnership ndy @ontributed to the growth our liberal arts
focus, but also extended our reach within the sundong community.” Years later, reflecting
upon the beginning of this relationship Graysoresd®d that “I had never dreamed about what it
would ultimately become, but when the PittsburgiayRbuse fell upon difficult times, | felt
obligated not to the organization, but those tweémtg who would ultimately lose their funding.
My idea at the time was to simply incorporate thagpam into our college.”

The importance of this relationship wasn't fullyalieged until a short time later when
ownership of the Playhouse was fully transferreBdmt Park College. Having just received the
keys to the property, and reflecting upon the ealéisson related to asking the right questions,
Grayson recalled that his line of inquiry centeupdn how the college could further integrate

the acquisition so that it aligned with the nevelid arts curriculum. “The idea that | presented
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to our board was that we could take on all of tbe-artistic functions that were draining the
financially strapped organization. Since we alrehdg enough students, we were able to create
a Department of Theatre. Next thing you know weenr the theatre business!”

While the negotiations surrounding the Playhouseewecurring, an unrelated event
occurred which demonstrated the organization’stglid remain prepared for opportunities
when they are presented. Then director of the né&aviyed Department of Theatre, Pete
Mitchell, approached Mr. Grayson with an idea. Aternationally recognized ballet dancer and
choreographer, Michael Joseph, happened to benga&e end of his time in the region and
would be returning to his home country within tlexiffew months. Rather than have this
talented individual return to an unsettled couitrthe midst of a civil war, Mitchell suggested
to Mr. Grayson that he join the college. Graysaralled his initial skepticism. “We are not in
the ballet business. We don’t even have such aamo§ Despite these reservations, he agreed
to meet with Mr. Joseph to explore the possibiBy.the tone of their conversation, Grayson
noted that, “Mr. Joseph believed that Pittsburghk w@lace that really needed ballet. He
passionately said that if we advertised, peoplelavoame. Ultimately, we struck a deal and
placed a local advertisement. Well, the day theaad by chance happened to look out of my
office window. There below me was a line of mommsl &ids flowing out of the doors and
wrapping around the building. In the end, we ndyavere able to acquire federal funding to
further develop the concept, but once again we able to align the energy surrounding this
new opportunity with our vision of connecting thalege to the local community through the
liberal arts.”

Though the newly formed theatre and dance prograens off to a great start, focus

upon the vision was never allowed to diminish.dotf Grayson remembers clearly that, “Once
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we had the structure of the curriculum in placetweed our attention to our vocational
commitment by thinking about where our studentslaiéiad employment. In consideration of
our civic responsibilities to the local communitye realized there didn’t happen to be a dance
company in the region. So we decided to form omesé efforts ultimately resulted in the
development of the Pittsburgh Ballet Theatre.”

Leaning back in his chair for a moment Grayson ethdnd said, “Those were very busy
and hectic years.” Yet, as chaotic as it may haenthe and other members of the organization
remained committed to the strategic vision they ¢r@ated. “The reason we did all of these
things was because it was part of the dream. Ifrgflact upon any of our old catalogs, you'll
find that our mission statement was a series agjabbns that we owed to the community, our
students, and ourselves.”

The Learning Organization

Traditionally, many organizational cultures adoptoaitward focus upon extrinsic factors
such as deadlines, challenges within the industrgyen the organization’s own perceived
limits to growth. What differentiates learning ongeations from everyone else is a culture that
has successfully shifted its focus inward and afs@y these extrinsic challenges. The result is
an acknowledged emphasis placed upon intrinsiofagresent within the members of the
organization’s community. When developed effectiyétis approach elicits the needed
individual and team thinking that contributes tgraater likelihood of success when undertaking
significant change initiatives or navigating dangtchallenges affecting an organization (Senge,
2006).

The characteristics that this inward focus setij@sn occur naturally within humans.

The challenge is that these characteristics aem @ftippressed as a result of a hyper focus upon
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bottom line results of the organization. Senge @advin theorize that employees are not lacking
the enthusiasm towards achievement, they just ayreater passion vested within the pursuit of
their own personal visions. If an organizationbgeao bring the individual closer to the
realization of their visions, the passion to alsdier the pursuit of the organization’s objectives
will be equally fervent (Garvin, 2000; Garvin, &t 2008; Senge, 1999; Senge, 2006).

In support of this concept, the first question pbisg this study sought to determine if the
Conservatory of Performing Arts at Point Park Unsiy exhibits the typical characteristics of a
learning organization. If it does, what evidenceseged that demonstrates that the culture
harnesses an individual’'s commitment and capagigngage in learning opportunities?

As the research progressed, several themes entbiageshowed the Conservatory’s
culture did in fact exhibit identifiable behaviodiaracteristics that align with those of a
learning organization. The most recognizable of¢heas a significance placed upon the value
of an individual exhibiting both Soul and Autheiitfc The presence of these two characteristics
appears to not only establish the foundation upbichvorganizational learning could occur,
they serve as the primer that awakens the attitadéseliefs that emerge within the culture.

One notable challenge facing the Conservatory, kewes that these characteristics are
predominately embraced by members of the Facultynifistration and Alumni. With many
students arriving as wide-eyed and passionate mears) the seasoned members of the
organization believe these incoming students Jiilinately develop these two characteristics as

they both mature and navigate their way througir teepective programs.
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Vignette I: Soul

Movement is created through the collective undeditey, experiences, and lessons
learned throughout life. They're not just movememsur movement is guided by who
you are.

Faculty — Conservatory of Performing Arts

When walking through the hallways of the Consemsatme will quickly notice that the
collective personalities of its members are mankedferent than what is found within a more
traditional academic setting. The students, facaltyl administrators who bring the organization
to life appear to exude a quiet, yet humble, canrfae. So much so, when asked about the
unique community within the Conservatory, sevetadients noted that, “when you are out
around town, you can always identify other memioétbie Conservatory ... they just have a
certain personality.” This quiet confidence is something that all students naturally exhibit
when they first arrive. It is a characteristic tteapurposefully exposed through an introspective
approach to studying the performing arts.

To understand the origins of the phenomenon, yed te start at the beginning. Just as
every faculty member had done earlier within tlogwn careers, students arrive at the
Conservatory with pure and unrefined talent. Thed course the exceptional student, but they
are often few and far between. One faculty membserved that, “Kids don’t understand that
they are coming here to learn the art of cinemagéand theatre. Often, they're simply buying
into what is popular today. It takes a long timdteak that down and teach them what they need
to learn.”

Further compounding this effect is that students ‘&riving more sophisticated,
worldlier and better trained.” Though these newcanaerive with tremendous physical
attributes, they have not yet connected this rd@ntavith their soul. For example, a faculty

member observed that, “new students will often passn the hall, drop their head and keep
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walking. | have actually had meetings with thisiugydo tell them to make eye contact with me
and say hello. | might not yet be their teachet,dmn’t be afraid to say hi to me. I'm a human
being. I will speak to you!”

This process of connecting the students’ unreftaéeht with their soul begins
immediately. Believing that “the body is the exies of the mind”, members of the faculty
group develop their courses to purposely surfaaestlident’s] soul, their spirit, and their
honesty. There is of course the technique andhehanics behind our movement, but | need
our students to dig a little deeper.” Other memlo¢the faculty agreed with this very idea. “Our
society is often driven by what sells. What sdilswever, is not always what is supposed to be.
It is our role as educators to grow and developstudglents without compromising the integrity
of the students, the faculty, and our craft. Stislare not here to simply earn a grade. They are
here to develop their minds.”

The surfacing of a student’s soul can be correlatiéilla concept developed by Senge
that was explored within the review of literatus®nge suggested envisioning a rubber band
stretched between our hands symbolizes the cretatnggon between our personal visions and
current reality. He theorized that typically orféwo things would naturally occur. Students
could relieve the tension by lowering the visioratign with the existing reality or they could
improve upon the current reality so that it isediso align with the new vision (Senge, 2006).
Through the process of enabling the students fasgitheir artistic passions embedded within
their souls, the faculty are able to channel timaia talent of the incoming students towards
loftier visions. In doing so, the observed quietfidence that is evident within seasoned

members of the Conservatory’s community slowly hego develop. Reflecting upon this
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growth one faculty member said that, “Watchingshedent grow from the child that they are
when they arrive to the professional adult theyobee when they leave us is awesome!”

Vignette II: Authenticity

It's about discovering your artistic voice. Findimat is inside you and pulling that out.
| want to know who are you and what you have toteaywill engage and change the
way | am thinking.

Faculty — Conservatory of Performing Arts

David Garvin theorized that learning organizatidesnand a certain level of openness
and inquisitiveness. If an organization fails tobeace these characteristics, the community’s
behavior will likely continue to be ruled by thagts quo. As a result, an organization becomes
noticeably lethargic and the pursuit of their nossis guided by very routine and mundane
efforts (Garvin, 2000; Garvin, et al., 2008). Toearse this trend, organizations need to surface
the inherent curiosity and desire to learn thastsxvithin its members. This is only
accomplished when individuals are able to authalyiceflect upon their own personal visions,
experiences and sources of motivation. Throughwustudy, it became evident that members of
the Conservatory’s community place a high valuenugiscovering one’s artistic voice through
several avenues of reflection. This reflection letvenables the organization to surface what
members are seeing and thinking, thus introducewg perspectives and pathways toward the
pursuit of its mission.

Members of the faculty group attribute the chandgtie of authenticity to the many years
of auditions and experience within the industry the performing arts you are asked to
surrender everything to the process, sure you aga an ego, but ultimately you have to not
only commit to the work, but more importantly, yoave to commit to each other.” Several

members of both the faculty and administrationHertreinforced this philosophy when they
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each agreed that “[they] didn’t always need toHsedmartest person in the room. [They] wanted
to learn from everyone within the organization.”

One such example of this phenomenon really briagi$et just how deeply rooted this
aspect of the organization’s culture truly is. Véhglathered together outside of a performance
studio waiting for a class to begin, one studefdrefl up this noted piece of advice to a younger
group of students. She said, “| encourage you@smmg students to be open minded and open
hearted as you join our family.” When the studemse asked to reflect upon the existence of
this ethos, they seemed to acknowledge that tekaw student’s statement mirrored the
philosophy of the faculty and administration. Natyodid they agree, the students even went as
far as saying that “the faculty and administratioa so generous with sharing their experience
with us.” In a later interview another studentastbsimply, “[The faculty and administration] are
the right fit for our University.”

Summation of the Learning Organization

Without the presence of soul and authenticity witihie organization, the characteristics
of a learning organization would not have beeryftgalized. It was these two components
which provided the foundation upon which a learronganization could develop within the
Conservatory. While responding to a question irgaib organizational strategies, one faculty
exemplified these characteristics when they patmrea moment and recalled, “I actually began
my career as a pre-law major as | wanted to bevgda After talking to my advisor and really
reflecting upon what | was truly passionate abbabanged my major to the performing arts.
Sure, | could have been a successful lawyer ana mmacth more money than | am now. | know
deep inside, that if | did, | would be sitting iaav office somewhere today looking out the

window wishing | was working in the performing aits
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This ability to engage in an authentic reflectidrooe’s true passion, soul, and
motivation and then to subsequently share theserexmes with others within the organization,
appears to differentiate the Conservatory fromotihganizations. These phenomena strengthen
their ability to bring forth an individual’'s commitent and capacity to engage in learning
opportunities. Rising out of the existing charasters of a learning organization were the
elements of meaning, management, and measuremém e Conservatory’s culture.

Establishing Meaning, Management and Measurement

Even as early as the 1950s, the leadership withiint Park College focused upon
developing a widely accepted vision when creatihgtwould eventually become the
Conservatory of Performing Arts. This was accont@ds by ensuring members of the college’s
community both understood and supported a cle&fiyed vision of what could be.

As the new endeavor developed into a more formalergity within the college, the
continued efforts were guided by what appearectedny organic processes and procedures. To
their advantage, the performing arts naturally miegla certain amount of inherent preparation
and discipline that carried over into the admiiste and leadership aspects of the organization.
These same characteristics also provided a natgahs to assess the college’s progress towards
becoming what they envisioned as the center otiallarts leadership within the region. The
importance of utilizing both a personal and profesal approach to assessing progress began to
permeate the flourishing organization. This dekbeidevelopment of a clearly defined shared
vision that was supported by specific action itemd a means of measuring progress not only
aligns with the concepts of meaning, managementaasurement, but it addresses how the
Conservatory of Performing Arts at Point Park Unsity was able to infuse these three

components within its culture (Garvin, et al., 208
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Through extensive review of archival evidence,mwitas and observations conducted
with past and present members of the Conservatdygcame evident that the organization was
able to effectively develop and sustain a powerisibn (meaning) by remaining focused upon
the details of the process. They also took greaamdge of the organic standards of
performance inherent to the performing arts ingu@gtranagement), while authentically
measuring both personal and professional growth inolividually and as an organization
(measurement).

Vignette IlI: Vision

If we stay focused upon why we are here insteadunfown agendas, then the vision
takes care of itself, the mission takes care dlfitand we ultimately function in a
healthy way.

Faculty — Conservatory of Performing Arts

With the ambition to become the center of cultlgabership within its region, Point
Park College set out upon a journey with nothingertban a shared vision and a desire to
pursue it. Even with the steady physical growtlthef campus and enrollment, the focus upon
this vision appeared to remain constant throughtiminext sixty years. This proved especially
important with the addition of new curriculum, prams, and continued formalization that
accompanied its growth.

One of the reasons why the Conservatory remainesistently focused upon this vision
is attributed to the existence of a unique perspeetithin the culture. This ethos emerged
when a faculty member was asked about how the @aatsey remained focused upon the
pursuit of a shared vision amidst the hectic acacdlamd performance commitments. They
explained that, “The process is the result. So npaople in life are results oriented, however,

they fail to realize that the process of livingitHide or the choices they are making moment to
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moment are the result.” As this was revealed, ¢abee apparent that this subtle shift in
perspective seemed to allow members of the orgamiztd remain focused upon the details that
matter rather than being overwhelmed with the n@arallenges encountered in pursuit of the
larger vision.

This clarity and focus upon the details of the pgscalso emerged as a theme within
interviews among students. They noted that mendfdtse faculty and administration were very
upfront with their expectations for students. Theyuld say such things as “Here is what is
going on right now” and “Here is what you can expeext.” As a follow-up to this question, the
students were asked if their experiences aligné¢l what was described to them before they
committed to joining the Conservatory. Their resggmwere not only aligned, but were also
quite emphatic. “Yes! Our experiences are prettgimight in line with what they told us it was
going to be like, except maybe a little more chadiag.”

The enduring strength of a shared vision providsig@ificant waypoint in both the
development of an organization’s culture as wethas ability to effectively manage
organizational change. In reflecting upon the opgrsiequence of this chapter, it becomes
evident that the Conservatory had effectively rddtesir vision within the culture. As evidenced
by archival data, a student about to embark uposé@or year had shared essentially the same
vision for her future as did the senior leadersHipoint Park College sixty years earlier when

speaking about an entity that was nothing more #maitea.
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Vignette IV: Organic

The Performing Arts are organically accountable aijlou see on stage results from the
students’ education and training.
Faculty — Conservatory of Performing Arts

The culture woven throughout the performing artgaaically creates standards that
foster continual movement towards the pursuit oéagr-improving vision of artistic excellence.
It is essential to note that the emphasis withis st statement is centered upon the word
“continual”. A member of the faculty group offerdte following example that further explained
the essence of this phenomenon. “What happensiorafi is that every day someone like
Mikhail Baryshnikov rises to prominence within therforming arts. As a result of their
incredible talent, the standards for everyone aeenaturally elevated. In a short period of time,
the audience comes to expect this new level obpeidnce from everyone no matter who you
are.”

This ongoing progression toward ever improving géaids of performance across all
genres of performing arts develops an organictoalktion within organizations such as the
Conservatory. Throughout the course of the studly btudents and faculty have stated that they
are, by nature of the industry, “driven to compsith each other on the same level.” This
organic leveling effect inherent to the performarts industry provides organizations such as the
Conservatory an environment that shields its mestvem encroaching mediocrity. What
results is a culture that remains focused uporepgng their craft while remaining resistant to
disturbances that pull their focus away from thespit of an established vision. The result of

this focus is an observable behavior that is exdbivithin the organization that has been

described by its members as “a certain level ofidence amongst everyone.”
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Vignette V: Growth

Though the performing arts are driven by criticsyeality, they are not that important.
What is important is what you really have. What ymderstand. What you can really do.

Faculty — Conservatory of Performing Arts

Just as the methods of management within perforianitsgorganizations tend to be very
organic, so are the means of ongoing assessmemh#asure progress towards an established
vision. Where organizations such as the Conseryaier able to differentiate themselves is
through a dual approach to measuring progress.gfhoamparisons with aspirational models
are utilized, of equal importance is the growthexignced at the personal and professional
levels by members of the organization. As with ménggs within the performing arts, this is
accomplished through a very introspective appraa@ssessment and evaluation.

Where many organizations are focused upon devajapmesults orientated environment,
the Conservatory measures progress by the groathstiexperienced throughout a given course,
semester or academic year. Several members ahichéyf group explained the importance of
providing “the students’ with a microcosm of thalre/orld. We measure success by where they
are at the beginning compared to the end of a givense. Even if they are not getting casted in
a performance, we are always attempting to shefir flocus towards the larger question of have
they progressed as an artist?” This deliberatesapon short-term growth ensures that the
students and the organization remain focused up@adtual moments within the journey. As a
result, they are not only better able to evaluatgqess towards a desired goal, they are also able
to more effectively identify and benefit from learg moments when they appear.

Though all of the students who were included witthi@ study noted, “that they are
constantly getting up in front of their peers anodfpssors”, the study revealed a unique ethos

that is hidden within the Conservatory’s culturbeTrequent critique received by the students
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within their classes and studios is not viewedchadinal assessment of their progress. Several
students noted that they collected the feedbadlkitasa provided by their faculty and peers, and
subsequently used the knowledge to support a thftulgelf-evaluation of their own progress.
One student said that they would often ask thermasajuestions that centered upon, “Did | meet
my own expectations? How do | feel about a giveniopmance? Am | happy with the effort that
| gave? Am | at the level that | need to be?” Amotbtudent even went as far as saying that they
“often don’t measure progress on a given dayathlengaged and | am truly 100% focused,
then | am learning and | will be making progress.”
Summation of Meaning, Management and Measurement

The Conservatory is exhibiting the espoused b#ligf “results are measured as both a
personal and professional assessment” betweendfiotd points of time within close
proximity of each other. Even more important thiais belief is that the results of this ongoing
evaluation are internalized and used in a verpsgective way. One member of the faculty
group explained this idea eloquently when they saadl “there will always be an intense level of
competition amongst members of the Conservatomyelier, growth as a person or as an artist
will always be measured in a very personal way.”

Surfacing Organizational Strategies

Organizations that exhibit a natural willingness aourage to chart a path towards a
desired vision often do so with strategies thatfaltg embraced within the organization’s
community. As Keaton theorized, no one persoreamtis omnipotent. Every member of an
organization by virtue of their daily interactioantributes to the development and sustainability

of the larger entity (Keaton, 2005). This ethosl#®ead the emergence of a set of organizational
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strategies that allowed the Conservatory of Perfagmrts to remain focused upon the pursuit
of a shared vision and purpose.

The development of the Conservatory is really tbeysof a shared vision guided by
three visible and interrelated organizational stgyas. The first strategy, the importance of
humanity, ensured that above all else the orgdnizatas not just a place to discover the
performing arts, but to develop the characteristiesaspire to see within humanity. This belief
supported the second strategy that centered upetioreships within and outside of the
organization. From its onset, the Conservatorydadry family-like feeling within its culture.
This has remained both intact and fiercely prottetethe organization evolved throughout the
years. Lastly, the organization passionately cakelsrdiversity. Similar to varying genres within
the performing arts, the Conservatory embracesla wange of artistic styles and techniques as
well as the many unique cultures and personalitiasits members represent.

Vignette VI: Humanity

| might not be able to make them all great perfognkut | will make them great human
beings.
Faculty — Conservatory of Performing Arts

The existence of a genuine sense of compassiatiier members of the organization
resonates powerfully throughout the Conservatong fRct that this phenomenon surfaced
within both interviews and observations acrosgaiticipant roles in the study hinted at the
strategic significance it carries within the orgaation. Members of both the faculty and
administration have described their tenure withGoaservatory as having a distinct sense of
familiarity. In particular, one member of the falgujroup noted “I feel at home. | feel connected
to the environment, the culture and the organimalicommunity as a human being and not just

an employee.”
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In an industry that thrives on the competitive pitref perfection, this organizational
strategy would seem to diminish the natural drovedmpete at the highest levels. In reality, it
only strengthens the bond among members of thee@eetory’s community. A member of the
administration captured the essence of this idiea edflecting for a moment about the presence
of humanity within the performing arts. “I don’t &w how not to care for other members of the
university community. In the grand scheme of thingsare all human beings.” They continued,
“I believe that humanity has to come first and imainder will accompany it if you are a
healthy soul.”

Several members of the faculty group echoed thesdsmvhen reflecting upon their role
in developing their students’ talent. “As an edacaone of the things that | feel most proud of
is that | am one of the faculty members that hasawed our students’ lives.” Another faculty
member stated that, “It is such an enjoyable erpeg for me to see them overcome their
physical obstacles, their mental obstacles, aneatch them grow as human beings first and
then professionals in their field.”

Even within an environment dependent upon the caitnhpepursuit of artistic
excellence, the Conservatory has rooted its org#inizal strategies within the development of
compassionate human beings. “The students willy@ave the drive to compete. What | try to
do is to get them to support each other in thasygtrYes, they are still competing, but in reality
they are competing with themselves.” For the sttglemo work closely with members of the
faculty group, this lasting impression has takeld h§o much so that one member of the student

group said unreservedly that, “I have such a spptaae in my heart for our faculty.”
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Vignette VII: Relationships

We are not networking ... We are building relatiapsh
Faculty — Conservatory of Performing Arts

When thinking about the descriptors that charamtethe culture within performing arts
organizations, most often adjectives such as catiygedr demanding surface frequently.
Though descriptors such as these were included guheresponses of participants of the study,
one adjective took a more prominent role. When éstaielescribe the culture within the
Conservatory, the word that was most frequentlyl dsethose interviewed was “Family”.

From an outsider’s perspective, it would only stemdeason that typical descriptors such
as competition, challenging, and demanding arelagigunvoked. Often these mental images
are acquired through the stories shared by the reedf the community who have shed light
upon the details of the significant number of hapent perfecting their craft. Missing from
these narratives, however, are the underlyingiosiships forged by a constant pursuit of a
defined standard of performance. This element®fQbnservatory’s culture is noticeable
enough that even newest members of the Conservaoognize early on that “performing arts
programs are really akin to families. So much kat these relationships and human behaviors
are quite visible.” This aspect of the organizasarulture is not something new. In fact, a
member of the faculty group, who is also an alunofule Conservatory, noted that, “The
organization always had a family feel to it. Eveday it feels like a hard scrabbled group of
artists making theatre, teaching classes, coningubd university life and the local community.”

The importance of “building relationships” and satiply “networking” with other
members of the Conservatory is a deliberate styastablished by the organization. Each of the

participants within the study conveyed the importaaf developing a personal connection with
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a colleague in lieu of simply becoming acquaintartoefurther advance the pursuit of personal
or organizational goals. One member of the facgitoup believes this strategy has become so
engrained within the culture because “You're cltzseach other. You're close to the material
and the projects. You have to become comfortabile being vulnerable, learn to take risks and
most importantly learn how to communicate. All bése things contribute to that feeling of
family.” Expressing a very similar sentiment, atedent mirrored this belief but added the idea
that “performing arts programs let you discover amdract with others in a way that is not
shared within other programs. You learn quickly towvork with both the positive and

negative aspects of human behavior.”

Vignette VIII: Diversity

We are very lively and loud group, yet at the saime, a welcoming and open hearted
and open-minded community.
Student — Conservatory of Performing Arts

The performing arts organically bring forth a ramgéhoughts and emotions that are
brought to life through a variety of artistic gesirdust as these visceral experiences engage
audiences in a multitude of ways, the organizatistrategy of celebrating diversity within the
Conservatory has contributed to the developmettiefjreat breadth and depth of experience
and leadership within the organization.

Throughout the study, students, faculty and adrmatisrs commented about the wide
range of techniques and genres that are explorbahwvihe Conservatory. One faculty member
explained that the benefit of such diversity i ihéengages our students in such a way that they
must confront topics, techniques and genres tleabath personally and professionally
challenging.” To ensure this aspect of the orgdimraemains consistent, members of the

faculty group, many of whom are working artist® &equently auditioning, performing and
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seeking out opportunities to further refine theaft In doing so, the diverse expertise within the
Conservatory is continually being refreshed.

Though the effects of this diverse environment upersonal and professional
development remains relevant, one member of thdtfagroup revealed a notable facet of this
culture. When speaking about how the organizagomains focused upon a shared vision, they
paused for a moment and stated that, “Though mersity does periodically create significant
tension, maybe one of the reasons we have beenmcat@main focused upon our mission and
vision so effectively is actually because of owedse backgrounds, ideas and experience.” In
reflecting upon this statement from a systemic yewnt, this idea begins to carry significant
weight with respect to organizational change areddivelopment of a culture. The performing
arts industry will naturally continue to establitie standards of performance with respect to the
techniques inherent to the various genres. Theionisd the Conservatory therefore remains
focused upon developing the breadth and deptherittavithin its members. With this in focus,
the pursuit of the mission, vision or objectivesadjiven change initiative are not reliant upon
the more traditional processes and formalized stra®f a conventional organization. Greater
value appears to be placed upon the diverse rangelective experience and skills set
exhibited by members of the Conservatory’s facudtministrators, alumni and students.
Summation of Organizational Strategies

The philosophies that have surfaced within thaseovatory’'s community have
supported the emergence of a set of organizatgiretegies that enable them to remain focused
upon the pursuit of a shared vision and purposesé&lideals were observed through the
development of humanity, placing a high value updationships, and celebrating the breadth

and depth of diversity within the organization. ll€ctively, these strategies have provided the
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framework for both the development and sustaingtoli the Conservatory as well as the unique
set of attitudes and beliefs exhibited within tihgamization.
llluminating Attitudes and Beliefs

Recalling the idea posited by Denning (2004), #sahumans “analysis might excite the
mind, but it hardly offers a route to the heartaffis where you must go if you are to motivate
people not only to take action but to do so witergy and enthusiasm” (p. 123). The pathway to
the heart of the Conservatory’s strategies wamilated by the emergence of a unique set of
attitudes and beliefs exhibited by its members. MMbeking at this set of attitudes and beliefs, it
becomes apparent that they not only align withotfganizational strategies, but they each
represent a direct link to an individual’s autheityi and soul.

In speaking with and observing members that reptabe Conservatory’s journey over
the past sixty years, there is an undisputableepasof both passion and grit focused upon the
continual pursuit of personal, professional andaaizational goals. Balancing this determined
effort is a subtle, but equally hearty, sense gra@ation and humility. Together, these four
elements have empowered members of the organiaatibrihe willingness and courage to
continue even when the path was not yet clear. emaber of the faculty group perhaps said it
best when they stated, “The most important messegé tell my students is to work hard, never
give up, and believe in yourself. If you can dottyau will be successful.”

Vignette IX: Passion
The only boundaries are the ones that you set gbiurs
Faculty — Conservatory of Performing Arts

As the success of any organization rests squapsg the shoulders of its members,
reliance upon pure talent or know-how will ofterider short-term results. Conversely,

sustained success is achieved by surfacing theopagsiding within members of the
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organization. When the participants of the studyenasked to describe their source of
motivation, each of their responses either begaroncluded with “a passion for the performing
arts.”

This passion exhibited by members of the perfornaiig community was even surfaced
by members of the extended university communityewasked to describe members of the
Conservatory, they often said that as a whole “dreyincredibly passionate and enormously
dedicated to their craft.” The source of this greatsion within the Conservatory’s culture
emerged early and often throughout the study. Asmember of the faculty group explained,
“Life is too short. You have to go with your passi&ure | could have been a good lawyer but
would that have made me happy?” This authentiec&tin captures the essence of why
members of the organization remain committed td bio¢ pursuit of their craft as well as the
shared vision even when faced with adversity. Aeothember of the faculty group summed
this up eloquently when they stated that, “I féa I have given my blood, sweat and tears to
this organization. Yes, at times is has been dexget, but most of the time it has been a labor of
love.”

The same passion is also exhibited through théleisvork ethic of the students. One
senior administrator within the university commuyraited the following example. “What we
hear from producers, choreographers, and direttmms around the country all the time is the
work ethic of our students and alumni. They're lwgdlto spend the hours preparing and standing
in line with 200 other people to audition and ggécted 98% of the time. They're willing to
endure this in order to be successful in this inguSomeone without passion is not going to

stand in line with all those other people for amotfailed audition!”
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A similar example was both observed and surfacehinvihe interviews regarding
students arriving early and prepared for classief faculty members noted that, “I would start
rehearsal at 7 a.m. and my students would be #8830 a.m.” When the students were asked
what allowed them to endure such a rigorous acadand performance schedule and remain
engaged, their collective response was both cledesident, “What keeps me going is my
passion.”

Vignette X: Grit

Our class was performing combinations one day aadynof the students were doing
double pirouettes. The faculty member leading tlsscstopped us all exclaiming “No!
No! No! ... | told you to do triple pirouettes... Dorgive yourself the option of doing a
double.

Student — Conservatory of Performing Arts

During one of the interviews a faculty member qdadine from Shakespeare’s Hamlet
that says, “There is nothing good or bad, but tingknakes it so.” The faculty member paused
for a moment before continuing, “With anything ife] it's really all about the attitude that you
bring to it.” The essence of this philosophy istembwithin the opening sequence as the faculty
member is encouraging their students not to gieengelves the option of doing double
pirouettes when they need to be doing triples.

Seasoned members of the performing arts commuaity beveloped a resilient attitude
as a result of their many years working within ithgustry. Though success is accompanied by
great visibility, the hours of perfecting one’sftr@nd failed auditions are an equally important
part of the journey. It is this rite of passage thevelops the grit and determination that is
evident within the Conservatory’s culture, not thsulting moments in the spotlight. “When you
consider the performing arts industry, most pe@pletell you that its members are generally

the hardest working, most team oriented, get iedgnitty people. This environment develops
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these attributes and characteristics.” This impuartdservation by one university administrator
captured the very characteristics that faculty memsipassionately instill within their students.

Throughout many of the interviews, members of gty group couldn’t stress enough
the importance of understanding that, “it is albabreally wanting something and believing in
it.” They believe that if that attitude exists,dbn’t know that you can fail.” The reasoning
behind this ethos is that, “if | care enough I'nt going to fail. There is something inside of me
that ignites. There’s a fire. A fight.”

The challenge facing the Conservatory is that¢heracteristic is not always developed
within newer members of the student body. Inconsitugients often arrive with a great sense of
passion and drive, but when they encounter thesir it of adversity they have a tendency to
pause and take a step back. The Conservatoryhsss moments as a great learning
opportunity. One member of the faculty group expddi that “In order to make progress or gain
anything you have to take a risk. You have to féskire. You have to risk being embarrassed,
having a stupid idea or maybe not being the smgperson in the room.” Learning moments
such as these are encouraged within the organizéicause the culture has placed such a high
value upon a closely connected network of peers Agtwork has resulted in the prevailing
belief that, “failing and having great mentors heally allowed me to hone my vision. It made
me aware that you don’t have to know everything tad things don’t have to always be
finished and perfect.”

The transformation that develops within a studkat provides the requisite qualities to
overcome adversity and summoning the courage tsodines take time. Faculty members often
begin by instilling the idea within their studethsit “failing doesn’t mean things are over, it's

simply a redirection.” One faculty member even wenftar as passionately exclaiming, “Flip It!
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Be one of the ones we cast. Don’'t walk in thinkithdpope they like me’. If you walk in that way
I’'m not going to like you. Flip It! Empower yourgeWalk into the room and be one of the ones
we’re looking for.” Even when students begin tolimsathey have control over the outcome, the
supportive environment continues to persist.

The effect of this supportive environment has aificant impact upon the emotional
growth of the students. For example, one sophomamber of the Conservatory who was
about to begin his second year was surprised bintnease of their own level of perseverance.
Reflecting upon this growth, he recalled that janghe course of the last year the incoming class
has, “acquired perseverance and determination tnantlasses and humility and humbleness
from our teachers. When you combine this with aatural confidence it often creates natural
leadership. We're no longer afraid of the everydagllenges.”

Vignette XI: Appreciation

An English professor approached me once and askeddo your students applaud at
the end of your class? After reflecting for a momnéreplied that it is the students’ way
of saying thank you. Quizzically, the English psxer stated that nobody ever applauds
at the end of my English courses? Well, it has bectradition that all of my students
applaud and give me a hug before they leave atahelusion of all of my courses.

Faculty — Conservatory of Performing Arts

Complementing the profound passion and grit exébily members of the Conservatory
is a deeply rooted sense of appreciation. By itfeil§ characteristic might not emerge as being
noteworthy. However, what appears to make thisroegdion unique is that this characteristic is
not bound to the traditional vertical or horizorgaucture of the Conservatory. For example,
when members of the faculty, administration, stisland alumni where asked to describe the
impact other members of the Conservatory have pad their success, their responses were

almost identical. Nearly all of the students witthe study echoed the sentiments of one
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student’s thoughts, “Everyday | have the opportutatobserve and perform with so many
wonderfully talented students and faculty.”

Members of the Faculty and Administration expressedlar beliefs to that of the
students. One senior administrator believes tHdte ‘organization is filled with a bunch of
creative and talented people, and it is our respiitg to support both faculty and students
whatever way | can.” Though the competition cargheeling and the realities of the industry
can be difficult to accept, this atmosphere of mlutaspect and appreciation appears to develop
a prevailing belief that members of the Conseryab@ve the opportunity to be “living their
dreams... and you can’t ask for anything more thati'tth member of the faculty group
captured the essence of this characteristic whendhid that, “It is incredibly fulfilling to work
with a young artist and have the opportunity totbeen go on and have success.”

Vignette XII: Humility

In theatre you are asked to surrender everythirigegrocess, sure you can have an ego,
but ultimately you have to commit to the work ahd bther people.
Faculty — Conservatory of Performing Arts

When considering the typical attitudes and belieé enable members of an
organization to remain focused upon a shared vigias not often that the collective community
exhibits an espoused value. This characteristicm@st evident amongst participants when they
were given the opportunity to contribute additiopaftspectives at the conclusion of the
interview. Often, their responses either began witimcluded the words “I truly feel blessed.”

The purity of this attitude was captured by a menaf¢he faculty group who expressed
that, “The Conservatory is not a place for me tcémater stage, or my craft to be center stage,
but it is a place that | feel | can make a formatontribution as a team member.” As a follow-

up question to further explore this phenomenonjgpants were asked if the critics or their
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reviews permeated this aspect of their culturergihe perceived influence and significance they
hold within the performing arts industry. The respes only further supported the strength of
this characteristic within the organization’s commty. One faculty captured the essence of this
when they said that “In our craft you are of coutspendent upon the reviews written by critics.
If they believe you are good, sure you tend todweliwhat they say. Though you do gain more
confidence in yourself, you don’t really become b&nded as a result of their feedback.”

Summation of Attitudes and Beliefs

The group of attitudes and beliefs that emergeunh fittis study serves as the energy
which fuels the unrelenting drive towards the stafision created by members of the
Conservatory. It should come as no surprise thesetiour attitudes also very neatly align with
the strategies that have been adopted by the aagaom. What results is a culture that remains
very balanced during periods of organizational geaor growth. As long as the organization is
able to continue to nurture the passion, grit, hityrand appreciation within its members, their
ability to effectively develop, lead and assessnizational change will endure.

Chapter Summary

Each of the previously described vignettes explaretiaracteristic that has emerged
from the interviews, observations and review oharal evidence collected during the course of
the study. These stepping-stones represent thefmalroad map that can serve as the compass
for organizations embarking upon their own journefysrganization change. Where many
theories typically separate and associate thesamwaimaracteristics with smaller elements of
organizational change, the findings of this studyeéhplaced them within their rightful position

on center stage.
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CHAPTER V
CONCLUSIONS AND RECOMMENDATIONS
Introduction

This study set out to document a significant changtive that resulted in the
development of an organization and its culture.utiiothe scholarly literature is replete with an
immense amount of knowledge related to the subjdtat appears to be missing is the
proverbial road map that an organization can foltowncrease the likelihood of success when
developing, leading, and assessing the progresigmificant organizational change. This study
brought forth the purposeful strategies, attituaies beliefs, and characteristics of members of
an organization that underwent a significant chaiés journey took the Conservatory of
Performing Arts at Point Park University from a mersion to that of an internationally
recognized organization in the span of sixty ye@ih& conclusions presented within this chapter
not only answer the research questions presentdudsgtudy, but illuminate the path taken by
this organization.

Answering the Research Questions
Research Question 1: Learning Organization

Is the Conservatory of Performing Arts at PointkRdniversity a learning organization?
If so, what evidence supports this assertion?

Discussion The findings of this study have determined that€onservatory of
Performing Arts at Point Park University can besidared a learning organization. Though this
concept would not enter the lexicon for anothemtydive years, the identifiable characteristics
associated with such organizations were presehiwithe Conservatory’s culture as early as the

1950’s. The development of these characteristicsattaibutable to the existence of two notable
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human characteristics that ensured the ethos artfenization embodied the soon to be
principles of a learning organization.

The first of these characteristics is soul. Memloéthe Conservatory interviewed for
this study, both past and present, surfaced theetltl artistic movement is not simply an artist
creating theatre or dance. In fact, it is an exgogsof their mind created from an understanding
of one’s cumulative experiences and lessons leatmedghout life. This idea speaks directly to
the capacity of the organization’s members to mty olarify their own personal visions, but to
explore with genuine curiosity the perspectivestbers.

The second of these characteristics is Authentititlyen the lights are dimmed and the
curtains are drawn, members of the conservatogndtirn inward for a moment of reflection.
The voice that they hear is not the words pennea tytic, but that of their own voice rising
from quiet contemplation. Members of the Consemyat@ve placed a significant value upon
discovering and surfacing one’s own artistic voltés the sum of these reflections that creates
learning moments, transfers knowledge and helpgsisuthe systemic perspective amongst
members of the organization.

These two important characteristics have enabledtnservatory to develop and
sustain a culture that values learning. Where naoaigginizations seek individuals because they
are a right fit for a particular role, the Conseorg prefers to seek out individuals that display a
high level of authenticity and soul. That subtlfedience has resulted in an organization that is
able to manage organizational change successfyligtegrating newly acquired knowledge
within its community.

Links to Theory. Even before the Conservatory became a recogeizity, members

within the university community were committed tdly engaging their capacity to create the
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future they had envisioned. This was accomplishealigh a desire to seek out and capitalize
upon the opportunities they identified which aligneith their clearly defined shared vision. To
support that journey, the Conservatory was alse tbsuccessfully establish thoroughly defined
guidelines for action (management) as well as gpmate methods of assessment (measurement)
to determine the progress of both the organizatimhits members towards its stated vision.

These efforts resulted in the development of wiesitg® and Garvin categorized as the
five recognizable characteristics of learning oigations. Though each scholar respectively
focused upon either a theoretical or practicaliappbn, the study revealed an organization that
has infused each of the elements within its cultboe the purposes of review, the following is
the proposed alignment of the characteristicsleming organization according to Senge and
Garvin introduced within Chapter 2:

Table 1

Proposed Alignment of Garvin’'s and Senge’s Charasties of Learning
Organizations

David Garvin Peter Senge
Learning from Experience Personal Mastery
Learning from Others Team Learning
Experiment with New Approaches Mental Models
Transfer of Knowledge Shared Vision
Systemic Problem Solving Systems Thinking

Beginning with Senge’s concept of Personal Mast@aembers of the Conservatory
frequently engage in an authentic assessment infi@esonal development in comparison with
existing standards of performance from the perfogarts industry (Senge, 1994). This process
of honestly evaluating their progress enables mesnifethe organization to more effectively
seek out the specific learning opportunities thiditmost benefit their growth. This process

within Garvin’s framework is identified as Learnifrgm Experience. Though the concept is
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titled differently, the objective of systematicatlyeasuring oneself relative to an intended goal is
the same (Garvin, 2000). The result of these efferll identify where progress must occur in
order to reach a desired future state. It is time stithese efforts that propelled the organization
towards fulfilling its Conservatory’s mission.

This authentic reflection also serves another Sgant purpose for members of the
organization. It surfaces the passions and betiefisedded within its members souls. When
these internal pictures, or mental models as definyeSenge (1994), are surfaced, they are often
shared within the organization’s community. Thieqass results in the further development of
understanding of events within both the Conseryaaod the performing arts community.
Garvin’s experimenting with new approaches furtberes very principle. If members of the
Conservatory solely focused upon a few perspectivésu of celebrating their diverse
experience, they would not have cultivated the tgoezadth and depth of talent represented
within their organization (Garvin, 2000).

The celebration of diversity has also establishedaresence of team learning within the
Conservatory. Senge (1994) defines this concefitarssforming conversational and collective
thinking skills, so that groups of people can talyadevelop intelligence and ability greater than
the sum of the individual members’ talent” (p. @his very idea takes center stage with every
rehearsal or performance. Though the star may pnd the spotlight, it is the full cast and crew
that are responsible for success at the end ofigjtne.

These first three elements collectively supportdeeelopment of a shared vision within
the organization. The importance of this charasterivithin the development of the
Conservatory was illustrated within the openingusgge of Chapter 4. The mere fact that a

current member of the Conservatory described thiervifor the upcoming year in almost exactly
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the same words as a member of the university'sksagp sixty years earlier is profound. The
sense of commitment within the organization’s comityuto move in unison towards a shared
vision enabled the Conservatory to remain focuskeitbevmavigating challenges within the
performing arts industry as well as those standirthe way of its own growth (Senge, 1994).
Garvin further theorized that an increase of commaitt to a shared vision often results in
increased cohesiveness within an organization (8a2000). The Conservatory’s family like
atmosphere is a clear example of this concept.

The last characteristic of a learning organizatiat is exhibited within the Conservatory
is that of systems thinking. Though the concepgsraliatively similar, Garvin elected to title his
characteristic systemic problem solving. This idgplains how an individual is able to see
change occurring within an organization and beyand, respond in a manner that remains
aligned with the larger shared vision of an orgatian. Garvin furthers this idea by noting the
importance of seeing what is actually occurringwntthe organization as opposed to reliance
upon anecdotal evidence (Garvin, 2000; Senge, 19@4he advantage of the Conservatory,
this concept is an inherent characteristic of thggming arts. Though ongoing assessment of
personal and organizational growth is occurringminers of the Conservatory are always
reflecting and striving towards standards of adiperformance that are established within the
varying genres of the performing arts. As a reshé,organization has developed a natural
systemic point of view.

Research Question 2: Meaning, Management, Measureme
How did the Conservatory of Performing Arts at Rétark University infuse meaning,

management, and measurement within its culture?
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Discussion The Conservatory of Performing Arts at Point Pdrikversity has
successfully infused meaning, management, and mezasuat within its culture. This was
accomplished as a result of two significant ocawres within the early years of the
organization. The first event was the deliberateebamongst members of the college’s
leadership in the early 1950s that even if the wigdion achieved part of their dream, the
impact upon its sphere of influence would be sigatiit. By clearly establishing and pursuing
the shared vision of becoming a non-profit degmraaiing institution rooted within the liberal
arts, the organization began to break down existiegtal models and replace them with a
culture that was more conducive to learning, réteccand the exploration of new knowledge
and ideas. This focus not only enabled the Congsamnwéo remain committed to these lofty
aspirations, it ensured that its members’ effosenundergirded with significant meaning and
purpose. Only when this began to occur was thenizgaon able to begin to integrate methods
of management and measurement.

As meaning began to permeate the organizationtarejla second event surfaced
organically through characteristics inherent toghgforming arts. Where many organizations
must develop and implement both a formal managestantture with accompanying methods
of assessment and evaluation, these aspects tendedur naturally within the varying genres
of the performing arts. As an example, when théegelfirst developed the Department of
Theatre, they relied upon existing standards ddtartexcellence widely accepted within the
industry. Therefore, the question was not a mafterhat or how things needed to be done, but
who would provide the leadership to meet these @gpiens. That answer arrived in the form of
visiting artists and faculty who were either dongttheir time or teaching full time within the

Conservatory. As many of these individuals havermsiize experience or were currently
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working within their respective genres, they alrepdssessed the know-how to develop and
teach the requisite courses that would prepare shalents and the organization to meet the
existing levels of artistic excellence within tmelustry.

The Conservatory also relied upon the experientbase same individuals to develop
appropriate methods of measuring progress towdathleshed standards of artistic excellence.
As the performing arts industry relies heavily upoitiques of ongoing rehearsals and
performances, members of this community are acoweddo both receiving and providing
evaluations of performances and professional groatlen more relevant is the fact that
members of this community ensure time is allottedge these more public evaluations to
support their own personal evaluations of theifggsional growth. The cumulative effect of
these inherent qualities provided the foundatioonuwhich the Conservatory was not only able
to infuse meaning, management, and measuremennhigir culture, but to sustain these
qualities as the organization matured.

Links to Theory. The infusion of meaning, management, and measnewithin the
Conservatory’s culture was a deliberate and cdygfldinned process. These elements emerged
from the cultivation of the right organizationalagegies, management techniques and attitudes
and beliefs exhibited by members of the organinédicommunity.

Much of the early success of the Conservatory teddtom the ability of the
organization to create an environment that was aoind to learning. In the early 1950s,
members within the college’s community had a teogléa surface existing mental models of
what was and was not possible. According to Gai2@®8), an organization can overcome these
challenges if they are able to set aside timefteatupon the current reality while openly

exploring opportunities that are in front of thganization. This can only occur, however, if
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members of the organization possess and utilizestipaisite skills to do so. As was evidenced
within the study, Grayson acknowledged that a gregority of his leadership efforts were
focused upon guiding the organization through tif@ssition.

One visible outcome of the transformation fromehtecal culture to one that reflects the
traditions of a liberal arts focus is a deep saigrirpose and meaning within the organization’s
community. As this newly developed vision continteaoalesce with opportunities within the
performing arts industry, the requisite operatianatielines (management) began to be
identified by members of the organization’s lealgrsWhat resulted was the introduction of
organizational processes and procedures that alitprthe five characteristics of a learning
organization as defined by both Senge and Garvan(@, et al., 2008; Senge, 1994; Senge,
1999). This formalization also resulted in an ias@d emphasis upon continuous improvement
supported by a desire to surface and share newlkdgesand perspectives within the
Conservatory’s culture.

Though the third component of measurement canlesdsmmonsidered inherent to the
performing arts, Garvin (2000) did theorize tharéhare typically three stages embedded within
this element. First, members of the organizatiagirbeo think differently as they are introduced
to new ideas. For the Conservatory, this begarct¢arovhen the barriers of transitioning to a
degree granting non-profit organization were rendo¥enly then did members of the
organization begin to see the transition might dgsgpble. Secondly, the behavior of members
within the organization changes when they beginternalize the acquired knowledge. This
second phase became visible as members of the aggnizational community began changing
their existing mental models through dialogue. Tdusurred when pathways to becoming a true

liberal arts institution of higher education weegitimately explored in meetings around
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campus. The last phase, performance improvememiaiked by measurable improvements
within the organization. This was fully realized evhthe college began to offer courses within
the performing arts, aligned with the PittsburgaylRbuse, and hired the additional English and
History faculty to further develop the depth anddutth of their academic programs (Garvin, et
al., 2008).

Research Question 3: Organizational Strategies

What organizational strategies enable the Consanvat Performing Arts at Point Park
University to remain focused upon the pursuit shared vision and purpose?

Discussion To begin to understand the culture of an orgditizaa systemic exploration
of their organizational strategies is needed. éndase of the Conservatory, three very unique
strategies have enabled the organization to refoaused upon the pursuit of a shared vision
and purpose. Just as the Conservatory was fourmmdaiset of human ideals, the
characteristics of humanity, relationships and iig have guided their strategic efforts
throughout the past sixty years.

As the interviews and observations progresseckdaime evident that members of the
Conservatory genuinely respected and cared for ethen. \WWhat makes this strategy so unique
is that this very same culture supports a tremesigaompetitive artistic environment. The
reason that these elements are able to coexidtimugable to an existing philosophy centered
upon the idea that competition is really about peas and professional growth. The strategic
importance of emphasizing humanity is that the coatibn of this competitive environment,
and the characteristics which define who we arablenmembers of the Conservatory to push
through the physical, mental and unforeseen chgdieencountered during their time with the

organization.
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Emerging from the fusion of the human and competielements is a lasting bond that
that unites and strengthens members of the orgamz& his bond represents the second
organizational strategy that is centered uponélaionships among members of the
organization. Many of the participants includedhmtthe study expressed the importance of
building relationships with their colleagues. Thesbesive relationships not only enabled the
organization to communicate and respond quickigh@lenges or changes within their
environment, they allowed for a deepened and maitecatic celebration of diversity to occur
within their culture.

As the relationships within the Conservatory sttbaged over time, the celebration of
diversity took on a strategic importance within tdrganization. Where many organizations
consider diversity an aspect of the human resadepartment, the Conservatory cultivates,
explores, and uses the diversity of its membeenasganizational asset. This is often expressed
through the wide array of cultural, religious, ethand artistic backgrounds and perspectives not
only within the classroom, but within the admiragive and leadership aspects of the
organization. When woven together, the range odrdity within this eclectic community
strengthens the fabric upon which the shared viara@hpurpose is imprinted.

Links to Theory. When seeking to understand how an organizats&tredegy was
developed, the investigation must occur througistesnic frame of reference. This idea not
only embodies one of core principles of systemeryebut also will allow for a greater
understanding of the more detailed aspects of ganization’s culture. The strategic importance
of humanity, relationships and diversity within f@enservatory represents this systemic
approach. The maturation of this organizationgiiéure and its ability to navigate change has

been, and will continue to be, dependent upon ttiese strategies.
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The reason these strategies emerged within theeBaisry can be correlated with Karl
Weick’s theory of a loosely coupled system. Onéhefideas emerging from this particular study
is that the Conservatory surfaces and celebrateséiny differences found within the
organization. Yet at the same time, it is thestetBhces that are concentrated, reflected upon
and channeled towards the singular pursuit of eeshasion within the organization. Weick
(1976) describes this type of organization as lyoseupled, or a system that has “a situation in
which elements are responsive, but that each asepres its own identity” (p. 3). This
preservation of identity by members of the orgatmzaremoves the typical cause and effect
relationship found within many organizations. knplace is a more responsive community with
heightened sensitivity to the internal and exteemdironments of the Conservatory.

This responsive community of members within the $&omatory developed due to the
advantages afforded to a loosely coupled systenst kiatably is the ability of its members to
act as a sensing mechanism for the organizatiothilfinore traditional reactive systems,
members of the organization base responses to ebavithin their environment purely upon the
values and beliefs of the larger organization. Meralof a loosely couple system, however, also
take into consideration their own perspectivesras@ated element within a larger system. This
difference results in the emergence of additiomah{s of view that may benefit the organization
that would not have surfaced within a more reaciiy@em.

Members of organizations that are more loosely @mbialso have a tendency to exhibit a
higher locus of control within their sphere of udhce (Weick, 1976). The quiet confidence that
is exhibited by members of the Conservatory caditeztly attributed to this higher locus of
control. They are not limited to solely the perspess of the larger organization, but are

encouraged to incorporate their own artistic voicesverything that they do.

105



The characteristics inherent to the performing setshe stage for the Conservatory to
develop as a loosely coupled organization. Thobghtype of system retains many of the core
principles of systems theory, the paradigm prov&igeral distinct advantages that have allowed
the development of the unique organizational sgrateidentified by this study. If this
organization adopted a more reactive system accoieghdy more traditional strategies, the
culture and the story of the Conservatory wouldehlagen remarkably different.

Research Question 4: Attitudes and Beliefs

What attitudes and/or beliefs enable members thms€&@watory of Performing Arts at
Point Park University to remain focused upon thiespii of a shared vision and purpose?

Discussion The Conservatory has been able to remain foaused the pursuit of a
shared vision and purpose as a result of sevesthdi attitudes and beliefs exhibited by
members of its community. The first of these twittizdes is that of passion and grit. When
participants of this study spoke about their mdiores and what enables them to overcome
challenges, the overwhelming response was centgread a passion for the performing arts and
the grit to persevere in the face of adversity. Jigaificance of these attitudes being present
within the organization is the belief amongst itsmbers that they will eventually prevail even
when faced with challenges that appear to limigpess towards their desired goal. This
collective spirit is what has enabled the orgamrato remain committed to a shared vision and
purpose as it has matured over the last sixty years

Complementing the existence of the passion andigiayed by members of the
Conservatory is the presence of appreciation andlityy These elements provide balance to the
competitive drive that is often associated withpeeforming arts. In keeping with the belief that

the Conservatory prides itself upon developing walinded individuals, these two aspects of
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humanity serve both as a grounding mechanism aachimder of the great talent and diversity
that is represented throughout the organization.

Links to Theory. Though the strategies implemented by an orgdoizarovide the
direction towards a shared vision and purposs,tite attitudes and beliefs exhibited by its
members that create the energy needed to takeetiessary steps to get there. This study
surfaced four that were unique to the journey utadten by the Conservatory. As these attitudes
and beliefs begin to emerge, the path an organizatavels in pursuit of a shared vision will
become clear. In the case of this study, eacheottitudes and beliefs exhibited by members of
the organization aligned with significant elemeoitshe change theories explored within the
review of literature.

In the mid 1960s, Point Park College was formedadat clearly defined vision of
becoming an institution of higher education roatetthin the liberal arts. It was this transition
that established the foundation upon which the Eaadory at Point Park would began to take
shape. These early days exemplified two criticarants related to change within organizations.
The first is the development of a clearly definbdred vision. Kotter asserted that a central
vision would ultimately provide direction, alignntesf action, and inspiration to the
organization’s community (Kotter, 2007). SengeHlared this idea by noting that these
organizational visions should also align with tleggmnal visions existing within members of
organization (Senge, 1994; Senge, 1996). As ttaseshvision begins to take root within an
organization, a network of committed individualdlwegin to develop. In the case of the
Conservatory, this commitment was evidenced bysitpeificant amount of dedication to the

idea of growing the presence of the performing artsin the region. These ideas were
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ultimately manifested through the relationship vtk Pittsburgh Playhouse and the
development of both the Department of Theatre attsliargh Ballet Theatre.

Before this transformation would be able to octie, leadership of the college needed to
guide the organization towards becoming an institudf higher education. As the technical
college was founded less than twenty-five yearbBegathere remained a strong connection to
the academic programs that the technical collegefaanded upon. As Hall and Hord
theorized, change within an organization is a yeamsonal process that relies heavily upon the
perspectives of its members. To be successfuletduership of the young college would have to
engage the organization’s community and autheihyieakess their willingness to chart a new
course (Hall & Hord, 1987). They accomplished thysdeveloping a vested interest within the
organization’s community focused upon a new vigibwhat the organization could become. In
doing so, this forward looking focus began to replthe existing culture within the young
college. This phase of the transformation has la¢sm described by Lewin as a rejection of past
knowledge. Those leading the change within therdegdion began to discredit the status quo in
the hopes that new knowledge and learning oppdrésnivould be created to shift focus towards
a desired vision of the future (Lewin, 1974). Foir® Park, the opportunities to partner with the
Pittsburgh Playhouse and the creation of the Deyaant of Theatre and Pittsburgh Ballet
Theatre were the mechanisms used to shift the fofctie organization.

The energy supporting this gradual change withencibllege was derived from the
passion and grit exhibited by members within thgaaization’s community. To the advantage of
both Point Park and the Conservatory, memberseopénforming arts community often exhibit

a high level of perseverance towards the purswatiidtic excellence. This drive and
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determination not only began to permeate the yamotigge, but it allowed the Conservatory to
overcome many of the early challenges it faced.

As the efforts to close the gap between the viammh reality began to accelerate, a
culture that empowered members of the Conservaagymmunity began to emerge. Though
Lewin and Kotter would each formulate their thesseparately, they each emphasized the
importance of empowering members of the organinatith the right resources and opportunity
to pursue the shared vision. The leadership attPPairk, where possible, leveled as many of the
administrative challenges so that members of thes@watory could remain focused upon
developing the academic and performance aspethe ofew department (Kotter, 2007; Kotter
2012). Though many organizations do this relativedyl, Lewin’s research suggests that it is
sometimes difficult for organizations to do thigkantically. While organizations do empower
their members, they often also attempt to contrg@redict the direction they will take. Lewin
strongly encourages that organizations need tdecthase opportunities, and trust that their
employees will remain aligned within the breadtfaahared vision (Lewin, 1974). With the
case of the Conservatory, the leadership at Pairit &€ntrusted the members of the Conservatory
to operate within the boundaries of the sharedanisihile in pursuit of established standards of
artistic excellence.

As the Conservatory continued to mature, a secehdfsttitudes emerged within the
organization’s culture that is also inherent topkeeforming arts. The presence of appreciation
and humility enabled members of the organizatioretoain grounded in such a highly
competitive and sometimes chaotic environment. &la¢istudes have also strengthened the
many relationships that are formed while navigathmgheavy academic and performance

demands of its programs. In fact, it these clesgtionships help form the safe environment that
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Kotter feels is necessary to help begin anchorivamge within an organization (Kotter, 2012).
Recalling that the Conservatory can be definedlassely coupled system, significant value is
placed upon personal reflection within the orgatnara It is these reflections that are often
shared openly and honestly with other memberseottimservatory. Through these experiences,
members of the Conservatory take on greater agti@cifor the characteristics and perspectives
embodied by their peers. It is this appreciatiod bamility that enhances the willingness of
individuals to share their newly acquired perspectind experiences with others in the
organization. What results is an ongoing cyclearspnal and professional growth that is
experienced by members and subsequently sharaggthtearning opportunities among
members of the Conservatory’s community (Lewin,4)97

With the continued growth of the Conservatory aeding through the 1980s and
1990s, the presence of passion, grit, appreciati@hhumility served as the energizing elements
within the organization’s culture. Even as the fahstructure of the Conservatory took on
varying forms, the characteristics of its memberd the shared vision they believed in remained
consistent. This reaffirms Senge’s belief that argational change must begin with investment
within the personal results of an organization’swhers. He believed that if that is done
correctly, then the network of committed individsiahd eventually the organizational results
would not be far behind (Senge, 1999). Both Kaditeat Lewin have expressed similar beliefs
within their own research related to organizatiatenge. They each have theorized that a
shared vision should be anchored and aligned Wwélotganization’s culture. As was evidenced
within the Conservatory, the shared vision has reethconsistently aligned with the

organization’s culture over the past sixty yeamscdise of this, the members of the organization
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have been able to remain focused on the purstii®¥ision even as the organization has
matured.
Summary of the Study

The Conservatory’s journey from an idea to beconaimgnternationally recognized
organization began, and continues to persistrasidt of the presence of twelve human
gualities. The qualities of Soul, Authenticity, \ag, Organic, Growth, Humanity, Relationships,
Diversity, Passion, Grit, Appreciation and Humilggrve as stepping-stones that will illuminate
the pathway that an organization will take wherieg significant change. That journey,
however, must begin with a clearly defined visibattwill provide the direction in which the
organization must travel.

Just as the performing arts celebrate the manyeragistic voices of those within its
community, the shared vision of the Conservatogoimprised of many diverse experiences,
cultures, ethnicities and perspectives. As Margéfieeatley (1993) stated:

If you look moment to moment, you will not see &@an. You will see what looks like a

system out of control because the behavior junmpsval the place. But, if you stand

back far enough, if you wait over time, scale @taice, you will observe the order that

is in chaos. (p. 4)

The order that emerges from this diversity hasi@d the shared vision of the
Conservatory. This vision is actually comprisedh& many diverse personal visions that are
pursued in a highly orchestrated and purposefulnaaguided by ever improving standards of
artistic excellence. Just as the organization paasely celebrates its diversity, it also fiercely

protects the loosely coupled system upon whiclhr thdture is woven. The presence of this
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loosely coupled system has not only helped pregéesdiversity of the Conservatory, it has
safeguarded the clarity of the artistic voices elmbers of its community.

As many scholars have theorized, organizationahghanust authentically elicit a vested
interest from individual members of the organizatim doing so, there is a tendency to replace
the individual’s voice with that of a larger sysiemoice of the organization. Qualities inherent
to the performing arts, such as one’s artistic#@nd twelve characteristics that have emerged
from this study, serve in part as the mechanispratect this from occurring. Where much of
the existing scholarly work typically positions sfseshuman characteristics within smaller
elements of organizational change, the Conservatodythis study has given them a more
visible leading role.

Recommendations for Future Research

The purpose of this study was to document a fogimt change initiative that resulted in
the development of an organization and its cultfibat journey, spanning greater than sixty
years, brought to life the organizational strategadtitudes and beliefs, and characteristics of
members of one particular conservatory and alighedindings with theories related to
organizational change. In doing so, the study hasiged the opportunity for the human
characteristics of organizational change to takeéerestage. Though this study has shared
several learning moments for its readers, theram@many more yet to be discovered within
this unique organization. In the short term, howetresre are two distinct avenues of inquiry
that would likely contribute immediately to the stdrly work related to organizational change.

The first recommendation is centered within gorgér body of scholarly knowledge
related to organizational change. It is suggestatiddditional studies should be conducted to

further the exploration of characteristics preseithin performing arts organizations. More
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specifically, how these characteristics align ve#isting theory related to organizational change.
As evidenced through the review of literature, ¢Resting body of scholarly work weaves a
common thread of humanity through many of its tremrYet, there is a limited amount of
research that has provided the opportunity fordlosracteristics to play a lead role within
organizational change. The culture within perforgnamts organizations provides a unique
setting to further explore the role these charattes play within this body of knowledge.

The second recommendation for further researobcigsied upon institutions of higher
education that offer performing arts programs. esdra of accountability continues to permeate
higher education, many of these programs are begjria experience the burden of the
administrative oversight that is typically assoedtvith more traditional academic programs. As
these organizations face increased pressuresvotivedr culture through the lens of
standardized methods of assessment and evaluttenbegin to erode the very characteristics
that have made them successful. Further researeeded to explore the organizational journey
that other performing arts organizations have takedoing so, the challenges and opportunities
that they each encountered can be shared withilather academic community. From this
research the conversation can begin to explorebestto further integrate the administrative

oversight of performing arts programs within maealttional academic settings.
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Appendix A-Letter of Participation

IUP Letterhead

November 1, 2013
Dear Participant,

You are invited to participate in a study about@unservatory of Performing Arts at Point Park
University. You are eligible to participate becao$gour affiliation with the Conservatory of
Performing Arts. The following information is praléd in order to help you make an informed
decision whether or not to participate.

The purpose of this study is to document the dgreént of an organization and its culture. That
journey will be brought to life through the storigfsthose present with the Conservatory during
its period of growth. All participants of this studill be asked to complete a brief initial phone
interview and participate in a 50 to 60 minute vigw.

Your participation in this study is voluntary. Yave free to decide not to participate in this
study or to withdraw at any time. If you chooseéaticipate, you may withdraw at any time by
notifying the principal investigator, Patrick Muhiil, via email attygr@iup.eduor by phone at
(412) 392-4784.

If you are willing to participate in this study,galse sign the included Informed Consent form
and return to the investigator at the following ied: Patrick M. Mulvihill, 513 West Penn Hall,
Point Park University, 201 Wood Street, Pittsbutgh,15222. Keep the extra unsigned copy for
your records.

We appreciate your time and consideration.

Sincerely,

Patrick M. Mulvihill Dr. Cathy Kaufman

Doctoral Candidate Professor

Indiana University of Pennsylvania Indiana Unsmr of Pennsylvania
Professional Studies in Education Professionadi8s in Education
136 Stouffer Hall 136 Stouffer Hall

Indiana, PA 15705 Indiana, PA 15705

(412) 392-4784 (724) 397-3928

This project has been approved by the Indiana Univsity of Pennsylvania

Institutional Review Board for the Protection of Human Subjects (Phone: 724/357-7730).
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Appendix B-Informed Consent

CONSENT TO PARTICIPATE IN A RESEARCH STUDY

TITLE : Voices of Change: A Case Study Documenting theeldpment of an Organization
and its Culture.

PRIMARY INVESTIGATOR : Patrick M. Mulvihill, Doctoral Candidate, India University
of Pennsylvania; Professional Studies in Educatl®®; Stouffer Hall, Indiana, PA 15705; (412)

392-4784;_tygr@iup.edu.

FACULTY SPONSOR: Dr. Cathy Kaufman, Professor. Indiana UniversityPennsylvania;
Professional Studies in Education; 136 Stouffed,Hiatliana, PA 15705; (724) 397-3928.

PURPOSE OF STUDY: The purpose of this study is to document the ldgweent of an organization
and its culture. That journey will be brought te lihrough the stories of those present with the
Conservatory during its period of growth. The otlilee experience of the study’s participants will
contribute to current literature relating to orgaaional development.

RISKS AND BENEFITS: There are no risks associated with the studytgreéaan those encountered in
everyday life. The findings of this study may pdiaily benefit organizations seeking to make charige
their organizational culture or direct further raxsa relating to organizational development.

ECONOMIC CONSIDERATIONS : There are no anticipated costs for participamas,will
any compensation be awarded to them.

CONFIDENTIALITY : If you choose to participate, all informationliviae held in strict
confidence. Your response will be considered omlgambination with those from other
participants. The information obtained in the stutly be published in scientific journals or
presented at scientific meetings but your idemtiity be kept strictly confidential. To remain
compliant with federal regulations, all data wi ketained for at least three years.

RIGHT TO WITHDRAW : You are free to decide not to participate in gtisdy or to withdraw
at any time without adversely affecting your redaghip with the investigator. If you choose to
participate, you may withdraw at any time by natifythe principal investigator, Patrick
Mulvihill, via email at_tygr@iup.edu or by phone(dtL.2) 392-4784. Upon your request to
withdraw, all information pertaining to you will leestroyed.

This project has been approved by the Indiana Univsity of Pennsylvania

Institutional Review Board for the Protection of Human Subjects (Phone: 724/357-7730).
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Appendix B-Informed Consent (Continued)

SUMMARY OF RESULTS: A summary of the results of this research walldupplied to you,
at no cost, upon request.

FOR MORE INFORMATION : For additional information, or to ask any quess relating to
the study, please contact Patrick Mulvihill via énaatygr@iup.edu or by phone at (412) 392-
4784.

VOLUNTARY CONSENT : | have read and understand the information oridire and |

consent to volunteer to be a subject in this studpderstand that my responses are completely
confidential and that | have the right to withdratvany time. | have received an unsigned copy
of this informed Consent Form to keep in my possess

On these terms, | certify that | consent to pgvtite in this research project and | acknowledge
that | am 18 years of age or older:

Name (PLEASE PRINT)

Signature

Date

Phone number, email, or mailing address where goube reached. If possible, please include
the best days and times to reach you.

| certify that | have explained to the above indual the nature and purpose, the potential
benefits, and possible risks associated with ppetiing in this research study, have answered
any questions that have been raised, and havessegddhe above signature.

Date Investigator's Signature

This project has been approved by the Indiana Uniwsity of Pennsylvania

Institutional Review Board for the Protection of Human Subjects (Phone: 724/357-7730).
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Appendix C-Faculty Interview Protocol

. Tell me about your professional experience. Inipaldr, the path which brought you to
the Conservatory of Performing Arts?

. Define your personal vision as it relates to yale within the Conservatory.

. Describe your perception of the organizationalwreliof the Conservatory.

. Describe a pivotal moment that has shaped youudétfs) and/or belief(s) about the
Conservatory’s culture.

. Describe your perception of the organizationalonspf the Conservatory.
. Describe a defining moment that shaped your unaiedgtg of the Conservatory’s vision.
. Describe how progress towards the pursuit of thes€ovatory’s vision is measured.

. Describe an insurmountable event or moment thairoed in pursuit of the
Conservatory’s vision.

. Describe a defining event or moment that resultesignificant progress towards the
attainment of the Conservatory’s vision.

10.What characteristics best describe students witl@rConservatory?

11.What characteristics best describe administratd@ismthe Conservatory?

12.What is your source of motivation?

13.What would you, as a faculty member, like to seengied or modified within the

Conservatory?
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Appendix D-Student Interview Protocol

. Describe what attracted you to the Conservatoesforming Arts.
. Describe your perception of the Conservatory’s paots.

. Describe a defining event that contributed to ymenception of the Conservatory’s
programs.

. Define your personal vision as a student withinGoaservatory.
. Describe an insurmountable event or moment thairoed in pursuit of your vision.

. Describe a defining event or moment that resultesignificant progress towards
your personal vision.

. Describe your perception of the culture of the @owatory.

. Describe a defining moment that shaped your a#f{sidand/or belief(s) about the
Conservatory’s culture.

. What characteristics best describe your faculty?

10. What characteristics best describe members ofdherastration?

11.What is your source of motivation?

12.What would you, as a student, like to see changedoalified within the

Conservatory?
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Appendix E-Administrator Interview Protocol

. Tell me about your professional experience. Inipaldr, the path which brought you to
the Conservatory of Performing Arts?

. Define your personal vision as it relates to yale within the Conservatory.

. Describe your perception of the organizationalureliof the Conservatory.

. Describe a pivotal moment that has shaped youudétis) and/or belief(s) about the
Conservatory’s culture.

. Describe your perception of the organizationalonsof the Conservatory.
. Describe a defining moment that shaped your unaiedgtg of the Conservatory’s vision.
. Describe how progress towards the pursuit of thes€ovatory’s vision is measured.

. Describe an insurmountable event or moment thairoed in pursuit of the
Conservatory’s vision.

. Describe a defining event or moment that resulteslgnificant progress towards the
attainment of the Conservatory’s vision.

10.What characteristics best describe faculty withem €onservatory?

11.What characteristics best describe students witl@rConservatory?

12.What is your source of motivation?

13.What would you, as an administrator, like to seenged or modified within the

Conservatory?
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Appendix F-Community Member Interview Protocol

. Describe your connection to the Conservatory antark University.
. Define your personal vision as it relates to yale within your own organization.
. Describe your perception of the organizationalureliof the Conservatory.

. Describe a pivotal moment that has shaped youudétfs) and/or belief(s) about the
Conservatory’s culture.

. Describe your perception of the organizationalonsof the Conservatory.
. Describe a defining moment that shaped your unaledgtg of the Conservatory’s vision.

. From your perspective, describe an insurmountal#ateor moment that the
Conservatory encountered in pursuit of their vision

. From your perspective, describe a defining evemb@ment that resulted in significant
progress towards the attainment of the Conservataeision.

. What characteristics best describe students witl@rConservatory?

10.What characteristics best describe faculty withem €onservatory?

11.What characteristics best describe administratd@irgsmthe Conservatory?

12.What is your source of motivation?

13.What would you, as a community member, like tod®mnged or modified within the

Conservatory?
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Appendix G-Alumni Interview Protocol

1. Tell me about your professional experience. Inipaldr, your journey after graduating
from the Conservatory of Performing Arts?

2. Define your personal vision as it relates to yowf@ssional career.
3. Describe an insurmountable event or moment thatroed in pursuit of your vision.

4. Describe a defining event or moment that resuhesignificant progress towards pursuit
of your vision.

5. Describe your perception of the organizationaluwreltof the Conservatory.

6. Describe a pivotal moment that has shaped youuagtfs) and/or belief(s) about the
Conservatory’s culture.

7. Describe your perception of the organizationalonsof the Conservatory.

8. Describe a defining moment that shaped your unaledstg of the Conservatory’s vision.
9. What characteristics best describe faculty withen €onservatory?

10.What characteristics best describe administrataramthe Conservatory?

11.What is your source of motivation?

12.What would you, as alumni, like to see changed adifred within the Conservatory?
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Appendix H-Research and Interview Questions Alignine

Research Question

Faculty

Student

Administration

Cmmunity

Alumni

Is the Conservatory of
Performing Arts at
Point Park University a
learning organization?
If so, what evidence
supports this assertion

)

1,2,7,9,
10, 11, 12,
13

1,2,7,9,10,11
12, 13

1, 2,8, 09, 10,
11, 12,13

How did the
Conservatory of
Performing Arts at
Point Park University
infuse meaning,
management, and
measurement within its
culture?

2,3,4,5

2,3,4,5,6,7

2,3,4,5,6

2,5,6,7

What organizational
strategies enable the
Conservatory of
Performing Arts at
Point Park University
to remain focused upo
the pursuit of a shared
vision and purpose?

=)

3,4,5,6,8, 13

3,4,5,6,7,
13

3,5,6,7,8,
12

What attitudes and/or
beliefs enable member
the Conservatory of
Performing Arts at
Point Park University
to remain focused upo
the pursuit of a shared
vision and purpose?

=)

1,2,3,4,5,
6,7,8,9,
10,11
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Appendix I-The Road Map for Organization Change

The Learning Organization

Soul
Authenticity

Establish Meaning, Management and Measurement

Vision (Meaning)
Organic (Management)
Growth (Measurement)

Surfacing Organizational Strategies

Humanity
Relationships
Diversity

llluminating Attitudes and Beliefs

Passion
Grit
Appreciation
Humility
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