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Abstract 

Students with developmental disabilities are a growing and diverse population. Higher education 

landscapes are becoming increasingly complex. Despite academic and personal supports 

available to all Ontario college students through student services centers, Marshall College (a 

pseudonym) is experiencing a disconnect between the stated vision, mission, and values and 

the Community Integration Through Cooperative Education (CICE) program and its students. 

Diverse views have polarized senior administration, faculty, and staff on how to adapt to having 

students with developmental disabilities accessing post-secondary education through the CICE 

program. This Organizational Improvement Plan explores the organizational context of Marshall 

College and proposes an improvement plan to address the problem of practice, which is how to 

improve the lack of integration experienced by the CICE program and its students. As the 

faculty coordinator of the CICE program, I have created a change improvement plan to guide 

the change process. The problem of practice is framed with the interpretivist, social 

constructivism epistemology, and Capper’s (2019) Disabilities Studies in Education 

epistemology. The plan’s predominant leadership frameworks, transformational and authentic 

leadership, combined with Kotter’s (1996, 2012) eight-step change model is used to create a 

plan of action that encompasses key stakeholders with well-defined roles and responsibilities to 

enact the proposed change. The plan-do-study-act cycle is used to monitor and evaluate the 

plan and I incorporate detailed plans for communicating the need for change while ensuring 

collaboration amongst all stakeholders. I conclude with a pathway forward within this institution 

and set the groundwork for future change. 

Keywords: developmental disabilities, integration, post-secondary education, 

transformational leadership, authentic leadership 
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Executive Summary 
 

Marshall College (a pseudonym) is a post-secondary institution in Ontario that was 

founded in the 1960s. Today, it is a multi-campus publicly funded post-secondary institution that 

offers more than 100 career-orientated certificates, diplomas, degrees and post graduate 

certificate programs as well as continuing education programs to Ontario communities. Its 

Community Integration Through Cooperative Education (CICE) program is highly sought-after 

as a pathway for high school graduates with developmental disabilities.  

The problem of practice (PoP) this Organizational Improvement Plan (OIP) strives to 

address is the lack of integration experienced by the CICE program and its students. The vision 

for this OIP is to create awareness of this segregation and work together with senior 

administration, faculty, staff, and students as a team to create an inclusive culture at Marshall 

College where all individuals are welcomed and treated with respect and dignity. The diverse 

research themes in the study of students with developmental disabilities in post-secondary 

education indicates there a multitude of challenges. The literature has circled around four major 

themes: disabled students, higher education programs, the academic staff, and the non-

disabled peers. As a result, the following guiding questions were produced to frame the 

progress of this OIP: How do we redevelop current policies and procedures to disrupt the 

isolation that our CICE program and students are currently experiencing at Marshall College? 

What challenges do service departments, administrators, and faculty face as they address the 

needs of the changing demographic of our student body? What are the attitudes of the faculty 

towards students with developmental disabilities being integrated into their courses? And lastly, 

what are the attitudes of the non-disabled students towards their disabled peers? 

The focus of Chapter 1 is to introduce this PoP. This discussion includes an overview of 

the organizational context at Marshall College, focusing on the theoretical and leadership 

frameworks, organizational aspirations, established structure and leadership approaches in the 

context of theory. This chapter introduces the concepts of the interpretivist paradigm, social 

https://en.wikipedia.org/wiki/Continuing_education
https://en.wikipedia.org/wiki/Ontario
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constructivism, and Capper’s (2019) Disabilities Studies in Education which are interwoven 

throughout all aspects of the OIP. The social constructivist philosophy aligns with my 

predisposition to be a transformational and authentic leader that attempts to work with our 

senior administration, faculty, and staff to learn from our lived experiences and create a shared 

vision for change. I seek to work with the task forces created to study human inquiry as I set the 

stage for capturing and constructing the process of individual and social change.  

Chapter 2 builds on the vision for change and focuses on the planning and development 

of this OIP. In this section, I explore transformational and authentic leadership approaches to 

help propel change forward in relation to the PoP. I then introduce Kotter’s (1996, 2012) eight 

step change model, a systematic framework that will lead the change process. These eight 

stages align with Marshall College’s hierarchical organizational structure and readiness for this 

organizational improvement process. The systematic analysis of these eight stages will help 

drive the shared vision for change forward. There is an urgency to institutionalize this vision so 

that Marshall College is positioned to be ready for the full implementation of the Accessibility 

Ontarians Disabilities Act (AODA), coming in January 2025. In addition, this chapter provides an 

analysis of five proposed solutions to the PoP connecting to the chosen leadership approaches. 

A hybrid approach of combining top-down and applying bottom-up/grassroots leadership 

approaches is the preferred solution incorporated in this OIP. Further, ethical, equity, and social 

justice considerations are discussed. This chapter concludes by considering the challenges and 

limitations to the change implementation plan. 

Chapter 3 discusses the implementation, evaluation, and communication plan of the 

proposed change in connection to the preferred solution to address the lack of integration of the 

CICE program and its students at Marshall College. Through the change implementation plan, 

specific task forces are developed to establish a framework and action plan. This approach will 

set measurable goals and objectives that align with the vision, mission, and values of Marshall 

College. The plan, do, study, act developed by Deming (1993) is a tool discussed to monitor 
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and evaluate this OIP. Finally, a communication plan is devised that is aligned with Kotter’s 

(1996, 2012) eight step change model to ensure this plan has stakeholder buy-in and support 

for each stage of this change initiative.  
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Glossary of Key Terms 

Authentic leadership: Gardner et al. (2005) model of authentic leadership focused on self-

awareness and self-regulation. Numerous characteristic features related to authentic self-

regulation processes were identified, such as internalized regulation, stable processing of 

information, relational transparency, and authentic behavior (Gardner et al., 2005). 

Change drivers: Change drivers “are events, activities, or behaviors that facilitate the 

implementation of change” (Whelan-Berry et al., 2003, p. 99). 

Change Path Model: A four-stage change model that combines process and prescription 

(Cawsey et al., 2015). The four phases are: (1) Awakening; (2) Mobilization; (3) Acceleration; 

(4) Institutionalization (Cawsey et al., 2016). 

Developmental disability: (a) “any degree of physical disability, infirmity, malformation or 

disfigurement that is caused by bodily injury, birth defect or illness and, without limiting the 

generality of the foregoing, includes diabetes mellitus, epilepsy, a brain injury, any degree of 

paralysis, amputation, lack of physical co-ordination, blindness or visual impediment, deafness 

or hearing impediment, muteness or speech impediment, or physical reliance on a guide dog or 

other animal or on a wheelchair or other remedial appliance or device, (b) a condition of mental 

impairment or a developmental disability, (c) a learning disability, or a dysfunction in one or 

more of the processes involved in understanding or using symbols or spoken language, (d) a 

mental disorder, (e) an injury or disability for which benefits were claimed or received under the 

insurance plan established under the Workplace Safety and Insurance Act, 1997; (“handicap”)” 

(OHRC, 2021a). 

Inclusive Education: (a) “is fundamentally about all learners (rather than just about disabled 

learners), (b) is fundamentally about striving to make all learners’ experiences with schooling 

inclusive and participatory rather than exclusionary and marginalizing (rather than just being 

concerned with where particular learners are physically placed), and (c) is concerned with 

aspirations for democratic and socially just education, and therefore fundamentally concerned 
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with interrogating the cultural practices of schooling (rather than just seeking to prescribe 

procedural, techno-rational definitions of inclusive schooling to be implemented)” (Baglieri et al., 

2011b, p. 2128). 

Integration: The OHRC defines integration as “the right to equal treatment in education, without 

discrimination on the ground of disability, as part of the protection for equal treatment in 

services” (OHRC, 2021a). 

Learning Facilitator (LF): supports teaching and learning activities related to the Community 

Integration through Cooperative Education (CICE) program initiatives and mandate. Their 

primary role is to assist the CICE student to maximize their potential in post-secondary 

education and to provide support during field placement opportunities. The LF advocates, 

intervenes, and acts on behalf of the CICE student with faculty, other college students and 

with college wide service departments. The LF uses assessments of the CICE student’s ability 

and skill and modifies faculty course outlines, tests, and assignments, pending faculty approval 

(Anonymous, 2021d). 

Problem of Practice: “A persistent, contextualized, and specific issue embedded in the work of 

a professional practitioner, the addressing of which has the potential to result in improved 

understanding, experience, and outcomes” (Carnegie Project on the Education Doctorate, 

2021).  

Professional Development: is defined as “activities that develop an individual's skills, 

knowledge, expertise and other characteristics as a teacher” (OECD, 2009, p. 49). 

Sensemaking: “is about changing mindsets, which in turn alters behaviors, priorities, values, 

and commitments” (Eckel & Kezar, 2003, p. 40). Sensemaking has been defined as "the 

ongoing retrospective development of plausible images that rationalize what people are doing" 

(Weick et al,, 2005, p. 409). 

https://en.wikipedia.org/wiki/Sensemaking#Reference-Weick,_K.,_Sutcliffe,_K._M.,_&_Obstfeld,_D._2005
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Transformational leadership: Burns (1978) linked the roles of leadership and followership and 

wrote of “leaders as people who tap the motives of followers in order to better reach the goals of 

leaders and followers” (Burns, 1978, p. 18). 

Universal Design for Learning: “is a framework to improve and optimize teaching and learning 

for all people based on scientific insights into humans learn” (CAST, 2021). 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



xv 
 

Acronyms 

AODA (Accessibility for Ontarians with Disabilities Act) 

CICE (Community Integration Through Cooperative Education) 

DD (Developmental Disabilities) 
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Chapter 1: Introduction and Problem 

Due to the advancements in disability policies, such as the Accessibility for Ontarians 

Disability Act (AODA), the duty to accommodate under the Ontario Human Rights Commission 

(OHRC), and post-secondary education (PSE) programs like the Community Integration Though 

Cooperative Education (CICE) programs, post-secondary institutions (PSIs) in Ontario have 

experienced a significant increase in students with developmental disabilities (DD) choosing to 

attend higher education. Community colleges have expanded their program offerings and 

strategic mandates. However, colleges’ main obligation has continued to provide education that 

will prepare students to accomplish the job they desire to have. This is vital to include students 

with DD (Brint, 2003). There is limited research on inclusive PSE, especially within a Canadian 

context (Mosoff et al., 2009). 

In Ontario, the most common way for students with DD to attend PSE is through the 

CICE program. This program is currently delivered at 13 of the 24 colleges and is approved by 

the Ministry of Colleges and Universities (MCU). CICE is designed to increase students’ 

academic skills through integrated modified college classes. Further, CICE programs also 

develop vocational abilities through career-based field placements and allow students to engage 

with their peers in specific CICE courses. Each student is assigned a Learning Facilitator (LF) 

who provides academic supports related to the CICE program initiatives and mandate.  

This Organizational Improvement Plan (OIP) investigates a problem of practice (PoP) 

that seeks to influence administrators, faculty, and staff to improve the lack of integration 

experienced by the CICE program and its students at this Ontario community college. Grounded 

in the leadership models of transformational and authentic leadership, later strengthened by 

Kotter’s (1996, 2012) eight step change process, this PoP will be framed with the interpretivist, 

social constructivism epistemology, as well as with Capper’s (2019) Disabilities Studies 

Education (DSE) epistemology. Further to this, Bolman and Deal’s (2017) four frames model will 

also be used to frame the PoP as it aligns with the nature of this OIP and the hierarchical 
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organizational structure of Marshall College. Through these frames, this chapter incorporates a 

theoretically based dialogue regarding equity, diversity, and inclusion in PSE. 

Organizational Context 

To begin this OIP, details about the organizational context including the broad political, 

economic, social, and cultural contexts of this organization will be outlined. A general overview 

of the organization will be provided. To what does the organization aspire will be explained 

through the organization’s vision, mission, and values, along with outlining the college’s 

strategic plan. In addition, the theoretical framework that drives the organizational and 

leadership framework will be identified. Further, how these contexts shape this organization and 

my leadership within it will be described. Finally, how this organizational structure and 

established leadership approaches and practices relate to leadership theories will be discussed.  

Political Context 

Consistent with other publicly maintained colleges in Ontario, Marshall College functions 

within a unionized environment where collective agreements are negotiated provincially 

between the College Employer Council for the College of Applied Arts and Technology and the 

Ontario Public Service Employees Union. Faculty and support staff for academic programs are 

governed by these collective agreements. Further to this, there are also internal reporting 

contacts with an administrator assigned to respective departments. Programs often work in silos 

which makes communication across other schools and departments challenging.  

Economic Context 

There are multiple layers that impact the economic context of this organization. One 

example is the possible change to the funding model for higher education that would result in 

the institution’s provincial funding being tied to performance measures. The funding would be 

given to PSIs based on 10 metrics that “algin with the government’s priorities in skills and job 

outcomes, and economic and community impact” (Ontario, 2019). This has since been put on 
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hold due to the COVID-19 pandemic.  

While the outcome-based funding model is currently on pause, Marshall College is 

coping with the implications of the COVID-19 pandemic. The 2021-2022 academic year is 

shaping to experience a significant decrease in student enrollment, especially in international 

students, changes to program delivery and the uncertainty about the Coronavirus outbreak 

within our community.  

The increase of students with DD accessing PSE presents various challenges to ensure 

that the PSI can meet the demands associated with increased student diversity on campus. The 

issues surrounding access for those facing disabilities has long been a central concern (Layton 

& Lock, 2003). The evidence confirms that institutions must invest significantly in upgrading 

access to their facilities, providing assistive technology, and having additional personal support 

services available (Dallas et al., 2016).  

Social Context 

The social contexts as they relate to this organization will be described. Collins et al. 

(2019) investigated the inclusion of students with DD in PSE by exploring the learning 

atmospheres of students with disabilities and the challenges facing inclusive education. Two 

models have been predominant in conceptualizing the term inclusive education for students with 

DD. One is referred to as the medical model and the second is referred to as the social model 

(Matthews, 2009; Oliver & Barnes, 2012). The medical model focuses on what is wrong with the 

student instead of considering the student's needs. The social model does not see the disability 

as a “personal tragedy, an abnormality or a disease to be cured” (Barton, 1998, p. 79). Instead, 

the social model sees the students “are disabled by barriers that exist in society” (Tinklin et al., 

2004, p. 642). This model focusses on removing barriers in the educational setting for students 

to have equitable access to PSE. 
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Cultural Context 

Lastly, the cultural contexts of this organization will be reviewed. Manning (2017) 

discussed the concept of organizational members using a cultural lens to comprehend the ways 

that different perspectives impact day-to-day and long-range operations. By using the cultural 

perspective, administrators, faculty, and other stakeholders can accomplish a deeper 

understanding of the organization for the benefit of the students. According to Manning (2017), 

this perspective can “help make meaning of the rituals and ceremonies, architecture, sagas, 

language, and other cultural features that exist within colleges and universities” (p. 68). Manning 

(2017) explained this as a multifaceted approach that is useful during decision making, program 

development and planning which will be significant areas throughout this OIP.  

 Morgan (2006) found that metaphors for culture help determine an organization’s 

strengths and weaknesses and this college is no exception. Schein and Schein (2016) used the 

analogy of a lily pond to describe the levels of culture to help imagine what is physically seen 

can be vastly different from what the rooted values and beliefs are in the institution. The  

blossoms and leaves on the surface represent Marshall College’s organizational chart, 

structures, and processes. The farmer spreading the fertilizer represents our Board of 

Governors, President, and the Senior Operating Group (SOG). These individuals articulate what 

the expected beliefs and values are of the organization. The exposed beliefs and values are this 

college’s vision, mission, and values. The roots are the underlying assumptions that are affected 

by the dominate value orientation. This represents the current but ineffective solution to not 

deviate from the social norms.  

 Barnes and Mercer (2004) argued that the consequence of failure to conform to 

normality is that people with disabilities are set apart as different and defined as outsiders. As 

such, disabled people who do not conform to societal norms are susceptible to marginalization. 

There is a gap between what Marshall College’s exposed, expects beliefs and values are with 

the rooted institutional assumptions as evidence by the absence of integration of the CICE 
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program and its students. 

 Results from a political, economic, and social factor analysis will be further discussed in 

the Framing the Problem of Practice section of this chapter. 

Organizational Description 

This Ontario community college was founded as part of a provincial goal to provide 

career-oriented diploma and certificate programs. Since that time, Marshall College has offered 

more than 100 postgraduate degrees, diplomas, and certificate programs. Marshall College is 

considered a mid-size PSI with approximately 14, 000 full-time students and 350 part-time 

students amongst three campuses (Anonymous, 2021a). There are roughly 300 full-time faculty 

and 230 full-time support staff in separate faculty and support staff unions (Anonymous, 2021a). 

Currently, 70 of the approximate 14, 000 full-time students are students in the CICE program. 

When the CICE program was first developed at Marshall College, the total number of students 

granted admission was 24. Looking at the increase of students in the CICE program and the 

context influencing the CICE program’s growth at Marshall College, a review of the vision, 

mission, and values, the strategic plan, along with the organizational and leadership structure 

will be considered.  

To What Does the Organization Aspire 

Through Marshall College’s vision, mission, and value statements, this college aspires to 

be centered around students having an accessible and inclusive educational experience. The 

vision states, “excellence in all we do” (Anonymous, 2021b). The mission statement includes 

“high-quality and accessible educational experiences” (Anonymous, 2021b), and accessibility, 

and inclusivity are included in the 10 values listed (Anonymous, 2021b). However, there is a 

distinct gap between the exposed values and beliefs compared to the underlying rooted 

assumptions. There is a disconnect between what is stated in the vision, mission, and value 

statements and the lack of integration of the CICE program and its students at this PSI. 
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In addition, Marshall College’s strategic plan is organized into specific categories and 

even though retention, graduation rate, and success are mentioned within the Students 

category (Anonymous, 2021c), nothing suggests accessible, inclusive education which is 

indicative of the disconnect the college has with the CICE program and its students. In addition, 

Marshall College’s Accessibility Policy advocates a framework for accessible education that is 

consistent with AODA (Anonymous, 2021d), but fails to include any details about the CICE 

program, such as a definition of what the CICE program is, what a Learning Facilitator is, and 

what it means for professors to modify curriculum. These gaps will be addressed further in the 

critical organizational analysis section of Chapter 2. 

Next, the organizational and leadership frameworks will be reviewed to provide further 

context of this institution.  

Organizational Framework 

Marshall College functions as a hierarchical structure. There is a direct line of reporting 

from the Board of Governors to the President. The President has five Vice President reports and 

three Executive Director reports that make up the SOG. The Vice Presidents have a variety of 

Associate Vice Presidents, Deans and Chairs that report directly to them within separate 

departments. Faculty from specific programs report to the Chair responsible for their exclusive 

school of study. Faculty and coordinators retain a great deal of autonomy in academics and 

have subject matter expertise. The Chairs rely on their respective program coordinators as 

informal leaders of their programs within each school. 

Organizational Leadership Framework 

Marshall College follows an autocratic leadership style where there is a dominant belief 

that results are best achieved under a controlled system. According to Maqsood et al. (2013), 

an autocratic leadership style is known for control over all decisions and little input from staff. At 

Marshall College, SOG sets the path for the college and their directions are carried out to Deans 
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and Chairs of departments. A recent example occurred during Marshall College’s 

emergency remote teaching plans due to the COVID-19 pandemic. Communication of events to 

follow were sent from the SOG to departmental Deans and Chairs, who then directed faculty on 

what to do without any input. In such emergency situations, this leadership style tends to be 

productive. Bhargavi and Yaseen (2016) discussed that autocratic leadership can have 

favourable impact on the overall organizational performance and is ideal if there are projects 

that need to be completed within a given deadline. However, the organizational hierarchy and 

the multiple departments arranged into schools makes it taxing to coordinate activities and have 

effective cross-departmental communication. Figure 1 illustrates the hierarchical levels of 

Marshall College. 

Figure 1 

Simplified Organizational Chart of Marshall College (Anonymous, 2021e).  
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According to Bolman and Gallos (2011), looking at academic leadership with a structural 

view, like Marshall College, can be compared to looking at the PSI like a factory. In this view, 

Bolman and Gallos (2011) debated two key roles the leaders play. The leaders are analysts 

who study the institution’s processes and production, and they are architects and system 

designers “who develop the rules, policies, reporting relationships and procedures that align 

efforts with the campus goals” (p. 51). Consequently, the drawback to this structure is that the 

institution will keep working the way it was programmed to do even when it no longer aligns with 

the institution’s vision, mission, values, or strategic plan.

Leadership Position and Lens Statement 

This next section of this chapter will focus on my leadership agency addressing this PoP. 

A description of my personal position will give context to my influence as a change agent as well 

as my challenges. Articulation of my leadership approaches to practice and organizational 

improvement will be demonstrated through specific examples as well as drawing on appropriate 

theories of research.  

Personal Leadership Position and Agency 

I am the faculty coordinator in the CICE program, and I am also a part of the Faculty 

Mentorship program at Marshall College. My agency to lead this change initiative is at the micro 

level. Research on the micro level often examines the behaviour of the administrators or 

employees (Felin et al., 2015). The micro-foundation literature distinguishes between intra-

personal predispositions (for example, motivation or personality) and external limitations to 

comprehend behaviour on the micro level (Will & Mueller, 2020). I can affect the operations of 

our CICE department directly. As a lead faculty across the college, I also have influence over 

new faculty hires through the Faculty Mentorship Program, as well as with the faculty who teach 

the academic concentration classes the CICE students choose. I am a student liaison who 

supports the Chair of Community Studies advising and assisting students with academic issues 

and concerns. I assist the Chair with faculty and staff which includes mentoring and providing 
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guidance. I function as the internal and external liaison with other campuses, colleges, schools, 

departments, and committees.  

I provide input and assist the college in the academic planning cycle. For example, 

operating and capital budgets, instructional resources, and program reviews. I coordinate and 

assist ongoing program development, evaluation, and improvement and advise the Chair on 

emerging trends in program curricula and on implementation strategies for curriculum changes. 

Further to this, I coordinate the development of the action plans for continuous improvement of 

Key Performance Indicators (KPIs). KPIs are used annually to measure how well Ontario 

colleges meet the needs of students, graduates, and employers (Anonymous, 2021f). These will 

be further discussed in Chapter 2. 

I am a member of our Accessibility Committee and two subcommittees: (1) Accessibility 

Five-Year Plan Committee; and (2) Accessibility Policy Committee. Being a member of these  

committees allows me to continue my influence at the micro level to encourage administrators, 

faculty, staff, and students in developing their understanding of the lack of integration our CICE 

program and students are currently experiencing. Although I hold a position of influence, I do 

not have a direct agency on the hiring process of faculty and staff. I do not have the agency to 

lead change at the administrative level if the SOG refuses to engage in the change process. 

Lens Statement 

 Capper’s (2019) DSE, aligned with social constructivism have supported that the 

epistemology of the current systems concentrates on power, oppression, and inequality. I seek 

to present solutions that limit the divide between the marginalized CICE program and its 

students with the administrators, faculty, staff, and students at Marshall College. The 

interpretivist perspective led to the development of social constructivism, where knowledge and 

truth are created, not discovered by the mind (Schwandt, 1994, 2000). Disabilities can be 

regarded as a social construct because its meaning comes from an assortment of social and 

environmental factors (Brown & Radford, 2007).  
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Leadership Philosophy: Transformational Leadership 

 Burns (1978) viewed a transformational leader “as one who engages with others in such 

a way that the leader and the follower raise one another to a higher level of motivation and 

morality” (p. 20). Bass (1998) claimed that this leadership approach is found in all organizations 

and on all hierarchical levels. Bass (1985) provided a more advanced form of transformational 

leadership and suggested four components: (1) intellectual stimulation; (2) individualized  

consideration; (3) inspirational motivation; and (4) idealized influence. Since Burns’ (1978) and 

Bass’ (1985) ideas about transformational leadership, there have been other versions and 

developments. For example, Hartnell and Walumbwa (2011) investigated the relationship 

between transformational leadership and organizational culture to increase the understanding of 

how leaders affect the social context to support positive organizational outcomes.  

Transformational leaders share a vision, stimulate followers, mentor, respect individuals, 

nurture creativity, and act with integrity (Bass, 2008; Bass & Riggio, 2006). Basham (2012) 

described transformational leaders as sharing influence using collaboration and trust to motivate 

followers to respond to the vision or change. Bennis and Nanus’ (1985) research concluded 

transformational leaders “involve themselves in the culture of the organization and help shape 

its meaning” (p.176). I have been a part of Marshall College for 14 years, worked within various 

departments, and have held different coordinator positions. I have built professional working 

relationships with our SOG, faculty, and support staff in several departments during this time.  

Authentic Leadership 

The second leadership model that I identify with is the authentic leadership approach. 

Duignan (2014) stated "authentic educational leaders need to bring together head, heart, and 

hands in their practices because leadership is, after all, a moral craft" (p. 162). Walumbwa et 

al. (2008) detected authentic leadership as being assortments of five subcomponents: “self–

awareness, relational transparency, internalized regulation, balanced processing of information, 

and positive moral perspective” (p. 95). I completed the Authentic Leadership Questionnaire 
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(ALQ) (Walumba et al., 2008), and my scoring indicated that I have high self-awareness, and 

closely followed were internalized moral perspective and rational transparency. The authentic 

leadership approach seeks to understand the problem that exists. This corresponds to Bacchi 

and Goodwin’s (2016) What the Problem is Represented to be (WPR), which is beneficial for 

investigating this complex PoP. Further, the authentic leadership approach promotes trust, 

transparency, and relationship building. These qualities parallel with what will be needed to 

move this PoP forward for change. With authentic leadership being an extension of 

transformational leadership (Bass & Steidlmeier, 1999; Joo & Nimon, 2013) there is emphasis 

on efficacy of teaming these two leadership approaches to drive change forward at Marshall 

College. Joo and Nimon (2013) suggested that “the two leadership behaviours are not 

substitutable, but complementary” (p. 582). With up to 70% of change proposals failing due to 

leadership behaviours (Higgs & Rowland, 2005), the leadership practices of these two follower-

centric leadership approaches will alleviate leadership behaviours that disrupt change initiatives.  

Role in the Potential Change Process 

 One example of identifying my role and its alignment to my transformation and authentic 

leadership approaches in the change process will be working on curriculum changes for the 

CICE program. Bolman and Gallos (2011) stressed that, “a key to bringing faculty along is 

understanding and honouring norms of legitimate process” (p. 64). In the initial stages of 

working through this PoP, suggestions for curriculum changes were brought forward to the 

Centre for Academic Excellence Department and the Chair of the CICE department. It was 

imperative to have the key stakeholders together to present the suggested changes and have 

opportunities to receive input and feedback from everyone. Bolman and Gallos (2011) argued 

that the three P's of change: patience, persistence and process are the essential elements in 

successful leadership to implement change. Patience was needed to allow time for everyone to 

come to acceptable conclusions to the proposed changes. Persistence and process will also be 

required to continue the changes by having several follow-up meetings for communication, 
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transparency and rationale of the process that will need to be followed.  

 Another example of identifying my role and its alignment to my transformational and 

authentic leadership approaches in the change process, is to help bridge the significant gap of 

trust with our SOG and their current autocratic leadership approach. To create a trusting team 

atmosphere, I will need to use mechanisms, such as committees and focus groups to help 

achieve this. As an introductory plan, and mentioned above, I have joined the Accessibility 

Committee and the following two sub-committees: (1) Accessibility Five -Year Plan Committee; 

and (2) Accessibility Policy Committee. With various positions represented, we can start to close 

the gap between SOG, faculty, staff, students. The amalgamation of transformational and 

authentic leadership suits my agency as CICE faculty and the need for inclusion in this OIP.  

Conceptual Framework for Application 

 The conceptual framework for application is imagined as a combination of theory, and 

change models supported by transformational and authentic leadership, while taking into 

consideration the organizational structure and leadership that I am working within to improve the 

lack of inclusion of the CICE program and its students at Marshall College (see Figure 2). 

 Figure 2  

Conceptual Framework for Inclusion of the CICE Program at Marshall College         
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Leadership Problem of Practice 

In recent years, PSE programs, such as the CICE program, have gradually emerged at 

colleges for individuals with developmental disabilities. Students with developmental disabilities 

have previously been deprived of the opportunity to pursue PSE in Ontario because they did not 

meet the criteria for traditional admission requirements. In most cases, adults with disabilities 

have lower education levels, higher rates of unemployment, and lower household incomes 

(Towle, 2015). Barriers to their PSE can take a variety of forms. They can range from physical, 

technological, systemic, financial, attitudinal, or can arise from not receiving a needed 

accommodation or modification promptly (OHRC, 2000). Many PSE institutions do not consider 

or remove the barriers for students with developmental disabilities from participating in 

academic and non-academic activities available to non-disabled students and consequently,  

these students are siloed within the institution.  

 The inclusion of students with DD in an educational setting is new, outside of the 

traditional PSE scope and academic leadership has few research-based guidelines to provide 

direction for integrating programs within colleges and universities (Plotner & Marshall, 2015). 

The current lack of established policies and procedures leaves a lack of compliance with human 

rights legislation and unreliable programming. The PoP that will be addressed is how to improve 

the lack of integration experienced by the CICE program and its students in an Ontario 

Community College. 

Framing the Problem of Practice and Underlying Theories and Frames 

 This section will provide a historical overview of the PoP. Key organizational theories 

and frameworks will be discussed to frame the PoP. A clear situation of the problem with 

broader political, economic, and social context, including practices that shape the PoP are 

reviewed. 

Historical Overview  

 PSIs have traditionally chosen a certain type of abled mind and body student, excluding 
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individuals with DD from participating in PSE. Higher education for this group of students was 

not a goal path for consideration after high school until a few decades ago when the community 

living effort contributed to self-advocacy and the deinstitutionalization of individuals labelled with 

DD (Panitch, 2008; Carey, 2009). In Ontario, this led to “the Ontario college system creating a 

PSE opportunity for students with DD” (Bruce, 2011, p. 17), known as the CICE program. The 

CICE program at Marshall College is an oversubscribed program, meaning more students apply 

than there are available spots in the program. It is one of the 13 recognized PSE programs in 

the province of Ontario for students with DD. Each CICE program is organized based on MCU’s 

vocational learning outcomes but is delivered on its own guidelines with respect to which 

students are granted admission, how the curriculum is designed and how much integration the 

CICE students will have within the college programs and campus life (Gallinger, 2013). 

 In history, perceptions of disability have been to group individuals with a variety of 

disabilities together into one broad classification. As Brown and Radford (2007) declared, 

comprehensive documentation of disability in early history is a rare product. In the past, there 

was not a societal need to separate disabilities into distinguishing groupings and it can be 

argued that this need to define and organize individuals into any complete way is a recent 

occurrence. Between 1965 and 1995, many policies were implemented by the Ontario 

governments pertaining to access to PSE. A review of the literature highlights the lack of a 

consistent definition of accessibility and how the government understands accessibility as the 

explanations changed significantly based on economic and societal influences. Braun et al. 

(2006) found that access for visible minorities and students with disabilities was not considered 

vital.  

 Traditionally, students with DD in Ontario have faced numerous barriers to attend PSE. 

College and university admission criteria are based on standard entrance requirements, which 

is characteristically, at minimum, an Ontario Secondary School Diploma (OSSD). Students 

with DD may not be protected under Ontario legislation that guarantees equal treatment in 
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education. The OHRC guarantees the right to equal conduct toward all students in education, 

without discrimination on the ground of disability. Still, for students to be protected under this 

legislation in PSE, they must be able to meet the course learning outcomes (OHRC, 2021b).  

Students with DD who require significant curriculum modifications to program content are 

considered as unable to meet the essential requirements of PSE. Consequently, they do not 

qualify for services and supports under the legal duty for PSIs to accommodate students with 

disabilities. These issues have contributed to the systemic exclusion of students with DD from  

participating in PSE.   

Organizational Framework: Interpretivist Paradigm, Social Constructivism   

 This PoP situates itself within the interpretivist paradigm, where the ontological view of 

this paradigm is grounded in that the world and knowledge is created by social contextual 

understanding (Burrell & Morgan, 1979). Burrell and Morgan (1979) originally described 

analyzing an organization through an interpretivist lens to allow the subjective examination of 

the organization as a social entity. Putnam and Banghart (2017) explained that the reality of an 

organization is socially constructed through the meanings conveyed by language, symbols, and 

social interactions. The focus is on observing human behavior, their perception, and the 

experiences of society. It is thought that human development is socially situated, and knowledge 

of the world around us is created through our interactions with others. Social communications 

and connections become lived experiences and accepted patterns of behaviour. This PoP 

narrates the interpretive viewpoint since it contests the status quo and social order of students 

with DD in PSE.  

The PoP would not align with the structural-functional epistemology since this view  

focuses on the efficiency of the organization. Interpretivists are concerned with “how people 

experience the organization with a goal of understanding” (Capper, 2019, p. 54) and that 

“organizations are socially constructed and exist only in the perceptions of people” (Capper, 

1993, p. 11). However, it is imperative to note some commonalities between an interpretivist 
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and structural functionalists’ epistemology. Both assume that “the existing social order and its 

institutions are legitimate, necessary, and not problematic” (Capper, 1993, p. 12; Burrell & 

Morgan, 1982). This is important since this PoP is situated in a hierarchical organizational 

structure.   

 The interpretivist perspective guided the development of social constructionism, where 

knowledge and truth are formed, not learned by the mind (Schwandt, 1994, 2000). Over time, 

social constructions become deeply rooted in society as common knowledge. People with 

disabilities have been perceived as objects of fear, hatred, and pity (Braddock & Parish, 2001). 

Disabilities have been entrenched in how society knows and acts in response to differences, 

and the social response has resulted in segregation (Oliver, 2013). 

Disability Studies in Education Epistemology  
 

Further to the interpretivist paradigm, Disabilities Studies in Education (DSE) will also be 

used to help frame this PoP. DSE epistemology has progressed recently and falls “on the 

radical end of the change continuum withing modernism and has also been heavily influenced 

by postmodernism” (Capper, 2019, p. 173). Capper (2019) analyzed the DSE literature and 

identified “tenets to inform organizational theory, leadership practice, and research” (Capper, 

2019, p. 173). The DSE tenets are: (1) hegemony of normalcy; (2) denouncement of labeling; 

(3) disability is socially constructed; (4) critique of special education; (5) importance and critique 

of inclusion; (6) disability voice; and (7) intersectionality (Capper, 2019). The following three 

tenets have been chosen to be explored in greater detail as they pertain to this PoP: (1) 

disability is socially constructed; (2) importance and critique of inclusion; and (3) disability voice.  

Beginning with the first tenet, disability is socially constructed, PSE and society are 

centered in normalcy. As a result, any differences are labeled and students with DD are 

marginalized (Capper, 2019). DSE scholars trust that disability is socially constructed and have 

framed “disability as a social, cultural, political, and historical phenomenon situated in a specific 
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time and place rather than a medical, scientific, or psychological ‘objective fact’” (Baglieri et al., 

2011b, p. 2130). In other words, disability is a function of the environment and DSE sees 

disability as an ideological system that perpetuates structures and systems of power and 

privilege, not as a medical diagnosis (Capper, 2019). The social construction of disability 

pertains not only to the non-medical classifications, such as mental health issues and/or 

learning challenges, but to all classifications that may be habitually seen as medical, such as a 

visual impairment. For example, a student may have a visual impairment, but how the PSI 

responds to and supports the student determines whether the visual impairment becomes a 

disabling condition for the student in PSE.  

 The second tenet is importance and critique of inclusion. Connor and Gabel (2013) 

stressed the need for inclusive practices and associated curriculum that is developed with 

Universal Design for Learning (UDL) principles. However, DSE scholars have noticed very few 

inclusive practices, and that most inclusion stops at the physical space and does not speak to 

curriculum or other school features (Baglieri et al., 2011b; Erevelles, 2011). DSE scholars argue 

that inclusive education is essentially about all learners and not just about students with DD, 

and that inclusive education is about all learners’ experiences with schooling “inclusive and 

participatory rather than exclusionary and marginalizing” (Capper, 2019, p. 180). Inclusive 

education should not be just concerned with where the students are physically placed. Baglieri 

et al. (2011) asked us to question the cultural practices of schooling as opposed to just seeking 

prescribe definitions of inclusive education to be applied to help reach the goal for democratic 

and socially just education. 

 The third tenet is the disability voice. DSE is similar to Critical Race Theory in that DSE 

also promotes counter-narratives to seek the perspectives of students with DD (Capper, 2019). 

DSE seeks the perspective from students with DD along with families and students across 

differences. I will need to extensively involve the participation of students, staff, and families in 

the decision-making processes. For example, ensuring that there are student and parental 
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representations on our Program Advisory Committee (PAC) to engage them with Marshall 

College and the CICE program. Also, gathering and analyzing the data from our KPI surveys will 

capture the voices of our CICE students.  

Bolman and Deal’s Four-Frames Model   
 

The PoP will also be examined through Bolman and Deal’s (2017) four-frames model, 

including the key assumptions of each frame. Bolman and Deal (2017) suggested that leaders 

approach organizational issues from the following four frames: (1) structural; (2) human 

resource; (3) political; and (4) symbolic. These frames can be used to reach the desired state of 

the organization as Bolman and Deal (2017) defined a frame as “a coherent set of ideas or 

beliefs forming a prism or lens that enables you to see and understand more clearly what goes 

on from day to day” (Bolman & Deal, 2017, p. 43).  

Beginning with the structural frame, this frame is task-oriented and includes 

organizational policies and procedures and the strategic plan (Bolman & Deal, 2017). The 

structural frame can be used to reflect on the hierarchical structure and the two unions (faculty 

and support staff) at Marshall College. The human resource frame comprises hidden and open 

agendas along with individual motivations and essential human needs (Bolman & Deal, 2017). 

This frame can be used to identify gaps central to the interactions between people and the 

organization. The organization needs the CICE program and its students for enrolment and the 

government grants it receives as well as faculty and support staff to support the students. 

However, there are tense relationships between the SOG and faculty as there are feelings of 

disempowerment. One example of this is the current change in Marshall College’s Coordinator 

Model and the reduction of release hours given to faculty to coordinate programs.  

The political frame is based on coalitions, conflicts, alliances, and resource allocations 

(Bolman & Deal, 2017). Arguably, the most important part of this frame is the allocation of 

scarce resources as MCU determines the funding model for colleges and universities. Further to 
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this, it is not transparent where the government funds get dispersed that Marshall College 

receives from offering the CICE program. The symbolic frame includes the organizational 

culture and traditions (Bolman & Deal, 2017) which parallels with the culture context that was 

described earlier. In addition, Capper (2019) grounded Bolman and Deal’s (2017) human 

resource frame and symbolic frame in the interpretivist epistemology as both frames can 

circulate oppression and inequities. Ryan (2006) encouraged educators to “understand the 

ways in which students are excluded, and the patterns that this process follows” (p. 6). The 

SOG, faculty, staff and departments at Marshall College will need to reflect and determine if 

characteristic routine practices may unconsciously be isolating the CICE program. 

 Bolman and Deal’s four-frames model aligns with nature of this OIP and Marshall 

College’s hierarchical organizational structure. A limitation of this framework is the absence of 

social justice. This void was filled by framing this PoP with Capper’s (2019) tenets in DSE, 

explored above in the Disability Studies in Education Epistemology section. 

PESTE Analysis   
 

A PESTE analysis is a framework to analyse the key factors (Political, Economic, 

Sociological, Technological, and Environmental) influencing an organization from the outside. It 

offers insight into the external factors impacting the organization. The political, economic, and 

social factors that shape this PoP will be articulated.   

Beginning with the political aspects, PSIs are obliged by AODA to prepare an 

Accessibility Plan every five years that is made publicly available and has been prepared and 

reviewed with persons with disabilities. Marshall College has an Accessibility Committee that is 

comprised of administrators, faculty, support staff and students. There is one student 

representative from the CICE program. The five-year Accessibility Plan is due to be revised this 

2021-2022 academic year. As noted above, Marshall College’s Accessibility Policy claims to 

provide a framework for accessible education that is consistent with AODA (Anonymous, 
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2021d), but fails to include details about the CICE program, such as what the CICE program is, 

what integration in PSE means, what a Learning Facilitator is, and what modifications to 

curriculum are. The OHRC defines integration as “the right to equal treatment in education, 

without discrimination on the ground of disability, as part of the protection for equal treatment in 

services” (OHRC, 2021a). The OHRC “operates as the main enforcement mechanism for the 

rights of persons with disabilities” (OHRC, 2021a). Students with disabilities must be fully 

integrated and have full participation in the PSI. AODA came into action in 2005 and, since then, 

has had the purpose “to develop, implement and enforce standards for accessibility-related to 

goods, services, facilities, employment, accommodation and buildings” (OHRC, 2021a). The 

goal is to reach accessibility standards in Ontario by January 1, 2025.  

Next to discuss are the economic factors that shape this PoP. In the Economic Context 

subsection of this chapter, it was mentioned that institutions must make significant investments 

to upgrade access to their facilities, provide assistive technology, and have additional personal 

support services available (Dallas et al., 2016). For a PSI to recuperate costs from providing 

increased services for accessible education, the institution can apply for funds, such as the 

Accessibility Fund for Students with Disabilities. The Ontario government provides these funds 

directly to the PSI to support the institution’s obligations under the OHRC to make their 

programs and services accessible for students with disabilities (OHRC, 2021b). In 2002, 

MCU acknowledged the Enhanced Services Fund (OHRC, 20291b). The purpose of this fund is 

to encourage the PSI to hire and offset the cost of learning strategists, assistive technologists, 

and other related technology positions. Education legislation and policy set the platform for most 

practices and research, determining where the funding goes and the possibilities of opening 

new paths to be explored. Legislation at the provincial level has impacted the status of PSE for 

students with DD.  

Lastly, the social context as it relates to this PoP will be explored. Referring to the 

social constructionist view, the social construction of students' perceptions of DD is created by 
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beliefs and standards that function in society. Berger and Luckmann (1966) reported how social 

constructions are formed by individuals interacting with one another and in groups whereby a 

social structure is shaped. Over time, this becomes engrained in society as the natural way of 

thinking about things and doing things.  

In the Social Context subsection of this chapter, the social model and medical model that 

have been prevalent in conceptualizing inclusive education for students with DD were discussed 

(Matthews, 2009; Oliver & Barnes, 2012). Although the social model focuses on removing 

barriers in the educational setting for students to have equitable access to PSE, the 

administrators, faculty, and support services at Marshall College have resisted both the CICE 

program and the services needed to support the students. There is also a perceived gap 

centered on the faculty and staff's discussions, which frames students with DD in a deficit-based 

model rather than seeing the unique strengths they bring to Marshall college’s environment.   

Guiding Questions from the PoP 

While exploring this PoP, the complex realities of addressing the lack of integration of 

the CICE program and its students at Marshall College became evident. The focus of students 

with DD and access to PSE circles around four major themes in the literature: disabled 

students, higher education programs, the academic staff, and the non-disabled peers. It has 

also been demonstrated that all four of these components must be attended to at all levels of 

the organizational system to achieve the best outcomes (Konur, 2006). Accordingly, I have used 

these four areas of inquiry to frame the guiding questions associated with this OIP. 

 The disabled students are considered the second key stakeholders behind the 

policymakers in PSE (Konur, 2006). Curriculum adjustments for students with DD have become 

an important admission and access issue as the shift from traditional delivery models to more 

online learning formats have become a popular choice for educators to use. Fichten et al. 

(2003) performed detailed studies that researched different formats of access for disabled 

student groups. This study concluded accentuating the importance of needing an individual 
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approach to meet the needs of this student population. Thus, the first questions that must be 

considered in developing this OIP relates to the influx of neoliberal education, financial 

pressures, and limited resources; how do we redevelop current policies and procedures to 

disrupt the segregation our CICE program and students are currently experiencing at Marshall 

College?  

 The service providers in PSIs represents another key group when considering 

institutional policies and access to higher education for disabled students. Daniels (2004) 

inspected specialist services for DD students across community colleges in Maryland (US) and 

La Vigne (2015) considered the perceptions of disability service administrators in California’s 

community colleges. Both studies discovered there was a need for training on specific  

curriculum design for students with DD and training resources were needed for both faculty and 

administrators. In addition to training and resources, it was suggested having accessible  

website guides could assist in circulating policies and procedures throughout the institution. This 

leads to the second question. What challenges do service departments, administrators, and 

faculty face as they address the needs of the demographically changing student body?    

 The faculty in PSIs are another key stakeholder when discussing institutional policies on 

admission and access for students with DD in higher education. Investigation of the faculty’s 

attitudes towards adjusting their courses for developmentally disabled students was a focus on 

Foss’s (2002) study. She found that most faculty were willing to allow extra time or a different 

setting during their examinations, however, faculty were less agreeable to provide alternate 

types or formats of the assessments, and less enthusiastic to allow the use of assistive learning 

technologies. Rao (2004) studied the attitudes of 245 faculty and their willingness to adjust for 

students with DD attending university. She used the Attitudes toward Disabled Persons Scale 

and found that departmental relationships affected their attitudes as those faculty in education 

or health care had more positive attitudes compared to other university departments. These two 

studies emphasized that some adjustments may not be considered reasonable by the faculty 
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based on the academic program standards and the academic staff has the authority to 

determine which adjustments are sound or not as their duties to make accommodations are not 

absolute under the disability laws. This leads to the third question. What are the attitudes of the 

faculty towards students with DD being integrated into their courses? 

 The attitudes of the non-disabled students towards their disabled peers are also 

important to observe. This would impact how the developmentally disabled student would 

integrate into classes with their non-disabled peers. Regrettably, there are few studies to draw 

any relationships or conclusions from, which highlights the lack of recognitions for the role 

played by these students” (Konur, 2003, p. 360). This leads to the fourth and final question of 

inquiry. What are the attitudes of the non-disabled students towards their disabled peers? 

Leadership-Focused Vision for Change 

In this section, I describe the current state of the CICE program at Marshall College, the 

envisioned future state, and identify change drivers from within and external to the organization. 

These factors shape and influence the leadership-focused vision for change that is specific to 

Marshall College. 

Current State  
 
 Since 1998, MCU and the 24 Colleges of Applied Arts and Technology have been  
 
using what are called Key Performance Indicators (KPIs) annually to measure how well  
 
Ontario colleges meet the needs of students, graduates, and employers (Anonymous, 2021f).  
 
The KPI initiative is an effort to ensure that college programs remain accountable, responsive,  
 
and effective in meeting the needs of its stakeholders (Anonymous, 2021f). In addition to KPIs, 
 
Marshall College has each of their programs participate in a mandatory Cyclical review process  
 
every five years. As per Marshall College’s Quality Assurance Accountability Policy, the purpose  
 
of the program review process is to provide a procedure “for ongoing quality improvement in the  
 
design, development, and delivery of curriculum to learners” (Anonymous, 2021g). Lastly, each  
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program at Marshall College participates in an annual review process to also follow the  
 
college’s Quality Assurance Accountability Policy “to ensure quality, integrity, and consistency of  
 
academic programs and learning experiences” (Anonymous, 2021g).  
 
 The CICE program has now been in operation for six years at Marshall College. The  
 
program recently went through the Centre for Academic Excellence department for the  
 
cyclical review process. The gaps identified during this review, along with the KPIs and  
 
Annual review included: a lack of cohesive learning outcomes in the core CICE curriculum  
 
structure; the lack of perceived preparedness of college faculty in delivering modified  
 
academics to a differing group of students; preparedness by many leaders, faculty, and  
 
service areas to work with the increased number of students with DD; reduced services  
 
Available for students with DD; and continuing sparse numbers of students with DD self- 
 
reporting meaningful interactions with their non-disabled peers. These gaps have contributed  
 
to the CICE program and its students operating and participating in isolation, separate from  
 
the rest of the college. This segregation does not support the obligation of accessible,  
 
inclusive education that Marshall College’s mission, vision, value statements declare. It also  
 
does not support the college’s Accessibility Policy. It is the goal to close these gaps between  
 
the current and the desired future organizational state for the CICE program and its students  
 
at Marshall College.  

 
Envisioned Future State 
 

Why is this PoP important to this institution? Successful integration of the CICE program 

and its students would give academic programming success with individualized modified 

curriculum, the preparedness of faculty delivering modified academics, increased services for 

students with DD, and campus engagement between CICE students and their non-disabled 

peers. In addition, this institution would be prepared to meet AODA's 2025 legislation.  

Referring to Schein and Schein's (2016) lily pond analogy, the “blossoms” representing 
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the exposed beliefs, values, and mission statement of the college needs to align with the “roots” 

as the cultural assumptions. There cannot be just the erasing of the colour on the announced 

blossoms. The announced beliefs and values would be compatible with how the leaves and 

blossoms turn out once the CICE program and its students are fully integrated with this 

Ontario college. Since CICE is one of the programs that make up the School of Community 

Studies, therefore an additional goal is to make a difference in the community. A concluding 

outcome for the students in the CICE program would be the entrance into the workforce, 

community integration, and contributing members of society.   

 I have looked at Think College’s (2011) conceptual framework that was created to  
 
address the need for research on evidence-based practices in effort to increase the  
 
appreciation of PSE opportunities for students with DD. There are four standards as  
 
cornerstones of practice (academic access, career development, campus membership, and  
 
self-determination) on what experts in the field have indicated are necessary elements of  
 
quality practice (Grigal et al., 2011). I have adopted Think College’s (2011) conceptual  
 
framework to represent the agency I have and what the desired future state of Marshall  
 
College would look like (see Appendix A). This OIP will become the conceptual framework to  
 
the entire research processes.  
 
Priorities for Change  
 

This PoP will necessitate a second-order change because “the underlying values, 

assumptions, structures, processes, and culture need to be addressed for change to occur” 

(Kezar, 2018, p. 71). The process will involve continually helping others understand the nature 

of the change and underpinning why it is important for learning (Kezar, 2018). Second-order 

change is the center of cultural and cognitive theories of change (Kezar, 2018). Political theories 

have shown insights of how bottom-up leaders can produce change (Kezar, 2018). From 

a cultural theory lens, this change within Marshall college involves the alternation of morals, 
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views, and myths (Schein, 1985). Cultural theories of change that describe the influence of 

history, values, and context of change are significant, unrelated to one’s position in the 

organization (Kezar, 2018). Buller (2015) also noted that cultural theories of change that impact 

values and contexts of change are important no matter what position you hold in your 

organizational hierarchy.  

Cognitive theory speaks to the need for learning and development, such as professional 

development workshops delivered to SOG, faculty and staff for the changes to occur (Kezar, 

2018). Cognitive theories that describe the importance of helping people learn is substantial for 

me as a faculty member in the CICE program to inform the SOG of the changes I am 

advocating for. It is also important for me to assist in people learning to overcome resistance to 

change. Social cognition theory proposes making opportunities “for creating sensemaking to 

help overcome resistance and obstacles” (Kezar, 2018, p. 194). Political theories “suggest the 

importance of allies, coalition-building, agenda-setting, and negotiation of interests” (Kezar, 

2018, p. 139). As a faculty the CICE program, I have a position of influence, and as a grassroots 

leader, I can develop a vision for my change initiative through transformational and authentic 

leadership approaches.  

Kezar and Lester (2011) suggested nine strategies for grassroots leaders to leverage for 

creating change. Of these nine strategies, I can exert my agency and prioritize change in the 

following areas:  

• gathering data 

• joining, and utilizing existing networks and partnering with influential external 

stakeholders 

• garnering resources 

• working with students, leveraging curricula, and using classrooms as forums 

• professional development, and intellectual opportunities.  
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The only strategy that I do not have agency with is hiring like-minded people, although I 

can have influence with this.   

Change Drivers 

 The change process that will be outlined for the inclusion of the CICE program and its 

students at Marshall College is complex and multi-level but is also foreseeable and mappable. 

According to Whelan-Berry et al. (2003), “change drivers are events, activities, or behaviors that 

facilitate the implementation of change” (p. 99). In addition, there are change drivers that 

facilitate the implementation of change, and there are change drivers that create awareness 

concerning the need for change. Change drivers can consist of vision, communication, training, 

and leadership, but change drivers can also be changes in human resource practices and 

organizational structure and processes (Whelan-Berry & Somerville, 2010; Whelan-Berry et al., 

2003). For this OIP, I will be discussing the use of specific change drivers (accepted change 

vision, change related communication, change related training, and aligned organization 

structure and control processes) as outlined by Whelan-Berry and Somerville (2010). 

 The first change driver that will be applicable for this OIP is accepted change vision. A 

key component of organizational change is that the change vision is accepted by all 

stakeholders (Whelan-Berry & Somerville, 2010). This relates to Kotter’s (1996, 2012) creating 

the sense of urgency in the change model that will be outlined in Chapter 2. This driver will 

involve Marshall College’s internal stakeholders, such as SOG, faculty, staff, and external 

stakeholders, such as our PAC. There must be buy-in to the vision, and all will need to agree 

that this vision for change is positive for Marshall College. 

 The second change driver that is applicable for this OIP is change related  

communication. Cameron and Green (2004) found that communication is critical for individuals 

to adopt the recommended change. Once the vision is created, I will need to communicate this 

vision regularly to the various levels in the organization, including the individual level to continue 

the momentum that will be discussed in Chapter 2 with Kotter’s (1996, 2012) change model. 
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This will also be re-visited throughout the change process communication plan in Chapter 3. 

This will help keep the organizational members motivated to continue the change initative. 

The third change driver that will be applicable is change-related training. Having  

administrators, faculty, and staff involved in professional development associated with topics, 

such as AODA, the CICE program and its students, modifications to curriculum, UDL, and 

inclusive education will be steps to move the change vision to allow groups and individuals 

develop an understanding of the change imitative and provide new knowledge and skills 

(Whelan-Berry & Somerville, 2010). 

 The fourth change driver is aligned organization structure and control processes. 

Policies and procedures will need to be adjusted to support this change initiative. For example, 

my agency on the Accessibility Committee will allow our Accessibility Policy and our 

Accessibility Plan to align with the upcoming AODA legislation as well as Marshall College’s 

vision, mission, and values statement. This will help ensure that as an institution, we do not 

revert to the pre-change state of the organization (Whelan-Berry & Somerville, 2010).  

One of the change drivers that Whelan-Berry and Somerville (2010) mentioned does not 

apply to this OIP is aligning human resources practices. As a faculty and working in a unionized 

environment, I will not have the agency or leverage for performance appraisals or rewards.  

Organizational Change Readiness 

 This last section of Chapter 1 will describe organizational change readiness based on a 

selection of available tools to assess change readiness. Finally, I address competing internal 

and external forces that specifically shape this change initiative. 

 Change readiness can be defined as “an individual’s beliefs, attitudes, and intentions 

regarding the extent to which changes are needed and the organization’s capacity to 

successfully undertake those changes” (Armenakis et al., 1993, p. 681). Marshall College’s 

Strategic Plan does not mention how this institution currently evaluates readiness for change, 

therefore it is an unknown factor entering this change initiative. To assess the change readiness 
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of Marshall College, two change readiness tools will be used: Armenakis et al.’s (1999) change 

readiness model, and Cawsey et al.’s (2016) readiness-for-change questionnaire. By using a 

dual model, the assessment of change readiness is likely to be more accurate and reliable. 

Armenakis, Harris, and Field’s Change Readiness Model 

 For this OIP, and for its applicability to Marshall College’s current state, the change 

readiness model by Armenakis et al. (1993, 1999) will be used as Marshall College’s history of 

unsuccessful change initiatives could be attributed to the absence of using a focused model, 

such as Armenakis et al.’s (1993, 1999). Armenakis et al. (1993, 1999) identified five key 

change beliefs that motivate the change recipients’ reasons to support the change initiative, 

which in turn, increases the prospect of successful viable organizational change. The following 

five beliefs are explored to better grasp Marshall College’s existing state of readiness for this 

change process: discrepancy appropriateness, efficacy, support, and valence.  

 Discrepancy refers to the belief that a change is needed; that there is a notable gap 

between the current state of the organization and the desired state (Armenakis et al., 2009). 

Although some administrators, faculty, staff and students, and regulators such as AODA and 

OHRC recognize the need for the CICE program and its students to be integrated in PSE at 

Marshall College, not all members at Marshall College are aware of this need to change. 

Appropriateness mirrors the belief that the change is planned to address a discrepancy is the 

accurate one for the status quo. Using a bottom-up/grassroots leadership approach, the 

administrators, faculty, staff, and students will play an essential role in determining the vision of 

the CICE program and its students at Marshall College.  

Efficacy refers to the confidence that the change recipient and the institution can 

successfully implement the change process (Armenakis et al., 2007). However, having students 

with DD integrated into PSE is a new arena, for faculty, administrators, and their non-disabled 

peers. For example, modifications of course learning outcomes is a new commodity for faculty 

and administrators. Consequently, there is a risk of unknown and uncertainty about how this 
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change will affect them. A combined transformational and authentic leadership approach will be 

used to prepare the organization for change.  

Support is the belief that the key individuals for the change imitative are committed to the 

success of the change and will see it through so that it does not fade away (Armenakis et al., 

2007). For this change to be successful, commitment and investment must come from internal 

stakeholders, such as our SOG and external stakeholders such as our PAC. Thankfully, both 

have shown dedication and obligation to increase the lack of integration of the CICE program 

and its students through preliminary meetings and discussions. However, faculty in other 

programs and some service departments are not similar advocates of such a change initiative.  

Valence imitates the belief that the change is advantageous to the change recipient 

(Armenakis et al., 2007). Administrators, faculty, staff, and students must see how this change 

initiative will benefit them specifically. If an organizational member observes that their self-

interest is vulnerable by the change process, they could become resistant to it.  

Armenakis and Harris (2009) suggested that these five beliefs play a critical role in the 

three steps of the change process: creating readiness, change adoption, and institutionalization. 

Their empirical inquiries regarding discrepancy and appropriateness in change contexts 

(Armenakis et al., 1979; Oswald et al., 1994, 1997; Cole et al., 2006) highlighted the worth 

of these two change beliefs for change recipient attitudes, including job satisfaction and 

organizational commitment. The task I face as the change agent is to anticipate, consider, and 

plan to influence and shape these beliefs in pursuit of readiness for change, implementation 

support, and change commitment. These phases will be discussed next. 

The first stage of change is all about readiness, which is concerned with getting people 

set for change. For lasting change to occur with this change initiative at Marshall College, all 

stakeholders need to know why the change is necessary and is rooted in advantageous 

improvements. It is essential that the need for change is accepted in terms of the gap between 

the current state and the desired state at Marshall College (Cawsey et al., 2016). As a 
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transformational-authentic leader, I will need to “make a clear and compelling case to key 

stakeholders about why things must change” (Buller, 2015, p. 71). I will have to have Marshall 

College see the need for this change to assist in the organizational readiness for this initiative. 

The second phase of adoption focuses on the change executed and the employees 

implement the new methods of operating. This phase is a critical period where employees may 

still reject the entire change initiative (Armenakis & Harris, 2001). The need for successful 

communication strategies is critical at this stage of the change readiness model since influential 

communication practices can help reinforce confidence and motivation towards the change 

initiative (Armenakis & Harris, 2001). As the change agent, several information sessions 

regarding the change initiative have been underway with the SOG, departments, faculty, 

students, and our PAC.  

Institutionalization is the third stage in the change process. This stage is portrayed by a 

shared commitment toward the execution of the collaboratively established accomplished plan 

(Armenakis & Harris, 2001). Armenakis et al. (2015) warned that although this phase can be 

capable of compliance, there is risk that compliance turns to complacency. For the CICE 

program and its students to become fully integrated within Marshall College, it will be vital that 

the SOG ensures that integration continues with each new intake of students. For the 

integration process to be fully entrenched within Marshall College’s culture, policies, and 

procedures, the SOG will need to play an active role in regularly supporting the integration of 

students with DD into academic concentration classes and the campus environment.  

Cawsey, Deszca, and Ingols’ Readiness for Change Questionnaire 

Building on the work of Stewart (1994), Holt et al. (2007), and Judge and Douglas 

(2009), Cawsey et al. (2016) designed a change readiness questionnaire to help organizations 

assess their readiness for change and obtain an understanding of the strengths and gaps they 

possess as they approach a change. This tool is organized into the following six dimensions: 

previous change experiences, executive support, credible leadership and change champions, 
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openness to change, readiness dimensions, rewards for change, measure for change and 

accountability (Cawsey et al., 2016). Each category considers what is both promoting and 

inhibiting change readiness for change agents to take the necessary steps to improve 

readiness. The readiness score can vary between -2 to +2 for each question and the total score 

can be between -10 to +35 overall. The higher the score, the more ready the organization is for 

the proposed change initiative. This survey provided a readiness score of +9 informed by my 

interpretation of the organization’s change readiness. As a result, Marshall College appears to 

be on the lower end of the change readiness scale. 

 Throughout the use of Armenakis et al.’s (1999) change readiness assessment model, 

and Cawsey et al.’s (2016) organization’s readiness for change tool, Marshall College is 

between a low-to-medium level of change readiness. Armenakis et al.’s (1999) change 

readiness assessment indicated support from our SOG and external stakeholders, such as our 

PAC from the data presented from our annual and cyclical review process and KPI survey 

results. Some faculty and service departments are lower on the change readiness assessment 

tool, as they feel a risk to the unknown about how this change will affect them since students 

with DD accessing PSE is still a new arena. Based on the result of Cawsey et al.’s (2016) 

readiness for change questionnaire, Marshall College scored the lowest in the previous change 

experiences section. The notion that Marshall College does not currently have a method for 

assessing change readiness could be an explanation for a low score in this area. Overall, it can 

be summarized that Marshall College is on the lower end of the scale as the organization’s 

readiness for change.  

Addressing Competing Forces 

 According to Cawsey et al. (2016), the key to organizational change is to “understand 

the forces and how they respond to shifts in pressure” (p. 172). Lewin’s (1951) force field 

analysis is a theory that puts emphasis on the driving and resisting forces connected to change. 

Driving forces lean towards change, while resisting forces tend to decrease the driving forces. 
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To introduce change, the driving forces must outweigh the resisting forces (Cawsey et al., 

2016). Freire (1970, 2018) discussed the societal evaluation of individuals with exceptionalities 

within a traditional cultural context, and the class conflict that has continued for centuries 

proposes an antagonism towards certain people. Integrating the importance of student 

inclusiveness indicates a strong administrative direction for equity and diversity amongst the 

staff and student practices. Freire (1970, 2018) confirmed the need for a cooperative dialogue to 

manage and promote these change initiatives. External factors are more present within the 

macrosystem, including economic and political influences aligned with the PESTE analysis 

discussed previously. A force field analysis adopted from Cawsey et al. (2016) was applied (see 

Appendix B) to identify forces that propel and oppose this change initiative. 

 This section outlined a comprehensive evaluation of Marshall College’s change 

readiness specific to this PoP. Diagnosing the institution’s current state identifies the leadership 

need to take time to assess Marshall College’s readiness for this change initiative.  

Chapter 1 Summary 

  Chapter 1 built the foundation for this OIP. The organizational context was summarized.  

My transformational-authentic leadership lens, and agency to lead this change at the micro level 

was introduced. In Chapter 2, I shape the planning and development phases by describing 

transformational and authentic leadership approaches for leading change through Kotter’s 

(1996, 2012) eight-step change Model. Further, potential solutions for addressing the PoP, and 

leadership ethics will be discussed. 
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Chapter 2: Planning and Developing 

 The envisioned future state of successful integration of the CICE program and its 

students at Marshall College would give academic programming success with individualized 

modified curriculum, the preparedness of faculty delivering modified academics, increased 

services for students with DD, and campus engagement between CICE students and their non-

disabled peers. In addition, this institution would be prepared to meet AODA's 2025 legislation. 

This chapter’s objectives are to communicate the leadership approaches to change and the 

framework for leading the change process. Further, a critical organizational analysis will be 

observed, and viable solutions to address the PoP will be discussed. Moreover, a section will be 

dedicated to leadership equity and organizational change as a conclusion to this chapter. 

Leadership Approaches to Change 

 This PoP seeks to influence administrators, faculty, and staff to improve the lack of 

integration experienced by the CICE program and its students. In this section, I apply the 

transformational and authentic leadership approaches to change as a faculty coordinator for 

addressing this PoP. 

Transformational and Authentic Leadership 

 The emergence of transformational leadership began with the seminal work by Burns 

(1978). Burns (1978) attempted to connect the roles between leaders and followers. Research 

has shown that employees prefer leaders to perform transformational leadership approaches, 

such as encouraging creativity, creating trust, and inspiring a shared vision (Notgrass, 2014). 

Weber’s (1947) and House’s (1976) vigorous work on charismatic leadership influenced Bass’s 

(1985) seminal work on transformational leadership. Bass (1985) specified that transformational 

leadership is based on the following four dimensions: idealized influence (charisma), 

inspirational motivation, intellectual stimulation, and individualized consideration.  

 Idealized influence or charisma is the emotional component of leadership (Antonakis, 

2012). Bass and Avolio (1990) described idealized influence as leaders expressing beliefs, 
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leaders acting consistent with espoused beliefs, and leaders discussing the importance of 

mutual trust. These are all critical actions to achieve the new vision to move this OIP forward. 

Inspirational motivation refers to leaders who communicate elevated expectations to followers, 

influencing them through motivation to become committed to the shared vision. Ng and Sears 

(2011) suggested that “transformational leaders motivate followers by appealing to higher ideals 

and moral values” (p. 42). Intellectual stimulation includes leaders who stimulate followers to be 

imaginative and inventive while also challenging their own beliefs and values (Ng & Sears, 

2011). Individualized consideration represents a leader who provides a supportive climate “in 

which they listen carefully to the individual needs of followers” (Northouse, 2019, p. 171). Bass 

(1985) emphasized that transformational leadership improves the leader and follower relations. 

The four dimensions of transformational leadership described accentuates the need for 

collaboration between administrators and faculty in addressing this PoP. 

The transformational leadership approach has influenced my practices of decision 

making, communication and building and maintaining my relationships with my colleagues.  

The transformational leader is vital in developing the organizational culture while empowering 

others (Bass, 1998). As a leader using the transformational leadership approach, the need for 

time, influence, and determination will be stressed for this second-order change. Additionally, I 

am confident that this PoP can be effectively addressed through the combined approach of 

transformational and authentic leadership.  

Authentic leadership is a developing leadership style that has been credited for 

transforming organizations (Avolio & Gardner, 2005); transforming Marshall College is the vision 

for this OIP. As an authentic leader, self-awareness and awareness of others will be used for 

administrators, faculty, staff, and students to understand the current cultural at Marshall 

College, the CICE program, its students, and how they view themselves as “outside the 

mainstream” or “guests” to a program and group of students who are not part of the institution 

(Manning et al., 2013). Authentic leadership is an appropriate approach for a clear ethical vision 
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and a shift in culture towards inclusion with the CICE program and its students.  

Walumbwa et al. (2008) identified four components of authentic leadership: self-

awareness, internalized moral perspective, balanced processing, and relational transparency. 

Self-awareness refers to the process of individuals understanding themselves, their strengths 

and weaknesses and reflecting on core values (Walumbwa et al., 2018). This also includes 

being aware of and trusting one’s own feelings (Kemis, 2003). Internalized moral perspective 

refers to individuals using their internal moral standards and values to guide behaviours as 

opposed to allowing outside pressures to control them (Walumbwa et al., 2018). Balanced 

processing refers to the ability to examine information objectively and gather other people’s 

opinions before making decisions (Walumbwa et al., 2018). Relational transparency refers to 

being open and honest and occurs when core feelings, explanations, and inclinations are 

shared with others appropriately (Kemis, 2003). These four factors that form the basis of 

authentic leadership are critical to help me be perceived as a trustworthy and believable leader 

by my followers to lead this OIP.  

Authentic-transformational leaders work with morality and emphasize serving the 

organization (Yasir & Mohamad, 2016). Regardless of attempts to identify authentic leadership 

as its own exclusive concept, it has similarities to transformational leadership. Trust represents 

a key overlap between these two approaches. Both styles of leadership are associated with 

similar outcomes, such as trust in leadership (Clapp-Smith et al., 2009; Wong & Cummings, 

2009; Wong et al., 2010), follower job satisfaction (Giallonardo et al., 2010; Jensen & Luthans, 

2006 & Walumbwa et al., 2008), organizational commitment (Jensen & Luthans, 2006; & 

Walumbwa et al., 2008), and follower job performance (Walumbwa et al., 2008; Wong & 

Cummings, 2009). Figure 3 summarizes the main components of the transformational and 

authentic leadership approaches, demonstrating trust as the overlap between these two 

approaches. 
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Figure 3 

Transformational and Authentic Leadership 

  

 

       

Note. This has been adopted from Mckee, V. (2013). An examination of the similarities and 

differences between transformational and authentic leadership and their relationship to 

followers' outcomes. [Doctoral dissertation, University of North Texas]. 

https://digital.library.unt.edu/ark:/67531/metadc283823/m2/1/high_res_d/dissertation.pdf 

Other leadership models were considered. For example, I contemplated the 

transformative leadership model, however after a deeper dissection of this approach, it does not 

align with my agency. According to Shields (2010), the starting point of transformative 

leadership is to challenge “inappropriate use of power and privilege that create or perpetuate 

inequality and injustice (p. 564). However, transformational leadership focuses on “improving 

organizational qualities, dimensions, and effectiveness” (Shields, 2010, p. 564) which aligns 

with my agency to lead this OIP. This requires working with teams through motivation, and 

intellectual stimulation with individual consideration to create this necessary and valuable 

change. Further, transformative leadership emphasizes deep and equitable change in social 

conditions, whereas transformational leadership’s emphasis is on the organization (Shields, 

2010). Grounded in the values of equity, inclusion, excellence, and social justice, transformative 

leadership critiques inequitable practices, oppression, and marginalization wherever they are 

found (Shields, 2020). This leadership suggests the promise not only of greater individual 

achievement but of a better life lived congruent with others (Shield, 2020). It is my hope that this 

OIP could lead to the deconstruction and reconstruction of social and cultural knowledge that 

transformative leadership speaks of to have societal transformation in the future.  

The autocratic leadership approach in which this institution operates under has been 

Transformational Leadership 
• Inspirational motivation 
• Idealized influence 
• Intellectual stimulation 
• Individualized consideration 

Authentic Leadership 
• Self-awareness 
• Relational Transparency 
• Balanced processing 
• Internalized moral perspective 

Trust 

https://digital.library.unt.edu/ark:/67531/metadc283823/m2/1/high_res_d/dissertation.pdf
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criticized for its lack of ability to develop a community of trust for long-term planning. There will 

need to be a bridge built between my combined transformational and authentic leadership 

approach and the organization's autocratic approach. De Hoogh et al. (2015) proposed that 

autocratic leadership can promote team psychological security when team members accept the 

hierarchy within the team. What may determine the effectiveness of autocratic leadership is the 

presence or absence of intrateam power struggles, or competition within the team over positions 

of power and control. De Hoogh et al. (2015) found support for these ideas in a study that 

concluded when team power struggles were low, autocratic leadership was positively related to 

team psychological safety, and thereby indirectly positively related to team performance.  

It will be imperative for me to use the strategies associated with transformational and 

authentic leadership approaches, such as creating trust through transparency and support to 

promote a team atmosphere to keep the power struggles low for our department to work 

effectively with our administration. In addition, being able to cultivate leadership in others will 

help share the direction and delegate tasks within our team to hold people accountable. This 

can also act as a reminder to our faculty that change can provide the prospect to develop new 

talents and build self-confidence. 

Transformational and authentic leadership aligns with Kotter’s (1996, 2012) eight step 

change model to lead the change process that will be discussed next. The notion of motivating, 

communicating, and empowering by capturing the hearts and minds of individuals, and 

anchoring the change in the intuitional culture are key areas in the change framework as well as 

with transformational and authentic leadership approaches. According to Schein (1985), leaders 

need to be cultural agents and focus more on the value and meaning of the innovation. It is 

my hope to unite my transformational and authentic leadership approaches to Kotter’s (1996, 

2012) eight step change model. 

Framework for Leading the Change Process 

The change process will be framed around Kotter’s (1996, 2012) eight-stage process of 
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change. Although this was the chosen process of change, Lewin’s stage theory of change 

(Cawsey et al., 2016) and Cawsey et al.’s (2016) change path model were two other 

frameworks that were examined. With Marshall College’s hierarchical structure, and the 

complex nature of this PoP, it was determined that the change process will need a highly 

prescriptive and structured model that Kotter’s (1996, 2012) eight-stage process offers.  

Kotter’s Eight-Step Change Model 

Kotter’s (1996, 2012) change model stems from the scientific management theory and 

applies to bureaucratic organizations. It is a direct prescriptive framework with a linear 

path; therefore, many organizations continue to use it (Borrego & Henderson, 2014; 

Pollack & Pollack, 2015; Wentworth et al., 2020). Previous change initiatives have not been 

successful at Marshall College, primarily due to the lack of communication and unstructured 

approaches to change and not knowing when to progress to the next steps. While my 

transformational-authentic leadership philosophy conflicts with Kotter’s top-down change model 

(Pollack & Pollack, 2015), it is suitable for the traditional hierarchy of Marshall College, which 

necessitates cautious step-by-step incremental and linear change. Kotter’s (1996, 2012) change 

model is robust as it creates the climate for change, engages all stakeholders, and sustains 

change after implementation. It is also intended to introduce a culture of change across an 

organization (Kezar, 2018), which aligns with my transformational-authentic leadership 

approach. 

The first step of Kotter’s model is to generate a sense of urgency. Informing people of 

the urgent need for change helps them get ready for it (Kotter & Cohen, 2002). Kotter (1996, 

2012) declared that when individuals of an organization do not understand the reason for the 

change, they will not change themselves or buy into the change process suggested. The 

second step of Kotter’s model discusses building a guiding coalition. According to Kotter (1996), 

“no one person is capable of single-handedly leading and managing the change process in an 

organization” (p. 52). The structure of the guiding coalition would be developed in such a way 
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that it includes a diverse set of stakeholders who can mobilize change. The third step of Kotter’s 

model is to develop a vision and strategy. Forming a strategic vision leads the change process 

toward a shared, known, and wanted new state. Kotter (1996) explained one of the first tasks for 

the guiding coalition is to communicate a “clear and sensible vision” (p.70) for the 

transformation. This stage is critical for success because the implementation plans come from 

this vision (Cawsey et al., 2016).  

The fourth step of Kotter’s model is communicating the vision for buy-in. Change is only 

successful when people buy-in and push in the same direction (Besterfield-Sacre et al., 2014). 

Stage five is to empower employees for broad-based action. In his fifth step, Kotter (1996) 

argued that communication alone would not be sufficient, and obstructions will occur to 

implement change. Kotter (1996) identified the need to empower individuals to address 

four significant challenges: “structure, skills, systems, and supervisors” (Kotter, 1996, p. 102). 

Stage six is to generate short-term wins. Short-term successes establish that the effort put forth 

toward the change is paying off (Kotter, 1996). In the development of the change, celebrating 

smaller initiatives will keep the team motivated along the way and can serve as a responsive 

reward, creating momentum to successfully reach the end goal (Cohen, 2005; Kotter & Cohen, 

2002).  

The seventh step of Kotter’s model requires leaders to consolidate gains and produce 

more change. Kotter (1996) stressed that although it may be tempting to let up after celebrating 

the smaller wins, it is critical to use the short-term gains as groundwork toward the long-term 

goals of the organization. The eighth and final stage of Kotter’s (1996, 2012) change process 

incorporates change into the culture. Kotter (1996) believed that new behaviours might not hold 

if the behaviours are not anchored in the social norms and culture of the institution. When the 

change is institutionalized and becomes routine, and the knowledge, skills, and beliefs have 

been dispersed, it can be considered a success (Kotter, 1996, 2012).   

To summarize Kotter’s (1996, 2012) eight-stage process, this model provides a highly 
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structured step-by-step process for leaders to follow. Kotter (1996) argued that it is necessary to 

go through each phase in sequence so that the organization does not keep moving to higher 

stages without first properly attending to the earlier ones. This model also overcomes the 

simplification that Lewin’s stage theory of change has been criticized for. Figure 4 illustrates the 

linear structure of Kotter’s (1996, 2012) eight-stage process. 

Figure 4 

Kotter’s Eight-Stage Process of Change 

 

            Implementing and  
    Sustaining Change 

 

    Engaging and Enabling 
                  the Organization 

  

        Create the Climate for Change  
               

   
Note. Kotter’s eight step change model divides the change management process into eight 

steps into three phases. This has been adopted from “A Critical Review of Change Management 

Strategies and Models,” by S.T. Siddiqui, 2017, International Journal of Advanced Research, 

5(4), p. 674. (http://dx.doi.org/10.21474/IJAR01/3862). 

Applying Kotter’s (1996, 2012) Eight-Stage Process to Marshall College 

Marshall College is a PSI that requires an extremely planned process, such as Kotter’s 

(1996, 2012) eight-stage process to develop and implement this change initiative successfully. 

Leaders have used this model to identify resistance and be able to support individuals in the 

transition by creating an action plan for professional development which will be a key 

component for me as the change agent leading this OIP. Each stage will be discussed next as it 

pertains to this OIP. 

2. Create a guiding coalition 

3. Develop a vision and strategy 
 

4. Communicate the vision 
 

5. Empower employees 
 

6. Generate short-term wins 
  

7. Consolidate gains and produce more change 

8.  Anchor new approaches 
                   

1. Establish a sense of urgency  
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Establish a Sense of Urgency 

First, Marshall College needs to understand the sense of urgency from external forces. 

To gain SOG and other stakeholders’ attention and build a sense of persistence to change how 

Marshall College has been programmed to operate, AODA legislation will be highlighted to re-

set the system design. Initiatives move forward when leaders take a step back to assess the 

political landscape to find out who the players are and their interests. With AODA legislation 

coming into full effect by January 1, 2025, this will be the event that is emphasized to gain the 

attention for a research informed model to guide the full integration of the CICE program and its 

students to awaken Marshall College out of its present status quo.  

Create a Guiding Coalition 

The structure of the guiding coalition would be developed in such a way that it includes a 

diverse set of stakeholders who can assemble change. It will be important to draw upon the 

many sources of external and internal support for inclusion of our CICE program and its 

students to rationalize the initiative to administrators, departments, and faculty. I would include 

the following as part of the guiding coalition: Learning Disabilities Association, CICE PAC, 

Marshall College’s Accessibility Committee, administrators, and faculty coordinators at Marshall 

College. Once the guiding coalition is in place, as the lead faculty on this change initiative, I 

would introduce this OIP as a planned vision for changes that would assist in this institution 

moving from its present state to the future desired state. I will need to consider the resistance 

that I may encounter as this would start to challenge the existing deeply rooted culture within the 

college. 

Develop a Vision and Strategy 

For Marshall College to move forward with this change initiative, a shared vision and 

strategy will need to be in place. This will give administrators, faculty, staff, and students an 

opportunity to envision the desired state. This vision and strategy should represent Marshall 
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College and the CICE program as a place where all students are welcomed, where students 

can be involved within the campus and develop meaningful relationships with their CICE peers 

and their non-disabled peers, and where administrators, faculty and staff continue to learn and 

develop their awareness of students with DD in PSE. This vision and strategy can be achieved 

through professional development opportunities and information sessions. 

Communicate Vision, Empower Employees, and Generate Short-Term Wins  

 The next challenge will be motivating individuals to build momentum and move the 

change process. This will be done by communicating the vision multiple times to multiple 

audiences. In the plan to communicate the need for change and the change process section of 

Chapter 3, I will be drawing on Beatty’s (2015) study about communication during an 

organizational change. This is a critical stage where Marshall College and the community start 

to comprehend what the upcoming goals involve so that all are motivated by the joint end goal; 

successful integration of the CICE program and its students at this PSI. A variety of methods will 

need to be used to communicate the change vision, such as: Chair meetings, CICE PAC 

meetings, conducting focus groups and questionnaires with other program faculty coordinators, 

with student within the CICE program, and with their non-disabled peers. Movement can be 

hindered and there is the potential for difficulties arising, such as control from the faculty union. 

Kotter (1996) stressed that celebrating any short-term wins is an important part of the change 

process to keep individuals motivated. This OIP will be no different in needing to celebrate 

short-term successes as this will help to reinforce a strong message for any resisting parties, 

while implanting confidence in those of support for this change initiative.  

Consolidate Gains and Produce More Change, and Anchor New Approaches 

 The final two stages of Kotter’s change process will use the short-term wins to continue 

to build momentum to produce more alliance in the change process. This will be necessary to 

ensure that the change is embedded in the organizational culture, which will support anchoring 
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innovative approaches. These stages are enormously important for this OIP as this aligns with 

framing the PoP with the underlying social constructivist epistemology and DSE. Examples of 

short-term wins will be faculty attending professional development on topics, such as UDL and 

how to modify course learning outcomes for CICE students.  

In addition, examples of short-term goals to celebrate will be the development of a 

formalized peer mentorship program between our Enactus team of students with our CICE 

students. The Enactus team is a group of students from our business program who design 

different student-lead projects. One project that the group has recently created is called Endure. 

The Endure project will be developed on the following three pillars: financial literacy skills, 

resume building and mock interviews, and soft skills development through presentations. In 

addition, a peer mentorship program between the Endure and CICE students will be interwoven 

throughout these three pillars. Students involved with the Endure project have started working 

on developing financial literacy modules for individuals with DD. Due to this OIP, I am now one 

of the faculty advisors for the Endure project which has given the CICE students the opportunity 

to work with their non-disabled peers on this project. A further goal is to have CICE student 

representation on the Enactus team at Marshall College through the Endure project and 

collaboration.  

This section of the OIP outlined how to change. The following section will outline what to 

change through a critical organizational analysis.  

Critical Organizational Analysis 

 The two change readiness tools that were used in Chapter 1 to assess the change 

readiness of Marshall College [Armenakis et al.’s (1999) change readiness model, and Cawsey 

et al.’s (2016) readiness-for-change questionnaire] were helpful to assess the complexity and 

scope of change. Table 1 summaries the five necessary factors to determine Marshall College’s 

readiness for change. Armenakis et al. (1999) advised that these five factors play a critical role 

in the three steps of the change process: creating readiness, change adoption, and 
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institutionalization. After implementing this exercise, it was apparent there is room for growth 

before beginning this change initiative at this organization. Table 1 summarizes the strategies 

that I will use to prepare Marshall College for this change. 

Table 1 

Strategies for Readying Marshall College 
 

Armenakis et al. (1999) Readiness Factor Strategy 

Discrepancy Communication to inform and educate on 
AODA and OHRC 

Appropriateness Incorporating a bottom-up/grassroots 
leadership approach to create the vision 

Efficacy Using a combined transformational-authentic 
leadership approach to prepare the 
organization for the change 

Support Identifying and recruiting change champions 

Valence Identifying and communicating about “what’s 
in it for me/change recipients” 

 

The results of Cawsey et al.’s (2016) readiness for change questionnaire showed 

Marshall College scored the lowest in the previous change experiences section. This indicates 

the need for a prescriptive, highly structured change process, such as the chosen Kotter (1996, 

2012) eight-stage change process. In contrast, Marshall College scored high in senior leaders 

likely to view this change initiative as appropriate for the organization. More importantly, with the 

increase of students with DD accessing PSE due to AODA and OHRC law, there is compelling 

external data supporting the need for Marshall College to support this OIP and the inclusion of 

the CICE program and its student in the PSE environment. Cawsey et al. (2016) stated that “by 

considering what is promoting change readiness, change agents can take action to enhance 

readiness, for instance, if employees believe they lack the needed skills, steps can be taken to 

address such matters” (p. 110). The perceived lack of awareness, knowledge, and skills 

prevents administrators, faculty, staff, and the non-disabled students from effectively supporting 

the CICE program and its students. Therefore, a gap exists between the organization and CICE. 
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An organizational analysis of Marshall College uncovered many gaps, most of which exist due 

to the hierarchical structure and autocratic leadership approaches from our SOG that were 

described in Chapter 1. In addition, the multiple departments organized into schools make it 

challenging to coordinate activities and have successful cross-departmental communication. 

This OIP does not expect to change Marshall College’s organizational structure; however, it 

intends to identify applicable alterations in organizational practice that can lead to significant 

meaningful change. To provide a comprehensive picture of Marshall College, its constituent 

parts, and how they all fit together, Nadler and Tushman’s Organizational Congruence Model 

(1989) will be used. This model aligns with this OIP as it requires congruence between tasks 

(the work of the organization), people, structures and systems, people, and culture. Nadler and 

Tushman’s (1989) Congruence Model is shown in Figure 5. 

Figure 5  

Nadler and Tushman’s Congruence Model 

Transformational Process 

Informal Organization 

      

           Strategy         Work            Formal Organization  

    

                             People 

 

Note. Adapted from “Organizational Frame Bending: Principles for Managing Reorientation” by 

D. A. Nadler and M. L. Tushman, 1989, Academy of Management Executive, 3(3), p. 195 

(https://doi.org/10.5465/AME.1989.4274738). Copyright 1989 by Academy of Management 

Executive. 

Nadler and Tushman’s Congruence Model 

 The congruence model describes an organization and its relationship to its external 

environment. It is centered on the principle that an organization’s performance comes from four 

Output 
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essential parts: tasks, people, formal organization, and informal organization. The more these 

four components are in congruence with one another, the better the institution’s performance is 

in the external marketplace (Cawsey et al., 2016). The congruence model supports this OIP as 

it considers how dynamic organizations are, how they are constantly interactive with their 

continuously changing environments, and how changing one aspect will affect others. Nadler 

and Tushman’s model provides a template that assists in organizational analysis by linking 

environmental input elements to the transformational process to lead to desired outputs (Nadler 

& Tushman, 1989). The congruence model will be used in the next section to provide a more 

detailed organizational analysis of Marshall College. Nadler and Tushman’s (1989) Congruence  

Input: Environmental, Resources, and History 

 External environmental factors, such as the political, economic, and social factors that 

were discussed in Chapter 1 as part of the PESTE analysis, play a significant role in influencing 

what organizations choose to do. To further add to the PESTE analysis, the Landscape of 

Accessibility and Accommodation in Post-Secondary Education for Students with Disabilities 

October 2018 report, stated that “accessibility remains siloed within postsecondary education” 

(AODA, 2018, p.1). This report was published by the National Education Association of Disabled 

Students (NEADS). In addition, it was reported that the culture in PSE is failing its disabled 

students. Student Service departments are doing what they can within their parameters, 

however, they are often underfunded and understaffed (AODA, 2018). Supplementary to this, 

there is also a cultural stigma against disabilities that make it difficult for support service 

departments, such as Student Services to do their job effectively (AODA, 2018). 

 This analysis of Marshall College’s external environment is a fundamental change in the 

ability to see implications for action at this institution. Acknowledging the college’s history and 

recognizing the impact and constraints, while dealing with the current external environment, is 

necessary to produce the desired results.  
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Strategy 

 Strategic choices have an incredible impact on how the organization allocates resources 

and how to develop planned tactics towards improvement. Cawsey et al. (2016) outlined 

questions change agents need to consider, such as “what are the purposes and objectives of 

the planned change in the context of the organizational strategy? (p. 70). In other words, is it 

about fine-tuning or does the change involve something larger like changes to the strategy itself 

(Cawsey et al., 2016)? For Marshall College, the strategy that has the potential to increase the 

lack of inclusion of the CICE program and its students, involves collaborative planning and 

communication to bring awareness to administrators, faculty, staff, and non-disabled peers. In 

addition, the construction of well-planned professional development aimed at properly 

addressing UDL, modifications to curriculum, and training resources are needed for both 

administrators and faculty. 

 Cawsey et al. (2016) stressed that the change strategy is an essential area of attention 

for change agents. Marshall College is advised to develop an appropriate plan of action that can 

address AODA legislation that is coming into effect by 2025. Increasing the inclusion of the 

CICE program and its students is one strategy that will benefit this institution, as it has the 

potential to bring much needed awareness and change around students with DD accessing 

PSE. Workable solutions for this PoP will be addressed in the following section, but before this, 

a continuation of Nadler and Tushman’s Congruence Model and an analysis of the 

transformation process and Marshall College will be next. 

Transformation Process 

 In the next elements of the congruence model, Nadler and Tushman describe the 

transformational process as one where the organization’s components are united to produce the 

outputs (Cawsey et al., 2016). The transformational process includes the work done in the 

organization, the formal organization, the informal organization, and the people in the 

organization. I will be combining the work and the formal organization by reviewing the gaps 
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identified from the cyclical review, annual review and KPI data that was mentioned in Chapter 1. 

I will then discuss the informal organization and the people. Each element in the transformation 

process offers insight as to why there is a gap between the current state and the desired state 

of the organization.  

Work, and the Formal Organization 

 Internal data from the cyclical review, the annual review, and the KPI surveys that were 

mentioned in Chapter 1 will be used to provide specific analysis of the CICE program. The gaps 

identified during these reviews included: a lack of cohesive learning outcomes in the core CICE 

curriculum structure; the lack of perceived preparedness of college faculty in delivery modified 

academics to a differing group of students; preparedness by many leaders, faculty, and service 

areas to work with the increased number of students with DD; reduced services available for 

students with DD; and continuing small numbers of students with DD self-reporting meaningful 

interactions with their non-disabled peers. As mentioned, these gaps have contributed to the 

CICE program and its students operating and participating in isolation, separate from the rest of 

the college.  

 Marshall College’s CICE cyclical review was organized into specific categories that 

examined the core CICE courses, the course learning outcomes, credit hours for academic 

concentration classes and feedback from external stakeholders that was obtained from CICE 

PAC members and current and graduate students of the program. It was found that several 

course titles in the CICE program do not represent the course descriptions accurately, and there 

were several course learning outcomes that overlapped with each other. 

The Stakeholders’ Feedback section included survey results from external stakeholders 

and both current and graduate students of the program. Inconsistencies of academic 

concentration credit hours were found depending on the academic concentration area a student 

chose. For example, if a student chose culinary for their concentration, a student would be in a 

separate CICE culinary lab for three hours a week and was not integrated into the culinary 
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program at all. However, if a student chose woodworking, they were integrated into the lab with 

other PSE students for eight hours a week. It was also noted that CICE students have a limited 

amount of academic concentration course selections. Further to this, it was noted that the CICE 

PAC members felt that professors in academic concentration classes did not know how to 

modify learning outcomes and assessments to meet the CICE student’s individual needs.  

Pre and co-requisites were reviewed to allow for student progression in the program in a 

way that ensures their successes. However, due to the need for major changes in the program 

curriculum, the pre-and co-requisites will be addressed after the program chart changes have 

been approved.  

The annual review considers KPI survey results, and these two forms of organizational 

and program analysis get captured together. The feedback from the students who graduated 

from the CICE program showed that managing time and taking responsibility for actions and 

decisions were noted as extremely important skills they gained from the CICE program. Without 

the program, students would not have been able to benefit from the college experience. 

However, comments were also captured on the bullying they felt in the classroom and stated: 

Teachers need to be more proactive at stopping the bullying that happens in the 

classroom student to student. They really need to intervene and suggest that the bully 

leave the room or knock it off. It must be scary for the people being bullied, let alone us 

who are watching. (CICE Student, February 2021) 

In the Retention section, there were no student withdrawals and no dismissals, but there 

were two students that were unsuccessful due to personal issues. Enrollment and application 

growth are increasing. This is due to AODA and OHRC legislation. Throughout this annual 

review and KPI analysis, it has been discovered that it is difficult to separate the analysis of the 

CICE program specifically compared to the student’s experiences in their academic 

concentration classes.  

 The gaps identified during the cyclical review, along with the annual review and KPIs will 
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be addressed in the upcoming section on practical solutions to address this PoP. The formal 

systems and structures affect the behavior of individuals and change agents need to understand 

how these structures can be used to lead the change process.  

The Informal Organization and People 

 The informal organization is about the relationships among people in the organization 

and reflects the way the culture exists in the organization (Cawsey et al., 2016). The informal 

system includes the culture of the institution, the norms about how things are done, the values, 

the beliefs, and the managerial style (Cawsey et al., 2016). The current informal systems that 

are in place at Marshall College are creating an uncooperative work environment, as the 

acceptable norms, values, and beliefs are not congruent with the college’s vision, mission, and 

values statements. For example, some administrators and faculty have stated and feel that 

having CICE students integrated into their courses put undue hardship on the programs and 

staff. There is a deep gap between the published vision, mission, values, and how the college 

carries out the day-to-day operations.  

 In summary, Nadler, and Tushman’s Congruence Model (1989) provides a framework 

that offers a full set of organizational variables to complete an organizational analysis. It 

combines the environmental input factors to the organization’s components to produce outputs 

on a system, unit, and individual level. This model has highlighted the gaps between the current 

state of Marshall College and the desired future state. Viable solutions to address these gaps 

will be explored in the next section.  

Possible Solutions to Address the Problem of Practice 

To achieve the desired future state of increased inclusion of the CICE program and its 

students at Marshall College, I explore five practical solutions. As I discuss each solution to 

address the PoP, I will also address the resource needs, benefits, and consequences to each 

solution. The five options are: 1) maintain the status quo, 2) concentrate efforts on CICE 

program curriculum, 3) apply a top-down approach to visioning, 4) apply a bottom-up/grassroots 
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leadership approach through a combined transformational and authentic leadership style to 

create vision, and 5) apply a hybrid approach combining two solutions. 

Solution 1: Maintain the Status Quo 

 Currently, a unified vision and awareness of the CICE program and its students does not 

exist. Although the organizational analysis clearly outlined the gaps and need for change, 

Marshall College could opt out of wanting to make any changes at this time. Since the 

organizational structure is hierarchical and operates under an autocratic leadership style, the 

organizational force is strong to continue to operate the way in which it was originally 

programmed to do. If Marshall college continues with the status quo, it will continue to run like it 

was programmed to do even though it would not align with its vision, mission, and values 

statements or CICE program goals. Although this solution would not address the PoP, the lack 

of change is a choice. Cawsey et al. (2016) stated “fortunately or unfortunately, inaction and 

avoidance are no solution” (p. 24). 

Resource Needs 

 This option would not require any new goals or priorities, practices, or policies. There 

would not be any organizational or cultural change. There would not need to be any new or 

additional resources regarding finances, faculty, staff, technology, or information.  

Benefits and Consequences 

 In the short-term, one benefit of maintaining the status quo is that this option requires the 

least amount of effort. Buller (2015) noted that organizations can become stuck in “the trap 

known as action bias—the fallacy that it’s always better to be doing something rather than 

nothing” (p. 57). Considering the amount of change that has occurred in recent months due to 

the COVID-19 pandemic and changes to lab and lecture sizes, administration, faculty, and staff 

could have valid reasons for wanting to keep the current state for the time being. 

 Consequently, conserving the status quo will not uphold AODA legislation. To draw the 
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SOG’s attention to change how this institution has been programmed to operate, funding and 

legislation will need to be highlighted to re-set the system design.  

 Bolman and Gallos (2011) considered leadership from the political perspective and the 

challenge of making change is getting enough power to move the agenda forward. Initiatives 

move forward when leaders take a step back to evaluate the political landscape to find out who 

the players are and their interests. Interests shift in response to events. With AODA legislation 

coming into full effect by January 2025, this could be the event I emphasize to gain the attention 

for a research informed model to guide the full integration of the CICE program and its students 

at Marshall College. There is a clear set of rules that lend itself to the legal and equitable portion 

of leadership ethics. However, if the college were to keep the status quo, the organization may 

be forced to engage in reactive change as opposed to anticipated, planned change.  

Solution 2: Concentrate Efforts on CICE Program Curriculum 

 The second possible solution would focus solely on the CICE program curriculum. 

During the cyclical review, changes to the program curriculum were identified as action items. 

There are redundancies with course learning outcomes between CICE courses, and pre and co-

requisites need to be adjusted to allow for successful student progression in the program. It 

would be recommended that the program team review the CICE course outlines to determine 

where to keep and where to remove certain course learning outcomes. As a result of this, there 

will be room in the program chart to add new courses that align with the program’s mandate. For 

example, by removing the duplication of learning outcomes from the course Transition to 

College and Transition to Community and place these learning outcomes in the Field Placement 

Preparation courses, courses that concentration on student wellness and student advocacy can 

be included in the program chart.  

Resource Needs 

 Any solution or option will need more resources compared to maintaining the status quo. 
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As part of a faculty’s standard workload formula, release time is given when the program is 

undergoing a cyclical review. Release time from teaching could therefore be given to myself and 

our CICE faculty to complete the program chart changes. 

Benefits and Consequences 

 By concentrating efforts on the CICE program curriculum, this would directly benefit the 

CICE student. They would receive preparation and value for life and employment skills from 

their core CICE courses. In addition, with proper pre and co-requisites in place, this would allow 

the CICE student to progress in the program in a way that prepares them for success. 

 The consequence to this option is that it does not address the lack of inclusion of the 

CICE program and its students. Although this would close one gap identified during the 

organizational analysis at the program level, it does not directly solve this PoP. If this solution 

were chosen, the CICE program and students would still be experiencing segregation at 

Marshall College. This solution also does not address those few administrators, faculty 

members, who are acquainted with UDL principles. Further, this solution does not address the 

need for educators to become more aware of their own attitudes toward students with DD and 

how the language they use when addressing disability reflects those attitudes. It is problematic 

to provide a welcoming and respectful space for learning when administrators, faculty, and staff 

use “othering” language to describe students who are considered mainstream versus “the 

others” (i.e., everyone else). The underlying attitude conveyed by other language is that 

students in PSE with DD are deficient rather than merely different. 

Solution 3: Apply a Top-Down Approach to Visioning 

 The third possible solution to this PoP would be a top-down approach to create the 

necessary vision for change. Although I do not have the agency to lead this option alone, I have 

established positive professional relationships with our SOG since I have been a part of this 

institution for 14 years. I can use my knowledge and experience from coordinating and teaching 
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in the CICE program to establish the need for change at Marshall College. This would require 

meetings with the SOG, and the Chair of Community Studies (the school that CICE belongs to 

in the organization). From these meetings, the SOG could use their authority to create the 

sense of urgency that Kotter’s (1996, 2012) first step in the eight-step change model suggested 

to all the departmental Chairs across the college. Kotter (1996) presented this as a critical step 

for individuals in the organization to see and understand the direction in which the change 

initiative is moving towards.  

Resource Needs 

 This solution or option will need more resources compared to keeping the solution only 

at program level. The SOG and Chair of Community Studies would first need the information to 

understand all the factors influencing this need for change. From these initial meetings, the 

SOG and Chair of Community Studies would need time to develop a clear compelling vision that 

would need to be communicated to all departmental Chairs. From there, the departmental 

Chairs of each school would also need to continue communication with their entire departmental 

teams across all programs in their school. The individual Chairs of each school do not all come 

from an academic background. Many were hired due to their managerial skills and experience; 

thus, resources would be needed for the departmental Chairs to fully understand this PoP for 

them to communicate the messaging appropriately. Further, supporting policies and procedures, 

such as the Accessibility Policy and the Five-Year Accessibility Plan would need to be updated 

to represent the vision. 

Benefits and Consequences 

 The benefit to Solution 3 is that this option fits immediately inside the hierarchical 

structure and autocratic leadership style of Marshall College. Kezar (2018) discussed leadership 

strategies of those in position of power and stated, “these leaders often have the ability to 

mandate change, alter rewards structures, use devices such as strategic plans, refine mission 
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and vision statements, and have other mechanisms to support change” (p. 136). This option 

supports the efficiency that an autocratic leadership approach offers, and that Marshall College 

values. In addition, only those in formal leadership positions have access to institutional funds 

and can reallocate funds within institutional budget to support change. According to Kezar 

(2018) this is one of the fundamental controls that those in positions of power hold.  

 Inversely, there are disadvantages of using a top-down implementation of visioning 

approach. For example, it was noted in the organizational analysis section that previous change 

initiatives have not been led with success. One probable reason for this could be due to the 

difficulty and lack of communication across the various departments. Further to this, faculty and 

staff may be leery receiving the message only from administrators as it was stated earlier that 

one of the drawbacks with the autocratic leadership approach at Marshall College is the lack of 

trust for long term planning.  

 Ethical concerns are another drawback to this solution. Kezar (2018) explained the 

change initiatives that tend to come from top-down leadership approaches serve “the 

managerial or elite interests” (p. 27). Kezar (2018) stressed that students’ interests, especially in 

PSE “should be the ultimate interest served through any change initiative because they are the 

primary beneficiaries and main focus of educational institutions” (p. 29). Those that benefit from 

the change need to be considered 

 This PoP focuses on the inclusion of the CICE program and its students in this 

institution. The multiple perspectives, opinions, and views that make up the current landscape at 

Marshall College need to be heard and included regarding the desired future state. These 

influences would not be received if Solution 3 were to be chosen on its own. Moreover, this 

option, if chosen, could affect how the faculty, staff and students accept this change if they feel  

as though their opinions were not warranted. This could potentially lead in the opposite direction 

of organizational climate and culture wanted for our CICE program and students.  
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Solution 4: Applying a Bottom-Up/Grassroots Leadership Approach  

 The fourth solution involves a bottom-up/grassroots leadership approach of vision. As a 

faculty member in the CICE program, and a faculty mentor across the college, my agency is at 

the micro level, and I am considered an informal leader. I have a position of influence, and I can 

develop a vision for this change initiative through transformational and authentic leadership 

approaches. I can create an environment which encourages collaboration to develop a common 

vision within our CICE program. In addition to this, Kezar and Lester (2011) suggested nine 

strategies for grassroots leaders to leverage for creating change. Of these nine strategies, I can 

exert my agency in the following areas: intellectual opportunities, professional development, 

working with students, garnering resources, leveraging curricula, and using classrooms as 

forums, gathering data, joining, and utilizing existing networks and partnering with influential 

external stakeholders (Kezar & Lester, 2011). 

Resource Needs 

 In comparison to the other three solutions presented, this solution would be the most 

challenging option because of the time and resources needed. For example, because this 

option does not involve administration, it would require an extensive amount of additional time 

outside of the faculty’s teaching hours to attend to the areas mentioned above where I can exert 

my agency. Added resources would need to be developed to properly prepare and deliver 

effective professional development sessions to administration, faculty, staff, and students. Time 

and resources would also be required for the Endure project between the Enactus students and 

the students in the CICE program. 

Benefits and Consequences 

 Kezar (2018) explained that the strategies mentioned with this solution all share a 

connection to “reinforcing the academic values, student learning, and the education mission of 

the institution” (p. 139). In addition, because these strategies are related to the mission, this 
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helps deflect any resistance from others who might try to depict the change as oppositional to 

the institution. It can be “easy to squelch bottom-up changes” (Kezar, 2018, p. 139), but when 

carefully framed, these strategies have been successfully used by grassroots leaders and have 

created effective change across many higher education settings (Kezar, 2018). Further to this, 

Solution 4 would also provide closure to the gaps that were identified: a lack of cohesive 

learning outcomes in the core CICE curriculum structure; the lack of perceived preparedness of 

college faculty in delivering modified academics to a differing group of students; preparedness 

by many leaders, faculty, and service areas to work with the increased number of students with 

DD; reduced services available for students with DD; and continuing small numbers of students 

with DD self-reporting meaningful interactions with their non-disabled peers.  

 While this solution offers many strengths, there are also consequences that need to  
 
be considered. Solution 4 has the greatest need for resources and time out of the three  
 
solutions presented. This also does not involve administration directly, which does not align  
 
with Marshall College’s organizational structure and leadership style. Solution 4 does not  
 
consider the value of engaging with various levels of the organization for partners and it  
 
does not consider the SOG as part of the leadership process.  
 
Analysis of Solutions and Emergence of Solution 5: A Hybrid Solution 

 After careful consideration and reflection between top-down and bottom-up approaches 

to create a vision and strategies to bring forward practical solutions, it has been determined that 

no one solution will be perfect. Although only using Solution 3 would fit within Marshall College’s 

hierarchical structure and autocratic leadership style and would be most effective when 

considering time and resources required, it raises concerns about who the change is intended 

for and does not consider the opinions and views of the faculty, staff, and students. While 

keeping the status quo would be the easiest option, this does not address the lack of inclusion 

of the CICE program and its students and cannot be considered as a real solution. Moreover, to 

gain the SOG’s attention to change how this institution has been programmed to operate, 
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funding and legislation will need to be highlighted to re-set the system design.  

 Table 2 offers a summary of the four solutions presented and shows that Solution 4 

would provide the greatest benefit for this change. However, the amount of time, information, 

and financial resources that would be required to use Solution 4 on its own would not be 

realistic for myself and our CICE team. Kezar (2018) noted that grassroots leaders commonly 

do not trust their administration, and as a result, opportunities are missed for institutionalizing 

the change and making the change permanent. A key component in the change process for 

second-order change to occur is institutionalizing the change for it to “stick.” Involvement from 

top-down administrators will be necessary so that the appropriate amount of time and resources 

can be allocated for this change. Most important, having the SOG involved will be necessary to 

make this a permanent cultural change across Marshall College.  

Table 2  

Summary of Solutions 

 Solution #1: 
Status Quo 

Solution #2: 
CICE 

Program 
Curriculum 

Solution #3:  
Top-Down  

Solution #4: 
Bottom-

Up/Grassroots 

Resources 
Needed 

Most  
Favourable 

Most 
Favourable 

Moderately 
Favourable 

Least  
Favourable 

Benefits Least 
Favourable 

Moderately 
Favourable 

Moderately 
Favourable 

Most  
Favourable 

Consequences Least 
Favourable 

Least 
Favourable 

Most 
Favourable 

Moderately 
Favourable 

Addresses the 
PoP 

Least 
Favourable 

Least 
Favourable 

Moderately 
Favourable 

Most  
Favourable 

 
Solution 5: Hybrid Approach  

The last solution offered is a hybrid approach that combines both Solution 3 and Solution 

4. Solution 3 aligns with the SOG leadership, while Solution 4 aligns with my transformational 

and authentic leadership style. This solution could offer the most favourable benefits of Solution 

4 and could provide the necessary resources.  
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Resource Needs 

 A Hybrid approach to address this PoP would require me to lead in the development of 

an accepted change vision for the CICE program and its students at Marshall College through 

transformational and authentic leadership among the internal and external stakeholders of 

Marshall College and the CICE program. I will need to involve the SOG to build a coalition, set 

agendas, and negotiate interests as Kotter (1996, 2012) suggests. With administration’s 

support, this will also allow participants time and resources to create and/or attend the training 

and information sessions that will be necessary to spread this change initiative and vision 

across the multiple schools and departments at Marshall College.  

Benefits and Consequences 

To have the most favourable benefits of Solution 4, support from the senior 

administration will be necessary to provide the time and resources to achieve these benefits. 

This option also involves creating trust through transparency and support to form a team 

atmosphere to work effectively with our administration. Bolman and Gallos (2011) mentioned 

“leaders are expected to make things better and to stay ahead in a rapidly changing higher 

education landscape” (p. 64). The hybrid solution can build the necessary bridge between 

transformational and authentic leadership and autocratic leadership, where there is a need for 

appropriate structure that contains policies and procedures and where faculty support the 

campus goals and vision. In addition, with this combined approach there will be leverage for 

participation and involvement in building a coalition. Education and communication can be used 

at all levels of the organization to overcome any resistance to this change experienced.  

 A consequence to this approach is that sometimes those in position of power do not 

share similar interests with grassroots leaders (Kezar, 2018). Administration often do not involve 

other leaders across the college who could provide backing and legitimacy for these efforts and 

future vision of the desired state at Marshall College.  
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Selection of the Preferred Solution 

Based on the results summarized in Table 2, the solution that will be incorporated into 

the remaining portions of this OIP, will be Solution 5 as the hybrid approach allows for this OIP 

to align within the organizational structure in Solution 3 and transformational and authentic 

leadership from a grassroots approach in Solution 4. As the faculty lead for this OIP, Solution 4 

will be the dominant solution in this change initiative, however, there will be aspects of Solution 

3 that will be necessary to incorporate to have the time and resources.  

I will need support from the SOG to close the gaps mentioned in the cyclical and annual 

review, as well as the KPI survey results. For example, to help increase the integration of the 

CICE students into Marshall College’s campus environment, a suggestion from the external 

stakeholders was to expand the choices for academic concentration courses. The program 

curriculum chart will need to be modified to support this and sent for proper approval. As a 

grassroots leader, Kezar (2018) noted that aligning one’s interest with other grassroots leaders 

and with top-down leaders with similar goals can be effective in the process of uniting with top-

down efforts. As a grassroots leader, I can use my coalition to construct a base of support so 

that top-down leaders see that there is a great amount of support for the initiative. Lastly, 

through the hybrid solution, the institution can build a culture that aligns with its purpose and 

values to act as the bond that harmonizes everyone working together. 

Integrating Solution 5 with the PDSA Cycle 

Assessing, monitoring, and evaluating change can be challenging with second order 

change initiatives which are often cultural, and escape measurement tools and metrics. This 

OIP will use Deming’s (1993) scientific method which was later called the Plan Do Study Act 

(PDSA) model as the tool used to assess, monitor, and evaluate change in Chapter 3. Using 

Kotter’s (1996, 2012) Eight-Step Change Model to lead organizational change, the PDSA cycle 

will be used at each step to ensure for early and frequent evaluations. First-order changes will 

occur along the way which mirrors Kotter’s (1996) step six of eight about celebrating small wins 
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to gain momentum toward the second order change. The cyclical nature of the PDSA cycle will 

also help address the limitations of Kotter’s (1996, 2012) linear change model. 

In summary, this section of the OIP investigated five viable solutions for addressing this 

PoP. After a balanced critique and analysis, a hybrid approach of combining the benefits of both 

Solution 3 and Solution 4 will be applied to Kotter’s (1996, 2012) eight-step change model for 

leading the change process. The PDSA cycles will serve a valuable model to monitor and 

evaluate the change process in Chapter 3. Figure summarizes the PDSA model. 

Figure 6 

PDSA Model 

 

Note. This figure was adapted from Moen R. D, & Norman, C. L. (2010). Circling Back. Clearing 

up myths about the Deming Cycle and seeing how it keeps evolving.  

Leadership Ethics, Equity and Social Justice Challenges in Organizational Change 

This section will address change in the contexts of equity, ethics, and social justice. The 

ethical responsibilities of the organization and organizational actors will be recognized and 

addressed in the change planning. Further, the equity context of the PoP will be clearly 

identified. Lastly, the importance of equity will be clearly embedded in the change planning.  

• Study-analyze 
the results

• Act-to ensure 
improvements are 
implemented

• Do-implement 
the plan

• Plan-set 
objectives

What am I 
trying to 
achieve?

Carry out the 
change

Did it work out 
as planned?

What 
adjustments 
are 
necessary? 
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Ethical Responsibilities of Organization and Organizational Actors  

Ethics is a critical leadership element related to inclusion, collaboration, and social 

justice. Burnes and By (2012) argued that all leadership approaches and all methods of change 

are rooted in a set of values. They also argued that all stakeholders in an institution have a 

responsibility to ensure ethical outcomes (Burnes and By, 2012). Since leadership and change 

exist together, leaders “must possess a moral compass which ensures that they do not abuse 

the faith that is placed in them and the unique freedoms which they enjoy (Burnes and By, 2012, 

p. 242). Instructive leadership, specifically in community colleges, has been referred to as an 

ethical enterprise where leaders often confront complex, multidimensional, and dynamic moral 

challenges (Hellmich, 2007; Nevarez & Wood, 2010; Vaughan, 1992). Wood and Hilton (2012) 

suggested five ethical paradigms (ethic of justice, ethic of critique, ethic of care, ethic of the 

profession, and ethic of local community) to consider potential ethical approaches to resolving 

ethical predicaments. I will use these five paradigms to analyze this PoP. 

Ethic of Justice 

 Governance structures are complex in community colleges and as a result the 

community college administrators are accountable to several constituencies and supervision 

bodies. Ethic of justice endorses decisions based on the law and on concepts of fairness, 

equity, and justice (Shapiro & Stefkovich, 2005, p. 13). From this paradigm, administrations’ 

choices are directed through the laws, policies, codes, and procedures (Wood & Hilton, 2012). 

Leaders have a responsibility to follow the rules governing their profession (Maxcy, 2002).  

Marshall College’s Accessibility Policy and Accessibility Plan are meant to promote 

equal opportunity in education. In addition to institutional policies, there are policies that 

mandate Marshall College to meet AODA legislation. To address the barriers that students with 

DD experience in Ontario PSE, the Ontario government created an Education Accessibility 

Standard under AODA. The government of Ontario selected the Post-Secondary Education 

Standards Development Committee to make recommendations for what the accessibility 
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standards should include to address the barriers that exist in Ontario’s PSIs for students with 

DD (OHRC, 2021b). Under the AODA, an accessibility standard is an enforceable law that 

Marshall College must follow, including the timelines required to remove or prevent the disability 

barriers (OHRC, 2021b).  

Ethic of Critique 

 While the ethic of justice acknowledges that no law or code is perfect, leaders are still to 

maintain the law or code until they are changed. Opposite to this, the ethic of critique observes 

laws as “providing an advantage to certain groups over others” (Wood & Hilton, 2012). In this 

view, law is seen as promoting social hierarchies based on race, gender, and class (Caldwell, et 

al., 2007; Shapiro & Stefkovich, 2005). Aligning this with community colleges, this idea is rooted 

in the college’s historical foundations that colleges were intended to give advantage to the 

privileged by dividing the elitists from the public and as a mechanism for social progression. 

From an ethic of critique stance, leaders should examine how rules, laws, policies have 

dissatisfied the disabled (Schulte & Cochrane, 1995). Rapid growth at Marshall College, along 

with an increase in student diversity has SOG needing to become more acclimated to the needs 

of the multiple groups representing this college. The hierarchical structure and autocratic 

leadership approach at Marshall College uses mechanisms for control and direction to gain 

compliance, however according to Plowman and Duchon (2008), “understanding is better 

achieved when many voices are heard, not just the voice of the leader” (p. 148). This stresses 

the need to give voices to those from underrepresented groups. 

Ethic of Care 

 According to Shapiro and Gross (2008), ethic of care is portrayed by qualities such as, 

compassion, trust, and understanding. Comparable to ethic of critique, ethic of care is also 

contrasted to the ethic of justice (Shapiro & Stefkovich, 2005). Leaders engaging in ethic of care 

nurture acceptance of multiple sociocultural realities (Shapiro & Stefkovich, 2005), with the 
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determination of improving the position of others. Shapiro and Stefkovich (2005) stressed that 

an ethic of care supports student development with a focus on accompanying students in 

accomplishing their PSE and professional goals.  

 Sullian (2001) discussed college leaders who operate with the ethic of care perspective 

value mentoring, building a sense of community, and inspiring institutional members. These are 

all attributes also associated with the transformational and authentic leadership approach 

chosen to lead this PoP and change initiative. As a transformational and authentic leader, I am 

not only concerned and involved in the change process; I am also focused on helping every 

member involved succeed as well. Leadership experts suggest that having a strong vision of the 

future goal is a critical role. Not only is it important for me to believe in this vision for change, but 

I also need to inspire others to buy into this vision as well. According to Avolio et al. (2004) 

authentic leaders “know who they are what they believe and value, and act upon those values 

and beliefs while transparently interacting with others” (p. 803). Authentic leadership is closely 

entwined to the commitment of others which characterizes the leader’s moral responsibility. 

The ethic of care model is vital for Marshall College to align itself with its mission of 

transforming lives through accessible educational experiences. Buller (215) noted that colleges 

and universities remain highly fluid environments and change processes fail because they start 

at the wrong place “by trying to change the organization without first trying to change the 

organizational culture (p. 173). As an institution that serves the needs of the students and the 

community, Marshall College must place students with DD at the forefront of their decision-

making processes. By examining alternative courses of action from an ethical care perspective, 

an environment of collegiality, trust and support can be built between Marshall College’s SOG, 

faculty, staff, and students.  

Ethic of the Profession 

 The ethic of profession recognizes that there are regulatory codes, principles and 

expected behaviour within each profession (Wood & Hilton, 2012). Obeying these is a required 
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responsibility of leaders. Shapiro and Stefkovich (2005) explained that leaders should adhere to 

the professional code of the ethics through the lens of their training and preparation experience 

in the college, or in education. Marshall College’s SOG code of ethics originates from the local 

level (campus), the system or provincial level (governing boards), and the national level 

(associations). For example, Marshall College’s SOG have a duty to the Board of Governors to 

provide them with accurate information in a timely fashion and that includes details of any 

imminent issues. In addition to this, the SOG has a responsibility to carry through the Board of 

Governors mandates and accurately relay this information to the Executive Directors, Deans 

and Chairs. All administration, faculty and staff have a responsibility to report to superiors in the 

college setting (Starratt, 2004). Navarez and Wood (2010) noted that all leaders, regardless of 

their position in the organizational chart, should provide their superiors with precise information.  

 Further, the ethic of profession perspective stresses the duty that all leaders have to 

their administration, faculty and staff and should create high principles of performance while 

also working to attain “an environment of support, collegiality, and mutual respect” (Wood & 

Hilton, 2012, p. 205). Just as transformational and authentic leadership approaches discuss the 

need to motivate and influence individuals, ethic of profession also discusses the need for 

leaders to model the behaviour and the values they aspire in others.  

 Moreover, leaders at Marshall College have responsibilities to the students we serve. 

Leaders are expected to support institutional diversity, have mutual respect, and support 

differences. Regardless of the rank of our leadership position, as college leaders, we have an 

obligation to create a supportive environment for students by inaugurating and upholding 

standards of excellence. As mentioned, Marshall College’s vision discusses excellence in all we 

do. It is the hope that this OIP will work towards establishing an intellectual, emotional, and 

physical environment where students in the CICE program feel that they belong, that they are 

safe and that they are supported (Starratt, 2004).  
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Ethic of Local Community 

 The ethic of local community is an additional paradigm suggested by Wood and Hilton 

(2012). The ethic of community is imbedded in the concept that community colleges have a 

purpose to serve “the needs, interests, and public good of the local community, defined as the 

service region of the institution” (Wood & Hilton, 2012, p. 206). This perception is grounded in 

utilitarian, consequentialist and communitarianism as these perspectives highlight the best 

course of action is to put the society’s needs over individual needs. The ethic of community puts 

the best interests of the community at the forefront of decision making (Wood & Hilton, 2012). 

In 1965, the Ontario government created publicly funded Colleges of Applied Arts and 

Technology for those students who were not considering attending university after high school 

and were looking for technical and vocational education to meet the needs for skilled labours in 

Ontario. Since then, Marshall College has remained committed to offering programs that will 

prepare graduates with the skills they need to enter the workforce and serve the demands of our 

community. One of the mandates of the Board of Governors is to be accountable to a variety of 

stakeholders including the wider community. For example, as previously mentioned about 

CICE’s PAC, all programs within Marshall College have a PAC that encompass community 

partners and employers who assist in the curriculum and program delivery. The CICE PAC will 

be included in this change initiative so that their interests are shared and are part of the 

common vision for the integration of the CICE program and its students.  

 In summary, the five ethical paradigms (ethic of justice, ethic of critique, ethic of care, 

ethic of the profession, and ethic of local community) that Wood and Hilton (2012) examined 

were shared and discussed as they pertain to this OIP.  

Equity Context of Problem of Practice  

 Returning to Schein and Schein’s (2016) lily pond metaphor that represents the diverse 

cultural levels in the organization, what we physically see at the surface can be different from 

what the rooted values and beliefs are in the organization. Ryan and Rottman (2007) itemized 
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numerous assumptions of social justice, leadership, and policy. One assumption discussed 

patterns of the underprivileged are not always visible since they are so entrenched in the fabric 

of our everyday life. Whether these patterns are observable or known, they infuse in our daily 

interactions and "have a more profound impact on our conduct than do formal laws or policies 

(Ryan & Rottman, 2007, p. 13). Dei et al. (2000) stated that education should not replicate the 

status quo but should bring social action knowledge. Dei et al. (2000) listed best practices to act 

as a framework for inclusive PSE which included items, such as diminishing the status quo, 

handling resources, policy, decision making, and supporting educators. It was accentuated that 

it is purely not enough to have the administration change policies and procedures to change 

injustice. Individuals will need to pay attention to the less obvious and more predominant 

structures for change to occur (Dei et al., 2000).  

Further to this, Burns’ (1978) perception on leadership equity aligns with my  
 
transformational leadership approach which stresses values, such as liberty, justice, and  
 
equity. However, the absenteeism of social justice and student diversity, with specific  
 
reference to students with DD, is representative of the neoliberal obligations that drive  
 
education policy reforms. Theoharis (2007) made connections between social justice and  
 
inclusion of students with DD. Although there is theoretical work in social justice and  
 
leadership, there is an absence of research that “address the ways in which leaders enact  
 
justice, the resistance they face in that work, and how leaders maintain themselves to  
 
continue their pursuit of equity and justice” (Theoharis, 2007, p. 222). Theoharis and Scanlan  
 
(2015) discussed the need for a paradigm shift when we think about inclusive schooling.  
 
Inclusive education at its core means that all students with DD are learning and socializing in  
 
the educational setting, and administrators and educators are providing inclusive amenities to  
 
meet the needs of their students. Sapon-Shevin (2003) specified, “inclusion is not about  
 
disability…inclusion is about social justice…by embracing inclusion as a model of social  
 
justice, we can create a world ft for all of us” (p. 26). There needs to be an acknowledgment of  
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the neoliberal system influencing Marshall College and this PoP. Although this is not a system  
 
to perpetuate, it is one that must be worked within.  

Equity Embedded in Change Planning 

 Kotter (2012) stressed the importance of explaining why change is necessary and the 

need to communicate the vision for change successfully. It will be essential to assist 

administrators and faculty in seeing that the students and their learning are at the center of this 

change initiative, rather than helping other interests or agendas. Additionally, there is a need for 

stakeholders to understand the consequences if these changes do not materialize. The chosen 

solution 5 attends to each of the five ethics discussed above. This solution offers the voice of 

many, and not just administrators. Including students with DD in higher education allows for 

equal opportunity for all in the community and an acceptance of multiple sociocultural realities.  

Chapter 2 Summary 

 Chapter 2 communicated the transformational-authentic leadership approaches to 

change and Kotter’s (1996, 2012) eight-stage process of change for leading the change 

process. In Chapter 3, I will shape the implementation, evaluation, and communication 

strategies for this change initiative. Lastly, next steps and future considerations of the OIP will 

be considered. 
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Chapter 3: Implementation, Evaluation, and Communication 

 The first two chapters of this OIP provided a detailed description of the problem, 

introduced the context, vision, and leadership agency for organizational change related to the 

problem. In Chapter 1, the PoP was framed with the interpretivist, social constructivism 

epistemology, and Capper’s (2019) DSE epistemology. Further to this, Bolman and Deal’s 

(2017) Four frames model was used to frame the PoP with its alignment to the nature of this 

OIP and hierarchical organizational structure of Marshall College. In Chapter 2, the planning 

and development phases were shaped by describing transformational and authentic leadership 

approaches for leading change through Kotter’s (1996, 2012) Eight-Step Change Model. The 

organizational data was analyzed to select the best change path and the context of equity and 

social justice were discussed. In Chapter 3, the closing chapter, I revisit the organizational 

analysis and the chosen solution identified in Chapter 2 to explain how the change will be 

implemented. In addition, this concluding chapter will discuss methods for monitoring and 

evaluating the effectiveness and the plan to communicate the need for this change and change 

process. Finally, this last chapter will end by exploring the next steps and future considerations. 

Change Implementation Plan 

An implementation plan for change needs to be entrenched in a robust knowledge of 

how the organization operates and what needs to be accomplished (Cawsey et al., 2016). 

Regardless of the plan for change, “the success of a change is enhanced when people 

understand what it entails, why it is being undertaken, what consequences of success and 

failure are, and why their help is needed and valued” (Cawsey et al., 2016, p. 308). This change 

implementation plan is designed to fit the overall organizational strategy and structure context. It 

also aims to engage all stakeholders in the change implementation process to evaluate their 

reactions to change and feedback and strengthen their buy-in. Adjustments to the plan during 

the implementation process may need to occur based on feedback. As identified in Chapter 2, 

the hybrid approach of solution 5 was the determined solution of choice based on the 
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organizational analysis. As the lead for this OIP, Solution 4 will be the central solution in this 

change initiative. However, there will be features of Solution 3 that will be essential to 

encompass for the time and resources.  

Connecting with Critical Organizational Analysis  
 
 The organizational analysis discussed in Chapter 2 exposed that previous change 

initiatives have not been successful at Marshall College. Two probable reasons mentioned was 

the hierarchical organizational structure and the lack of communication between the various 

departments and programs. Although this OIP does not expect to change Marshall College’s 

organizational structure, it provides a change implementation plan that will alter organizational 

practices that can lead to a successful transformation. The hybrid approach of solution 5 will 

bring together solution 4 of the grassroots transformational and authentic leadership approach 

to close the gaps identified in the critical organizational analysis. The gaps identified were as 

follows: a lack of cohesive learning outcomes in the core CICE curriculum, the lack of perceived 

preparedness of college faculty in delivering modified academics to a differing group of 

students, preparedness by many administrators, faculty, and service areas to work with the 

increased number of students with DD, reduced services available for students with DD and 

continuing small number of students with DD self-reporting meaningful interactions with their 

non-disabled peers. While using solution 4, aspects of solution 3 of the top-down approach will 

be needed for time and resources.  

Connecting with Solution 5 

 The common themes in the hybrid solution 5 are education and communication. The 

implementation plan, detailed in Appendix C, is organized into four phases and aligns with 

Kotter’s (1996, 2012) Eight-Step Change Model. The tasks in the implementation plan are 

realistic and attainable representing short-term wins that Kotter (1996, 2012) suggested to keep 

all stakeholders motivated and create momentum to reach the end goal successfully. 
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Implementation Plan, Phase 1 

Phase 1 of the implementation plan will begin in May and is scheduled to achieve its 

goal by August. The timeline for implementation is short due to the urgency of this PoP and the 

upcoming AODA legislation. This is a critical stage of the plan where the SOG will participate in 

deep learning about the cultural change to be introduced by this OIP. Cawsey et al. (2016) 

discussed the complexity of the concept of organizational culture and that a universal definition 

of culture has not been agreed upon. Schein and Schein (2016) argued that organizational 

culture could be analyzed at three levels. The first level represents the visible aspect or artifacts 

of the organization, such as Marshall College’s organizational chart, structures, and processes. 

The second level represents the organization’s exposed beliefs and values on behalf of 

Marshall College’s vision, mission, and values. The third level represents the basic underlying 

assumptions that are so ingrained in the institution and “in a part of a group’s thinking and 

perspective on the world that they are not questioned” (Cawsey et al., 2016, p. 190). Cawsey et 

al. (2016) emphasized that most change leaders introduce change by analyzing the second 

level – the vision. This is congruent with where I will begin introducing change with the focus on 

Marshal College’s vision, mission, and values. The College mentions accessible education that 

supports career readiness and includes words, such as inclusivity and diversity as part of the 

vision, mission, and values. Compared to the PoP, these statements demonstrate a gap 

between Marshall College’s exposed common beliefs and values and traditional institutional 

assumptions, as evident by the lack of integration of the CICE program and its students.  

 Cawsey et al. (2016) also suggested that change agents need to build a case for change 

by focusing on proving “the dissatisfaction with the status quo by providing data that 

demonstrate that other options are better, demonstrating that the overall benefits are worth the 

effort of the change, and showing that the change effort is likely to succeed” (p. 194). AODA’s 

Accessibility Action Plan will drive change at Marshall College to make Ontario barrier free by 

2025. This OIP will not wait until 2025; however, AODA will be highlighted to gain SOG’s 
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attention, along with comparing the current and desired state of Marshall College to secure 

SOG’s approval for implementation. In this phase 1, I will devote approximately three months in 

educating the SOG through transformational, authentic leadership approaches about AODA, 

DSE, and our CICE program and its students.  

According to Basham (2012), transformational leadership and its practical application 

has a current widespread appeal in higher education. The individual qualities that it profiles are 

necessary for leaders to have to introduce a climate of change. Further, Basham (2012) 

stressed that transformational leadership is value driven and the leader “sets high standards 

and purposes for followers, engaging them through inspiration, exemplary practice, 

collaboration, and trust” (p. 344). Through these qualities, along with behaving with integrity and 

being consistent as an authentic transformational leader, an environment will be created that 

encourages collaboration to develop and communicate a vision for the CICE program. 

Presentations to SOG will be booked in the President’s Boardroom at the beginning of the 

spring term in May. 

Implementation Plan, Phase 2 
 
 Phase 2 of the implementation plan is scheduled to begin in September with goals 

completed by December. Phase 2 addresses the first three stages of Kotter’s (1996, 2012) 

eight-stage change process: establish a sense of urgency, create a guiding coalition, and 

develop a vision and strategy. I will begin this phase 2 by establishing a sense of urgency with 

the Deans, Chairs, Program Managers, and Program Coordinators where results from the 

organizational analysis will be shared. I will identify our CICE program team as an urgency team 

whose role will be to keep the future state of Marshall College and our CICE program at the 

forefront of the minds of all stakeholders, both individual and group levels (Kotter, 2012). This 

urgency team will be made up of the Chair of Community Studies, two CICE faculty, three full-

time LFs, and will be facilitated by the Associate Vice-President of Academics who is a 

respected change champion at Marshall College. I will exert my agency by utilizing existing 
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networks and will partner with influential external stakeholders. The Chair of Community 

Studies, myself as the CICE faculty coordinator, the Learning Disabilities Association, CICE 

PAC, and Marshall College’s Accessibility Committee will be designated as the guiding coalition 

and change champions. The guiding coalition will give presentations on AODA, DSE and the 

CICE program at the Dean’s, Chair’s, and Program Manager’s meetings. Further, presentations 

will also be given at the Program Coordinator meetings. This guiding coalition meets Kotter’s 

(2012) four key characteristics to effective guiding coalitions: position of power, expertise, 

credibility, and leadership. 

 Once presentations across the organization within each academic department have 

taken place, developing a vision and strategy will be next. As the faculty coordinator and lead 

for this change initiative, I will be introducing this OIP as the planned vision for changes and its 

alignment to Marshall College’s vision, mission, and values statements and the CICE program. 

The urgency team and I will set dates for professional development workshops midsemester to 

educate administrators, faculty, and staff on the change recommendations in this OIP. The 

priority will be to seek commitment to this change process. I will be exerting my agency through 

intellectual opportunities and professional development. According to Kezar (2018), intellectual 

opportunities are strategies grassroots leaders can use for creating change and exerting 

agency. This strategy serves to host intellectual forums where issues of interest can be 

discussed and debated intellectually. For example, I will be giving ongoing lecture series as 

lunch and learns, and periodic forums to foster dialogue around AODA, UDL, modifications to 

curriculum, the CICE program, and students with DD. Phase 2 represents the leadership’s 

preparedness for an inclusive post-secondary culture through transformational-authentic 

leadership approaches. The urgency team and guiding coalition are teams developed to have 

qualities that include ethics, trust, and respect for others, honesty and use power responsibly 

(Kloppenborg & Petrick, 1999). According to Avolio et al. (2004), “authentic leadership 

incorporates transformational leadership” (p. 807) or could be added qualities to the 
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transformational leadership approach. The vision and strategy will promote Marshall College to 

move from its existing state to the desired state.  

Implementation Plan, Phase 3 

Phase 3 of the implementation plan is scheduled to begin in January with goals 

completed by April. It will focus on engaging and enabling the organization and Kotter’s (1996, 

2012) next three stages of the change process: communicate the vision, empower employees, 

and generate short wins. The implementation responsibilities for this phase will include 

launching professional development workshops at the beginning of the semester (in conjunction 

with the CAE professional development calendar of events), conducting the pilot of the 

proposed changes to the core CICE curriculum, and pronouncing the successful completion of 

various tasks. All components of the hybrid solution 5 will be applied: lack of cohesive learning 

outcomes in the core CICE curriculum, the lack of perceived preparedness of college faculty in 

delivering modified academics to a differing group of students, preparedness by many 

administrators, faculty, and service areas to work with the increased number of students with 

DD, reduced services available for students with DD and continuing small number of students 

with DD self-reporting meaningful interactions with their non-disabled peers. The guiding 

coalition will be assigned to lead professional development workshops. The urgency team will 

lead the proposed changes to the CICE curriculum. I will meet with both teams to receive 

progress updates required to outline additional directions. 

In addition, motivating all stakeholders will be done through Townhall meetings, Team’s 

meetings, and the intranet. With support from the SOG, trust through transparency will begin to 

bridge the gap between the autocratic leadership style of administrators and my 

transformational-authentic leadership approach. I will be exerting my agency through intellectual 

opportunities, professional development, working with students, and using classrooms as 

forums. Small wins will be created as the implementation tasks and timeframes are achievable. 

Examples of short-term wins will be faculty attending profession development on topics, such as 
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UDL and how to modify their course learning outcomes for CICE students. Another short-term 

win to celebrate will be the development of a formalized peer mentorship program between the 

CICE students and the Endure students. These will assist in promoting that the end goal is 

achievable for Marshall College, administrators, faculty, staff, and students. The short-term wins 

will encourage stakeholders to continue participating actively and remain focused on the change 

to see it to completion. 

Implementation Plan, Phase 4 

Phase 4 of the implementation plan is scheduled to begin in May and will remain 

ongoing until the change has been embedded in Marshall College’s culture, scheduled for 

December. Cultural change takes time, so this phase may need to be repeated. It will focus on 

implementing and sustaining the change and Kotter’s (1996, 2012) final two stages of the 

change process: consolidate gains and produce more change and anchor innovative 

approaches. The implementation tasks will be debriefing with the change champions (urgency 

team and the guiding coalition), analyzing the feedback from the professional development 

workshops, the pilot CICE core curriculum changes, and the Endure students’ peer mentoring. 

From these debriefs, the data collected will be applied to make the appropriate changes to the 

plan. It will be essential to review the feedback from the debriefs with all stakeholders to discuss 

what worked, for whom, what we learned, and what could be improved upon in the process. 

Follow-up meetings with the SOG, Deans, and Chairs will share feedback. Trust through 

transparency will continue to be built, and any necessary adjustments to the plan will be made 

to seek approval for our CICE students to have an increase in academic concentration courses 

to choose from and have an increase in their campus engagements.  

Kotter (1996) stressed the importance of formally closing the implementation phases and 

declaring the continuous monitoring of the change initiative. During this phase, I will be exerting 

my agency through garnering resources, leveraging curricula, using classrooms as forums, 

gathering data, utilizing existing networks and partnering with influential external stakeholders. 
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This phase will conclude as a reminder to stakeholders that change is not an event; it is a 

process (Guskey, 1986; Guskey, 2002; Guskey & Sparks, 1996) in which I will be using 

Deming’s (1993) PDSA cycle on an ongoing and frequent basis to monitor and evaluate this 

implementation plan.  

Understanding Stakeholder Reactions to Change 
 
 There is evidence that there is a growing realization that change is a complex process. 

Higgs and Rowland’s (2005) study found that an emergent approach to change was the most 

successful as it occurred in a change framework that was more planned and structured. Cawsey 

et al. (2016) suggested that active involvement of stakeholders in the change implementation 

and information sharing enhances the quality of the implementation plan. Collaboration with all 

participants results in more significant learning since participants empower each other to 

examine, critically reflect, transform, and revise their knowledge, beliefs, and behaviors 

(Rytivaara & Kershner, 2012). This will also align with my transformational-authentic leadership 

approach of engaging, motivating, and influencing all stakeholders involved in the change 

process. Research on the transformational leadership model has demonstrated a clear 

relationship between leader behaviours and follower behaviours and performance measures 

(Alimo-Metcalfe, 1995; Higgs, 2003).  

Cawsey et al. (2016) discussed the use of survey feedback as an influential tool to 

capture stakeholders’ reactions to change. I will have all stakeholders participate in the survey 

feedback. This approach is currently used in this organization and is familiar to stakeholders. It 

will be designed to inspire and advance discussions and perceptions of the implementation 

plan. The feedback of the survey results will then be shared with all stakeholders as the name 

suggests. Dudar et al. (2017) noted the importance of stakeholder participation in educational 

debates and policy development for maintaining a robust civil society to guarantee there is 

advocacy for vulnerable groups. Cawsey et al. (2016) recommended to use the discussions of 
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the survey findings as an opportunity to enhance interpretations of what the results mean, 

where things are at, and suggestions of how to move forward. This process is used to raise 

awareness and build support and commitment that will benefit all involved.  

Personnel to Engage and Empower Others for Individual and Cultural Change 

 To assist in the implementation of hybrid solution 5, I will recommend two initiatives to 

engage and empower all stakeholders. The first will be a network improvement community that 

will consist of Marshall College’s Centre for Academic Excellence (CAE) team, our CICE PAC 

members, the Chair of Community Studies, and myself as the faculty coordinator of the CICE 

program. This network will function to monitor the CICE program’s data from the annual and 

cyclical reviews and the KPI surveys. The second will be a professional learning community. 

This will consist of a dynamic core group of stakeholders, where opportunities for open 

communication and learning collaboratively (Kezar, 2018) of the current and desired future state 

for Marshall College will take place.  

Network Improvement Community (NIC). Cranston (2011) described NICs as a group 

of people who share passion for something they do and want to learn how to accomplish some 

clearly defined, measurable outcome. According to Kezar (2018), the organic qualities of NIC, 

such as “commitment, social presence, and an interest in collaborating with and enjoying 

interacting with others within the community” (p. 231) can be hard to create within the 

organization alone, which is why NIC bring together professionals within the community around 

shared interests. The NIC will operate from an internal perspective and collaborate with others, 

such as our CICE PAC. Our CICE PAC comprises member from our local community school 

boards, employers from the community workforce, councillors, and community living 

organizations. This NIC will work collaboratively with our internal CAE team and CICE team to 

identify relevant internal changes. 

Professional Learning Community (PLC). Cranston (2011) described PLCs as a 

group of staff who are encouraged to jointly participate in activities and reflection to improve 
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their students’ performance continuously. The professional learning will consist of lead faculty 

who have expertise in UDL, our Student Services Department and external groups, such the 

Learning Disabilities Association. Faculty are key players in this change initiative as “they are 

arguably the most significant change participants as they can choose to implement or sabotage 

the change agenda” (Dudar et al., 2017, p. 28). By having a combination of internal lead faculty 

and external expertise can provide an appropriately structured implementation of professional 

development where stakeholders are participating and engaging with the change agenda. 

Armenakis and Harris (2009) described the importance of stakeholder involvement in 

organizational change as a fundamental factor of change efforts.  

Supports and Resources for Change 

 Almost no significant corporations are free from the trials and tribulations of developing 

and executing a successful implementation plan (Kotter, 1996; Senge et al., 1999; Carnall, 

1999), most identify that planned change is not a temporary situation but a constant process 

(Pettigrew, 1985). The supports and resources to implement the proposed hybrid solution 5 at 

Marshall College include time, human, technological and financial resources. Allocating 

sufficient resources and making necessary transformations necessitates aligning practices and 

preparation efforts to ensure a high level of learning for all (Many et al., 2019). Time will be a 

precious and needed resource to implement this change improvement plan. The timeline is 

scheduled between 12-18 months, during which administrators, faculty and staff will dedicate 

their time to attending presentations and collaborative professional development. Enhanced 

learning is an accepted result of teams working in collaboration to align their talents and 

resources (Many et al., 2019). I will need to involve the SOG to build a coalition, set agendas, 

and negotiate interests as Kotter (1996, 2012) suggests. With senior administration’s support, 

this will also allow participants time and resources to create and attend the professional 

development sessions that will be necessary to spread this change initiative and vision across 

the multiple schools and departments at Marshall College. Human resource needs will be 
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moderate throughout this implementation plan for specialized training from Learning Disabilities 

Association and AODA. Other financial costs are anticipated to include miscellaneous supports 

for learning materials. Finally, ensuring access to digital devices to influence technology for 

ongoing professional development would provide flexibility, especially during the current 

pandemic situation. The availability of time, human, technology, and financial resources will 

effectively achieve change; however, possible issues may occur and impact the execution 

process. These will be discussed next.  

Potential Change Implementation Issues 

It is important to note possible change implementation issues that could be faced. Social 

cognition theories suggest resistance will be met because people do not understand the change 

initiative (Kezar, 2018). Other work on social cognition perspective includes Sandberg and 

Tsoukas (2015), Roskos-Ewoldsen and Monahan (2009), and Weick (1995) all explored how 

individuals view organizations in multiple ways, making change challenging. It is my hope that I 

can address this through the process of facilitating sensemaking learning, which I will discuss in 

detail during the monitoring and evaluation section of this chapter. Cultural theories suggest the 

obstacles to change arrive when the values and beliefs connected to the change initiative 

violate current cultural norms (Kezar, 2018). Kezar and Eckel (2002) identified the importance of 

change agents aligning the strategy to change with institutional culture. This change would 

remove the current gap and would have the CICE program, and its students align with the 

college’s vision, mission, and values. Lastly, political theories suggest that resistance is met as 

individuals with different interests continue to resist the change and continue with their own 

agenda (Kezar, 2018). Some of the strategies that could be used to address this would be 

developing stronger alliances, applying more aggressive networking, and relationship building 

(Kezar, 2018). It will be to my advantage that I have belonged to my institution in a full-time 

faculty coordinator capacity for several years, and throughout this time, I have created many 

professional relationships with our SOG, faculty, and staff from several of our departments. As 
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the lead change agent, working to mitigate these issues will help administrators, faculty, and 

staff embrace change, work together, communicate Marshall College’s vision, and gain buy-in 

(Westover, 2019) to achieve the desired future state. This future state would promote an 

integrated culture and support students with DD in PSE. 

Benchmarks Required to Achieve Desired State 

MacLeod (2013) asserted that a critical role of leadership is goal setting. It is one of the 

essential tools that organizations use to assist in setting the direction of the desired future state 

and achieving it. Cothran and Wysocki (2005) defined a goal as “a statement of a desired future 

an organization wishes to achieve. It describes what the organization is trying to accomplish” (p. 

1). Goals need to meet specific criteria. Doran (1981) developed the acronym “SMART” as a 

way of assessing the goal. This acronym represents the following: specific, measurable, 

attainable, realistic, and timely. According to Doran (1981), ‘specific’ refers to targeting a 

specific area for improvement; ‘measurable’ refers to suggesting an indicator of progress; 

‘assignable’ refers to specifying who will do it; ‘realistic’ refers to stating what results can be 

achieved; and ‘time-related’ refers to when the results can be achieved. Although the SMART 

method was originally developed within management, this method has been extensively cited 

with program planning and evaluation literature (Chen, 2015; Gudda, 2011; Isell 2014; Knowlton 

& Philips, 2013; Mathison, 2005; Patton, 2011; Sharma & Petosa, 2012; Smith, 2010). 

Short-term goals for this implementation plan include meeting with SOG and securing 

their approval, sharing results from the critical organizational analysis with Deans, Chairs 

Program Managers, Program Coordinators, and faculty, creating a guiding coalition and 

obtaining commitment to this change initiative. These short-term goals align with Kotter’s (1996, 

2012) stage 1, 2, and 3 of establishing a sense of urgency, creating a guiding coalition, and 

developing a vision and strategy. 

Medium-term goals for this implementation plan will include raising stakeholder 

awareness through launching professional development workshops. In addition, conducting a 
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pilot of the proposed changes to the CICE core curriculum including peer-mentorship with 

Endure students will address Kotter’s (1996, 2012) Stage 4, 5, and 6 of communicating the 

vision, empowering employees, and generating short-term wins. Long-term goals for this 

implementation plan include, listening to and analyzing continuous feedback from all 

stakeholders, being transparent with all stakeholders and applying changes to the plan. Further, 

requesting approval from the CAE for changes to the CICE curriculum chart. Also, requesting 

approval from SOG, Deans, and Chairs to increase the academic concentration choices for the 

CICE students will speak to Kotter’s (1996, 2012) Stage 7, and 8 of consolidating gains and 

producing more change, and anchoring new approaches.  

Limitations of the Plan 

 Three limitations of this implementation plan will now be discussed. First, Kotter’s (1996, 

2012) eight stage change process is portrayed as linear. Although change in any organization is 

complex, I have chosen Kotter’s model because Kotter’s (1996, 2012) change process applies 

to bureaucratic organizations which aligns with Marshall College’s hierarchical organizational 

structure and autocratic leadership style. Second, the plan assumes that the organizational 

culture at Marshall College can be changed. Although I am aware of how difficult it is to shift or 

change stakeholder’s values, I will be transparent and will have ongoing communication with the 

new values and will refine or revise values and belief statements (Chaffee, 1983). As the lead 

change agent, I can emphasize and repeat the need for new values while connecting them to 

the current culture and desired future state for Marshall College. Third, this plan assumes that I 

will be able to gain SOG’s attention, and approval by highlighting the organizational analysis 

that was done, and AODA 2025 legislation on accessibility and inclusion. To alleviate the effects 

of this limitation, I will apply the process of sensemaking by which people give meaning to their 

collective experiences. Sensemaking has been defined as "the ongoing retrospective 

development of plausible images that rationalize what people are doing" (Weick et al., 2005, p. 

409). Weick introduced the concept in the 1970s to bring attention to the process of decision-

https://en.wikipedia.org/wiki/Semantics
https://en.wikipedia.org/wiki/Sensemaking#Reference-Weick,_K.,_Sutcliffe,_K._M.,_&_Obstfeld,_D._2005
https://en.wikipedia.org/wiki/Sensemaking#Reference-Weick,_K.,_Sutcliffe,_K._M.,_&_Obstfeld,_D._2005
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making that creates the meaning of the decisions endorsed in behavior. As previously 

mentioned, I will address this further in this chapter’s monitoring and evaluation section. 

 This section outlined the change implementation plan in four phases connecting to the 

organizational analysis and the chosen hybrid solution 5, aligning each phase with Kotter’s 

(1996, 2012) eight stage change process. Understanding stakeholder reactions to change and 

to use survey feedback as a tool to capture stakeholder feedback to change was described. 

NIC, and PLC were used to engage and empower others for personal and cultural change. 

Benchmarks required to achieve the desired future state of Marshall College using SMART 

goals were designated. Limitations of the plan were also considered. Monitoring and evaluation 

of the implementation plan and change process will be discussed next.  

Change Process Monitoring and Evaluation 
 

Although there is a commonality in information sources, organization, and methodology, 

there are key differences between monitoring and evaluation with respect to the main 

stakeholders involved, purpose, timing, and scope. As Markiewicz and Patrick (2016) stated, 

“monitoring generates questions to be answered in evaluation, and evaluation studies identify 

areas that require future monitoring” (p. 13). Assessing, monitoring, and evaluating change can 

be challenging with second order change initiatives which are often cultural, and escape 

measurement tools and metrics.  This OIP will use the Plan Do Study Act (PDSA) model to 

assess, monitor, and evaluate this change initiative. It can be used implementing first-order 

changes that need to occur before the second-order change is achieved. 

Connecting to the PDSA and Leadership Approaches to Change 
 
 This OIP uses transformational and authentic approaches to leadership. Kang (2015) 

asserted one of the key reasons change efforts fail is due to the lack of guidance for planned 

change. Due to this, Kang (2015) stressed the importance of practical guidance and that 

people’s adoption of the change initiative cannot be overemphasized. Transformational-
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authentic leadership nurtures a follower-centric style where organizational success is achieved 

through realization, growth, and development of followers (Brown, 2018). These leadership 

approaches will be used to re-establish Marshall College’s vision by fostering a collaborative 

culture. This environment is vital to involve all stakeholders during the implementation, 

monitoring and evaluation phases. Stavros et al. (2016) described characteristics of micro-

change management and included elements, such as helping individuals and groups 

accomplish the desired results and focusing on the human aspect. Transformational-authentic 

leadership methods consider people’s apprehensions and how the change will affect them. It is 

within these two leadership approaches that monitoring, and evaluation of the implementation 

plan will be led.  

Monitoring the Implementation Plan 
 
 Monitoring and evaluation frameworks can address various purposes for any change 

implementation plan to ensure that the stated goals are being met (Markiewicz & Patrick, 2016). 

Those purposes include results, management, accountability, learning and program 

improvement (Markiewicz & Patrick, 2016). Implementation plans can be challenging and 

include unanticipated developments and limitations (Markiewicz & Patrick, 2016); thus, my 

dependence on Deming’s (1983) PDSA Cycle. I will create a monitoring and evaluation team 

comprising the Chair of Community Studies, two CICE PAC members to represent external 

stakeholders, one lead faculty from the CAE to represent internal faculty stakeholders (outside 

of the CICE program), and one faculty within the CICE Program. This monitoring and evaluation 

team is comprised of both internal and external stakeholders to ensure equal representation for 

observation and analysis.  

 Popescu and Popescu (2015) believed that the PDSA cycle is “one of the most 

important assessment methodologies that are able to coordinate the efforts to improve 

organizational processes to achieve excellence” (p. 693). The monitoring and evaluation team 
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will follow the PDSA “prescribed four-stage cyclic learning approach to adapt changes aimed at 

improvement” (Taylor et al., 2014, p. 291). Popescu and Popescu (2015) explained that the 

‘Plan’ stage identifies the problem and aims to develop a plan to achieve change with the 

objective of continuous improvement. The ‘Do’ stage involves testing the proposed 

improvements. The ‘Study’ stage involves gathering and analyzing relevant data. The ‘Act’ 

stage requires final confirmation of the effects of change to see if the change can be adopted or 

what the possible next steps will be to begin the cycle again. The monitoring and evaluation 

team will follow this sequence of steps, and I will debrief with them to discuss any discrepancies 

in the implementation plan.  

The monitoring of this change initiative will commence at the onset of the implementation 

plan in May to confirm that the plan is meeting its goals in the first three phases which involve 

Kotter’s (1996, 2012) first six stages of the change model. The PDSA Cycle will involve all 

stakeholders throughout the implementation plan highlighting stakeholder’s feedback to confirm 

the plan as each stage proceeds. The ‘Plan’ step of the PDSA Cycle occurs with stages 1, 2, 3 

of Kotter’s (1996, 2012) change model as its purpose is to answer the question: What are we 

trying to accomplish? (Moen & Norman, 2009). Pietrzak and Paliszkliewicz (2015) encouraged 

not to continue without a clearly defined plan regarding what is to be accomplish and how it will 

be measured. It is also vital to share the necessary data that informs the problem’s probable 

cause (Deming, 1993). This is where I would be explaining the CICE program’s Annual review, 

Cyclical review and KPI data that supports the reason for this OIP and implementation plan. The 

‘Do’ step of the PDSA Cycle happens in stages 4, and 5 of Kotter’s (1996, 2012) change model. 

This is where the professional development workshops will be launched, and the motivation of 

stakeholders will occur through transformational-authentic leadership methods. During this 

stage, the change plan is put into action. A record will be kept of what is happening by gathering 

pertinent evidence. The monitoring and evaluation team will acquire a collection of faculty 

attendance and feedback from professional development sessions. The CICE PAC and 
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Accessibility Committee meeting minutes and action item analysis are additional examples of 

gathering necessary evidence. These minutes and action items are existing organizational 

monitoring and evaluation strategies and processes that are internally available.  

The ‘Study’ step of the PDSA Cycle follows steps 6, and 7 of Kotter’s (1996, 2012) 

change model. This aims to answer the question: How will we know that a change is an 

improvement? (Moen & Norman, 2009). Langley et al. (2009) stated that this question measures 

the success of the change process. This stage allows me to analyze feedback and evidence 

that will tell me how the implementation is advancing. The ‘Act’ step of the PDSA Cycle is 

accomplished in stage 8 of Kotter’s (1996, 2012) change model where new approaches are 

anchored in the culture of Marshall College. Its purpose is to answer the question: What 

changes can we make that will result in improvement? (Moen & Norman, 2009). In this stage, 

Pietrzak and Paliszkliewicz (2015) identified the following questions to be contemplated: "What 

lessons can be learned from the cycle? Adopt and perpetuate methods, which were successful 

in reaching the objectives. If not, determine the root causes and correct the implementation. Are 

any adjustments needed in the plan for the next cycle?" (p. 154). It will be vital to solicit 

feedback promptly to take corrective action to resolve concerns and continue the momentum of 

continuous progress. This is a critical stage that will need constant evaluation if any adjustments 

to the implementation plan are necessary. Further to this, I will need to question the readiness 

to act on another step in the change process. This then brings me back to the planning of the 

next PDSA cycle.  

 Moen and Norman (2009) claimed that the PDSA Cycle applies to all types of 

organizations and all groups and levels within the organization. Langley et al. (2009) stressed 

that the PDSA Cycle provides a culture for people to empower themselves to act and a culture 

of teamwork that leads to successful results, which aligns with the goals of the transformational-

authentic leadership approaches used to lead this implementation plan. The PDSA model 

involves a process for inquiring into and assessing the development of work over time (Langley 
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et al., 2009). Below is an illustration of the PDSA Cycle, Model for Improvement.  

Figure 7 

PDSA Cycle Model for Improvement 

 

 

 

 

 

Note. This figure was adapted from Langley, G., Moen, R., Nolan, K., Nolan, T., Norman, C., 
Provost, L. (2009). The Improvement Guide, p. 24. (2nd ed.). Jossey-Bass. 

The notion of the PDSA cycle being used for small incremental changes supports the 

need for this organization to undergo several first-order changes (those changes involving minor 

improvements) to produce an overall second-order change (those changes involving underlying 

values, processes, and culture) effectively and for that change to become ingrained in Marshall 

College’s institutional culture. Evidence shows that small incremental changes within a 

multifaceted system are more likely to generate overall favourable outcomes (Donnelly & Kirk, 

2015). Using Kotter’s (1996, 2012) Eight-Step Change Model to lead this organizational change, 

the PDSA cycle will be used to assess, monitor, and evaluate the change process at each step 

to ensure for early and frequent evaluations. First-order changes will occur along the way which 

mirrors Kotter’s (1996) step six about celebrating small wins to gain momentum toward the 
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second-order change. The cyclical nature of the PDSA cycle will also help address the 

limitations of Kotter’s (1996, 2012) linear change model because it stimulates continuous 

improvement of people and processes before moving to the next stage. It lets the team work 

through each phase of the change improvement plan on a small scale and in a controlled 

environment and it prevents the work process from habitual errors. 

 Markiewicz and Patrick (2016) proclaimed the evaluation plan “summarizes and 

compliments information collected through monitoring and then adds to this through planning for 

evaluation” (p. 149). The change will be evaluated at this point in the implementation and 

monitoring plan. 

Evaluation of the Implementation Plan: Creating Deep Change Through Organizational 

Learning and Sensemaking 

 Continuing with the PDSA cycle and encouraging the learning during the change 

process, organizational learning will be a vehicle for evaluation of creating change at Marshall 

College. Argyris (1994) discussed assumptions of organizational learning and that once human 

beings notice faults, they want to make things right and undertake change. A strategy used is 

having the organization create mechanisms so that the individuals in the organization can detect 

the errors (Argyris, 1994). This is commonly done through the collection and review of data. 

Examples of the mechanisms that will be used at Marshall College for organizational learning 

will be the KPIs, annual review and cyclical review data.  

 There is overlap with sensemaking and organizational learning on how individuals’ 

mindsets can change (Kezar, 2018). However, organizational learning has a more data-oriented 

approach, whereas sensemaking deals with changing mindsets, which will alter behaviours, 

priorities, values, and commitments (Eckel & Kezar, 2003). Weick (1995) suggested 

sensegiving vehicles that help individuals make new meaning of the world around them. This 

PoP will require a second-order change and will need the stakeholders to make new sense of 

things (Kezar, 2018). The follow vehicles will be used by the monitoring and evaluation team 
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from the beginning of the implementation plan in May to Phase 4 of the implementing and 

sustaining change to help gauge this second-order change progress: ongoing campus 

conversations; development of cross-departmental teams and working groups to gather 

comments; track faculty and staff professional development opportunities; and collect 

attendance and feedback. The monitoring and evaluation team will be present at all tasks in the 

implementation plan to confirm if each solution element is achieved or not in the timeframe 

allotted. The monitoring and evaluation team will meet with me to discuss their findings and I will 

meet with SOG, Deans, and Chairs to discuss any apprehensions or resistors to move closer to 

anchoring innovative approaches. As the PDSA Cycle continues, the monitoring and evaluation 

team will constantly evaluate the feedback and will determine required adjustments to the plan. 

 Ongoing and frequent evaluation of this implementation plan allows this plan to adapt as 

the learning occurs to achieve the outcomes of stages one through 6 of Kotter’s (1996, 2012) 

change model with the evaluation beginning at stage 7 and 8. The monitoring and evaluation 

plan is summarized in Appendix D. 

This section of Chapter 3 outlined the monitoring and evaluation of the implementation 

plan by connecting each of Kotter’s eight stage change model to Deming’s (1983) PDSA Cycle 

and the transformational-authentic leadership approaches to change. The monitoring and 

evaluation plan is critical to ensure that the implementation plan is constantly being reviewed 

over its lifespan so that informed decisions can be made to steer implementation and guide 

decision making about the future of the CICE program and its students (Markiewicz & Patrick, 

2016).  

One of the most important but least understood skills in implementing organizational 

change is communication (Armenakis & Harris, 2002). Klein (1996) discussed that even when 

management has communicated the intent of the change through carefully crafted 

communication strategy, the participants could have developed attitudes different from which 

leadership intended. It is for this reason a clear plan to communicate the need for this change 
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and the change process will be outlined next. 

Plan to Communicate the Need for Change and the Change Process 
 

Armenakis and Harris (2002) felt that leaderships’ omission of consistent communication 

of the change message produces negative responses to organizational change. Beatty (2015) 

provided a communications model to assist in communicating “early, often and right through to 

the need of the change initiative” (p. 3). Beatty (2015) stated the goal of change communication 

is to convince all stakeholders to embrace a new vision for the future of the organization. 

Expressing this vision for change calls for message redundancy, face-to-face communication, 

use of hierarchical communication channels, and personally relevant information, to build the 

case for change (Armenakis & Harris, 2002; Beatty, 2016; Cawsey et al., 2016; Klein, 1996; 

Lewis, 2019). In this section, while incorporating the transformational-authentic leadership 

approach, I explain the plan to communicate the need for change (see Appendix E) and its 

alignment with the change implementation plan. 

Building Awareness of the Need for Change 
 

This OIP will be using the change readiness model by Armenakis et al. (1999) for its 

applicability to Marshall College’s current state and due to the history of unsuccessful change 

initiatives. To review, the following five beliefs were explored in Chapter 1 to grasp Marshall 

College’s existing state of readiness for this change process: discrepancy, appropriateness, 

efficacy, support, and valence. Armenakis and Harris (2009) suggested that these five beliefs 

play a critical role in the three steps of the change process: creating readiness, change 

adoption, and institutionalization. In the first phase of readiness, organizational members 

prepare for the change and in an ideal situation, become supporters of the change initiative 

(Armenakis & Harris, 2002). During the second phase of adoption, the change is implemented, 

and staff and departments are to operate in new ways (Armenakis & Harris, 2002). In the third 

and final phase of institutionalization, efforts are made to maintain the newly adopted ways until 
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they become internalized as the norm (Armenakis & Harris, 2002). The change message and its 

communication assist in synchronizing the three change phases by “providing the organizing 

framework for creating readiness and the motivation to adopt and institutionalize the change” 

(Armenakis & Harris, 2002, p. 169).  

Based on the results of Cawsey et al.’s (2016) readiness for change questionnaire, 

Marshall College scored the lowest in the previous change experiences section. The concept 

that Marshall College does not currently have a method to assess change readiness was an 

explanation given for a low score in this area. Going into this change implementation plan 

conscious of the importance of building awareness allows for a significant effort to “awaken” 

Marshall College of the need for change. To achieve this, a riveting change vision must be 

presented to and accepted by stakeholders (Nadler & Tushman, 1989; Whelan-Berry & 

Somerville, 2010). The plan for building awareness of the need for change will also encompass 

the transformational-authentic leadership approach and Kotter’s (1996, 2012) eight-step change 

model. I am confident that the SOG and departmental colleagues will be motivated to improve 

the lack of integration of the CICE program and its students to remove the current disconnect 

with Marshall College’s vision, mission, and values.  

The communication plan for change at Marshall College will emphasize collaboration. 

This has been a key theme in this OIP to help bridge the gap between the autocratic leadership 

approach of the SOG and my transformational-authentic leadership style. The organizational 

structure was described as hierarchical, and the multiple departments arranged into schools 

makes it taxing to coordinate activities and have effective cross-departmental communication. 

For this reason, stakeholder engagement and empowerment will be emphasized for active 

participation in the decision-making process. Identifying which stakeholders need to be involved 

in which stage of the change plan is as important to the communication plan as it is to the plan 

itself (Lewis, 2019). This will assist in coordinating activities, building trust through transparency, 

and increasing communication between departments to move this change process forward.  
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Building awareness helps stakeholders understand the change process and its 

implementation (Khoboli & O’Toole, 2012). Cawsey et al. (2016) described the purpose of a 

communication plan for change is around four major goals. The first goal focuses on infusing 

the need for change throughout the institution. The second goal focuses on having individuals 

understand their role in the change process and their impact. The third goal concentrates on 

communicating any structural changes that will influence how things move forward. Lastly, the 

fourth goal emphasizes about keeping people up to date on the progress along the way. The 

plan for building awareness of the need for change will consist of Cawsey et al.’s. (2016) four 

phases of a communication plan: pre-change, creating the need for change, midstream change, 

and confirming/celebrating the change success. This research-informed communication plan 

was chosen for its alignment with the change implementation plan and the types of 

communication tools that this plan uses.  

Pre-change Phase 
 
 In this phase, Cawsey et al. (2016) stressed that the change agent needs to influence  

senior administration that the change is needed. Change agents must provide compelling 

reasons and evidence to display that the organization is not operating in its “desired-state” 

(Armenakis & Harris, 2001; Whelan-Berry & Somerville, 2010). Face-to-face meetings  

will be planned to begin in March with our SOG in the format of a multi-media presentation.  

This will allow for in-person interaction to build confidence with the SOG that this change  

initiative is required. As a grassroots leader, gaining approval from the SOG will also  

encourage followers to accept the change. Cawsey et al. (2016) asserted that the line of  

authority is effective in communication as stakeholders will look to their managers for direction 

and advice. The face-to-face presentation allows for a two-way communication, which increases 

the chance of involvement from everyone and decreases the likelihood of miscommunication 

(Klein, 1996). Meetings will also take place with the Deans, Chairs, and faculty coordinators 



93 
 

where dialogues will be encouraged for stakeholders to provide feedback early in the 

implementation process. Cameron and Green (2009) discussed how Kotter’s (1996, 2012) 

eight-step model highlights the importance of stakeholders needing to feel the need for change 

in the institution, emphasizing the need to communicate the vision and to keep communication 

levels high throughout the change process. This phase, scheduled to run between March and 

May, will address the first two stages of Kotter’s (1996, 2012) change process, which are: 

establishing a sense of urgency, and creating a guiding coalition. Face-to-face communication 

will be prioritized with focus group discussions and one-on-one sessions. Beatty (2015) stressed 

for face-to-face communication to be powerful, it must be timely and consistent throughout the 

change process. 

Developing the Need for Change Phase 
 
 During this phase, communication needs to explain the issues and provide a rationale 

for the change. Stakeholders also need to be reassured that they will be treated justly (Cawsey 

et al., 2016). The vision for the change needs to be expressed with a clear explanation of the 

specific steps of the plan. To avoid office rumors, “it is important that communication is timely, 

and reaches each of the chosen communities at the agreed time” (Cameron & Green, 2009, p. 

207). This phase aligns with Kotter’s (1996, 2012) next three stages of the eight-step change 

model: develop a vision and strategy, communicate the vision, and empower stakeholders. This 

phase will occur from June through December and will use communication tools, such as face-

to-face meetings, multi-media presentations, townhall meetings and e-mails. The audiences for 

these presentations, townhall meetings and, e-mails are Chairs, managers, and faculty as 

outlined in Appendix E.  

Mid-stream Change Phase 
 
 Cawsey et al. (2016) explained that as the change unfolds, stakeholders need to have 

specific information communicated to them about where things are headed and how things are 
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going. Any misconceptions that might be developing also need to be addressed. Too little 

information and sensitivity can lead to suspicion and lack of commitment (Goodman & Truss, 

2004). This phase requires extensive communication on the specific change content as systems 

and roles may have changed (Cawsey et al., 2016). In this middle phase of change, feedback 

regarding acceptance of the change initiative needs to be attained. This will demonstrate the 

genuine commitment to transformational-authentic leadership approaches where stakeholders’ 

participation and opinions are stimulated and valued. According to Cawsey et al. (2016) change 

leaders need to continue the momentum and excitement about the change initiative during this 

phase by recognizing and celebrating progress. This phase will run from January to April and 

addresses Kotter’s (1996, 2012) stage six: generate short-term wins. The communication tools 

that will be used will include ongoing campus conversations, cross-departmental teams and 

working groups, and surveys with the Chairs, managers, and faculty. Empowering action will be 

a critical factor at the beginning stages of this implementation plan to endure development, 

improve communication, decrease misunderstandings, and increase productivity (Kouzes & 

Posner, 2007). Developing communication strategies to manage conflict will be essential to 

generate short-term wins as part of Kotter’s (1996, 2012) sixth stage. 

Confirming the Change Phase 
 
 In this final phase, it is critical that the successes of the implementation plan are  

communicated and celebrated. This phase also marks the point where the implementation plan 

and change process need to be discussed. Debriefs with the change champions will take place. 

Feedback from the professional development workshops and the pilot will be analyzed and 

communicated with all stakeholders. Any necessary adjustments to the plan will be made. An 

effective communication plan can diminish the resistance, lessen uncertainty, and increase 

stakeholder’s participation and commitment (Goodman & Truss, 2004). This phase will begin 

the following May and will continue to August and onward until this change imitative has been 
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anchored within Marshall College. It will speak to Kotter’s (1996, 2012) last two stages of the 

eight-stage model: consolidate gains and produce more change and anchor new approaches. 

Appendix E outlines the plan to communicate the need for change and its alignment to the 

change implementation plan.  

 This section outlined a plan to communicate the need for change and the change 

process. Awareness of the need for change will be built within Marshall College by using 

Cawsey et al.’s. (2016) four phases of a communication plan: pre-change approval, creating the 

need for change, midstream change, and confirming/celebrating the change success. This 

communication plan was aligned with Kotter’s (1996, 2012) eight-step change model for the 

change implementation plan. Further, strategies and tools to persuasively communicate to the 

target audiences were outlined through examples of how the path of change and short-term 

wins will be communicated. 

Chapter 3 Summary 
 

The final chapter of this OIP detailed the change implementation plan while connecting 

with the critical organizational analysis and the chose solution 5 from Chapter 2. This chapter 

also discussed how the implementation plan will be monitored and evaluated by using the 

PDSA cycle and relating to the transformational-authentic leadership approach to change. The 

next steps and what the future will hold for students with DD accessing PSE will conclude this 

OIP.  

Next Steps, Future Considerations of the Organizational Improvement Plan 
 

In the immediate, as I lead this change at the micro-level, the next steps will be to set up 

the presentation dates with our SOG to gain approval. The change implementation plan and 

communication plan will then follow. This plan will be continuously monitored and evaluated to 

be anchored and institutionalized at Marshall College (Kotter, 1996; 2012). This will include 

continued professional development to provide stakeholders with abilities pertinent to including 
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students with DD accessing PSE. Belle (2016) looked at the need for a shared understanding of 

the link between organizational learning and governance. His article discussed the importance 

of organizational learning that included reimagining what it means for members of the institution 

to participate more meaningfully in communal knowledge creation and use. As the leader for 

this change initiative, it will be critical for me to continue to build my organizational relationships 

in a way that defines inclusive space where discussions that stimulate learning can take place. 

As the competencies improve, I will continue to monitor and evaluate using the PDSA cycle to 

keep the change on track and make the necessary adjustments. Next, I will outline four 

medium-term goals for this OIP. 

The first medium-term goal for this implementation plan is to pilot the proposed changes 

to the CICE core curriculum. Meetings with our CICE and CAE team will need to be set up to 

discuss the course outlines in the program chart. New course names, credit hours, and course 

descriptions will need to be worked on in collaboration with the full-time faculty and the CAE. A 

CICE PAC meeting will need to be scheduled so that these changes can be presented to the 

committee for review and feedback. Once confirmed, the course outlines will be assigned to the 

full-time faculty to work on in collaboration with the CAE. Monitoring and evaluation will take 

place once the courses are offered and have been implemented during the pilot. The CICE 

faculty will meet to discuss what worked, and what should be adjusted. These adjustments will 

then be sent to the CAE for approval and a new program chart will be created.  

 

The second medium-term goal is proceeding with the Endure project. The PSE students 

who are part of our Enactus team and Endure project interested in becoming a peer mentor will 

sign up for formal peer mentorship training. Griffin et al., (2016) believed that mentorships have 

a positive impact on the success of post-secondary students with disabilities and provide 

meaningful service-learning opportunities for faculty and other students. Upon completion of the 

training, the students will receive a certificate. Once trained, they will be invited into the CICE 
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classrooms to meet and greet the CICE students. Mentors will be assigned to approximately 

three CICE students each.  

The third medium-term goal involves closing the gap between the organizational 

leadership approach and the faculty and staff. Bolman and Deal (2008) discussed key points 

PSIs needs to operate on simultaneously. To build the bridge between transformational-

authentic leadership and autocratic leadership, the institution will need an appropriate structure 

that contains policies and procedures along with faculty that support the campus goals. In 

conjunction with this, the institution will need to create an environment of both productivity and 

job satisfaction while dealing with power struggles and the ongoing need to manage conflict. 

Lastly, the institution needs a culture that aligns with its purpose and values to act as the bond 

to harmonize everyone working together. 

For the future, two major gaps in the literature are worth further study. First, a 

longitudinal study could be valuable to better comprehend the transition phases from high 

school to PSE and PSE to work of people with DD. Second, there is currently a lack of literature 

that exists concerning students with disabilities in the social and co-curricular environment. 

Some authors accentuate the necessity of participation within social or extracurricular activities 

as “a method to develop skills that can be beneficial for their working life” (Ennals et al., 2015, p. 

18). The successful navigation of campus culture for a student with DD does produce very 

adaptable skills, such as managing oneself; negotiating the social space; and doing academic 

work (Ennals et. al., 2015).  

 Other future considerations include giving incentives for employers to create positions 

for students with DD was a proposal given by the National Educational Association of Disabled 

Students (NEADS). This could lead to our graduates from the CICE program become 

contributing members in our community and society. NEADS (2021) suggested to offer tax 

rebates to employers who make commitments to hire students with DD and encouraged 

businesses to communicate the benefits of hiring new PSE graduates with DD. Another 
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suggestion was to reward best practices in offering employment to students with DD and link 

participation in government- funded work-integrated learning programs to employer accessibility 

and inclusion (NEAD, 2022).  

This OIP is a steppingstone to learn from experiences, collect feedback, and work 

collaboratively with senior administrators, faculty, staff, and students to support the CICE 

program and its students with DD. This OIP can lead to Marshall College practicing the value of 

inclusion, helping students with different strengths and barriers learn to respect and care for one 

another. Further, it is the goal that students who graduate from the CICE program gain 

meaningful employment and become productive workers in our community. It is my hope that 

this OIP could lead to the deconstruction and reconstruction of social and cultural knowledge 

that transformative leadership speaks of to have societal transformation in the future.
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Appendix A: Desired State of Inclusion 

 

  

Note. This has been adopted from Think College (2011). 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Inclusion of 
CICE 

Program 
and its 

Students

Acadamic 
Access

Campus 
Membership

Instructional 
Strategies  

and 
Assessment

CICE 
Course 
Content

Alignment with Marshall College’s Vision, 
Mission and Values, and Policies and 

Procedures 

Ongoing 
Evaluations 

Coordination and 
Collaboration 

Sustainability 
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Appendix B: Forces For and Against Organizational Change 

 
 

Driving Forces       Restraining Forces 

 

        
      

       

 

        

  
       

 

 

 

 

Note. Adopted from Organizational Change: An Action-Oriented Toolkit (3rd ed.), by T. Cawsey. 

G. Deszca, and C. Ingols, 2016, p. 35. Copyright 2016 by SAGE.

Academic Access Unionized Environment and Long -
Serving Faculty 

AODA, OHRC Funding and Finances 

Career Development (PAC, Community, 
Employers) Organizational Capacity 

Campus Membership Organizational Culture 

CICE Students Non-Disabled Peers 
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Appendix C: Change Implementation Plan 
 

Kotter’s (1996, 2012) 
Change Process 

Implementation Task Solution Element Timeframe 

Phase 1 Create Climate for 
Change 
 
Stage 1: 
Establish a Sense of Urgency 

Educate SOG in related culture 
change 

• Goal: Compare current and 
desired state of Marshall 
College and demonstrate 
benefits of the desired state 
and secure SOG’s approval 
for implementation 

• Priority: Highlight AODA 
legislation  

Present at SOG meetings 
and through 
transformational, authentic 
leadership approaches, 
create an environment that 
encourages collaboration to 
develop an accepted 
change vision for the CICE 
program 

May to August 

Phase 2 
 
Stage 1: 
Establish a Sense of Urgency 

Meet with Deans, Chairs, Program 
Managers, Program Coordinators, 
Faculty 

• Goal: Influence key 
stakeholders on need for 
change 

• Priority: Share results of the 
critical organizational 
analysis 

Present at Deans/Chairs/ 
Program manager meetings 
 
Present at Program 
Coordinator meetings 
 
 

September to December 
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Stage 2: 
Create a Guiding Coalition 

Create an implementation committee 
• Goal: Draw upon external 

and internal support for 
inclusion of CICE program 
and its students to rationalize 
the initiative to 
administrators, faculty, and 
departments 

• Priority: Develop Urgency 
Team and guiding 
coalition/change champions 

 

Exert my agency through 
utilizing existing networks 
and partnering with 
influential external 
stakeholders 
 
Leverage support from 
SOG for participation and 
involvement in building a 
coalition 
The following will be 
included as part of the 
guiding coalition and 
designated as change 
champions: 

• Learning Disabilities 
Association 

• CICE PAC 
• Accessibility 

Committee 
• Select 

administration and 
faculty coordinators 

September to December 

Stage 3: 
Develop a Vision and 
Strategy 

Determine dates for professional 
development workshops 

• Goal: Educate stakeholders 
on change recommendations 
in this OIP 

• Priority: Seek commitment to 
change 

Exert my agency through 
intellectual opportunities, 
professional development 

September to December 

Phase 3 Engaging and 
Enabling the Organization 
 
Stage 4:  

Launch professional development 
workshops on AODA, DSE, UDL, 
modified academics 

• Goal: Raise stakeholders’ 

Support from SOG 
 
Building trust through 
transparency and bridge 

January to April 
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Communicate the Vision,  
 
Stage 5:  
Empower Employees 
 
Stage 6:  
Generate Short-Wins 

awareness of proposed 
change 
Priority: Educate 
stakeholders on AODA, DSE, 
UDL and how to modify 
course learning outcomes 

Motivate stakeholders about the 
change via Townhall meetings, 
Teams meetings, CICE PAC 
meetings, Intranet 
 
Conduct pilot of proposed changes 
specific to CICE core curriculum  

• Goal: Start the change 
implementation process 

• Priority: Assess efficacy of 
professional workshop 
training 

gap between 
transformational, authentic 
leadership and autocratic 
leadership 
 
Exert my agency through 
intellectual opportunities, 
professional development, 
working with students, and 
using classrooms as forums 
Pilot of proposed core CICE 
curriculum changes, 
including peer-mentorship 
with Endure students 

Phase 4 Implementing and 
Sustaining Change 
 
Stage 7: 
Consolidate Gains and 
Produce More Change 
 
Stage 8: 
Anchor New Approaches 

Debrief with the change champions 
• Goal: Listen to feedback from 

participates  
• Priority: Analyze feedback 

from professional 
development workshops, 
from pilot CICE core 
curriculum changes, and 
Endure students for peer 
mentorship. Apply the 
appropriate changes to the 
plan 

Meet with SOG, Deans, Chairs 
• Goal: Seek approval for 

Exert my agency through 
garnering resources, 
leveraging curricula, using 
classrooms as forums, 
gathering data, utilizing 
existing networks and 
partnering with influential 
external stakeholders 

May to June  
Hold debriefs 
 
September to December  
Analyze feedback, and 
apply changes to the 
plan 
 
January – ongoing 
Monitor Implementation 
plan 
Conduct evaluation of 
change 
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increase in academic 
concentration courses, and 
campus engagement for 
CICE students 

• Priority: Ensure transparency 
from feedback gathered  
 

Meet with CAE 
• Goal: Seek approval for 

changes in CICE core 
curriculum  

• Priority: Change CICE 
Curriculum Chart 

 
Full scale rollout on change 
initiatives 
 
All stakeholders engaged 
 
Examine feedback from surveys on 
implementation plan to determine 
what and how to adjust the plan as 
necessary 
 
Roll out of new CICE core curriculum 
 
Professional development 
workshops on AODA, DSE, UDL by 
lead faculty and external experts, 
such as Learning Disabilities 
Association on a continuous basis as 
part of the CAE professional 
development opportunities 
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CICE students paired with Endure 
Peer Mentor 
 

• Goal: Acknowledge stages of 
implementation success 

• Priority: Share all feedback 
and adjustments to 
implementation plan 
organization-wide to help 
institutionalize this change 

 
Monitor Implementation Plan 
 
Evaluate Change 
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Appendix D: Summary of Monitoring and Evaluation Plan 
 

Kotter’s (1996, 2012) 
Change Model 

Implementation Tasks Strategy and Tools Monitor Timeline 

Stage 1: 
Establish a Sense of 
Urgency 

Educate SOG in related 
culture change through 
presentations at SOG 
meetings 
 
Meet with Deans, Chairs, 
Program Managers, 
Program Coordinators, 
Faculty 

Strategy: ‘Plan’ and ‘Do’ of 
PDSA Cycle 
Tools: Face-to-face meetings 
or Teams meetings through 
multi-media presentation 

Confirm meeting 
took place and all 
SOG members were 
present.  
 
Confirm meetings 
with Deans, Chairs, 
Program Managers 
and Program 
Coordinators took 
place 

May to 
December 

Stage 2: 
Create a Guiding 
Coalition 

Draw upon external and 
internal support for 
inclusion of CICE program 
and its students to 
rationalize the initiative to 
administrators 

Strategy: ‘Plan’ and ‘Do’ of 
the PDSA Cycle 
Tools: Face-to-Face or 
Teams meetings online 

Confirm 
implementation 
committee has been 
created  

September to 
December  

Stage 3: 
Develop a Vision and 
Strategy 

Determine dates for 
professional development 
workshops 

Strategy: ‘Plan’ and ‘Do’ of 
the PDSA Cycle 
Tools: Face-to-Face or 
Teams meetings online 

Dates for 
Professional 
Development 
workshops have 
been booked   

December 

Stage 4: 
Communicate the Vision 

Launch professional 
development workshops 

Strategy: ‘Plan’ and ‘Do’, of 
the PDSA Cycle 
Tools: Multimedia 
presentation, presentation 
handouts, questionnaire, 
CICE at a Glace information 
sheet 

Professional 
Development 
workshops started. 
Hand out Feedback 
Surveys 

January to 
February 

Stage 5: 
Empower Employees 

Motivate stakeholders 
about the change  

Strategy: ‘Plan’, and ‘Do’ of 
the PDSA Cycle 
Tools: Townhall meetings; 

Confirm meetings 
took place, track 
attendance and 

March 
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Teams meetings; CICE PAC 
meetings, E-mails 

obtain copy of 
minutes of CICE 
PAC and Committee 
 meetings  

Stage 6: 
Generate Short-Wins 
 
 
 
 
 
 
 
 
 
 

Kotter’s (1996, 2012 
Change Model 

 
Stage 7: 
Consolidate Gains and 
Produce More change 
 
Stage 8:  
Anchor New Approaches 
 

Conduct pilot of proposed 
changes specific to CICE 
core curriculum 
 
 
 
 
 
 
 
 
 

Implementation Tasks 
 
 
Debriefs with change 
champions and Monitoring 
and Evaluation Team 
 
Meet with SOG, Deans, 
Chairs 

Strategy: ‘Plan’, ‘Do’ and 
‘Study’ of PDSA Cycle 
Tools: Ongoing campus 
conversations, cross-
departmental teams and 
working groups to gather 
comments, track faculty and 
staff professional 
development opportunities 
and collect attendance and 
feedback 
 

Strategy and Tools 
 
 
Strategy: ‘Plan’, ‘Do’, and 
‘Study’, of PDSA Cycle 
Tools: Townhall meetings, 
focus groups, surveys 
Strategy: ‘Plan’, ‘Do’, ‘Study’, 
and ‘Act’ of PDSA Cycle 
Tools: Multimedia 
presentation at SOG meeting 
and Dean and Chair’s 
meetings 

Pilot started; 
interviews 
completed; feedback 
surveys collected 
and shared  
 
 
 
 
 
 
 

Evaluation 
 
 
Evaluation Begins 
Analyze feedback 
from all 
stakeholders, meet 
to share feedback 
 
Determine level of 
change 
institutionalized  

March to April 
And Throughout 
Change 
 
 
 
 
 
 
 
 
 

Timeline 
 
 
May to June 
Debriefs 
 
September to 
December 
Analyze 
feedback 
 
 
January 
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Appendix E: Plan to Communicate the Need for Change 
 

Kotter’s (1996, 2012) 
Change Model 

Phase of 
Communication Plan 

Communication Tool Audience Timeline 

Stage 1: 
Establish a Sense of 
Urgency 
 
Stage 2: 
Create a guiding 
Coalition 

 

 

Pre-change 

Face-to-face meeting, multi-
media presentation 
 

Face-to-Face or Teams meetings 
online 

SOG 
 
 
 
 
Deans, Chairs, 
Faculty Coordinators 

March to 
May 

Stage 3: 
Develop a Vision and 
Strategy 
 
Stage 4: 
Communicate the Vision 
 
Stage 5: 
Empower Employees 

 
 
Developing the need 
for change 

Face-to-Face or Teams meetings 
online, multimedia presentation, 
presentation handouts, 
questionnaire, CICE at a Glace 
information sheet, Townhall 
meetings; CICE PAC meetings, 
E-mails 

Chairs, managers, 
and faculty 

June to 
December 

Stage 6: 
Generate Short-Wins 
 

Mid-stream change Ongoing campus conversations, 
cross-departmental teams and 
working groups, internet, training, 
pilot, surveys 

Chairs, managers, 
and faculty 

January to 
April 

Stage 7: 
Consolidate Gains and 
Produce More change 
 
Stage 8:  
Anchor New Approaches 

 

Confirming the change 

Townhall meetings, focus groups, 
surveys 
 
Face-to-Face or Teams meetings, 
multimedia presentation  

SOG, Deans, Chairs, 
Faculty coordinators 

May to 
August 
 
 
May to 
August 
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