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 Abstract  

This Organizational Improvement Plan (OIP) is centred on the Problem of Practice of the 

inadequate institutional supports for academic Chairs at Prairie Polytechnic (a pseudonym), a 

large public higher education institution in Western Canada. Chairs are pivotal for higher 

education institutions because they impact student, departmental, and institutional outcomes; 

however, the leadership development needs of Chairs are overlooked, and the limited training 

available for Chairs is primarily ad hoc, episodic, short-term, and self-guided. The objective of 

this OIP is to determine how Prairie Polytechnic can provide more effective systemic supports 

for Chairs. Postmodernism is used to explore the relationships between knowledge and positional 

power, and Critical Theory highlights the inequities Chairs face. Four potential solutions are 

explored and compared: increased release time from teaching, increased role clarity, Chair 

learning communities, and a Chair life cycle strategy. The Chair life cycle strategy is selected as 

the most feasible, efficacious, and ethical solution, and a change plan is detailed for how the 

strategy will be implemented at Prairie Polytechnic. The change plan is mapped to the stages of 

change from the ADKAR change model (awareness; desire; knowledge; ability; reinforcement) 

and guided by Adaptive Leadership behaviours. A communication plan identifies how 

collaborators will be engaged in the change process, and a monitoring and evaluation plan 

identifies how the change plan will be assessed. Successful implementation of the change plan 

will provide the systemic infrastructure needed to support academic leadership development at 

Prairie Polytechnic.  

Keywords: Chairs, leadership development, polytechnic, systemic solutions 
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Executive Summary 

This Organizational Improvement Plan (OIP) is centred on the Problem of Practice (PoP) 

of the inadequate institutional supports for academic Chairs at Prairie Polytechnic (a 

pseudonym), a large public higher education institution in Western Canada. Within this inquiry, I 

hold multiple intersecting roles as a Chair, subject matter expert, consultant, and scholar-

practitioner tasked with recommending how to plan and implement systemic supports for Chairs 

at Prairie Polytechnic. 

The work done by Chairs is complex and diverse, which creates a heavy workload with a 

wide range of competing and dissociated tasks with short timelines that result in high levels of 

pressure and stress (Armstrong & Woloshyn, 2017; Morris & Laipple, 2015). Up to 80% of 

administrative decisions are made at the department level by Chairs because the role is central to 

faculty development, curriculum development, culture change, policy development/enactment, 

and institutional goal attainment (Berdrow, 2010; Bystydzienski et al., 2017; Carroll & 

Wolverton, 2004; Czech & Forward, 2010; Gmelch, 2015). The position of Chair is frequently 

the first formal leadership role taken on by faculty, but the skills Chairs gain as academics and 

faculty members are discrete from those needed in a leadership role (Pritchard, 2009; Sirkis, 

2011).  

Supports for Chairs may include leadership preparation, onboarding, ongoing 

professional development, coaching, mentoring, and succession planning (Rayburn et al., 2016; 

Ross et al., 2014; Wolverton et al., 2005). However, the literature is clear that Chairs receive 

very little formal learning or institutional support for the role (Aziz et al., 2005; Dopson et al., 

2019; Gonaim, 2016; Gmelch, 2013), and the training they do receive tends to be non-systemic, 

episodic, opportunistic, ad-hoc, short-term, self-guided, and limited to on-the-job training 
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(Brinkley-Etzkorn & Lane, 2019; Hecht, 2004). While institutions typically allocate resources 

for faculty development and student success, the development needs of administrative faculty, 

specifically Chairs, are overlooked, causing a difficult and confusing transition into their new 

leadership roles (Gigliotti, 2021; Stanley & Algert, 2007). Given the importance and 

complexities of the role, this OIP explores how Prairie Polytechnic can provide systemic 

supports for Chairs.   

The first chapter focuses on problem-delving with a micro-, meso-, and macro-level 

analysis of the PoP. The micro-level analysis outlines my positionality, the multiple roles I hold 

within Prairie Polytechnic, and how these roles influence my understanding of the PoP. 

Postmodernism is my chosen lens for exploring the relationships between knowledge and power 

with the PoP, and Critical Theory provides the rationale for why the status quo for Chairs is 

inequitable. I selected Adaptive Leadership as my leadership framework because of its alignment 

with the PoP and theoretical paradigms. The meso-level analysis includes a summary of the 

recent turbulent history of Prairie Polytechnic and how that volatility has impacted its Chairs. 

The macro-level analysis links trends at Prairie Polytechnic with neoliberalism, New Public 

Management, globalization, and equity, diversity, inclusion, and decolonization initiatives. Using 

Bolden et al.’s (2008) five dimensions of leadership, I summarize the literature on Chairs, 

including their history and importance, how their intersectional role involves competing 

priorities, the role tensions and emotional labour they face, and how their role is a form of 

leadership socialization. From this analysis, I conclude that Chairs’ development needs are not 

met in general and specifically at Prairie Polytechnic, and my leadership-focused vision for 

change is for Chairs to be systemically supported throughout their role’s life cycle.  

The second chapter involves problem-framing, where I explore how Adaptive Leadership 
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and the ADKAR change model (awareness; desire; knowledge; ability; reinforcement) will be 

used to implement systemic supports for Chairs at Prairie Polytechnic. I present four potential 

solutions to the PoP, none of which include the status quo because I argue that inadequate 

institutional supports for Chairs are inequitable and unsustainable. The four solutions are 

increased Chair downloads (i.e., increased release time from teaching), increased role clarity, 

Chair learning communities, and a Chair life cycle strategy. I score and rank each solution’s 

feasibility, efficacy, and ethicality and identify that the Chair life cycle strategy offers the 

maximum benefits for minimum costs.   

The last chapter focuses on problem-resolving through a comprehensive change plan 

framed by Adaptive Leadership behaviours and the phases of the ADKAR change model. I 

identify how the change plan’s goals and process align with institutional priorities and how 

anticipated limitations and challenges can be mitigated. The communication plan identifies how 

and when collaborators will be engaged in the change process. The monitoring and evaluation 

plan identifies how the change plan will be assessed. Next steps and future considerations are 

described, and I reflect on the process of writing this OIP in a narrative epilogue.  
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Definitions 

Chair: An academic leader of a discipline-specific department in a higher education institution 

who is accountable for their department’s faculty and students and whose contract is a set length 

of time that may (or may not) be renewed (Gmelch, 2015; Normore & Brooks, 2014).  

Core Chair Collaborators: The term collaborator is used instead of the word “stakeholder” 

because of its violent colonial roots (Government of British Columbia, 2023). At Prairie 

Polytechnic, core Chair collaborators include faculty, Chairs, Department Heads, Associate Dean 

Academics, and Teaching Services and Organizational Development department representatives.  

Download: At Prairie Polytechnic, Chairs are positioned in the Collective Agreement as faculty 

with leadership downloads where the term “download” refers to time released from teaching for 

Chairs to accomplish their leadership duties (Prairie Polytechnic, 2022a). 

Equity-Deserving Groups: Systemically marginalized and historically underserved people who 

have faced significant attitudinal, historical, social, or environmental barriers based on ability, 

socio-economic status, gender identity, sexuality, language, race, or ethnicity (Ahmed, 2012; 

Potts & Brown, 2015; Williams, 2013). 

Polytechnic Institution: A higher education institution that offers advanced technical or 

vocational education through apprenticeship training, certificates, two-year diplomas, and 

applied bachelor’s degrees (Polytechnics Canada, 2023).  

Systemic supports for Chairs: Institution-wide processes that provide a framework for the 

strategy, structure, and systems (Gmelch, 2013) for the recruitment, hiring, onboarding, ongoing 

training, and succession planning for Chairs. 
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Chapter 1: Problem Delving 

Historically, higher education institutions have produced and disseminated knowledge for 

the common good; however, globalization, academic capitalism, and neoliberalism have sparked 

tremendous change in higher education by transforming knowledge into a good that can be 

imported and exported (Dobbins et al., 2011; Ward, 2012). I work within this system as a Chair 

at Prairie Polytechnic (a pseudonym), a large public higher education institution in Western 

Canada that offers apprenticeship training, certificates, two-year diplomas, and applied Bachelor 

of Technology degrees. I am entangled with and devoted to my work, which is why the Problem 

of Practice (PoP) is centered on inadequate institutional supports for Chairs.  

There are many names for Chairs in the literature, including academic Chairs (Chetty, 

2009), academic middle managers (Floyd, 2016), academic department heads (Saniel, 2013), 

academic leaders (Hoppe, 2003), academic administrators (Morris & Laipple, 2015), faculty 

Chairs (Young, 2020), and Chairmen (Wilson, 2001). By “Chair,” I mean an academic leader in 

a discipline-specific department within higher education who is accountable for its faculty and 

students and whose contract is a set length of time that may be renewed (Gmelch, 2015; 

Normore & Brooks, 2014). While supports for Chairs can include preparation, onboarding, 

ongoing professional development (PD), and succession planning, at Prairie Polytechnic, they 

are employed in an ad hoc and inconsistent manner that positions supports as voluntary “extras” 

rather than embedded within Chairs’ workloads. I define systemic supports as an institution-wide 

framework including the strategy, structure, and systems (Gmelch, 2013) related to the 

recruitment, hiring, onboarding, ongoing training, and succession planning for Chairs. 

There is a strategic imperative to provide systemic supports for Chairs. As departmental 

leaders, the number of Chairs is often larger than all other types of leaders combined in higher 
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education (Eddy et al., 2016; Filan, 1999). In overseeing faculty and students, Chairs directly 

impact their departments’ learning and teaching outcomes (Buller, 2015; Kruse, 2020; Saniel, 

2013). They also influence the socialization of new faculty and the ongoing motivation of long-

term faculty (Czech & Forward, 2010). Chairs are vital in creating inclusive departmental 

cultures in alignment with institutional Equity, Diversity, and Inclusion (EDI) and decolonization 

efforts (Bystydzienski et al., 2017; Quinn et al., 2007). A low-performing Chair can impact 

departmental funding and faculty development levels (Fairchild, 2013). Carroll and Wolverton 

(2004) and Gmelch (2015) contend that 80% of administrative decisions are made at the 

department level by Chairs, causing the role to influence their institution’s overall effectiveness 

and productivity (Brinkley-Etzkorn & Lane, 2019).   

In this chapter, I will summarize my positionality and describe the contextual and 

historical factors affecting the work done by Chairs. This organizational improvement plan (OIP) 

will integrate Postmodernism, Critical Theory, Adaptive Leadership, and the ADKAR change 

model (Awareness; Desire; Knowledge; Ability; Reinforcement) to structure how systemic 

supports for Chairs should be planned and implemented at Prairie Polytechnic.  

Positionality and Lens Statement 

Before embarking on a meso- and macro-level analysis of this PoP, I will first engage in 

a micro-level exploration to position myself within this inquiry. Curriculum scholar Maxine 

Greene’s quip “I am what I am not yet” (Teachers College, 2001, ¶1) exemplifies how I have 

navigated my personal and professional roles as a jubilant lifelong learner as well as my 

alignment with Postmodernism (described in the next section). My formal learning can be 

summarized by a list of degrees: a Bachelor of Science, Bachelor of Education, Master of 

Education, and following the successful examination of this OIP, Doctor of Education (EdD). 
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This list reflects the many layers of privilege I have as a Canadian-born cis-gendered non-

disabled Caucasian English-speaking employed settler in a heteronormative marriage, which I 

am actively coming to understand and harness for the betterment of others through Critical 

Theory (also detailed in the next section).  

I have worked at Prairie Polytechnic for 19 years as a faculty member instructing high 

school- and college-level sciences. Five years ago, I became a Chair for a department that had 

experienced three Chairs in three years, a series of redundancies that had halved the department’s 

size, and a devastating laboratory fire that required significant renovations. The underlying 

rationale for this PoP fits Ma et al.’s (2018) definition of a “felt difficulty” stemming from a 

“deep concern or dissatisfaction upon which the practitioner felt the urge to take action” (p. 17); 

my exasperation arose from the ad-hoc and inefficient supports I received as a new leader with a 

challenging portfolio. While I was promised and provided plenty of moral support from my 

immediate supervisor, the lack of systemic supports for Chairs at Prairie Polytechnic meant that 

my onboarding and training were a reactive and frustrating process dominated by trial and error.  

During the entire course of this EdD, from drafting a statement of intent for my EdD 

application to writing this OIP, I have explored how Prairie Polytechnic can provide better 

supports for its Chairs. While beyond the scope of my formal role (i.e., a Chair), I became an 

informal change initiator (Deszca et al., 2020; Hall & Hord, 2015) by advocating for agency to 

my supervisors using networking and informal leadership tactics (Bolman & Deal, 2017; Kezar, 

2018). I succeeded in having some agency allocated to my portfolio and became a consultant 

tasked with recommending how systemic supports for Chairs should be implemented at Prairie 

Polytechnic. In 2022, I conducted a literature review and led a needs analysis research project 

that identified the knowledge and skills that were most important and difficult for Chairs to learn 
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and determined the gaps and overlaps with existing supports for Chairs at Prairie Polytechnic. 

The needs analysis data collection methods (a survey, individual interviews, and focus groups) 

were approved by Prairie Polytechnic’s Research Ethics Board (REB) in December 2021. The 

survey and interview questions are found in Appendix A. Western University’s REB was also 

consulted; the needs analysis fell under Quality Assurance, Quality Improvement, and Program 

Evaluation (QA/QI/PE) using the Canadian Tri-Council (2022) policy guidelines. I submitted a 

QA/QI/PE application, which was also approved in December 2021. The recommendations in 

this OIP are grounded in my work as a scholar-practitioner and will be shared with various 

portfolios, including Prairie Polytechnic’s Senior Leadership Council. These recommendations 

will be used to implement systemic supports for Chairs.  

A scholar’s philosophical worldview, as described by Creswell and Creswell (2018), is 

also what Guba and Lincoln (1989) refer to as a paradigm; regardless of labelling, these 

frameworks illuminate underlying assumptions about the epistemology, ontology, and axiology 

of a phenomenon as well as the methodology through which one might explore it (Kivunja & 

Kuyini, 2017). A researcher’s chosen paradigm(s) should align with their research objectives and 

underlying assumptions, so I will now identify the theoretical paradigms that have framed this 

inquiry. Since educational leaders tend to rely more on experiential knowledge and personal 

views than ethical or philosophical theory to govern decision-making (Wood & Hilton, 2012), 

these paradigms should also align with my personal views of the world. The paradigmatic 

orientation that has guided this inquiry is twofold: Postmodernism is the lens through which I 

conceptualize this PoP, and Critical Theory is how I argue that the lack of supports for Chairs is 

inequitable. The lens that will guide my leadership approach to change, Adaptive Leadership, is 
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also congruent with these paradigms. The following section will include a discussion of how 

these frameworks relate to this PoP and align with one another.  

Postmodernism 

Postmodernism views language as a meaning-making process and tool for constructing 

and describing arbitrary realities (Berger & Luckmann, 1966; Greenfield, 1980). I have used 

scare quotes and forward slashes to signal when I am questioning or playing with the meaning of 

a word or phrase. I have capitalized all paradigms, frameworks, and job titles as proper nouns to 

represent their significance to this inquiry, which is an intentional but respectful Postmodern 

departure from the OIP guidelines I am meant to follow. While asking questions implies a search 

for answers, Postmodernism does not accept singular answers because critical, complex 

questions are multifaceted and are intended to lead to yet more questions; it is for this reason that 

I use the term “inquiry” to re/present the processes described within this OIP. Throughout this 

chapter, I have used language and texts to explore how knowledge and power are re/produced in 

the realities Chairs experience at Prairie Polytechnic.  

Postmodernism positions “realities” as constructed, relative, evolving, and pluralistic 

(Bloland, 1995; Nath, 2014; Willmott, 2005), which aligns with this inquiry because I assume 

that the status quo is variable and changeable. Embracing relativism and pluralism intentionally 

rejects the “tyranny of the binary” (Banerjea, 2002, p. 572) by replacing oppressive Euclidean 

dichotomies with complex spectra and fractals that allow for more profound engagement with 

and exploration of diverse human experiences (Davis & Sumara, 2005). By replacing the 

dualistic “or” with a pluralistic “and,” Postmodernism positions individuals and their 

organizations as being dynamic, complicated, and inconsistent (Allan et al., 2010; Loewenthal, 

2003). As such, I assume that individuals learn and grow at work and that Chairs’ current selves 



  6 

develop and change while in the role, which reflects the Postmodern dynamic process of 

“becoming” (Greenfield, 1980) instead of a positivist static notion of the self. Postmodern selves 

are affected by and affect their contexts (Loewenthal, 2003); this means that Chairs’ views of 

leadership and how they learn and perform the role dialectically influence and are influenced by 

their institutional contexts. Given this multitude of realities, I have used the pluralized word 

“supports” to describe what Chairs should receive from their institutions because individual 

Chairs have different needs, and there are many ways to address them through a multitude of 

potential supports.  

Postmodernism focuses on the relationships between power and knowledge (Alvesson & 

Deetz, 2006; Ashton, 2003). In this inquiry, leadership skills are the knowledge in question, and 

an underlying assumption is that leadership skills empower Chairs to succeed more and suffer 

less in their roles. By focusing on leadership-as-knowledge, I position this PoP as an epistemic 

instead of an empirical concept (Eacott, 2013). However, since leadership knowledge is related 

to the experience of being a leader, Stein’s (2019) concept of onto-epistemology is also relevant 

because it demonstrates how ontology and epistemology “are intertwined in ways that shape the 

conditions of knowledge and existence” (p. 148). If organizational power is wielded by those 

controlling scarce resources (Morgan, 2006), the people who wield the most power reinforce the 

truth of the dominant narratives (Foster, 2004). This inquiry therefore focuses on how the 

institution scaffolds the social processes of becoming and being a Chair. I intend to disrupt the 

status quo by redistributing power through systemic supports for Chairs.  

Critical Theory  

While Postmodernism is a useful exploratory tool, Critical Theory offers stronger 

arguments for changing the status quo for human emancipation by exposing and resisting 
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hegemony, oppression, and exploitation (Asghar, 2013; Mumby, 2005; Willmott, 2005). Critical 

Theory highlights how higher education is stratified by “haves,” “have nots,” and what counts as 

“having” (Maton, 2005, p. 690). The academe’s scholarship practices perpetuate the violence of 

colonial modernity (Stein, 2019), so in this OIP, I will “legitimize[s] certain understandings of 

the world by speaking them into existence” (Rottmann, 2007, p. 56), whether I intend to or not. 

Meighan (2023) coined the term “colonialingualism” (p. 146) to describe how words covertly 

and overtly uphold imperial mindsets and inequitable practices. To avoid linguistic imperialism, 

I have prioritized decolonial terms (Ravishankar, 2020). For example, the ubiquitous word 

“stakeholder” has violent colonial roots because “settlers were given wooden stakes to claim 

their plot of land prior to any treaty or land negotiations with Indigenous Peoples” (Government 

of British Columbia, 2023, ¶15), so I will instead use “collaborators” to represent roles that are 

most intertwined with Chairs at Prairie Polytechnic. Since terms like “minorities” and “equity-

denied people” perpetuate a deficit-based narrative, I will use the phrase “equity-deserving 

groups” to advocate for systemically marginalized and historically underserved people facing 

significant attitudinal, historical, social, or environmental barriers (Ahmed, 2012; Potts & 

Brown, 2015; Settlage, 2011; Williams, 2013).  

It is an un/settling notion that this EdD program and the OIP I have written are more 

likely to re/produce than disrupt colonial onto-epistemological norms. The question is not “Am I 

a colonizer?” because I am, nor is this admission illuminating or emancipatory. Furthermore, 

saying “we are all colonizers” implies that “none of us are settlers” in what Tuck and Yang 

(2012) identify as “settler moves to innocence” (p. 10) that alleviates guilt and ignores 

complicity. Critical Theory is useful for this inquiry by disrupting how dominant ideologies (i.e., 

white capitalist hetero-patriarchal Christian supremacies) reinforce the status quo where some 
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people (i.e., elite heterosexual non-disabled Caucasian Judeo-Christian English-speaking 

Western cis-gendered men) are privileged as leaders because they are assumed “to be more fit to 

govern others” (Liu, 2017, p. 351). Using Critical Theory, I can challenge the assumption that 

there is no need to support Chairs when certain exclusive groups already re/present the ideal or 

definitive version of them (Acker & Millerson, 2018).  

Illuminating how power is distributed unequally and inequitably within organizations 

(Bolman & Deal, 2017) and higher education (Lumby, 2019) is the first step in preventing 

privileged people from making decisions for equity-deserving groups (Tamtik & Guenter, 2019). 

Since power relations are constructed, they can be transformed (Alvesson & Deetz, 2006; 

Asghar, 2013; Kezar, 2000). Freire (2018) linked education and oppression, where education can 

be a tool to subjugate others or a method of liberation, and it is the latter that relates to this PoP. 

Freire (2018) also emphasized how education can be used for individual growth and societal 

change; Critical Theory can be used to argue that there is a moral prerogative to provide 

adequate supports for Chairs (i.e., education on leadership skills) because they benefit individual 

Chairs and the systems they work within.  

Adaptive Leadership 

All leadership approaches are underpinned by values (Burnes et al., 2016). A chosen 

leadership model is not neutral or value-free, and rigour in the social sciences involves 

explicating these values (Guba & Lincoln, 1989). My chosen leadership framework is Adaptive 

Leadership, which involves “mobilizing people to tackle tough challenges and thrive” (Heifetz & 

Linsky, 2017, p. 11) and relates to my desire to mitigate systemic barriers for Chairs. Adaptive 

Leadership is aligned with Postmodernism in positioning leadership as a normative social act 

influenced by relational histories, cultural differences, and social networks (DeRue, 2011; 
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Heifetz, 1994). The model also positions learning as a complex dynamic process instead of a 

static product (DeRue, 2011). Leadership and authority are not the same thing (Heifetz & 

Linsky, 2017), because Adaptive Leadership positions leadership as a practice and not a job title 

(Heifetz et al., 2009). Leadership cannot be confined to one trait, act, or characteristic (Nelson & 

Squires, 2017), so Adaptive Leadership challenges the static notion of self that relates to the 

individual leader-as-hero archetype (Gronn, 2010; Heifetz, 1994). Through Critical Theory, I 

reject a focus on “heroic” individual leaders who “possess the right traits and exhibit the right 

behaviours” (Liu, 2017, p. 344) because this fails to examine the systems from which these 

privileged leaders have emerged (Nelson & Squires, 2017). Thus, Adaptive Leadership is a 

model that is more follower- than leader-centred (Northouse, 2019) by valuing knowledge and 

power invested into communities rather than individual leaders (Preece, 2016).  

While the notion of “organizing” an “organization” can be playfully positioned as an 

oxymoron (Petrich, 1998, p. 23), Adaptive Leadership can be used to institutionalize continuous 

learning and encourage others to accept change (Heifetz & Linsky, 2017; Jefferies, 2017; Nelson 

& Squires, 2017). Adaptation is defined as an opportunity to survive environmental changes 

(Urry et al., 2021), so Adaptive Leadership offers a means of increasing higher education 

institutions’ capacity to change during turbulent times (Nicolaides & McCallum, 2013). Since 

stability and equilibrium are anathemas to adaptation and change (DeRue, 2011), Adaptive 

Leadership can be used to disrupt the status quo (Khan, 2017). However, the status quo is 

tenacious because it has evolved from successful solutions to past problems (Heifetz et al., 

2009). Changing the status quo involves loss and conservation because a change initiative is 

unlikely to overhaul an entire system (Heifetz et al., 2009). Tensions arise when routinizing 

institutional activities and supplanting those same routines to change the status quo (Lewin & 
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Volberda, 2005). Biologically, evolution occurs after generations of adaptations (Urry et al., 

2021), so Adaptive Leadership aims to build on the past rather than rejecting or ignoring it.  

On Being Perfectly Imperfect 

I have written this OIP using multiple identities (e.g., Chair, subject matter expert, 

consultant, and graduate student) that fall within Schein’s (2009) definition of a scholar-

practitioner: one who uses their professional role to create new knowledge to help their systems 

improve and evolve. Integrated roles with permeable boundaries can create tensions, dilemmas, 

and conflicts of interest (Wasserman & Kram, 2009). For example, my embeddedness within this 

PoP wields a double-edged sword where my conceptualization of “Chairness” risks myopia 

because my experiences are not necessarily the same as how others experience or perceive the 

role (Austin & Harkins, 2008; Mercer, 2007; Raven, 2016). There are no guarantees that insiders 

are more capable of understanding their contexts than those who appear or identify as outsiders 

(Tilley, 2016). Moreover, Postmodernism, Critical Theory, and Adaptive Leadership are 

imperfect models, as is any person or organization that employs them. For example, 

Postmodernism is criticized for its inherently paradoxical nature because the paradigm rejects all 

grand narratives including itself (Nath, 2014). Since power dynamics are relative and 

individually dependent, Critical Theory may not provide adequate guidance for navigating these 

contextually bound realities (Freundlieb, 2000). Adaptive Leadership is still in the early stages of 

theoretical development because it is primarily based on writings by Ronald Heifetz (Northouse, 

2019). Identifying errors is an essential step toward learning (Argyris, 1994), and such 

weaknesses are expected because “any conceptual model is, of course, an ideal that cannot 

necessarily be realized” (Jäppinen, 2017, p. 463). 

These are unresolvable tensions (Allan et al., 2010; Alvesson & Deetz, 2006), but a 

Postmodern solution (to itself) is to lean into the complexities and ambiguity that are inherent to 
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organizations (Alvesson & Sveningsson, 2003). One purpose of “social science is not to get it 

right but to challenge guiding assumptions, fixed meanings and relations, and to reopen the 

formative capacity of human beings in relation to others and the world” (Alvesson & Deetz, 

2006, p. 23). Through praxis, scholar-practitioners can merge evidence-informed practices with 

their professional contexts (Wasserman & Kram, 2009). There are also tools to help navigate 

potential conflicts of interest. For example, REB processes helped me delineate how and what 

information was collected from whom during the needs analysis. Using a leadership framework 

and change model based on engagement with collaborators integrates a broader range of 

viewpoints, experiences, and lenses into the change process. Thus, my Postmodern approach is 

not to attempt to resolve this PoP in a positivist manner but to embrace the paradoxes of change 

while balancing my passion for action with the realities of my context (Deszca et al., 2020). 

Organizational Context 

Rottmann (2007) argues that an essential step to changing the status quo is to analyze the 

structural, systemic supports that uphold it. Since social, political, cultural, and economic factors 

affect how changes are planned and implemented, historical and organizational contexts should 

be considered when planning a change initiative (Kezar, 2018). A sole focus on an individual 

leader ignores systemic power dynamics and structural inequities that favour the success of some 

through the systemic oppression of others (Blackmore, 2013), and a simplistic search for 

contextually removed “best practices” obscures systemic barriers (Niesche, 2018). The following 

section will summarize the meso-institutional and macro-global level factors affecting Chairs 

(Austin & Jones, 2016).  

Meso-Level Contextual Factors 

Prairie Polytechnic has experienced many recent upheavals. The first structural budgetary 

deficit in the institution’s history was announced in 2015 and continues to date. The academic 
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staff’s Collective Agreement expired in 2019, and the new one was not ratified until 2022, when 

the contentious bargaining process was settled through voluntary mediation (Prairie Polytechnic, 

2022a). The long-term President retired in 2019, just before the institution’s strategic plan 

expired, and the new President did not begin until late 2020. The provincial government 

implemented the largest-ever cuts to post-secondary funding and introduced a new performance-

based funding model just before the pandemic shut down on-campus operations in 2020. As a 

result, the institution cut approximately 250 jobs impacting several portfolios that support Chairs. 

In 2021, the Vice President (VP) Academic and Provost departed, and the VP portfolio was 

restructured, resulting in a series of interim leaders until two new VPs began in 2022. The 

leadership changeovers delayed the new institutional strategic plan, which was released in draft 

form in 2021 after some consultation with higher-level leaders and finalized in 2022 following 

broader engagement (Prairie Polytechnic, 2022b). The Board of Governors also released 

objectives and key results (OKRs) aligned with the new strategic plan to address the ongoing 

budgetary deficit (Prairie Polytechnic, 2022c). See Appendix B for more details on the new 

strategic plan and OKRs.  

While all institutional work units have been affected by resource scarcity, this analysis 

will focus on the impacts on Chairs. Associate Chairs were mainly abolished as a cost savings 

measure, removing a primary support role for Chairs and the only means by which aspiring 

leaders among faculty could learn the role through apprenticeship. Chair numbers were reduced 

by combining similar programs and offering experienced Chairs voluntary departure packages 

with little opportunity for succession planning or cross-training. A new administrative position of 

Department Head, supervised by the Associate Dean Academic, was implemented above Chairs 

to merge budgets between programs. While Department Heads were meant to oversee 
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administrative tasks so the Chairs could focus on academic affairs, this new position has caused 

considerable role confusion. Chairs remain the official supervisors for faculty, but the non-

unionized Department Heads now hire, fire, or discipline them. The rationale for this positioning 

was because Chairs and faculty belong to the same faculty association, and the institution 

determined that an out-of-scope employee should conduct formal discipline. Although Chairs 

work most directly with Administrative Assistants and Educational Laboratory Technicians, 

Department Heads became those roles’ official supervisors. The outcome is a blurring of 

responsibilities between Chairs and Department Heads that complicates program-level decision-

making (see Figure 1).  

Figure 1  

Role Tensions between Department Heads and Chairs 

  

Macro-Level Contextual Factors 

The decreased government funding experienced by Prairie Polytechnic aligns with the 

macro-level impacts of neoliberalism and New Public Management (NPM), where institutions 

must balance constrained budgets by eliminating so-called inefficiencies (Busch, 2017; Olssen & 

Peters, 2005). Neoliberalism emerged in the late 1960s as an economic and political philosophy 
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idealizing a free market and consumer-centred capitalistic society (Ward, 2012) and was applied 

to the public sector via NPM through increased auditing and management of (Hall, 2013; Try & 

Radnor, 2007) and requiring a measurable return on investment for public services (Lorenz, 

2012). Dwindling governmental higher education funding has been reported in Canada (Fisher et 

al., 2009; Shanahan & Jones, 2007) and globally (Busch, 2017; Ward, 2012). In Canada, tuition 

rates are regulated by provinces and territories, so funding cuts are expressed in locally unique 

ways across the nation (Deering & Sá, 2014). My context is Western Canada, where decreased 

levels of post-secondary funding have occurred in British Columbia, Alberta, Saskatchewan, and 

Manitoba (Jeannotte, 2010; Joosse, 2010; Whiteley et al., 2008). Institutions are becoming 

increasingly reliant on private funding sources for revenue (Saunders, 2010), which has 

narrowed research foci (Giroux, 2002), changed academic priorities (Olssen & Peters, 2005; 

Whiteley et al., 2008), and increased outsourcing of services (Taylor, 2017). 

To reduce costs and mitigate funding cuts, higher education institutions are hiring 

increasing numbers of adjunct, temporary, and sessional instructor appointments (Brownlee, 

2015); hence, Prairie Polytechnic is not an outlier in implementing a hiring freeze for permanent 

salaried faculty. Another outcome of funding cuts is a reduced number of non-academic staff 

supporting faculty and students (McMurray, 2019). At Prairie Polytechnic, staffing reductions in 

the departments supporting Chairs (the departments of Teaching Services and Organizational 

Development) have caused leadership PD to be suspended or offered as self-paced online 

courses. Under NPM, enhanced auditing and reporting are implemented as quality assurance 

measures to ensure a return on investment for funding (Sporn, 2006), of which the new 

provincial performance-based funding model is a prime example (Dougherty & Natow, 2020). 

Chairs are pressured to increase key performance indicators (e.g., enrolment and graduation 
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rates) or risk program cancellation (Page, 2020). Global league tables are another example of 

comparisons that have increased institutions’ pursuit of accreditation with professional or 

licensing bodies (Croucher & Lacy, 2020; Lorenz, 2012). At Prairie Polytechnic, programs are 

encouraged to achieve accreditation through Technology Accreditation Canada (2021), adding 

yet another responsibility for Chairs. International students, who are charged significantly higher 

tuition fees than domestic students (Marcucci, 2013), are seen as a strategic revenue source and 

are aggressively recruited (Cantwell, 2015). International students arrive with unique needs, and 

Chairs are often their first point of contact when seeking support (Lima, 2016). Thus, funding 

cuts have had a widespread impact on higher education and have significantly impacted Chairs. 

Fiscal constraints paired with increased monitoring and auditing have changed the role of 

academic leaders from being first-among-peers to corporate-style managers (Lorenz, 2012). 

Academic leaders are now “expected to bridge the world of academe and business” (Giroux, 

2002, p. 439) by treating the university like a corporation, which positions leaders as strategic 

directors, faculty as traditional workers, and students as customers (Saunders, 2010). The 

redefined relationships between academic leaders and the professionals they oversee are an 

ideological departure from shared governance for public welfare to academic freedom for 

autonomous professionals (Hogan & Trotter, 2013; Winter, 2009). In turning knowledge into 

capital, higher education now engages in academic capitalism (Croucher & Lacy, 2020), where 

the shifting demands of the free market are prioritized over the common good (Taylor, 2017). 

Other macro-level factors Critical Theory highlights are the systemic barriers that 

perpetuate the hegemony of white, hetero-patriarchal, cisgender, ableist, and Western privilege 

(Isaac et al., 2010; Kezar, 2000; O’Connor et al., 2016). EDI and decolonization initiatives are 

now common in higher education and identified as policy priorities (Dua & Bhanji, 2017; 
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Tamtik & Guenter, 2019); Prairie Polytechnic (2021) has unveiled a new EDI strategy in 

alignment with these initiatives. However, the gap between policy-as-intended and policy-as-

enacted is noted in the literature (Bacchi & Goodwin, 2016; Cairney, 2016; Schein, 2017), 

particularly concerning EDI policies (Ahmed, 2007; Guo & Guo, 2017) where the presence of an 

EDI strategy or policy does not remove discrimination, racism, sexism, etc. from the institution 

(Dua & Bhanji, 2017). Henry et al. (2017) call for equity metrics using disaggregated, 

biographical data from equity-deserving groups to address these systemic barriers. 

Executive changes, a new strategic plan, governmental funding cuts, an ongoing 

budgetary deficit, and the pandemic have dramatically impacted Prairie Polytechnic's Chairs. 

Global changes, including neoliberalism, NPM, academic capitalism, and EDI policy trends, 

have also affected Chairs’ work. In the following section, I will describe this PoP and summarize 

the literature on Chairs to demonstrate how the lack of supports for Chairs’ leadership 

development is a widespread phenomenon rather than limited to Prairie Polytechnic.   

Leadership Problem of Practice 

The PoP is the inadequate institutional supports for Chairs at Prairie Polytechnic. While 

Prairie Polytechnic allocates considerable resources for faculty development and student success, 

the development needs of its Chairs are overlooked. Although inadequate leadership 

development support is arguably true for all leadership roles at the institution, it is essential for 

Chairs because they are the largest group of leaders at Prairie Polytechnic (n=106 in 2023). With 

the abolishment of most Associate Chairs, Chairs are usually the first leadership position faculty 

members can achieve, whereas higher-level roles require prior formal leadership experience.  

The skills needed by Chairs are discrete from those gained by academic faculty, and 

although voluntary leadership courses are available at Prairie Polytechnic, none are required for 
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the role. The training new Chairs receive at the institute is episodic, ad-hoc, and short-term. New 

Chairs must complete a training course that focuses on institutional policies and procedures; 

however, due to a lack of time release for PD, the new Chair may be unable to take the course for 

one or two years. The key roles supporting Chairs are their Department Head (i.e., immediate 

supervisor) and their school’s Associate Dean Academic, but both roles can only provide limited 

support for any individual Chair because they supervise many employees. Due to recent 

downsizing, the Teaching Services and Organizational Development departments also have 

diminished capacity to support Chairs. Considering Chairs’ importance, scope, and complexities, 

this inquiry asks: How can Prairie Polytechnic provide more effective systemic supports for 

Chairs given time and resource constraints?   

Framing the Problem of Practice 

The lack of systemic supports for Chairs is a broader phenomenon. I will use Bolden et 

al.’s (2008) five dimensions of leadership to summarize the literature regarding Chairs because 

of the framework’s focus on educational leaders and the systems in which they operate.  

Contextual Dimension: Chair History 

Bolden et al.’s (2008) contextual dimension includes the larger historical, cultural, and 

political contexts that impact Chairs. As higher education institutions grew in size and 

complexity, additional leadership roles were needed (Kruse, 2020), and massification of higher 

education significantly increased the number of Chairs (Bellibaş et al., 2016). During higher 

education’s rapid expansion in the 1960s, Chairs became essential to departmental-level 

administration (Gonaim, 2016), whereas previously, the academic role focused on relationships 

with faculty and students (Boyko & Jones, 2010). Now, however, the department is a 

fundamental operational locus for universities (Bryman, 2007), community colleges (Craig, 
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2005), and polytechnics (Hoekstra & Newton, 2017). By setting departmental agendas, Chairs 

are held accountable for department-level goals and institutional-level strategies (Chu, 2012; 

Gonaim, 2016). Chairs are also the starting place of the “academic leadership pipeline” (Hoppe, 

2003, p. 3) for those aspiring for higher-level leadership roles (Strathe & Wilson, 2006).  

Structural Dimension: Intersecting Roles and Competing Priorities 

The structural dimension examines institutional organizational systems, including human 

resources and strategic planning (Bolden et al., 2008). Chairs must bridge the academic and 

operational realms of an institution (Foster, 2006; Paape et al., 2021) by acting as an 

“organizational fulcrum between faculty and senior administration” (Armstrong & Woloshyn, 

2017, p. 97). Chairs are accountable to and for numerous competing roles, including faculty, 

staff, students, administrators, and accrediting bodies (Aziz et al., 2005; Griffith, 2006; Hecht, 

2004). At Prairie Polytechnic, core Chair collaborators are faculty, Chairs, Department Heads, 

Associate Dean Academics, and representatives from the departments of Teaching Services and 

Organizational Development (these relationships between these roles and Chairs are summarized 

in Appendix C). Page (2011) places Chairs inside a trialectic between their department, 

institution, and students; similarly, both Floyd (2016) and Pritchard (2009) describe Chairs as 

being “caught in the middle” of administration, faculty, and students. Chairs are therefore 

expected to represent and pivot between the competing interests of the institution, students, and 

faculty (Ayers & Gonzales, 2020). Bellibaş et al. (2016) refer to this positioning as paradoxical 

because Chairs’ relatively high importance is saddled with low authority, autonomy, and 

agency.  

Chairs face a heavy workload of competing but dissociated tasks with short timelines that 

cause their workdays to be fragmented and unpredictable (Armstrong & Woloshyn, 2017; 
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Berdrow, 2010; Boyko & Jones, 2010; Cipriano & Riccardi, 2013; Paape et al., 2021). The 

literature contains long lists of responsibilities (Bowman, 2002; Cramer, 2006; Settoon & Wyld, 

2004; Stanley & Algert, 2007; Wolverton et al., 2005) that include faculty development (Czech 

& Forward, 2010), culture change (Bystydzienski et al., 2017), policy development and 

enactment (Carroll & Wolverton, 2004), institutional goal attainment (Cowley, 2018), scheduling 

(Thomas & Schuh, 2004), promotions and tenure (Hecht, 2004), and scholarship support 

(Cramer, 2006). Resource allocation and budgeting are identified as being especially daunting 

tasks due to lack of training or experience (Boyko & Jones, 2010; Settoon & Wyld, 2004), and 

the COVID-19 pandemic only increased the role’s demands (Gigliotti, 2021; Kruse, 2020). 

The role of Chair is often a temporary, short-term appointment with high turnover, and 

most Chairs return to being faculty members (Berdrow, 2010; Boyko & Jones, 2010; Bryman, 

2007; Cowley, 2018; Smith & Stewart, 1999). While the length of terms for Chairs varies 

significantly (Boyko & Jones, 2010), the role’s high turnover creates structural challenges when 

the scope is considered (Kezar, 2009; Paape et al., 2021); for example, Gmelch (2013) reports 

that of the 50,000 American Chairs, “almost one quarter will need to be replaced and developed 

each year” (p. 5). High turnover has also been echoed at Prairie Polytechnic, where there were 

job competitions for 20% of its Chairs in 2022 (Prairie Polytechnic, 2023a). The lack of 

institutional support for Chairs is partly related to the role’s temporary nature (Gonaim, 2016); 

furthermore, these short-term appointments limit the power of Chairs within their institutions 

(Bryman, 2007; Cowley, 2018). One factor that compounds the level of turnover is an overall 

lack of succession planning in higher education (Buller, 2019; Hoppe, 2003; Rayburn et al., 

2016; Smith et al., 2012; Wilson, 2016), where “planned continuity occurred only in the most 

innovative schools and in cases of isolated transitions” (Hargreaves, 2005, p. 165).  
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Personal Dimension: Role Tensions and Emotional Labour  

The personal dimension examines leaders’ knowledge, skills, and experiences (Bolden et 

al., 2008). At the individual level, Chairs face substantial levels of pressure and stress (Acker, 

2012; Chu, 2012; Cowley, 2018; Gmelch, 2013). The high workload causes a significant “home 

invasion of work” (Page, 2011, p. 101) and extended workdays that interfere with Chairs’ health, 

family, and social commitments (Armstrong & Woloshyn, 2017). In their study of 1500 

American Deans, Associate Deans, and Chairs, Morris and Laipple (2015) found that 15% 

reported feeling burnout at least once a week, and 77% reported being less enthusiastic about 

their work since their appointment to the role. Burnout is a significant factor as to why most 

Chairs return to their roles as faculty members, thereby increasing the turnover rate in the 

position (Bradshaw, 2020; Cooper & Pagotto, 2003; Hecht, 2004).   

Transitioning from a faculty member to a Chair involves identity tensions (Acker, 2012; 

Hecht, 2004; Young, 2020). Emerging leaders must learn where their personal and professional 

identities intersect, converge, and clash (Carden & Callahan, 2007). Becoming a Chair can lead 

to isolation and loneliness as the new leader is no longer a peer with their colleagues (Cramer, 

2006; Griffith, 2006). Gmelch (2015) identified significant transitions faced by new Chairs: from 

solitary academics to social administrators; from focused scholarship to fragmented tasks; from 

engaging in autonomous, private work to visible and accountable work; from writing 

manuscripts to memoranda; from professing knowledge to persuading others; from role stability 

to mobility. There is also the pressure to maintain stature within Chairs’ original disciplines and 

publish research (Aggarwal et al., 2009). As described earlier in this chapter, there are also 

ontological role tensions arising from neoliberalism and NPM where Chairs are positioned as 

corporate-style managers, faculty as workers, and students as customers (Broucker & De Wit, 
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2016; Saunders, 2010) because this is a departure from traditional academic roles emphasizing 

shared governance and producing knowledge for the common good (Siekkinen et al., 2020).  

The role tensions experienced by Chairs contribute to increased levels of emotional 

labour (Chu, 2012; Cowley, 2019; Gonzales & Rincones, 2013). Ayers and Gonzales (2020) 

identify four sources of emotional labour experienced by Chairs: historical and gendered notions 

of “good leadership”; tensions between representing faculty/peer and administrative priorities; 

academic versus administrative disciplinary norms; and their institution’s socio-political 

context. Some emotional labour arises when Chairs report obscuring or suppressing emotions 

other than positivity or objectivity (Ayers & Gonzales, 2020; Cowley, 2018; Czech & Forward, 

2010). Increased emotional labour is also connected with the need for Chairs to maintain 

multiple identities as instructors, researchers, and managers (Carroll & Wolverton, 2004), where 

the inevitable conflicts between them are labelled as painful identity schisms and cognitive 

dissonance (Armstrong & Woloshyn, 2017; Schein, 2017; Winter, 2009). 

Social Dimension: Socialization into Leadership 

The social dimension includes the formal and informal networks of relationships within 

and beyond the institution and the social identity arising from shared purposes among those 

groups (Bolden et al., 2008). Chairs are frequently the first formal leadership role taken on by 

faculty (Carroll & Wolverton, 2004), where being a Chair is a typical entry point for faculty who 

are ambitious for higher-level leadership roles (Kruse, 2020; Pritchard, 2009). However, many 

aspiring Chairs do not fully understand the role and how it will impact them (Armstrong & 

Woloshyn, 2017; Aziz et al., 2005; Czech & Forward, 2010). A lack of role preparation is a 

primary factor that increases the steep learning curve for new Chairs (Gmelch & Buller, 2015; 

Wilson, 2001). Even after new Chairs begin the role, the scope and expectations for the position 
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often lack clarity (Berdrow, 2010). In this way, the process of becoming and being a Chair is a 

form of socialization into leadership (Gmelch & Buller, 2015; Smith & Stewart, 1999; Thomas 

& Schuh, 2004), so it is strategic to plan how this socialization should occur. 

The social nature of the work done by Chairs is also where EDI issues can arise. Chairs 

are usually faculty promoted from within their department (Boyko & Jones, 2010; Cooper & 

Pagotto, 2003; Kruse, 2020; Strathe & Wilson, 2006) and have often achieved tenure (Hoppe, 

2003; Sirkis, 2011), particularly those who are Caucasian, male, and heteronormative (Acker, 

2012; Baber, 2020; Bystydzienski et al., 2017; Cipriano & Riccardi, 2013; Czech & Forward, 

2010; Diehl & Dzubinski, 2016; Smith et al., 2012). Smith et al. (2017) identify unconscious 

race/gender biases in higher education, including who presents at conferences, what work counts 

towards tenure, accent racism, teaching evaluation biases, and promotion choices.  

Developmental Dimension: Chairs’ Development Needs  

Most relevant to this PoP is the developmental dimension, which includes the changing 

needs of individuals, groups, and organizations (Bolden et al., 2008). A flawed assumption made 

in higher education is that a talented faculty member will make a good Chair (Gmelch, 2013; 

Smith et al., 2012; Wolverton et al., 2005), but the skills Chairs used to gain tenure as faculty are 

discrete from those needed in a leadership role (Acker, 2012; Cowley, 2018; Filan, 1999; 

Griffith, 2006). Faculty spend years training and being mentored into academia, and yet Chairs 

are expected to excel immediately (Gonaim, 2016; Morris & Laipple, 2015) with substantially 

less training and experience than senior administrators (Armstrong & Woloshyn, 2017; Strathe & 

Wilson, 2006; Whitsett, 2007). The literature is clear that Chairs receive little formal learning or 

institutional support for the role (Aziz et al., 2005; Brinkley-Etzkorn & Lane, 2019; Cooper & 

Pagotto, 2003; Dopson et al., 2019; Floyd, 2016; Morris & Laipple, 2015; Smith & Stewart, 
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1999; Smith et al., 2012; Strathe & Wilson, 2006; Wolverton et al., 2005; Yost et al., 2018). 

Training for Chairs is often episodic, ad-hoc, short-term, self-guided, and limited to on-the-job 

training (Brinkley-Etzkorn & Lane, 2019; Gmelch, 2013; Hecht, 2004; Smith & Stewart, 1999). 

Floyd (2016) names the lack of systemic supports for Chairs as a “culture of institutional 

neglect” (p. 173) because the development needs of Chairs are overlooked (Gigliotti, 2021; 

Stanley & Algert, 2007; Wolverton et al., 2005). Supporting the development of Chairs is a 

worthwhile investment by anticipating and encouraging equitable growth opportunities for 

leadership in higher education (Berke et al., 2009; Kalargyrou & Woods, 2009). 

Guiding Questions Emerging from the Problem of Practice 

Chairs’ work has expanded significantly since the role’s inception. The skills Chairs need 

are discrete from those gained by faculty achieving tenure, and institutions often overlook 

Chairs’ developmental needs. Chairs’ work is personally and systemically challenging because 

of enduring structural inequities. When applied to Chairs, Bolden et al.’s (2008) five dimensions 

of leadership identify a clear need for systemic supports for Chairs; this section will include 

questions that will guide this inquiry into how such supports can be implemented.  

The status quo should be examined prior to any attempts to change it. The literature 

presented in this chapter and the needs analysis findings have shaped the following questions 

regarding the status quo of Chairs: What are the developmental needs of aspiring, new, and 

established Chairs? How do these needs affect the experience of being a Chair? How can 

supports for Chairs be structured to ease the transition and emotional work of being a Chair? 

What overlaps, gaps, and opportunities exist at Prairie Polytechnic to provide systemic supports 

for Chairs? How can Chairs’ heavy workloads be supported and managed? How can authority 
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and autonomy be given to Chairs to match their levels of responsibility? How can these changes 

be implemented, given extreme resource scarcity?  

My leadership framework, Adaptive Leadership, can scaffold questions to inform how 

systemic supports will be planned and implemented (Heifetz & Linsky, 2017; Heifetz et al., 

2009): What cultural and political forces shape the context from which this PoP emerges? How 

can the practices of adaptive organizations be applied to cultivate change at Prairie Polytechnic? 

How does the change plan consider the relationships of the individual (i.e., Chairs) within the 

system (i.e., Prairie Polytechnic)? How can diverse views be incorporated into the change 

process without silencing the voices of equity-deserving groups? What resistance is anticipated, 

and how can it be mitigated to decrease barriers to implementing the change initiative? How can 

tensions and conflicts be harnessed to effect change rather than disrupt the change process? How 

can an adaptive culture be fostered to institutionalize the changes?  

One person (i.e., me) cannot undertake this inquiry, so some questions arise regarding the 

involvement of others: What expertise and systems exist within Prairie Polytechnic to help 

develop an appropriate support framework once the specific gaps have been identified? What 

experts exist on campus to help develop a sustainable implementation program that supports 

multiple ways of knowing to meet Chairs’ diverse learning needs? What existing systems at the 

institute can be harnessed to communicate at various stages of the initiative? Which roles should 

be involved with the initiative’s evaluation? How can collaborators be engaged without 

reproducing harmful colonial, hetero-patriarchal, and white supremacist power dynamics?  

Other questions relate to my positionality within this inquiry: What opportunities and 

barriers arise from my roles as a Chair and consultant? How can I harness the institute’s informal 

and formal power systems to plan and implement systemic supports for Chairs? Who are the 
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sponsors and champions I will need to align with to increase the chances of success? What risks 

are there to me personally and to the success of this inquiry as I intentionally challenge the 

institute’s status quo? In what ways have I benefitted from the privileges I have gained through 

colonial hetero-patriarchal white supremacy (Breen, 2019), and how can I leverage these benefits 

to help others who do not have equal or equitable access to these privileges?  

Finally, I have questions about the outcomes of the change plan: How will systemic 

supports for Chairs change their hiring, onboarding, ongoing training, and succession planning at 

Prairie Polytechnic? How will these systemic supports impact and, ideally, improve the 

experiences of Chairs, faculty, and students, particularly those from equity-deserving groups? 

How will systemic supports for Chairs disrupt rather than perpetuate inequitable practices? 

Leadership-Focused Vision for Change 

This PoP is related to leadership in topic (i.e., Chairs are leaders) and in process because 

leadership will be needed to implement systemic supports for Chairs at Prairie Polytechnic. This 

inquiry incorporates epistemology (i.e., identifying what Chairs need to learn) and ontology (i.e., 

supporting the becoming and being a Chair) because interventions that ignore ontology are more 

likely to uphold colonial harms and less likely to enact meaningful change (Stein, 2019). The 

motivation underlying this inquiry is that I want Chairs to be supported throughout their role’s 

life cycle. I want the system (i.e., Prairie Polytechnic) to support the individual (i.e., Chairs) just 

as these individuals support the system. I seek to lift the archetypal veil on what is needed for the 

role so all Chairs and those aspiring to be Chairs have equitable opportunities to succeed. I want 

social justice and ethics to guide the decision-making process for this inquiry.  

The questions in the previous section create a foundation for my vision for change: to 

plan and implement systemic supports for Chairs at Prairie Polytechnic. Individual approaches 
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are decontextualized (Gagnon & Collinson, 2014), and interventions on an individual level 

address the symptoms of a problem instead of its root causes (Stein, 2019). A systemic approach 

to leadership development is more effective than an individual- or departmental-level approach 

because it discards the assumption that the individual’s transition into the role is the difficulty 

and identifies the environment itself as the core challenge (Falola et al., 2020; Gmelch & Buller, 

2015; Gonaim, 2016). In doing this, I reject a preoccupation with the self and the notion of 

heroic leadership (Collinson & Tourish, 2015; Gronn, 2010) or ‘Great Man” leadership 

archetypes (Nelson & Squires, 2017) to address what Liu (2017) classifies as “ethical failures in 

contemporary organisations” (p. 347).  

Given this inquiry’s complexity, a systemic approach cannot be fully controlled by one 

person (i.e., me), which aligns with Rottmann’s (2007) argument that organizational change 

cannot be enacted through an individual leader and Tuana’s (2014) assertion that one person 

cannot make a community ethical. In using a systemic approach, the change plans should align 

with institutional values and processes (Kezar, 2018). My chosen change model, ADKAR, was 

employed by the institute to implement the new strategic plan (Prairie Polytechnic, 2022b), and 

the components of the change plan will align closely with institutional strategic imperatives and 

OKRs (Appendix B); Chapters 2 and 3 will describe this alignment further. 

Conclusion 

Higher education institutions are home to competing change initiatives that are impacted 

by micro-, meso-, and macro-level factors (Blaschke et al., 2014; Kezar, 2009). In this chapter, I 

have outlined my positionality, paradigmatic orientation, and leadership lens, and detailed how 

contextual, historical, and global factors impact this inquiry. The tensions faced by Chairs are 

exemplified in the metaphors and adjectives used to describe them in the literature: the hot seat 
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(Aggarwal et al., 2009); more than floating heads with absent hearts (Cowley, 2018); like going 

to a new planet (Foster, 2006); a lifeguard without a life jacket (Gonaim, 2016); fundamentalists, 

priests, martyrs, converts (Page, 2011); leader of the band (Settoon & Wyld, 2004); beggar, 

psychologist, mediator, maiden (Wilson, 2001). With these complexities in mind, I will use my 

leadership vision for change to frame this inquiry using Adaptive Leadership and ADKAR in the 

next chapter.  
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Chapter 2: Problem Framing 

The higher education sector must continually renew itself in response to societal 

developments (Burkhardt, 2002); however, organizational change is complex and non-linear 

(Uhl-Bien & Arena, 2018; Whelan-Berry & Somerville, 2010). In positioning change as a 

process instead of a product (Hall & Hord, 2015), leadership becomes one of many change 

drivers (Avolio, 2007; Nebiyu & Kassahun, 2021). Since no single change model is robust 

enough to account for this complexity (Errida & Lotfi, 2021), I selected Adaptive Leadership to 

structure my leadership behaviours and the ADKAR change model to address this PoP, which is 

the inadequate institutional supports for Chairs at Prairie Polytechnic. Systemic solutions are 

required to address the PoP: institution-wide processes that provide a strategic framework for 

Chairs’ recruitment, hiring, onboarding, ongoing training, and succession planning. In this 

chapter, I will integrate Adaptive Leadership and ADKAR into this inquiry, where both process 

and products will be prioritized. I will also analyze Prairie Polytechnic’s organizational readiness 

for change and compare four solutions for feasibility, efficacy, and ethicality to identify the one I 

will use in the change plan in Chapter 3.  

Leadership Approach to Change: Adaptive Leadership 

The Adaptive Leadership model frames my leadership approach to change (Heifetz, 

1994). Since a leadership approach should align with the context in which it will be applied 

(Bouchard, 2021), I selected Adaptive Leadership because empirical research has found the 

model to be effective in helping higher education institutions respond to changes, uncertainty, 

and complexity in diverse settings (Moen, 2017; Mukaram et al., 2021; Nebiyu & Kassahun, 

2021; Randall, 2012; Randall & Coakley, 2007; Sunderman et al., 2020). I was also drawn to 

Adaptive Leadership because of the emphasis on leadership during a change process. Adaptive 
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Leadership includes five leadership behaviours that I will use in this inquiry: 1) getting on the 

balcony, 2) identifying an adaptive challenge, 3) involving collaborators, 4) creating a productive 

zone of disequilibrium, and 5) protecting leadership voices from below. In this section, I will 

describe how I will integrate these leadership behaviours in this inquiry and how they align with 

Postmodernism, Critical Theory, the ADKAR change model, and my organizational context.  

Getting on the Balcony 

In preparing for change, getting on the balcony is a metaphor for the leadership process 

of gaining a “distanced perspective needed to see what is really happening” (Heifetz et al., 2009, 

p. 12). However, in alignment with Postmodernism, leadership is viewed as endogenous to the 

environment in which it is performed and “not an objective reality or static feature of a person” 

(DeRue, 2011, p. 130). Therefore, when getting on the balcony, leaders should consider the self 

and the contexts in which the self exists (Heifetz et al., 2009).  

The analysis of the self includes characterizing one’s scope, agency, and authority 

(Heifetz et al., 2009), which relates to Postmodern positioning where individuals and institutions 

have multiple and sometimes conflicting roles, identities, loyalties, and motivations (Heifetz et 

al., 2009; Stensaker, 2015). Within this inquiry, I am a Chair, subject matter expert, consultant, 

and scholar-practitioner tasked with recommending how systemic supports for Chairs will be 

planned and implemented at Prairie Polytechnic. As described in Chapter 1, these multiple roles 

are sources of opportunity and complexity, where my conceptualization of this PoP is a biased 

insider’s view and also one that is intimately familiar with the challenges facing Chairs at Prairie 

Polytechnic. The highest agency I have related to the PoP is connected to my consultant role, 

where I am tasked with making recommendations; my level of agency is significantly less with 

my role of Chair since enacting my recommendations is far beyond the scope of that position.  
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The systemic analysis includes the structural implications that can enhance or constrain 

an organization’s ability to change (Heifetz, 1994; Northouse, 2019). These factors include 

group norms, the organization’s political landscape, and collaborators’ formal and informal 

networks (Heifetz & Linsky, 2017). This PoP cannot be separated from its context, nor should it 

be, which is why Chapter 1 had a rich description (Martínez et al., 2020) of meso- and macro-

level factors impacting Chairs at Prairie Polytechnic and why Chapter 2 includes an assessment 

of organizational readiness for change.  

Identifying an Adaptive Challenge  

Adaptive Leadership can be used as a lens to diagnose the need for change. The model 

prioritizes adaptive challenges requiring multiple levels of analysis over technical challenges 

with straightforward definitions and solutions (Heifetz, 1994). A technical challenge is not an 

appropriate topic for a PoP, but an adaptive challenge is the very definition of one (Gillham et 

al., 2019). Adaptive challenges cannot be overcome by maintaining the status quo (Northouse, 

2019). Furthermore, adaptive challenges are complex because they are grounded in contextual 

values, beliefs, and loyalties and can only be addressed by identifying which practices to 

conserve or discard and “inventing new ways that build from the best of the past” (Heifetz et al., 

2009, p. 36).  

By analyzing how the system should better support Chairs, this inquiry is a second-order 

change because it requires modifications to “organizational schemata” (Bartunek & Moch, 1987, 

p. 486) that guide how an institution interprets its environment, selects priorities, and allocates 

resources. Systemic supports for Chairs will require a complex, paradigmatic change beyond an 

incremental first-order change, but not an overarching transformative third-order change (Ben-
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Eli, 2009; Tsoukas & Papoulias, 2005). As a second-order change, this inquiry involves a 

multidimensional, multi-level change that results in a new state of being (Levy, 1986). 

Involving Collaborators 

A central feature of Adaptive Leadership is the involvement of stakeholders (Heifetz, 

1994); however, as explained in Chapter 1, I will be using the alternate term “collaborator” 

instead. While leadership is needed to provide direction and structure to a change initiative, 

Adaptive Leadership positions problem-solving as being accomplished by the people most 

directly impacted by a change (Northouse, 2019). The needs analysis used collaborators’ input to 

identify how to provide systemic supports for Chairs at Prairie Polytechnic. Core Chair 

collaborators (whose relationships are outlined in Appendix C) are at the core of this inquiry, and 

enacting the change plan without them will be impossible. The involvement of collaborators 

within this inquiry is framed by social justice goals where the process will be as important as the 

products (Potts & Brown, 2015; Simpson, 2017).  

Since organizations are collections of individuals (Errida & Lotfi, 2021) and given the 

intersectionality of Chairs described in Chapter 1, this inquiry must consider a range of roles. 

Various collaborator groups will have different levels of urgency regarding systemic supports for 

Chairs, so the change plan will need persuasive communication, active participation, and 

executive sponsorship (Armenakis et al., 1993; Hiatt, 2006). I have summarized core Chair 

collaborators, their relationship to Chairs, their role’s priorities, the scope of their loyalty, and 

potential losses from the change plan’s implementation in Table 1. There are divided loyalties 

depending on position type. The most common anticipated loss across these groups is resourcing 

because funds put towards one project or portfolio will be redirected from others, given the 

reduction in government funding and structural deficit. Time is another critical consideration, 

especially for understaffed support areas whose work may be impacted by the change plan. 
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While this inquiry’s outcomes align with the role priorities of all collaborators, the conflicting 

formal loyalties and potential losses will be considered in the implementation, communication, 

and evaluation plans in Chapter 3.   

Table 1  

Collaborators’ Relationships to Chairs, Priorities, Loyalties, and Losses  

Collaborator Role 
Relationship to 

Chairs 
Role Priorities 

Scope of 

Loyalty 
Potential Losses 

Instructors 
Coached & 

mentored by 

Chairs 

Student success Program Less resourcing 

Chairs 
Focus of this 

PoP 

Student & 

faculty success 
Program 

Loss of autonomy, 

authority, and time 

Department 

Heads 

Supervise 

Chairs 

Departmental 

operations 
Department 

Loss of autonomy, 

authority, and time 

Associate Dean 

Academics 

Supervise 

Department 

Heads 

Academic 

strategy 
School 

Less resourcing, loss of 

time 

Department of 
Organizational 

Development 

Provide some 

Chair training 

Employee 

performance 
Institutional 

Less resourcing, loss of 

time 

Department of 

Teaching 

Services 

Provide some 

Chair training 

Academic 

performance 
Institutional 

Less resourcing, loss of 

time 

Note. Adapted from The practice of Adaptive Leadership: Tools and tactics for changing your 

organization and the world. (p. 47), by R. A. Heifetz, M. Linsky, and A. Grashow, 2009, 

Harvard Business Press.  

Creating a Productive Zone of Disequilibrium 

Disrupting the status quo involves orchestrating conflict to create a productive zone of 

disequilibrium to assists the system and individuals to accept losses (Heifetz, 1994; McLaughlin, 

2020). The productive zone of disequilibrium creates disturbances that allow leaders to identify 
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what is adaptable or expendable from the status quo (Heifetz & Linsky, 2017). Adaptive 

Leadership positions the distress that arises from change as a consequence of strategic change 

management, not its purpose (Heifetz et al., 2009). Resistance to change is a form of self-

preservation that stems from a fear of loss (Buller, 2015; Heifetz & Linsky, 2017) and can 

manifest as a diversion of attention or displacement of responsibility (Heifetz et al., 2009). 

Nevertheless, ambiguity from change is not always harmful and can be a source of hope and 

optimism during a change process (Brashers, 2001). The productive zone of disequilibrium 

empowers individuals to feel safe to confront changes in their roles, priorities, and values 

(Heifetz & Linsky, 2017; Northouse, 2019). It is, therefore, important to regulate the “heat” of 

the disequilibrium by increasing or decreasing tensions using nonconfrontational tactics such as 

clear instructions, ground rules, and conflict management practices (Northouse, 2019). The 

metaphorical temperature can be raised by asking tough questions and bringing conflicts to the 

surface and lowered by breaking the problem into parts and slowing down timelines (Heifetz & 

Linsky, 2017). While there are anticipated benefits to providing systemic supports for Chairs at 

Prairie Polytechnic, Adaptive Leadership indicates that even positive or essential changes will 

face resistance (Heifetz et al., 2009), so the change plan requires resistance mitigation tactics.  

Protecting Leadership Voices from Below 

Adaptive Leadership aims to “protect leadership voices from below” (Northouse, 2019, p. 

408) by creating a safe haven to protect and engage with voices of dissent and “minority 

perspectives” (Heifetz et al., 2009, p. 66). Adaptive spaces are more effective when leaders 

intentionally engage with and create safety for people who may be at the fringes, marginalized, 

or even viewed as deviants within an organization because the voices of dissent ask critical 

questions and raise issues that some would prefer to avoid (Heifetz et al., 2009; Northouse, 
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2019). Moving forward, when I refer to “protecting voices from below,” I mean the intentional 

consideration, safeguarding, and amplification of the views, experiences, and rights of the voices 

of equity-deserving groups and dissenting collaborators. Thus, the model has some social 

inclusivity built into it by aiming to protect the experiences of equity-deserving people (Jefferies, 

2017). Adaptive Leadership was even found to increase participants’ openness to diverse 

perspectives and roles (Haber-Curran & Tillapaugh, 2013). However, one criticism of Adaptive 

Leadership is that it does not clearly articulate how to manifest the values of social justice, 

decolonization, and EDI (Northouse, 2019), so there is still a risk that this leadership model will 

lead to the unintentional marginalization of others and maintenance of oppressive structures.  

Critical Theory complements Adaptive Leadership by providing guidance for protecting 

the voices of equity-deserving groups because there is an ethical prerogative for educational 

leaders to act as moral agents on social justice issues (Berkovich, 2014). The needs analysis 

protocol was approved by Prairie Polytechnic’s and Western University’s REBs to ensure the 

process minimized harm to participants, and these practices will continue throughout all phases 

of the change plan. Inclusive language was and will be used intentionally in all communications 

with others, and a range of quantitative and qualitative data was collected from them (Gainsburg, 

2020; Wyrick, 2020). The final products of the change plan (described in Chapter 3) will be co-

created with collaborators through a hermeneutic process of dialectic iteration, analysis, critique, 

reiteration, and reanalysis (Guba & Lincoln, 1989). On the importance of process in 

decolonization work, Simpson (2017) asserts:   

How we live, how we organize, how we engage the world - the process - not only frames 

the outcome, it is the transformation. How molds and then gives birth to the present. The 

how changes us. How is the theoretical intervention. (p. 19) 
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Thus, in prioritizing relationships with people and aligning with Prairie Polytechnic’s (2021) 

EDI strategy, this inquiry has and will continue to use anti-oppressive and decolonial 

methodologies where the processes are as important as the products (Corces-Zimmerman & 

Guida, 2019; Dua & Bhanji, 2017; Potts & Brown, 2015). 

Framework for Leading the Change Process: ADKAR 

While Adaptive Leadership includes leadership behaviours for the change process, the 

model does not adequately identify how all the components fit together (Northouse, 2019). Since 

using multiple models within a change plan engages a more extensive set of tools and solutions 

(Deszca et al., 2020; Hall & Hord, 2015), employing a change framework to clarify the process 

through which Adaptive Leadership can be enacted is fruitful. I selected ADKAR because it was 

used to implement Prairie Polytechnic’s (2022b) new strategic plan; in using the same model, I 

am aligning this inquiry with existing institutional change processes. ADKAR is also useful 

because there is empirical evidence that it can be used to implement changes to onboarding 

processes (Karambelkar & Bhattacharya, 2017), consolidate academic programs (Pawl & 

Anderson, 2017), and identify change management barriers in publicly funded educational 

systems (Al-Alawi et al., 2019). Like Adaptive Leadership, ADKAR applies to individual and 

systemic change management because the model assumes that organizational change arises from 

collective individual changes (Hiatt & Creasey, 2012; Whelan-Berry & Somerville, 2010). 

ADKAR also aligns with Adaptive Leadership by positioning change as an emotional process 

that can trigger anxiety, so change agents should anticipate rather than ignore resistance (Heifetz 

et al., 2009; Hiatt, 2006). While ADKAR does not directly refer to social justice, its emphasis on 

maintaining emotional safety can be combined with Adaptive Leadership’s goal of protecting 
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leadership voices from below, the EDI strategy of my institution, and my emancipatory goals 

framed by Critical Theory. 

ADKAR has three phases that will be used to structure the change plan: preparing for 

change, managing change, and reinforcing change (Hiatt & Creasey, 2012). Preparing for change 

involves selecting a change management strategy and executive sponsorship model (Hiatt & 

Creasey, 2012). Managing change is where change plans are developed with and enacted by 

stakeholders (Hiatt & Creasey, 2012), although I will be using the term “collaborators.” Finally, 

reinforcing change involves diagnosing gaps, managing resistance, implementing corrective 

actions, and celebrating successes (Hiatt & Creasey, 2012). The model’s name is derived from a 

description of how individuals experience the change process: Awareness of the change, Desire 

for change, Knowledge of how to change, Ability to turn knowledge into action, and 

Reinforcement of the change through collecting feedback and celebrating successes (Hiatt, 

2006). In this section, I will outline how I will use ADKAR to structure this inquiry.  

Awareness of the Need to Change 

Awareness is a “person’s understanding of the nature of the change, why the change is 

being made, and the risk of not changing” (Hiatt, 2006, p. 15). Awareness is affected by the 

credibility of the sender of information about the change, potential misinformation, and the 

validity of the rationale for change (Hiatt, 2006). Awareness is built through effective 

communications and executive sponsorship to establish an urgency level needed by the change 

process and identify how the change aligns with the organization’s vision (Hiatt, 2006). Within 

this inquiry, I have already begun to build awareness by achieving leadership approval and have 

had some agency allocated to my portfolio as a consultant. The needs analysis was a core part of 

increasing individual and institutional awareness of the need to change concerning how Chairs 
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are supported at the institute because it asked for feedback on past, current, and future supports 

for Chairs. Further awareness will need to be built based on the solution implemented as part of 

the change plan.  

Desire to Make the Change Happen 

The next step is desire, which is an individual’s willingness to engage in the change 

process (Hiatt, 2006). Building awareness of a change is not the same as creating a desire for it 

because an individual’s level of desire is influenced by personal circumstances relating to the 

change and expectations regarding outcomes (Hiatt, 2006). Cultivating desire involves managing 

and mitigating resistance to change, which aligns with Adaptive Leadership’s productive zone of 

disequilibrium. The question is not whether resistance to change will occur but how the change 

process can guide employees through this resistance (Hiatt & Creasey, 2012). Tactics to cultivate 

desire and decrease resistance include equipping managers to be change leaders, engaging 

collaborators in the change process, and aligning incentives to support the change (Hiatt, 2006). 

A fundamental part of this stage is a communication strategy, which clarifies core audiences, key 

messages, timing, and anticipated outcomes (Hiatt & Creasey, 2012); the communication 

strategy is detailed in Chapter 3.  

Knowledge About How to Change 

Knowledge relates to the behaviours, processes, tools, skills, and roles needed to 

implement a change (Hiatt, 2006). Knowledge is developed through education programs, one-on-

one coaching, and online forums (Hiatt, 2006). It is crucial to evaluate levels of knowledge 

during and after the change to identify any skills gaps because this will assist with planning the 

transition (Hiatt, 2006). This stage is aligned with this inquiry in process and topic. The needs 

analysis centred on how knowledge and training can be better used to provide systemic supports 
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for Chairs. Ultimately, I aim to increase knowledge of behaviours, processes, tools, systems, and 

roles needed by Chairs at Prairie Polytechnic. The potential solutions discussed later in this 

chapter will be intimately connected with this step.  

Ability to Change 

Knowledge about how to change does not always lead to the ability to change because 

this ability is only achieved by demonstrating the “capability to implement the change at the 

required performance levels” (Hiatt, 2006, p. 15). The ability to change can be supported through 

interactions with supervisors, access to subject matter experts, and hands-on training exercises 

(Hiatt, 2006). Adaptive Leadership effectively complements ADKAR by encouraging individual 

and systemic adaptations and changes to create learning organizations (Hall & Hord, 2015; 

Rupčić, 2022; Senge, 1994). Since supervisors are central to this stage, they will also require 

training on the new processes, tools, and roles before supporting their staff with the change 

process (Hiatt, 2006). Collaborators’ engagement and involvement are central to building the 

ability to change for this inquiry, so all stages of change must include instructors, their 

supervisors (Chairs), Chairs’ supervisors (Department Heads), and departments that provide 

supports for Chairs (the departments of Teaching Services and Organizational Development).  

Reinforcement to Retain the Change 

Reinforcement factors needed to sustain a change include recognition, rewards, and 

celebrations (Hiatt, 2006). Reinforcement also incorporates employee feedback, performance 

audits, and accountability systems (Hiatt, 2006), so this stage of the change process will include 

the monitoring and evaluation plan in Chapter 3. Reinforcement processes are already built into 

the new strategic plan, which identifies celebration and accountability as key institutional values 

(Appendix B). Executive sponsors can also share successes and anecdotal stories to provide 
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additional reinforcement (Hiatt & Creasey, 2012). Since this inquiry will collect feedback to 

identify areas for growth and celebration, this is another area where protecting voices from 

below should be considered to prevent dominant viewpoints, narratives, and experiences from 

overshadowing the voices of equity-deserving groups (Potts & Brown, 2015; Wilson, 2008). 

Table 2 summarizes how Adaptive Leadership and ADKAR align with the phases of change 

within the change plan and indicates where these details are located in this OIP. 

Table 2  

Aligning Adaptive Leadership and ADKAR to this inquiry 

Phases of 

Change 
Adaptive Leadership ADKAR 

OIP Change Plan 

Components 

Preparing for 

Change 

Getting on the 

Balcony 
Protecting 

Leadership 
Voices 

from 

Below 

Awareness of the 

Need to Change 

 

Defining PoP & 

Organizational 

Context (Ch. 1) 

Identifying an 

Adaptive 

Challenge 

Measure 

Organizational 

Readiness (Ch. 2) 

Managing 

Change 

 

 

Involving 

Collaborators Protecting 

Leadership 

Voices 
from 

Below 

Desire to Make the 

Change Happen 

Communication Plan 

(Ch. 3) 

Creating a 

Productive Zone 

of Disequilibrium 

Knowledge About 

How to Change Change 

Implementation Plan 

(Ch. 3) Ability to Change 

Reinforcing 

Change 

Continuing the 

Productive Zone 

of Disequilibrium 

Protecting 
Leadership 

Voices 

from 

Below 

Reinforcement to 

Retain the Change 

Monitoring and 

Evaluation Plan 

(Ch. 3) 

Organizational Readiness for Change 

Organizational readiness for change (ORC) encompasses organizational members’ 

beliefs, attitudes, and intentions regarding “the extent to which changes are needed, and the 
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organization’s capacity to successfully make those changes” (Armenakis et al., 1993, p. 681). 

The change plan and organizational context significantly influence and are influenced by ORC 

(Holt et al., 2007). ORC can be quantified by using levels of readiness and urgency and 

classified using salient characteristics of change programs (Armenakis et al., 1993). Measuring 

ORC should be done in the preparing for change phase and is a component of getting on the 

balcony in Adaptive Leadership and ADKAR’s awareness stage. In alignment with the 

Postmodern assumption that there are many contextually embedded ways of being and knowing, 

my analysis will include multiple lenses to analyze Prairie Polytechnic’s readiness for change. 

Adaptive Leadership classifies organizational adaptability as a component of ORC with a 

diagnostic framework including six criteria: elephants in the room (i.e., how openly crises and 

bad news are discussed), shared responsibility, independent judgement, institutionalized 

reflection and continuous learning, and leadership capacity development (Heifetz et al., 2009). 

Likewise, ADKAR has measures for ORC, though the criteria primarily focus on the degree of 

anticipated resistance to change within the organization (Hiatt & Creasey, 2012).  

Using criteria adapted from Adaptive Leadership, I have informally scored and 

summarized Prairie Polytechnic’s levels of organizational adaptability in Table 3 using my 

institutional knowledge as well as my acknowledged and unconscious biases. This analysis 

identified some opportunities because some crises have been discussed openly (e.g., the 

structural deficit), and there is a general sense of shared responsibility, especially regarding 

financial sustainability. However, unionized leadership roles (i.e., Chairs) have more freedom 

and security to express independent judgement than out-of-scope leaders (e.g., Department 

Heads, Associate Dean Academics). The highest score of organized adaptability and, thus, an 

opportunity for this inquiry is from Prairie Polytechnic’s culture of institutionalized reflection 
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and continuous improvement mindset. The lowest score is the crux of this inquiry because the 

institute’s low levels of leadership capacity development underpin the rationale for this inquiry.  

Table 3 

Adaptive Leadership’s Organizational Adaptability Levels 

Adaptability 
Criteria 

Key Questions 
Adapted scoring:  

1 (low); 2 (medium); 3 (high) 

Elephants in the 
room 

How quickly are crises identified 
and bad news discussed? 

Score: 2. Overall medium levels. High for 

external crises (e.g., budgetary deficit) but 

low for internal localized crises. 

Shared 
responsibility 

Do people act for the betterment of 

the whole organization as opposed to 

protecting individual silos? 

Score: 2. Overall medium levels. Some 

siloes exist but merged departmental 
budgets have increased resource sharing 

between groups. 

Independent 

judgment 

To what extent are people in your 
organization valued for their 

judgment and allowed to take risks? 

Score: 2. Overall medium levels. High 

security for unionized roles (e.g., Chairs) 

but low for out-of-scope roles (e.g., 

Department Heads). 

Institutionalized 

reflection and 
continuous 

learning 

To what extent does the organization 

allocate time and resources for 

reflection and continuous learning? 

Score: 3. High. Leaders must submit 

annual reflections and staff feedback is 
collected through biannual engagement 

surveys and quarterly town halls. 

Leadership 

capacity 
development 

To what extent are there 

opportunities for growth, 
advancement, and mentorship? 

Score: 1. Reduced support staff and PD 

opportunities. Annual performance 

enhancement processes do not refer to 

succession planning. 

Note. Adapted from The practice of Adaptive Leadership: Tools and tactics for changing your 

organization and the world. (p. 50-51), by R. A. Heifetz, M. Linsky, and A. Grashow, 2009, 

Harvard Business Press.  

Again using my knowledge and experiences at Prairie Polytechnic, I adapted and 

informally used ADKAR’s diagnostic criteria to identify an overall low level of ORC for Prairie 

Polytechnic (summarized in Table 4). ADKAR’s criteria highlight different challenges than 

those examined using Adaptive Leadership, including negatively perceived historical changes, 

ongoing change fatigue, and resource scarcity. There is change fatigue at Prairie Polytechnic 
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resulting from the pandemic, portfolio changes in senior leadership, and a new strategic plan, 

which has caused an overall negative perception of recent changes. However, using a leadership 

framework and change model to structure the change plan can help anticipate and mitigate 

resistance to change (Buller, 2015; Enders, 2007; Heifetz & Linsky, 2017; Hiatt, 2006). Scarce 

resources are this inquiry's most significant overarching limitation, so a cost-effective and nimble 

solution will have the highest likelihood of success. The new strategic plan has created a shared 

vision for the organization that is useful for this inquiry, and executive leaders have been very 

clear on priorities, particularly regarding increasing enrollment and decreasing the deficit. Since 

the new strategic plan requires Prairie Polytechnic to shift current operations, the change plan is 

more likely to succeed if it is closely aligned with these processes (Prairie Polytechnic, 2022b).  

Table 4 

ADKAR’s Organizational Readiness for Change Assessment 

Key questions from ADKAR 
Adapted Scoring:  

1 (low/negative); 2 (medium/neutral); 3 (high/positive) 

Do staff perceive past changes 

as positive or negative?  

Score: 1. Change fatigue and turmoil at the institute have made 

staff perceive recent changes more negatively than positively.  

What is the overall change 

capacity of the organization?  

Score: 1. High levels of change fatigue from overwhelming 

amounts of change in the past five years that have impacted all 

staff.  

Is there a shared organizational 

vision?  

Score: 3. The new strategic plan and OKRs clearly outline a 

shared organizational vision.  

Is the institutional culture 

responsive to change?  

Score: 2. Innovation is a core institutional value, and the new 

strategic plan will contribute to a culture that embraces change.   

What is the availability of 

resources and funds?  

Score: 1. Resources and funding available are very low due to 

decreased government funding and the budgetary deficit.  

Note. Adapted from ADKAR: A model for change in business, government, and our community: 

How to implement successful change in our personal lives and professional careers (p. 91), by J. 

M. Hiatt, 2006, Prosci Learning Center Publications.  
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Using criteria from Adaptive Leadership and ADKAR, I have identified lower overall 

levels of ORC at Prairie Polytechnic. Resource scarcity is the primary barrier, so my preferred 

solution must have maximum impact with minimal costs. However, ethical prerogatives are also 

motivating this inquiry, and I have argued that the status quo is neither desirable nor equitable 

for Chairs and needs to change. In the next section, I will evaluate and rank four systemic 

solutions for supports for Chairs at Prairie Polytechnic.  

Systemic Solutions to Address the Problem of Practice 

I have identified four solutions to address the inadequate institutional supports for Chairs 

at Prairie Polytechnic and will evaluate each solution for feasibility, efficacy, and ethicality to 

select the one for the change plan in Chapter 3. Feasibility will be evaluated using change 

assessment measures from ADKAR, including resources required for implementation, the 

solution’s complexity, and the degree of alignment with institutional priorities (Hiatt, 2006). 

Efficacy will be measured by the degree of impact on Chairs’ heavy workloads, the role’s 

ambiguity, and the steep learning curve new Chairs face. Since educational leaders should act as 

moral agents for social justice issues (Berkovich, 2014) and because Critical Theory guides this 

inquiry, efficacy will also consider the degree to which the solution protects voices from below 

(i.e., equity-deserving groups) using an Ethic of Care and an Ethic of Critique (Wood & Hilton, 

2012). In alignment with this ethical prerogative, none of the solutions will recommend 

maintaining the status quo because I have positioned the lack of supports for Chairs as 

inequitable. One element I have excluded from these measures of feasibility and efficacy is my 

agency level over the change. As a consultant, I am tasked with performing the needs analysis 

and making recommendations to my leadership, so my agency is equally high in presenting four 

solutions and identifying the one that I deem to be the most feasible, efficacious, and ethical.  



  44 

Solution 1: Increased Chair Downloads 

At Prairie Polytechnic, Chairs are identified in the Collective Agreement as faculty with 

leadership downloads (Prairie Polytechnic, 2022a). The term “download” refers to time released 

from teaching for Chairs to perform their leadership role. The Chair download is unofficially 

capped at 50% Full-Time Appointment (FTA) hours, meaning 50% of Chairs’ time should be 

focused on leadership while maintaining 50% of an FTA faculty teaching load. The 50% cap is 

unofficial because it is a historical and cultural norm at Prairie Polytechnic but is not officially 

included in the Chair job description or Collective Agreement (Prairie Polytechnic, 2018, 

2022a). The unofficial cap is unfair; for example, the needs analysis identified no consistent, 

transparent, or equitable mechanisms for assigning Chair downloads, so downloads allocated to 

Chairs vary significantly between programs, departments, and schools.  

Since “time is a predator and a critical source of discomfort for department Chairs” 

(Gonaim, 2016, p. 282), one solution to this PoP is to decrease Chairs’ teaching hours by 

increasing Chairs’ downloads beyond the unofficial 50% cap. Increased release time from 

teaching is an evidence-informed solution to alleviating Chairs’ heavy workloads (Aggarwal et 

al., 2009; Filan, 1999; Gmelch & Buller, 2015; Wolverton et al., 2005). This solution would 

directly address the role’s lack of time identified by needs analysis participants and the literature 

(Armstrong & Woloshyn, 2017; Aziz et al., 2005; Bellibaş et al., 2016; Carroll & Wolverton, 

2004; Cipriano & Riccardi, 2013; Floyd, 2016; Gedlu, 2016; Gigliotti, 2021; Smith et al., 2012; 

Thomas & Schuh, 2004; Weaver et al., 2019). Another step would be to create a formula to 

determine Chair downloads between programs that considers how programs may differ in size, 

number of students, number of salaried and contract faculty, number of intakes per year, program 

length, credential type, and accreditation requirements. The length of time a Chair has been in 
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the role should also be considered, with new Chairs requiring the most substantial leadership 

downloads from teaching (Berdrow, 2010; Chu, 2012; Cramer, 2006; Floyd, 2016). This solution 

could be implemented relatively quickly once executive leadership has developed and approved 

a formula. 

Larger downloads would increase Chairs’ schedule flexibility by spending less time in 

the classroom and decrease their workloads by reducing marking and lesson planning. Higher 

release time is a systemic solution; depending on a Chair’s context, priorities, and needs, larger 

downloads could increase their ability to attend training for leadership development (Aziz et al., 

2005; Gmelch & Buller, 2015), conduct research (Bellibaş et al., 2016; Smith et al., 2012), 

enhance work-life balance (Carden & Callahan, 2007; Griffith, 2006; Page, 2011), support 

students (Griffith, 2006), mentor faculty (Gedlu, 2016; Hecht, 2004; Hoekstra & Newton, 2017), 

engage in reflection (Gmelch & Buller, 2015; Palmer et al., 2015; Wells & Herie, 2018), build 

professional networks (Sirkis, 2011), collaborate with others (Thomas & Schuh, 2004), and 

engage in innovation (Baber, 2020). While this solution would not impact Chairs’ role 

ambiguity, it would increase the equitable distribution of resources by decreasing the 

inconsistent downloads between departments and schools. This solution is aligned with some 

institutional priorities and values (detailed in Appendix B) by contributing to an engaged staff 

culture through the intersection of work and learning. It could also increase opportunities for 

Chairs to contribute more effectively to institutional OKRs (Appendix B) by enhancing their 

relationships with students, faculty, and industry members. One flaw is that this solution does not 

address equity-deserving groups' barriers directly. However, the most significant drawback to 

this solution is its high cost. There were 106 Chairs in 2023, so decreasing their teaching loads 
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by 10%, for example, would require an additional 10-11 faculty FTAs, and Prairie Polytechnic’s 

strained budget may be unable to support the change, however beneficial and ethical it may be.  

Solution 2: Increased Role Clarity  

Another potential solution to this PoP is to increase role clarity for Chairs. The needs 

analysis and literature review identified that many Chairs accept the role without a clear 

understanding of the extensive responsibilities required for the job (Czech & Forward, 2010; 

Gmelch, 2015; Sirkis, 2011; Thomas & Schuh, 2004; Wolverton et al., 2005; Young, 2020), and 

even after they begin the role, it often remains unclear what tasks fall within a Chair’s portfolio 

(Armstrong & Woloshyn, 2017; Aziz et al., 2005; Boyko & Jones, 2010; Chetty, 2009; Floyd, 

2016; Gonaim, 2016; Griffith, 2006; Hecht, 2004; Page, 2011; Stanley & Algert, 2007). Role 

ambiguity is a systemic problem that increases the scope of the Chairs’ work (Bellibaş et al., 

2016; Gmelch & Buller, 2015; Normore & Brooks, 2014) and a potential institutional liability 

because “most community college legal issues stem from employment disputes” (Sirkis, 2011, p. 

48). Role ambiguity is also connected with the wide range of tasks Chairs must manage (Gmelch 

& Buller, 2015). For example, a 30-page file in Prairie Polytechnic’s intranet identified 1207 

unique tasks grouped into 15 core responsibilities for Chairs (Prairie Polytechnic, 2016). The 

blurring of roles between Department Heads and Chairs is a local factor that further contributes 

to this role ambiguity and is manifested by significant discrepancies in what Chairs and 

Department Heads do in different departments or schools. The overlap in these two roles is 

written in the Collective Agreement and the Chair job description. The Department Head and 

Chair are identified as being both responsible for onboarding, allocating faculty to courses, 

notifying faculty of workload changes, and approving annual PD stipend requests from faculty 

(Prairie Polytechnic, 2018, 2022a).  
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Increasing role clarity would begin with analyzing Chairs’ leadership responsibilities and 

reallocating tasks that others can perform (e.g., Department Heads, Administrative Assistants, 

and Educational Laboratory Technicians). This solution’s most complicated component would 

be rectifying the role overlaps between Chairs and Department Heads by identifying which role 

best suits various tasks. The Chair and Department Head job descriptions would be compared 

and analyzed by core Chair collaborators and amended following this analysis. The process 

would employ a RACI matrix, which analyzes task distinctions between roles. RACI is an 

acronym that stands for Responsible (i.e., those who complete the task), Accountable (i.e., those 

who are the final approving authorities), Consulted (i.e., subject matter experts whose views are 

needed to complete the task), and Informed (i.e., those who require progress updates) (Jacka & 

Keller, 2009). The RACI matrix would also identify tasks that can be delegated to other support 

roles (e.g., Educational Laboratory Technicians, Administrative Assistants). Following the RACI 

analysis, the institute would have to engage in the potentially lengthy process of changing the job 

description and Collective Agreement.  

This solution would increase Chairs and Department Heads’ efficiency by eliminating 

redundant work. Increasing Chairs’ role clarity can decrease the amount of personal time used to 

complete tasks (Griffith, 2006; Mitchell, 2004; Smith et al., 2012), increase Chairs’ self-esteem 

within the context of fulfilling strategic goals (Carden & Callahan, 2007), and enable Chairs to 

identify skill gaps more effectively for PD (Berdrow, 2010). Enhanced role clarity would lower 

the steep learning curve for Chairs by clarifying the tasks that fall within their portfolios. There 

would be indirect protection of equity-deserving groups as extra tasks would no longer be 

delegated to those who do not know how to challenge or feel uncomfortable challenging whether 

those tasks fall within their role’s scope (Umeh et al., 2023). This solution relates to the 
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institutional value of accountability and the strategic imperative of optimization and continuous 

improvement (Prairie Polytechnic, 2022b; Appendix B).  

However, solving complex problems is time-consuming (Uhl-Bien & Arena, 2018), and 

the significant structural overlaps in the two roles will require time to resolve. Implementation 

would be slow because it would rely on engagement between portfolios with competing 

objectives (Raven, 2016); for example, academic work units are focused on instructional 

excellence and student success, whereas administrative areas must ensure the budget is balanced. 

This process may be challenging given the emotionally charged bargaining that delayed the 

ratification of the most recent Collective Agreement. The solution’s implementation would also 

be lengthy because it would be included in the next round of collective bargaining, which is set 

to begin when the current agreement ends in 2024. While this solution does not require 

additional resourcing, the longer implementation time and the necessity of coordinating input 

from participants would increase the solution’s overall costs.  

Solution 3: Chair Learning Communities  

An alternate solution is the formation of Chair Learning Communities (CLCs) because 

they are a strategic, systemic, and practical approach to leadership development (Ayers & 

Gonzales, 2020; Brinkley-Etzkorn & Lane, 2019; Hoekstra & Korthagen, 2011). CLCs fall under 

the umbrella of professional learning communities, also known as communities of practice, by 

engaging participants with shared purposes, goals, accountability, and experiences (Wenger, 

1998). CLCs can be used to explore confidential and sensitive issues (Armstrong & Woloshyn, 

2017; Hoppe, 2003), provide peer support (Morris & Laipple, 2015), share best practices (Kezar, 

2009), implement institutional policies (Burke et al., 2015), and develop professional networks 

(Martin, 2022; Sirkis, 2011). Mentorship between Chairs is one subset of CLCs noted as being 
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especially effective in lowering the steep learning curve faced by new Chairs (Brown, 2001; 

Strathe & Wilson, 2006) by direct enculturation and socialization of faculty into leadership 

(Brinkley-Etzkorn & Lane, 2019; Gmelch, 2013; Morris & Laipple, 2015). Since on-the-job 

training is a traditional route for preparing for academic leaders (Strathe & Wilson, 2006), the 

use of CLCs is culturally aligned with this practice in general and specifically at Prairie 

Polytechnic (2022a), where the “maintenance and development of employment-related 

knowledge and skills is a responsibility shared by staff members and the Institute” (p. 27).  

The first step in this solution would be determining whether the Teaching Services or 

Organizational Development departments would sponsor and lead the CLCs since the project 

could fit within either portfolio. Once established, confidentiality would be structured into the 

CLCs to build trust and rapport between participants when discussing sensitive issues or sharing 

confidential information (Burke et al., 2015). As workload is a consideration, the CLCs would be 

incorporated into the Chairs’ roles through a small download so that the CLCs do not become yet 

another task for Chairs to manage. New Chairs would be grouped in a cohort model to facilitate 

relationship-driven training (Gmelch, 2013) and provide intentional socialization into the role 

(Thomas & Schuh, 2004). New Chairs would also be paired with more experienced Chairs to 

provide mentorship. CLC participants could interact through in-person or virtual meetings, 

structured coffee hours, or online messaging groups (Ayers & Gonzales, 2020; Cooper & 

Pagotto, 2003). Annual or intermittent CLC orientations would enable Chairs to receive updates 

on changes affecting their portfolios (Brinkley-Etzkorn & Lane, 2019).  

Once the CLC sponsor has been determined, this nimble solution would be implemented 

quickly by mirroring existing institutional learning community practices. This solution aligns 

with institutional values of collaboration and celebration, as well as the strategic imperative of 
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the intersection of work and learning and continuous improvement (Appendix B). Since the best 

CLCs include diverse people and experiences (Scanlan et al., 2016; Wenger, 1998), this solution 

would structure EDI considerations into supports for Chairs. While it does not directly impact 

role ambiguity, CLCs would be used to decrease the steep learning curve for new Chairs. The 

solution’s primary limitations are the availability of support staff to assist with the CLCs and the 

cost because the proposed CLC format would increase Chairs’ downloads. The download size 

would be another component that would take time to negotiate and should be proportional to the 

amount of time needed to participate in the CLCs.  

Solution 4: Chair Life Cycle Strategy  

The final solution is creating a life cycle strategy (Smith, 2004) to structure the 

recruitment, hiring, onboarding, ongoing training, and succession planning of Chairs at Prairie 

Polytechnic. This solution is based on the assumption that leadership development policies 

should consider leaders’ entire life cycle (Dopson et al., 2019). Within higher education 

institutions, there is a lack of policies, procedures, and strategies for the hiring, ongoing training, 

and succession planning for Chairs, contributing to fragmented, ad hoc, and inconsistent training 

provided to them (Buller, 2019; Cooper & Pagotto, 2003; Gmelch, 2015). At Prairie Polytechnic 

(2018, 2022a), aside from the Collective Agreement and the role’s job description, there are no 

policies, procedures, or strategies for specifically supporting Chairs. While some departments 

provide supports for Chairs (i.e., the departments of Teaching Services and Organizational 

Development), their mandates are large, and the number of employees in these portfolios is 

small, so they are limited in the supports they can provide. Hiring policies are strategic because 

recruitment failures have high organizational costs regarding money, time, and morale (Ross et 

al., 2014). Inadequate onboarding increases the steep learning curve faced by new Chairs (Carlos 
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& Muralles, 2022; Gedlu, 2016) and is compounded by the general lack of leadership preparation 

and ongoing PD for Chairs (Brinkley-Etzkorn & Lane, 2019; Dopson et al., 2019; Palmer et al., 

2015; Wolverton et al., 2005). A lack of leadership succession is another pervasive problem for 

new Chairs at Prairie Polytechnic and can arise from oversight, neglect, and pressures from crisis 

management (Brown, 2001; Hargreaves, 2005; Hoppe, 2003). 

The process would begin with identifying an executive sponsor to oversee the project 

(Hiatt & Creasey, 2012). The sponsor would form an advisory committee with representatives 

from core Chair collaborators tasked with drafting the strategy. Evidence-informed practices 

from the literature would guide the contents of the strategy, and feedback would be gathered 

from these collaborators to ensure the strategy meets their needs and is aligned with institutional 

processes. Since recruitment is a critical strategic event for institutions (Ross et al., 2014), the 

committee should examine the institutional selection process for recruiting Chairs (Mitchell, 

2004). The strategy would structure the onboarding process by including job expectations, 

evaluation criteria, institutional values, basic legal considerations, relevant regulations, and 

organizational norms (Bauer, 2010; Graybill et al., 2013). Ongoing PD opportunities for 

experienced Chairs would be identified using a skills- or competencies-based approach (Aziz et 

al., 2005; Paape et al., 2021; Palmer et al., 2015) with a specific focus on leadership and 

interpersonal skills (Bellibaş et al., 2016; Normore & Brooks, 2014; Sirkis, 2011; Vlachopoulos, 

2021). Succession planning processes would structure planned and emergency transitions 

(Rayburn et al., 2016) and develop future Chairs intentionally and explicitly (Hargreaves, 2005; 

Palmer et al., 2015; Rayburn et al., 2016; Wilson, 2016). 

Creating a Chair life cycle strategy would be a slow process requiring considerable work 

and engagement. However, the cost required is relatively low because it could be created and 
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implemented using existing resources and roles. The strategy would directly contribute to 

institutional strategic imperatives (Appendix B) by creating systemic infrastructure to streamline 

processes supporting the Chair life cycle. The largest source of complexity is the number of 

collaborators because the strategy would need involvement and approval from multiple 

leadership levels and work units. Confirming an executive sponsor is another component that 

would require time. The solution would have a significant impact on the steep learning curve for 

new Chairs but only indirect effects on reducing role ambiguity and Chairs’ heavy workloads. 

While new Chairs would receive the most benefits, the strategy would also clarify the training 

needs of experienced Chairs. Of all the solutions, it has the highest level of EDI impact because 

women, sexual minorities, and racialized groups are underrepresented in academic leadership 

(Diehl & Dzubinski, 2016), and more effective hiring practices and succession planning can 

decrease some barriers for them (Rayburn et al., 2016) and increase their feelings of inclusion 

(Ruiz, 2021).  

Selecting a Solution for the Change Plan 

I scored the merits of the four potential solutions (summarized in Table 5). The solutions 

have similar feasibility and efficacy levels, indicating that they are all reasonable, achievable, 

and effective in providing systemic supports for Chairs. Solution 1 (increased downloads) 

appears to have the highest feasibility level, but this is because each feasibility measure was 

evenly weighted in Table 5. The high costs of that solution constitute a significant barrier to its 

implementation, given the resource scarcity at Prairie Polytechnic. While Solution 2 (increased 

role clarity) has high efficacy, it would be a slow, complex, and political task to change job 

descriptions and the Collective Agreement considering the large number of collaborators. 

Solution 3 (CLCs) is nimble and relatively cost-effective, but it has lower levels of efficacy in 
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addressing the constraints Chairs face. Solution 4 (Chair life cycle strategy) has the most impact 

in terms of efficacy, although the scope and complexity of the solution impact its feasibility.  

Table 5  

Feasibility and Efficacy Scores for the Proposed Solutions 

Comparison Criteria 

Scoring: 1 = low feasibility/efficacy; 2 = indirect or medium 

feasibility/efficacy; 3 = high feasibility/efficacy 

Solution 1 
Increased 

Downloads 

Solution 2 
Increased 

Role Clarity 

Solution 3 
Learning 

Communities 

Solution 4 
Life Cycle 

Strategy 

Feasibility 

Implementation time 3 1 2 1 

Resources required 1 2 1 3 

Solution complexity 3 1 3 1 

Institutional alignment 2 1 2 3 

Efficacy 

Heavy workload 3 2 2 2 

Role ambiguity 1 3 1 2 

Steep learning curve 2 2 2 3 

Protects voices from below 2 2 2 3 

Scoring 

Feasibility score 9 5 8 8 

Efficacy score 8 9 7 10 

Total score 17 14 15 18 

Average score 2.1 1.8 1.9 2.3 

Since the four solutions have relatively similar levels of feasibility and efficacy, it is 

through an ethical analysis that I have determined the best solution. Wood and Hilton (2012) 

encourage leaders to employ multiple ethical lenses when considering alternative courses of 

action while decision-making. The Ethic of Care framework is closely aligned with this inquiry 

because it emphasizes the importance of employee skills development in achieving educational 

and career goals (Shapiro & Stefkovich, 2016). This lens uses a consequentialist approach that 

prioritizes individual actualization to improve their circumstances (Wood & Hilton, 2012). The 

Ethic of Critique, which is framed by Critical Theory, aligns with my argument that the 

inadequate institutional supports for Chairs are inequitable (Shapiro & Stefkovich, 2016). The 
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goal of this lens is to disrupt inequitable social hierarchies, including race, class, and gender 

(Wood & Hilton, 2012) by arguing that emancipating marginalized individuals is beneficial to 

organizations in the short term and society in the long term (Berkovich, 2014). In applying the 

Ethics of Care and Critique, Solution 4 has emerged as the best solution because it has the most 

significant impact on decreasing barriers faced by Chairs and equity-deserving groups.  

Conclusion 

Leadership is an emotional and iterative activity that involves asking questions, offering 

interpretations, and taking action (Heifetz & Linsky, 2017; Heifetz et al., 2009). Higher 

education institutions are too complex to be easily defined, as are their leadership practices, and 

uncertainty is pervasive (Alvesson & Sveningsson, 2003). While it is trite to say that change is 

complicated, it is, and ignoring such complexity increases the chance that any particular change 

initiative will fail (Uhl-Bien & Marion, 2009). Moreover, change cannot be enacted using 

simple, linear processes (Deszca et al., 2020). In the past two chapters, I have used 

Postmodernism to illuminate how power is connected with knowledge (Nath, 2014), Critical 

Theory to underpin the necessity of change (Asghar, 2013), Adaptive Leadership to outline how 

to navigate these complexities (Northouse, 2019), and ADKAR to guide how to effect change 

(Hiatt & Creasey, 2012). Deciding which tensions to (try to) resolve and which to (try to) live 

with is at the heart of this inquiry. I have selected the Chair life cycle strategy as my preferred 

solution because Prairie Polytechnic will benefit in many ways by creating a sustainable and 

equitable pathway for leadership development (Kruse, 2020). The next chapter will include how 

the strategy should be planned, implemented, communicated, monitored, and evaluated to 

provide systemic supports for Chairs.   



  55 

Chapter 3: Problem Re/Solving 

The PoP is the inadequate institutional supports for Chairs at Prairie Polytechnic. 

Providing ongoing professional development for Chairs is complex because no uniform, one-

size-fits-all approach exists to their role preparation, training, and succession planning (Cesário 

& Chambel, 2019; Paape et al., 2021). Individual institutional contexts should be considered 

when supporting the Chair life cycle (Saniel, 2013), and a systemic approach is more effective 

for leadership development (Gmelch & Buller, 2015). I have multiple roles within this inquiry as 

a Chair, subject matter expert, and consultant tasked with recommending how to implement 

systemic supports for Chairs at Prairie Polytechnic. The change plan includes creating and 

implementing a Chair life cycle strategy to provide the leadership development infrastructure 

missing from Prairie Polytechnic. In this chapter, I will outline the implementation plan, 

communication plan, monitoring and evaluation plan, future steps, and narrative epilogue.  

Change Implementation Plan for a Chair Life Cycle Strategy 

The change plan identifies how to create a Chair life cycle strategy for the recruitment, 

hiring, onboarding, ongoing training, and succession planning for Chairs at Prairie Polytechnic. 

This section will include the change plan’s institutional alignment, how the change plan phases 

will rely on Adaptive Leadership and ADKAR, short-, medium-, and long-term goals, and 

mitigation strategies for anticipated challenges.  

Institutional Alignment 

I have aligned the change plan with Prairie Polytechnic’s context and strategic priorities 

to increase the likelihood of successful outcomes (Bolman & Deal, 2017), especially given the 

resource scarcity and turmoil identified in Chapter 1 and the lower levels of organizational 

readiness for change determined in Chapter 2. The Chair life cycle strategy will support Prairie 



  56 

Polytechnic’s (2022c; Appendix B) outcomes and key results (OKRs). The strategy will 

contribute to the student experience as Chairs are their primary institutional leadership contact 

(Wells & Herie, 2018). Effective recruitment and onboarding of Chairs will help build an 

engaged staff culture because selecting the right people for the role is critical to Chairs’ success 

and job satisfaction (Armstrong & Woloshyn, 2017; Hoppe, 2003; Mitchell, 2004; Normore & 

Brooks, 2014). Strategic onboarding decreases the steep learning curve for new Chairs (Brown, 

2001) and is correlated with increased levels of employee socialization and satisfaction (Meyer 

& Bartels, 2017). Effective onboarding can counteract some uncertainty during a financial crisis 

(Howley, 2020) and is therefore related to the OKR of financial sustainability. The EDI-

informed process of creating and implementing the strategy (described in the next section) aligns 

with the environmental, social, and governance OKR. 

The change plan also contributes to institutional strategic imperatives (Appendix B). It 

emphasizes that Prairie Polytechnic’s Chairs are at the intersection of work and learning with 

respect to their socialization and skill development. Leadership training programs can increase 

leadership capacity, enhance succession planning, enculturate leaders to organizational norms, 

and improve employee retention (Carden & Callahan, 2007; Cloutier et al., 2015; Desmarais & 

Miller, 2007). The plan uses adaptability and emphasizes social and financial sustainability by 

eliminating support overlaps. Gmelch (2015) argues that the “lines of succession for Chairs are 

unclear, and Chairs’ relatively high turnover rate suggests that we do not groom our leaders in 

ways that promote longevity, success, and effectiveness” (p. 19). The strategy will also put 

innovation to work using a systemic approach to improve the experiences of Chairs.   

Another alignment involves the core values listed in Prairie Polytechnic’s (2022b; 

Appendix B) new strategic plan. The change plan will rely on creativity and assumes a 
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continuous improvement mindset. The strategy will be created through collaboration to enhance 

individual and collective accountability for leadership development at the institute. The change 

plan advances respect because it will contribute to an equitable, diverse, and inclusive culture. It 

will also enhance celebration by recognizing accomplishments and successes. 

Change Plan Phases 

I have crafted the change plan by integrating ADKAR’s three phases of change 

(preparing; managing; reinforcing) (Hiatt & Creasey, 2012), Adaptive Leadership’s leadership 

behaviours (Heifetz et al., 2009), and the ADKAR change model’s steps (Hiatt, 2006). Preparing 

for change will include getting on the balcony, identifying an adaptive challenge (Adaptive 

Leadership), and creating awareness of the need to change (ADKAR). Managing change will 

involve engaging with collaborators to create a productive zone of disequilibrium (Adaptive 

Leadership), facilitate a desire to make the change happen, and build knowledge and ability 

about how to change (ADKAR). Reinforcing change will include continuing the productive zone 

of disequilibrium (Adaptive Leadership) and reinforcing the change (ADKAR). Protecting 

voices from below (Adaptive Leadership) will be part of all stages because of this inquiry’s 

social justice goals. This integration was summarized in Table 2 in the previous chapter.  

In Postmodernism and Critical Theory, the process is as or more important than the 

products of a project, particularly when engaging in EDI-informed practices (Corces-

Zimmerman & Guida, 2019; Foster, 2004; Potts & Brown, 2015; Tilley, 2016); therefore, the 

change plan will take four years to allow adequate time for the process to unfold iteratively. 

While the strategy is being crafted, its draft will become a “working document,” as positioned by 

Ahmed (2012): “A working document is one that multiple actors work over. To work over a 

document is to become involved in its political life. The body of the document becomes part of 

the body of the institution” (p. 93). Thus, this change plan is a political act whose purpose is to 



  58 

disrupt inequitable power dynamics (Ahmed, 2012). Figure 2 summarizes the change plan’s 

stages, key deliverables, and timeline. In the following sections, I will outline the change plan’s 

contents. 

Figure 2 

Change Plan Stages, Timeline, and Deliverables 

 

Preparing for Change. This stage will involve receiving permission and sponsorship for 

creating and implementing the Chair life cycle strategy. Preparing for change includes three 

Adaptive Leadership behaviours: getting on the balcony, identifying an adaptive challenge, and 

protecting voices from below. Getting on the balcony and identifying the adaptive challenge 

began with the needs analysis in 2022, which structured protecting voices from below into the 

REB-approved data collection process and a literature review, which identified evidence-

informed practices that can be incorporated into the strategy. Additional data regarding the status 

quo may be required, as there may be changes relevant to this inquiry between the needs analysis 

data collected in 2022 and the implementation of this plan in late 2023; these data will be 

gathered using iterative rounds of feedback from collaborators.  
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In ADKAR, preparing for change includes building awareness of the need to change 

among collaborators, identifying the scope of the change, and assessing the organization’s 

readiness for change (detailed in Chapter 2). Executive sponsorship is required (Hiatt, 2006; 

Neumann et al., 2018), particularly for EDI-related initiatives (Williams, 2013), so an early step 

in building awareness will be to present the needs analysis findings to the institute’s Senior 

Leadership Council, whose members are the President, VPs, Directors, and Deans. The Senior 

Leadership Council will give permission to proceed and confirm the leadership roles and work 

units involved. As the change initiator and in my role as a consultant, I have built awareness of 

the need to change, but since my hierarchal power is low in my role as a Chair, I will need to 

appeal to higher-level leaders to engage in this step. The ideal executive sponsor would be the 

VP Academic because the work done by Chairs is within their portfolio. While informal support 

has already been secured from some members of Prairie Polytechnic’s leadership, it will likely 

take a year to secure official permission and confirm the executive sponsor given the Senior 

Leadership Council’s quarterly meeting schedule and competing demands.  

Managing Change. This stage involves developing and implementing the Chair life 

cycle strategy and will be the most prolonged and complex component of the change plan (two 

of the four years). During the managing change stage, Adaptive Leadership (Heifetz et al., 2009) 

recommends engaging with collaborators to create a productive zone of disequilibrium that 

protects the voices from below to achieve the change plan’s vision: a Chair life cycle strategy. 

The executive sponsor will oversee forming a committee to create the strategy. Ahmed (2012) 

positions committees as “official space[s] for conversation” (p. 122) for formal and informal 

discussions that can disrupt or perpetuate inequities. To unsettle colonial, hetero-patriarchal, and 

white supremacist power relations, the committee will use a consensus-oriented group decision-
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making model led by a facilitator rather than a formal committee leader (Hartnett, 2011; 

described further in Appendix D).  

The committee will first select the facilitator, who will likely be from the Teaching 

Services or Organizational Development departments. Participative and consultive engagement 

increases ownership and overall success of a change initiative (Kusek & Rist, 2004), so the 

committee will include representatives from core Chair collaborator groups identified in Chapter 

2 and Appendix C. All committee members will be volunteers rather than appointed or elected to 

prevent coercion for participating. The facilitator will prepare meeting agendas, and the meeting 

minutes will be a rotating task among committee members. While the executive sponsor will 

invite the initial membership, the committee will use an iterative EDI-informed process to recruit 

other participants, particularly those from equity-deserving groups. I will sit on this committee 

because of my intersecting roles as a change agent, Chair, consultant, and scholar-practitioner. 

The committee will provide monthly updates to the executive sponsor, who will report on its 

progress to the Senior Leadership Council. 

Since group-based decision-making is time-consuming (Xiao et al., 2021), the consensus-

oriented group decision-making model (Hartnett, 2011; Appendix D) is the primary reason for 

the two-year timeline of this step. The first year will be used to determine the facilitator and co-

create terms of reference that identify how the committee will write the Chair life cycle strategy. 

These terms will outline how the committee’s process and products will align with Prairie 

Polytechnic’s Indigenous (2019), mental health and well-being (2020), EDI (2021), and 

international education (2022d) strategies to protect the experiences and amplify the voices of 

people from equity-deserving groups. The terms will also describe how the committee will 

recruit representatives and create safety for dissenting voices (Heifetz et al., 2009). ADKAR 
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recommends managing change by increasing the desire to make change happen through 

collaborator involvement (Hiatt & Creasey, 2012). Another early deliverable will be an 

engagement plan, which will determine how and when different groups will be engaged while 

writing the strategy. A communication plan, whose suggested contents are in the next section, 

will also be integral to this process. A resistance management plan, based on iterative feedback 

rounds, will be crafted to mitigate challenges and barriers. An ethical monitoring and evaluation 

plan will track and measure the project’s success (and is described later in this chapter). These 

plans will be presented to and approved by the Senior Leadership Council. 

During the second year of this stage, a productive zone of disequilibrium will be used to 

establish the specific components of the strategy (e.g., recruitment, hiring, onboarding, ongoing 

training, and succession planning). The strategy will be built from evidence-informed practices 

from the literature, findings from the needs analysis, and ongoing feedback. This process will be 

iterative instead of linear; the committee will seek input and provide updates for more feedback 

from core Chair collaborators. The implementation costs of the strategy will also be identified 

and prioritized in a budget. Once the strategy has been developed, it will take six months for the 

committee to provide training to build new skills or behaviors for roles supporting the change 

process (Hall & Hord, 2015; Hiatt, 2006). Detailed information about how to use the new 

processes, systems, and tools will clarify any new roles or responsibilities associated with the 

change (Hiatt & Creasey, 2012). Coaching and feedback will also be employed iteratively to 

ensure the new processes are responsive to evolving needs (Hiatt & Creasey, 2012).  

Reinforcing Change. Adaptive Leadership’s stage of creating a productive zone of 

disequilibrium extends to the reinforcing change stage because, like the implementation stage, it 

will be an iterative process centred on collaborator involvement. Adaptive Leadership behaviours 
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will reinforce change and promote continuous improvement by seeking feedback, adjusting as 

needed, and communicating successes (Heifetz et al., 2009). ADKAR recommends reinforcing 

change through celebration (Hiatt, 2006), which aligns with Prairie Polytechnic’s core value of 

celebration (Appendix B). In this stage, my role will change from committee member to 

benefactor as the Chair life cycle strategy is implemented. This final stage will take another year 

to publicly recognize the committee’s participants, the strategy, and its outcomes. 

Change Plan Goals 

Specific, Measurable, Attainable, Relevant, and Time-bound (SMART) goals should be 

used to achieve a change vision (Deszca et al., 2020; Kusek & Rist, 2004; Markiewicz & Patrick, 

2016). The short-term goals for the change plan include identifying an executive sponsor and 

forming the committee to create the strategy. The medium-term goals relate to the committee’s 

deliverables, including its terms of reference, engagement plan, communication plan, resistance 

mitigation plan, and implementation budget. Long-term goals relate to addressing the PoP by 

implementing the Chair life cycle strategy: for Chairs to be supported systemically, effectively, 

and equitably at Prairie Polytechnic. I will describe performance indicators and how these goals 

will be measured in this chapter’s monitoring and evaluation (M&E) section.  

This inquiry’s short-, medium-, and long-term goals also consider ethics and social 

justice since the change plan is framed with the intent that its process and products will lead to 

empowerment for equity-deserving groups. Therefore, inclusion and safety will be prioritized for 

all parts of the process (Corces-Zimmerman & Guida, 2019; Potts & Brown, 2015; Williams, 

2013). The change plan’s EDI-informed process will be achieved through inclusive committee 

membership, a multi-year timeline, the consensus-oriented group decision-making model, the 

inclusion of protecting voices from below in all stages of the change plan, and iterative feedback. 
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Another EDI-related goal is reciprocity, which involves giving back to the committee members 

and their work units for their work, time, effort, and engagement (Tilley, 2016). Indigenous poet 

and botanist Robin Wall Kimmerer (2013) refers to ethical reciprocity as the “honorable harvest” 

(p. 148) that reminds us to take, use, and share what we need mindfully and communally. The 

change plan will therefore include reciprocity for collaborators who engaged in the process by 

recognizing their contributions. Institutionally, the benefits will include better-equipped leaders, 

increased efficiencies for support areas, and further integration of EDI-informed processes at 

Prairie Polytechnic.  

Anticipated Limitations and Challenges 

The change plan’s primary limitation is Prairie Polytechnic’s resource scarcity from 

reduced government funding and a structural deficit, so my chosen solution is intended to 

provide the maximum impact for the minimum cost. The explicit alignment of the change plan 

with Prairie Polytechnic’s new strategic plan, core values, and OKRs justifies the resources 

needed to develop the Chair life cycle strategy by linking it with student, faculty, and 

institutional successes. Related to scarce resources is the impact of provincial politics on higher 

education institutions’ strategic directions in Canada (Fisher et al., 2009; Shanahan & Jones, 

2007). The next provincial election is later in 2023, after this OIP’s submission deadline, and a 

potential provincial party change could precipitate another adjustment in Prairie Polytechnic’s 

priorities. The emphasis on process, the change plan’s iterative nature, and the extended 

timelines allow for adjustments in response to potential future shifts in strategic or political 

imperatives.  

Despite explicit EDI and social justice goals, due to the widespread and overarching 

nature of colonial, hetero-patriarchal white supremacy, the needs and views of some people will 
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be unintentionally privileged over others (Ahmed, 2012; Smith et al., 2017; Williams, 2013; 

Wilson et al., 2019). Actively recruiting people from equity-deserving groups to the committee 

and privileging their viewpoints also risks being a form of colonial voyeurism that perpetuates 

inequitable power dynamics (Tilley, 2016). The emphasis on process over product, extended 

timelines, reciprocity, and explicit use of EDI-aligned frameworks, strategies, and theories will 

mitigate some of these challenges. The iterative process and the feedback mechanisms will serve 

to identify and address potential inequities that may arise.  

Another challenge is that organizational change is complex (Uhl-Bien & Marion, 2009) 

and cannot be undertaken by an individual (Kezar, 2000, 2009), which is why the change plan 

emphasizes process over products and relies on iterative engagement with collaborators. Even if 

the initiative has a positive process and outcomes, there will still be resistance to change (Hall & 

Hord, 2015; Mumby, 2005); however, the change plan has integrated mechanisms for 

anticipating and mitigating the painful, emotional aspects of change from Adaptive Leadership 

and ADKAR. The resistance mitigation plan, which the committee will develop, will also 

provide guidance on alleviating opposition to change. 

Communicating the Change Process: Talking the Walk 

In this section, I will outline the recommended contents of a communication plan. As a 

committee member, I will participate in the consensus-oriented group decision-making model to 

contribute to developing our communication plan. The communication plan outlined in this 

chapter will identify evidence-informed best practices the committee can include, but the actual 

plan will be a co-created product of the committee.  

The literature identifies communication as being fundamental to sharing information and 

building relationships within organizations (Kitchen & Daly, 2002; Udin et al., 2019), and 
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empirical findings identify communication as a significant factor in successful change plans 

(Barrett, 2002; Bull & Brown, 2010; Proctor & Doukakis, 2003). Conversely, failed 

communication within a change initiative can increase uncertainty and stress (Aher & Luoma-

Aho, 2017). In alignment with Postmodernism, communication is positioned as shared 

experiences between people, where the purpose of exchanging messages is to create mutual 

understandings and meanings (Proctor & Doukakis, 2003). Defining communication in this way 

focuses on social interactions where senders and receivers are negotiators of co-created meanings 

that reflect embedded power dynamics (Tomaselli & Caldwell, 2019). Critical Theory’s 

emphasis on inequitable power dynamics reinforces the need to plan how communication will be 

used/positioned within the change plan to eliminate rather than perpetuate oppression (Tilley, 

2016; Zink, 2019).  

Lavis et al. (2003) identify five components for knowledge mobilization that frame the 

communication plan: target audiences, intended messaging, credible messengers, preferred 

communication methods, and messaging evaluation. The communication plan is mapped with 

the three stages of the change plan since different communication goals exist during the change 

process (Wiggins, 2009). The communication plan integrates components from Lavis et al. 

(2003) with the three change plan phases from ADKAR, Adaptive Leadership behaviours, and 

ADKAR’s five stages. A summary of the communication plan is included in Appendix E.  

Preparing for Change 

A communication plan should begin with assessing current communication practices to 

confirm whether they align with the change initiative’s goals (Bell & Martin, 2019). A cultural 

practice at Prairie Polytechnic is for supervisors (e.g., Chairs and Department Heads) to have 

regular one-on-ones with their supervisees. Monthly departmental- and school-level leadership 
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meetings are also held, which allows for the mutual exchange of information. These practices 

align with advice from the literature: face-to-face communication is a preferred medium when 

sending critical messages about change (Hiatt, 2006), and direct supervisors are the preferred 

source of information about organizational changes (Klein, 1996). However, the COVID-19 

pandemic has dramatically impacted the practices of academic leadership (Carlos &  Muralles, 

2022; Gigliotti, 2021), and one change is that face-to-face communication can also be done 

virtually with online meeting software. The communication plan is intended to be iterative and 

multidirectional to minimize the risk of using transmissive top-down messaging involving 

“telling and selling” (Russ, 2008, p. 200), which can be wielded to suppress resistance to change.   

Message redundancy is a core principle within strategic communications (Klein, 1996), 

and “a rule of thumb is that employees need to hear a message five to seven times before that 

message is cemented into their thinking” (Hiatt, 2006, p. 71). The change plan will reinforce 

verbal messages with written documents. The committee will use agendas (produced by the 

facilitator) and meeting minutes (written by rotating notetakers among committee members) as 

information channels. Email is another tool; for example, Prairie Polytechnic sends a “Daily 

Digest” email summarizing key messages from various portfolios to all staff. However, large-

scale email distributions will not be the primary channel for the change plan because an internal 

communication survey conducted at Prairie Polytechnic (2017) identified that email is overused, 

and overflowing inboxes are a source of frustration and lost messages. Another written 

communication channel is Prairie Polytechnic’s staff intranet, where portfolios frequently share 

messaging through blog posts. Since passive approaches to communication are less effective 

(Lavis et al., 2003), the intranet will not be the primary method for sharing messages because the 

large volume of information it contains is more of a liability than an opportunity. 
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The committee’s early communication planning will include an audience analysis to 

identify key collaborators, determine desired messaging for each audience, develop a plan for the 

timing of the messages, identify the preferred senders for each audience, and confirm preferred 

communication channels for each group of collaborators (Clampitt, 2017; Jones, 2008; Lavis et 

al., 2003). The change plan’s first target audience will be higher-level leaders to recruit an 

executive sponsor and seek permission to form the committee. These leaders’ communication 

channels will be emails, informal meetings, and formal Senior Leadership Council meetings. The 

messaging will be framed with persuasive language and include an overt alignment to Prairie 

Polytechnic’s strategic imperatives. The confirmation of an executive sponsor and the 

committee's formation will quantify this messaging's success. Following this, messaging about 

the committee will be shared with core Chair collaborators to recruit participants by the 

executive sponsor through their supervisors. For example, Department Heads will receive 

messaging from their Associate Dean Academic and share them with their Chairs, who will then 

share the messages with their faculty. This messaging will use persuasive language to recruit a 

range of representatives for the committee. Messages about the committee’s formation will also 

be shared with all employees at the institute through the staff intranet and Daily Digest email. 

The committee’s membership will be public and transparent rather than privileged information 

known only by higher-level leaders. While the transmission of this initial messaging is hierarchal 

and, therefore, more likely to perpetuate rather than disrupt inequitable power dynamics, 

securing the permission and resourcing for the change plan are necessary steps. 

Managing Change 

The managing change phase is where the strategy will be co-created by the committee. 

Higher-level leaders will require updates on the project’s progress as the strategy and its various 
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plans are being crafted. These updates will be provided by the executive sponsor and the 

committee’s facilitator through small group meetings and email updates. Because of the multi-

year timeline, these updates will be used to answer questions, mitigate resistance, and retain 

support for the initiative from higher-level leaders. Early messaging will address why the change 

is occurring, what needs to change from current practices, and the level of commitment senior 

leaders have for the change (Hiatt & Creasey, 2012). Virtual town halls will also share 

significant updates and gather feedback because the recordings can increase their accessibility by 

enabling synchronous and asynchronous participation.  

While the committee will include representatives from core Chair collaborators, all 

members from groups impacted by the strategy will be updated regularly and asked for feedback 

on the contents of the strategy. This messaging will be exchanged through town halls, small 

group meetings, emails to group leaders, updates on the staff intranet, and Daily Digest emails. 

Once the contents of the strategy have been created and approved, specific work units and roles 

(e.g., the departments of Teaching Services and Organizational Development) will be supported 

to build their knowledge and ability to enact the strategy (Hiatt, 2006). Messaging will come 

from the executive sponsor to work unit leaders through small group meetings, one-on-one 

coaching conversations, and emails. These announcements will include the processes, systems, 

tools, and job roles impacted by the change and specific portfolio changes that will occur due to 

the strategy (Hiatt & Creasey, 2012). Iterative feedback will be gathered in this stage to shape the 

work done by the committee and the contents of the Chair life cycle strategy (detailed later in the 

M&E section). 

Reinforcing Change  

The committee will reinforce change by communicating how the change will be 

institutionalized, sharing key outcomes, and celebrating successes (Klein, 1996). Overpromising 
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will be avoided because idealized rhetoric can increase cynicism and resistance (Driscoll & 

Morris, 2001). Targeted messaging will be sent to core Chair collaborators and the work 

units/roles that provide systemic supports for Chairs through small group meetings and emails 

from leaders. However, given Chairs’ role intersectionality, these messages will also be sent to 

all staff through the intranet and Daily Digest emails. While reinforcing change is positioned as 

the change plan’s final stage, this inquiry will also use it as an essential time to collect feedback, 

reflect on it, and engage in continuous improvements. Using the Monitoring and Evaluation plan 

described in the next section, the committee will collect feedback on the change plan’s process 

and products from core Chair collaborators through emails and anonymous surveys. This 

feedback will be reviewed by the committee and disseminated by the executive sponsor.  

Amplifying Voices from Below 

While the Adaptive Leadership behaviour of protecting voices from below is interwoven 

throughout the change plan, the goal of this communication plan is to amplify the voices of those 

who have been traditionally silenced and underrepresented by the colonial gaze (Wilson & Beals, 

2019). The explicit recruitment of committee members from equity-deserving groups will 

incorporate their viewpoints, perspectives, and experiences into the strategy. However, similar 

issues with this approach were described in this chapter's Anticipated Limitations and Challenges 

section, where recruiting people from equity-deserving groups can risk reproducing harm. The 

communication plan will use approaches with decolonial and anti-oppressive ontologies and 

epistemologies where reality is reflected in relationships and knowledge is relational and 

emergent (Wilson & Hughes, 2019). The plan’s reliance on face-to-face communication and 

iterative feedback creates spaces for relational knowledge and realities to be developed within 

the process (Wilson, 2008). 
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Careful consideration of how communication will occur during the change plan 

(summarized in Appendix F) is necessary because the governance structures and diverse people 

within publicly funded institutions have created unique communication challenges that are 

absent from the corporate sector (McNaughtan et al., 2019). Communication within the higher 

education sector carries a collegial legacy of circular and democratic processes dating back to 

medieval universities (Manning, 2018). The industrial age also profoundly affected how modern 

institutions are structured and operated (Austin & Harkins, 2008) by creating bureaucratic 

communication patterns dictated by role, status, and power (Manning, 2018). In the next section, 

I will identify how similar monitoring and evaluation challenges will be addressed.  

Monitoring and Evaluation Plan: Integrating Ethics and Accountability  

Monitoring and evaluation (M&E) are distinct but related processes that generate 

knowledge for action (Blaikie, 2009) by assessing organizational performance (Marshall & 

Suárez, 2014). Monitoring includes formative measurements, whereas summative evaluation 

measures the outcomes and impacts of a change initiative (Neumann et al., 2018). Effective 

M&E processes can clarify program objectives, facilitate continuous improvement, and analyze 

why intended results were not achieved (Kusek & Rist, 2004). I will now describe this inquiry’s 

M&E complexities and explain how the Chair life cycle committee will use Gopichandran and 

Krishna’s (2013) ethical framework for M&E. This section includes evidence-informed practices 

mapped to the change plan’s stages: 1) assessing M&E readiness, 2) engaging collaborators, 3) 

setting objectives, 4) collecting data, 5) analyzing data, and 6) utilizing results. 

Monitoring and Evaluation Complexities 

Structural, logistical, fiscal, technical, cultural, political, ideological, and individual 

barriers exist to engaging in M&E (Crawley, 2017). M&E can be hindered by hidden agendas, 
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conflicting priorities, negative experiences from past evaluations, inadequate resources, poor 

transparency, insufficient communication, and fear of negative consequences (Hermans et al., 

2012; Neumann et al., 2018). Ebrahim (2020) argues that there “are rarely any singular and 

unambiguous measures of success in organizations” (p. 12), and it is epistemologically weak to 

assume that the causality of organization-wide initiatives can even be measured (Try & Radnor, 

2007). Since there are many potential outcomes for measuring performance (e.g., evaluation, 

accountability, promotion, celebration, and improvement), different measures should be 

considered for these diverse purposes (Behn, 2003). 

Using Postmodernism and Critical Theory, I position M&E activities as contextually 

bound political acts reflecting inequitable power dynamics (Hermans et al., 2012; Kusek & Rist, 

2004). The assumption of a need for M&E in this inquiry is troubling given the practices’ link to 

neoliberalism (Abrahams, 2015; Try & Radnor, 2007); as described in Chapter 1, the first M&E 

processes through NPM were introduced in Canada in the 1960s (Lahey & Nielsen, 2013) and 

are now essential components of public sector governance (Kusek & Rist, 2004). Finite 

resources from dwindling government funding also limit the ability of institutions to monitor and 

evaluate their activities (Try & Radnor, 2007). Given these complexities, I have selected an 

M&E approach that harmonizes with the other assumptions embedded in the change plan 

(Markiewicz & Patrick, 2016). While many M&E frameworks include engagement with 

collaborators, outcome selection, data collection/analysis, and reporting (e.g., Bartelink et al., 

2018; Javed et al., 2019; Kusek & Rist, 2004), I have chosen Gopichandran and Krishna’s (2013) 

ethical framework to structure the M&E plan because of its emphasis on social justice and 

empowerment. I have added the step of assessing M&E readiness from Kusek and Rist (2004) to 

mitigate some of the aforementioned barriers to M&E.  
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Preparing for Change   

The M&E components of preparing for change include assessing M&E readiness, 

engaging with collaborators, and setting objectives.  

Assessing M&E Readiness. A readiness assessment identifies and mitigates barriers to 

M&E (Kusek & Rist, 2004). The first factor to consider is whether there is a shared vision and 

adequate leadership to guide decision-making for M&E (Markiewicz & Patrick, 2016). The 

change plan’s reliance on Adaptive Leadership and ADKAR facilitates the creation of a unified 

vision within the committee that will guide its M&E activities. Another consideration is how the 

M&E process will contribute to achieving program goals. The change plan’s iterative nature and 

the reliance on feedback will require M&E to succeed, so the need for M&E is built into the 

change plans’ core assumptions. Like resistance to change, it is vital to anticipate adverse 

reactions to M&E activities (Kusek & Rist, 2004), and the mitigation procedures from Adaptive 

Leadership and ADKAR (Chapter 2) can be used to reduce this resistance. This inquiry assumes 

that M&E activities are contextually bound and can reproduce inequitable power dynamics 

(Gopichandran & Krishna, 2013), so the committee will build trust and safety among participants 

with the consensus-oriented group decision-making model (Hartnett, 2011; Appendix D). 

Finally, M&E planning must confirm that there are sufficient resources (e.g., time, money, staff) 

and capacity to engage in M&E activities (Crawley, 2017; Williams, 2013). The change plan will 

include the resources and funding required by M&E activities to embed them in the process 

rather than be positioned as superfluous. Using existing roles, resources, and communication 

channels at the institute will also decrease costs for M&E.    

Engaging with Collaborators. The ethical M&E framework emphasizes empowerment 

and active involvement of collaborators in all stages of the M&E process, which aligns with 
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Adaptive Leadership and ADKAR. Since communication with others is a crucial component of 

any M&E process (Neumann et al., 2018), this plan will also be mapped with the communication 

plan from the previous section (summarized in Table 6 later in this section). Many of the 

committee’s earliest deliverables will outline how collaborators will be involved in its process 

and products, including its terms of reference, engagement plan, communication plan, resistance 

management plan, and M&E plan. Those plans will use procedures Gopichandran and Krishna 

(2013) recommend, such as conflict of interest disclosures, organizational and legal codes, and 

criteria for equitable selection of participants from equity-deserving groups.   

Setting Objectives. The committee will set objectives, identify performance indicators, 

and align these details with their M&E methodology (Gopichandran & Krishna, 2013). The 

M&E objectives the committee sets should be Clear, Relevant, Economic, Adequate, and 

Monitorable (CREAM) (Kusek & Rist, 2004; Markiewicz & Patrick, 2016). Applying 

Gopichandran and Krishna’s (2013) ethical framework to these objectives, the E in CREAM will 

also stand for Equitable, Ethical, and Empowering. The objectives selected by the committee will 

measure the process (i.e., monitoring) and products (i.e., evaluation) of the change plan and align 

with the inquiry’s SMART goals (Kusek & Rist, 2004; Neumann et al., 2018). Furthermore, the 

outcomes should refrain from contributing to practices that create additional marginalization for 

equity-deserving groups (Gopichandran & Krishna, 2013). 

Monitoring uses formative assessments to track the change plan's progress (Neumann et 

al., 2018). The short- and medium-term goals for the change plan’s progress are easily measured: 

1) identifying an executive sponsor, 2) formatting the committee, and 3) drafting deliverables 

(i.e., terms of reference, engagement plan, communication plan, resistance mitigation plan, and 

budget). Because program participation and retention rates are also useful monitoring metrics 
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(Williams, 2013), the number and diversity of participants involved with the committee and their 

participation will be tracked. The committee’s membership will be public serving as a route for 

informal formative feedback.  

Summative evaluations measure whether or not the objectives have been met (Neumann 

et al., 2018). It will be challenging to quantify the primary goal of this inquiry: for Chairs to be 

systemically supported at Prairie Polytechnic. Some outcome indicators (Williams, 2013) will be 

measured using the biannual staff engagement survey (Prairie Polytechnic, 2023b; detailed in 

Appendix F). Other outcome indicators will be tracked using the number of Chair training 

participants or applicants to Chair competitions, Chair turnover rates, and the proportion of 

Chairs from equity-deserving groups.  

Managing Change 

The managing change phase of the M&E plan includes collecting and analyzing data.  

Collecting Data. There are parallels between M&E and the research process 

(Gopichandran & Krishna, 2013), which is opportune because research parameters can be used 

to build validity, quality, and ethicality into M&E activities (Markiewicz & Patrick, 2016; Tilley, 

2016). Collecting multiple sources of qualitative and quantitative data will allow for stronger 

triangulation of conclusions (Creswell & Creswell, 2018; Williams, 2013); however, the 

challenge is not to collect data, of which there are many sources, but to prioritize the most useful 

and valuable data that align with the project’s goals and embody social responsibility to the 

community (Gopichandran & Krishna, 2013). Data collection will follow the Canadian Tri-

Council (2022) policy guidelines on ethical conduct for research involving humans and will 

require additional permission from Prairie Polytechnic’s REB. When gathering data from 

participants, Gopichandran and Krishna (2013) recommend obtaining informed consent, 
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removing personal identifiers from raw data, and protecting the anonymity of participants. The 

data collection process should also minimize disruption or intrusion of the participants’ work 

(Gopichandran & Krishna, 2013). The committee will prepare the data collection questions, and 

Prairie Polytechnic’s Department of Institutional Research will support the committee by 

collecting data using existing institutional processes and Qualtrics software licensing. Any 

mishaps, malpractices, and wrongdoing will be reported immediately to the committee, executive 

sponsor, and REB.  

Analyzing Data. The committee will receive support from Prairie Polytechnic’s 

Institutional Research Department for analyzing the M&E data. Gopichandran and Krishna 

(2013) stipulate that data analysis processes should be impartial, and the findings should 

demonstrate community accountability and responsibility. These features can be achieved by 

ensuring data from all core collaborator groups have been considered, and the opinions of equity-

deserving groups are sought through open-ended questions and qualitative data (Gopichandran & 

Krishna, 2013). For equity work, disaggregated data are needed to measure and “reflect on the 

extent to which embedded benefits may exist for some groups to the exclusion of others who 

continue to struggle” (Williams, 2013, p. 268), so disaggregating data by gender, sexuality, race, 

or ethnicity would allow for the amplification of the experiences of these different groups (Smith 

et al., 2017). 

Reinforcing Change 

Reinforcing change in the M&E plan implements the results gathered in previous steps.  

Utilizing Results. While the change plan has been presented linearly, the reinforcing 

change phase includes creating a productive zone of disequilibrium where feedback will be 

gathered in cycles and used to make adjustments (Gopichandran & Krishna, 2013). A cyclical 
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approach is aligned with decolonial and anti-oppressive ways of knowing where “engaging in 

circles of questioning, learning, searching, reflecting, and participating in life and ceremony that 

knowledge and understanding grow” (Wilson et al., 2019, p. 154). Through these iterations, 

adjustments can include increasing certain implementation efforts, lowering expectations for 

components of the plan, and revisiting relevant policies and procedures (Hermans et al., 2012). 

An iterative approach to M&E is aligned with this inquiry’s social justice goals because “in-built 

management-response mechanism[s] within the M&E system” are the most effective ways to 

empower and protect participants by “giving voice to their views” (Gopichandran & Krishna, 

2013, p. 3). 

Regarding data utilization, Gopichandran and Krishna (2013) recommend that adequate 

amounts of feedback are gathered and used appropriately. The results from M&E processes must 

be articulated with quantifiable terms through actionable recommendations (Javed et al., 2019). 

The findings should be relevant to participants, constructive, reciprocal, transparent, and 

available to anyone interested in them (Gopichandran & Krishna, 2013; Javed et al., 2019). The 

perspectives of equity-deserving groups “must be given due importance and representation 

during the M&E process” (Gopichandran & Krishna, 2013, p. 2) and will rely on the 

communication plan to ensure the data are effectively and equitably utilized. The committee will 

work with human resources to use voluntary information provided by participants to amplify 

voices from below. The multi-year timeline will allow for refinements of the change plan, the 

committee’s processes and progress, and the final products of the Chair life cycle strategy.  

In this section, I outlined M&E complexities and how the Chair life cycle committee will 

use Gopichandran and Krishna’s (2013) ethical framework for M&E. Table 6 encapsulates how 

the M&E plan will integrate with the change plan and communication plan. Appendix G includes 
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more details on assessing M&E readiness, engaging with collaborators, setting objectives, 

collecting data, analyzing data, and utilizing results. The M&E plan is the last required 

component of this chapter’s change plan; the following sections will include suggested next 

steps, future considerations, and a narrative epilogue.  

Table 6 

Integrating the Communication and M&E Plans into the Change Plan 

 Phases of 

Change 

Adaptive  

Leadership 
ADKAR 

Communication Plan 

Targets & Goals M&E Plan 

Preparing 

for Change 

Getting on the 

Balcony  

Identifying an 

Adaptive Challenge 

Protecting Voices 

from Below 

Awareness of 
the Need to 

Change 

 

Higher-Level Leaders: 

permissions & 

executive sponsor 

confirmed 

Core Chair 
Collaborators: 

invitations to 

participate 

Assessing 

M&E 

Readiness  

Engaging 

participants 

Setting 

Objectives 

Managing 

Change 

 

 

Involving 

Collaborators 

Creating a Productive 
Zone of 

Disequilibrium 

Protecting Voices 

from Below 

Desire to Make 

the Change 

Happen 

Knowledge 

About How to 

Change  

Ability to 

Change 

Higher-Level Leaders: 

progress updates 

Core Chair 

Collaborators: 

providing feedback 

Work Units that will 

Enact the Strategy: 

training 

Collecting 

Data 

 

Analyzing 

Data 

Reinforcing 

Change 

Continuing the 

Productive Zone of 

Disequilibrium 

Protecting Voices 

from Below 

Reinforcement 

to Retain the 

Change 

Core Chair 

Collaborators: 

providing feedback  

All Staff: celebrating 

successes 

Utilizing 

Data 

Next Steps and Future Considerations  

Before I cast my gaze forward, I will briefly pause to look back. Regarding the 

inadequate institutional supports for Chairs, there are logistical and ethical reasons to change the 

status quo, however ephemeral, local, and temporal that status quo may be. It is incredibly 

challenging to characterize Prairie Polytechnic’s status quo because, as described in Chapter 1, 
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the institute has experienced more changes than stasis. The need to adapt has simultaneously 

increased and been obfuscated by budget cuts and the pandemic, which is challenging and 

opportune. While there is change fatigue, Prairie Polytechnic has been forced to be more flexible 

and creative than ever before, thus creating a fertile adaptive environment for implementing the 

change plan, provided it is aligned with institutional imperatives. I agree that it is untenable to 

continue “to place individuals [i.e., Chairs] in these positions and expect them to be successful 

leaders and managers without taking a long and hard look at how to challenge and support their 

professional development in our colleges and universities” (Stanley & Algert, 2007, p. 63). 

Taking a systemic approach to cultivate academic leadership development changes inequitable 

“gatekeeping” into EDI-informed “groundskeeping” where an ecosystem of support can nurture 

creative, strategic leaders (Montgomery, 2020, p. 5). Although the future is uncertain, this 

inquiry’s emphasis on process means that goals will be re/assessed and achieved in small, 

iterative steps. The support this inquiry has already received has been encouraging, and there is 

momentum for what will come next. 

Systemic supports for Chairs require institutional infrastructure to uphold them; 

otherwise, they will remain as they are provided currently: fragmented, ad hoc, inconsistent, and 

reactive. The next steps for this inquiry were outlined in this chapter’s change plan: the executive 

sponsor needs to be confirmed, and the committee needs to be created to begin writing the 

strategy. However, the Chair life cycle strategy represents the start of a journey, not the end. 

While the strategy will provide the start of the infrastructure needed to support academic 

leadership development at Prairie Polytechnic, it will only address some of the issues related to 

Chairs identified in previous chapters. The alternate solutions presented in Chapter 2 all have 

merits, and implementing them would benefit from the systemic infrastructure provided by the 
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Chair life cycle strategy. If I had unlimited resources and agency, I would choose “all of the 

above” with respect to the four solutions I identified in Chapter 2.  

The lack of systemic supports for Chairs is not unique to Prairie Polytechnic. 

Furthermore, there is a dearth of Canadian research on Chairs (Armstrong & Woloshyn, 2017; 

Boyko & Jones, 2010), especially in polytechnic contexts (Filan, 1999; Hoekstra & Newton, 

2017). Most empirical studies on Chairs are from America and Britain and were primarily based 

on the experiences of Caucasian men, which ignores the experiences of equity-deserving groups 

(Baber, 2020). Regarding Chairs’ PD, few programs have been created at the systemic level 

(Brinkley-Etzkorn & Lane, 2019). In their literature review on leadership development, Dopson 

et al. (2019) accuse many studies of being too small-scale, non-cumulative, and only weakly 

theorized.  

Maton (2005) uses the quip of putting “old wine in new bottles” (p. 694) to argue why 

innovative practices have failed to emerge because using the same frameworks to ask the same 

questions promotes the same practices in what Stein (2019) refers to the “uni-versality” of the 

“uni-versity” (p. 149). It is apt that my context is a “poly-technic” because cultural, theoretical, 

practical, and historic differences affect my/our onto-epistemologies and power dynamics. My 

approach to change is also “poly-morphic” by combining various paradigms and models into the 

change plan. Hall and Hord (2015) recommend braiding interventions to benefit from combined 

strengths and effects. Similarly, Louvel (2013) recommends the process of bricolage “to create 

something new out of the resources at hand” (p. 670). I am proud that this process of braiding 

and bricolage has produced tangible solutions for the inadequate institutional supports for Chairs. 

I intend to use the scholarship from my EdD to publish peer-reviewed articles on systemic 

supports for Polytechnic Chairs to share what I have learned with a broader audience. 
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Narrative Epilogue: On Being a Change(d) Agent 

Forgive me, but I will end this document by descending, albeit briefly, into neurotic 

Postmodern self-reflection. As I typed this paragraph, I was aware of nesting symbols within 

symbols: I have used Latin script to assemble letters into specific English words on these pages 

in a particular order with a specified font type and size as a culminating act of three years of 

scholarship. While I am the only author of this paper, its contents emerged from the research I 

have done, as did the authors of the works I have cited in accordance with academic traditions. 

This OIP is meant to be a solitary scholarly act for a terminal degree, but it is also a co-created 

reality steeped with power dynamics between me, Western University, and the overarching 

academe that is my/our professional context. This document reflects the many layers of privilege 

that I am still coming to understand and learning to harness for the betterment of others. If you 

are reading this paragraph, it is likely that you, too, share many of these privileges.  

A troubling tenet of Postmodernism, which Nath (2014) dubs “the most depressing 

philosophy [to] spring from the Western mind” (p. 30), is its inherently paradoxical nature 

because Postmodernism rejects all grand narratives including itself. Berger and Luckmann 

(1966) liken the process of questioning the validity of knowledge using the knowledge one 

currently possesses to “trying to push a bus in which one is riding” (p. 13). Given that 

“paradoxes are paradoxical” (Luscher et al., 2006, p. 499), these are unresolvable tensions (Allan 

et al., 2010; Alvesson & Deetz, 2006). And yet, it is possible to exist, even joyfully, within these 

tensions to gain valuable insights. For example, Wheatley (2016) identifies a paradox in living 

systems where each organism, with its individuality, is embedded within a system that shapes its 

identity and argues that the disequilibrium inherent in these tensions is a lush source of growth 

because maintaining equilibrium is the anathema to adaptation. The Postmodern solution is to 
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embrace tensions and ambiguity because these nebulous contradictory liminal spaces are ripe 

with learning opportunities. Thus, my approach is not to attempt to resolve the PoP in a positivist 

manner but to use this OIP to understand more clearly the tensions Chairs experience, attempt to 

alleviate some of them, and share what I have learned from this process. 

Despite/because/amongst all these realities, I relish in once again confirming, possibly 

via confirmation bias (Schulz, 2010), that the world is ever and deliciously complicated. Buller 

(2015) argues that “you can’t change an organization without being changed yourself” (p. 90), 

and I agree; throughout the process of writing my OIP and completing this EdD, my 

understanding of leadership, change management, governance, the higher education sector, and 

myself have evolved. Just as epistemology, emotions, and ethics are intertwined (Boler, 1999), 

this document has outlined how I am braided within my institution and PoP. I am intrigued by 

and grateful for this privileged process of learning how to be a change(d) leader. I delight in the 

being and becoming of it all and look forward to the next steps in my lifelong learning journey as 

a scholar-practitioner. I end this document with my head and heart brimming with a potent 

mixture of relief, hope, and gratitude.   
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Wilson, A. V. Breen, A. V., & L. DuPré, Research and reconciliation: Unsettling ways of 

https://doi.org/10.2307/2943935
https://doi.org/10.1111/j.1468-2273.2008.00398.x
https://doi.org/10.4324/9780203009499
https://doi.org/10.4324/9780203009499
http://doi.org/10.1002/9781119281856
https://doi.org/10.20935/AL1807
http://www.jstor.org/stable/30189727
https://doi.org/10.1007/978-90-481-9163-5
https://www.lib.ncsu.edu/resolver/1840.20/38380
https://www.lib.ncsu.edu/resolver/1840.20/38380
https://doi.org/10.1111/j.1460-2466.2001.tb02892.x


  88 

knowing through Indigenous relationships (pp. 49-59). Canadian Scholars. 

https://canadianscholars.ca/book/research-as-reconciliation/   

Brinkley-Etzkorn, K. E., & Lane, I. (2019). From the ground up: Building a system-wide 

professional development and support program for academic department chairs. Studies 

in Higher Education, 44(3), 571–583. https://doi.org/10.1080/03075079.2017.1389877 

Broucker, B., & De Wit, K. (2016). New public management in higher education. In J. Huisman, 

H. De Boer, D. Dill, & M. Souto-Otero (Eds.), The Palgrave international handbook of 

higher education policy and governance (pp. 57-75). Palgrave MacMillan. 

https://doi.org/10.1007/978-1-137-45617-5  

Brown, L. M. (2001). Leading leadership development in universities: A personal story. Journal 

of Management Inquiry, 19(4), 312–323. https://doi.org/10.1177/1056492601104005  

Brownlee, J. (2015). Contract faculty in Canada: Using access to information requests to uncover 

hidden academics in Canadian universities. Higher Education, 70(5), 787–805. 

https://doi.org/10.1007/s10734-015-9867-9 

Bryman, A. (2007). Effective leadership in higher education: A literature review. Studies in 

Higher Education, 32(6), 693–710. https://doi.org/10.1080/03075070701685114 

Bull, M., & Brown, T. (2010). Change communication: The impact on satisfaction with 

alternative workplace strategies. Facilities, 30(3-4), 135-151. https://doi.org/ 

10.1108/02632771211202842   

Buller, J. L. (2015). Change leadership in higher education: A practical guide to academic 

transformation. Jossey-Bass. https://doi.org/10.1002/9781119210825  

Buller, J. L. (2019). Succession planning for chairs. The Department Chair, 29(3), 13–14. 

https://doi.org/10.1002/dch.30234 

https://canadianscholars.ca/book/research-as-reconciliation/
https://doi.org/10.1080/03075079.2017.1389877
https://doi.org/10.1007/978-1-137-45617-5
https://doi.org/10.1177/1056492601104005
https://doi.org/10.1007/s10734-015-9867-9
https://doi.org/10.1080/03075070701685114
https://doi.org/10.1108/02632771211202842
https://doi.org/10.1108/02632771211202842
https://doi.org/10.1002/9781119210825
https://doi.org/10.1002/dch.30234


  89 

Burke, M. A., Goldine, R. A., Kirby, D. L., Alvarez McHatton, P., Nandan, M., Pearcey, S., 

Porter, K. M., Stallings, L., & Woszczynski, A. (2015). Forming a learning community 

for new chairs. The Department Chair, 25(4), 25-27. https://doi.org/10.1002/DCH.30023   

Burkhardt, J. C. (2002). Boundary-spanning leadership in higher education. Journal of 

Leadership & Organizational Studies, 8(3), 145–150. https://doi.org/10.1177/ 

107179190200800312  

Burnes, B., Hughes, M. & By, R. T. (2016). Reimagining organizational change leadership. 

Leadership, 14(2), 141-15. https://doi.org/10.1177/1742715016662188  

Busch, L. (2017). Knowledge for sale: The neoliberal takeover of higher education. MIT Press. 

https://mitpress.mit.edu/9780262036078/  

Bystydzienski, J., Thomas, N., Howe, S., & Desai, A. (2017). The leadership role of college 

deans and department chairs in academic culture change. Studies in Higher Education, 

42(12), 2301–2315. https://doi.org/10.1080/03075079.2016.1152464 

Cairney, P. (2016). The politics of evidence-based policy making. Palgrave Macmillan UK. 

https://doi.org/10.1057/978-1-137-51781-4 

Canadian Tri-Council. (2022). Policy statement on the ethical conduct for research involving 

humans. Canadian Institutes of Health Research, Natural Sciences and Engineering 

Research Council of Canada, and Social Sciences and Humanities Research Council of 

Canada. https://ethics.gc.ca/eng/documents/tcps2-2022-en.pdf   

Cantwell, B. (2015). Are international students cash cows? Examining the relationship between 

new international undergraduate enrollments and institutional revenue at public colleges 

and universities in the US. Journal of International Students, 5(4), 512–525. 

https://doi.org/10.32674/jis.v5i4.412  

https://doi.org/10.1002/DCH.30023
https://doi.org/10.1177/107179190200800312
https://doi.org/10.1177/107179190200800312
https://doi.org/10.1177/1742715016662188
https://mitpress.mit.edu/9780262036078/
https://doi.org/10.1080/03075079.2016.1152464
https://doi.org/10.1057/978-1-137-51781-4
https://ethics.gc.ca/eng/documents/tcps2-2022-en.pdf
https://doi.org/10.32674/jis.v5i4.412


  90 

Carden, L. L., & Callahan, J. L. (2007). Creating leaders or loyalists? Conflicting identities in a 

leadership development programme. Human Resource Development International, 10, 

169–186. https://doi.org/10.1080/13678860701347099  

Carlos, A. R. & Muralles, D. C. (2022). Onboarding in the age of COVID-19. International 

Federation of Library Associations and Institutions (IFLA) Journal, 48(1), 33–40. 

https://doi.org/10.1177/03400352211035413  

Carroll, J. B., & Wolverton, M. (2004). Who becomes a chair? New Directions for Higher 

Education, 2004(126), 3–10. https://doi.org/10.1002/he.144 

Cesário, F., & Chambel, M. J. (2019). On-boarding new employees: A three-component 

perspective of welcoming. International Journal of Organizational Analysis, 27(5), 1465-

1479. https://doi.org/10.1108/IJOA-08-2018-1517 

Chetty, M. (2009). Leadership capacity of academic chairs [Master’s Thesis]. Royal Roads 

University. https://www.collectionscanada.gc.ca/obj/thesescanada/vol2/002/MR 

50405.PDF?oclc_number=707816497  

Chu, D. (2012). The department chair primer: What chairs need to know and do to make a 

difference (2nd ed.). Wiley. https://www.wiley.com/en-ie/The+Department+Chair+ 

Primer:+What+Chairs+Need+to+Know+and+Do+to+Make+a+Difference,+2nd+Edition-

p-9781118077443  

Cipriano, R. E., & Riccardi, R. L. (2013). A six-year study of department chairs. The Department 

Chair, 24(1), 22–25. https://doi.org/10.1002/dch.20051 

Clampitt, P. G. (2017). Communicating for managerial effectiveness: Challenges, strategies, 

solutions (6th ed.). SAGE Publications Inc. https://us.sagepub.com/en-us/nam/ 

communicating-for-managerial-effectiveness/book243805  

https://doi.org/10.1080/13678860701347099
https://doi.org/10.1177/03400352211035413
https://doi.org/10.1002/he.144
https://doi.org/10.1108/IJOA-08-2018-1517
https://www.collectionscanada.gc.ca/obj/thesescanada/vol2/002/MR50405.PDF?oclc_number=707816497
https://www.collectionscanada.gc.ca/obj/thesescanada/vol2/002/MR50405.PDF?oclc_number=707816497
https://www.wiley.com/en-ie/The+Department+Chair+%20Primer:+What+Chairs+Need+to+Know+and+Do+to+Make+a+Difference,+2nd+Edition-p-9781118077443
https://www.wiley.com/en-ie/The+Department+Chair+%20Primer:+What+Chairs+Need+to+Know+and+Do+to+Make+a+Difference,+2nd+Edition-p-9781118077443
https://www.wiley.com/en-ie/The+Department+Chair+%20Primer:+What+Chairs+Need+to+Know+and+Do+to+Make+a+Difference,+2nd+Edition-p-9781118077443
https://doi.org/10.1002/dch.20051
https://us.sagepub.com/en-us/nam/%20communicating-for-managerial-effectiveness/book243805
https://us.sagepub.com/en-us/nam/%20communicating-for-managerial-effectiveness/book243805


  91 

Cloutier, O., Felusiak, L., Hill, C., & Pemberton-Jones, E. J. (2015). The importance of 

developing strategies for employee retention. Journal of Leadership, Accountability and 

Ethics, 12(2), 119-129. http://www.na-businesspress.com/JLAE/Pemberton-

JonesEJ_Web12_2_.pdf  

Collinson, D., & Tourish, D. (2015). Teaching leadership critically: New directions for 

leadership pedagogy. Academy of Management Learning & Education, 14(4), 576–594. 

https://doi.org/10.5465/amle.2014.0079 

Cooper, J. E., & Pagotto, L. (2003). Developing community college faculty as leaders. New 

Directions for Community Colleges, 2003(123), 27–37. https://doi.org/10.1002/cc.119 

Corces-Zimmerman, C. & Guida, T. F. (2019). Toward a critical whiteness methodology: 

Challenging whiteness through qualitative research. Theory and Method in Higher 

Education Research, 4, 91-109. https://doi.org/10.1108/S2056-375220190000005007  

Cowley, S. (2018). Department chairs: More than floating heads with absent hearts. Canadian 

Journal for New Scholars in Education, 9(2), 81-89. https://journalhosting.ucalgary.ca/ 

index.php/cjnse/article/view/42957  

Cowley, S. (2019). Emotional labour in the role of university department chair. Simon Fraser 

University (SFU) Educational Review, 12(2), 9–26. https://doi.org/10.21810/ 

sfuer.v12i2.766 

Craig, C. M. (2005). Leading from the department chair. The Community College Enterprise, 

11(2), 81–90. https://eric.ed.gov/?id=EJ847099  

Cramer, S. F. (2006). Learning the ropes: How department chairs can help new faculty develop 

productive scholarship habits. Reflective Practice, 7(4), 525–539. https://doi.org/10.1080/ 

14623940600987155 

http://www.na-businesspress.com/JLAE/Pemberton-JonesEJ_Web12_2_.pdf
http://www.na-businesspress.com/JLAE/Pemberton-JonesEJ_Web12_2_.pdf
https://doi.org/10.5465/amle.2014.0079
https://doi.org/10.1002/cc.119
https://doi.org/10.1108/S2056-375220190000005007
https://journalhosting.ucalgary.ca/index.php/cjnse/article/view/42957
https://journalhosting.ucalgary.ca/index.php/cjnse/article/view/42957
https://doi.org/10.21810/sfuer.v12i2.766
https://doi.org/10.21810/sfuer.v12i2.766
https://eric.ed.gov/?id=EJ847099
https://doi.org/10.1080/14623940600987155
https://doi.org/10.1080/14623940600987155


  92 

Crawley, K. D. (2017). The six-sphere framework: A practical tool for assessing monitoring and 

evaluation systems. African Evaluation Journal, 5(1), 1-8. https://doi.org/10.4102/aej. 

v5i1.193 

Creswell, J. W., & Creswell, J. D. (2018). Research design: Qualitative, quantitative, and mixed 

methods approaches (5th ed.). SAGE Publications Inc. https://psycnet.apa.org/record/ 

2008-13604-000  

Croucher, G., & Lacy, W. B. (2020). The emergence of academic capitalism and university 

neoliberalism: Perspectives of Australian higher education leadership. Higher Education, 

80(5), 1-17. https://doi.org/10.1007/s10734-020-00655-7 

Czech, K., & Forward, G. L. (2010). Leader communication: Faculty perceptions of the 

department chair. Communication Quarterly, 58(4), 431–457. https://doi.org/10.1080/ 

01463373.2010.525158 

Davis, D., & Sumara, D. J. (2005). Challenging images of knowing: Complexity science and 

educational research. International Journal of Qualitative Studies in Education, 18(3), 

305-321. https://doi.org/10.1080/09518390500082293  

Deering, D., & Sá, C. M. (2014). Financial management of Canadian universities: Adaptive 

strategies to fiscal constraints. Tertiary Education and Management, 20(3), 207–224. 

https://doi.org/10.1080/13583883.2014.919604  

DeRue, D. S. (2011). Adaptive leadership theory: Leading and following as a complex adaptive 

process. Research in Organizational Behaviour, 31, 125–150. https://doi.org/10.1016/ 

j.riob.2011.09.007 

Desmarais, S., & Miller, D. (2007). Developing your talent to the next level. Organization 

Development Journal, 25(3), 37-43. https://doi.org/10.1177/0306307017740182  

https://doi.org/10.4102/aej.v5i1.193
https://doi.org/10.4102/aej.v5i1.193
https://psycnet.apa.org/record/2008-13604-000
https://psycnet.apa.org/record/2008-13604-000
https://doi.org/10.1007/s10734-020-00655-7
https://doi.org/10.1080/01463373.2010.525158
https://doi.org/10.1080/01463373.2010.525158
https://doi.org/10.1080/09518390500082293
https://doi.org/10.1080/13583883.2014.919604
https://doi.org/10.1016/j.riob.2011.09.007
https://doi.org/10.1016/j.riob.2011.09.007
https://doi.org/10.1177/0306307017740182


  93 

Deszca, G., Ingols, C., & Cawsey, T. F. (2020). Organizational change: An action-oriented 

toolkit (4th ed.). SAGE Publications Inc. https://us.sagepub.com/en-us/nam/organizational 

-change/book254432/  

Diehl, A. B., & Dzubinski, L. M. (2016). Making the invisible visible: A cross-sector analysis of 

gender-based leadership barriers. Human Resource Development Quarterly, 27(2), 181–

206. https://doi.org/10.1002/hrdq.21248 

Dobbins, M., Knill, C., & Vögtle, E. M. (2011). An analytical framework for the cross-country 

comparison of higher education governance. Higher Education, 62(5), 665–683. 

https://doi.org/10.1007/s10734-011-9412-4 

Dopson, S., Ferlie, E., McGivern, G., Fischer, M. D., Mitra, M., Ledger, J., & Behrens, S. 

(2019). Leadership development in higher education: A literature review and implications 

for programme redesign. Higher Education Quarterly, 73(2), 218–234. https://doi.org/ 

10.1111/hequ.12194 

Dougherty, & Natow, R. S. (2020). Performance-based funding for higher education: How well 

does neoliberal theory capture neoliberal practice? Higher Education, 80(3), 457–478. 

https://doi.org/10.1007/s10734-019-00491-4  

Driscoll, A., & Morris, J. (2001). Stepping out: Rhetorical devices and culture change 

management in the UK Civil Service. Public Administration, 79(4), 803-824. 

https://doi.org/10.1111/1467-9299.00281  

Dua, E., & Bhanji, N. (2017). Shifting terrains: A picture of the institutionalization of equity in 

Canadian universities. In F. Henry, C. James, P. Li, A. Kobayashi, M. S. Smith, H. 

Ramos, & E. Dua (Eds.), The equity myth: Racialization and indigeneity at Canadian 

universities (pp. 171-204). UBC Press. https://www.ubcpress.ca/the-equity-myth  

https://us.sagepub.com/en-us/nam/organizational-change/book254432/
https://us.sagepub.com/en-us/nam/organizational-change/book254432/
https://doi.org/10.1002/hrdq.21248
https://doi.org/10.1007/s10734-011-9412-4
https://doi.org/10.1111/hequ.12194
https://doi.org/10.1111/hequ.12194
https://doi.org/10.1007/s10734-019-00491-4
https://doi.org/10.1111/1467-9299.00281
https://www.ubcpress.ca/the-equity-myth


  94 

Eacott, S. (2013). “Leadership” and the social: Time, space and the epistemic. International 

Journal of Educational Management, 27(1), 91-101. https://doi.org/10.1108/0951354 

1311289846 

Ebrahim, A. (2020). Measuring social change: Performance and accountability in a complex 

world. Stanford University Press. https://doi.org/10.1515/9781503609211 

Eddy, P.L., Mitchell, R. G., & Amey, M.J. (2016). Leading from the middle. Chronicle of 

Higher Education, 63(15), 48-50. https://www.chronicle.com/article/leading-from-the-

middle/  

Enders, J. (2007). The academic profession. In J. F. F. Forest & P. G. Altbach (Eds.), 

International handbook of higher education (pp. 5-22). Springer Netherlands. 

https://doi.org/10.1007/978-1-4020-4012-2  

Errida, A., & Lotfi, B. (2021). The determinants of organizational change management success: 

Literature review and case study. International Journal of Engineering Business 

Management, 13, 1–15. https://doi.org/10.1177/18479790211016273 

Fairchild, J. E. (2013). Is the process the problem? Impact of selection methods on reported job 

satisfaction among academic department chairs [Doctoral dissertation]. Capella 

University. https://eric.ed.gov/?id=ED558973  

Falola, H. O., Adeniji, A. A., Adeyeye, J. O., Igbinnoba, E. E., & Atolagbe, T. O. (2020). 

Measuring institutional support strategies and faculty job effectiveness. Heliyon, 6(3), 1-

6. https://doi.org/10.1016/j.heliyon.2020.e03461  

Filan, G. L. (1999). The need for leadership training: The evolution of the chair academy. New 

Directions for Community Colleges, 1999(105), 47–55. https://doi.org/10.1002/cc.10506 

https://doi.org/10.1108/09513541311289846
https://doi.org/10.1108/09513541311289846
https://doi.org/10.1515/9781503609211
https://www.chronicle.com/article/leading-from-the-middle/
https://www.chronicle.com/article/leading-from-the-middle/
https://doi.org/10.1007/978-1-4020-4012-2
https://doi.org/10.1177/18479790211016273
https://eric.ed.gov/?id=ED558973
https://doi.org/10.1016/j.heliyon.2020.e03461
https://doi.org/10.1002/cc.10506


  95 

Fisher, D., Rubenson, K., Jones, G., & Shanahan, T. (2009). The political economy of post-

secondary education: A comparison of British Columbia, Ontario, and Québec. Higher 

Education, 57(5), 549–566. https://doi.org/10.1007/s10734-008-9160-2  

Floyd, A. (2016). Supporting academic middle managers in higher education: Do we care? 

Higher Education Policy, 29(2), 167–183. https://doi.org/10.1057/hep.2015.11 

Foster, B. L. (2006). From faculty to administrator: Like going to a new planet. New Directions 

for Higher Education, 2006(134), 49–57. https://doi.org/10.1002/he.216 

Foster, W. P. (2004). The decline of the local: A challenge to educational leadership. 

Educational Administration Quarterly, 40(2), 176–191. https://doi.org/10.1177/ 

0013161X03260360 

Freire, P. (2018). Pedagogy of the oppressed: 50th anniversary edition. Bloomsbury. 

https://www.bloomsbury.com/ca/pedagogy-of-the-oppressed-9781501314162/  

Freundlieb, D. (2000). Rethinking critical theory: Weaknesses and new directions. 

Constellations, 7(1), 80–99. https://doi.org/10.1111/1467-8675.00171 

Gagnon, S., & Collinson, D. (2014). Rethinking global leadership development programmes: 

The interrelated significance of power, context, and identity. Organization Studies, 35(5), 

645–670. https://doi.org/10.1177/0170840613509917 

Gainsburg, J. (2020). The savvy ally: A guide to becoming a skilled LGBTQ+ advocate. Rowman 

& Littlefield Publishers. https://www.savvyallyaction.com/about-1  

Gedlu, K. (2016). Professional training of department chairs to help faculty improve the 

teaching-learning process in community colleges [Doctoral Dissertation]. University of 

Maryland. https://www.proquest.com/pqdtglobal/docview/1908477770/2D18A8A84 

C294267PQ/1?accountid=15115  

https://doi.org/10.1007/s10734-008-9160-2
https://doi.org/10.1057/hep.2015.11
https://doi.org/10.1002/he.216
https://doi.org/10.1177/0013161X03260360
https://doi.org/10.1177/0013161X03260360
https://www.bloomsbury.com/ca/pedagogy-of-the-oppressed-9781501314162/
https://doi.org/10.1111/1467-8675.00171
https://doi.org/10.1177/0170840613509917
https://www.savvyallyaction.com/about-1
https://www.proquest.com/pqdtglobal/docview/1908477770/2D18A8A84C294267PQ/1?accountid=15115
https://www.proquest.com/pqdtglobal/docview/1908477770/2D18A8A84C294267PQ/1?accountid=15115


  96 

Gigliotti, R. A. (2021). The impact of COVID-19 on academic department chairs: Heightened 

complexity, accentuated liminality, and competing perceptions of reinvention. Innovative 

Higher Education, 46(4), 429–444. https://doi.org/10.1007/s10755-021-09545-x 

Gillham, J. C., Williams, N. V., Rife, G., & Parker, K. K. (2019). Problems of practice: A 

document analysis of education doctorate dissertations. Impacting Education: Journal on 

Transforming Professional Practice, 4(1), 1-9. https://doi.org/10.5195/ie.2019.85 

Giroux, H. (2002). Neoliberalism, corporate culture, and the promise of higher education: The 

university as a democratic public sphere. Harvard Educational Review, 72(4), 425–464. 

https://doi.org/10.17763/haer.72.4.0515nr62324n71p1 

Gmelch, W. H. (2011). Typology of department chairs: The case of the swivel chair. The 

Department Chair, 22(2), 1-3. https://doi.org/10.1002/dch.20044  

Gmelch, W. H. (2013). The development of campus academic leaders. International Journal of 

Leadership and Change, 1(1), 26-35. https://digitalcommons.wku.edu/cgi/viewcontent. 

cgi?article=1006&context=ijlc  

Gmelch, W. H. (2015). The call for leadership: Why chairs serve, what they do, and how long 

they should serve? Leading and Managing the Kinesiology Department, 1(1), 1-12. 

https://onlinelibrary.wiley.com/doi/10.1002/dch.30059  

Gmelch, W. H., & Buller, J. L. (2015). Building academic leadership capacity: A guide to best 

practices. Wiley. https://www.wiley.com/en-ca/Building+Academic+Leadership+ 

Capacity%3A+A+Guide+to+Best+Practices-p-9781118299487  

Gonaim, F. (2016). A department chair: A lifeguard without a life jacket. Higher Education 

Policy, 29(2), 272–286. https://doi.org/10.1057/hep.2015.26 

https://doi.org/10.1007/s10755-021-09545-x
https://doi.org/10.5195/ie.2019.85
https://doi.org/10.17763/haer.72.4.0515nr62324n71p1
https://doi.org/10.1002/dch.20044
https://digitalcommons.wku.edu/cgi/viewcontent.cgi?article=1006&context=ijlc
https://digitalcommons.wku.edu/cgi/viewcontent.cgi?article=1006&context=ijlc
https://onlinelibrary.wiley.com/doi/10.1002/dch.30059
https://www.wiley.com/en-ca/Building+Academic+Leadership+Capacity%3A+A+Guide+to+Best+Practices-p-9781118299487
https://www.wiley.com/en-ca/Building+Academic+Leadership+Capacity%3A+A+Guide+to+Best+Practices-p-9781118299487
https://doi.org/10.1057/hep.2015.26


  97 

Gonzales, L. D., & Rincones, R. (2013). Using participatory action research and photo methods 

to explore higher education administration as an emotional endeavor. The Qualitative 

Report, 18(3), 1–17. https://doi.org/10.46743/2160-3715/2013.1481 

Gopichandran, V., & Krishna, A. K. I. (2013). Monitoring ‘monitoring’ and evaluating 

‘evaluation’: An ethical framework for monitoring and evaluation in public health. 

Journal of Medical Ethics, 39(1), 31–35. https://doi.org/10.1136/medethics-2012-100680  

Government of British Columbia. (2023). Terminology in Indigenous content. 

https://www2.gov.bc.ca/gov/content/governments/services-for-government/service-

experience-digital-delivery/web-content-development-guides/web-style-guide/writing-

guide-for-indigenous-content/terminology  

Graybill, J. O., Carpenter, M. T. H., Offord, J. J., Piorun, M., & Shaffer, G. (2013). Employee 

onboarding: Identification of best practices in ACRL libraries. Library Management, 

34(3), 200-218. https://doi.org/10.1108/01435121311310897 

Greenfield, T. B. (1980). The man who comes back through the door in the wall: Discovering 

truth, discovering self, discovering organisations. Educational Administration Quarterly, 

16(3), 26–59. https://doi.org/10.1177/0013161X8001600305  

Griffith, J. C. (2006). Transition from faculty to administrator and transition back to the faculty. 

New Directions for Higher Education, 2006(134), 67–77. https://doi.org/10.1002/he.218 

Gronn, P. (2010). Leadership: Its genealogy, configuration, and trajectory. Journal of 

Educational Administration and History, 42(4), 405-435. https://doi.org/10.1080/ 

00220620.2010.492959 

Guba, E. G., & Lincoln, Y. S. (1989). Fourth generation evaluation. SAGE Publications Inc. 

https://us.sagepub.com/en-us/nam/fourth-generation-evaluation/book2748  

https://doi.org/10.46743/2160-3715/2013.1481
https://doi.org/10.1136/medethics-2012-100680
https://www2.gov.bc.ca/gov/content/governments/services-for-government/service-experience-digital-delivery/web-content-development-guides/web-style-guide/writing-guide-for-indigenous-content/terminology
https://www2.gov.bc.ca/gov/content/governments/services-for-government/service-experience-digital-delivery/web-content-development-guides/web-style-guide/writing-guide-for-indigenous-content/terminology
https://www2.gov.bc.ca/gov/content/governments/services-for-government/service-experience-digital-delivery/web-content-development-guides/web-style-guide/writing-guide-for-indigenous-content/terminology
https://doi.org/10.1108/01435121311310897
https://doi.org/10.1177/0013161X8001600305
https://doi.org/10.1002/he.218
https://doi.org/10.1080/00220620.2010.492959
https://doi.org/10.1080/00220620.2010.492959
https://us.sagepub.com/en-us/nam/fourth-generation-evaluation/book2748


  98 

Guo, Y. & Guo S. (2017). Internationalization of Canadian higher education: Discrepancies 

between policies and international student experiences. Studies in Higher Education, 

42(5), 851-868. https://doi.org/10.1080/03075079.2017.1293874  

Haber-Curran, P., & Tillapaugh, D. (2013). Leadership learning through student-centred and 

inquiry-focused approaches to teaching adaptive leadership. Journal of Leadership 

Education, 12(1), 92–116. https://journalofleadershiped.org/wp-content/uploads/ 

2019/02/12_1_Haber-Curran-and-Tillapaugh.pdf  

Hall, D. (2013). Drawing a veil over managerialism: Leadership and the discursive disguise of 

the new public management. Journal of Educational Administration and History, 45(3), 

267–282. https://doi.org/10.1080/00220620.2013.771154 

Hall, G. E., & Hord, S. M. (2015). Implementing change: Patterns, principles, and potholes (4th 

ed.). Pearson. https://doi.org/10.4135/9781452278391  

Hargreaves, A. (2005). Leadership succession. The Educational Forum, 69(2), 163–173. 

https://doi.org/10.1080/00131720508984680 

Hartnett, T. (2011). Consensus-oriented decision-making: The CODM model for facilitating 

groups to widespread agreement. New Society. https://newsociety.com/books/c/ 

consensus-oriented-decision-making  

Hecht, I. W. D. (2004). The professional development of department chairs. New Directions for 

Higher Education, 2004(126), 27–44. https://doi.org/10.1002/he.146  

Heifetz, R. A. (1994). Leadership without easy answers. Harvard University Press. 

https://doi.org/10.4159/9780674038479  

Heifetz, R. A., & Linsky, M. (2017). Leadership on the line: Staying alive through the dangers 

of change (2nd ed.). Harvard Business Review Press. https://store.hbr.org/product/ 

https://doi.org/10.1080/03075079.2017.1293874
https://journalofleadershiped.org/wp-content/uploads/2019/02/12_1_Haber-Curran-and-Tillapaugh.pdf
https://journalofleadershiped.org/wp-content/uploads/2019/02/12_1_Haber-Curran-and-Tillapaugh.pdf
https://doi.org/10.1080/00220620.2013.771154
https://doi.org/10.4135/9781452278391
https://doi.org/10.1080/00131720508984680
https://newsociety.com/books/c/consensus-oriented-decision-making
https://newsociety.com/books/c/consensus-oriented-decision-making
https://doi.org/10.1002/he.146
https://doi.org/10.4159/9780674038479
https://store.hbr.org/product/leadership-on-the-line-with-a-new-preface-staying-alive-through-the-dangers-of-change/10125


  99 

leadership-on-the-line-with-a-new-preface-staying-alive-through-the-dangers-of-

change/10125  

Heifetz, R. A., Linsky, M., & Grashow, A. (2009). The practice of adaptive leadership: Tools 

and tactics for changing your organization and the world. Harvard Business Press. 

https://store.hbr.org/product/the-practice-of-adaptive-leadership-tools-and-tactics-for-

changing-your-organization-and-the-world/5764  

Henry, F., James, C., Li, P., Kobayashi, A., Smith, M. S., Ramos, H. & Dua, E. (2017). 

Conclusion: Challenging the myth. In F. Henry, C. James, P. Li, A. Kobayashi, M. S. 

Smith, H. Ramos, & E. Dua (Eds.), The equity myth: Racialization and indigeneity at 

Canadian universities (pp. 297-316). UBC Press. https://www.ubcpress.ca/the-equity-

myth  

Hermans, L. M., Naber, A. C., & Enserink, B. (2012). An approach to design long-term 

monitoring and evaluation frameworks in multi-actor systems: A case in water 

management. Evaluation and Program Planning, 35(4), 427–438. https://doi.org/10. 

1016/j.evalprogplan.2012.01.006 

Hiatt, J. M. (2006). ADKAR: A model for change in business, government, and our community: 

How to implement successful change in our personal lives and professional careers. 

Prosci Learning Center Publications. https://store.prosci.com/adkar-a-model-for-change-

en.html  

Hiatt, J. M., & Creasey, T. J. (2012). Change management: The people side of change (2nd ed.). 

Prosci Learning Center Publications. https://store.prosci.com/change-management-

people-side-of-change-ca.html  

https://store.hbr.org/product/leadership-on-the-line-with-a-new-preface-staying-alive-through-the-dangers-of-change/10125
https://store.hbr.org/product/leadership-on-the-line-with-a-new-preface-staying-alive-through-the-dangers-of-change/10125
https://store.hbr.org/product/the-practice-of-adaptive-leadership-tools-and-tactics-for-changing-your-organization-and-the-world/5764
https://store.hbr.org/product/the-practice-of-adaptive-leadership-tools-and-tactics-for-changing-your-organization-and-the-world/5764
https://www.ubcpress.ca/the-equity-myth
https://www.ubcpress.ca/the-equity-myth
https://doi.org/10.1016/j.evalprogplan.2012.01.006
https://doi.org/10.1016/j.evalprogplan.2012.01.006
https://store.prosci.com/adkar-a-model-for-change-en.html
https://store.prosci.com/adkar-a-model-for-change-en.html
https://store.prosci.com/change-management-people-side-of-change-ca.html
https://store.prosci.com/change-management-people-side-of-change-ca.html


  100 

Hoekstra, A., & Korthagen, F. (2011). Teacher learning in a context of educational change: 

Informal learning versus systematically supported learning. Journal of Teacher 

Education, 62, 76-92. https://doi.org/10.1177/0022487110382917  

Hoekstra, A., & Newton, P. (2017). Departmental leadership for learning in vocational and 

professional education. Empirical Research in Vocational Education and Training, 9(1), 

1-24. https://doi.org/10.1186/s40461-017-0057-0 

Hogan, B. E., & Trotter, L. D. (2013). Academic freedom in Canadian higher education: 

Universities, colleges, and institutes were not created equal. Canadian Journal of Higher 

Education, 43(2), 68–84. https://doi.org/10.47678/cjhe.v43i2.2427 

Holt, D., Armenakis, A., Harris, S. & Feild, H. (2007). Toward a comprehensive definition of 

readiness for change: A review of research and instrumentation. Research in 

Organizational Change and Development, 16, 289-336. https://doi.org/10.1016/S0897-

3016(06)16009-7  

Hoppe, S. L. (2003). Identifying and nurturing potential academic leaders. New Directions for 

Higher Education, 2003(124), 3–12. https://doi.org/10.1002/he.125 

Howley, H. A. (2020). Success amid ruins: Onboarding new faculty during financial crisis and 

institutional change. The Journal of Faculty Development, 34(2), 73–80. https://www. 

ingentaconnect.com/content/magna/jfd/2020/00000034/00000002/art00011  

Isaac, C., Griffin, L., & Carnes, M. (2010). A qualitative study of faculty members’ views of 

women chairs. Journal of Women’s Health, 19(3), 533–546. https://doi.org/10.1089/ 

jwh.2009.1506 

Jacka, & Keller, P. J. (2009). Business process mapping: Improving customer satisfaction (2nd 

ed.). Wiley. https://doi.org/10.1002/9781119198390  

https://doi.org/10.1177/0022487110382917
https://doi.org/10.1186/s40461-017-0057-0
https://doi.org/10.47678/cjhe.v43i2.2427
https://doi.org/10.1016/S0897-3016(06)16009-7
https://doi.org/10.1016/S0897-3016(06)16009-7
https://doi.org/10.1002/he.125
https://www.ingentaconnect.com/content/magna/jfd/2020/00000034/00000002/art00011
https://www.ingentaconnect.com/content/magna/jfd/2020/00000034/00000002/art00011
https://doi.org/10.1089/jwh.2009.1506
https://doi.org/10.1089/jwh.2009.1506
https://doi.org/10.1002/9781119198390


  101 

Jäppinen, A. K. (2017). Analysis of leadership dynamics in educational settings during times of 

external and internal change. Educational Research, 59(4), 460–477. https://doi.org/ 

10.1080/00131881.2017.1376591 

Javed, M. N., Nawaz, M. H., Javed, M. L., & Javed, M. (2019). An implementation of school 

improvement plan through results-based management: A framework to practice. Review 

of Economics and Development Studies, 5(1), 23–32. https://doi.org/10.26710/ 

reads.v5i1.222 

Jeannotte, M. S. (2010). Going with the flow: Neoliberalism and cultural policy in Manitoba and 

Saskatchewan. Canadian Journal of Communication, 35(2), 303-324. https://doi.org/ 

10.22230/cjc.2010v35n2a2184 

Jefferies, S. S. (2017). Adaptive leadership in a socially revolving world: A symbolic 

interactionist lens of adaptive leadership theory. Performance Improvement, 56(9), 46–

50. https://doi.org/10.1002/pfi.21741 

Jones, P. (2008). Communicating strategy. Taylor & Francis Group. https://doi.org/10.4324/ 

9781315259840 

Joosse, G. (2010). Revolutionary changes in Alberta post-secondary funding: Comparison of two 

colleges’ response [Doctoral dissertation]. University of Calgary. https://prism.ucalgary. 

ca/handle/1880/103612   

Kalargyrou, V., & Woods, R. (2009). What makes a college administrator an effective leader? 

An exploratory study. Journal of Teaching in Travel and Tourism, 9(1-2), 21-36. 

https://doi.org/10.1080/15313220903041980  

https://doi.org/10.1080/00131881.2017.1376591
https://doi.org/10.1080/00131881.2017.1376591
https://doi.org/10.26710/reads.v5i1.222
https://doi.org/10.26710/reads.v5i1.222
https://doi.org/10.22230/cjc.2010v35n2a2184
https://doi.org/10.22230/cjc.2010v35n2a2184
https://doi.org/10.1002/pfi.21741
https://doi.org/10.4324/9781315259840
https://doi.org/10.4324/9781315259840
https://prism.ucalgary.ca/handle/1880/103612
https://prism.ucalgary.ca/handle/1880/103612
https://doi.org/10.1080/15313220903041980


  102 

Karambelkar, M., & Bhattacharya, S. (2017). Onboarding is a change: Applying change 

management model ADKAR to onboarding. Human Resource Management International 

Digest, 25(7), 5–8. https://doi.org/10.1108/HRMID-04-2017-0073 

Kezar, A. (2000). Pluralistic leadership: Incorporating diverse voices. The Journal of Higher 

Education, 71(6), 722–743. https://doi.org/10.2307/2649160  

Kezar, A. (2009). Change in higher education: Not enough, or too much? Change: The Magazine 

of Higher Learning, 41(6), 18–23. https://doi.org/10.1080/00091380903270110 

Kezar, A. (2018). How colleges change: Understanding, leading, and enacting change (2nd ed.). 

Routledge. https://doi.org/10.4324/9781315121178  

Khan, N. (2017). Adaptive or transactional leadership in current higher education: A brief 

comparison. International Review of Research in Open and Distributed Learning, 18(3), 

181-183. https://doi.org/10.19173/irrodl.v18i3.3294 

Kitchen, P. J., & Daly, F. (2002). Internal communication during change management. Corporate 

Communications: An International Journal, 7(1), 46-53. http://doi.org/10.1108/ 

13563280210416035  

Kivunja, C., & Kuyini, A. B. (2017). Understanding and applying research paradigms in 

educational contexts. International Journal of Higher Education, 6(5), 26-41. 

https://doi.org/10.5430/ijhe.v6n5p26 

Klein, S. M. (1996). A management communication strategy for change. Journal of 

Organizational Change Management, 9(2), 32-46. https://doi.org/10.1108/ 

09534819610113720  

https://doi.org/10.1108/HRMID-04-2017-0073
https://doi.org/10.2307/2649160
https://doi.org/10.1080/00091380903270110
https://doi.org/10.4324/9781315121178
https://doi.org/10.19173/irrodl.v18i3.3294
http://doi.org/10.1108/13563280210416035
http://doi.org/10.1108/13563280210416035
https://doi.org/10.5430/ijhe.v6n5p26
https://doi.org/10.1108/09534819610113720
https://doi.org/10.1108/09534819610113720


  103 

Kruse, S. D. (2020). Department chair leadership: Exploring the role’s demands and tensions. 

Educational Management Administration & Leadership, 1-19. https://doi.org/ 

10.1177/1741143220953601 

Kusek, J. Z., & Rist, R. C. (2004). Ten steps to a results-based monitoring and evaluation 

system: A handbook for development practitioners. World Bank. http://hdl.handle.net/ 

10986/14926  

Lahey, R., & Nielsen, S. B. (2013). Rethinking the relationship among monitoring, evaluation, 

and results-based management: Observations from Canada. New Directions for 

Evaluation, 137, 45–56. https://doi.org/10.1002/ev.20045  

Lavis, J., Robertson. D., Woodside, J., McLeod, C., & Abelson, J. (2003). How can research 

organizations more effectively transfer research knowledge to decision makers? Millbank 

Quarterly, 81(2), 221-248. https://doi.org/10.1111/1468-0009.t01-1-00052 

Levy, A. (1986). Second-order planned change: Definition and conceptualization. 

Organisational Dynamics, 15(1), 5-20. https://doi.org/10.1016/0090-2616(86)90022-7  

Lewin, A. Y., & Volberda, H. W. (2005). The future of organization studies: Beyond the 

selection–adaptation debate. In H. Tsoukas & C. Kudsen (Eds.), The Oxford handbook of 

organization theory: Meta-theoretical perspectives (pp. 568-595). Oxford University 

Press. https://doi.org/10.1093/oxfordhb/9780199275250.003.0022  

Lima, G. (2016). Leading change from the middle: An exploration of leadership competencies to 

assist Ontario college associate deans and/or chairs be successful in their roles [Doctoral 

dissertation]. University of Toronto. https://tspace.library.utoronto.ca/handle/1807/71733  

Liu, H. (2017). Reimagining ethical leadership as a relational, contextual, and political practice. 

Leadership, 13(3), 343–367. https://doi.org/10.1177/1742715015593414  

https://doi.org/10.1177/1741143220953601
https://doi.org/10.1177/1741143220953601
http://hdl.handle.net/10986/14926
http://hdl.handle.net/10986/14926
https://doi.org/10.1002/ev.20045
https://doi.org/10.1111/1468-0009.t01-1-00052
https://doi.org/10.1016/0090-2616(86)90022-7
https://doi.org/10.1093/oxfordhb/9780199275250.003.0022
https://tspace.library.utoronto.ca/handle/1807/71733
https://doi.org/10.1177/1742715015593414


  104 

Loewenthal, D. (2003). The other in educational research: Some postmodern implications for 

educational practice, theory, research, and professionalism. Research in Post-Compulsory 

Education, 8(3), 367–378. https://doi.org/10.1080/13596740300200160 

Lorenz, C. (2012). If you’re so smart, why are you under surveillance? Universities, 

neoliberalism, and new public management. Critical Inquiry, 38(3), 599–629. 

https://doi.org/10.1086/664553 

Louvel, S. (2013). Understanding change in higher education as bricolage: How academics 

engage in curriculum change. Higher Education, 66(6), 669–691. https://doi.org/ 

10.1007/s10734-013-9628-6 

Lumby, J. (2019). Leadership and power in higher education, Studies in Higher Education, 

44(9), 1619-1629. https://doi.org/10.1080/03075079.2018.1458221  

Luscher, L. S., Lewis, M., & Ingram, A. (2006). The social construction of organizational change 

paradoxes. Journal of Organizational Change Management, 19(4), 491–502. 

https://doi.org/10.1108/09534810610676680   

Ma., V. W., Dana, N. F., Adams, A., & Kennedy, B. L. (2018). Understanding the problem of 

practice: An analysis of professional practice EdD dissertations. Impacting Education: 

Journal on Transforming Professional Practice, 3(1), 13-22. https://doi.org/10.5195/ 

ie.2018.50  

Manning, K. (2018). Organizational theory in higher education. Routledge. https://doi.org/10. 

4324/9780203836750  

Marcucci, P. (2013). The politics of student funding policies from a comparative perspective. In 

D. E. Heller & C. Callender (Eds.), Student financing of higher Education: A 

comparative perspective (pp. 9-31). Routledge. https://doi.org/10.4324/9780203589953  

https://doi.org/10.1080/13596740300200160
https://doi.org/10.1086/664553
https://doi.org/10.1007/s10734-013-9628-6
https://doi.org/10.1007/s10734-013-9628-6
https://doi.org/10.1080/03075079.2018.1458221
https://doi.org/10.1108/09534810610676680
https://doi.org/10.5195/ie.2018.50
https://doi.org/10.5195/ie.2018.50
https://doi.org/10.4324/9780203836750
https://doi.org/10.4324/9780203836750
https://doi.org/10.4324/9780203589953


  105 

Markiewicz, A., & Patrick, I. (2016).  Developing monitoring and evaluation frameworks. SAGE 

Publications Inc. http://doi.org/10.3138/cjpe.53169   

Marshall, J. H., & Suárez, D. (2014). The flow of management practices: An analysis of NGO 

monitoring and evaluation dynamics. Nonprofit and Voluntary Sector Quarterly, 43(6), 

1033–1051. https://doi.org/10.1177/0899764013494117 

Martin, Q. (2022). From faculty to administration: Preparing the next generation of academic 

leaders. Perspectives: Policy and Practice in Higher Education, 26(3), 109-114. 

https://doi.org/10.1080/13603108.2021.2016513  

Martínez, A. J. G., Pitts, W. B., Brkich, K. M., & de Robles, S. L. R. (2020). How does one 

recognize contextual mitigating factors (CMFs) as a basis to understand and arrive at 

better approaches to research designs? Cultural Studies of Science Education, 15(2), 545–

567. https://doi.org/10.1007/s11422-018-9872-2  

Maton, K. (2005). A question of autonomy: Bourdieu’s field approach and higher education 

policy. Journal of Education Policy, 20(6), 687-704. https://doi.org/10.1080/ 

02680930500238861  

McLaughlin, C. P. (2020). Holding on in moments of not knowing: Disequilibrium, reflective 

judgment, and practicing adaptive leadership. New Directions for Student Leadership, 

2020(168), 53–62. https://doi.org/10.1002/yd.20408 

McMurray, S. (2019). The impact of funding cuts to further education colleges in Scotland. 

Journal of Further and Higher Education, 43(2), 201–219. https://doi.org/10.1080/ 

0309877X.2017.1357072 

McNaughtan, J. L., DePue, B. W., & McNaughtan, E. D. (2019). The road already traveled: 

Communication advice for higher education leaders. International Journal of 

http://doi.org/10.3138/cjpe.53169
https://doi.org/10.1177/0899764013494117
https://doi.org/10.1080/13603108.2021.2016513
https://doi.org/10.1007/s11422-018-9872-2
https://doi.org/10.1080/02680930500238861
https://doi.org/10.1080/02680930500238861
https://doi.org/10.1002/yd.20408
https://doi.org/10.1080/0309877X.2017.1357072
https://doi.org/10.1080/0309877X.2017.1357072


  106 

Educational Management, 33(6), 1431-1441. https://doi.org/10.1108/IJEM-11-2018-

0351 

Meighan, P. J. (2023). Colonialingualism: Colonial legacies, imperial mindsets, and inequitable 

practices in English language education. Diaspora, Indigenous and Minority 

Education, 17(2), 146–155. https://doi.org/10.1080/15595692.2022.2082406  

Mercer, J. (2007). The challenges of insider research in educational institutions: Wielding a 

double‐edged sword and resolving delicate dilemmas. Oxford Review of Education, 

33(1), 1–17. https://doi.org/10.1080/03054980601094651 

Meyer, A. M., & Bartels, L. K. (2017). The impact of onboarding levels on perceived utility, 

organizational commitment, organizational support, and job satisfaction. Journal of 

Organizational Psychology, 17(5), 10-27. https://articlegateway.com/index.php/ 

JOP/article/view/1650  

Mitchell, J. N. (2004). Measuring the performance of the chair. New Directions for Higher 

Education, 126, 55-68. http://doi.org/10.1002/he.148  

Moen, D. (2017). The leader-investigator: Using leadership studies as a model for 

conscientization through adaptive leadership, the four frames approach, giving voice to 

values, and the competing values framework. Journal of Thought, 51(3–4), 22–37. 

https://www.jstor.org/stable/90017077  

Montgomery, B. L. (2020). Academic leadership: Gatekeeping or groundskeeping? The Journal 

of Values Based Leadership, 13(2), 3-17. https://doi.org/10.22543/0733.132.1316  

Morgan, G. (2006). Images of organization. SAGE Publications Inc. https://doi.org/10.1002/ 

sres.3850040411  

https://doi.org/10.1108/IJEM-11-2018-0351
https://doi.org/10.1108/IJEM-11-2018-0351
https://doi.org/10.1080/15595692.2022.2082406
https://doi.org/10.1080/03054980601094651
https://articlegateway.com/index.php/JOP/article/view/1650
https://articlegateway.com/index.php/JOP/article/view/1650
http://doi.org/10.1002/he.148
https://www.jstor.org/stable/90017077
https://doi.org/10.22543/0733.132.1316
https://doi.org/10.1002/sres.3850040411
https://doi.org/10.1002/sres.3850040411


  107 

Morris, T. L., & Laipple, J. S. (2015). How prepared are academic administrators? Leadership 

and job satisfaction within US research universities. Journal of Higher Education Policy 

and Management, 37(2), 241–251. https://doi.org/10.1080/1360080X.2015.1019125 

Mukaram, A. T., Rathore, K., Khan, M. A., Danish, R. Q., & Zubair, S. S. (2021). Can adaptive–

academic leadership duo make universities ready for change? Evidence from higher 

education institutions in Pakistan in the light of COVID-19. Management Research 

Review, 44(11), 1478–1498. https://doi.org/10.1108/MRR-09-2020-0598 

Mumby, D. K. (2005). Theorizing resistance in organizational studies: A dialectical approach. 

Management Communication Quarterly, 19(1), 19-44. https://doi.org/10.1177/ 

0893318905276558  

Nath, S. (2014). The concept of reality from postmodern perspectives. Journal of Business 

Management & Social Sciences Research, 3(5), 26-30. https://www.semanticscholar.org/ 

paper/The-Concept-of-Reality-from-Postmodern-Perspectives-Nath/2f95d12d307 

cfc335ee58c4340f5411662859dbe   

Nebiyu, K. S., & Kassahun, T. (2021). The effects of adaptive leadership on organizational 

effectiveness at public higher education institutions of Ethiopia. International Journal of 

Organizational Leadership, 10, 141–159. https://doi.org/10.33844/ijol.2021.60541 

Nelson, T., & Squires, V. (2017). Addressing complex challenges through adaptive leadership: A 

promising approach to collaborative problem solving. Journal of Leadership Education, 

16(4), 111–123. https://doi.org/10.12806/V16/I4/T2 

Neumann, J., Robson, A., & Sloan, D. (2018). Monitoring and evaluation of strategic change 

programme implementation: Lessons from a case analysis. Evaluation and Program 

Planning, 66, 120–132. https://doi.org/10.1016/j.evalprogplan.2017.09.012 

https://doi.org/10.1080/1360080X.2015.1019125
https://doi.org/10.1108/MRR-09-2020-0598
https://doi.org/10.1177/0893318905276558
https://doi.org/10.1177/0893318905276558
https://www.semanticscholar.org/paper/The-Concept-of-Reality-from-Postmodern-Perspectives-Nath/2f95d12d307cfc335ee58c4340f5411662859dbe
https://www.semanticscholar.org/paper/The-Concept-of-Reality-from-Postmodern-Perspectives-Nath/2f95d12d307cfc335ee58c4340f5411662859dbe
https://www.semanticscholar.org/paper/The-Concept-of-Reality-from-Postmodern-Perspectives-Nath/2f95d12d307cfc335ee58c4340f5411662859dbe
https://doi.org/10.33844/ijol.2021.60541
https://doi.org/10.12806/V16/I4/T2
https://doi.org/10.1016/j.evalprogplan.2017.09.012


  108 

Nicolaides, A., & McCallum, D. C. (2013). Inquiry in action for leadership in turbulent times: 

Exploring the connections between transformative learning and adaptive leadership. 

Journal of Transformative Education, 11(4), 246–260. https://doi.org/10.1177/ 

1541344614540333  

Niesche, R. (2018). Critical perspectives in educational leadership: A new ‘theory turn’? Journal 

of Educational Administration and History, 50(3), 145-158. https://doi.org/10.1080/ 

00220620.2017.1395600 

Normore, A., & Brooks, J. (2014). The department chair: A conundrum of educational leadership 

versus management. Advances in Educational Administration, 21, 3–19. https://doi.org/ 

10.1108/S1479-366020140000021014  

Northouse, P. G. (2019). Leadership: Theory and practice (8th ed.). SAGE Publications Inc. 

https://edge.sagepub.com/northouse8e   

O’Connor, P. Carvalho, T., Vabo, A., & Cardoso, S. (2016). Gender in higher education: A 

critical review. In J. Huisman, H. De Boer, D. Dill, & M. Souto-Otero (Eds.), The 

Palgrave international handbook of higher education policy and governance (pp. 569-

584). Palgrave MacMillan. https://doi.org/10.1007/978-1-137-45617-5  

Olssen, M., & Peters, M. A. (2005). Neoliberalism, higher education, and the knowledge 

economy: From the free market to knowledge capitalism. Journal of Education Policy, 

20(3), 313–345. https://doi.org/10.1080/02680930500108718 

Paape, J. E., Miller, M. T., Grover, K. S., & Morris, A. A. (2021). Department chair training: 

Priorities, needs, and preferences. The Community College Enterprise, 27(1), 38–53. 

https://eric.ed.gov/?id=EJ1305295  

https://doi.org/10.1177/1541344614540333
https://doi.org/10.1177/1541344614540333
https://doi.org/10.1080/00220620.2017.1395600
https://doi.org/10.1080/00220620.2017.1395600
https://doi.org/10.1108/S1479-366020140000021014
https://doi.org/10.1108/S1479-366020140000021014
https://edge.sagepub.com/northouse8e
https://doi.org/10.1007/978-1-137-45617-5
https://doi.org/10.1080/02680930500108718
https://eric.ed.gov/?id=EJ1305295


  109 

Page, D. (2011). Fundamentalists, priests, martyrs and converts: A typology of first tier 

management in further education. Research in Post-Compulsory Education, 16(1), 101–

121. https://doi.org/10.1080/13596748.2011.549738 

Page, D. (2020). The academic as consumed and consumer. Journal of Education Policy, 35(5), 

585–601. https://doi.org/10.1080/02680939.2019.1598585  

Palmer, M., Hoffmann-Longtin, K., Walvoord, E., Bogdewic, S. P., & Dankoski, M. E. (2015). 

A competency-based approach to recruiting, developing, and giving feedback to 

department chairs. Academic Medicine, 90(4), 425–430. https://doi.org/10.1097/ 

ACM.0000000000000647 

Pawl, J. D. & Anderson, L. S. (2017). The use of change theory to facilitate the consolidation of 

two diverse Bachelors of Science in nursing programs. Nursing Outlook, 65(2), 233–239. 

https://doi.org/10.1016/j.outlook.2016.10.004  

Petrich, C. H. (1998). Organization science: Oxymoron or opportunity? Complexity, 3(4), 23–26. 

https://doi.org/10.1002/(SICI)1099-0526(199803/04)3:4<23::AID-CPLX4>3.0.CO;2-L 

Polytechnics Canada. (2023). Polytechnic education. 

https://polytechnicscanada.ca/polytechniceducation/  

Potts, K., & Brown, L. (2015). Becoming an anti-oppressive researcher. In S. Strega & L. Brown 

(Eds.), Research as resistance: Revisiting critical, Indigenous, and anti-oppressive 

approaches (2nd ed., pp. 17–26). Canadian Scholars' Press. https://canadianscholars.ca/ 

book/research-as-resistance-2nd-edition/  

Prairie Polytechnic. (2016). Key responsibilities for Chairs [Internal PDF document]. 

Prairie Polytechnic. (2017). Internal communications survey results [Internal PDF document]. 

Prairie Polytechnic. (2018). Position description: Chair [Internal PDF document]. 

https://doi.org/10.1080/13596748.2011.549738
https://doi.org/10.1080/02680939.2019.1598585
https://doi.org/10.1097/ACM.0000000000000647
https://doi.org/10.1097/ACM.0000000000000647
https://doi.org/10.1016/j.outlook.2016.10.004
https://doi.org/10.1002/(SICI)1099-0526(199803/04)3:4%3c23::AID-CPLX4%3e3.0.CO;2-L
https://polytechnicscanada.ca/polytechniceducation/
https://canadianscholars.ca/book/research-as-resistance-2nd-edition/
https://canadianscholars.ca/book/research-as-resistance-2nd-edition/


  110 

Prairie Polytechnic. (2019). Indigenous strategy [Internal PDF document]. 

Prairie Polytechnic. (2020). Mental health and well-being strategy [Internal PDF document]. 

Prairie Polytechnic. (2021). Equity, diversity, and inclusion strategy [Internal PDF document]. 

Prairie Polytechnic. (2022a). Collective agreement between the board of governors and the 

academic staff association of Prairie Polytechnic [internal PDF document].  

Prairie Polytechnic. (2022b). Institutional strategic plan [internal PDF document].  

Prairie Polytechnic. (2022c). Institutional outcomes and key results [internal PDF document].  

Prairie Polytechnic. (2022d). International education strategy [internal PDF document].  

Prairie Polytechnic. (2023a). Human resources: Organizational chart [employee intranet site].  

Prairie Polytechnic. (2023b). Quarterly staff engagement survey [internal PDF document].  

Preece, J. (2016). Negotiating service learning through community engagement: Adaptive 

leadership, knowledge, dialogue and power. Education as Change, 20(1), 104-125.  

https://eric.ed.gov/?id=EJ1121953  

Pritchard, M. S. (2009). Caught in the middle: On chairing a department. In E. E. Englehardt, M. 

S. Pritchard, K. D. Romesburg, & B. E. Schrag (Eds.), The ethical challenges of 

academic administration (pp. 49–62). Springer Netherlands.  https://doi.org/10.1007/978-

90-481-2841-9_5  

Proctor, T., & Doukakis, I. (2003). Change management: The role of internal communication 

and employee development. Corporate Communications: An International Journal, 8(4), 

268-277. http://doi.org/10.1108/13563280310506430  

Quinn, K., Yen, J. W., Riskin, E. A., & Lange, S. E. (2007). Leadership workshops for 

department chairs: Enabling family-friendly cultural change. Change, 39(4), 42–47. 

https://www.jstor.org/stable/40178056  

https://eric.ed.gov/?id=EJ1121953
https://doi.org/10.1007/978-90-481-2841-9_5
https://doi.org/10.1007/978-90-481-2841-9_5
http://doi.org/10.1108/13563280310506430
https://www.jstor.org/stable/40178056


  111 

Randall, L. M. (2012). Transforming a university: A study of process leadership. Academy of 

Educational Leadership Journal, 16(2), 1-21. https://www.abacademies.org/ 

articles/aeljvol16no22012.pdf  

Randall, L. M., & Coakley, L. A. (2007). Applying adaptive leadership to successful change 

initiatives in academia. Leadership & Organization Development Journal, 28(4), 325–

335. https://doi.org/10.1108/01437730710752201 

Raven, N. (2016). Making evidence work: A framework for monitoring, tracking, and evaluating 

widening participation activity across the student lifecycle. Research in Post-Compulsory 

Education, 21(4), 360–375. https://doi.org/10.1080/13596748.2016.1226587 

Ravishankar, A. (2020). Linguistic imperialism: Colonial violence through language. Trinity 

Papers, Summer, 1-9. https://digitalrepository.trincoll.edu/trinitypapers/87/  

Rayburn, W., Grigsby, K., & Brubaker, L. (2016). The strategic value of succession planning for 

department chairs. Academic Medicine, 91(4), 465–468. https://doi.org/10.1097/ 

ACM.0000000000000990 

Ross, W. E., Huang, K. H. C., & Jones, G. H. (2014). Executive onboarding: Ensuring the 

success of the newly hired department chair. Academic Medicine, 89(5), 728–733. 

https://doi.org/10.1097/ACM.0000000000000214 

Rottmann, C. (2007). Leadership and change for social justice: Mapping the conceptual terrain. 

Journal of Educational Administration and Foundation, 18, 52-91. https://www.proquest. 

com/scholarly-journals/leadership-change-social-justice-mapping/docview/ 

214074144/se-2  

https://www.abacademies.org/articles/aeljvol16no22012.pdf
https://www.abacademies.org/articles/aeljvol16no22012.pdf
https://doi.org/10.1108/01437730710752201
https://doi.org/10.1080/13596748.2016.1226587
https://digitalrepository.trincoll.edu/trinitypapers/87/
https://doi.org/10.1097/ACM.0000000000000990
https://doi.org/10.1097/ACM.0000000000000990
https://doi.org/10.1097/ACM.0000000000000214
https://www.proquest.com/scholarly-journals/leadership-change-social-justice-mapping/docview/214074144/se-2
https://www.proquest.com/scholarly-journals/leadership-change-social-justice-mapping/docview/214074144/se-2
https://www.proquest.com/scholarly-journals/leadership-change-social-justice-mapping/docview/214074144/se-2


  112 

Ruiz, S. (2021). Exploring the importance of inclusion during the onboarding process [Master’s 

Thesis]. Azusa Pacific University. https://www.proquest.com/dissertations/docview/ 

2542399539/A3F2FDF50A804655PQ/1?accountid=15115  

Rupčić, N. (2022). Threats and opportunities for learning organizations: Nordic perspective and 

experience. The Learning Organization, 29(3), 275–283. https://doi.org/10.1108/tlo-04-

2022-280  

Russ, T. L. (2008). Communicating change: A review and critical analysis of programmatic and 

participatory implementation approaches. Journal of Change Management, 8(3–4), 199–

211. https://doi.org/10.1080/14697010802594604  

Saniel, D. M. T. (2013). Dimensions of academic leadership as predictors of leadership 

capabilities and competence of deans and department chairs in Northern Mindanao. Liceo 

Journal of Higher Education Research, 9(1), 161–175. https://doi.org/10.7828/ 

ljher.v9i1.414  

Saunders, D. B. (2010). Neoliberal ideology and public higher education in the United States. 

Journal for Critical Education Policy Studies, 8(1), 41–77. http://www.jceps.com/ 

archives/626  

Scanlan, M., Kim, M., Burns, M. B., & Vuilleumier, C. (2016). Poco a poco: Leadership 

practices supporting productive communities of practice in schools serving the new 

mainstream. Educational Administration Quarterly, 52(1), 3–44. https://doi.org/10.1177/ 

0013161X15615390  

Schein, E. H. (2009). Reactions, reflections, rejoinders, and a challenge. The Journal of Applied 

Behavioural Science, 45(1), 141–158. https://doi.org/10.1177/0021886308328942  

https://www.proquest.com/dissertations/docview/2542399539/A3F2FDF50A804655PQ/1?accountid=15115
https://www.proquest.com/dissertations/docview/2542399539/A3F2FDF50A804655PQ/1?accountid=15115
https://doi.org/10.1108/tlo-04-2022-280
https://doi.org/10.1108/tlo-04-2022-280
https://doi.org/10.1080/14697010802594604
https://doi.org/10.7828/ljher.v9i1.414
https://doi.org/10.7828/ljher.v9i1.414
http://www.jceps.com/archives/626
http://www.jceps.com/archives/626
https://doi.org/10.1177/0013161X15615390
https://doi.org/10.1177/0013161X15615390
https://doi.org/10.1177/0021886308328942


  113 

Schein, E. H. (2017). Organizational culture and leadership (5th ed.). Jossey-Bass. 

https://www.wiley.com/en-ca/Organizational+Culture+and+Leadership,+5th+Edition-p-

9781119212041  

Schulz, K. (2010). Being wrong: Adventures in the margin of error. Ecco Press. 

https://www.harpercollins.com/products/being-wrong-kathryn-

schulz?variant=32123000487970  

Senge, P. M. (1994). The fifth discipline: The art and practice of the learning organization. 

Currency/Doubleday. https://doi.org /10.1002/hrm.3930290308   

Settlage, J. (2011). Counterstories from white mainstream preservice teachers: Resisting the 

master narrative of deficit by default. Cultural Studies of Science Education, 6(4), 803–

836. https://doi.org/10.1007/s11422-011-9324-8  

Settoon, R. P., & Wyld, D. C. (2004). The leader of the band: The pivotal role of the academic 

department head in the pursuit of continuous improvement and innovation in business 

education. College Student Journal, 38(3), 339–348. https://link.gale.com/apps/doc/ 

A123321891/AONE?u=lond95336&sid=bookmark-AONE&xid=0efd47a2   

Shanahan, T., & Jones, G. A. (2007). Shifting roles and approaches: Government coordination of 

post‐secondary education in Canada, 1995–2006. Higher Education Research & 

Development, 26(1), 31–43. https://doi.org/10.1080/07294360601166794 

Shapiro, & Stefkovich, J. A. (2016). Ethical leadership and decision making in education: 

applying theoretical perspectives to complex dilemmas (4th ed.). Routledge. 

https://doi.org/10.4324/9781315773339  

https://www.wiley.com/en-ca/Organizational+Culture+and+Leadership,+5th+Edition-p-9781119212041
https://www.wiley.com/en-ca/Organizational+Culture+and+Leadership,+5th+Edition-p-9781119212041
https://www.harpercollins.com/products/being-wrong-kathryn-schulz?variant=32123000487970
https://www.harpercollins.com/products/being-wrong-kathryn-schulz?variant=32123000487970
https://doi.org/10.1007/s11422-011-9324-8
https://link.gale.com/apps/doc/%20A123321891/AONE?u=lond95336&sid=bookmark-AONE&xid=0efd47a2
https://link.gale.com/apps/doc/%20A123321891/AONE?u=lond95336&sid=bookmark-AONE&xid=0efd47a2
https://doi.org/10.1080/07294360601166794
https://doi.org/10.4324/9781315773339


  114 

Siekkinen, T., Pekkola, E., & Carvalho, T. (2020). Change and continuity in the academic 

profession: Finnish universities as living labs. Higher Education, 79(3), 533–551. 

https://doi.org/10.1007/s10734-019-00422-3 

Simpson, L. B. (2017). As we have always done: Indigenous freedom through radical resistance. 

University of Minnesota Press. https://doi.org/10.5749/j.ctt1pwt77c  

Sirkis, J. E. (2011). Development of leadership skills in community college department chairs. 

Community College Enterprise, 17(2), 46–61. https://www.schoolcraft.edu/ 

pdfs/cce/17.2.46-61.pdf  

Smith, A. B., & Stewart, G. A. (1999). A statewide survey of new department chairs: Their 

experiences and needs in learning their roles. New Directions for Community Colleges, 

1999(105), 29–36. https://doi.org/10.1002/cc.10504 

Smith, D. L., Rollins, K. B., & Smith, L. J. (2012). Back to the faculty: Transition from 

university department leadership. Innovative Higher Education, 37(1), 53–63. 

https://doi.org/10.1007/s10755-011-9186-8 

Smith, E. (2004). The end of the reign: Department chair no more. New Directions for Higher 

Education, 126, 85-92. https://www.doi.org/10.1002/he.150  

Smith, M. S., Gamarro, K., & Toor, M. (2017). A dirty dozen: Unconscious race and gender 

biases in the academy. In F. Henry, C. James, P. Li, A. Kobayashi, M. S. Smith, H. 

Ramos, & E. Dua (Eds.), The equity myth: Racialization and indigeneity at Canadian 

universities (pp. 263-296). UBC Press. https://www.ubcpress.ca/the-equity-myth  

Sporn, B. (2006). Governance and administration: Organizational and structural trends. 

International Handbook of Higher Education, 18(1), 141-157. https://doi.org/10.1007/ 

978-1-4020-4012-2_9  

https://doi.org/10.1007/s10734-019-00422-3
https://doi.org/10.5749/j.ctt1pwt77c
https://www.schoolcraft.edu/pdfs/cce/17.2.46-61.pdf
https://www.schoolcraft.edu/pdfs/cce/17.2.46-61.pdf
https://doi.org/10.1002/cc.10504
https://doi.org/10.1007/s10755-011-9186-8
https://www.doi.org/10.1002/he.150
https://www.ubcpress.ca/the-equity-myth
https://doi.org/10.1007/978-1-4020-4012-2_9
https://doi.org/10.1007/978-1-4020-4012-2_9


  115 

Stanley, C. A., & Algert, N. E. (2007). An exploratory study of the conflict management styles 

of department heads in a research university setting. Innovative Higher Education, 32(1), 

49–65. https://doi.org/10.1007/s10755-007-9035-y 

Stein, S. (2019). Beyond higher education as we know it: Gesturing towards decolonial horizons 

of possibility. Studies in Philosophy and Education, 38(2), 143–161. https://doi.org/ 

10.1007/s11217-018-9622-7 

Stensaker, B. (2015). Organizational identity as a concept for understanding university 

dynamics. Higher Education, 69(1), 103–115. https://doi.org/10.1007/s10734-014-9763-

8 

Strathe, M.I., & Wilson, V. (2006). Academic leadership: The pathway to and from. New 

Directions for Higher Education, 134, 5-13. https://doi.org/10.1002/he.212  

Sunderman, H. M., Headrick, J., & McCain, K. (2020). Addressing complex issues and crises in 

higher education with an adaptive leadership framework. Change: The Magazine of 

Higher Learning, 52(6), 22–29. https://doi.org/10.1080/00091383.2020.1839322 

Tamtik, M. & Guenter, M. (2019). Policy analysis of equity, diversity and inclusion strategies in 

Canadian universities. Canadian Journal of Higher Education, 49(3), 41-56. 

https://doi.org/10.47678/cjhe.v49i3.188529 

Taylor, A. (2017). Perspectives on the university as a business: The corporate management 

structure, neoliberalism, and higher education. Journal for Critical Education Policy 

Studies, 15(1), 108-135. http://www.jceps.com/archives/3320  

Teachers College. (2001). Flunking retirement: A chat with Maxine Greene. TC Today, 25(2), 1. 

https://www.tc.columbia.edu/articles/2001/january/flunking-retirement-a-chat-with-

maxine-greene/  

https://doi.org/10.1007/s10755-007-9035-y
https://doi.org/10.1007/s11217-018-9622-7
https://doi.org/10.1007/s11217-018-9622-7
https://doi.org/10.1007/s10734-014-9763-8
https://doi.org/10.1007/s10734-014-9763-8
https://doi.org/10.1002/he.212
https://doi.org/10.1080/00091383.2020.1839322
https://doi.org/10.47678/cjhe.v49i3.188529
http://www.jceps.com/archives/3320
https://www.tc.columbia.edu/articles/2001/january/flunking-retirement-a-chat-with-maxine-greene/
https://www.tc.columbia.edu/articles/2001/january/flunking-retirement-a-chat-with-maxine-greene/


  116 

Technology Accreditation Canada. (2021). About us: Who we are. 

http://www.technologyaccreditation.ca/About-Us/What-Is-TAC  

Thomas, J. R., & Schuh, J. H. (2004). Socializing new chairs. New Directions for Higher 

Education, 2004(126), 11–25. https://doi.org/10.1002/he.145 

Tilley, S. A. B. (2016). Doing respectful research: Power, privilege, and passion. Fernwood 

Publishing. https://fernwoodpublishing.ca/book/doing-respectful-research   

Tomaselli, K., & Caldwell, M. (2019). Corporate communication: Adversarial, transmission, 

dialogical. Communication, 45(2), 56–80. https://doi.org/10.1080/02500167. 

2019.1626459 

Try, D., & Radnor, Z. (2007). Developing an understanding of results‐based management 

through public value theory. International Journal of Public Sector Management, 20(7), 

655–673. https://doi.org/10.1108/09513550710823542 

Tsoukas, H., & Papoulias, D. B. (2005). Managing third-order change: The case of the Public 

Power Corporation in Greece. Long Range Planning, 38(1), 79-95. 

https://doi.org/10.1016/j.lrp.2004.11.015 

Tuana, N. (2014). An ethical leadership development framework. In C.M. Branson & S.J. Gross 

(Eds.), Handbook of ethical leadership (pp. 153-174). Routledge. https://doi.org/ 

10.4324/9780203747582  

Tuck, E., & Yang, K. W. (2012). Decolonization is not a metaphor. Decolonization: Indigeneity, 

Education & Society, 1(1), 1-40. https://jps.library.utoronto.ca/index.php/des/ 

article/view/18630  

Udin, U., Handayani, S., Yuniawan, A., & Rahardja, E. (2019). Leadership styles and 

communication skills at Indonesian higher education: Patterns, influences, and 

http://www.technologyaccreditation.ca/About-Us/What-Is-TAC
https://doi.org/10.1002/he.145
https://fernwoodpublishing.ca/book/doing-respectful-research
https://doi.org/10.1080/02500167.2019.1626459
https://doi.org/10.1080/02500167.2019.1626459
https://doi.org/10.1108/09513550710823542
https://doi.org/10.1016/j.lrp.2004.11.015
https://doi.org/10.4324/9780203747582
https://doi.org/10.4324/9780203747582
https://jps.library.utoronto.ca/index.php/des/article/view/18630
https://jps.library.utoronto.ca/index.php/des/article/view/18630


  117 

applications for organization. Organizations and Markets in Emerging Economies, 10(1), 

111–131. https://doi.org/10.15388/omee.2019.10.00006 

Uhl-Bien, M. & Arena, M. (2018). Leadership for organizational adaptability: A theoretical 

synthesis and integrative framework. The Leadership Quarterly, 29(1), 89-104. 

https://doi.org/10.1016/j.leaqua.2017.12.009  

Uhl-Bien, M., & Marion, R. (2009). Complexity leadership in bureaucratic forms of organizing: 

A meso model. The Leadership Quarterly, 20(4), 631–650. https://doi.org/10.1016/ 

j.leaqua.2009.04.007  

Umeh, C., Cornelius, N., & Wallace, J. (2023). Exploring equality, diversity, and inclusion in 

multiethnic settings: A context‐sensitive approach. Human Resource Management 

Journal, 33(1), 148–169. https://doi.org/10.1111/1748-8583.12441  

Urry, L. A., Cain, M. L., Wasserman, S. A., Minorsky, P. V., & Orr, R. (2021). Campbell 

biology (12th ed.). Pearson. https://www.pearson.com/en-us/subject-catalog/p/campbell-

biology/P200000007019  

Valadez Fraire, J. [@josievf]. (2018, March 14). We, not me [Photo]. Instagram. 

https://www.instagram.com/p/Bf6LFBJhQ0P/ 

Vlachopoulos, D. (2021). Organizational change management in higher education through the 

lens of executive coaches. Education Sciences, 11(6), 269-284. https://doi.org/10.3390/ 

educsci11060269 

Wall Kimmerer, R. (2013). Braiding sweetgrass: Indigenous wisdom, scientific knowledge, and 

the teaching of plants. Milkweed Editions. https://milkweed.org/book/braiding-

sweetgrass  

https://doi.org/10.15388/omee.2019.10.00006
https://doi.org/10.1016/j.leaqua.2017.12.009
https://doi.org/10.1016/j.leaqua.2009.04.007
https://doi.org/10.1016/j.leaqua.2009.04.007
https://doi.org/10.1111/1748-8583.12441
https://www.pearson.com/en-us/subject-catalog/p/campbell-biology/P200000007019
https://www.pearson.com/en-us/subject-catalog/p/campbell-biology/P200000007019
https://www.instagram.com/p/Bf6LFBJhQ0P/
https://doi.org/10.3390/educsci11060269
https://doi.org/10.3390/educsci11060269
https://milkweed.org/book/braiding-sweetgrass
https://milkweed.org/book/braiding-sweetgrass


  118 

Ward, S. C. (2012). Neoliberalism and the global restructuring of knowledge and education. 

Taylor & Francis. https://doi.org/10.4324/9780203133484  

Wasserman, I. C. & Kram, K. E. (2009). Enacting the scholar-practitioner role: An exploration 

of narratives. The Journal of Applied Behavioural Science, 45(1), 12–38. https://doi.org/ 

10.1177/0021886308327238 

Weaver, L. D., Ely, K., Dickson, L., & DellAntonio, J. (2019). The changing role of the 

department chair in the shifting landscape of higher education. International Journal of 

Higher Education, 8(4), 175-188. https://doi.org/10.5430/ijhe.v8n4p175 

Wells, S., & Herie, M. (2018). Reflective leadership practice for academic chairs. The 

Department Chair, 29(1), 1–3. https://doi.org/10.1002/dch.30196 

Wenger, E. (1998). Communities of practice: Learning, meaning, and identity. Cambridge 

University Press. https://doi.org/10.1017/CBO9780511803932 

Wheatley, M. J. (2016). Leadership and the new science: Discovering order in a chaotic world 

(3rd ed.). Berrett-Koehler Publishers Inc. https://margaretwheatley.com/books-

products/books/leadership-new-science/  

Whelan-Berry, K. S., & Somerville, K. A. (2010). Linking change drivers and the organizational 

change process: A review and synthesis. Journal of Change Management, 10(2), 175–

193. https://doi.org/10.1080/14697011003795651 

Whiteley, R., Aguiar, L. L. M., & Marten, T. (2008). The neoliberal transnational university: The 

case of UBC Okanagan. Capital & Class, 32(3), 115–142. 

https://doi.org/10.1177/030981680809600105  

https://doi.org/10.4324/9780203133484
https://doi.org/10.1177/0021886308327238
https://doi.org/10.1177/0021886308327238
https://doi.org/10.5430/ijhe.v8n4p175
https://doi.org/10.1002/dch.30196
https://psycnet.apa.org/doi/10.1017/CBO9780511803932
https://margaretwheatley.com/books-products/books/leadership-new-science/
https://margaretwheatley.com/books-products/books/leadership-new-science/
https://doi.org/10.1080/14697011003795651
https://doi.org/10.1177/030981680809600105


  119 

Whitman, W. & Reynolds, D. S. (2005). Leaves of grass (150th anniversary ed.). Oxford 

University Press. https://global.oup.com/academic/product/walt-whitmans-leaves-of-

grass-9780195183429?cc=ca&lang=en&  

Whitsett, G. (2007). Perceptions of leadership styles of department chairs. College Student 

Journal, 41(2), 274–286. https://eric.ed.gov/?id=EJ777932  

Wiggins, L. (2009). Managing the ups and downs of change communication. Strategic 

Communication Management, 13(1), 20–23. https://www.proquest.com/openview/ 

410f39800780f443abef013cbdc2852e/1?cbl=44514&pq-origsite=gscholar   

Williams, D. A. (2013). Strategic diversity leadership: activating change and transformation in 

higher education. Stylus Publishing. https://styluspub.presswarehouse.com/browse/ 

book/9781579228194/Strategic-Diversity-Leadership  

Willmott, H. (2005). Organization theory as a critical science? Forms of analysis and ‘new 

organizational forms. In Tsoukas, H. & Kudsen, C. (Eds.), The Oxford handbook of 

organization theory: Meta-theoretical perspectives (pp. 88- 113). Oxford University 

Press. https://doi.org/10.1093/oxfordhb/9780199275250.003.0004 

Wilson, A. K. (2016). Successful succession planning for chairs: Perspectives on passing the 

torch. The Department Chair, 27(1), 5–6. https://doi.org/10.1002/dch.30087  

Wilson, C. L. & Beals, A. M. (2019). Proclaiming our Indigenous-Black roots at a time of truth 

and reconciliation. In S. Wilson, A. V. Breen, & L. DuPré (Eds.), Research and 
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Appendix A: Needs Analysis Questions 

Survey Questions 

1. What is your current role?  

a. Response options have been hidden to maintain institutional anonymity 

2. How many years have you worked in your current role?  

a. 3 or fewer years 

b. 4-6 years 

c. 7-9 years 

d. 10 or more years 

e. 1 would prefer not to answer this question 

3. Is your current role primarily associated with a specific school?  

a. Response options have been hidden to maintain institutional anonymity 

4. From the following list, select up to 3 ways you prefer to learn new skills at work  

a. Mentorship 

b. A synchronous or in-person course taken during work hours 

c. Asynchronous self-paced online course  

d. Just-in-time learning by asking questions when needed 

e. Learning communities  

f. Looking up the information yourself when you need it 

g. None of these are how I prefer to learn at work 

5. If you selected "none of the above" in the previous question, how do you prefer to acquire 

and learn new skills at work?  
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6. Rate the extent to which you think the following issues experienced by new Chairs are as 

A) not challenging, B) mildly challenging, C) somewhat challenging, D) very 

challenging, or E) extremely challenging. NOTE: new Chairs = in their first 3 years in the 

role.  

a. Personnel or conflict management 

b. Timetabling or scheduling conflicts 

c. Lack of knowledge of policies and procedures 

d. Lack of knowledge of software (e.g., PeopleSoft) 

e. Lack of time to complete teaching and administrative tasks 

f. Lack of time to attend mandatory professional development  

g. Lack of time to attend voluntary professional development  

h. Balancing program, departmental, and institutional priorities 

i. Mentoring and coaching instructors 

j. Managing student issues 

k. Lack of supervisory/leadership experience 

l. Lack of succession planning 

m. Managing change in an unpredictable world 

n. Interpreting institutional data (e.g., enrollment reports, labour market analyses 

7. What important problems or issues facing new Chairs (in their first 3 years in the role) are 

missing from the list in the previous question?  

8. Rate the extent to which you think the following issues experienced by established Chairs 

are as A) not challenging, B) mildly challenging, C) somewhat challenging, D) very 
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challenging, or E) extremely challenging. NOTE: established Chairs = 4 or more years in 

the role.   

a. Personnel or conflict management 

b. Timetabling or scheduling conflicts 

c. Lack of knowledge of policies and procedures 

d. Lack of knowledge of software (e.g., PeopleSoft) 

e. Lack of time to complete teaching and administrative tasks 

f. Lack of time to attend mandatory professional development  

g. Lack of time to attend voluntary professional development  

h. Balancing program, departmental, and institutional priorities 

i. Mentoring and coaching instructors 

j. Managing student issues 

k. Lack of supervisory/leadership experience 

l. Lack of succession planning 

m. Managing change in an unpredictable world 

n. Interpreting institutional data (e.g., enrollment reports, labour market analyses 

9. What important problems or issues facing ESTABLISHED Chairs (4 or more years in the 

role) are missing from the list in the previous question?  

10. Rank the list of general skills needed by Chairs from most important (1) to least 

important (6) for the role.  

a. Leadership skills 

b. Curriculum and teaching skills 

c. Communication skills 
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d. Performance management & conflict management skills 

e. Time management and organizational skills 

f. Industry experience 

11. Rank the list of general skills needed by Chairs from most difficult to learn (1) to least 

difficult or easiest to learn (6) for the role. 

a. Leadership skills 

b. Curriculum and teaching skills 

c. Communication skills 

d. Performance management & conflict management skills 

e. Time management and organizational skills 

f. Industry experience 

12. Are there any important skills needed by Chairs that are missing from the previous two 

questions? (FYI: you can choose to leave this question blank) 

13. How do you think Prairie Polytechnic can provide more support for Chairs? What would 

this support look like?  

Interview Questions 

1. What is your current role at Prairie Polytechnic? 

2. How many years have you been in this role? 

3. What school is your current role associated with?  

4. How do you prefer to learn new skills at work?  

5. What do you think are the most important problems or issues that you think new Chairs 

face? (Note: new Chairs are those who have been in the role up to 3 years)  
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6. What do you think are the most important problems or issues that you think established 

Chairs face? (Note: established Chairs have been in the role 4 or more years) 

7. Who do you think are key people and roles that Chairs must connect with?  

8. What skills do you think are most important for Chairs?  

9. Which skills needed by Chairs are the most difficult to learn?  

10. What NAIT supports for Chairs have you received, participated in, or helped to provide? 

11. Which supports do you think are/were the most useful for Chairs at Prairie Polytechnic?  

12. How do you think Prairie Polytechnic can provide more support for new Chairs? What 

would this support look like?  

13. How do you think Prairie Polytechnic can provide more support for established Chairs? 

What would this support look like?  

14. What would good succession planning look like at Prairie Polytechnic?  

Focus Group Questions 

1. What do you think are the most important problems or issues that you think new Chairs 

face? (Note: new Chairs are those who have been in the role up to 3 years)  

2. What do you think are the most important problems or issues that you think established 

Chairs face? (Note: established Chairs have been in the role 4 or more years) 

3. How do you think Prairie Polytechnic can provide more support for new Chairs? What 

would this support look like?  

4. How do you think Prairie Polytechnic can provide more support for established Chairs? 

What would this support look like?  
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Appendix B: Prairie Polytechnic’s Strategic Plan and OKRs 

Prairie Polytechnic’s (2022b) Core Values  

• Creativity: We create the new and exciting, always flexible and adaptable in our 

approach to innovation and continuous improvement.  

• Collaboration: We work together towards our vision through a spirt of teamwork, 

relationship building, and community 

• Accountability: We are accountable, individually and collectively, to each other and 

our stakeholders for our actions and fulfilling our promises 

• Celebration: We come together in fun and enjoyment to recognize accomplishments 

and successes and to show appreciation.  

• Respect: We build an equitable, diverse, and inclusive culture by treating each other 

with respect, including behaviours of honestly, integrity, acceptance, and trust.  

Prairie Polytechnic’s (2022b) Strategic Imperatives 

• The institutional experience is transformative, engaging, & collaborative for staff/ 

students 

• The intersection of work and learning is achieved through focused, career-specific 

educational offerings 

• Putting innovation to work through optimization & continuous improvement 

• Industry’s most trusted partner by supplying talent & innovation 

• Plugged in and connected through building industry relationships 

• Sustainability and adaptability including social, financial, & environmental priorities 
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Prairie Polytechnic’s (2022c) Institutional Outcomes and Key Results 

• Aggressively grow enrolment based on market intelligence 

• Significantly enhance customer experience outside of the classroom 

• Create stronger connections between credit, non-credit, and applied research for a 

richer relationship with industry 

• Integrate environmental social governance and sustainability lenses into decision-

making and operations 

• Build an engaged staff culture rooted in our core values 

• Ensure the financial sustainability of the institution  
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Appendix C: Key Chair Collaborator Relationships 

Category Job title Collaborator role 

Superiors 

(complying 

with) 

Department Heads  Supervise Chairs, Administrative Assistants, & 

Educational Laboratory Technicians; manage 

budgets; create class schedules 

Associate Dean 

Academics  

Supervise Department Heads; mentor Chairs and 

receive their teaching evaluations; oversee academic 

issues 

Deans Lead strategic directions of the school; supervise 

Associate Dean Academics 

Subordinates 

(overseeing) 

Instructors Teach courses/labs/seminars; develop curriculum; 

maintain industry connections 

Administrative 

Assistants  

Manage daily administrative issues; answer student 

questions; maintain student/teaching records  

Educational 

Laboratory 

Technicians  

Prepare labs; order and maintain equipment; prepare 

reagents; store samples 

Leadership 

supports 

(receiving 

from) 

Department of 

Teaching Services  

Provide mandatory policy and procedure course for 

new Chairs; pedagogical support for instructors 

Department of 

Organizational 

Development  

Provide voluntary leadership courses and coaching 

conversations for struggling leaders 

Human Resources  Support Chairs with the performance management 

process when faculty are under-performing 

Administrative 

supports 

(cooperating 

with) 

Student Resolution 

Office 

Mange student discipline issues; communicates with 

Chairs on disciplinary rulings 

Registrar’s Office  Manage admissions; process transfer credits 

Faculty Association Negotiate faculty contracts; represents members 

(instructors and Chairs) in disciplinary hearings 

Scheduling Office Schedule classes into classrooms and lab spaces 

Library Services Manage and find resources for students and staff 

Student 

supports 

(referring to) 

International Centre Support international students 

Indigenous Student 

Services 

Support Indigenous students 

Student Counselling Provide short term counselling for students in 

distress 

Student Association Advocate for student wellbeing  

Learning Services Support student learning and students with 

disabilities 

External 

patrons 

(adhering to) 

Accreditation Bodies Determine curriculum for accredited programs  

Apprenticeship 

Training Authority 

Determine curriculum for Trades programs 

Provincial 

Government 

Determine funding levels and parameters 
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Appendix D: Consensus-Oriented Group Decision-Making Model 

The following details from the Consensus-Oriented Group Decision-Making Model were 

summarized from Hartnett (2011).  

Key principles:  

• Inclusion: “All group members and as many stakeholders as possible are present. Each 

person has a chance to speak and be heard. The needs of stakeholders not present are 

considered.” (p. 7)  

• Open-Mindedness: “Participants are encouraged to be open-minded. Everyone is asked to 

consider all perspectives. Unique points of view are valued.” (p. 7) 

• Empathy: “Effort is made to provide participants the experience of being understood. 

This applies both to their ideas and feelings.” (p. 7) 

• Collaboration: “Proposals are built with everyone contributing and designed to meet as 

many stakeholder needs as possible. All concerns are considered important.” (p. 7)  

• Shared Ownership: “All participants, having jointly developed a proposal, share a 

common motivation to make implementation of the resulting decision succeed. The group 

leadership participates in the discussion”. (p. 7) 

Components of the Consensus-Oriented Group Decision-Making process: 

The facilitator will be identified by the committee using the key principles.  

• Step 1: Framing the Topic. “The facilitator prepares for the meeting, ensuring that the 

group has the right context, structure, and information it may need for a successful 

discussion.” (p. 37) 

• Step 2: Open Discussion. “The facilitator structures a discussion to allow a creative mix 

of divergent viewpoints.” (p. 37)  
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• Step 3: Identifying Underlying Concerns. “All stakeholders affected by a decision are 

identified. The concerns of each of these parties are considered and added to the mix.”  (p. 

37) 

• Step 4: Collaborative Proposal Development. “Selected ideas are developed into 

proposal options, one at a time. The whole group tries to build each option so that it 

addresses all the identified concerns as much as possible.” (p. 38) 

• Step 5: Choosing a Direction. “The group analyzes support for the options and selects 

one to develop further.” (p. 38) 

• Step 6: Synthesizing a Final Proposal. “The chosen proposal is amended to maximize its 

potential to address all concerns and gain support from the group.” (p. 38) 

• Step 7: Closure. “The group finalizes its decision and, optionally, addresses any 

remaining concerns about the process.” 
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Appendix E: Knowledge Mobilization Plan 

Change Plan 
Phases 

Target 
Audiences 

Intended 
Messaging 

Credible 
Messengers 

Preferred 
Communication 

Methods 

Evaluation of 
Messaging 

Success 

Preparing 
for Change 

HR; 

Associate 
Deans; 
Deans; VPs; 
Executive 

Seeking 
permission to 
form the 
committee & 
recruiting an 

executive sponsor 

A higher-

level leader 
(Associate 
Dean or 
higher) 

Email; small group 
meetings; Senior 
Leadership Council 
meetings 

Permission 

granted & 
executive 
sponsor 
confirmed 

 Core Chair 
collaborators 

Building 
awareness of the 
project, rationale, 
and desired 
outcomes 

Executive 
sponsor; 
HR 

Meetings with 
supervisors; staff 
intranet, Daily 

Digest email  

Core 
collaborators 
are aware of 
the project and 

are invited to 
participate 

Managing 
Change 

HR; 
Associate 
Deans; 
Deans; VPs; 
Executive 

Updates on the 
terms of reference, 
project plans, & 
strategy writing 
process 

Executive 

sponsor; 
committee 
facilitator 

Small group 
meetings; update 

emails from the 
executive sponsor 
and committee 
facilitator 

Higher-level 
leaders are 
aware of the 
committee’s 
progress 

Core Chair 
collaborators 

Feedback on the 
strategy’s contents 

Committee 
members 

Small group 

meetings; emails to 
collaborator group 
leaders; staff 
intranet; Daily 
Digest email 

Feedback 
from all core 
collaborator 
groups is 

collected 

Work units & 
roles that will 

enact the 
strategy 

Build knowledge 
& ability to 
provide systemic 
supports for 
Chairs 

Executive 
sponsor; 

work unit 
leaders 

Small group 
meetings; one-on-

one coaching 
conversations 

The work 
units are able 

to enact the 
strategy 

Reinforcing 
Change 

Core Chair 
collaborators; 
work units & 
roles will 
enact the 
strategy; all 

staff 

Celebrate 
successes 

Executive 

sponsor; 
work unit 
leaders 

Small group 
meetings; emails 

to/from group 
leaders; staff 
intranet; Daily 
Digest email  

Core 
collaborators 

are aware of 
the successes 
from the 
project 

Core Chair 
collaborators 

Collect feedback 
on process and 
product 

Executive 
sponsor; 
work unit 

leaders 

Small group 
meetings; emails 
to/from group 
leaders staff 

intranet; Daily 
Digest email  

Feedback 
from all core 
collaborator 
groups is 
collected 
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Note. Core Chair collaborators are defined as Faculty, Chairs, Department Heads, Associate 

Dean Academics, as well as representatives from the departments of Teaching Services and 

Organizational Development.  
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Appendix F: Biannual Staff Engagement Questions 

 

Below are relevant questions from Prairie Polytechnic’s biannual staff engagement survey that 

will measure the impact of components of the Chair life cycle strategy. All questions have a 

rating scale from zero (low) to five (high) 

Supervision-related questions: 

• I would recommend my direct supervisor to others.  

• My direct supervisor provides me with feedback that helps me improve my 

performance.   

Role-related questions 

• My role is an excellent fit with my strengths. 

• I have the resources I need to do my job well.  

• I am able to successfully balance my work and personal life.  

• I have good opportunities to learn and grow at Prairie Polytechnic.  

Institutional questions 

• I am happy working at Prairie Polytechnic.  

• Prairie Polytechnic takes a genuine interest in employees’ well-being.  
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Appendix G: Monitoring and Evaluation Plan Summary 

Change 

Plan Phases 
M&E Step Ethical M&E Practices Source 

Preparing 

for Change 

Assessing 

M&E 

Readiness  

Identify and plan to mitigate structural, 

logistical, technical, cultural, political, 

ideological, and individual barriers to 

engaging in M&E 

Kusek and Rist 

(2004) 

Engaging 

with 

Collaborators 

Consider external evaluation; disclose 

conflicts of interest; follow organizational 

and legal codes; disclose criteria for 

participant selection/methodology; identify 

how equity can be achieved in selecting 

participants; actively recruit equity-deserving 

groups as participants; treat participants with 

honesty and respect 

Gopichandran 

and Krishna 

(2013) 

Managing 

Change 

Setting 

Objectives 

Stay within the budget; encourage 

community and individual involvement; 

share objectives and methodology with all 

participants; ensure practices do not further 

marginalize equity-deserving groups 

Gopichandran 

and Krishna 

(2013) 

Collecting 

Data 

Use trained people for data collection; obtain 

informed consent; remove personal 

identifiers from raw data; protect anonymity 

and confidentiality of participants; report 

mishaps, malpractices, and wrongdoing; 

respond to participant questions and doubts; 

structure data collection to minimize 

disruption and intrusion towards participants 

Gopichandran 

and Krishna 

(2013) 

Analyzing 

Data 

Ensure data from all sections of the 

community have been considered for 

analysis; ensure opinions of equity-deserving 

groups are included; use open-ended 

questions and qualitative data 

Gopichandran 

and Krishna 

(2013) 

Reinforcing 

Change 

Utilizing 

Data 

Feedback should be provided to relevant 

collaborator groups in all levels of the 

process, results should be constructive, 

reciprocity should be enabled, wide 

dissemination of results should be available 

to anyone who may be interested 

Gopichandran 

and Krishna 

(2013) 
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