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ABSTRACT 
 
 

This dissertation explores the impact of organizational change on communities within an 

organization and the long-term sustainability of the effects of change. Four overarching 

research goals guide the research: To gain knowledge in how policy implementation drives 

organizational change; to better understand how policies, people, and practices are related 

within the university community; to illustrate the progress of change within an institution of 

higher education from the original point of inception through implementation and onto 

sustainability; and to accurately depict a single institution’s journey of policy implementation 

and change through large scale student enrollment growth. The dissertation does that by 

addressing three research questions: how do institutional policies influence organizational 

change, how does change through policy implementation influence a university’s people, 

practices, and future policies, and what factors influence a university’s ability to achieve 

sustainable change. The study’s design takes the form of a qualitative case study exploring one 

institution’s organizational change through significant enrollment growth. Grounded in the 

work of Burton Clark (2004), the study uses five key elements to determine the relative 

sustainability of the change’s impact on the university, and how that influences the policies, 

practices, and people which the institution comprises. The five elements are a diversified 

funding base, strengthened steering core, extended outreach periphery, stimulated academic 

heartland, and integrated entrepreneurial culture. 
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CHAPTER 1 

AN INTRODUCTION 

In the famous 1925 Scopes Trial in Tennessee, where the teachings of evolution in public 

schools were called into question, defense attorney, Clarence Darrow, stated, “It is not the 

strongest of the species that survive, nor the most intelligent, but the one most responsive to 

change” (Complete Scopes trial, 2012). Whether in reference to organisms or organizations, 

adapting to one’s surrounding environment serves as an important element of survival. The scope 

of changes ranges from the incremental to the transformational, and the impact of changes span 

from the benign to the infectious. Institutions of higher education evolve through streamlining, 

expanding, and shifting in missions and priorities. This dissertation explores higher education 

organizational change through the telling of one institution’s story.  

This chapter serves as an introduction to the research and provides the purpose of the 

study which includes a summary of the research goals and a brief description of the methods 

used in the study. The chapter then provides a discussion of organizational culture and change, 

and provides a contextual background through an overview of the historical and current trends in 

enrollment management which serve as a catalyst for the change of the case study. This chapter 

concludes with an outline of the dissertation’s remaining chapters.  

Purpose and Significance of the Study 

Given the amount of change occurring within higher education, the examination of a 

university’s decision to change and the events that have transpired in that decision’s wake serves 

as the purpose of this research. To accomplish this, I analyze the relationship between 
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institutional policies and strategies and organizational change through the progression of 

implementation from inception to sustainability. Additionally for the purposes of this study, 

policy refers to both the formal, stated policies of an institution and the informal strategies 

adopted by the organization over time. This dissertation examines the historical nature of change 

in higher education through an analysis of institutional structure, mission, and planning of 

American colleges and universities. Then I apply these concepts to the current atmosphere of 

change by investigating how communities within a large, public research institution adapt to 

contemporary demands. Delta University provides the context for this study. Specifically how 

did the divisions and departments within Delta University respond to policies that led to more 

than a 62 percent increase in student enrollment over the course of a single decade (Delta U 

News, 2011)?   

 The four overarching goals of this study are: to gain knowledge in how policy and 

strategy implementation drive organizational change; to better understand how policies, people, 

and practices are related within the university community; to illustrate the progress of change 

within an institution of higher education from the original point of inception through 

implementation and onto sustainability; and finally to accurately depict a single institution’s 

journey of policy implementation and change through large scale student enrollment growth.  

While seeking to fill a gap in existing higher education scholarship by answering the 

following three research questions: 

1. How do institutional strategies and policies influence organizational change?  

2. How does change through strategy and policy implementation influence a 

university’s people, practices, and future policies?  

3. What factors influence a university’s ability to achieve sustainable change?  
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 The final question serves a larger purpose, because this line of thinking allows the 

researcher to address change after the process has been put into motion, by looking at what lies 

in the wake of change, we can explore the ramifications of change, and what happens next. To 

accomplish these goals, I undertake a qualitative approach which evaluates organizational 

cultures and institutional change. The dissertation takes the form of a case study for the purpose 

of telling the multi-faceted story of a single institution. By providing a single site study, this 

project possesses the ability to delve into the nuances that exist within an organization by 

exploring the relationships among policies, practices, and people. This emphasis leads to 

findings which could not be adequately captured with quantitative data, or thoroughly depicted 

with multiple site studies.  

Cultural Change in Higher Education  

In a seminal piece of higher education organizational literature, Robert Birnbaum called 

American colleges and universities “the most paradoxical of organizations” (1988, p. 3); 

however, Burton Clark (1983) states, “Organization determines the fate of ideas and reform” (p. 

44). Essentially Clark argues the structure and culture of an organization dictate an institution’s 

ability to change or to adapt to the ever-evolving demands placed upon the higher education 

system. Due to this sentiment, this dissertation uses existing literature to frame the research in 

terms of the impact of institutional policies. In order to understand the impact of change in 

higher education organizations, one needs to be familiar with the organizational culture and the 

historical and current trends regarding the relationship between culture and change in higher 

education. The following sections focus on organizational culture in higher education, discuss 

the resulting relationships between culture and change, and conclude with a description of 

selected motivators for change.  
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Organizational Culture  

 Culture serves as a common discourse in anthropological studies utilized in disciplines 

such as sociology, economics, literature, and education. In 1874’s Primitive Culture and 

Anthropology, anthropologist Edward Burton Tylor refers to culture as the capabilities and habits 

men acquire as members of a particular society, or elements such as knowledge, morals, and 

behaviors that bond groups together to formulate group culture (Tylor, 1874). When describing 

organizational culture in a modern context, prolific scholar Clifford Geertz (2001) states the sum 

of a collection of parts define the culture of an organization; in other words, culture exists as the 

“accumulation of the intangibles of an environment” (Keup, Astin, Lindholm, &Walker, 2001, p. 

18). By investigating a culture, researchers seek to identify what the organization holds at the 

highest value and, therefore, reveal not only how the organization operates, but the very essence 

of the group: what makes this culture different and significant.  

 Although important to examine culture in the broadest context, this dissertation examines 

those unique qualities of institutional culture in higher education. William Tierney describes 

institutional culture in higher education by stating, “An organization’s culture is reflected in what 

is done, how it is done, and who is involved in doing it. It concerns decisions, actions, and 

communication both on an instrumental and a symbolic level” (1988, p. 3). In his research, 

Tierney argues that many higher education administrators and researchers alike simply want to 

know how the work is done at a particular institution. He argues that although the question exists 

as a simple premise, an equally simple answer does not exist, because cultural differences exist 

between institutions, even among those colleges and universities which share a similar mission 

or geographical proximity. Burton Clark eloquently describes this variance in institutional 

cultures as a “host of subcultures who speak in strange tongues” (1980, p. 157). These 
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differences exemplify the need for organizations to look past a one size fits all approach to 

sustaining change within an individual institution (Birnbaum, 1991; Bolman & Deal, 2008; 

Kezar, 2001).  

 The structure of a higher education system does not take the form of a singular body 

moving unilaterally towards a solitary goal, but rather specialized components moving 

collectively toward individual goals. Clark (1983) expresses the point further by saying, “Higher 

education must be centered in disciplines, but it must simultaneously be pulled together in 

enterprises” (p. 32). However, it becomes hard to debate the system’s effectiveness, or 

adaptability for that matter, when considering the longevity of the American higher education 

model. Higher education has been a viable element in the overarching culture of the United 

States for longer than the nation has been independent. Institutions of higher education have 

responded to growing demands in virtually every generation. Despite the unlikelihood of a 

systematic structural change, the culture allows and even promotes adaptability within the 

institution.  

Kuh and Whitt (1988) argue culture becomes revealed through the values of the 

organization in statements and actions. Higher education organizations possess many values and 

characteristics which make them both culturally and structurally unique. Kezar (2001) lists 

“interdependent organization, relatively independent of environment, unique culture of the 

academy, institutional status, values-driven, multiple power and authority structures, loosely 

coupled system, organizational anarchical decision-making, professional and administrative 

values, shared governance, employee commitment and tenure, goal ambiguity, and image and 

success” (p. vi) as some of the features which provide a distinctiveness to higher education 

organizations. Chapter Two describes in detail many of these characteristics within the context of 
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the conceptual framework of sustainable change advanced by Clark (2003).  

The benefits of cultural understanding are both valuable and numerous. For example, 

Tierney (1988) urges an understanding of institutional culture as a means of minimizing conflict 

over change and decision making practices, contributing to a sense of organizational identity and 

purpose, and fostering the development of shared goals. However, he also warns that simply 

understanding an institution’s culture does not serve as a cure for whatever may ail an institution, 

but the knowledge does operate as a remedy to counteract ignorance of a rapidly changing 

environment.  

Organizational Change in Higher Education 

 March (1981) states change in organizations constantly occurs as part of a routine or in 

response to an external influence. If understanding a culture reveals what an organization holds 

most valuable, then evaluating organizational change allows the investigator to recognize how 

that culture exists, interacts, and responds to its surrounding environment. Holley (2009) takes 

this concept one step further as she argues that “the relationship between change efforts with the 

underlying assumptions gives meaning to institutional behavior” (p. 342).  

Institutions of higher education, often criticized for being unresponsive or slow to react to 

a changing environment, currently face change in an unprecedented fashion. Popular and trade-

press pages over the last few years have briefly described how institutions transform their 

organizational charts, budgets, and images. Organizational change can even be seen on sport 

pages and blogs, as athletic conference realignment has dominated many discussions since the 

2011 NCAA football season.  

Many theories explain how organizations and, specifically institutions of higher 

education, operate and evolve such as institutional theory, random transformation, contingency 
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theory, and resource dependence theory. In brief summation, institutional theory views the 

institution as being controlled by its environment; random transformation theory sees an 

institution and its environment existing within a passive relationship; and contingency theory 

operates with the view of symbiotic relationships existing between organizations and their 

environments (Bess & Dee, 2008).  

The relationship between culture and change exists as an interactive process, leading 

scholars and practitioners constantly to evaluate both concepts interdependently. The purpose of 

these evaluations varies in terms of need and application. For example, Keup, Astin, Lindholm, 

and Walker argue, “Organizational culture and cultural change can be used as a means of 

preparing an environment for transformation, a yardstick for assessing whether or not a 

transformational change has actually taken place, and a means of achieving the desired results of 

an innovation” (2001, p. 37). Kezar (2001) argues the literature illustrates this relationship in one 

of two predominant results: organizations need to have a culture that promote and encourage 

change or reciprocally the change experienced by an organization impacts the culture or key 

cultural elements of the institution.  

Motivators for Change in Higher Education  

In reference to institutions of higher education, Rosovsky (1993) argues, “A great virtue 

of this (organization) system is that it permits, even encourages, action based on careful 

consideration of the long run. Unlike most American businesses, universities are not at the mercy 

of quarterly profit reports; and unlike government, there is no need to satisfy an electorate at 

regular and frequent intervals” (p. 285). Unfortunately, some of the major challenges that face 

higher education stem from institutions facing economic difficulties which leave the higher 

education systems at the mercy of monetary measures. Others stem from a greater sense of 
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societal accountability. But before elaborating on the nuances of specific institutional changes, I 

discuss the motivations for these varying degrees of evolution. These catalysts are organized 

around the following themes: resource maximization, prestige maximization, and societal 

needs/wants alterations. The following sections detail each of these motivators.  

Change to maximize resources. Resource maximization, or the reduction of the 

financial burden on the institution, exists as a major inspiration of institutional change, due in 

large part to the current conditions of state, federal, and global economies. The extraordinary 

cuts in government funding result in institutions having to look elsewhere for revenue to cover 

the expense of educating the populace. According to Heller (2006), state funding of public higher 

education dropped eight percent nationwide from 2002 to 2004, and tuition prices rose 26 

percent during the same time period. The aftershocks of the current recession can be felt from 

Wall Street to Main Street and in virtually every Ivory Tower, or institution of higher education, 

along the way. Certainly some institutions have been more protected from the weakening 

economy than others, but the hard-and-fast truth is that state funding, endowments, and 

fundraising remain down, and colleges and universities face an uncertain funding future. Both 

public and private colleges and universities are now altering the way they operate as means to 

minimize costs and improve the institutional bottom line. The modifications can occur through 

measures such as organizational streamlining or diversifying fundraising efforts (Clark, 2003).  

 Borrowed from the entrepreneurial or business world, organizational streamlining 

materializes in higher education as another cost-saving change strategy contradicting the 

complexities of the traditional model of higher education governance. Traditionally, institutions 

of higher education survive as complex organizations comprised of a series of departments and 

divisions connected through a loosely coupled system (Weick, 1976). Each area of the university 
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exists as a functional and somewhat independent unit with varying degrees of autonomy. This 

loose coupling allows for a piece of the organization to be innovative in response to the needs 

and wants of a changing environment while minimizing the risk to the organization as whole 

(Weick, 1976). For example, if the NCAA enforces infractions within a school’s athletic 

department, the accreditation of the institution’s academic programs will generally not be 

impacted.  

Although a loosely coupled system enables institutions of higher education to be 

responsive and innovative in specific areas without risk to the organization as a whole, the 

system can also be characterized as being one of high inertia (Weick, 1976). Due to the 

complexities of the organization, a change of the direction of the organization’s trajectory 

requires a great deal of effort. As higher education as an industry evolves, including viewing 

students as consumers and the rise in popularity of proprietary institutions, traditional institutions 

of higher education may borrow traits from the corporate world and become more streamlined 

organizationally.  

College and university leadership can streamline institutional operations through a variety 

of mechanisms including, but not, limited to eliminating or combining programs or services 

offered or organizational restructuring. This structural method of organizational change occurs 

through the decisions which result in the modification of individuals’ positions, roles, 

responsibilities, and/or relationships (Connor, Lake, & Stackman, 2003). Examples of these 

changes include, university leadership choosing to relocate a once self-governing College of 

Nursing into a larger College of Health and Human Services; outsourcing the functions of the 

university bookstore to an independent company; or eliminating “unessential” programs or 

services such as student programming. These moves can streamline the university’s academic 
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affairs structure by compacting the reporting chain, reducing the financial burdens placed on the 

institution, and eliminating duplicative services (Peterson & Dill, 1997).  

Change to maximize prestige. Change also occurs within and among institutions of 

higher education with the goal of increasing prestige. As higher education begins to function 

more as an industry, the competition among institutions for funding dollars, students, and faculty 

increases (Newman, Couturier, & Scurry, 2004). With this competition, institutions strive to 

improve their image or ranking through a variety of methods. Even the most prestigious of 

institutions can fall victim to the trappings of change in the name of maximizing their prestige. In 

a 2005 Chronicle of Higher Education article, Clara Lovett describes this type of change as “the 

avid quest by institutions for places at the top of higher education's prestige pyramid, a quest that 

becomes very public because it is linked to the pursuit of rankings in U.S. News & World Report 

and other publications” (p. B20). At the time she wrote this Dr. Lovett was serving as the 

President of the American Association of Higher Education.  

 Each institution has a unique mission, and although overlap happens, the academic 

market demands a certain degree of individuality for each institution, whether in location, subject 

matter, accessibility, or achievement. These enterprises can largely be categorized by 

institutional type. No other model of higher education possesses more diversity in type of 

institutions than the American model (AGB Statement, 1998). Change in the name of prestige 

maximization often forms as a deviation from a prescribed core or historical mission in order to 

gain a stronger position or image within academia, or mission creep (Selingo, 2000). Therefore, 

when an institution deviates from its previously defined mission, the higher education market can 

become oversaturated, or worse, a vacuum of services and offerings occurs, leaving students 

underserved.  
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Change to address societal needs/wants. Yet another factor dictating changes in higher 

education occurs when institutions evolve in order to meet the varying demands of society. Many 

of the academic offerings within higher education reflect the needs of industry and society as a 

whole. As those needs respond to an ever-changing world, so do the contributions of higher 

education within the global community. Higher education has become responsive to these 

external forces in large part due to the trust, or lack thereof, instilled upon the institutions by the 

public.  

Student success serves as fuel for many discussions and debates and, given the state of 

the current job market, many times the opportunities for employment upon graduation defines 

the success of a student. To contribute to the development and possible marketability of their 

students, higher education institutions revise their curriculum by offering new, innovative 

programs, closing the obsolete, and modifying the focus of the stale. For example in the 2010 

book, Crisis on Campus: A Bold Plan for Reforming Our Colleges and Universities, Mark 

Taylor, chairman of the religion department at Columbia University argued the benefits of 

students majoring in concepts such as “life” or “water” rather than traditional academic 

disciplines like literature or engineering. Radical as the suggestion may appear, Taylor  

illustrated a need for adaptability on the part of higher education.  

With the needs of the nation and the economy evolving, colleges and universities also 

change to meet these needs through amending the traditional degree programs offered. For 

example, a junior college in rural Alabama that once saw students earning degrees in textiles 

now offers degrees in computer science and graphic design. Another example of such adaptation 

describes the inclusion of a new discipline, such as women’s or minority studies during the latter 

half of the 20th Century. These adaptations extend the longevity of higher education as one of the 
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world’s longest standing institutions.  

Enrollment Management 

Enrollment management provides the context and lens through which this research 

examines change, and serves as the catalyst for change within the case explored. Research in 

higher education addresses the use of campus admissions strategies and their influence on 

institutional policy. Dolence, a principal and chief researcher in the field of enrollment 

management, defines the strategic process as “comprehensive” and possesses the goals of 

achieving and maintaining “optimum recruitment, retention, and graduation rates of students” 

(1996, p. 108). Dolence also notes that optimum rates are to be defined by the individual 

institutions and within their current academic context. In terms of utilizing a comprehensive 

approach, another prolific scholar in the field, Hossler (1984) states that enrollment management 

includes activities related to not only student recruitment efforts, but also costs to students in 

terms of tuition and fees, student debt, and scholarships as well as research and retention. Hossler 

also promotes the idea of incorporating academic and student services into the overarching 

conversation of enrollment management.  

When considering the motivators of new policy implementation, a shift in enrollment 

management strategies towards a focus on students with a higher potential for academic success 

can be a catalyst for organizational change as an effort to maximize institutional prestige. 

However, public institutions can also alter their enrollment management strategies by expanding 

the geographic area from which they recruit to focus on more out-of-state students. These 

students often pay a higher tuition rate than in-state students and, therefore, the policy shift may 

be motivated by the need to maximize institutional resources. Additionally, enrollment 

management strategies can be altered to focus on specific demographics such as racial minority 
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groups, veterans, or first-generation college students as a response to evolving societal needs.  

An example of the impact of change through enrollment management can be observed 

when an institution moves up in rankings by becoming more selective with their admission 

requirements or garners national recognition by increasing the size of their enrollment. A large 

public institution, which has experienced both an increase in selectivity and a significant 

enrollment growth with particular attention to out-of-state recruitment over the course of the last 

decade, serves as the setting for this research. To provide a foundation for understanding the 

significance and impact of this organizational change, the following sections outline both the 

historical context and current trends in enrollment management.  

History of Enrollment Management  

Two differing perspectives provide frameworks for understanding enrollment 

management: economic, which focuses on the institution’s decisions and sociological, which 

evaluates student decisions on the micro level (Dupaul, 2010). Economic models promote the 

idea that economic benefits directly impact an individual’s decision of whether (and 

subsequently where) to attend college (Cassuto, 1996; DesJardins, 2002; DesJardins, Ahlburg, et 

al., 2006; Fuller et al., 1982). The sociological models focus on the factors that each individual 

brings to the college choice decision making process such as attitudes of university quality, 

family income, and grades (Kealy & Rocket, 1987; Trusheim et al. , 1990; Hossler, 1999).  

In one of the seminal pieces of this literature, Hossler (1984) argues the impact of 

enrollment management as sweeping. He offers changes in admissions strategies, including those 

which affect tuition or influence the size, scope, and characteristics of the institution’s student 

body. Kalsbeek and Hossler reiterate this sentiment in the abstract for their 2009 work when they 

state,  
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[Enrollment Management is] a deliberate process of achieving an institution's  
 preferred enrollment profile, starting by identifying the strategic purposes and 
 mission of the institution, and then orchestrating the marketing, recruitment, 
 admissions, pricing and aid, retention programs, academic support services and 
 program development required to achieve those outcomes. (p. 3) 

Dolence (1996) describes the sweeping effects of such strategies as pervasive within the 

organization in that the impact has the potential to influence every function of the institution.  

Kalsbeek and Hossler (2009) also argue for the importance of the current market climate 

of the institution. In fact the researchers go as far to say, “Enrollment management must begin by 

assessing the dynamics that create the competitive market context which in real and measureable 

ways prescribes and circumscribes the range of strategic futures an institution in all likelihood 

has to choose among” (p. 4). Changes in enrollment management strategies are inherently 

designed to maximize resources, maximize prestige, respond to societal needs, or a combination 

of the three. An institution can minimize its costs through enrollment strategies in a variety of 

ways including but not limited to raising tuition costs, increasing enrollment, and/or shifts in 

financial aid administration (St. John & Paulson, 2001). Change in the name of maximizing 

prestige also involves multiple outcomes. Huddleston and Ivanova (2004) state the importance of 

the student context in enrollment management as actions taken to direct specific departments 

which possess influence on students’ enrollment and persistence decisions. Or put more simply, 

Heller (2006) states the foundation of enrollment management centers on the long-term and 

complete education of students. An institution which achieves such a strategy maximizes its 

prestige within their respective market.  

Current Trends  

 Current trends in enrollment management illustrate a movement toward higher education 

being viewed as a marketplace with students serving as the consumer (Kotler & Fox, 1995). 

Coomes (2000) argues the enrollment puzzle has become less about “substantive policy changes” 
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and more about perceptions since the 1990s. He contends that there is a growing belief among 

students, families, and public policy makers that the cost of higher education is growing at 

uncontrollable rates. Students and their families become more savvy as consumers, and 

competition for these students grows fierce as student aid begins to be viewed as an “entitlement 

and a bargaining chip” (Coomes, 2000, p. 15). The shifts in funding allocations from state 

governments and strenuous economic times often result in a move towards a heightened 

competition among public colleges and universities for the best students (Goenner & Pauls, 

2006; Kotler & Fox, 1995; Pagano & Terkla, 1991; Zemsky & Oedel, 1983). Institutions of 

higher education continue to increase spending on recruiting and marketing strategies each year 

resulting in an enrollment management arms race across institutions (Lipman & Hearn, 2007; 

Geiger, 2004; Lee & Clery, 2004).  

Although perhaps occurring at an alarming rate the escalation of university spending does 

not surprise scholars, as the financial success of an institution often depends upon the success of 

student recruitment and enrollment (Barnes & Harris, 2010; DesJardins, 2002; Holley & Harris, 

2010;). Holley and Harris (2010) expound on this importance as they state, “Recruitment and 

admission were given primary importance, not simply because of their role in bringing new 

students to campus. Rather, the process of admission reflected institutional strategies toward 

maintaining quality” (p. 20). This dependence also adds further importance to the role of the 

admissions office in higher education, requiring carefully crafted strategies for recruitment, 

expansion, and retention (Alon, 2005; Anderson-Rowland, 1996; Ford et al. , 2008; Stratton et 

al., 2007).  

Retention and graduation rates serve as an essential component to the conversation of 

enrollment management as well. Penn argues that the goals of enrollment management are 
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generalized into three thoughts: “to increase enrollment, to create a student body that meets the 

goals and expectations of the institutional policy makers, and to achieve better institutional 

graduation rates” (1999, p. 48). Penn also contends that this third goal serves as the most difficult 

indicator to identify as a result of enrollment management, but this should not be a deterrent for 

inclusion in enrollment management policies and practices, because “large numbers of students 

leaving college before completing a degree gives the impression that institutions are failing their 

customers” (1999, p. 49). 

Conclusion 

In concluding this chapter, I outline the four remaining chapters of this dissertation. 

Chapter Two establishes the academic foundation for the study. Organizational change in higher 

education has been the focus of research through a variety of methods, scopes, and lens 

(Birnbaum, 1988; Clark, 1998; Cohen & March, 1974; Duderstadt, 2000; Kotter, 1996; Scott 

1981; Tierney, 1988; Weick, 1976). While the research of these scholars adds to the overall 

understanding of organizational change in higher education and contributes to the foundation of 

this work, Clark’s Sustaining Change in Universities: Continuities in Case Studies and Concepts 

(2003) provides the lens through which this dissertation can be viewed. Salem (2004) describes 

conceptual frameworks as allowing the researcher to identify model for what they believe to be 

occurring. Serving as the conceptual framework for this research, Clark’s work delivers an 

explanation for the relationship between organizational change and indicators for sustainability 

in higher education. Whether due to their organization, the evolution of societal expectations, or 

the leadership and intentionality of strategic planning, colleges and universities often fall victim 

to criticisms of being slow in response or reluctant to change. Clark focused Sustaining Change 

in Universities and the majority of his research on institutions of higher education and their 
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evolution. The review of the literature discusses Clark’s key elements of sustainable change in 

higher education: a diversified funding base, a strengthened steering core, an expanded outreach 

periphery, a stimulated academic heartland, and an integrated entrepreneurial culture. In 

describing these elements, the chapter relates Clark’s work to common components of higher 

education culture.  

Chapter Three focuses on research methods of the dissertation. In order to understand, 

not only the institutional policy change but also the organizational culture in which the change 

occurs, I conduct a qualitative project designed as an institutional case study. Chapter Three 

discusses the rationale for the research design and outlines the means of data collection, the 

methods of analysis, and the internal and external validity of the study. Chapter Three concludes 

by providing details of the context of this study:  Delta University. This study addresses the 

employment of enrollment management as a change strategy. Specifically, I focus on how Delta 

U has been able to achieve enrollment growth. Additionally, I seek to identify the various 

university communities that have been influenced by the changes in enrollment.  

Examining the impact of institutional policies on the practices and people within the 

university community serves as the primary goal of this research. To accomplish this goal, the 

research methods include an institutional case study of a university which has undergone a 

transformational policy change. The findings of this case study are reported in Chapter Four and 

discussed in Chapter Five. By illustrating how one institutional culture experiences change, the 

possible implications for this study extend outside of one campus into the practicality of dealing 

with organizational change and policy implementation. This work, while not written as a 

directive, seeks to tell one institution’s story of the struggles and successes of transformational 

change. The institution has experienced remarkable change over the last decade related to rapid 
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enrollment growth, which makes the story both unique and relatable, and therefore a story worth 

telling. 
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CHAPTER TWO 

A REVIEW OF THE LITERATURE 

Higher education scholar, Burton Clark, poignantly stated, “Organization determines the 

fate of ideas and reform” (1983, p. 44). With the purpose of exploring the role of institutional 

policies in university communities, this dissertation seeks to answer three research questions: 

1. How do institutional strategies and policies influence organizational change?  

2. How does change through strategy and policy implementation influence a 

university’s people, practices, and future policies?  

3. Finally what factors influence a university’s ability to achieve sustainable change?  

Utilizing current and seminal higher education scholarship applicable to organizational change 

and culture, this chapter investigates theories and concepts which inform and guide this research.  

This investigation begins with an overview of the conceptual framework for this 

dissertation, Sustaining Change in Universities: Continuities in Case Studies and Concepts 

(Clark, 2003). Clark’s work outlines five key elements for successful change, including a 

diversified funding base, a strengthened steering core, an extended outreach periphery, a 

stimulated academic heartland, and an integrated entrepreneurial culture (p. 2). These elements 

frame this dissertation, and the following sections describe each element. In addition to Clark’s 

elements of sustainable change, higher education organizations possess characteristics which 

make them unique. Kezar (2001) outlines some of these characteristics as loosely coupled 

systems, relative independence, organized anarchy, shared governance, goal ambiguity, multiple 
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power and authority structures, image and success, values, tenure, unique culture, and 

institutional status. These characteristics are also explored within the context of the framework 

provided by Clark.  

Sustaining Change: An Overview 

Sustaining Change in Universities: Continuities in Case Studies and Concepts provides 

the foundation for many of the research decisions within this project while serving as the 

conceptual framework. Clark introduces the work by stating universities are falling under an 

increased pressure to adapt to meet the ever-evolving demands placed upon them. Furthermore, 

although institutions of higher education struggle to keep pace with the changes, Clark maintains 

there are lessons to be learned from those colleges and universities which were successful not 

only in changing, but also sustaining the results of those changes. He states, “Just as traditional 

universities are resistant to change because of an infrastructure of rooted forms and interests… 

Change-oriented universities consist of interlocked forms and interests that insist on continuous 

change, incremental and accumulative” (2003, p. 5). Clark’s case studies include institutions in 

Africa, South America, Australia, and the United States. Clark focuses on the practices put into 

place by institutions successful in change.  

Clark’s Key Elements 

Clark (2003) explains, “If we determine how some universities have been successful in 

transforming themselves and sustaining change, their answers will surely suggest what can be 

done in a practical way to strengthen universities generally” (p. 2). Using case studies, Clark 

determined those suggestions for generalizability, and he organized them around key elements. 

These elements include a diversified funding base, a strengthened steering core, an extended 

outreach periphery, a stimulated academic heartland, and an integrated entrepreneurial culture.  
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Figure 2.1: Clark’s Key Elements and Related Concepts 

Key Element Definition Concepts 

Diversified 
Funding Base 

Institution possesses access to financial 
resources through multiple sources  

Loosely Coupled 
Systems 

Strengthened 
Steering Core 

Institution operates with a flattened 
organizational structure where a 
professionalized workforce maintains many 
responsibilities 

Shared Governance; 
Goal Ambiguity 

Extended 
Outreach 
Periphery 

Institution extends the boundaries of the 
traditional college and university offices and 
departments 

Multiple Power and 
Authority Structures;  

Stimulated 
Academic 
Heartland 

Academic programs are stimulated 
financially through their own fundraising 
efforts 

Values; Tenure   

Integrated 
Entrepreneurial 
Culture 

A comprehensive approach for change 
where ideas must possess attainable 
qualities and be mobile in their pursuits of 
widespread adoption and implementation as 
a distinctive set of characteristics and 
circumstances.  

Unique Culture; 
Strategic Planning   

 

Figure 1 illustrates these five elements with a brief definition and a listing of key 

concepts described by Kezar (2001).  

Diversified Funding Base  

 In order for a university to successfully move from transformation to sustainability, the 

institution should possess access to financial resources through multiple sources. An institution 

typically has three forms of income, including government allocations, research support, 

donations, tuition, auxiliary functions and all other forms of income (Clark, 2003, p. 77). General 

government support in the United States commonly occurs in the form of state budgetary 

allocations for public institutions. The government as well as private companies and foundations 

also support research in the form of grants for individuals or teams of faculty and students as 
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well as federal financial aid (Clark, 2003, p. 78).  

University generated income comprises a great deal of the options for other funding. 

Institutions have multiple options for generating their own revenue. Clark (2003) cites building 

endowments, alumni fundraising, increasing student tuition and fees, opening university 

operations to outside patrons, and licensing fees and royalties as viable means for producing 

multiple income strands for institutions. Additional income becomes available to colleges and 

universities through other government agencies and private organizations and business 

partnerships. These other sources provide institutions with a multitude of opportunities for 

funding bases, and institutions bear the responsibility of determining those most advantageous 

and productive.  

By diversifying funding bases, institutions become less dependent on one source of 

income. Therefore if one stream dries up, the college or university will be able to continue 

functioning, even if a reduction minimizes the capacity. Pfeffer and Salancik emphasis this point 

by arguing, “An organization’s vulnerability to extra-organizational influence” is partly 

determined by the extent to which the organization has come to depend on certain types of 

exchanges for its operation (1978, Pg. 46). A diversified funding base enables a university to 

carry on with operations despite particular areas or divisions experiencing trouble or, as Clark 

says, diversity in this manner allows universities to “better roll with the punches, replacing a loss 

in income here with a gain there” (2003, p. 77).  

When considering diversifying funding sources for an institution of higher education, an 

understanding of the history and current trajectory of financial resources becomes beneficial. The 

history and recent changes in higher education funding serve as important components in the 

discussion of diversifying funding sources, as this change explains the need or desire to move 
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toward alternatives. A distinct shift of higher education funding occurred in the final decades of 

the 20th century which resulted in the rising cost of higher education with much of the financial 

burden resting on the student and his/her family through personal finances or student loans 

(Heller, 2006).  

Minter and Bowen (1978) argue the inherent worth of higher education, in terms of the 

individual and societal benefits. They support this argument by stating the individual benefits of 

increasing knowledge and tolerance and furthering earning potential with a college education. 

Minter and Bowen further note an overall return on the investment of tax dollars, and academic 

expertise providing skills to enhance communities through the advancement of health care, 

cultural preservation, and technology result in societal benefits. Regardless of the societal 

benefits of higher education, according to Heller (2006), state funding of higher education 

dropped eight percent nationwide from 2002 to 2004, and tuition prices rose 26 percent during 

the same time period.  

A shift in state and institutional aid from need-based to more merit-based aid adds to the 

individual and familial financial burden of attending college. Heller (2002) argues higher 

education costs lead to an increasingly stratified environment on the basis of race and income, 

adding that the financial barriers are greater with lower and lower-middle class families, 

particularly with high tuition/high aid models of funding. Johnstone (2005) argues against these 

models on the basis of four points citing 1) the sticker price alone discourages disadvantaged and 

non-white families, 2) the quality of public higher education options diminishes, 3) a lack of a 

guarantee of high aid with high tuition exists, and 4) such an approach raises questions about the 

nature of higher education as a public good. The movement toward rising tuition and fees results 

in an increased sense of public accountability and consumerism.  
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Diversified funding base and higher education organizational concepts. Loosely 

coupled systems. Colleges and universities have long held similar practices to the diversified 

funding base Clark describes. In particular, institutions seek out those methods which allow them 

to evolve and respond to shifts in both internal and external demands, and the loosely coupled 

nature of organizations allows these methods to take place. Karl Weick's 1976 seminal work, 

Educational Organizations as Loosely Coupled Systems, articulates loosely coupled systems as 

being used to describe events/decisions/people which are simultaneously responsive to one 

another and independent from each other. Weick further points to loose coupling as generating a 

connotation which implies “impermanence, dissolvability, and tacitness,” and all can be 

considered as critical components of the “glue that holds organizations together” (p. 3). An 

example of how this description coincides with the higher education structure can be found in the 

relationships and practices that occur between and among the faculty at a given institution. For 

instance, the chemistry faculty member of a university does not directly answer to decisions 

made by the institution’s college of education or vice versa; however, both answer to and 

become subject to actions of the university’s provost.  

Loosely coupled systems allow for ambiguity in overall institutional mission, because 

departments are independent of one another to the point that a decision on the part of the 

department will have a pervasive effect on the institution as a whole. However when decisions 

do have an adverse effect, the system offers the opportunity to seal off the threatened parts of the 

organization (Weick, 1976). The notion of loosely coupled systems occurs as a product of open 

systems theorists. According to Scott and Davis (2007), the actions of loosely coupled 

organizations are not controlled by rules. The system of American higher education allows for 

institutions to not be tightly bound to one another through rules that dictate their every operating 
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procedure (Bess & Dee, 2008; Weick, 1976).  

Strengthened Steering Core  

 A strengthened steering core refers to institutional organization and the structure which 

exists within the administration. The organizational structures of colleges and universities are 

traditionally complex and possess individual characteristics. Clark asserts the advantages of a 

more centralized management approach when attempting sustainable change. Although this 

perspective runs counter to traditional higher education approaches, the case studies of Clark’s 

work offer three suggested methods for achieving this centralization. Clark (2003) states, “First, 

pursue flat structure, eliminating intermediate units to minimize barriers between the center and 

base units; second, increase authority and responsibility at existing multiple levels, especially at 

center, faculty, and department; and third, professionalize administration all along the line and 

particularly at the center” (p. 83).  

 Pursuing a flat structure reduces the complexities of the higher education organization. 

As discussed earlier in this chapter, colleges and universities traditionally possess complex 

organizations which operate at multiple levels. The governance structure reflects this complexity 

by allowing, encouraging, and often requiring that decision-making practices involve faculty and 

administrators across different levels (Baldridge, et al, 1974; Birnbaum, 1988; Clark, 1983). The 

flat structure described by Clark (2003), although not completely abandoning these traditional 

characteristics, more closely resembles a pragmatic or business-like approach to organization in 

order to achieve sustainability following change. This business approach operates under the 

assumption of eliminating intermediate units and minimizing barriers between the divisions, in 

efforts to increase efficiency with the decision-making process. This structural deviation from 

the traditional format increases coordination and reduces the competitive attitudes which often 
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occur between faculty and administrators (Clark, 2003).  

 An increase of authority and responsibility at the existing multiple levels acts more in line 

with the traditional structure of the university than Clark’s flat structure. By working within 

those established departments and divisions, the institution increases the steering core by relying 

more heavily on those already working within the college or university community. This system 

has sweeping effects throughout the organization by focusing on those people located most 

closely to the center of the organization. Clark states that this system “pivots on a middle faculty 

level that related both upward in an administrative hierarchy and downward to a set of 

departments” (p. 84). This pivot and autonomy can create tension within the flattened structure 

and centralized leadership approach mentioned earlier, as autonomy at multiple levels runs 

counter to a centralized or seemingly utilitarian approach to organizational culture and decision 

making practices.  

  Professionalization of the administration works with both of the previously mentioned 

methods. The strategy to hire, train and continually develop personnel to serve as experts in their 

respective areas of work meets the goal of professionalization. The benefits of this method are 

substantial with regards to those university community members in financial roles (Clark, 2003). 

However, Clark does not limit the positive effect to just those individuals, as he also includes 

other “sprawling activities” by using student affairs and alumni relations as examples. Large 

portions of institutional work have become increasingly complicated and merit highly trained 

and well developed administrators. By hiring and continuing to develop individuals to 

administrative and faculty positions, the university becomes equipped with a team designed to 

meet the challenges facing the institution.  

Clark (2003) warns of a problem related to a strengthened steering core: the managerial 
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values supported by this system often go against the traditional values of academia. 

Strengthening the core may be perceived as undermining the authority of those faculty and 

administrators who now find themselves on the periphery. Knowledge of the history and nature 

of institutions provides beneficial information in understanding how and why strengthening the 

steering core can occur, and what obstacles may hinder the process. Bess and Dee begin their 

2008 work by speaking of the complexities of higher education organizations, due to the shifts in 

their environment with regards to societal values, prosperity, and power. The scholars are also 

quick to point out that while facing an ever-changing environment, American higher education 

has endured the test of time. Institutions of higher education have existed in the United States 

since the founding of Harvard in 1636. Although American higher education has evolved over 

the course of a 376 year history, there are certainly some characteristics of the traditional 

organizations which remain in higher education.  

To describe institutions of higher education as complex may be an understatement. 

Robert Birnbaum may have been more accurate when he stated  American colleges and 

universities were “the most paradoxical of organizations” (1988, p. 3). Baldridge and company 

(1974) states there are many elements which set them apart from other organizations such as 

ambiguous missions, conflicting goals, changing and involved constituencies, and 

professionalized workforces, all of which help differentiate the academy from the business world 

and the worlds of other organizations. The unique characteristics of colleges and universities 

emphasize the complexities of the organization.  

Strengthened steering core and higher education organizational concepts. Shared 

governance. So given that institutions of higher education are tasked with ambiguous goals 

along with large and varied constituencies, how can colleges and universities successfully 
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accomplish tasks? The answer is found through another unique characteristic of the organization, 

and, as Birnbaum proclaimed, is the best reflection of how higher education differs from other 

organizations (1988): governance. Kezar and Eckel (2004) describe governance as the policy and 

decision making processes of higher education organizations.  

 The amount of literature devoted to the subject of governance in higher education is 

immense and, although scholars may prefer different terminology or models, there is consistency 

in the fact that colleges and universities operate with multi-level processes. A certain degree of 

both accountability and autonomy is found at every level (Rosovosky, 1993). Despite criticism 

about efficiency, or lack thereof, American colleges and universities can be heralded as one of 

the oldest institutions in the country, and many state that success and staying power is not found 

in spite of a lack of efficiency in its governance, but rather because of it (Birnbaum, 1988; Kezar 

& Eckel, 2004; Talburt, 2005). Birnbaum articulates how shared governance is applied in terms 

of teaching, research and service, by stating the goals are “interrelated and mutually reinforcing 

production processes” (p. 12) to the holistic university. He also addresses the fact that the goals 

are rarely attended by the same people (1988).  

 According to Scott and Davis’s (2007) synopsis of Weber’s Theory of Bureaucracy, 

traditional authority is a system of authority where the power source is determined by tradition 

and legitimatized through action. This governance structure also provides a sufficient method for 

stable administrative structure. The shared governance system, discussed in greater detail later in 

this chapter, falls categorically in line with this definition, as shared governance remains as much 

a time honored tradition in higher education in the United States as the principles of tenure and 

academic freedom (AAUP, 1940).  

Because of these methods, shared governance serves as a painstakingly time-consuming 
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system, and draws criticism for being ineffective, despite higher education’s longevity. A 

comparison can be made to the democratic governmental model (Baldridge & et al, 1974). As 

Winston Churchill once stated, “democracy is the worst form of government, except all those 

other forms that have been tried from time to time” (1947, pp. 206-207) and the same might be 

said in regards to shared governance in higher education.  

Goal ambiguity. Gross and Grambsch (1974) argue the problem of ambiguity does not exist 

because institutions cannot identify their goals, but rather that they simultaneously embrace a 

large number of conflicting goals. Baldridge and company (1974) argue academic organizations, 

Rarely have a single mission; to the contrary, they often try to be all things to all  
people… If at times colleges and universities do not know clearly what they are 
trying to do, they often do not know how to do it either. (p. 154-155) 

  For example “Teaching, research, and service”; “the production and dissemination of 

knowledge”; and “to empower citizens to the betterment of our society” have all been used to 

describe the mission of higher education in the United States. Little consensus exists on how to 

verbalize the goals of these institutions, and even less agreement occurs on how to reach them.  

Some suggest this ambiguity helps to define higher education in the United States. When 

goals become clearly and explicitly articulated, conflict ensues (Baldridge, et al, 1974). 

Therefore, when Scott and Davis (2007) warn of the treacherousness of determining 

organizational goals and missions, the American higher education system proves to be no 

exception. Furthermore, Scott and Davis (2007) state that goal specificity serves as a 

fundamental component of adding rationality to an organization. For example, if a faculty 

follows the idea of the mission of higher education as “teaching, research, and service,” then the 

potential for conflict arises with defining and prioritizing the three tenets. Undergraduate 

students may rank teaching as the top priority of the university, where a faculty may place 

teaching lower than research. The dispute with teaching and research usually derives from the 
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values placed upon them by the culture of the institution.  

Institutions of higher education face not only ambiguous missions and vague goals, but 

also the task of appealing to a wide variety of constituencies (Baldridge, et al, 1974; Birnbaum, 

1988; Gross & Grambsch, 1974; and Kezar & Eckel, 2004). Colleges and universities have 

responsibilities to their students, faculty, and staff, boards of trustees (and/or regents), alumni, 

and, in the case of public universities, state legislatures. Institutions also have to appeal to 

accrediting bodies, private foundations, and the public at large. Each of these groups, and the 

individuals that comprise them, have unique perspectives of the university’s role and function in 

society. As the list of responsibilities grows, the institution becomes more complex. The large 

and diverse constituent groups in higher education influence the mission in multiple ways, 

including words which hold different meanings to different people and groups (Birnbaum, 1988).  

Service is surrounded by more ambiguity, because of the lack of agreement on how to 

prioritize such work as well as the lack of a universally accepted description of what service 

should look like. For example, service could be activism in the community where the university 

is located, or service could mean contributions to a faculty member’s discipline in a national 

context. A student affairs professional might argue that helping a student organization learn to 

value civic engagement could constitute as service, where a university president might urge the 

staff to view service as less philanthropic and instead as an opportunity to give back to the 

university by serving on standing committees.  

Extended Outreach Periphery  

 An extended outreach periphery serves as a strategy of extending the boundaries of the 

traditional department. Clark (2003) argues the merits of this strategy as one constructed by 

enterprising institutions which enables those taking advantage to form and strengthen 



 
 

31 
 

relationships outside the academic enterprise. This outreach occurs primarily in two forms: 

administrative and academic.  

 Administratively an institution expands the scope of its departments and divisions. For 

example, a development office can include a segment focused solely on alumni donations or a 

division of student affairs can create specific programming for the parents of students. Clark 

argues this type of expansion provides sound logic for an intricate structure of institutions of 

higher education as described in the earlier section. The extension of the periphery supports the 

complex structure because, as each new connection occurs, the relationship requires an office or 

department within an office which nurtures those connections. Although seemingly running 

counter to the notions of a strengthened steering core, the two methods can run in tandem by 

operating under a new framework. An institution promotes change through constantly shifting 

the operations of these new entities through location and focus and, thereby, creating 

continuously fresh and relevant ventures.  

 Academically, institutions can extend their respective peripheries by adding new units 

and programs through research and degree offerings. Clark states this often comes in the form of 

a “dual structure of basic units in which traditional, discipline-centered departments are 

supplemented by centers – generally multidisciplinary and even trans disciplinary – that link 

themselves to the outside world” (2003, p. 86). This change creates an environment where 

institutions no longer exist as a compilation of programs organized around specific disciplines 

with a centralized administration placed on top. Instead the traditional university becomes 

entrepreneurial through a more application or problem solving orientation where relationships 

with outside organizations are encouraged, established, and cultivated. The institution does not, 

however, lose an academic foothold due to drawing from the traditional departmental faculties 
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and programs as the foundation for exploration and expansion.  

Extended outreach periphery and higher education organizational concepts. 

Multiple power and authority structures. Extending the reach of a college or university provides 

the school with many benefits; however, this expansion also increases the number of those who 

have a stake in the institution’s policies and practices. The American higher education system 

responds to constituency groups which range from students to boards of trustees, from faculty 

members to government officials, and administrators to the public at large. Each of these groups 

and others has a stake in the success or failure of higher education. Due to this, each group has 

an impact on the decisions and practices of the higher education system. Baldridge and company 

(1974) state that this plays out in higher education by institutions attempting the lofty mission of 

being all things to all people.  

These unique characteristics of colleges and universities emphasize the importance of 

delving into the culture of an institution to better understand the work that takes place, as well as 

the process of attempting transformational change in and among institutions of higher education. 

In essence, the higher education organization structure exists not to be a singular body moving 

unilaterally towards a solitary goal but rather the summation of specialized components moving 

collectively toward individual goals. Clark (1983) expresses the point in one of his earlier works 

by saying, “higher education must be centered in disciplines, but it must simultaneously be 

pulled together in enterprises” (p.32).  

Image and success. Additionally an extended outreach periphery allows institutions to be 

more responsive to evolving societal challenges which critically impacts an institution’s image 

and success. Clark Kerr (2001) argues that knowledge serves as one of the single most powerful 

tools of society, and higher education holds the creation and dissemination of knowledge as a 
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central component of the industry’s work. A recent publication receiving attention, both within 

trade press and popular press, Academically Adrift calls the success of teaching and the 

dissemination of knowledge into question, by citing the staggering statistics of only modest or no 

significant improvements in learning for individual students (Arum & Roksa, 2010).  

 Accountability, a hot topic in higher education both within the academy and with the 

public at large, begs the question: Does college merit the cost? Bowen (1980) answers this 

question with a “yes,” due to three reasons. College benefits the student; college benefits the 

whole; and college benefits society. The benefits for the student form by providing learning 

opportunities and opening the student’s worldview. Higher education benefits the whole because 

the overall return on the investment expects to be greater than the costs. Finally, college benefits 

society through supplying society with individuals skilled at specific practices and discovering 

new information and practices.  

Institutions are asked to make sure that college remains worth the cost, both for the 

individual and the taxpayer. Colleges and universities achieve both by clearly stating our goals 

and assessing the work as progress toward these goals ensues. Colleges and universities build 

public trust through the articulation of these goals and progress, and by confronting the 

challenges that face them. The university further addresses their goals or mission by being 

sensitive to the needs of society and having a curriculum that reflects both a liberal and 

professional education emphasis.  

Boyer (1994) argues that the academic world gains legitimacy through the work of the 

professoriate, which he describes as scholarship of discovery, collaboration, application, and 

innovation. Scholarship of discovery provides the creation of new knowledge which speaks to 

the general idea of developing individual and collective competencies, which can be achieved 
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through our general studies curriculum. Scholarship of collaboration occurs by linking different 

pieces of knowledge, which can also be achieved through the general studies curriculum and the 

introductory classes within an individual student’s major. Scholarship of application exists 

through the application of that knowledge to a problem of practice. Examples of which can be 

found in the focus of many senior-level projects such as theses and portfolios. Undergraduate 

curriculum often centers on these first three principles with the graduate curriculum and faculty 

research centers on the fourth.  

This multi-level focus gives our students both depth and breadth of knowledge which was 

advocated by Conrad (1978). The curriculum also draws upon both liberal and professional 

education arguments as they were described by Gallagher and Bailey (2000) who stated that the 

difference between liberal education and professional education is defined by the view of 

knowledge held by each. The liberal viewpoint advocates the principle of knowledge for the sake 

of knowledge, and professional education viewpoint argues that the pursuit of knowledge 

endures purely for the application of the information. The professional viewpoint articulates 

knowledge as merely a means to an end, whereas the liberal viewpoint sees knowledge and 

pursuit of attaining information as a goal itself. The multiple foci of Boyer (1994) allow 

institutions to utilize curriculum to draw on both viewpoints and rise to the challenges of societal 

evolving needs.  

Stimulated Academic Heartland  

A stimulated academic heartland also promotes an extended periphery, but the method 

refers to academic programs being stimulated financially though, in many cases, their own 

fundraising efforts. The stimulation of the academic heartland increases the autonomy of 

individuals, departments, and divisions within the institution. This effort falls in line with the 
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division of labor existing within higher education structures. Similarly a division of labor also 

contributes to the complexities of the higher education organization. Clark argues “if we reduce a 

knowledge-bearing system to its primordial elements we find first a division of labor” (1983, p. 

28). A division of labor operates as a multi-faceted system entrusting those most knowledgeable 

with decision making powers within the scope of which they have been educated or trained. 

Essentially the university divides the work, so that those best prepared to do so, have the most 

influence (Clark, 1983).  

Although stating the challenges some of the programs face, Clark (2003) warns of an 

uneven adoption of these entrepreneurial practices. This warning holds particularly true in the 

case of the humanities programs, due to their lack of readily available government or private 

funding when compared to their science and technology counterparts. In his 1998 work, Clark 

argues these fundraising tactics are not only difficult for those in the humanities; but that they 

can also be demeaning.  

The disparity in funding channels are not limited to disciplinary differences, as they also 

exist between and among institutional type. For example, a comprehensive university faces 

greater unevenness than a research extensive institution. Clark states that gradual change likely 

transpires across the board, because more money has greater benefits than less money regardless 

of academic discipline. Clark argues the result of the method as “programmatically, the 

university extended, becoming more vertical in levels of educational preparation in old fields and 

more horizontal in its provision of additional service programs for previously unserved groups” 

(2003, p. 89). With this evolution the public’s perception of specific institutions as well as of 

higher education in general also changes.  

 Clark (2003) provides another example of this stimulated academic heartland in the 
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potential of shifting the university’s attention from undergraduate education to graduate 

education. This shift results in a possible financial benefit for the programs and the institution as 

a whole because graduate programs can outpace the undergraduate programs with revenue 

through tuition and research dollars without having to match the size of undergraduate 

enrollment. This shift often leads to segmented growth at the program level rather than wide 

spread growth institutionally, but institutional investments in master’s and doctoral programs 

serve as a viable option of stimulating the academic heartland.  

Stimulated academic heartland and higher education organizational concepts.  

Division of labor. This autonomy does not, however, mean that all of the decisions are 

made on an individualistic level. In fact much of the “work” performed within colleges and 

universities occurs within groups or committees. As Clark states, “The division of labor is a 

definition and delegation of tasks” (1983, p. 28). A delegation can be achieved individually or 

collectively. A division of labor system empowers multiple people with the ability and aptitude 

to do the jobs for which they have been charged.  

Additionally. the division of labor merits communication and accountability within the 

institutions. University faculty and administrators are not immune to taking responsibility for 

their decisions, simply because the college or university has allowed them the freedom to choose 

their course. In fact, the responsibility only increases with autonomy. In The University: An 

Owner’s Manual, Rosovosky puts forth seven principles of university governance, and his final 

tenet states, “to function well, a hierarchal system of governance requires explicit mechanisms of 

consultation and accountability” (1993, p. 277). This a system that only works when the 

institution allocates responsibilities to those who have expertise. Accountability and 

communication are also necessary to ensure the institution does not lose this organization 
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completely and fall into the category of anarchy in every sense of the word (Rosovosky, 1993).  

A potential drawback for this division of labor exists within the university community 

becomes possible, or even probable, as the people become entrenched in their respective areas, 

thus, becoming more loyal to their field or discipline than the institution. Clark (1983) puts forth 

a simple test to demonstrate the value that disciplines and departments have on stakeholders. The 

test calls for asking any academic worker what choice he/she would make if a faculty member 

had to leave either their institution or their discipline. The professional generally responds that 

they would choose to stay within their discipline and forego their institution.  

Due to this division of labor, a higher education institution possesses the ability to change 

or to adapt to ever evolving demands on the system. With accountability and autonomy, people 

and departments have the freedom to make the best decisions possible for themselves and how 

that relates to the university as whole. However, they are also responsible for those choices 

without having the weight of the entire mission of the university resting on the shoulders of one.  

Academic freedom. “The common good depends upon free search and its free 

exposition.” The American Association of University Professors and the Association of 

American Colleges and Universities included this statement in their seminal 1940 Statement on 

Principles on Academic Freedom and Tenure. The statement describes the importance of 

academic freedom, although not cowering in its belief that academic freedom is unalienable for, 

not only instructors and students as it applies to the dissemination of knowledge, but also to 

researchers in their quest for the “advancement of truth. ”  

There is a notable exception in the listing of endorsements of the 1940 Statement. In 

1966, the Association of Governing Boards of Universities and Colleges (AGB) chose to 

“commend” the statement rather than “endorse” it. While possibly a question of semantics, the 
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word choice appears to be a conscious decision of the AGB and indicates the organization does 

not value academic freedom and tenure to the same degree as their counterparts. A foreseeable 

obstacle, to academic freedom can be found in the decrease in tenure positions at American 

colleges and universities. Tenure is designed with the hopes of protecting academic freedom, but 

one could also argue that academic freedom can be attained without the guarantee of tenure.  

Tenure. The 1940 Statement describes tenure as a “means to a certain ends,” being 

interpreted as a mechanism to ensure the rights of academic freedom for professors. The 

Statement of Principles on Academic Freedom and Tenure 1970 Interpretive Comments argues 

that tenure can provide security of academic freedom by giving its recipients and probationary 

teachers with “freedom of teaching and research and of extramural activities” and “a sufficient 

degree of economic security to make the profession attractive to men and women of ability.”  

The AGB Statement does not directly deal with the concept of tenure, except to give those who 

have certain governing abilities in terms of their position as a stakeholder. They also point out 

the importance of including non-tenured faculty members in this category as well. While, the 

1940 statement also puts forth the idea that tenure also gives economic security in efforts “to 

make the profession attractive to men and women of ability,” there is a decline in talent entering 

the world of academia today compared to the 1960s (Abbott, 2002).  

Unlike academic freedom, tenure is currently facing more immediate and serious 

challenges, not the least of which is the decline in the number of tenured positions available at 

colleges and universities. There are many rationalizations for why this may be, such as it being a 

cost-saving method in hard economic times that often mean a rise in part-time instructors from 

the corporate world. This could be due to a greater concern and accountability that society and 

the federal and state governments are placing on the institutions. Perhaps there is difficulty with 
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a citizen understanding why members of the academy are afforded a type of job security 

described in the 1940 Statement, and he is not. However, it is a stretch to see that even though 

society becomes more distrustful and asks for more accountability from higher education, tenure 

will be a focus of contention.  

The structure dictates the ability of an institution to change or to adapt to ever evolving 

demands on the higher education system. Burton Clark (1983) begins his earlier higher education 

structural model by arguing that one must first take into account the concept of work when 

considering the topic. He argues that work, or action, is central to understanding of the system, to 

the point he entitles the chapter, simply as “Work”. As mentioned previously, Clark illustrates 

the importance of this work by stating that a division of labor serves as a core component of the 

higher education system. It is this division of labor that Clark uses division of labor concepts in 

accounting for the differences between the discipline and the enterprise.  

Discipline. The overriding concept of discipline in regards to the structure of higher 

education refers to the specialization that exists within the institution (Clark, 1983). Disciplines 

represent specialization, or “knowledge domain (Clark, 1983, p. 29)”. Disciplines also inherently 

fragment on an institutional level, but they also serve to unify specialists within the discipline. 

This union is not bound by the limits of geography because, as Clark put it, specialists speak the 

same language due to their common interest and expertise. This results in the profession of 

academics being grossly unique when compared to other fields.  

The divisiveness and fragmentation that occurs through specialization in disciplines is 

almost as long-lasting as the institutions themselves, and its importance does not appear to be 

waning. However, this longevity does not preclude disciplines from being able to adapt and 

evolve to changing environments. In fact, that the durability of such an exceptional system, adds 
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merit to any claim that asserts the adaptability of the disciplinary component of the higher 

education system. One example of such adaptation is the inclusion of new disciplines, such as 

women’s or minority studies during the latter half of the 20th Century.  

Enterprise. Enterprise refers to the individual institution and is often the focus of 

research in the field of higher education (Clark, 1983). Each institution has a unique mission and, 

although there overlap exists, the academic market demands a certain degree of individuality for 

each institution in location, subject matter, accessibility, or achievement. These enterprises 

become categorized by institutional type. There is no higher education model in the world that 

has more diversity in terms of institutional type than the American model of higher education 

(AGB Statement, 1998). This American model has served as the gold standard in global higher 

education today.  

 Division in academic enterprises often yields differentiation both within the institution 

and among those that shape the structure of the system. These divisions can be broken down by 

sections and tiers within the college or university, and sectors and hierarchies between them 

(Clark, 1983). Sections refer to fields of knowledge and can be understood through the general 

classifications such as a college of business that serves the location for academic disciplines that 

relate to the subject matter. The structural component of sections also includes the organization 

of such groupings such as departments within the college and even including the professional 

titles within the department (Clark, 1983). Clark uses tiers when referring to “vertical 

differentiation in organizations” (p. 49). This is generally sequential either in administration or in 

the academic world, and it could reference coursework or academic degree level; for example, a 

community college offering associate degrees versus a doctoral-degree granting research 

institution. Differentiations that occur between institutions are sectors and hierarchies. Sectors 
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refer to variance in institutional type, and hierarchies refer to a “rank” of institution (Clark, 

1983).  

To come full circle, the division of labor, which Clark (1983) articulates in the opening of 

this chapter, positions the system of higher education into a “plurality of well-rooted interests” 

(p. 28). In essence the higher education system is structured not to be a singular body moving 

unilaterally towards a solitary goal, but rather the summation of specialized components moving 

collectively toward individual goals. Clark (1983) expresses the point further by saying, “higher 

education must be centered in disciplines, but it must simultaneously be pulled together in 

enterprises (p. 32)”.  

This structure has withstood many critics who question the system’s ability to be efficient 

as well as its ability to adapt to current demands. It is, however, hard to debate the system’s 

effectiveness, or adaptability for that matter, when considering the longevity of the American 

higher education model. After all, institutions of higher education have been viable elements of 

our nation’s culture for longer than our nation has been independent. Additionally, higher 

education has responded to the growing demands from virtually every generation. The design of 

the complex structures of higher education organizations allows and promotes adaptability 

within colleges and universities. As Rosovsky (1993) argues, “A great virtue of this system is 

that it permits, even encourages, action based on careful consideration of the long run. Unlike 

most American businesses, universities are not at the mercy of quarterly profit reports. ” (p. 285).  

Integrated Entrepreneurial Culture  

As the final element of sustained change discussed by Clark, an integrated 

entrepreneurial culture represents a comprehensive approach to handling both change and the 

resulting aftermath. The role of marketing, the philosophy of higher education functioning as a 
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product, and the view that students are consumers all apply to the concepts of an integrated 

entrepreneurial culture. Although Clark quickly points out the often vague definitions of culture 

in higher education discussions and scholarship, he continues his assertion of culture being 

viewed as a sequential movement from idea and belief to culture and saga. Elaborating on culture 

as a representation of change, Clark argues that ideas must possess attainable qualities and be 

mobile in their pursuits of widespread adoption and implementation as a distinctive set of 

characteristics and circumstances.  

Sustaining Change in Universities also discusses the importance of evaluating not only 

the language or descriptions used but also, and perhaps more importantly, the daily practices of 

those involved with the change. Everyday realities are where lessons can be learned of those who 

have ventured down the road of change. To this point, Clark states, “Ideas about what should be 

done are little more than musings until they are made to happen” (2003, p. 90). Furthermore the 

act of establishing or evolving an institutional culture does not materialize through a speedy 

process. The development takes time to be rooted and transformative. Rushing the progression 

does not seem likely to be a realistic or successful tactic, and similarly with the concept of shared 

governance: effectiveness and efficiency related to one another are not mutually exclusive terms.  

Unlike the other elements, an integrated entrepreneurial culture cannot be not easily 

described through singular or simple strategies. Due to the nature and the complicated 

composition of institutional culture, integrating entrepreneurialism exists by including tenets in 

not only the everyday practices, but also in the larger plans and thought processes. Changing 

culture occurs through intentionality followed by action. As Clark states, “Culture is real when it 

is embodied. We understand what it means, beyond idle talk and wishful thinking, when we 

observe how it is grounded in such material elements as the other four pathways” (2003, p. 90).  
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Integrated entrepreneurial culture and higher education organizational concepts. 

Unique culture. Baldridge and company (1974) states that academic organizations are complex 

and that there are many things that set them apart from other organizations such as ambiguous 

missions, conflicting goals, changing and involved clients, and professionalized workforces. All 

of these things help differentiate the world of academe from the business world and the worlds of 

other organizations. Clark wrote, "the American system of higher education is highly diversified 

along the two basic lines of discipline and type of institution” (1989). These differences affect 

day-to-day life at a college or university, and they reflect more overarching themes of higher 

education in terms of governance.  

 Institutional type is a critical piece in characterizing universities and colleges. Just as it 

would be difficult to compare the effectiveness of Saks Fifth Avenue to that of Wal-Mart, the 

same can be said for Southern Union Community College, Harvard University, San Diego State 

University, and the University of Phoenix. No one would argue that Harvard and Southern Union 

have identical missions, methods for achieving their goals, clientele, or workforce. Yet literature 

tends to group institutions of higher learning together. This seems unfair to all types of 

institutions, because an organization has a right to be evaluated on its own merit, not to be 

merely compared against another institution that shares only the most basic of characteristics 

(Clark, 1989).  

 Ambiguity in mission plagues higher education in the literature, yet the lack of clarity 

generally comes from generalizing the higher education system as a whole. There is a great deal 

of difficulty in summarizing the mission when looking on such a grand scale. The more defined 

the institution, the more defined the mission can be. To carry the example even further, a Greek 

advisor at a large, public university would seemingly have a much easier task in defining his 
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department’s mission than the president of the same university would have in defining the 

mission of the entire university. There is a great deal of complexity, not only in higher education 

as a system, but also for the individual institution (Baldridge, et al, 1974; Birnbaum, 1988; Gross 

& Grambsch, 1974; and Kezar & Eckel, 2004), and more complex the institution, the more 

vague the goals become, which also results in more discord in terms of weighing goals.  

 The clientele also serves as an important consideration in differentiating between 

institutional types. Community colleges are not competing for the same students, faculty, or 

support staff as large, research focused universities, nor should they. Each type of institution 

serves a population that at times may overlap but is fairly distinguishable in terms of wants, 

needs, and expectations of the university (Clark, 1989). A student at a small, private liberal arts 

college generally does not look for the same things as a student earning a degree from a for-

profit distance learning program. This also rings true for the workforce at the institutions as well. 

A faculty member who values teaching a large course load consisting of mostly undergraduate 

classes is unlikely to be satisfied by a position operating in a “publish or perish” environment.  

Conclusion  

 The hallowed halls of the ivory tower are not untouched by their existence in an ever-

changing world and, although knowledge of the traditional organization of higher education 

institutions has value, so does the understanding of the evolution of higher education 

organizations. Birnbaum (1988) states the traditional system of higher education as “poorly run, 

but highly effective” (p. 3). The current challenges of higher education increase the difficulties 

for concepts such as of shared governance, and the standard of American higher education. 

These challenges arise due to the system being viewed as inefficient, yet despite criticism about 

institutional efficiency, or lack thereof. American colleges and universities can be heralded as 
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one of the oldest institutions in the country, in part, because of their complex organization and 

governance structure (Birnbaum, 1988; Kezar & Eckel, 2004; Talburt, 2005).  

 To understand how the organizational structure either supports or inhibits a 

transformational change similar to that prescribed by Clark, a student of higher education must 

first understand the structure. The American system of higher education becomes highly 

individualized at the state or institutional level. The structure which exists in higher education 

has been compared to herding cats and has been referred to as organized anarchy (Cohen & 

March, 1972). This organized anarchy occurs in higher education and remains due in large part 

to the multiple and ambiguous goals, such as teaching, research, and service, as well as varied 

constituencies, with students, alumni, government officials, and faculty as only few examples. 

This results in a structure with a loosely coupled system of shared governance. Although 

institutions of higher education can certainly be viewed through a rational or natural systems 

lens, overlap exists between the discourses. The open systems theory serves as the most 

applicable when studying the American higher education structure, especially when considering 

transformational changes.  

 Teaching, research, and service; the production and dissemination of knowledge; to 

empower citizens to the betterment of our society- these and innumerable others have been used 

to describe the mission of higher education in the United States. Little consensus has been found 

on how to verbalize the goals of these institutions and even less agreement on how these 

objectives become realized. This process breeds difficulties in terms of navigating through the 

often choppy waters of higher education. If a researcher views the process through a rational 

systems lens, then the progression becomes even clearer that this goal ambiguity serves as an 

obstruction to the change process. Although strategic planning might strive for a clearly stated 
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goal, the organizational structure does not. As Scott and Davis (2007) stated, goal specificity 

stands fundamental in adding rationality to organization.  

In conclusion, Clark’s work identifies the commonalities of successful institutional 

change. A diversified funding base, a strengthened steering core, an extended outreach periphery, 

a stimulated academic heartland, and an integrated entrepreneurial culture promote sustainable 

change. Although a sizable undertaking with considerable effects, institutions establishing these 

elements as components of change will be well served. As this dissertation moves forward, I 

consider the existence of these elements on one institution’s campus, and the following chapter 

describes how this research is conducted through a description of the research methods including 

a detailed account of the study’s setting and context and the research design.  
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CHAPTER THREE  

METHODS 

Research methods, context, and design serve as fundamental components of quality 

scholarship. Methodologist Yin (2009) describes the research process as first beginning with an 

explanation of the path the researcher will follow while also detailing how that path aligns with 

methodology. This path begins with a review of existing scholarship and a formulation of 

questions, and ends with a clear and precise description of the methods the study employs for 

data collection and analysis. Chapter Two of this dissertation acts as the former component of 

Yin’s recommendation and this chapter represents the latter. The researcher determines methods 

for collecting data, instruments utilized, means of data analysis, measures of the study’s validity, 

and approaches to ethical concerns. This research takes the form of an institutional case study 

with the project utilizing a variety of methods within the case. The research can then “focus on 

the complexity within the case, on its uniqueness, and its linkages to the social context of which 

it is a part” (Glesne, 2011, p. 22).  

An exploration into the role institutional policies has on university communities and the 

people and practices within them serves as the overarching purpose of this dissertation. 

Understanding micro level policies and giving a voice to the institutional stories drives the goals 

of this research and functions as a motivator of its design, methods, and context.  

These purpose and goals lead to three overarching research questions: 

1. How do institutional strategies and policies influence organizational change?  
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2. How does change through strategy and policy implementation influence a 

university’s people, practices, and future policies?  

3. Finally what factors influence a university’s ability to achieve sustainable change?  

To answer these stated questions, I conduct a qualitative dissertation focusing on organizational 

culture and institutional change. The dissertation develops with the purpose of telling the multi-

faceted story of a single institution.  

As higher education scholar, Keller (2004) points out, “vanity histories” occur frequently, 

but “American scholars of higher education have seldom ventured to study in detail a single 

institution’s policies, plans, people, and progress. Micro studies to investigate how one college or 

university conducts itself are extremely rare” (p. 110). This dissertation strives to do just that: 

function as a micro study detailing the policies, practices, and people of the culture or 

community. However, the goal is not to provide a sweeping endorsement or critique of the 

behaviors adopted by the university studied.  

This chapter begins with the rationale behind the decisions to conduct a qualitative case 

study. A detailed account of the context of the study in terms of site selection and access follows. 

The chapter continues with an outline of the research design which specifies not only how the 

researcher conducts the study, but also how these methods fit within the framework laid out by 

Clark (2003) in Chapter Two. Next, the chapter addresses issues of validity and trustworthiness. 

This chapter concludes with a review of the research methods being utilized in relation to the 

theoretical elements described in Chapter Two.  

Qualitative Work 

When considering the design of a research project, the questions of the study carry 

significant weight in determining the form and fashion the inquiry takes. This study’s questions 
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are predicated upon the recognition of the social phenomenon of human interaction through 

policy implementation. The subject dictates the study be designed to handle the complexities 

associated with it (Corbin & Strauss, 2008; Creswell, 2013). Following in this advice, this 

dissertation adopts the research design of a qualitative case study.  

A Case Study 

This dissertation, designed to be a qualitative institutional case study, seeks to answer 

three overarching questions, all of which focus on organizational change and the interactions 

within the university community. Institutional policies can be viewed as a catalyst for these 

interactions. Policies, people, and practices each play a role in the composition of the university 

community, and these components provide the logic behind using a qualitative research design. 

A qualitative research approach as defined by Creswell (2013) is,  

One in which the inquirer often makes knowledge claims based primarily on 
constructivist perspectives (i. e. , the multiple meanings of individual experiences, 
meanings socially and historically constructed…with an intent of developing a 
theory or pattern) or advocacy/participatory perspectives (i. e. , political, issue-
oriented, collaborative, or change oriented) or both. It also uses strategies of 
inquiry such as narratives, phenomenologies, ethnographies, grounded theory 
studies, or case studies. The researcher collects open-ended, emerging data with 
the primary intent of developing themes from the data. (p. 18)  

Creswell later describes qualitative research as a piece of fabric woven together with threads in a 

variety of colors, textures, and materials. A research problem that deals in the complexities of 

human interaction deserves a multifaceted design to handle the nuances of the study from the 

questions to the findings.  

Researcher Positionality  

The relationship between the researcher and the analysis functions as a major component 

of research design and methodology. For this project, I position myself as a scholar of higher 

education and student of policy analysis. I was drawn to the idea of policy and strategic analysis 
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during my doctoral coursework as a way of connecting my knowledge of higher education to my 

previous studies of political science. I believe the more localized a decision the greater potential 

for impact that decision has on the daily lives and operations that exist within a community. This 

belief serves as the theoretical assumption directing the entire project, and the reason I believe 

the project contributes to the larger body of higher education literature. Additionally, I recognize 

and position myself as both an outside observer of Delta University and the change being 

experienced, as well as an inside participant due to the fact that I have both been a student and 

employee of Delta U. I have had a pre-existing relationships with in the form of peers, 

colleagues, and friends with many of the participants in the research interviews. The 

inside/outside perspectives afford me the opportunity to apply my own observation and 

experiences to analyze the data.  

Context 

Along with the research methods, the context of the study plays a fundamental role in the 

application of the research in policy, practice, and further scholarship. As stated in Chapter One, 

this study explores Delta University and its significant enrollment growth experienced in the last 

decade. The institution’s student population has grown more than 60% in ten years largely 

drawing on out-of-state recruitment.  

Setting and Site Selection  

 Delta University, located in Alpha City and the state’s flagship institution, serves as the 

site for this case study. Delta U, established by state constitutional provision has a mission 

stating teaching, research, and service while serving and advancing the people of the state (Delta 

U, 2012). Offering bachelor’s, master’s, and doctoral degrees in over 200 fields of study as well 

as a nationally recognized Law School and Honors College, Delta U has consistently ranked as 
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one of the nation’s top 50 public universities by U. S. News & World Report (Delta U, 2012).  

 Based on the most recent reports for the Fall 2014 Semester, Delta University, a senior 

comprehensive doctoral- level institution, currently serves 34,852 students (29,443 

undergraduate and 4,851 graduate) marking a 5.8% increase from the previous year and a 81.1% 

increase since fall of 2001 (Delta U, 2014). This enrollment growth supplies the change at the 

foundation of this line of research inquiry. This dissertation seeks to address the policies that led 

to the enrollment growth, the implementation of these policies, and the sustainability of the 

enrollment growth over time. To focus on these concerns, this chapter turns first to the 

enrollment growth itself and then to the university’s structure and administration.  

University Enrollment Growth. 

According to the 2001-2002 Delta University Factbook (Delta U, 2002) in 2001, Delta U 

enrolled 19,171 students (15,206 undergraduates, 3,340 graduate students, and 625 first-

professional students). Of those enrolled 74.4 percent were in-state students, and 4.6 percent 

were international students. Delta U’s female student population represented 53.1 percent, and 

minority students comprised 16.2 percent of the student population. There were 2,423 first-time 

freshmen (601 out-of-state) on Delta’s campus that fall, 33 of which were National Merit 

Scholars. The average ACT composite score of the entering class was a 23.6. Delta U accepted 

78.8 percent of their applicants and enrolled 30.8 percent.  

Comparatively, the most recent Delta U Factbook, featuring 2013-14 statistics, reports an 

enrollment of 34,852students (29,443 undergraduate and 4,851 graduate and first-professional). 

Of those enrolled in the fall of 2013, 53.2 percent were in-state and 4.4 were international. The 

student enrollment consisted of 54.6 percent female and 23.03 percent racial minority. There 

were 6,478 entering first-time freshmen, 3,731 of which were from out-of-state. The average 
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ACT composite score for the entering class was 26.2, and the class boasts 126 National Merit 

Scholars. The university accepted 56.5 percent of applicants and of those accepted enrolled 37 

percent (Delta U, 2014).  

Figure 3.1: Enrollment Comparison 2001 and 2013 

 

In 2001, Delta U offered 84 undergraduate degrees and 134 graduate and professional 

degrees. In-state undergraduate and graduate tuition was set at $3,292 per year, with out-of-state 

for both being $8,912. Also in 2001, 30.7 percent of the total Delta U revenue was sourced by 

state appropriations. Delta U claims a faculty of 1,075 (889 full-time, 186 part-time) with an 

average salary of $58,934 for full-time faculty members across rank and discipline. 

 2001 2013 

Total Enrollment 19,171 34,852 

Undergraduate/Graduate 
and Professional 

Enrollment 

15,206/3,965 29,443/4,851 

In-State/Out-of-
State/International 

Percentage 

74.4%/21%/4.6% 53.2%/42.4%/4.4% 

Male/Female Percentage 46.9%/53.1% 45.4%/54.6% 

Percentage of Racial 
Minority Students 

16. 2 23. 03% 

Number of First Time 
Freshmen 

2,423 6,478 

Number of Out-of-State 
First Time Freshman 

601 3,731 

Average ACT Composite 
Score 

23.6 26.2 

Acceptance Percentage 78.8% 56.5% 

Enrollment Percentage 30.8% 37.0% 
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Comparatively, the university offered 81 undergraduate degrees and 132 graduate and 

professional degrees in 2013. In-state tuition for both undergraduates and graduate students was 

$9,200 annually and $22,950 for out-of-state students (Delta U, 2014). State appropriations 

funded $140,699,910 or 14.4% of the revenue for Delta U in 2012-2013 (Delta U, 2014). The 

2013 Delta U faculty features 1,801 members (1,252 full-time, 549 part-time), and the average 

salary of a full-time faculty member regardless of rank or discipline in 2013 was $90,235 (Delta 

U, 2014).  

The institution significantly increased enrollment while simultaneously increasing the 

academic standard for admissions. The university also elevated the percentage of minority 

students and female students served by the institution, and more than tripled the number of 

National Merit Scholars attending the university. Additionally Delta U raised the number of 

faculty members and their respective salaries. All of this was accomplished despite a downturn 

in the economy and a decrease in state appropriations. The university appears to have most of the 

financial burden placed on the cost of tuition, specifically on out-of-state tuition.  

Organization and Leadership. Seven divisions comprise the structure of Delta 

University’s organization: The Office of the President, Academic Affairs, Advancement, 

Community Affairs, Financial Affairs, Student Affairs, and Research and Support Programs. 

Figure 3.2 illustrates this structure and the divisional responsibilities.  

 The most influential element of Delta University’s organizational leadership is the 

president. Early in the decade being studied, the institution saw a shift in leadership with the 

transition of a new person in this role. Dr. Bill Smith came to the university in 2003 as its 

president, and remained in that position until 2012 when he was named Chancellor of Delta 

University system. Smith served as a member of the faculty and an administrator within another 
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state’s university system’s college of business, and he came to Alpha City with a mission and 

strategic plan to both grow the university’s enrollment and academic standing.  

Figure 3. 2 Delta University Organizational Structure 

Division Responsibilities 

Office of the President Chief Executive Officer 
Academic Affairs Administering and directing university policies and 

procedures related to teaching, research, and service 
Advancement Fundraising and building relations with alumni and 

other potential donors 
Community Affairs Building and improving relations with the local 

community and state 
Financial Affairs Managing and allocating university assets.  

Student Affairs Developing and managing the student experience and 
resulting learning opportunities existing outside the 
classroom 

Research and Support 
Programs 

Supporting  faculty, staff, and students in the pursuit 
and administration of externally funded grants and 
contracts, in compliance with the requirements 
established by Federal and State laws, sponsor rules 
and regulations and University policies and procedures 

  

Under his leadership, enrollment reached record levels and now numbers more than 

35,000. The improvements made in the academic quality and standing of the university also 

serve as a noteworthy change the university has experienced during the last decade. For example, 

the university now ranks within the highest echelon of public universities in the enrollment of 

National Merit Scholars.  

Research Design 

This research seeks to fill a gap in higher education literature by examining the 

relationship between policies and practices at the institutional level and the people within the 
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university community. To accomplish this goal I conduct a qualitative case study as the research 

design, and following with the tradition of qualitative work, this study strives to tell the story of 

institutional culture.  

1. How do institutional policies influence organizational change?  

2. How does the change through policy implementation influence a university’s 

people, practices, and future policies?  

3. Finally, what factors influence a university’s ability to achieve sustainable 

change?  

The story-telling of this work focuses on these questions; however, this work does not serve as a 

“show-and-tell” or a “how-to” piece of scholarship. In fact, the research possesses the potential 

to do quite the opposite. As Geertz (2001) argues, the process of research does more to expose 

problems than to develop solutions for them.  

When studying organizations, particularly institutions of higher education, the subject 

matter can be cumbersome and intimidating given the intricacies described in Chapter Two. 

Therefore, scholars turn to research designs equipped to handle the complexity of the study. A 

qualitative institutional case study serves the needs of this project because of the method’s ability 

to delve deeply into the culture of the organization although possessing the capacity to adapt, as 

dictated by the findings.  

In particular, case studies, common in education research, give scholars the opportunity 

to study social phenomenon in a meaningful way. Yin (2009) describes this research design with 

a two-pronged definition. He states, “A case study is an empirical inquiry that investigates a 

contemporary phenomenon in depth and within its real life context, especially when the 

boundaries between phenomenon and context are not clearly evident” (p. 16). He follows this 
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statement by describing case studies as lines of inquiry which rely on multiple sources of data 

coming together through triangulation.  

As described in earlier chapters, Clark’s 2003 work, Sustaining Change in Universities: 

Continuities in Case Studies and Concepts, provides the conceptual framework for this study and 

therefore serves as a guiding force in not only in the development of the study, but also within 

every stage of the project’s implementation process. In his study, Clark identified common 

elements for achieving sustainable change among the institutions he studied. While Clark’s work 

delves into the nuances of multi-site and international studies of colleges and universities, this 

research utilizes his framework within one case study, a large research institution in the United 

States. By focusing on a single institution, this research applies the conceptual framework by 

searching for the presence of the key elements which Clark’s work determined as indicators for 

sustainable change. The following sections illustrate the role the conceptual framework plays in 

the various stages of the research process: data collection and analysis as well as the reporting of 

findings which occur in Chapter Four.  

Data Collection 

In order to answer the research questions, this dissertation utilizes multiple methods for 

collecting data. These methods include interviews and document analysis. Glesne (2011) states 

these forms of data collection are the most common among qualitative projects. She then 

supports triangulation as means of validation, due to the confidence a researcher gains from 

gathering consistent data from multiple sources.  

Semi-structured one-on-one interviews with university faculty, staff, and administrators 

function as the primary source of data for this study. Glesne (2011) cleverly describes 

interviewing as the act of “getting words to fly” (p. 102). She further explains that interviewing 
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informs the researcher with which they cannot see. The interviews capture the participants’ 

words and enable the use of “thick descriptions” (Geertz, 1973) which ensures the voices of 

those participants can be heard.   

The research follows a semi-structured format in order for the interviews to have a 

conceptual focus which Kvale (2009) describes as being in search of clarification, and the 

interview protocol reflects the purpose of the interview. Chamaz (2010) argues in favor of this 

type of interviewing as both “open-ended yet directed, shaped yet emergent, and paced yet 

unrestricted” (p. 28). For this dissertation, I conducted approximately 20 semi-structured 

interviews with members of the university’s community, including but not limited to faculty, 

staff, and administrators. In accordance with The University of Alabama’s Institutional Review 

Board, these interviews were recorded with permission from the interviewee, and were 

transcribed verbatim.  

Interview Participants. In selecting the participants to be interviewed for this study, the 

research focuses on administrators’ and staff members’ experiences within Delta U during this 

period of change and Clark’s Key Elements. Administrators and staff members whose work was 

connected to each of these areas based on their current or previous positions at the university 

were selected to interview based on access, availability, and interest. I also targeted individuals 

for participation who worked in areas of student affairs, financial affairs, and student services 

within academic affairs to gain a better understanding of how these elements may have evolved 

with the changing campus. Snowball sampling was also used to identify other participants.  

Figure 3.3 illustrates those who participated in the study and the role they served within 

the university’s structure at the time they were interviewed, and how each participant was 

selected based on how their work related to Clark’s Key Elements. The figure also abbreviates 
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each element by their respective initials.  

Figure 3. 3 Interview Participants Related to Clark’s Key Elements 

Interview Protocol. In order to answer the first two research questions, the protocol 

reflects questions of how the enrollment growth came to be and how this growth influenced the 

daily practices within their unit. Additionally, both the interview participants and the questions 

Interview 
Participant 

University Role  

Abigail Michaels  Assistant Dean of Honors College  SSC, EOP, SAH IEC 
Amy Jansen Assistant to the Vice-President of 

Student Affairs 
SSC, IEC 

Betty Ortiz Director of Communications for the 
Honors College 

SSC, SAH, IEC 

Bill Smith Former Delta U President All 5 elements 
Brooke Griffith Assistant Vice-President for 

Financial Affairs 
DFB, IEC 

Elizabeth Cook Director of Honors College 
Program, retired 

SSC, SAH, IEC 

Jenny Davis Coordinator of Honors College 
Program 

SAH, IEC 

John Martin Assistant Dean of College of Arts 
and Sciences 

SSC, SAH, IEC 

Lee Jones Associate Vice President of 
Student Affairs 

IEC 

Luke Donaldson Vice President of Student Affairs DFB, SSC, IEC 
Lynda Barnes Vice President of Advancement DFB, SSC, IEC  
Emily Mallory Assistant Director for the Career 

Center 
SSC, IEC 

Mandy Dale Associate Vice President in 
Financial Affairs 

DFB, IEC 

Mark Peters Dean of Honors College All 5 Elements 
Randall Jackson Dean of Students DFB, SSC, IEC 
Allison Nichols Assistant Director of Housing  SSC, IEC 

Sam Morris Student Services Coordinator in 
Honors College 

SSC, SAH, IEC 

Sarah Rogers Associate Vice President for 
Student Affairs, retired 

EOP, IEC 

Stacy Sellers Director of Student Recruitment for 
the Honors College 

DFB, SSC, SAH, IEC 

Steve Brown Executive Director for the Career 
Center 

SSC, IEC 
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asked are shaped by the five key elements of sustainable change for colleges and universities as 

suggested by Clark (2003). The general interview protocol for this study can be found in 

Appendix A, and specific questions related to each of the targeted groups interviewed were 

asked and those additional protocols are discussed in the following section.  

Though Clark does not say that all of the key elements must be present for an institution 

of higher education to achieve sustainable change, their existence within the campus 

organization does maximize the opportunity for sustained change. For that reason, this study 

seeks to answer the research questions by targeting specific areas of Delta University’s campus 

which are closely related to Clark’s elements: a diversified funding base, a strengthened steering 

core, an extended outreach periphery, a stimulated academic heartland, and an integrated 

entrepreneurial culture. Examples of these questions include: What, if any, efforts have been 

made to increase a diversity of financial support for your unit; how has your job title and 

responsibilities changed over the last ten years; has the university provided you with informal or 

formal training or mentorship opportunities; has your job evolved, and if so, in what ways; has 

the enrollment growth influenced your professional relationships outside of the university; and 

what role do you see consumerism playing within the policy decisions of the university? 

Clark’s (2003) key elements serve as the focal points of the interviews to be conducted, 

and the protocol found in Appendix A reflects this focus. There is an increase in focus on 

experiences related to a diversified funding base for those individuals who work in financial 

affairs and advancement. The existence of a strengthened steering core served as a focal point for 

those at the highest levels of administration and those who are at mid-level positions. An 

extended outreach periphery was discussed more in depth with those who work with populations 

outside of the campus community; a stimulated academic heartland was a point of emphasis for 
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those working in academic affairs. Due to the nature of the element, each participant was asked 

questions related to the presence of an integrated entrepreneurial culture. The interview follows a 

semi-structured approach which allows the researcher latitude in terms of evolving the protocol 

as interviews progress; therefore questions were added, subtracted, or altered in the process. This 

responsiveness creates the opportunity for the data collection process to be fluid and situational 

throughout the course of the study.  

Data Analysis  

Upon the completion of the first interview, I began the process of analyzing the data as 

applied to the research questions. Essentially, this stage of research centers on organizing or 

making meaning from the materials collected. Data analysis for this study exists throughout the 

research process with interview transcriptions, memos and the subsequent coding of data. The 

thematic analysis of the study applies to the process where a researcher sifts through the data 

collected searching for patterns (Glesne, 2011; Charmaz, 2010). The analysis operates as a 

reflexive process. Data coding serves as a critical component of the analytical process, and is 

referred to by Charmaz (2010) as “the first analytic turn of grounded theory” (p. 42).  

Although the coding process begins with open coding, a more loosely defined process, 

the study utilizes axial coding as the primary means of data analysis for this project. Axial 

coding, both deductive and inductive, organizes data by relating themes and patterns to one 

another to establish patterns and emergent themes among the data and follows a constant 

comparative method of analysis (Corbin & Strauss, 1998). The process of axial coding occurs 

through converting raw data into concepts and themes answering one or more of the following 

questions: “When, where, why, who, how, and with what consequences” (Corbin & Strauss, 

1998, p. 125). In accordance with the theoretical frame of Clark’s 2003 work, the initial themes 
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for coding are defined by the five key elements of Sustaining Change. These themes establish 

whether Clark’s patterns for sustainable change are present within Delta University’s enrollment 

growth.  

Validity/Trustworthiness. In research, scholars are judged on the merit of their findings, 

and the credibility in which they are received. Kleinsasser (2000) explains that good data exists 

when researchers meet the benchmarks for validity. In efforts to ensure trustworthiness and 

validity within the project and the resulting findings, data analysis is achieved through the 

continuous dialogue with the interview transcripts, and document analysis research (including 

board meeting minutes and other public records of the university). Charmaz (2010) states, 

“Comparisons between field notes and written documents can spark insights about relative 

congruencies - or the lack of it - between words and deeds” (p. 38). Member checks of the two 

groups of data result in the knowledge needed to identify the characteristics that tell the 

institution’s story in a way that gives the people within the community voice and 

acknowledgement. Additionally, the interviews were peer reviewed by a colleague completely 

external to the Delta University community.  

Conclusion 

Although qualitative work and case studies in particular afford the researcher an 

opportunity to be adaptable in the presentation of data, the work must also be tethered to 

theoretical underpinnings. How a researcher views and defines their research in relation to the 

world in which it exists bears impact on the study. This research aligns with the tenets of a 

constructivist approach to educational research of this nature. Magoon (1977) describes this as he 

states, “A constructivist approach, in brief, amounts to a refocusing of educational research on 

another part of the schooling phenomena and consequently taking an approach to it that is called 
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ethnographic; that is, an extensive descriptive and interpretive effort at explaining the 

complexity” (p. 652).  

As stated at the beginning of this chapter, the methods, context, and design of research 

serve as fundamental components of quality scholarship and research. This importance requires 

thoughtful selection of the research process at every turn and level. For this study, the research 

relies on qualitative case study methods for research inquiry. The study, conducted on the 

campus of Delta University, uses the institution’s enrollment growth as a study in change in 

higher education by employing a conceptual framework put forth through work of scholar, 

Burton Clark. These decisions served as the foundation for the study as the research moved 

forward. Chapter Four reports how these decisions led to the data findings related to both the 

overall changes experienced within Delta U and how Clark’s elements can be linked to the 

institution.  
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CHAPTER FOUR 

DATA FINDINGS 

Grounded in a conceptual framework established through the work of Burton Clark 

(2003), this research explores the dynamics associated with organizational change within an 

institution of higher education, and how the impact of change can be sustained over time. As 

described in Chapter Three, this exploration takes the form of a case study seeking to answer 

three overarching questions: 

1. How do institutional strategies and policies influence organizational change?  

2. How does change through strategy and policy implementation influence a 

university’s people, practices, and future policies?  

3. Finally what factors influence a university’s ability to achieve sustainable change?  

 Using these research questions as a guide, this research is driven by an in-depth 

exploration of 10 year history at large, public research university. For the purposes of 

confidentiality, this university is known as University of Delta (or Delta U). During this time 

period the university experienced significant change within its organizational culture including 

changes in presidential leadership and an enrollment growth of more than 65%. This research 

utilized individual interviews and data analysis as the primary tools for data collection. As the 

collection of data concluded, the research began moving into its analytical stage where a series of 

findings emerged from the data. This chapter reports these findings.  

 The chapter begins with an overview of the change experienced by Delta U during the 

period of examination. This overview includes personal accounts, perceptions, and experiences 
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of those interviewed as well as data analysis of university documents and public records. The 

chapter then begins exploring how the data’s findings relate to the conceptual framework of the 

study. Clark’s work suggests the presence, or lack thereof, of five key elements serves as an 

indicator for sustainable institutional change in colleges and universities. The elements include a 

diversified funding base, a strengthened steering core, an extended outreach periphery, a 

stimulated academic heartland, and an integrated entrepreneurial culture. Each of these elements 

served as catalyst for examination in data collection in this research to determine if their 

presence existed at Delta U and, if so, in what context.  

 This chapter explores each element individually as they pertain to Delta U and the 

relationship between the elements and Delta U’s organizational culture. Beginning with the 

element of a diversified funding base, the research examines the relationship between Delta U 

and state funding, the recruitment of out-of-state students, and Delta U’s most recent capital 

campaign. Continuing with the concept of a strengthened steering core, the research explores 

Delta U’s presidential and senior leadership, new hires, professional development amongst 

faculty and staff, and collaborations at Delta that cross traditional departmental and divisional 

boundaries. An extended outreach periphery serves as the basis for an investigation of the town 

and gown relationship in Delta, external relationships/partnerships with the university, and 

external perceptions of Delta U.  

 Academic values at Delta U drive the exploration of a stimulated academic heartland. 

Collaborations that cross the traditional departmental and divisional boundaries of the academy, 

the establishment of the Honor’s College, the university’s rise in national academic prominence, 

and the divisional and departmental expectations related to fundraising and development 

continue the exploration of whether Delta U possesses a stimulated academic heartland. The 
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individual exploration of Clark’s elements at Delta U closes with a reflection of consumerism at 

Delta U in relation to the existence of an integrated entrepreneurial culture at Delta U. The 

chapter concludes with a collective look at Clark’s elements and how their existence becomes 

intertwined at Delta University.  

An Overview of Change at Delta University  

 As described in Chapter Three, the past decade served as a period of remarkable growth 

and change at Delta University. According to the research participants of this study, the need for 

a new president at the university in 2003 provided an opportunity for change, and the selection of 

Matthew Smith as that president served as the initial means for the growth to occur. The 

institution’s student population grew by more than 60% in the ten years following Smith’s arrival 

to Delta, and the enrollment continues to grow each year since Smith’s departure from the 

presidency in 2012. Delta U, which had grown accustomed to an enrollment hovering just under 

20,000 students for the better part of the last century, now boasts of a student population of more 

than 35,000. Although this research explores largely how the rise of enrollment growth has 

impacted the perceptions of those who work as members of Delta U’s faculty, staff, and 

administration, specifically looking for indicators of change sustainability, the following section 

outlines how the change has impacted Delta U in a broader context.  

Population Growth and Evolution 

As outlined in Chapter Three, the student population of Delta University in 2001 

consisted of 19,171 students. In-state students comprised 74.4% of the student body, and the 

average ACT score of admitted students was a 23.6. By 2012, the student population had grown 

to 33,602, with a freshman class of 6,397. Out-of-state students comprised 52.24% of the 

freshman class, and the class’s average ACT score was a 25.9. This impressive growth did not 
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occur through happenstance and the following section outlines Delta U’s administrative strategy 

and response to the growth in student population.  

 Administrative strategy and response. As the student body of Delta evolved, the 

culture of the university shifted as well. According to the majority of interview participants, the 

administration of the campus worked intentionally to be responsive to the developing needs of 

the transformed campus. This is articulated by John, who works at Delta U in upper 

administration for an academic college, who argues the university is reactionary, yet responsive 

to the changing needs of campus. He illustrates this point with an example of the college 

utilizing an online degree application system. The online catalog and different forms of 

technology have allowed the administrative functions of the college to bend trends and move up 

with the growth of the enrollment.  

 Though not every participant agreed that Delta U stays ahead of the evolving needs, there 

is consensus that the institution is taking the necessary measures to be responsive. The following 

interview excerpt from longtime Delta staff member Lee, illustrates this school of thought: 

It seems like we are always at least a half step behind and in some places we are 
more than that. Chiefly in student affairs because the academic engine had to 
grow at a faster rate than some other areas of the university, because you can’t 
have students if you don’t have them in classrooms… Some of the services we 
have had to be more creative in how we delivered our programs and services and 
we are still at least a half step, if not two steps back from where we need to be… I 
think we are much faster now and try to be more proactive than reactive, but it is 
hard to stay on your toes all the time. There is never downtime anymore. It used 
to be there were certain times of the year where we could stop and take a breath 
and gather our thoughts before we started full steam ahead again. There is no such 
thing, anymore. It is now full steam ahead every day, almost 7 days a week and it 
doesn’t stop.  

 Student interactions. As the student enrollment grew, there were questions of how the 

increase in the number of students would impact the work of those individuals who work as 

faculty, staff, or administrators at Delta U. To address these questions, interview participants 
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were asked, first, to describe their involvement with students, and then, to communicate how that 

involvement has changed with a larger student body. Although many of the high-ranking 

administrators did not report a significant change related to student involvement, the entry and 

mid-level staff members did express a noticeable difference in their interactions with students. 

This difference was expressed by two interviewees. The first comes from Jenny, a staff member 

of Delta U’s Honors College, as she describes the efforts being made in her area to keep up with 

the changing campus. She argues that she has observed a feeling on campus where everyone 

feels like they a running behind and trying to catch up. She states that students are made 

promises during the recruitment stage, and the university is doing everything in their power to 

deliver on those promises, but sometimes the process of meeting those needs and expectations 

takes longer than anticipated.  

Another interviewee participant from the Honors College describes the impact of the 

enrollment growth as a challenge. She argues that we recruit students by telling them all that 

Delta U can offer them. It becomes the administrative challenge, and it is a task that is held with 

high regard. A pressure to deliver on these promises exists and, as the enrollment increases, the 

challenge becomes more difficult. She does maintain that despite the difficulty, delivering first-

class service to meet the needs and expectations of students serves as a top priority for Delta.  

General Perceptions. At the beginning of their interview, each research participant 

responded to a series of questions which address their own perceptions of the enrollment growth 

at Delta U and how this growth has impacted their work at Delta U. This section of data reports 

those findings as organized around themes of overall interpretations, evolution of work, and 

organizational culture.  

 Overall interpretations. The research participants’ overall interpretations of the 
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enrollment growth of Delta U were overwhelmingly positive with every respondent making 

comments that linked the growth to optimistic and constructive institutional development. The 

following excerpt depicts this positivity: 

 Jenny described the impact of growth in this way: 

I have certainly seen it kind of in the pace of the campus changing. Just in the 
short time that I have been here, I feel like things move a little bit faster and there 
is constantly growth both physically and in other areas here on campus. I think 
that the culture has certainly started to shift because of the larger numbers. 

 And finally, President Bill Smith articulated his goal for the changes in campus, as he 

describes what drew him to Delta U. Smith stated the university board members’ desire to see 

Delta U rise in national prominence and become a truly national university served as the primary 

motivation. In a previous role at another institution, he had experience elevating the business 

school from region status to nationally ranked and highly regarded on the MBA and BBA levels. 

Smith believed that a similar effort expanded to an entire university would provide him with 

challenging and interesting work .  

 However, not everyone felt the growth to be a universally appealing change. John 

describes his perceptions of some members of the faculty and their feelings on the changing 

campus, by arguing the academic community on campus was most critical of the changes and the 

growth of the student population. He states that the faculty arrived at this criticism due to 

laziness or lack of buy-in with the administrations’ methods or goals. He believes the faculty’s 

motivation for concern rested in their interest in the integrity of the academic experience and the 

faculty/student ratio. He demonstrates his point with an example: Delta’s English 101/102 

courses typically have 24 students for non-honors section, and the faculty believe that is 

excessively high. Delta U utilizes some large courses, and to the departments’ credit, they try to 

to make it more intimate and localized, but John says that is the basis of their argument. The 
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faculty cannot keep doing more with less or else the university will provide less to more. 

 Evolution of work. Despite the positivity of enrollment growth, many participants spoke 

about how this increase in size has impacted their work. As mentioned earlier, the growth had a 

direct impact on the interactions entry- and mid-level employees experience with students. The 

increase in the student population also impacted work in other, more indirect ways as well.  

 And John added dimension to the concept of how work at Delta U has evolved with the 

changing student population, when he said, 

The average ACT for the incoming freshman Fall 2013 was at 25. 8 and that is up 
from around a 22 when I first got involved with recruitment around 2006. That 
sounds good when you are going to high school guidance counselor briefings and 
when you are going to new areas to share your spiel…. The students that I worked 
with this year at orientation, I would say the average incoming freshman had an 
average of 40 credits. They are not freshmen, they are first time students of Delta, 
but they are sophomores. One student, John James from Atlanta, he has 96 hours 
as a freshman. It is unbelievable what some of these students are bringing, but it is 
opening up the opportunity for them to optimize their four year scholarship to get 
dual degrees or a master’s degree in the same amount of time. In response to that, 
we have opened up the Stem MBA program that allows students to do a four year 
science degree and the one additional year MBA. That is one example and there 
are other learning communities.  

 Organizational culture. Additionally, the impact of the enrollment growth on the overall 

organizational culture became a point during the research interviews. Again, the perceptions of 

those interviewed are positive, and the majority of the participants highlighted examples of 

progressive change in campus culture. Lynda, a senior administrator in development at Delta U, 

argues that the evolving student population has impacted the culture of the administration as 

well. She argues that prior to the enrollment growth; Delta U possessed a very small town culture 

that limited the institution’s ability to advance and hindered productivity. She theorizes tha,t as 

the university grew in enrollment and prominence, the organization’s culture would respond by 

becoming more cosmopolitan and more refined, similar to that found in sophisticated 

corporations in the business world. Lynda stated that although she believes that the response has 
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been slow to take hold in the culture of Delta, she has seen signs of progress, and she credits the 

enrollment growth and the leadership of Delta with moving the institution forward.  

A Summation of a Changing University  

 Delta University’s faculty, staff, and administration have had an up-close view of the 

growing and evolving student population. Their accounts of this transformation have been 

varied, but they feature a predominantly upbeat and hopeful view of the growth and the 

institution’s future. Described by one interview participant as a period of transformational 

growth, Delta U has seen and responded to a growing and evolving student population. These 

changes have generated a sense of prosperity among the institution’s faculty, staff, and 

administration. Although a feeling of unfinished business exists among the Delta community 

regarding an ongoing progress that still needs to occur on campus, there appears to be a 

consensus among those interviewed that the institution is making forward progress in efforts to 

maximize resources and prestige, while also adapting to meet the changing demands of society 

and its community.  

Delta University and Clark’s Key Elements  

A Diversified Funding Base 

 An institution with a diversified funding base represents a college or university with 

access to financial resources through multiple sources, according to Clark. This was the first 

element of sustainable change outlined by Clark and serves as a primary means for change 

sustainability over time with institutions of higher education. The following section examines the 

existence of a diversified funding base at Delta U during this period of transformative change at 

the university. The research explores the funding sources at Delta U, and the following report 

organizes these findings around three themes: state and government funding, recruitment of 
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students, and fundraising through development and a capital campaign.  

 Delta U and the state funding. Although Delta University has had multiple sources for 

financial resources including tuition dollars, private donations, and grants, as a public institution 

the majority of its funding has been dependent on state contributions. This section explores the 

relationship between Delta University and the state government, first through a data analysis of 

how state funding for Delta U has evolved over time. Then, I report Delta U administrative 

perceptions and responses to this state funding evolution.  

 The evolution of state funding for Delta U. Public institutions of higher education 

reports a continued drop in state funding dollars beginning in the 1980s with the expansion of 

Medicaid, with an increased drop during the nation’s most recent recession (Tandberg, 2010). 

Delta U serves as no exception to this trend. Delta U President during this time of growth 

reported that Delta U had received “58 million less than we did five years ago when we had 

several thousand fewer students.”  

 Smith does not respond to the state funding shortfall with a complacent spirit. He argues 

that universities need to be willing to evolve with their changing environment, and that 

administrators need to think creatively and strategically to adapt and survive. This sentiment was 

expressed when he said, 

We have a very aggressive instate recruiting effort. We do not turn away any 
qualified Alabama resident. That will create a challenge if we decide to stop 
growing. If you say we are not going above 35,000, and demand continues to 
increase. How do you say no? Do you base acceptance on test scores and grades? 
Do you say yes to a bright non-resident student and no to an average state 
student?  Fortunately we are not there yet. So we recruit aggressively. The one 
thing that would kill us with the state legislature is if they ever thought we were 
turning away qualified state students to get the non-resident tuition.   

Recruitment of students. One method Smith utilized to overcome the state funding 

shortfall was found in increasing student enrollment and, thereby, increasing the amount of 
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resources coming into the university in the form of tuition dollars. Smith’s strategy not only 

serves as an answer to the lack of state funding, but the growing student enrollment functions as 

the catalyst for the period of transformative evolution Delta U has experienced during his 

leadership. This next section reports the findings of the research related to the recruitment of 

students, by first exploring the strategy of growing the student enrollment, then looking at 

specific targets for growth, and concluding with a report of how the growth has had additional 

effects on the campus culture.  

 Growing the student population. As a focal point of the interviews, all of the participants 

shared their perceptions and opinions of the student enrollment growth and the impact it has had 

on the Delta U’s campus and community. Although these perspectives are reported throughout 

this chapter, this section focuses specifically on how the increased number of students has added 

additional funding to the Delta U and how this increase has assisted in Delta U’s efforts to 

weather the financial storm many other institutions of higher education experienced during the 

latest recession.  

 When asked about the financial benefits of a larger student body, Lee said, 

I think there is a realization that in order for this institution to keep moving 
forward, there had to be a change in the way it was funded and the change was not 
going to happen at the state level. This is why we do as much as we can in the 
advancement area; that was a part of the difference. The only other opportunity 
we had was to increase our tuition and increase the numbers of students and 
increase the percent of out of state students. We had the capacity, I mean, we had 
been teaching the majority of the classes between 9am and 2pm., so we had a 
huge plan that was huge capacity, we just needed to bring the numbers in to take 
full advantage of our physical plant.  

 Specific targets for growth. Smith’s approach to enrollment growth did not include a 

haphazard strategy of recruiting students indiscriminately; rather, he worked with a team of 

professionalized admissions and recruitment administrators to grow the student enrollment 

largely through specifically targeted out-of-state students. Interview participants observed that 
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out-of-state enrollment began growing with students from large states in Delta’s region including 

Texas and Georgia, and then the enrollment continued to expand with regional recruitment 

taking place across the nation. This expansion was made clear when Vice-President of Student 

Affairs, Luke Donaldson, shared that last year’s incoming freshman class included at least one 

student from each of the 50 states for the first time.  

 Other perceptions of the out-of-state student recruitment processes were shared. This 

includes, one research participant, who has experience in student recruitment at Delta, as he 

stated, Delta has seen the out-of-state recruitment be so significant that it changes the framework 

of ‘What is Delta U?”. The institution does a big spiel and presentation and then, at the end, they 

open for questions. A lot of the questions are culturally based. People who have not considered 

Delta before are doing so now because the university is going out and placing recruiters in 

different states and, Delta keeps bringing them in and opening their mind to new ideas.  

Additionally, Jenny shared her perspective of the snowball impact of student recruitment 

by saying, 

It would be my guess that as more students go through the program and are either 
excited about their experience, happy about their experience, feel that it was a 
positive experience, they may be working as little ambassadors, recruiters 
themselves, to pull in peers from their schools. We have had, and this is certainly 
not research, but we have had quite a growth in the number of applications from 
certain schools, based off of where some of our fellows have come from. I think 
that is probably partially honors students themselves, but maybe guidance 
counselors who are not familiar with the program and that that might be the only 
way that we are directly impacting (recruitment).  

 A diversified funding base at Delta U. A diversified funding base represents an 

institution being able to draw from multiple sources for financial support or, as Clark describes, 

an institution becomes better equipped to roll with the punches in the event the organization 

undergoes financial strains in one area or another. This element epitomizes the benefits of a 

loosely coupled organization system, and the existence of these benefits at Delta U was 
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described by several interviewees. While Delta, in some ways, appears to be trading financial 

dependence from one source (state funding) to another (tuition dollars), I found a diversified 

funding base to be evident at Delta U.  

A Strengthened Steering Core  

 As described in Chapter Two, a strengthened steering core refers to an institution 

operating with a flattened organizational and administrative structure. This element also hinges 

on the college or university possessing a professionalized workforce which maintains multiple 

responsibilities. In some ways, this element plays against the traditional loosely coupled nature 

of higher education organizations, and the following section examines how a strong steering core 

exists at Delta University through an exploration of how a change in presidential leadership 

served as a catalyst for Delta U’s time of change and growth. This section concludes with a 

conversation regarding Delta U’s hiring and promotion strategies and the professional 

development of current employees in faculty, staff, and administrative roles.  

 Presidential leadership. Each research interview conducted for the purposes of this 

study concluded with two questions: 

1)  Was the enrollment growth a positive change for Delta University?  

2)  Who was ultimately responsible for this period of growth and change? 

The answer to the first question was met with resounding consensus. Yes, the change was 

positive, and although Delta U may have faced growing pains along the way, the institution has 

been impacted in constructive and progressive ways that serve the institution well in efforts to 

maximize resources and prestige as well as to serve ever-evolving societal needs and wants. The 

answers to the second question, although varying slightly in course, ultimately led to a similarly 

ardent response. President Smith and his senior administrative team deserve the credit for this 
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period of positive growth and change at Delta U. Many respondents were quick to state that the 

entire Delta U community could claim the responsibility for the change, when asked if the 

respondents could pinpoint a singular source or forerunner for the change experienced, the entire 

interview pool answered with a singular reaction: President Smith.  

 This section of findings explores President Smith’s leadership and administrative style 

within the context of a strengthened steering core at Delta U. This exploration begins with a look 

at the interview participants’ perceptions of Smith’s leadership, and concludes with a  recounting 

in Smith’s own words as he was asked to describe his philosophy and strategies for leading Delta 

U during this time.  

 Smith… in the words of others. When asked about President Smith and his leadership at 

Delta U and his strategies for change, interview participants described Smith as innovative, 

strong, and effective. He was consistently named as the driving force behind this period of 

growth and prosperity at Delta U. One participant, Elizabeth, a retired member of the Delta’s 

faculty and staff, shared a personal anecdote regarding Delta U’s struggles to grow the student 

enrollment prior to Smith’s arrival to the Delta system. To paraphrase, she recounted memories 

of meetings in the past where previous administrations discussed how they could get Delta 

beyond 18,000 or 20,000 students. The idea seemed so out-of-reach, and then Smith arrived as 

President, and he was the one that put everything into place. The effects were felt almost 

immediately. He did not accomplish it on his own, but he was responsible for assembling the 

effort to make it possible.  

 These high opinions of Smith’s leadership and change strategies may appear to be an 

illustration of past and current employees drinking the company Kool-Aid as one respondent, 

Sarah, joked, but the interview participants appeared to be discussing the president in earnest and 
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in confidence, despite their subjectivity due to the nature of the topic. In fact nearly all of the 

interview participants spoke of President Smith with admiration for his leadership, and if not 

admiration, then they spoke of him with a great deal of respect for his strategies for changing and 

guiding the progression of Delta University.  

 Smith… in his own words. The best way to glean Smith’s approach to growing the 

enrollment of Delta University may be to hear the strategy laid out in his own words: 

We translated the growth into terms that people could coalesce around and not 
argue with. In terms of the specifics, we conducted a survey in spring of 2003, I 
asked our people to pull a sample of really good students that were accepted for 
the previous fall (2002) that were not here. Find out where they are. Talk to them, 
talk to their parents and find out why they aren’t here. The feedback came back 
particularly from the parents very uniformly. This includes feedback from alums 
that were sending their children to other schools. The basic message was that 
Delta is a good school, but my son or daughter is very strong academically (and) 
has great test scores, I want him or her in class with students that are as capable as 
they are. We looked at that feedback and in the summer of 2003, said by fall 
2004, we will have up and open an honors college.  

The decision to do that was unilateral because if we had taken time to appoint a 
committee, people would have started wondering who was going to lose 
resources, who would gain resources.  

Smith then outlined his strategy for change: He put together a very aggressive recruiting 

program. Delta U now has 36 non-resident recruiters that are scattered across the country. When 

he started he put forth the idea that Delta was going to recruit the best and brightest students, the 

same way a football coach recruit’s the most outstanding athletes. Delta went after them one by 

one and made the argument that Delta U is the place they should be. He not only made the case 

to the students but also to their parent. Just like a successful coach would do.  

Delta started having recruiting receptions around the country. In the beginning Smith 

spoke at every one of them. By the end of his 9 years as president, Delta was hosting about 50 or 

60, and he could not cover them all. So he brought in deans from all over campus and they 

helped cover the events. When Delta U representatives went to Connecticut for the first time, 
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they did the recruiting reception in an alumni home and maybe had 8 or 10 students and their 

parents. Now when Delta travels to Connecticut, they host probably 200 plus seniors and their 

parents. Long Island has 300 plus, and in Dallas and Houston, Delta is up to 700 to 800 plus.  

Delta made the recruiting process one of the most highly personalized in the country. 

When he was at a recruiting reception, Smith would be able say to those young people that he 

did not know where they would attend school next fall, but he hoped it was Delta. But where 

they chose, he was completely confident in saying that the students would be able to say that 

Delta U was in contact with them more than anyone else.  

Smith and the administration put together a recruiting model during those receptions 

where he would speak and they would have a currently enrolled student (preferably freshman no 

older than sophomore) from that area and a parent of a currently enrolled student from that area. 

Then the parent would address the group, and say that even if the campus was far away from 

home, their son or daughter is completely happy with the decision to go to Delta. That is the 

model Delta used across the country. A year or so before they started this effort, the institution 

had approximately 7,400 applications for the freshmen class and Delta then enrolled about 2600 

freshmen.  

Fast forward to fall 2012, Delta had 26,000 applications for the freshmen class and 

enrolled 6,400 freshmen. This year the campus had right at 31,000 applications and enrolled 

6,500. In terms of recruiting the best and brightest, last fall Delta with 6,400 freshmen, the class 

featured 1,700 students who had a perfect 4.0 out of high school, and 241 national merit scholars 

which is more than any public university in the country. Three private institutions were ahead of 

Delta U: Harvard, Chicago, and University of Southern California. “Clearly”, Smith states, 

“Delta U is doing something successful. ” Smith argues, the institution has grown significantly, 
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and Delta has become a university of choice for the best and brightest.  

 A strong steering core often lies with a powerful and controlled command. Smith led 

Delta U for a decade filled with change within the institution with a centralized management and 

a flat, organizational structure. He also delegated responsibility to a highly professionalized 

administrative team. Although many others gave him praise and credit for the enrollment growth, 

he placed the recognition with someone else. He describes his working relationship with Laura 

Robinson, Delta’s provost during the majority of his tenure as president. He recalls being in 

office for 30 days prior to Robinson taking over the office of provost. She was serving in an 

interim capacity, because he knew that the institution needed new leadership, and he did not 

want to go through the process of a search. He made her appointment as a three year term, and 

Smith was confident that by the end of that term, the faculty would embrace her in the role. They 

did, and Smith states that she has been a guiding force in Delta’s enrollment growth. They 

systematically worked to turn the campus into a thing of beauty. The university opened 11 new 

residence halls. Smith argues the administration laid out a vision, put that vision in place, and 

Delta is now being recognized for the importance of growing with balanced excellence.  

 Hiring/promotion strategies. Another way colleges and universities might put a 

strengthened steering core into practice during times of change can be found in their strategies 

related to hiring and promoting members of the Delta U faculty, staff, and administration. The 

following outlines the interview respondent’s thoughts on these strategies at Delta U, and also 

includes quantitative data as reported through official university documents as related to hiring at 

Delta. The conversation begins with a report of the findings related to new hires and promoting 

from within the institution’s organization. I conclude this section with participants’ commentary 

on professional development opportunities at Delta U.  



 
 

79 
 

 New hires and promoting from within. One illustration of a strengthened steering core 

can be found in an organization’s hiring practices. Smith advocated for going for the best and 

brightest in Delta’s students, but he also wanted to recruit all-stars to Delta as faculty, staff, and 

administrators. He gives the following as a testament to his commitment to excellence at all 

levels of Delta U: 

Several years ago we hired a retired alum. Mark Paul… he was a full colonel in 
the military. He told me upon meeting him that when he retired he would like to 
come back and work for the university. He called me and said he was ready. The 
only job we had opened was managing the grounds crew of about 50 people. He 
said he would take it. I couldn’t believe it… He was a retired colonel in the air 
force and he would be managing people that take care of the grounds.  
He came back. He looked at the prettiest universities in the country. He looked at 
Disney World and how they maintained the cleanliness and beauty of their 
facilities. He put a team together here that has earned national recognition for the 
campus beauty.  

Interview participants were asked to share their perceptions of these practices at Delta U 

during the last decade. The conversations began with a question of whether they had observed 

Delta hiring externally or internally more frequently. The responses included the following 

excerpt: 

 Lee, a veteran in student affairs administration at Delta U, argues the university 

approaches hiring by searching for the right fit regardless of whether that person is an internal or 

external candidate. She believes the university is still going after the best person to best fit the 

position. She hasn’t seen any strong tendencies for either approach, and she doesn’t think there is 

a trend or an emphasis to do either, to bring in new blood or to get different ideas or to promote 

the internal staff for whatever reason.  

 Professional development. Another marker of a strengthened steering core is a highly 

professionalized workforce. One organizational strategy for ensuring a professionalized 

workforce can be found through professional development opportunities. The interviews for this 
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research related to professional development focus on two major areas: formal professional 

development training at Delta U, and mentoring opportunities.  

 One academic dean’s strategy exemplifies the importance of professional development at 

Delta U. The dean of the university’s largest college believes that professional development 

impacts productivity of his staff in such a meaningful way, that he has made these types of 

training opportunities a mandatory requirement for merit based raises for employees, faculty and 

staff, under his jurisdiction. This means that to even be considered for the university’s annual 

raises, employees must complete a required number of professional development units each year. 

These units can be completed through campus opportunities or through organizations, but 

employees are charged with the task of completing and documenting their own sessions. This 

practice was referred to by one interview participant as the dean literally putting his money 

where his mouth is.  

 Many research participants spoke highly of the professional development training 

opportunities that exist at Delta University though participation in these training appeared to be a 

bit ambiguous. This point was illustrated during an interview with Sam, a relatively new 

employee at Delta U, in which the following excerpt occurred.  

There are plenty of them that are offered through HR and I feel like that if I was 
looking more specifically for them, I would have avenues for them. At the same 
time, currently pursuing a doctoral degree is my professional development and 
takes up a vast majority of my time and funding those types of things too to focus 
on that program. In instance of the doctoral degree as professional development, 
absolutely I have been supported.   

Another prospect for professional development can be found through mentoring 

opportunities and other ideas for promoting the development of staff. When the interview 

participants were questioned about the role of mentorship at Delta U, the following were some of 

the responses: 
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 An Honors College director describes what she considers to be the most common form of 

mentoring relationships at Delta U to be informal. She believes mentoring at Delta U takes this 

more informal route, as she speaks specifically to her experience within the Honors College. 

They do have a couple of young hires here in their office who just started this school year. They 

have not really been assigned a mentor per se, but she contends that there are certainly people 

within the office that have taken on that role. Individuals step up and provide answers to 

questions new hires have and are there for any assistance they may need.  

 John, in academic affairs, describes another method of professional development he has 

been a part of at Delta U. They have even done a common book for their advisors, where there 

are readings and discussions. He argues that, although some might say “that’s not much,” he 

contends the books can be rather expensive. The college bought one of the first year experience 

books, and they had the advisors read a chapter at a time and deliver a synopsis at their weekly 

meetings. John states this serves as another way to have professional development without 

spending a thousand dollars and missing four days of work on campus. A staff member can read 

a twenty page chapter and talk about it.  

 A strong steering core at Delta U. A flat organizational structure and professionalized 

work force represent markers of a strengthened steering core. Additionally, in Chapter Two I 

describe how the organizational concepts of shared governance and goal ambiguity impact this 

element of a strengthened steering core. Multiple interviewees spoke of these concepts in a 

flattened structure in play at Delta U in ensuing data selections: 

 John gives an example of centralized reporting structure and its possible benefits, 

It is interesting that admissions reports to the president. In many cases, they 
would report to the provost or some other entity and there are other areas that are 
similar to that. I think I’ve seen that evolution. Maybe that is because they do feel 
like things are getting larger and it is the way to keep track of things better than 
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spreading them out over different hierarchies.  

 Lee adds to the sentiment of a strong core by saying, if the university is always going to 

continue to change, and the faculty and staff need to keep up with current readings, the 

institution needs to be comprised of scholars and educators. Everyone on campus needs to see 

themselves as an educator. The greatest resource the institution has is the staff and Delta needs to 

continue to invest in the staff. She argues with the staff, it is much easier to grow skills than it is 

to bring in new skills, and sometimes there is a concern about whether they are growing their 

existing staff or simply going out in the market and buying people when they could be 

developing their own staff. She believes the time, trouble, and effort to build a staff and grow 

individuals are well worth the investment.  

 This data, coupled with the observations regarding presidential leadership, hiring 

strategies, and professional development indicate a strong steering core at Delta University. 

Though the existence of a flattened organizational structure remains in question, Smith’s 

strategies and philosophy of leadership serve as the largest indicator for a centralized, systematic 

approach to inducing change within an institution of higher education.   

An Extended Outreach Periphery  

 Clark (2003) uses the phrase extended outreach periphery to describe cases of an 

institution blurring the boundaries of traditional college and universities’ departments and 

divisions. This extension occurs primarily in two forms: administrative and academic. This 

research explores the possibility of both forms occurring at Delta U during this time period 

through document analysis and interviews. In the analysis phase, research points to the existence 

of both, and the following is an illustration of those findings organized by the following 

categories: the town and gown relationship between the institution and its surrounding 

community, the changing external perceptions of Delta U, and Delta U’s rise in national 
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prominence.  

 Town and gown at Delta University. As with many institutions of higher education, the 

relationship between Delta U and Alpha City, the community in which the university is located, 

impacts both entities. The traditional boundaries of the college or university often fell along the 

same lines as the physical campus. However as the margins become extended, change 

experienced by one is often felt by the other. This case serves as no exception. When the on-

campus enrollment increases, the population of the community also rises proportionally. Lee, a 

Delta U employee of more than 25 years and a life-long resident of Alpha City, describes the 

relationship between Delta U and Alpha City by stating, the university doesn’t exist in a vacuum. 

It is not only the university but the city of Alpha. Therefore, when Delta U underwent this 

significant growth enrollment, Alpha City also grew by more than 10,000 people for a significant 

portion of the year. Though this may not be directly reflected in census reports, as many students 

count themselves as residents of their respective hometowns, the growth is certainly sensed in 

the community with a proliferation of student housing in Alpha City. With the population 

growth, infrastructure concerns become common, and the need for town and gown collaboration 

becomes more prevalent.  

 As described earlier, Delta U has experienced significant enrollment growth in the past 

decade. As this enrollment growth occurs, US Census Data reports a population growth in Alpha 

City, Delta U’s home city, of 16.12% in the decade of 2000-2010, and an additional 3.2% growth 

from 2010-2013, a change representing a growth larger than the state and national average. 

Additionally, Alpha County’s population increased, on average, by 1,814 persons per year from 

2010 to 2012, and has a continued projected growth of nearly 2,000 persons per year between 

2013 and 2020 (US Census, 2012). An Alpha City report conducted in 2013 concluded, 
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population increase in Alpha City and Alpha County can be directly attributed to Delta U’s 

student growth (Student Housing Task Force, 2013).  

 By most accounts the relationship between Delta U and Alpha City has been a productive 

one, with both administrations realizing the beneficial nature of a healthy discourse between the 

two. Smith outlined a rationale for the reciprocal benefits of Delta U growing for Alpha City 

with which is hard to argue, “The local community even though they complain about traffic, they 

love the tax revenue and they love the economic impact. ” 

Jenny describes the relationship between the university and community members in this 

way:  

When I am outside of campus, there is some comment about Oh, how you doing 
with the larger number of students or you guys are always building. I think it does 
impact those relationships, whether it is a positive or negative impact kind of 
depends upon whoever you are working with. Some people perceive this as a 
really good thing. They are very excited and they see it as more students that they 
can then draw on and then there are some community members who are thinking 
you should slow down a little bit. It is all just personal opinion. I haven’t seen it, 
though; impact our ability to maintain those relationships. So even if people are 
doubtful, they are still willing to work with us and maintain that relationship.  

This type of relationship was suggested to ease the strain of rapid population growth for Delta U 

and Alpha City.  

 For many residents of Alpha City, the most visible representation of the population 

growth can be found in the proliferation of student housing which was mentioned in numerous 

interviews. From 2007 to 2013, Delta U’s on campus enrollment grew by more than 6,000 

students, and on-campus housing grew by 1,325 beds according to a 2013 Alpha City report 

conducted by partners in Delta U’s College of Business, leaving a need gap of 5,854 beds to be 

covered by off-campus housing. The city’s report also states that although Alpha City possesses 

a 97% occupancy rate, which is 4% higher than any other major city in the state, a concern over 

sustainability exists. The report states, the pace of supply (of student housing) growth has 
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exceeded demand resulting in the overall decline in occupancy and a weakening of the multi-

family market over the past year (Student Housing Task Force, 2013, Pg. 1).  

 The concern led to Mayor Jones creating Alpha City’s Student Housing Task Force in 

2013. This task force, which consists of no more than 20 individuals who meet bi-weekly, serves 

as an example of town and gown collaboration. In a press release announcing the creation of the 

task force, Mayor Jones stated its purposes as, 

  To study, analyze, and advise the Mayor and City Council regarding the following 

 matters: 

1) Current and future student rental housing markets in Alpha City, especially in 

regards to whether the market is becoming overly saturated, and whether the City 

can and should take measures to address the housing trends.  

2) Planning, land use, zoning, and other regulatory frameworks that will facilitate 

orderly development of student rental housing.  

3) Infrastructure needs to accommodate student rental housing growth. (Student 

Housing Task Force, 2013, June 26).  

 In creating the task force, Mayor Jones illustrates the importance of a working town and gown 

relationship. In this case the two entities exist as interdependent infrastructures, and the student 

housing structure exemplifies how change with one structure can directly necessitate a response 

from the other. The composition of the task force also reflects this partnership as the President of 

Delta U possesses a direct appointment (Student Housing Task Force, 2013). 

 External perceptions of Delta University. Perceptions of a college or university by 

those outside the campus play an important role in the effort to extend the outreach periphery. 

These external perceptions serve as catalyst for conversations regarding the projected 
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sustainability of the Delta U’s enrollment growth. Faculty, staff, and administrators discussed 

external perceptions within the context of student recruitment, of involvement in professional 

organizations, fundraising and development, and hiring practices. Many of the concepts have 

been discussed in earlier sections of this chapter, but the ensuing discussion considers each with 

specific attention paid to how they respectively work to extend the bounds of Delta U.  

 Student recruitment. When discussing external perceptions of Delta U, most 

interviewees focused on how these perceptions impact student recruitment. Recruitment of 

students, out-of-state students in particular, serves as a central tenet of Delta U’s change strategy 

and long-term planning. As such, prospective students’ perceptions of the university serve as 

fundamental components in sustaining the enrollment growth of Delta U. Departments and 

divisions seek out innovative means to leave a positive impression on the students they wish to 

recruit to Delta U.  

 Mark Peters, dean of the newly created Delta U Honors College, describes one instance 

of this type of innovation. Although quality of academic programming remains the highest 

priority for Peters, he recounts a study abroad program sponsored by the Honors College where 

Delta students spent time in Europe learning about culture and industry in the area. Although 

overseas, students brought specially designed Honors College post cards to send to prospective 

students through international mail. The intention behind this initiative was to demonstrate the 

types of experiences available although studying at Delta U and to also show that Delta U 

possesses a willingness to give students specialized attention in their recruitment and subsequent 

enrollment.  

 Involvement in professional organizations. Professional organizations at the regional, 

national, and international levels often serve as an important component of professional 
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development and outreach for faculty, administrators, and staff in higher education. Conferences 

and journals are viewed as a resource to advance oneself and the institution professionally 

through shared research, successful practices, and individual networking. Often one’s institution 

serves as a measure of credibility and validity in the field. Therefore, the perceptions of Delta U 

made by colleagues at other colleges and universities also impact those colleagues’ assessments 

of the individuals associated with Delta U. As a general rule, with all other things being equal, 

the greater perception of an institution, then the greater appeal of an individual working at said 

institution.  

 One example of the perceptions of colleagues outside of Delta U was articulated by a 

research participant expressing that peer institutions are trying to emulate Delta’s success 

without doing their research by stating, 

You’ve seen Gamma College and other schools copy our model for regional 
recruitment and copy our scholarship packages. I don’t think that people on the 
outside are wondering “I wonder if they’ve grown their infrastructure to match 
that?” I think it is still smoke and mirrors or bright lights for them “How is Delta 
U doing this in times when other institutions are going into furlough around the 
country and the financial aid system is struggling?” 

 Hiring practices. A remaining point of discussion related to external perceptions deals 

with hiring practices and strategies of new professionals at Delta U. As stated earlier, new 

students are not the only group being recruited to Delta U. Faces of new members of the faculty, 

staff, and administration are also being seen on campus. Additionally, these faces belong to some 

of the nation’s best and brightest according to several interview participants. As Delta U works 

to maximize their prestige, the university has approached recruitment, especially those in high 

profile/high influence positions, with renewed fervor.  

 The role external perceptions play in this type of hiring strategy is three-fold:  

1. The perceptions of those being initially recruited impacts their individual decisions to 
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come to Delta U.  

2. The students and colleagues directly recruited to Delta by the original individuals.  

3. Others being recruited indirectly through a shift in external perception due to the original 

individual being involved with Delta U.  

This was described in one of the research interviews using an example from Delta U’s athletic 

department. To paraphrase an example given by an interview participant, when a head coaching 

position became open in a major college sport at Delta U, the president and athletic director 

actively recruited the top coaching prospects in the nation. Using the university’s history in the 

sport, an opportunity to rebuild a program in disrepair, and building on the promise of financial 

support of the program in terms of upgraded facilities and support of assistant coaches, Delta’s 

administration successfully used external perceptions to recruit one of the best coaches of the 

game, Matthew Sanders, to Alpha City. Sanders then recruited a team of all stars to his team of 

assistant coaches. As a result, the coaches led their team to multiple championships giving the 

team and Delta University national exposure, and contributed to the overall recruitment of 

students across the country.  

This example from athletics may be the most visible, and it might be difficult to 

reproduce in another area of the university. The principle of piggybacking off of the success of 

all-star hires is being used at Delta U in other divisions. For example, when a renowned scientist 

sets up their research lab at Delta U, other science faculty members, post-docs, and students were 

quick to follow.  

 Rising in national prominence. Delta U has also made strides in increasing their 

prominence on the national stage. Several interview participants argued that by rising in national 

prominence, Delta U has been able to continue to stimulate its academic heartland through an 
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expansion of student programs, attracting new faculty and staff, and generating new fundraising 

and development opportunities through private donors and grants. The following sections report 

the research finding related to each of these topics.  

 Lee contends Delta U’s profile across the state, the region, the country, the world, has 

increased, and although there are still some areas where Delta definitely can improve, overall she 

thinks the university possesses more respect than it ever has. And Sam describes potentially 

added benefits of this enrollment growth and the maximization of prestige as he states, 

I don’t know if it is causation, but the correlation of enrollment growth with the 
angle of increased prestige of institution is tied also to the increasing of external 
funding. So, when you look at it from a prestige standpoint…  as you are pulling 
in faculty, and you are providing incentive structures for faculty to get grant 
funding, that is going to correlate with the enrollment growth.  

An extended outreach periphery at Delta U. According to Clark, an extended outreach 

periphery serves as reference to blurring the traditional boundaries of an institution of higher 

education. In Chapter Two, I referenced how this element relates to the higher education 

organizational concepts of multiple power and authority structures and image and success of an 

institution. Through these observations and the perspectives related to external perceptions of 

Delta U and the institution’s town and gown relationship, the data supports the presence of an 

extended outreach periphery at Delta U.  

A Stimulated Academic Heartland  

 A stimulated academic heartland references academic programs being promoted from 

within through their own fundraising efforts. The subsequent section outlines how this may have 

occurred at Delta U through a discussion of the institution’s fundraising and development 

expectations that exist in the individual departments. This section concludes with a discussion of 

how the establishment of the Honors College at Delta U led to a more stimulated academic 

heartland for the institution.  
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 Fundraising and development expectations. Clark argues that an indicator for a 

successfully stimulated academic heartland at a university can rest with an institution’s ability to 

generate funds on the departmental level. This funding production can occur in multiple ways 

with the most common being through grants and private donations. The following sections detail 

the experiences of both methods of the interview participants.  

 Grants. Due to the composition of the interview pool consisting largely of staff and 

administrators rather than faculty, grants production was less common at Delta U than 

fundraising through private donations. John, who works in administration for an academic 

college shares his experiences and perceptions of the importance of grants for faculty at Delta 

with this: 

We have seen many of our departments, again, the sciences are historically known 
for being the NSF group. They are bringing in most of the grants, between us and 
engineering. I think we are bringing in a majority and business kind of follows in. 
But a lot of external funding for things, and there has been a push there from the 
UA research office to say “Let’s get out there and do it. ” Lots of education for 
faculty and new faculty on how to do those things and apply for grants. We 
actually paid for pretty high end service and there was a computer portal in the 
dean’s office where faculty to log in and search for hidden grant opportunities. 
That was really pushed and that would be one thing. The dean is invested in other 
things that may not seem to directly related, but I think our ways to help keep 
faculty focused on their career development, although still meeting the needs of 
the colleges’ growth.  

Although interview participants were aware of faculty members successfully using 

federal and private grants to fund the work within their respective departments, none of the 

interview participants have had personal experience with grant funding. The following excerpt 

from my interview with Sam, who works in an academic affairs role, illustrates this point with an 

observation. In his given role, he did not have many touch points with the pieces of the campus 

that are going to be out there finding funding. His college has explored grant funding on a 

modest level for some specific initiatives, but in general it has not been a wholehearted search, 
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because they are trying to serve 6,400 students, and they do not have anyone dedicated to grant 

funding. The college does have an advancement officer attached to honors, but the functions of 

that position are more donor driven, and less grant funding.  

 Development through private donors. As described by Sam, the interview participants 

did not have personal experience with grant funding, yet many spoke to their work, and the work 

of others in their respective areas, with regard to fundraising and development to generate 

funding for their departments. The following outlines the experiences of the participants in 

relation to the fundraising and in terms of general expectations for development and strategies 

for recruiting donors.  

 This excerpt comes from long time student affairs professional, Lee, as she states, 

We have never been as involved in advancement efforts as perhaps, some other 
areas in the university. Now we are devoting more time and attention to that. 
Although we are not as mature in our advancement programs as some of the rest 
of the university, we are doing very well with smaller dollars, but we haven’t 
really learned yet how to raise the big dollars. We are learning. We are learning 
and it is very hard for an area everyone feels an allegiance to their academic 
program or the academic college.  

 Another component of fundraising at the departmental level discussed during these 

research interviews was strategies for recruiting donors. Although Delta U has an active, 

centralized advancement operation which is responsible for the lion’s share of the fundraising 

efforts of the university, each college has its own major gifts officer as does the Division of 

Student Affairs. According to Lynda, a senior administrator in advancement at Delta, these 

employees are charged with the task of working with individuals in their respective areas and the 

centralized development office to ensure that each college is best being served in order to meet 

the respective dean’s goals and that donor prospects are being cultivated in a systematic way 

with minimal overlap.  

 The establishment of an Honors College at Delta University. One marker of a 
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stimulated academic heartland that was mentioned frequently in the interviews was the creation 

of an Honors College at Delta U. Although Delta U had been the host for numerous honors 

programs for its students, until 2003 there was no centralized academic home for these programs. 

One of Smith’s first acts as President of Delta U was to create the university’s first Honors 

College. Elizabeth, a retired director of one of the honors programs, reflects on an early memory 

she has from Smith’s arrival to Delta U and Alpha City. She recalls in one of their first meetings 

that Smith told her that he was going to grow the university’s enrollment, and he was going to do 

it by building the university around the newly created Honors College.  

 Smith outlines his strategy for using the Honors College as a mechanism for 

strengthening the academic heartland of the university and recruiting high achieving students to 

Delta. He states, 

What we said was that we would create an honors college that will allow 
outstanding freshmen and sophomores to do all of their core work in class with 
only other honors students. All that involved was a scheduling change. It didn’t 
cost anything. The courses were already there. When we put class schedules 
together this group of students would be assigned together. We knew it would be 
important to have the right leadership: a faculty member leading it who would 
bring passion to it- English professor, Mike Jones outstanding teacher, and 
wonderful man. We made him the founding dean of the honors college. He was 
incredible.  

Every acceptance letter that went out the first few years although he was dean had 
a personal note from him. It wasn’t “Mary Lee, you are a great student; we hope 
you will come.” He would look at your student file and knew what you were 
involved in and he would start that note on the top and if he wasn’t done he would 
turn it over and finish his note on the back.  

I can’t tell you the number of times when meeting with students or parents that 
they would pull out that note. It sent the message that my son or daughter is 
important. They are an individual. We put Honors College in place to help make 
us more of a magnet for the best and brightest.  

 Another interview participant and current Assistant Dean of the Honors College, Abigail, 

also spoke of this strategy during her interview. She describes that although the academic 
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programming and the relationships that occur once a student arrives on campus possesses the 

highest priority for her and the Honors College, student recruitment serves as an essential 

component to the college and Delta U’s success.  

 Mark Peters, the Dean of the Honors College, put their recruitment philosophy into 

context by using a sports analogy. He states that Delta U, and the Honors College specifically, 

had taken a page from collegiate athletics. He argues that the Honors College recruits 

academically high achieving prospective students from across the nation using the same 

techniques that a championship football team uses to recruit a five-star running back prospect. 

The students and their families are sold on Delta U based on the quality of academic 

programming, the campus environment, and services and experiences afforded to the students 

who choose to enroll at Delta U. Where the football team sells a recruit on facilities, future 

championships, coaching from the best in the game, and the promise of a career in the NFL, the 

Delta U Honors College sells their prospects on state-of-the-art facilities, quality academic 

programming, research and mentorship opportunities with exceptional faculty members, and the 

promise of the post-graduate careers of their respective dreams. This strategy appears to have 

worked based on recent Delta U reports. In 2013, Delta U reports the Honors College is 

comprised of 5,672 which is nearly 17% of the entire student population, and more than 20% of 

the undergraduate student population.  

 A stimulated academic heartland and Delta U. Clark argues that a stimulated academic 

heartland provides institutions with the opportunity to sustain change through increasing 

autonomy on the departmental level through working within higher education’s division of labor. 

This plays into some of the traditional components and values of organizational structures in 

higher education, such as freedom, trust, and discipline. Individual units of the organization work 
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independently to support their own work.  

 Although the data for this research was inconclusive on faculty members generating 

funds for their research in the form of grants, the principles of this element are evident in the 

work of departmental development and fundraising. The most prevalent example of a stimulated 

academic heartland being in place at Delta U was found in the establishment of the Delta U 

Honors College. Given that a major method for diversifying the funding base of the institution 

fell on the shoulders of student recruitment, the Honors College strategy of taking ownership in 

their own student recruitment serves as an important indicator for stimulating the academic 

heartland at Delta University 

An Integrated Entrepreneurial Culture  

 An integrated entrepreneurial culture symbolizes a comprehensive approach for change 

where ideas must possess attainable qualities and be mobile in their pursuits of widespread 

adoption and implementation as a distinctive set of characteristics and circumstances for a 

college or university. In other words, this area represents a holistic adoption of a common 

approach for how the institution can and should operate. For the purposes of this research, the 

interviews focused on the role consumerism plays at Delta U and the relationship between a 

consumer-driven philosophy and the changes experienced at Delta U during this time period. The 

following serves as a report of those findings.  

 Consumerism at Delta University. Consumerism is defined for the purposes of this 

study as the promotion of the interest of a person or persons receiving goods or services, a 

customer. In this case, the customers of Delta University would be its students. Interview 

participants discussed this approach at Delta U in terms of the evolution of consumerism at Delta 

U, presidential leadership, consumerism in different settings within the university, customer 
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service versus student development models, and the practices of a consumer-driven approach to 

university change sustainability.  

 Evolution of consumerism. The role consumerism has played at Delta U has evolved 

over time, and because of that evolution interview participants were asked to describe how the 

role of consumerism has changed in recent years within Delta U. Many of the interview 

participants reported that consumerism has only grown over time, and that a customer-driven 

philosophy has become more central to Delta U’s methods of meeting its mission of teaching, 

research, and service as an institution of higher education. These responses are reflected in the 

ensuing interview excerpts. The first took place during an interview with Jenny from the honors 

college, and the second occurred with Lee from student affairs. Jenny states, she believes the 

consumer-driven mentality is pervasive throughout the entire campus community. She argues 

that one person with a vision may have started the process, but the rest of the community is there 

supporting and meeting the needs of those students who do end up coming here. If not, she 

contends the population is savvy and eventually word will get out that Delta U is making all of 

these promises, and they are not following through on them. She believes the institution would 

be experiencing either a slow down or a stoppage of the growth, and neither has occurred. So, 

she thinks the campus is fulfilling the promises to the students, and that is the reason the growth 

will be sustained.  

 And with Lee as she describes that even with as a student centered university, there 

comes a time when the customer is not always right, 

I think, for the most part, the faculty and staff here realize students have a choice 
and they want the choice to be Delta University. Does that mean you never want 
to give a F in a course? No. I think there is still integrity when it comes to the 
academic process. I do think there has been some grade inflation, though over the 
years. That might just be a natural creep, though. I don’t know if it is national. My 
guess is that it is. But, there still is a lot of integrity when it comes to the academic 
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side of the house and the customer is not always right or the customer is not 
always going to get an A, but I think you see particularly with this institution, 
faculty and staff both go to extraordinary effort to make a student successful.  

I think as much as we possibly can with the numbers of people we have available, 
I think this is a very friendly campus, a very open campus, and people sincerely 
try to help each other. When students present a concern, the perception I have is 
that it is very open for students to express those concerns and people will go not 
just send someone across campus to an office they think might be the right place, 
but actually take the time and effort to make sure a student ends up in the right 
place that can help them.  

 Presidential leadership with a consumer-driven philosophy. The importance of 

consumerism at Delta U appears to begin with President Smith and has been a pervasive 

component of the Delta U community through his leadership. Smith describes how his 

consumer-driven philosophy took shape with a personal account of an exchange he experienced 

not long after his arrival to campus. To paraphrase the president, he said, in his second week 

here, he had walked over to the admissions office where two women were talking across the 

desk. Finally, one of them looked at him. They told Smith that he would have to come back 

tomorrow because they were about to close. He said ok and came back the next day. When Smith 

returned there was a stack of student newspapers on the counter and his picture was on the cover. 

The woman that had told him to come back was beyond embarrassed, and a conversation ensued. 

They began talking about recruiting as opposed to admissions and started talking about 

enrollment management. She told him, ‘I don’t mean any disrespect but you don’t understand we 

are ’THE’ Delta University. ” He remembered walking back to his office and thinking, “I do 

understand… You think we are so good that all we have to do to attract the best and brightest 

every fall is to open the doors and turn on the lights. It doesn’t work that way.” 

 This experience had a profound impact on Smith’s approach to achieving the progressive 

changes he wanted to take place at Delta U, as he carries this moment with him even ten years 

after it occurred. This served as a light bulb moment for illustrating the need to change mindsets 
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of those already within the Delta community in order to grow the university in size of 

enrollment.  

 Consumerism in different settings within the university. One topic of conversation 

while discussing consumerism at Delta U was the role it played across divisions and departments 

within the university. Interview participants were asked to give their thoughts on how different 

areas of the university had, or had not, adopted a customer-service driven approach to their work. 

These questions were designed to assess if culture of the institution had been integrated with this 

philosophy, or how pervasive this change in thinking has been within the Delta U organization.  

 Although many of the participants state that they believe the Delta community has 

embraced the ideas of a customer service approach, and that this approach serves as a critical 

factor in the university successfully growing its student enrollment, they did not believe that each 

area of the university had embraced this approach in equal measures. Sam illustrates this point 

when he states,  

I would say that there are different parts to the institution that would be more 
responsive to consumerism model than others. From a curriculum standpoint, I 
don’t think faculty are going to be that responsive, as far as feeling that they have 
to change the curriculum as a function of student demand… You’ve got both 
sides of that. I would say, in general, the curriculum is more resistant to change 
from consumerism than student services and administrative offices would be, 
though.  

 Customer service versus student development. One point of contention with this newly 

defined customer service, consumer driven approach to meeting the mission of Delta U is the 

impact this approach has on traditional student development practices. This concern was brought 

up by Lee as she describes that even with a student centered university, there comes a time when 

the customer is not always right. Though she has seen the faculty and staff both go to 

extraordinary effort to make a student successful and when students present a concern, the 

perception she has is that the campus is very open for students to express those concerns.  
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 However, not all of the participants shared this concern with their colleagues as 

articulated by John as he describes his first job at Delta U, 

I opened (a new residence hall) as the community director. It was a one of a kind 
experience, just seeing it from the ground up. The whole purpose of that was to 
achieve Dr. Smith’s mission and that was, from the get go, why we are doing this. 
We are going to help students feel accustomed, and at our campus feel at home, 
like what they had at home. Private room space and this new thing. The student 
development person in me was ‘Uh, I don’t know if this is where we want to go; 
we’re isolating students. ’ 

 Practices of a consumer-driven university. One way many participants describes the role 

of consumerism at Delta U was through using examples of how this mentality has been put into 

practice in various areas of the institution. Jenny, from the Delta U Honors College, speaks of 

these practices as she says, the amount of feedback that she receives from parents and students, 

both through the application process and once they arrive on campus, is that they have never 

worked with a university that is so welcoming and helpful and open. A lot of parents have 

described Delta to her as a place where they visited and everyone was so kind and helpful, the 

parents suddenly had no worries about dropping their student off here in the fall. She believes 

this plays a big role and is something that the institution values on campus. She argues that what 

Delta U ends up doing is selling the community and a sense of safety for their students. Today, 

parents are so much more involved in this process with their students. She believes this makes a 

large difference.  

 President Smith also gave an example of these practices that he has used as a 

demonstration of the impact of service to students and their families.  

Everybody that works here is a recruiter… Kelly Johnson (who worked in Student 
Affairs) is an example of this. We had a young man, a freshman from Dallas. She 
discovered he was dealing with cancer and had to have his procedures at a local 
research hospital,  so he didn’t have to drop out. He was going through chemo and 
attending classes. His mother drove here the first time, so she could leave a car 
here. She would come in every couple of weeks when he was due for chemo. 
Kelly identified an empty apartment on campus for her. She made sure it had the 
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basic necessities bedding, towels, coffee what have you…She got a meal card for 
the student center, so when that mom came in she had a place to stay and could be 
with her son, and not have to worry about hotels and such. That story has been 
told and retold and I don’t know how far it spread. But the power of what Kelly 
did is to say this is who we are and this is what we do.  

 An integrated entrepreneurial culture and Delta U. These findings illustrate the 

perceptions of those interviewed on the existence of an integrated entrepreneurial culture at Delta 

University during the time period being examined for the purposes of this research. Using a 

consumer-driven approach to higher education as the indicator of the level of the integration of 

entrepreneurialism at Delta U, this research approaches the question of an entrepreneurial culture 

by looking for an extensive occurrence of a common approach as a method for meeting one’s 

institutional mission. To be determined as integrated into the culture of an institution, this 

approach should exist throughout the organization’s structure.  

 Using higher education organizational concepts described in Chapter Two, I conclude the 

exploration of an integrated entrepreneurial culture at Delta U, by examining the impact of a 

unique organizational culture and strategic planning on the level of integration of this type of 

culture existing within the campus of Delta University.  

 Smith uses strategic planning, similar to that found in the business world, as a means of 

bringing change on campus, and he articulates this strategy by saying, members of the faculty do 

not like it when there is talk about universities in terms of business. He argues that a university is 

not a business, but he also believes very strongly that institutions need to be led and managed  in 

a business-like manner. He contends that Delta’s administration managed the process of growing 

the enrollment very carefully. It was not a business, but they pulled all the physical resources 

together, and put them under the control of one of the most important people working on growth 

at the university. That person was Provost Laura Robinson.  

 Other interview participants supply reinforcement for Smith’s approach as found in this 
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response from an employee of the College of Arts and Sciences, 

I think that we have got to be conscious of that and the business model is 
exceptional and we have been, this is a goal for Delta, but I think that we have to 
be cognizant and conscious of the product, because we are recruiting better and 
brighter students (whose expectations are accelerated and whose parents 
expectations). They take that into their communities. It only takes one unfortunate 
situation or circumstance with study abroad course credit and is not articulated as 
it was supposed to have been for it to turn someone off to an entire study away 
program. Because of the way that word travels, we do have to be conscientious (in 
planning).  

The findings indicate a pervasive presence of a consumerism at Delta University. Therefore, they 

also suggest an integrated entrepreneurial culture within the university’s organization, thereby 

contributing to the long-term sustainability of the enrollment growth and the impact it has had on 

the institution.  

Delta University Moving Forward 

 As the interviews concluded, I asked the participants for their thoughts on the next steps 

for Delta University. There was concern expressed about what the future holds for Delta U, 

especially when considering how much prosperity the institution has been afforded during this 

time of growth. Jenny, a relatively new employee of Delta U, illustrates this concern when she 

asks the following questions, “Does this continued growth fit in with the mission and vision of 

the university? Is our mission to just be huge or is our mission to serve the students who are 

here?” She then gives her response to the questions she posed with a statement: At some point, 

she imagines the number of students on campus may begin to make it more difficult for the 

university to meet its mission and vision as an institution, and thus, it becomes much more 

difficult to meet the needs of the students. She believes that when Delta U begins promising 

more than the institution can deliver, then at that moment the university becomes too large.   

In addition to this concern, there was also a great deal of hope represented in the data. 

Many interviewees state they believed that Delta U’s transformation put the institution in a 
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position for sustainable achievement. The following excerpt, from Luke, a student affairs 

executive director, epitomizes this hope: “There is a buzz here (at Delta), and you can feel it. 

Quite frankly, I can feel it. You get a sense of pride and excitement when you think about where 

we are going… that is the reward; that is what keeps us going. ” 

 Brooke, a senior administrator in financial affairs, also expresses a positive outlook for 

Delta U’s future when she states, “It has been a great run, there has not been a day when I have 

not had something to do. That makes it interesting. I think everyone here, more than 40,000 

including students and staff, gets up and thinks, ‘I am going out there, and I am going to do my 

best today,” and that is a great place to be.  

In Summation  

In concluding this report and analysis of the data finding of this research, I assess the 

level of existence of each of Clark’s elements within the Delta U organization during the period 

of time where the institution was experiencing significant enrollment growth. Clark’s framework 

contends that the presence of these elements correlates with the institution’s ability to sustain the 

impact of change; therefore, if the elements exist in this case, in some combination, then Delta U 

is more likely to achieve sustainability with the enrollment growth and its resulting impact and 

influence on the campus community. Clark’s first element, a diversified funding base, describes 

the university’s ability to draw on multiple sources for funding and other resources. The 

motivation behind growing the student enrollment directly correlates to the benefits of a 

diversified funding base; therefore, due to the success of this change strategy, a more diversified 

funding base inherently exists within the Delta U organization. A strengthened steering core also 

exists within Delta U, as the importance of professional development has risen for entry and mid-

level administrators, and a more unilateral, flattened administrative structure has been adopted at 



 
 

102 
 

the senior leadership level.  

Delta U has also experienced an extended outreach periphery and a stimulated academic 

heartland during this period of growth, though the data shows that these elements are not being 

experienced at the same level as the previously mentioned components. An extended outreach 

periphery is best illustrated through the relationship between Delta U and Alpha City, and the 

institution’s rise in national prominence. A stimulated academic heartland is the element least 

likely to be found within this case of change at Delta University. The data was inconclusive with 

regards to individuals at the department and divisional levels pursuing funding through grants, 

though there is an indication of the heartland being stimulated through the generation of their 

own funds in the form of private and corporate donations and the development of their own 

recruitment strategies for new students.  

An integrated entrepreneurial culture is the element most present within Delta U’s period 

of enrollment growth. Data indicates a pervasive customer-service philosophy related to student 

recruitment and retention within the campus organization. This philosophy is widely attributed as 

a substantial factor in the university’s ability to grow their student population, and its existence 

also serves as an indicator for maintaining and sustaining the growth. According to the findings, 

all of Clark’s elements are present within this case and, because of that, the data suggests that 

Delta U will be able to sustain the impact of these changes within their campus organization. 

However, there is no data to support whether the institution will be able to separate the positive 

impact from the negative. Clark’s framework does not separate the positive from the negative, so 

further research and examination are warranted to complete this portion of the case study. The 

next and final chapter delves deeper into a discussion of these findings, answers the research 

questions guiding the study, and addresses implications for policy, practice, and further research. 
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CHAPTER FIVE  

CONCLUSIONS AND IMPLICATIONS 

 Winston Churchill once declared, “To improve is to change, so to be perfect is to have 

been changed often” (Churchill & James, 1974, pg. 3706). Although Churchill was not 

describing the role of change on college and university organizations in the United States, I do 

believe his sentiment still applies to the world of organizational change in higher education. As 

described in Chapters One and Two, traditionally higher education institutions have been seen as 

organizations which are slow to respond, evolve, and move forward. Although groundbreaking 

research and improvements may be a product of the institutions, colleges and universities today 

do not differ significantly from their counterparts from more than two centuries ago. Teaching, 

research, and service still comprise the mission of many institutions; the roles of faculty and 

students remains significantly unaltered (though methods of curriculum delivery and the transfer 

of knowledge may look different on the surface thanks to advancements in technology, the crux 

of the relationship between the two persists); and colleges and universities, along with organized 

religion and the court system, remain as one of the longest, recognizable institutions in the world 

today.  

 Reconciling these thoughts with Churchill’s opinion of change can therefore represent a 

difficult challenge. Churchill and Darwin (as referenced in Chapter One) state that organisms and 

organizations need to change, adapt, and evolve to survive. If this thought remains true with 

higher education organizations, then one might assume that these long-standing institutions have 

survived by changing through some means while maintaining the foundation of their 
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existence. Discovering the mechanisms and methods for which colleges and universities achieve 

this type of adaptation, and how they can then sustain the impact of the changes they experience, 

serves as the primary motivation for this research.  

In order to understand how institutions of higher education can sustain the positive 

impacts of change, I explored one university’s journey through substantial change in the form of 

rapid enrollment growth. This examination took the form of an institutional case study utilizing 

data gathered from a qualitative analysis of interviews, observations, and document analysis. The 

findings include personal accounts, perceptions, and experiences of those interviewed as well as 

data analysis of university documents and public records. The previous chapter reports these 

findings in relation to the study’s conceptual framework. In this chapter, I discuss the limitations 

of these findings and provide summations, based upon the data gleaned in this study and 

previous research outlined in Chapter Two, to answer the three research questions propelling this 

study: 

1. How do institutional strategies and policies influence organizational change?  

2. How does change through strategy and policy implementation influence a university’s 

people, practices, and future policies?  

3. Finally what factors influence a university’s ability to achieve sustainable change?  

This research also concludes with a discussion of implications for policy, practice, and 

future research. To close this research I use these findings to revisit the overarching goals of this 

study: to gain knowledge in how policy implementation drives organizational change; to better 

understand how policies, people, and practices are related within the university community; to 

illustrate the progress of change within an institution of higher education from the original point 

of inception through implementation and onto sustainability; and to accurately depict a single 
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institution’s journey of policy implementation and change through large scale student enrollment 

growth.  

Limitations 

 As with any study, this research is limited in scope based on decisions made regarding 

research methods, research participants, and topics addressed within the interviews. By choosing 

a qualitative research method like an institutional case study and interviewing a limited pool of 

20 staff and administrators, the research and resulting findings are defined more narrowly than 

quantitative studies with significantly larger data sets or multi-site projects. I made the decision 

to narrow my study in these terms, so that I would be able to dive deeper into the experiences of 

the participants and explore how they viewed the changing culture of Delta U on a more personal 

level. 

 Participation in the study limited this research not only due to decisions that I made 

throughout the process, but also through the decisions of those who participated in the interviews 

and by those who chose not to participate. While Chapter Three outlines the process of how the 

data set was bound by those asked to participate in the research interviews, there were other 

individuals who were asked to participate who did not respond to the request. During the data 

collection process, I targeted additional administrators and staff to participate in the research 

interviews, and I received no response from them. Most of the requests that went unanswered 

came from individuals at mid-level management positions. While they gave no stated reason for 

their lack of participation, the study was limited by not having more participation from that level 

of the organization.  

 An additional limitation of note comes in the form of subject matters discussed within the 

interviews. Through observations and conversations with members of the Delta U community 
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outside the confines of formal research interviews, many topics related to the university’s 

enrollment growth were discussed that were not addressed during the formal interview process. 

Examples of these topics include student retention, financial aid and student loan debt, the use of 

fraternity and sorority life as a recruitment tool, and investments made in staff outside of 

professional development and mentoring. While many of these topics may not have been 

addressed due to the nature of questions and how they related to Clark’s elements, their absence 

is worth noting, and additional work within this case may warrant a more in-depth exploration 

into these topics.  

Research Questions  

 Three predominate questions provide a foundation for this study. By examining the 

influence of strategy and policy with change; how change then influences a community in terms 

of its people, practices, and additional policies; and finally how an institution can sustain the 

positive effects of change, this study went on an in-depth exploration of how one institution of 

higher education experienced change in the form of sizeable growth in their student population. 

Although a report of the findings from this exploration can be found in Chapter Four, the 

following sections address each of these research questions.  

How Do Strategies Influence Change?  

 In exploring the institution’s recent period of transformative change, I took the 

opportunity to investigate Delta U utilizing policy implementation to enact and influence change 

within their institution. Delta U’s administration, specifically President Smith, developed 

specific policies to initiate and sustain growth in the university’s enrollment. Three examples 

gleaned from the findings support this argument: targeted out-of-state recruitment, hiring policies 

and practices, and the proliferation of a customer-service driven atmosphere. Although these 
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specific examples may not be transferable to other institutions attempting to undergo 

transformative change with regards to enrollment growth, these points illustrate how policy 

implementation can have a direct influence on changing a campus community.  

 Out-of-state recruitment. President Smith clearly laid out his strategy for bringing Delta 

U forward, and his plans hinged on the institution’s ability to grow the student population 

through recruiting out-of-state students. The strategy to aggressively recruit out-of-state students 

was a result, in part, to the institution receiving less funding from the state government and a 

lack of growth of in-state students qualified to attend Delta based on high school graduates and 

admissions criteria. Smith’s goal was two-fold: he wanted to grow the student population so that 

the institution would be less reliant on state funding, and he wanted to grow the institution’s 

reputation as a premier university for the nation’s best and brightest. He clearly articulated this 

mission when interviewed for this study, and he then described that in order to do that, Delta 

University needed to change the way it perceived itself, to alter how the university approached 

recruitment, and to evolve how the institution worked as an organization to achieve a goal. This 

strategy and the policies associated with it paid dividends for Delta as the institution saw 

significant enrollment growth during the Smith presidency as the university grew from 

approximately 19,000 students at Smith’s arrival to more than 36,000 students today.  

 Hiring policies and practices. The proliferation of out-of-state student recruitment does 

not serve as the only example of the university employing strategies and policies to enact 

changes within the campus community. Another example can be found by looking at the hiring 

policies and practices of the institutions. Certainly Smith gave several examples of his strategies 

for recruiting the best and brightest students to campus, but he also wanted to draw top 

administrators, faculty members, and others to Alpha City and Delta U. As mentioned in Chapter 
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Four, Smith wanted Delta to grow in quantity and quality, and growth with one population of 

campus (students) did not exist in a vacuum. By diversifying their funding base with an increase 

in tuition dollars from both a larger student population and an increase in tuition charges, Delta 

was able to weather the recession the nation experienced during this time arguably better than 

some of their peers. Through strategic decisions and hiring policies and practices, Smith and the 

university’s administration capitalized on this situation. When many institutions experienced 

hiring freezes and furlough of faculty and staff, Delta U took the opportunity to grow the campus 

community by recruiting administrators, faculty, and staff to the university who represent some 

of the best their fields have to offer in terms of teaching, research, and service.  

 Customer-service atmosphere. The escalation of a customer-service atmosphere also 

serves as an example of the influence of strategy and policy on institutional change. In each 

interview conducted for this research, participants describe the university’s ability to grow the 

campus enrollment was assisted by the institution’s culture of hospitality, warmth, and a 

willingness to serve its students. This culture was second only to Smith’s leadership in reasons 

given for the university’s successful growth plan. Interestingly, the participants did not credit this 

atmosphere with Smith’s leadership or strategies, nor did they describe the institution adapting 

this model of service in conjunction with Smith’s arrival to Delta U. Most of the participants 

described this model with something that occurred organically on campus as part of Delta’s 

“southern charm”; however, this charm was not consistent with Smith’s description of an 

encounter with an employee in admissions early in his presidency at Delta. The southern charm 

also did not translate into a significant growth in student enrollment until the Smith presidency 

and the implementation of his recruitment strategies and policies. Based on my observations, 

these strategies and policies took advantage of the institution’s strengths and capitalized on what 
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came naturally to those within the community.  

 Conclusions and Implications. In utilizing the findings reported in the previous chapter, 

I found that in the case of Delta U and the institution’s enrollment growth, strategies and policies 

significantly influenced the changes experienced within the university’s community. Out-of-state 

recruitment, hiring policies and practices, and the proliferation of a customer-service atmosphere, 

among other strategies, played substantial roles individually and collectively in growing the 

student population of Delta U, and I further contend that without these administrative strategic 

decisions, the university would not be experiencing the growth that is currently occurring.  

Understanding that strategies and policies influence not only the change process, but also, 

the likelihood of sustainability, this research leads to some direct implications for future policy, 

and further research related to these concepts. This research makes a strong case for college and 

university administrators to utilize strategic planning as a central component of policy 

implementation as an institution attempts to undergo change. In terms of future research, this 

study suggests that additional studies related to distinguishing the difference between formal and 

informal policies and strategies and how those differences impact organizations experiencing 

change would be valuable to the field.  

How Does Institutional Change Influence a Community? 

 Just as strategies and policies influence change, this study also sought to examine how 

the changes themselves can influence a university’s community. This research saw clear 

examples of how Delta U’s enrollment growth impacted the institution’s community. These 

examples illustrate the impact on the university’s community which can be found with Delta’s 

people, practices, and additional policies.  

 People. For many, the composition of a community consists largely of the people that 
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associate with the group being described. In the case of Delta U this community involves people 

representing students, faculty, staff, alumni, administrators, and others. When examining the 

influence of institutional change on the people comprising the Delta community, meaningful 

effects occurred within the different campus populations as a result of the growing and evolving 

student body. For the students, there was a necessary change within that community. Not only 

was the student population significantly larger but, by changing the types of students being 

recruited (out-of-state), the needs, wants, and expectations of the group changed as well. With 

faculty, staff, and administration, each group experienced change in composition; however, the 

groups also adapted how they worked, which is discussed in further detail in the next section. For 

alumni and other community members, the influence of the change appears at this time to lie 

heavily on their perceptions of Delta U. For the interview participants, who not only worked 

within the Delta U organization but also were alumni of the institution, the perceptions of the 

changes on campus were marked with a sense of pride but also a guarded sense of loss to the 

campus of which they were apart. I would hypothesize that these feelings would be consistent 

and perhaps heightened with those alumni no longer on campus.  

 Practices and policies. The influence of change on a campus community extends beyond 

the bounds of the people who comprise the organization. Impact also exists in the form of how 

the organization works and functions. As stated earlier, needs, wants, and expectations of the 

constituents shift, and, therefore, how the institution meets these changes also evolves. Processes 

that worked with a campus of 19,000 may not work successfully with a campus of 36,000. Delta 

U responded to these changes by altering their methods or developing new practices entirely. For 

example, the practices needed to grow a student class may not necessarily be the same as 

retaining the student class; facilitating a class lecture for 30 students may utilize different 
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techniques than a class of more than 100 students; and programming to meet the developmental 

and social needs of students with family support systems within driving distance may be 

different from those whose families live on the other side of the country. Faculty, staff, and 

administration shift goals, methods, techniques and locations, all of which indicate how the 

changing student population influence the policies and practices of Delta U. Numerous examples 

of shifts in practice and policy can be found in the data findings within the previous chapter and, 

thereby, suggest a high level of influence in the relationship between change and community 

policies and practices.  

Conclusions and Implications. In summation, to address the level of influence change 

has on a community, I first define the community as not only the people who form the 

organization but also the policies and practices which members of the community employ. Then 

I assessed the level of influence observed and reported in the data. In the case of Delta U’s 

enrollment growth, the changes in student enrollment constitute a significant amount of influence 

on the Delta community. Although serving as only one example of the influence of change, this 

case does suggest at minimum a correlation, if not causation, between change and the community 

impact.  

The enrollment growth’s influence has had a tremendous impact on the Delta U 

community. This finding is supported with the data in this study, and it also leads to suggestions 

for recommended policies and practices and further research. In terms of policy and practice, the 

data in the study supports a strong institutional stance on having a highly professionalized 

administration. Implementing policies where employees are rewarded for participating in formal 

mentoring and professional development opportunities allows the employees to feel more 

autonomous, while also contributing to a common and shared vision for the university. Further 
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research related to the role communication plays in implementing and sustaining change within a 

university would provide more clarity on how change influences a community. Additional 

research addressing the tension that may arise from having both a centralized administration and 

highly, professionalized staff across multiple levels of the organization would also be helpful in 

understanding how a strengthened steering core contributes to sustainable change in higher 

education.  

How Does an Institution Sustain the Positive Effects of Change? 

 The majority of this research focuses on the final research question: how can an 

institution of higher education sustain the positive effects of change. This focus id driven by the 

idea that in today’s ever-changing world and higher education climate, it is not enough for an 

institution to merely undergo change; a college or university also needs to address how the 

changes have positively impacted their campuses and how the institution can maintain and 

support these affirming and progressive effects. To address this question, I utilized the 

conceptual framework of change sustainability, first articulated by Burton Clark in 2003. Clark’s 

work suggests that the presence of five key elements, in some form, fashion, and combination, 

increase an institution’s ability to sustain the impact of the changes experienced within their 

respective campuses. A diversified funding base, a strengthened steering core, an extended 

outreach periphery, a stimulated academic heartland, and an integrated entrepreneurial culture 

comprise Clark’s elements. The following section uses the data reported in Chapter Four to 

establish the presence of each of these elements at Delta U to assess the institution’s ability to 

sustain the positive after effects of the university’s enrollment growth.  

 A diversified funding base. As described in Chapter Two and reinforced with data in 

Chapter Four, a diversified funding base represents an institution’s ability to draw revenue and 
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resources from multiple sources so that the organization can be in a better position to “roll with 

the punches” (Clark, 2003, Pg. 77), in the event one (or multiple sources) diminishes in ability to 

support the institution and its mission. In the case of Delta U’s enrollment growth, a more 

diversified funding base served as a major catalyst for the change itself, and the institution’s 

success in increasing the student population unavoidably diversifies the base. The growth in 

quantity and quality of the student population has had an observed impact on Delta U’s ability to 

generate additional funding sources through grants and private donations. 

Figure 5.1 Funding Source Comparisons at Delta U: 2001-02 to 2012-13 

 Due to this, the existence of a more diversified institutional funding base has occurred as 

a result of the growing student enrollment at Delta U. The institution’s leadership looked for 

strategies to overcome state funding cuts through a variety of methods including an increase 

presence of auxiliary enterprises, solicitation of private and corporate donations, and federal 

Delta University Funds 2001-02 2012-13 

Total Net Position $753,841,439 
 
 

$1,978,931,178 
 

Total Operating Revenue from 
Tuition and Fees (less scholarship 

allowance) 

$74,159,240 $386,942,854 

Total Operating Revenue from 
State Appropriations 

$120,776,855 $140,699,910 

Total Operating Revenue from 
Gifts (Private/Corporations/etc) 

$37,522,942 $45,366,130 

Total Operating Revenue from 
Grants 

$2,270,492 $30,805,700 

Total Operating Revenue from 
Auxiliary Services 

$64,484,816 $144,765,209 
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grants. For example, while state funding and tuition dollars still comprise more than 50% of 

Delta U’s annual revenue, state allocations now bring in less revenue annually for the institution 

than auxiliary services. Additionally, the increase in revenue from tuition and fees can be 

attributed to multiple factors: an increase in cost per student and an increase in out-of-state 

students who pay a higher rate than in-state. Figure 5.1 depicts Delta U’s revenue sources and 

how funding has evolved at Delta U during this period of enrollment growth according to the 

Delta University Financial Reports.  

 A strengthened steering core. A strengthened steering core suggests a more flattened 

organization structure operationally within the institution. This element can be attributed at Delta 

U in the case of President Smith’s more unilateral and utilitarian approach to shaping the 

strategic plan for growing the student population on campus as discussed in the data report. A 

highly professionalized and self-sufficient workforce serves as an additional marker of a 

strengthened steering core. An example of this can be found in the importance Delta U places on 

professional development and the aggressive hiring practices utilized on campus. Delta U does 

not appear to be satisfied with change only in the form of a growing student body, but the 

administration strives to be the best in everything: students, facilities, athletic programs, and 

personnel.  

Using Smith’s example of the authority he gave Laura Robinson, the university’s former 

provost and current president, in the institution’s operations and management, the data suggests 

that when the university identifies the personnel needed, then an immense amount of trust is 

placed with the individuals to carry out his/her responsibilities. While a tension can exist 

between a vertically and horizontally flattened structure and a highly professionalized workforce 

which spans multiple levels, Delta U’s case illustrates that both factors can exist concurrently 
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within a single institution. Perhaps this shared existence is not always harmonious; however, 

none of the data within this case study directly addressed a tension between the senior and mid- 

level administrators. All of this signals a strengthened steering core within the Delta U 

organizational structure.  

 An extended outreach periphery. An institution’s capacity for crossing the traditional 

boundaries of campus characterizes a university possessing an extended outreach periphery. 

Clark’s work suggests that this extension occurs in two forms: administrative and academic. 

Although Clark focused the majority of his attention on the academic, Delta U’s expansion 

appears to be concentrated more on the administrative side of the house. The findings reported 

include evidence related to the relationship between the institution and the surrounding 

community and changing external perceptions of the institution. Although not to the same degree 

as the previous elements discussed, the findings imply an extended outreach periphery within 

this time of growth at Delta U.  

 A stimulated academic heartland. According to Clark’s work, another marker of 

change sustainability in higher education occurs when an institution possesses a stimulated 

academic heartland. To put this element simply, for the element to exist within an organization, a 

college or university’s academic mission becomes further developed through funding support 

generated at the departmental or divisional level. In the case of Delta U, this element appears to 

be the least prevalent during this time of student growth. There was no conclusive data to support 

an increase pressure for faculty to produce their own funding through grants, though there was an 

increase pressure at the college and divisional level to cultivate private donations. The creation 

of the Delta Honors College and the attention the college pays to student recruitment does 

suggest the desire to stimulate the heartland by diversifying the funding base by other methods 
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than grants and endowments. Although not exactly what Clark described in his work, this does 

suggest that the academic heartland of Delta U is being stimulated at some level.  

 An integrated entrepreneurial culture. An integrated entrepreneurial culture serves as 

Clark’s final indicator for change sustainability in higher education. This element describes an 

institutional aptitude for the widespread adoption and implementation of a distinctive set of 

characteristics and circumstances; in other words, a college or university’s ability to incorporate 

a philosophy or approach within multiple levels of the institution’s organization. The most 

prolific example of an integrated entrepreneurial culture within this case can be found in Delta 

U’s adoption of an aggressive student recruitment process and customer-service driven approach 

to teaching, research, and service.  

 In every interview, participants describe the efforts being made within their areas of 

campus for recruiting new students. The colleges and departments developed their own 

recruitment methods, student affairs professionals participate in recruitment receptions and 

promote their programs to prospective students; even administrators in the areas of alumni affairs 

and advancement work with their respective populations to recruit students to Delta through 

arranging and facilitating VIP visits to campus. The student recruitment philosophy of President 

Smith has certainly been integrated into the campus organization at multiple levels and with a 

great deal of success which indicates the presence of Clark’s final element in Delta U’s changing 

campus through significant enrollment growth.  

Conclusions and Implications. As stated prior, the data gleaned from interviews with 

staff and administrators suggests the presence of each of Clark’s key elements, albeit at differing 

levels, within Delta U during this period of change. In the spirit of these findings, further 

research is warranted within this case that focuses on other stakeholder groups within the Delta 
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U community: students, faculty, and alumni. This suggestion is explored in further detail in the 

following section, but I also encourage further questioning on how these groups intersect during 

times of change in higher education outside of the case explored here. The data also suggests that 

there be an increased emphasis on the practice of community assessments to assist in the 

discernment of positive and negative impacts of change.  

Implications 

 The research’s findings not only serve as sources of information in meeting the projects 

goals and answering the research questions, they also support the need for further work within 

the field of higher education. The previous sections outlined some specific implications for 

policy, practice, and research within answering the research questions. As this research project 

concludes, I turn my attention to more generalized and overarching implications of this project 

on policy, practice, and additional research in higher education. This final section describes these 

suggestions for efforts to supplement this work.  

Policy Recommendations 

 In terms of policy implications, this research suggests development and implementation 

of policies within campus communities which not only address how to achieve change, but also 

how to assess the impact of change and how to maintain the desired effects of change. For 

example, Delta U appears to possess many of Clark’s elements for sustaining change. Although 

many of the research participants provide compelling evidence to support a great deal of 

intentionality on the part of the administration in the implementation of the change strategies 

themselves, there does not appear to be the same intentionality with maintaining the impact of 

the change in the long-term.  

 Intentionality. The administration utilized strategies, which includes features of Clark’s 
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elements, in the policy implementation stages which led to successfully growing the campus 

enrollment; however, there is little indication to support the idea of intentionally including these 

features for the benefit of long-term sustainability. Therefore, one could conclude their presence 

may be an indicator of happenstance rather than proactive or aggressive planning on the part of 

campus administration, despite the university leadership’s forward thinking tendencies. This lack 

of intentionality would not necessarily have an impact on the university’s change sustainability; 

however, other campuses could be well-served to include Clark’s elements within strategic 

planning stages when striving for change implementation approaches with a goal of long lasting 

impact.  

Implications for Practices  

 This research also possesses implications for practices in higher education. Although 

policies often relate to organizational change in terms of the generation of ideas and strategic 

planning, the relationship between change and practice can be found in implementation and 

assessments. These subsequent sections detail how this study led the researcher to suggest higher 

education practices related to institutional change sustainability.  

 Implementation. The implementation process of change strategies are, by nature, action-

driven practices. Much like the aforementioned discussion of policy recommendations, 

intentionality with regards to sustainable goals in the development stage of institutional practices 

leads colleges and universities to be better equipped to sustain the change strategies’ anticipated 

goals. Shifts in practices within an organizational structure can also require the institutional 

culture to evolve to meet the needs of a newly defined environment or set of circumstances. An 

example of this can be found in President Smith’s conversation with an admissions employee. 

The employee advocated a more passive approach to student recruitment which directly opposed 
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Smith’s aggressive strategies for growing the student population. This conversation served as a 

tipping point for Smith and his approach to the growth and the necessity for shifting the 

institution’s organization and culture. The president argued that it would not be enough to merely 

change the way the university pursued students, but that Delta needed for its staff to understand 

why the changes were positive and needed.  

 Assessments. This study focuses, in large part, on an institution’s ability to sustain the 

positive impacts of change within colleges and universities; however, this research does not 

address how an institution can/should identify what those positive impacts are and if they even 

exist. Assessments of the impacts of change provide institutions with much needed information 

on the success and functionality of the strategies and plans being implemented within their 

organizations. By identifying the positive impacts of change, institutional administration is more 

equipped to promote sustainability once the period of transition ends.  

Further Research 

 Just as this research leads to recommendations for policy and practice, the project also 

provides suggestions for future research. This study examines the influence of change in a higher 

education community, and I primarily focus on the change at Delta University from the 

perspective of staff and administrators. Although this concentration served to provide answers to 

the overarching research questions, the study also opens the door for further exploration by 

investigating a similar line of questioning, but with a stronger emphasis being placed on different 

subsets of the campus community. I explore some of these possibilities for further research in the 

following sections.  

Other campus populations. This research focused largely on the impact of institutional 

change on the administration and staff from the perspectives of a mid-level manager and above. 
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This leaves room for further research into other campus populations including faculty members, 

students, alumni, and prospective donors. Each of these subsets of the campus community 

provides researchers with specific experiences and areas of influence; therefore, changes in the 

campus community can play out differently within the other factions of the population.  

 For example, as the student population grew and changed into a largely out-of-state 

student enrollment, research participants observed that the students’ priorities, needs, and 

expectations also shifted. Students no longer possessed the same characteristics as their peers 

from the decade prior, and traditional components of the Delta U student experience no longer 

possessed the same level of importance. Further explorations into these shifts would provide 

researchers with insights for how to address an evolving student population. Additionally, further 

exploration into the changes of one subset of a population and the influence they have on their 

counterparts would provide valuable understanding into the complexities of a campus’s 

organizational structure and practices.  

 Town and Gown Relationships. Although the findings reported in Chapter Four briefly 

discuss the relationship between Delta U and Alpha City, further research could explore this 

town and gown relationship in greater depth. In this case, the student population growth on 

campus leads the population of the surrounding city to grow as well. Although changes in 

enrollment growth can lead to a series of questions including examinations of questions such as 

communication between leaders, concerns of physical infrastructures, building policy and land 

usage, this researcher is specifically drawn to how changes in enrollment within a campus 

community impact the economic development of the surrounding area. One might easily draw 

the conclusion that more students in the area would have a positive economic impact on the city, 

though an in-depth exploration into the subject would provide observers and readers with a better 
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understanding of how change with an institution of higher education can have an impact that 

extends beyond the campus bounds.  

Concluding Thoughts 

 In answering the research questions with the case of Delta U’s enrollment growth, 

strategies and policies possess a high level of influence on the university’s ability to undergo 

change. Strategies and policies not only serve as catalyst for the change, but they also provide 

methods and means to successfully meet the desired goals of the change being sought. I also 

found through the data gleaned in this case that change can directly influence a university 

community through the institution’s people, policies, and practices. Finally, I contend, that due to 

the conceptual framework for change sustainability supplied by Clark and the data reported in 

the Delta U case, the institution maintains a high probability for sustaining the impact (both 

positive and negative) of the enrollment growth currently being experienced by the campus, 

provided the institution continues on its current path.  

In answering the specific questions of this study, the research also leads to implications 

for policy, practice, and additional research. Policy suggestions primarily focus on the idea of 

utilizing intentionality in maintaining and sustaining results in the strategic planning stage. This 

concept maximizes the prospects for achieving goals and sustaining their impact although 

minimizing the possibility of sustainability occurring through means of happenstance. Concerns 

of implementation and assessments propel the suggestions for putting the findings of this study 

into practice. Further research could answer additional questions of how change impacts 

different subsets of the campus community and how these changes impact an institution’s 

external partnerships and relationships. I would also suggest research addressing these same 

questions in the form of a longitudinal or ethnographic work. These formats allow for the 
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researcher and reader to delve deeper into an organization experiencing change and supply 

valuable information on the prospects of sustainability.  

 Finally, when this research was in its infancy, I was driven by four overarching goals; 

each goal represented a particular focus area for the project and led to the majority of the case 

presented. This knowledge gained on the influences of strategies and policies on organizational 

change exists through the perceptions of the study’s participants and observations of the 

researcher, although being grounded in the conceptual framework provided by the work of Clark. 

The data provides the research with an understanding of the relationship between change and a 

university community comprised of people, policies, and practices. This research also illustrates 

the methods, motivations, and means of one institution’s process, from inception through 

implementation and onto sustainability, for undergoing significant change in the form of 

substantial enrollment growth. Though limited in scope and scalability, the case provides 

valuable insights into one institution’s journey through change.  
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Interview Protocols 

General 

1. What is your role within university’s organization? 

2. How has this role evolved over time, specifically during the last decade? 

3. Please describe your general perceptions of the university’s enrollment 

growth.  

4. How has the growth in enrollment influenced your work at the university? 

5. What role has your division/department/college played in the enrollment 

growth? 

6. What policies have been put into place regarding enrollment growth? 

7. Do you interact with students in your role? 

8. Have those student interactions changed over time? 

Diversified Funding Base 

9. How are funding decisions made within your unit? 

10. What, if any, efforts have been made to increase a diversity of financial 

support for your unit? 

11. What influence, if any, has the enrollment increase played in your funding 

needs and initiatives? 

Strengthened Steering Core 
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12. How has your job title and responsibilities changed over the last ten years? 

13.  How has the structure of the university related to your division or unit 

evolved? 

14.  How has the university provided you with informal or formal training or 

mentorship opportunities has your job has evolved, and if so, in what ways? 

Extended Outreach Periphery 

15. What, if any, professional relationships do you or your 

division/department/college has with those outside of Delta University?  

16. Have these relationships increased, decreased, or evolved over time? 

17.  How, and in what ways, has the enrollment growth influenced your 

professional relationships outside of the university? 

Stimulated Academic Heartland 

18. How has your division/department/college developed its own funding sources 

through research grants, alumni development? 

19. Has there been an increased sense of pressure to generate funds at the 

division/department/college level? 

20. Has fundraising efforts on this level evolved over time? 

An Integrated Entrepreneurial Culture 

21. What role do you see consumerism playing within the policy decisions of the 

university? 
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22.  Has that role changed over time? 

23.  Do you believe the many communities within the university treat 

consumerism differently? 

24. How do the practices of the university reflect the role of consumerism within 

the university? 
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