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ABSTRACT 

Author:  Mehran Basiratmand 

Title:   Transformation of Palm Beach Community College 

to Palm Beach State College: A Case Study 

Institution:  Florida Atlantic University 

Dissertation  Dr. Deborah L. Floyd 

Co-Advisors:  Dr. Patricia Maslin-Ostrowski 

Degree:  Doctor of Philosophy 

Year:   2013 

 The purpose of this single-site case study was to examine the organization and 

leadership change process of Palm Beach State College, a publicly funded institution in 

Florida, as it embarked on offering bachelor’s degree programs.  The study examined the 

organizational change process and the extent to which Palm Beach State College’s 

organization transformation aligned with the eight stages of John Kotter’s (1996, 2012) 

Change Management Model.  This qualitative research was conducted using triangulation 

of data collection and analysis methods via interviews, observations, and document 

review.  This study found that the organizational transformation was a success, and that 

while expanding its offerings, the college remained true to its core mission.  Kotter’s 

model was found to be appropriate to examine the change process, and the college was 

well aligned in all but the final stage of the model.  This research contributes to the body 
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of knowledge in the field of higher education, primarily for two-year colleges embarking 

on the endeavor of organizational change process to confer baccalaureates.
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CHAPTER 1. INTRODUCTION 

One of the latest opportunities presented to Florida community colleges is the 

authorization to confer bachelor’s degrees; in addition, they can change their names as 

deemed necessary.  Twenty three former Florida community colleges, now called the 

Florida College System (FCS), already have begun the strategic transformation to offer 

baccalaureate degrees.  This process could benefit from analyzing the success of the 

change process under the light of a model for examining organizational change and 

leadership actions.  Using Kotter’s (1996, 2012) Change Management Model as a 

theoretical framework, this study entails investigating the change process for Palm Beach 

State College as it made the transition to become a four-year degree-granting institution. 

Background Information 

Community colleges in the United States have been evolving continually since 

Stanley Brown and Rainey Harper established the first junior or community college, 

Joliet Junior College, in Chicago in 1901 (Cohen & Brawer, 2008).  The core mission of 

community colleges has been primarily to prepare students for the workforce with 

terminal associate’s degrees or transfer education to four-year degree granting 

institutions.  As community colleges evolved, their missions have expanded beyond 

traditional transfer of associate’s degree programs and workforce development to various 

models of offering bachelor’s degrees in specialized fields (Floyd, 2005; Floyd 2006; 

Floyd & Walker, 2008; Floyd, Felsher, & Falconetti, 2012).  Although a few community 
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colleges began offering bachelor’s degrees in the 1970s to 1990s, the movement did not 

gain full momentum until Florida’s first community college was authorized in 2001 

(Bilsky, Neuhard, & Locke, 2012).  This movement has been continually accelerating.  

According to the National Center for Education Statistics (2009), in 2009 there were 

1,683 community colleges in the United States enrolling close to 11.8 million students, 

and 2,618 four-year granting institutions.  The categorization of colleges that offer four-

year programs versus those that are solely community or junior colleges is a difficult 

task, since there is continual transformation of many of these colleges; as such, the actual 

number of only two-year degree granting institutions is smaller at 1,173 (Phillippe & 

Mullin, 2011), and this number is expected to continue to shrink, since many are 

becoming four-year granting institutions.  The nature of these changes has been dynamic, 

and it has combined with legislative actions in several states, such as Arizona, Nevada, 

Georgia, Louisiana, Texas, Arkansas, and Florida, allowing community colleges to grant 

bachelor’s degrees (Katsinas, Tollefson, & Reamey, 2007). 

In Florida in particular, there has been a strong movement to change the 

availability of baccalaureate programs by adding four-year degree programs in 

community colleges – what is commonly referred to as the Community College 

Baccalaureate (CCB) (Floyd, 2005; Floyd, 2006; Floyd & Walker, 2008).  The Florida 

Community College System was renamed the Florida College System (FCS) in 2009, 

empowering institutions to transform and make themselves ready for bachelor’s degrees 

(Floyd, Falconetti, & Hrabak, 2009; Moltz, 2010).  According to Floyd and Falconetti 

(2013), increased access to baccalaureate programs is one of the focal points of the new 

system. 
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Palm Beach State College received authorization to offer CCB degrees in the 

specific, high-demand field of supervision and management in 2008 (Bragg & Ruud, 

2012; Floyd, Falconetti, & Felsher, 2012; Floyd & Walker, 2008). In 2009, it was given 

authorization to change its name, and in 2010 the institution formerly called Palm Beach 

Community College was renamed Palm Beach State College. 

Changes in Community Colleges 

Community colleges in the United States have embraced change since their 

inception.  These institutions are multipurpose and continue to provide an assortment of 

vocational education as well as prepare students to pursue degrees in higher education 

institutions.  These changes are sustained through various models of public-private 

partnerships, entrepreneurial visions of college leadership and Trustees, and matriculation 

agreements with neighboring institutions of higher education.  In several historical 

instances, policymakers also have served as change agents.  This includes, but is not 

limited to, the Commission on Higher Education’s (1946) recommendations to expand 

the community college system (Cohn & Brawer, 2008), thus providing opportunity for 

millions of GIs from WWII to attend college.  More recently, the Retraining for 

Alternative Careers Program funded by Congress (2010) directs community colleges to 

boost employment and improve graduation rates (Levin, 2013). 

The continuous success of the community college system is directly related to its 

ability to foster change and adapt to the growing needs of the communities they serve.  

While change is an integral part of organizational growth and is inevitable, external 

forces and legislative mandates introduce major programmatic, organizational, and 

mission changes in community colleges (Townsend & Dougherty, 2006).  Community 
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colleges generally are referenced as the builder of the American middle class (Pusser & 

Levin, 2009), given their open door policy and capability of offering just-in-time 

education to address workforce shortages.  To sustain their magnitude of success in 

staying relevant as an integral part of the U.S. higher education enterprise for the past 100 

years, community colleges have weathered change well and are equipped to handle 

employee organizational transformation to remain vital (Ricketts, 2009). 

As has been demonstrated, community colleges have undergone a substantial 

evolution since their inception.  There are several models that can be used to explore 

community college organizational change processes as well as evaluate the impact of 

organizational change.  One of the most prolific models is Kotter’s (1996, 2012) Change 

Management Model, which has been used uncontested in the private sector for the past 

17 years.  However, there are insufficient studies involving Kotter’s model in the public 

sector as well as a limited number of studies involving the strategic transformation 

process of a community college becoming a baccalaureate-granting state college. 

John P. Kotter’s (1996, 2012) Change Management Model 

John Kotter originally introduced his theory on the stages of successful 

organizational change in 1996.  He devised eight steps for a successful organizational 

change management process.  In order for the change process to be effective, Kotter’s 

steps must be implemented sequentially.  Kotter’s model could also be used to examine 

the change process already completed or in progress.  The first four stages of his model 

prepare an organization to undertake substantive changes.  These stages are referred to as 

de-freezing, or getting the organization ready.  The next three stages consist of the actual 

change process itself, which focuses on the actions taken by leadership and stakeholders 
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alike.  The final stage consists of incorporating the culture of change into the 

organizational fiber and re-freezing the organization in the constant stage of change to 

avoid complacency and mediocrity (Weick & Quinn, 1999).  The eight stages of Kotter’s 

(1996, 2012) Change Management Model are outlined in Table 1. 
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Table 1 

Explanation of Kotter’s (1996, 2012) Eight Steps of Change 

 

Purpose of the Study 

The purpose of this single case study was to describe the organizational change 

process of Palm Beach State College moving from an associate’s degree-granting college 

Steps Stage’s Definition Change Process Organizational 

Actions 

1. Establishing a sense of 

urgency 

Help others see the need 

and identify opportunity 

Create a climate 

for change 

De-freezing or 

creating organizational 

readiness 

2. Creating a guiding 

coalition 

Establish a team and 

identify individuals who are 

willing to be part of the 

change process 

3. Developing a vision and 

strategy 

Clarify how future will be 

different from the past 

4. Communicating the vision 

of change 

Make every effort and all 

vehicles possible to 

constantly communicate the 

new vision 

Engage and 

enable the entire 

organization 

5. Empowering broad-based 

action 

Provide opportunities for 

others to act on the shared 

vision, remove obstacles, 

and encourage risk taking 

Taking change process 

actions 

6. Generating short-term 

wins 

Generate short-term wins, 

and recognize those who 

have made those wins 

possible 

7. Consolidating gains and 

producing more change 

Used earned creditability to 

improve the pace of change 

process and to introduce 

structural changes 

Implement and 

sustain change 

8. Anchoring new 

approaches in the culture 

Ensure the new norm is part 

of the organizational culture 

Re-freezing with the 

new change process 
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to a bachelor’s degree-granting college.  The lens used to examine organizational changes 

was Kotter’s (1996, 2012) Change Management Model.  The study explored how the 

Palm Beach State College change process has aligned or deviated from Kotter’s eight-

stage change management model before, during, and after its transformation (2002-2011) 

to offer baccalaureate programs. 

Research Questions 

The following research questions were the focus of this study: 

1. How has Palm Beach State College’s leadership and organization changed as a 

result of conferring bachelor’s degrees? 

2. How did the Palm Beach State College change process align with or deviate from 

Kotter’s (1996, 2012) Change Management Model from 2002 to 2011 when 

transitioning to offering bachelor’s degree programs and becoming a state 

college? 

This study will identify the process characteristics of organizational change that 

occurred during Palm Beach State College’s transformation to conferring bachelor’s 

degrees as well as the institutional alignment with Kotter’s (1996, 2012) Change 

Management Model. 

Rationale for the Study 

As a result of changes to the community college system at the national level, as 

well as in Florida where it is now called the Florida State College System through 

legislative, community, and institutional actions over the past several years, there is a 

need to study further the impact of these transformations and subsequent transitions to 

baccalaureate-granting status at various institutions.  There is also a continuous trend of 
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more colleges transitioning to confer baccalaureate programs in Florida.  Given the 

vibrant nature of this enterprise, it is conceivable that within the next five years, 

additional colleges will undertake the practice of becoming four-year granting 

institutions.  This study contributes to the body of knowledge by documenting events, 

actions, and activities of a college going through such a transformation. 

Engaging in such a metamorphosis successfully requires sustainable 

organizational changes and a broader understanding of organizational transformation 

phenomena.  There are, however, limited scholarly articles and empirical research 

available in the area of evaluation of community college change, particularly through 

Kotter’s (1996, 2012) Change Management Model.  This study examines one college’s 

changes through such a lens. 

Given the broad scope of challenges and processes associated with the reshaping 

of the Florida College System, it would be prudent to examine the change process on a 

smaller scale or a narrower lens by focusing on the organizational changes based on the 

experience of Palm Beach State College as a single case study.  This institution is unique, 

given the length of tenure and stability of its leadership team, its program offerings, its 

geographic location in Florida’s biotech corridor, and its partnership programs.  

Qualitative methods provide a holistic approach to understanding the complexity of 

organizational change, since among other things, they capture human emotions, attitudes, 

and morale, which are the cornerstones of a successful change management process. 

Significance of the Study 

This study makes the following contributions to the scholarly research: 
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1. The research will strongly benefit other colleges going through the transformation 

to offer baccalaureate programs.  A case in point: In the state of Florida alone, 

there are five remaining colleges that have the opportunity to engage in such 

activities since 23 out of 28 colleges (Florida Department of Education, 2013b) 

already are offering baccalaureates programs in as few as two programs (Florida 

Gateway College), and as many as 24 (St. Petersburg College) programs.  

California, Texas, Michigan, and Arizona are closely monitoring Florida’s 

progress as they continue offering bachelor’s degrees through their respective 

community college systems as a mechanism to reduce costs and to expand access 

to high-demand programs. 

2. This study, using Kotter’s lens, adds to the limited body of knowledge on the 

understanding and implementation of change management processes in a publicly 

funded college.  Since community colleges serve numerous various stakeholders, 

implementation of the change process is complex and requires support from 

various constituents.  The study benefits academic institutions that are exploring 

change by guiding them to Kotter’s (1996, 2012) Change Management Model. 

Theoretical Framework 

This study is guided by the theory of change process proposed by Kotter (1996, 2012) 

and by the organizational changes necessary to successfully implement and sustain 

change.  Kotter’s eight stages of leading change is a framework that could be applied to 

any organization espousing new direction and transformation (Kotter & Cohen, 2002).  

The need to have organizational change is omnipresent, and Kotter’s model is based on 



10 

the fundamental purpose of the leadership team to serve as a catalyst to deploy and foster 

a successful change process and to weave it into the institutional culture. 

Delimitations 

This study is delimited by the organizational and leadership change processes of 

Palm Beach State College during a period of nine years from 2002 to 2011 as well as its 

alignment with Kotter’s (1996, 2012) Change Management Model as part of the college’s 

effort to confer bachelor’s degrees in selected programs.  Participants have had an active 

role as change agents during this period. 

Limitations 

All research has limitations, and this study is no exception.  First, this is a 

qualitative single case study that may include researcher biases that could affect the final 

product (Lincoln & Guba, 1981).  Second, the issue of lack of generalization is often 

discussed in single case study research, since the findings may not apply to other similar 

phenomena (Kazdin, 1982).  Caution should be exercised with generalizing.  Third, case 

studies rely on evocative information given by various individuals.  Given the scope and 

period of this study, students, former District Board of Trustees members, and 

policymakers were omitted from the interview process.  While data validity methods 

minimize inconsistency, there is the potential for some important details to be left out.  In 

addition, information gathered via interviews may be a recollection of past events and, 

therefore, subject to the problems inherent in memory recall (Trull, 2005).  Finally, as 

Riessman (1993) explained, there will always be a gap between events that occur and any 

retelling of those events. 
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Chapter Summary 

 Community colleges in Florida now have the opportunity to add bachelor’s 

degrees to their program offerings.  Furthermore, the Florida Community College System 

has renamed itself the Florida College System (FCS), and has authorized community 

colleges to change their name as appropriate.  This makeover at one particular college is 

being examined, using one of the most renowned organizational change management 

models. Kotter (1996, 2012; Kotter & Cohen, 2002) has developed a widely used model 

based on eight stages for successful organizational change.  Community colleges as a 

whole, and in Florida particularly, have demonstrated agility and have been able to seize 

the opportunity to implement timely strategic changes.  This chapter has set the stage to 

evaluate one such college, Palm Beach State College, and its organization model and 

leadership actions to begin conferring baccalaureate programs through the lens of 

Kotter’s model.  The research questions examine Palm Beach State College’s 

organizational trends as well as its alignment and variation from Kotter’s model as part of 

its change process from a community college to a state college. 
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CHAPTER 2. LITERATURE REVIEW 

This chapter provides a review of relevant literature and the framework that was 

used to conduct this study.  This chapter is divided into two sections.  The first section is 

a comprehensive discussion and review of related literature on the community college 

transformation and change process to bachelor’s degree-conferring institutions at the 

national level, with particular emphasis on Florida.  The second section will discuss the 

literature regarding six organizational change models.  These models have been either 

implemented or examined in the context of other higher educational institutions’ change 

processes, particularly at the community college level. 

Finally, the merit of using Kotter’s (1996, 2012) Change Management Model to 

study change and engage in organizational transformation, as opposed to the other five 

models, will be examined and appraised.  An analysis of the literature related to higher 

education institutions that have implemented Kotter’s model will be reviewed and their 

significance will be evaluated. 

Transformation of Community Colleges 

Community colleges are unique in the way they were designed to be academic 

institutions within reach of the majority of the American population, both from an 

affordability perspective as well as a geographical one.  Transforming America’s 

community colleges, as proposed by the current administration as well as by several state 

governments, is the country’s first step to renewing its world leadership status as an 
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educated nation and continuing its attainment of a strong middle class.  One of the state 

government’s primary missions is to equip college students with enough skills to prepare 

them for their future, which is line with one of several community colleges’ missions – to 

provide job training (Smith & Holcombe, 2008).  The changing economic transition and 

workforce demands for skilled workers exhibit a need for a change in community 

colleges to align them with the global knowledge-based market (Mathis, 2006; Pusser & 

Levin, 2009; Soares, 2010). 

The push for two-year colleges to offer baccalaureate degrees has developed over 

the past several decades and has already been implemented in 18 states (Bragg & Rudd, 

2012; Essink, 2013; Townsend, Bragg, & Rudd, 2008).  Another motivation for this 

change is to address the unmet need for a skilled local workforce, and in particular, to 

increase access to applied and workforce baccalaureates (AWB) (Bilsky et al., 2012; 

Floyd, 2005, 2006; Floyd, Falconetti et al., 2012; Floyd, Felsher, & Catullo, 2012; Floyd, 

Felsher, & Falconetti, 2012; Scott, 2008; Walker & Floyd, 2005).  Along with the 

aforementioned objectives are the goals of providing additional resources to increase 

student performance, improving the general education quality, stimulating innovation, 

and establishing a system that will measure performance accurately. 

Community colleges have been established to provide students of a given 

community with an adequate college education within the reach of their financial 

capacity.  However, difficulties such as funding resources, facilities, and materials as well 

as the quantity of baccalaureates being offered, create an impact on the performance 

outcomes of both students and colleges (Wellman, 2002).  Community colleges have a 

history of undergoing changes in order to meet the needs of their communities (Levin, 



 14 

1998; Meier, 2013).  In order to address the issues that communities are facing, some 

aspects of the change process that community colleges have undertaken include 

leadership development, organizational structure changes, and the crafting of goals and 

objectives to promote innovation (Blackwell, 2003; McClafferty, McDonough, & Nuñez, 

2002).  The following subsections will address the State of Florida’s role, the leadership 

team, the organizational structure, and student needs in regard to the process of 

organizational change.  It also will analyze the transformational process from a mission 

creep perspective and a cost perspective. 

Florida as the center of changes in the Community College System.  

Throughout the changes in community colleges, the State of Florida, which has been 

deemed to have one of the finest community college systems nationwide, has been the 

focus of attention when it comes to institutional transformation, particularly with regard 

to baccalaureate programs (Campbell, 2005a; Gonzalez, 2011).  Numerous scholars 

(Bilsky et al., 2012; Floyd & Falconetti, 2013; Floyd et al., 2009; Floyd & Walker, 2008; 

Smith & Holcombe, 2008) offer that since St. Petersburg College was the first to be 

granted authorization through Florida Senate Bill 1162/Florida Statute 240.5278 of 2001 

to offer traditional baccalaureates in fields experiencing a shortage in the workforce, the 

Florida community college system has continued to evolve.  These authors also share that 

other legislative milestones include: House Bill 7147/Florida Statute 1007.33 of 2007 that 

allowed the State Board to accept proposals from community colleges to provide 

baccalaureate programs in specific fields; Senate Bill 1716/Florida Statute 1001.60 of 

2008 that established pilot programs to transition community colleges to offer 

baccalaureate programs; and Senate Bill 2682/Florida Statute 1000.21 of 2009 that 
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authorized the U.S. Department of Education to allow community colleges to make 

modifications to their names and to grant them the authority to offer bachelor’s degrees.  

The combined actions of legislators, the Department of Education, and community 

college leaders have reshaped the FCS landscape and facilitated change. 

These changes were necessary to increase bachelor’s degree attainment, which 

was essential given the population growth in the state of Florida.  According to a report 

by the Office of Program Policy Analysis and Government Accountability in 1999, 

Florida community colleges served around 750,000 students.  The most recent annual 

report of the Florida Department of Education (2013a) clearly demonstrates the upward 

trend of student growth and the need for additional program offerings.  Per this report, the 

number of students attending the FCS is approximately 880,000.  The increase in the 

state’s population, combined with the demand for better educational opportunities and 

advanced workforce training, has been a major catalyst to expand Florida’s baccalaureate 

offerings. 

Florida has experienced an unprecedented growth in community college 

baccalaureate programs.  These programs experienced a 188% increase from 2006 to 

2009 alone (Holcombe & Smith, 2010).  This increase has expanded the need for 

additional organizational changes to incorporate new programs into existing colleges.  It 

is noteworthy, however, that the FCS successfully has embraced this change as a whole, 

and its accomplishments have drawn interest at the national level (Barnett, 2011; Floyd et 

al., 2009); however, this endeavor is still in transition.  As stated by Floyd and Falconetti 

(2013), the new FCS continues the community college tradition of investing Florida 

citizens by providing cost-effective education that now includes access to the CCB.  
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While the student population and the number of programs are increasing, Florida still 

needs to increase the number of bachelor’s degrees it is producing to improve job 

opportunities and to enhance workforce skills. 

According to Florida Trend magazine (Barnett, 2011), Florida was ranked 41st in 

bachelor’s degree production, a fact recognized by the Florida Department of Education 

(Holcombe, 2011).  This number indicates that there is a tremendous gap that needs to be 

filled, given Florida’s growing population.  The number of bachelor’s degrees to be 

conferred cannot be fully addressed by the State University System (SUS).  Of the 93,726 

students enrolled in a postsecondary educational institution in Florida in the 2009-2010 

academic year, only 27,456 (29%) were enrolled in the SUS, while 62,362 (67%) were 

enrolled in the FCS (Holcombe, 2011).  The overall low acceptance rate in the SUS was a 

contributing factor to the inadequate production of bachelor’s degrees, and has provided 

an opportunity for the FCS to offer baccalaureate programs to address this shortage 

(Smith & Holcombe, 2008).  As a response to the challenge of increasing the state’s 

performance in terms of producing more bachelor’s degree holders, a complete 

transformation of the community college system was necessary. 

 The rationale behind the community college transformation in Florida, apart from 

the below the national average rate of degree production, is to respond to the workforce 

needs for baccalaureates (Bottorff, 2011; Floyd et al., 2009; Floyd & Skolnik, 2005).  

Considering that Florida’s population is already at 18.8 million (U.S. Census Bureau, 

2010) and is expected to surpass New York State’s population by 2030 (Proximity One, 

2013), the increasing population confirms the need for a higher number of bachelor’s 

degree holders to fulfill its workforce demand (Bryan, 2011). 
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Such data justify the decision of the State of Florida in bringing community 

colleges to the arena of bachelor’s degree-granting institutions as promulgated not only 

by institutional forces, but also by external forces, including global demand (Levin, 2004; 

Turner, 2000).  Furthermore, the decision was also the result of a student interest survey 

and the examination of responses from stakeholders (Bryan, 2011).  Thus, a need for a 

transformation was warranted. 

The role of leadership in Florida College System changes.  Leadership plays an 

integral role as a catalyst for change, particularly when it comes to community colleges 

(Arsht, 2011; Burns, 1978; Dale, 2012; Floyd, 2003; Marcus, 2004; Roueche, Baker, & 

Rose, 1989).  Community college leaders in the state of Florida, particularly the early 

adopters who developed baccalaureate programs, displayed a forward-thinking vision and 

took the necessary actions to make that vision a reality.  These transformational leaders, 

under the influence of the environment they operated within, were held up as examples to 

inspire other college leaders (Amey, 2013).  These leaders had to go through 

organizational change, described as “among the most important and challenging 

leadership responsibilities” (Malm, 2008, p. 614). 

Petry (2003) conducted a study to determine the perception of community college 

leaders in Florida about the changes and their views on what community colleges needed 

in order to improve and produce baccalaureates.  Her methodology included 

administering surveys and conducting interviews with the community college leaders in 

the State of Florida.  Petry’s study focused on the original five community colleges in 

Florida who were leading the state at that time in shifting from institutions providing 

associate’s degrees to institutions offering bachelor’s degrees as well.  Since Petry 



 18 

conducted the study, 18 additional state institutions have undertaken the transformation to 

confer baccalaureates, which clearly demonstrates the continuing shift and transformation 

of the FCS. 

Petry’s (2003) study investigated the major leadership actions that precipitated the 

bachelor’s degree transformation.  Challenges that arose during the change process also 

were addressed in the research, as well as the problems that prevail.  Perspectives of the 

college leaders who experienced the transition were related to concepts of program 

selection, resources, funding, community access, and collaboration to avoid conflict with 

other educational institutions.  Concepts, quality, and program accountability were also 

discussed during the course of the research.  The research concluded that it is time for the 

leaders of community colleges to partake in the changes brought about by the rising 

demand and constant shifts in workforce demand.  According to Petry, the State of 

Florida, and its community colleges that were successful in carrying out the 

transformation in their respective institutions, were continuing to innovate their 

organizational objectives and missions to achieve the new goal of serving their 

communities by offering quality bachelor’s degrees.  These leaders also collaborated with 

their Boards of Trustees to enforce the new policies and procedures governing their 

organizations (Vickers, 2007). 

The community college baccalaureate organizational change process.  Change 

can be initiated either by environmental factors that have a direct impact on the system 

undergoing transformation, or by the concerned organization itself.  In his study of 

change and college restructuring, Smith (2011) concluded that change happens as a result 

of coordinated efforts between intellects and powerful influences within and outside of 
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the organization.  However, change in community college systems cannot be 

implemented as soon as a need for it is perceived; the change process has to undergo 

stages in order to ensure that the intended changes align with the initiatives of the 

community.  This is why planning is crucial when implementing change; change does not 

always happen as intended unless it is guided by a well-structured blueprint (Smith, 

2011). 

Before change can happen in a community college organization, perceptions of 

organizational change by leadership and the community, and understanding of the change 

itself, need to be examined, along with the factors affecting it.  Van Wagoner (2004) 

discussed the influencing factors affecting changes in community colleges.  In his 

journal, he examined the factors influencing perceptions by leadership and stakeholders 

of the organizational changes among 12 community colleges in a single state under the 

same college governance system.  He sampled 510 professional staff by asking them to 

complete a 71-item survey.  The study concluded that fast-changing environments in the 

local community affect community colleges.  Therefore, the need for constant change is 

fundamental to the collective success of the community college system (Petrosian, 2010; 

Van Wagoner, 2004; Weiss, 2012). 

Conceptual theory, such as organizational change theory, plays a bigger role in 

terms of understanding the perceptions of stakeholders of each institution and its 

leadership toward change, given that community colleges are more likely than four-year 

universities to be tied to the local service market and to form industry and education 

partnerships with others in the region (Essink, 2013; Floyd, 2006; Floyd & Skolnik, 

2005; Hagen, 2012; Townsend et al., 2008).  Therefore, at a certain point, the focus of 
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maturation is at the micro-level rather than the macro-level of perception.  Also, since 

any theoretical model of organizational change in a community college will also impact 

its mission, the need to have a clear definition of mission is paramount (Meier, 2008, 

2013). 

The workforce training provided by community colleges under sub-baccalaureate 

(associate’s degree) programs presents the nation with a strong workforce that will drive 

the national economy (Sentz, 2013).  It appears, however, that a community college is a 

divided entity.  On one hand, it is an institution of higher education for future 

professionals pursuing baccalaureate education; and, on the other hand, local, state, and 

federal governments also rely on community colleges as a source of certificate and 

terminal associate’s degree programs for the national workforce.  Community colleges 

have been found to be more effective when they define their essential function as 

institutions with a single mission (Meier, 2008, 2013; Pusser & Levin, 2009).  Multiple 

missions can lead to confusion and can blur the understanding of the organization’s 

goals; therefore, if community colleges are a mix of multiple functions with several goals 

on which they focus, they could fail to deliver a more defined baccalaureate program 

(Valadez, 2002).  This is one of the challenges facing community colleges: to be 

everything to everyone (Gonzales, 2004; Levinson, 2005; Rice, 2007). 

 In a 2011 case study, Hofland articulated the transformation of community 

colleges from institutions offering sub-baccalaureate education to institutions offering 

bachelor’s degrees along with performing their traditional functions.  Hofland’s (2011) 

case study evaluated the changes that took place in an American community college, 

Great Basin College in Nevada, which developed five baccalaureate programs from 1997 
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through 2010.  The transformational change harbored by the Great Basin College to 

improve its baccalaureate programs is not so different from what other state colleges are 

doing, particularly in the State of Florida. 

According to the findings, although Great Basin College had changed from 

offering associate’s degree programs to offering baccalaureate programs, its fundamental 

mission remained the same.  This is consistent with the observations of Townsend 

(2005), who noted, “CCB-granting institutions will still be truly community colleges 

even if the Carnegie Foundation labels them baccalaureate/associate colleges and 

regional accrediting associations see them as four-year institutions” (p. 182).  The change 

to offer baccalaureate programs was a step that community colleges took to empower the 

community with higher levels of education and professional knowledge for 21st century 

economic globalization (Skolnik, 2001). 

 Kisunzu (2011), in her research on how Malcolm Bridge has anchored change in 

higher education, presented narratives of senior executives of the institution on their 

views on community college transformation.  Kisunzu referenced a study performed by 

McKinney and Morris (2010) via interviews conducted with the executive administrators 

of two of Florida’s state colleges, which revealed strategies on how they were able to 

implement the multi-faceted process of transforming their respective institutions.  In 

transforming their community college institutions, organizational change included the 

expansion and diversification of their baccalaureate programs.  To be able to implement 

change successfully, strong leadership and identifying a change process strategy are the 

key ingredients in morphing a community college into a baccalaureate granting 

institution (Kisunzu, 2011). 
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 However, based on the narratives of the executives as presented in the research by 

Kisunzu (2011), implementing change has its corresponding challenges as well.  One of 

them is the prevailing culture that defines the norms of organizational practices in the 

institution, which impedes the implementation of key changes in community colleges 

(Eckel, Hill, & Green, 1998; Kisunzu, 2011).  The success of community colleges’ 

organizational change did not come only from leadership strategies, but consisted of three 

elements: (a) ensuring that the change was well aligned with the organization’s mission, 

vision, and values; (b) incorporating performance expectations of excellence into all 

newcomers to the organization; and (c) implementing open, authentic, and responsive 

communication systems – especially with faculty (Kisunzu, 2011). 

Stich (2008) conducted a meta-ethnographic examination of the change process in 

four community colleges and discovered that the institutions achieved success through 

several change models that focused on supporting each college’s uniqueness.  The 

methodology of meta-ethnographic analysis includes case translation, case selection, and 

synthesis.  Stich’s findings suggest that the recommended strategies from experts such as 

Bridges (1991), Carter and Alfred (1999), Eddy (2003), Fullan (2001), Kanter (2000), 

Kezar and Eckel (2002), and Kotter (1996, 2012) are effective in terms of emphasizing 

the uniqueness of the organization’s quality of relationship and strategic use of an 

integrative approach to the change process.  Stich found that organizational readiness and 

a system to gauge readiness are equally important to engage in successful institutional 

transformation.  It is key for community colleges to be “change-ready institutions” 

(Smith, 2013, p. 1). 
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McClenney and McClenney (2010) stated that to pursue organizational change in 

the system to support students’ strivings toward success, there should be a clear agenda 

for dealing with contemporary challenges.  Thus, a paradigm shift is necessary in order to 

realize a foreseeable future in four-year community colleges.  This has clearly been the 

case in the FCS experience, since beginning in 2001, legislators have provided the 

opportunity for two-year colleges to undergo the transformation to four-year institutions, 

and to grant bachelor’s degrees in high-demand fields (Barnett, 2011; Bottorff, 2011; 

Floyd, 2005, 2006; Floyd & Walker, 2008, Floyd, Falconetti et al., 2012; Floyd, Felsher, 

& Catullo, 2012; Floyd, Felsher, & Falconetti, 2012;; Hrabak, 2009; Smith & Holcombe, 

2008). 

Changes in community colleges using a student-centered approach.  

According to Pusser and Levin (2009), re-imagining and re-branding community colleges 

in the 21st century is founded on the premise that changes have to utilize a student-

centered approach to higher education.  Community colleges have been part of a national 

strategy for global competitiveness and economic development.  The institution has 

evolved from being simply an educational one, to a venue for developing future 

professionals, skilled employees, and first responders.  Pusser and Levin (2009) stated 

that community colleges paved the way for the development of the technological 

workforce and are designed to prepare students to earn a living and to lead a satisfying 

life after completing their college education.  In addition, Pusser and Levin described the 

changes in community colleges as a transformation of institutions that will serve as a 

primary avenue for students who are pursuing four-year bachelor’s degrees.  In fact, 60% 
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of the students enrolling in state universities have completed and obtained credits from 

associate’s degree programs from community colleges (Pusser & Levin, 2009). 

The entire reason for a college to undergo transformation is to meet the ever 

changing needs of its students.  Faculty members are at the center of this change and are 

in a prime position to have a positive impact on student achievement (Levin, 2013).  

They are there to impart important skills to students, such as reading, writing, and critical 

thinking in solving mathematical problems (Fitzgerald & Shanahan, 2000; Jackson, 2009; 

Magnifico, 2010; Olinghouse & Graham, 2009; Perin, 2013).  The literature argues that 

while full-time faculty members are in a better position to become familiar with students 

individually, financial circumstances often dictate an over-reliance on part-time faculty 

(Amey, 2013; Levin, Kater, & Wagoner, 2011).  Throughout organizational change, it is 

important for faculty, whether tenured or adjunct, not to lose sight of the student and to 

ensure optimal student outcomes (Levin, 2013). 

A major transformation that has occurred regarding community college student 

support is the increasing focus on online course delivery.  This increasing emphasis on 

online courses is designed to address access, availability, affordability, and convenience.  

The use of online education is consistent with the community college mission and its 

being a student-centered institution (Arsht, 2011; Baker, Redfield, & Tonkin, 2006; 

Floyd, 2003; Maier, 2012; Marcus, 2004). 

Mission creep.  Levin (2002) evaluated the mission of community colleges and 

their baccalaureate programs to determine whether the mission was to serve the purpose 

of providing access to higher education, or if it was for the state to gain economic 

competitiveness.  His research focused on identifying how baccalaureate programs 
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offered in community colleges are a part of the traditional mission of access that paves 

the way for strengthening the market force.  The investigation examined the legal 

foundations of bachelor’s degrees – the bills and legislation leading to the 

implementation of institutional policies.  The current development of community colleges 

relies on the notion that these institutions are a venue for second chance education and 

social production. 

The establishment of baccalaureate programs at community colleges is facing 

challenges (Wagoner & Ayon, 2012).  One misconception related to this change is in the 

ideological position of community colleges as the provider of general education 

requirement courses and developer of workforce related skills (Levin, 2002).  Another 

misconception is the notion of mission creep or stretched mission (Eaton, 2005; Levin, 

2004; Mills, 2003; Wagoner & Ayon, 2012; Wattenbarger, 2000).  Because of the lack of 

understanding of the specific community college mission, it is viewed either as an 

institution that provides access to higher education, or as an economic workforce factory.  

Orphew (as cited in Levin, 2002) discussed the endogenous rationale that explains the 

impacts and influence of exogenous forces such as political influence and state policies 

(Raby & Valeau, 2009).  From this perspective, the success of the country’s economy 

relies on how much of its workforce is composed of skilled laborers.  Therefore, in order 

to reach the goal of uplifting the economy, states should produce a quality workforce to 

sustain economic growth.  To accomplish this, potential employees should receive quality 

bachelor’s degrees.  As a response, transformation in community colleges, particularly in 

the quality of bachelor’s degree programs, is paramount. 
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Influence of cost on the change process.  Orchestrating change in a community 

college requires the full effort of institutional leaders, faculty and staff, and, in some 

cases, legislators.  Every transformation plan will have to give due consideration to the 

cost of the plan to stakeholders.  The appeal of community colleges is that they can offer 

degrees at a lower cost than universities (Bottorff, 2011; Furchtgott-Roth, Jacobson, & 

Mokher, 2009); therefore, the change process must be cost-effective to ensure that this 

remains the case. 

Generally, cost is a primary issue in community college transformation.  Since 

community colleges are government-supported (federal, state, and, at times, local) 

institutions, the need for cost coverage is crucial because the demographics of the 

students attending community college indicate that they are mostly from low-income 

families (Voorhees, Luan, & Trump, 2004).  Hagen (2012) argued that community 

colleges are appealing to these families because of “lower tuition costs, geographical 

proximity, flexible scheduling and instructional methods, and service to at-risk students 

who are either academically under-prepared, financially constrained, or typify non-

traditional status” (p. 23). 

Based on this notion, community college transformation requires consideration in 

three important areas of higher education: cost, access, and quality.  Stakeholders have 

different views on higher education today due to how the three areas affect each other in 

a reciprocal relationship.  There is a guaranteed impact on quality when either cost or 

access is curbed. 

On the other hand, asking students to cover additional costs by limiting 

government funding would limit their access to higher education and eventually impact 
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the number of workforce entrants generated by the institution (Voorhees et al., 2004).  

This is a major challenge for community colleges in the United States as well as for state 

colleges in Florida, which have experienced a consistent increase in tuition over the past 

several years while embarking on the new endeavor of conferring bachelor’s degrees that 

also charge higher tuition rates for upper level courses (Kim, 2010).  Cost issues conflict 

with an institution’s mission of making higher education accessible to the entire 

community.  Generating fees to cover part of the cost generally would raise several 

questions and disagreements within the community since their perceptions about the 

institution and its mission are that it is to provide higher education that is affordable and 

widely accessible (Walton et al., 2004). 

Furthermore, community colleges continue to serve the core of the workforce that 

is instrumental in uplifting the community’s economic sustainability; and they are a 

strong catalyst for the formulation and sustainability of the middle class in the United 

States (Immerwahr, Johnson, & Gasbarra, 2008).  As such, the pressure on colleges to 

sustain their role as an open access facility while transforming and shifting costs to meet 

the new demand is the subject of deliberation and much literature (Pillay, 2010; Ruud & 

Bragg, 2011). 

Change Models for Reshaping Community Colleges 

There are several change models that can be used to measure the success of the 

transformation process.  Implementing changes across community colleges has driven a 

rigorous exploration for an effective model of change.  There are several that can be 

considered, such as Lewin’s (1951) change management model, The McKinsey 7-S 

model (Peters & Waterman, 1982), Nevarez and Wood’s (2010, 2012) six-step model, 
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and Kotter’s eight-step model (1996, 2012; Kotter & Cohen, 2002).  All of these models 

are unique in terms of an organizational management approach, or for evaluating or 

assessing organizational change processes.  However, Kotter’s (1996, 2012; Kotter & 

Cohen, 2002) Change Management Model can be considered more appropriate for 

changes in a community college setting.  This is because the model was designed as an 

easy-to-follow, step-by-step approach and is more focused on the preparation, 

acceptance, and anchoring of the coming changes into institutional culture, instead of 

focusing on the actual change, which is generally short lived.  In addition, transition, 

which is necessary when implementing change, is simpler using the eight-step model. 

The role of leadership.  Organizational leaders are the primary advocates for 

change in their respective organizations (Crenshaw, 2008).  In terms of community 

college transformation, the level of leadership skills determines the success of the 

institutional transformation and, therefore, the organization’s continued survival.  

However, leaders need to pay attention to the change process and must carefully consider 

the current and desired state of affairs, or, as the Rural Community College Initiative 

(2002) puts it, “how things are” and “how things should be” (p. 6), as the principles for 

the leaders who are guiding the organizational change. 

Ingredients of the change process model.  The key principle of the change 

process, regardless of the model adopted, is that institutional change should focus on both 

technical and adaptive support in its commitment to resources (Biech, 2007; Campbell, 

2005b; Higher Learning Commission, 2000; Long & Kurlaender, 2008; McClenney, 

2006).  In other words, while it is important to have a firm grasp of the mechanics of the 

process, it also is important to be flexible. 
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 Weiss (2012) researched the challenges that impede the continuous 

implementation of change in community colleges.  Her study on the subject of change in 

community college transformation defined two theoretical frameworks: namely, 

organizational change (the technical aspect), and transformational leadership (the 

adaptive aspect).  The principles of organizational change as defined by the study are 

simple: change is a matter of choice, and is not dictated by external factors.  Weiss 

concluded that strong leadership is essential in fostering organizational change.  The two 

theories work hand-in-hand to successfully transform an institution such as a community 

college.  Change and transformation in community colleges can be accomplished even 

during periods of economic downturn because change is not entirely commanded by 

environmental factors, but rather by leadership initiative as well (Messer, 2006; 

Overman, 2010; Weiss, 2012). 

 Based on several works of literature discussing changes in community colleges, 

along with an understanding of the processes and principles involved, it is evident that in 

order for educational institutions such as community colleges to offer baccalaureate 

programs, they need to have the right initiative and a sense of direction to initiate the 

bachelor’s degrees they are offering (Messer, 2006; Overman, 2010; Weiss, 2012).  The 

burgeoning enrollment and growing interest of policy makers and members of the 

community within community colleges’ service areas provide motivation for their leaders 

to pursue transformation.  The institution’s evolving mission changes the way the 

community college expands its territory as an institution of learning.  More doors are 

being opened for the community to gain access to bachelor’s degrees and vocational 

skills (Schmitigal, 2010).  The main purpose of change in community college program 
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offerings is not to eliminate conventional programs, but rather to expand the institution’s 

educational portfolio (Townsend et al., 2008).  Community colleges can continue to offer 

associate’s degrees, certificate programs, just-in-time education, and vocational courses 

while simultaneously offering four-year bachelor’s degree programs. 

Discussion of Models and Frameworks for College Transformation 

During the last 50 years, several organizational transformation models and 

frameworks have been developed, and some have been examined directly in the context 

of community college transformation.  These models provide a comprehensive body of 

knowledge for examining a successful change process.  It is important to note that many 

of these models draw a direct path from the role of the leadership team with regard to the 

degree in which organizational change has been successful.  The discussion about the 

change process and change agents starts with the definition of an ideal leadership team 

that any community college must have (Amit, 2003). 

In the following sections, six models supporting related literature, their 

application to institutional transformation, and their limitations will be argued, in contrast 

to the Kotter (1996, 2012; Kotter & Cohen, 2002) Change Management Model adopted 

for this study.  It is, however, imperative to note that organizational transformations are 

not bound to draw from one specific model, and the opportunity to identify or align with 

various components of other models for a hybrid approach is conceivable.  Nonetheless, 

this study examines an ample amount of literature related to change models while 

maintaining a focal point on organizational change through Kotter’s lens to demonstrate 

the fit of Kotter’s model with the purpose and research questions of this study. 
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Lewin’s (1951) change management model in higher education.  One of the 

models that has been tried in higher education transformation is the change management 

model developed by psychologist Kurt Lewin in the 1950s.  Lewin believed that most 

people are more likely to operate, and prefer to undergo change, within their comfort 

zones.  Kent (2011) described Lewin’s model as the simplest approach to understanding 

social and organizational change.  The model consists of only three steps.  First is the 

unfreezing method, which is the discovery stage, and consists of recognizing that the 

need for change is essential (Kent, 2011).  The second step is the unfreezing process, 

which is the transition itself that actually commences the organizational change process. 

The third step consists of re-freezing or, in other words, reinforcing the new change 

amongst the members of the organization.  In practice, either the first or the third steps 

are generally omitted during the process (Kent, 2011).  The three-step model of change 

process proposed by Lewin has become unfashionable in the last two decades due to its 

oversimplification (Dawson, 1994; Hatch, 1997; Kanter, Stein, & Jick, 2003) and is no 

longer being evaluated as part of organizational transformation, particularly in 

community college settings. 

 Liebowitz, Haynes, and Milley’s (2001) change model.  Liebowitz, Haynes, and 

Milley (2001) studied the driving force in two community colleges in relation to effective 

leadership and covered five areas in which a successful institutional transformation can 

be obtained.  These five frames include: (a) the need and opportunity for change; (b) 

changes to the educational model; (c) breaking the culture of inertia; (d) policy, 

partnerships, and internal leadership; and (e) engaging external stakeholders.  Liebowitz 

et al.’s (2001) research is comprehensive in that it presented the theory’s advantages 



 32 

while contrasting it with its disadvantages.  According to their study, the probability of a 

successful transformation is higher if the leadership in community colleges and 

stakeholders work together in developing strategies that define a common vision and 

establish the need for a sense of urgency to initiate change.  Driving the course of change 

is a dynamic interaction between the internal leadership and external stakeholders 

(Liebowitz et al., 2001). 

 Liebowitz et al. (2001) presented change in a model demonstrating that the 

combination of leadership, partnerships, and policies are the main ingredients needed in 

overcoming a culture of inertia and leading to advancement toward self-sufficiency.  The 

desired outcome for leaders of community colleges looking to accomplish change is to 

have as much influence as possible within the organization (Fahey, 2008; Pennings, 

2007; Stich, 2008).  Effective leaders should have a clear understanding of the diversity 

of cultures within the organization in order to develop practices and policies that will 

encourage change.  Leaders must have a good sense of environmental change, be able to 

acquire information from the right place, know how to use the information, make 

adjustments without compromising their values and ethics, and be able to accept criticism 

in order to initiate change (Drotos, 2012; Fahey, 2008; Stich, 2008).  While this model is 

comprehensive and built on a strong theoretical framework, it does not provide a 

simplistic guideline for community college practitioners going through the change 

process itself. 

 Christensen, Horn, Caldera, and Soares’ (2011) business model.  A study 

conducted by Christensen, Horn, Caldera, and Soares (2011) proposed the business 

model as an effective model for change in a community college organization.  This model 
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encourages the institution to adhere to the process of creating a knowledge base centered 

on two premises; the reason for the change, and the business value of the proposed 

change (inclusive of both direct and indirect costs).  The business model acknowledges 

the importance of taking into account overhead costs, although the most important focus 

is on knowledge proliferation. The applied principles of the business model for 

institutional change are driving the positive aspect of disruptive innovation, developing a 

more focused strategy, and creating an online learning method to sustain innovation 

(Christensen et al., 2011; Eggers, Baker, Gonzalez, & Vaughn, 2012).  However, the 

downside of this theoretical model that makes it ineffective in a community college 

setting, is that the calculation of costs is extremely complex and convoluted.  In addition, 

continuous disruption still has not been proven to work effectively in higher education 

because of the absence of adequate infrastructure available in an institution, as well as the 

existence of the curriculum development cycle (Christensen et al., 2011; Epper & Baker, 

2009).  Furthermore, it is extremely difficult to measure quality and the value of 

education delivered by a community college using solely monetary methods (Belfield, 

2012). 

 Lamb, Kabes, and Engstrom’s (2011) Graduate Learning Community 

Model.  Lamb, Kabes, and Engstrom (2011) conducted research that focused on 

establishing a sustainable transformation through community college educators.  They 

described the graduate learning community model for organizational change as a non-

traditional cohort model.  According to the research, the traditional learning approach 

involves classes that are taught as a single unit facilitated by two different educators, with 

the rest of the college transforming itself around this model.  In this approach, the 
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learning process increases in depth over the course of a two-year period.  The model also 

requires the students to implement strategies and to get feedback (Lamb et al., 2011; 

University of Adelaide, 2009). 

 This change model is composed of nine stages, of which seven are considered 

crucial.  These seven crucial stages include data collection, research-based evidence for 

improvement, peer collaboration, empowerment and professional growth, the creation of 

teacher leaders, the transformation of learning practices, and sustainability transformation 

(Lamb et al., 2011).  However, this model still cannot be considered applicable to 

organizational transformation because it needs a supporting model that focuses on the 

entire organization, including changes to the delivery of education.  Implementing 

guidelines need to be developed by the organizational leaders before transformation of 

educators can be initiated; policies also have to be considered along with transforming 

the traditional culture of teaching practices (Daffron & Holland, 2009).  Therefore, this 

model is difficult to attain and to sustain given its complexity.  In addition, this model is 

not applicable to the transformation of a community college adding a baccalaureate 

program while retaining its mission of providing other forms of postsecondary education 

not resulting in a four-year degree. 

Nevarez and Wood’s (2010, 2012) framework.  Nevarez and Wood (2010, 

2012) presented a framework that is designed to help emerging community college 

leaders prepare for their roles as catalysts for change.  According to Nevarez and Wood, 

the role of the community college leader is becoming more complex and difficult because 

of the multiple commitments and hosts of competing priorities they have to fulfill and 

address in a timely manner (Hall & Alfred, 1985).  The diversity of missions and 
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expectations of higher education leaders are paved with numerous challenges, which are 

critical in determining leadership efficiency and effectiveness to engage in the 

organizational change process (Pennings, 2007; Silcox, MacNeill, & Cavanaugh, 2003). 

Nevarez and Wood’s (2010, 2012) work also draws from the American Association of 

Community Colleges (AACC), which has created a framework for training future 

community college leaders focusing on the six core competencies—resource 

management, collaboration, advocacy, organizational strategy, communication, and 

professionalism (Sinady, Floyd, & Mulder, 2009). 

 Nevarez and Wood (2010, 2012) also suggested using their own framework as a 

way to establish a step-by-step process of change in leadership approach.  They have 

concluded in their case study that their suggested leadership framework will constitute a 

leadership disposition aligned with the core competencies drafted in the AACC’s 

leadership framework.  One of the challenges associated with this framework is its 

relative newness and the fact that there has not been adequate adoption to prove the 

validity of this model.  In addition, the Nevarez and Wood model does not focus 

primarily on the organization, but exerts too much attention on leadership behaviors and 

actions. 

 John P. Kotter’s (1996, 2012) Change Management Model.  Among several 

change models developed by theorists, one has been proven to be effective and beneficial 

to organizational transformation.  As described in Chapter 1, Kotter (1996, 2012) 

provides eight steps for successful organizational transformation.  There is ample 

literature written to describe this model in simplistic terms; however, Kotter (1996, 2012) 

provides the best description of the steps or stages.  These steps include: (a) establishing a 
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sense of urgency to motive leadership to engage in the change process; (b) forming and 

guiding a coalition by getting the experts engaged; (c) creating an overarching vision to 

ensure there is no confusion; (d) communicating the vision at every opportunity; (e) 

empowering others to act, thus removing obstacles to effecting change; (f) creating short-

term wins to improve performance; (g) consolidating and describing improvements to 

create more changes; and (h) institutionalizing these new changes or approaches.  Figure 

1 provides an illustration of this model. 

 

 

 

Figure 1. Kotter’s (1996, 2012) Change Management Model. Source: ContXt, 2011. 

 

Kotter’s (1996, 2012) theory suggests that organizational leaders should 

understand that organizations have cultural diversity and that the need for transformation 

involves the formation of a single organizational culture aligned with the leader’s agenda 

(Rashid, Sambasivan, & Rahman, 2009; Yyelland, 2010).  Generally, members of an 

organization with different perspectives and cultures do not unanimously agree to an 

organizational transformation.  Part of the appeal of Kotter’s model is that it includes a 
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blueprint for obtaining organizational buy-in, which has been recognized as important for 

any change process (Bright & Cameron, 2010). 

 While many organizations evaluate their alignment with and deviation from the 

merit of Kotter’s (1996, 2012) Change Management Model after the change process is 

completed to ensure they have not missed any important steps (Cameron & Green, 2012), 

there is one academic institution that has adopted Kotter’s model as the basis for their 

organizational change process.  The University of Adelaide in Australia (2009) developed 

a reference guide to explain the change process for university staff, including why 

Kotter’s model is the most suitable for their organization. 

 In the “how-to” guide created by the University of Adelaide, a profound 

explanation of Kotter’s (1996, 2012) model is included for its faculty and staff to 

understand the change process.  Each step in the model is related to people’s approach 

and response to change.  It also identifies the way people see, embrace, and feel about 

change.  The eight-step model was designed to convey the list of reasons for the change 

process.  While there was a conscious effort in Adelaide to adopt the Change 

Management Model, it also has been documented that successful organizational change 

processes can be examined, based on Kotter’s model, to assess alignment and deviation 

from the steps provided in this model ex post facto (Weick & Quinn, 1999). 

 This section will further describe in detail the stages of Kotter’s (1996, 2012) 

model.  The first stage is to establish a sense of urgency.  This helps people to see the 

reasons for the change and assures that they understand the rationale for immediate 

action.  This stage also includes an examination of the competitive realities, particularly 
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the workforce market.  Kotter asserts that determining and discussing potential problems 

also helps in explaining the need for change (as cited in University of Adelaide, 2009). 

The second stage in Kotter’s (1996, 2012) Change Management Model is to 

create a guiding coalition; this involves the formation of a team powerful enough to 

influence the change.  The coalition team should possess sufficient leadership skills, 

analytical proficiency, authority, credibility, bias for action, and communication ability. 

The third stage is to develop a vision and strategic plan, which are the foundation 

for the goals and strategies that define the future of the organization (Kotter, 1996, 2012). 

The vision should serve as a call to action.  It should be intuitive and provide true 

guidance. 

The fourth stage in the change model is to communicate the changed vision and 

objectives to all individuals within the institution (Kotter, 1996, 2012).  Kotter further 

asserts that the guiding coalition also is expected to demonstrate the values of the 

changed vision to inspire the subordinate staff (as cited in University of Adelaide, 2009). 

The most important goal that the leaders should be concerned with is that everyone in the 

organization understands the value of the vision, as well as the strategies, that it entails. 

 The fifth aspect of the change model is to empower broad-based action; this is the 

process in which all the barriers to effecting change are removed (Kotter, 1996, 2012).  

The objective is to make the vision as real as possible; the only way to do so is to 

eliminate any obstacles hindering the change (University of Adelaide, 2009).  This also 

consists of obtaining information to determine what obstacles there are as well as how to 

remove them.  This is the stage where the organization is engaging the key players so as 

to inspire them to perform at the highest levels (Warrick, 2010). 
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The sixth step is to generate short-term wins.  During this stage, the visible and 

attainable goals are set forth, with recognition for those who can make the short-term 

wins happen.  The celebration of these successes should boost morale and provide 

motivation to support the change. 

The seventh stage is to consolidate accomplishments based on the short-term 

wins.  In this way, more changes can be initiated because the feasibility of past efforts 

already has been proven.  This is also the stage where any failures are to be examined and 

strategies re-evaluated. 

The eighth and final stage in Kotter’s (1996, 2012) Change Management Model is 

to integrate the new approach into the conventional organizational culture.  Kotter stated 

that the key is to continually practice the new approach and strategies until they become 

the new norm (as cited in University of Adelaide, 2009).  It is especially important to 

reinforce the new culture among the new employees.  This is in line with the literature, 

which argues that newer employees are more likely to accept and embrace organizational 

changes (Hickman, 2010). 

There are several benefits to using Kotter’s (1996, 2012) eight-step Change 

Management Model.  For example, the change model clearly defines the necessary steps 

the organization must consider prior to change implementation.  One step calls for 

involving the people in the organization, which helps them understand the rationale of the 

transformation.  Another advantage of Kotter’s model is that it accurately pinpoints 

obstacles, thus creating a more precise vision of what the organizational change is 

supposed to achieve.  This allows the community college leadership to develop realistic 

strategies to make their goals more achievable (Burke, 2012).  In addition, the model is 
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useful because it has wide applications, having been created after carefully examining 

many different types of organizations (Rothwell & Sullivan, 2010). 

 This researcher believes that Kotter’s (1996, 2012) Change Management Model is 

suitable for application in the community college transformation process.  Tippets (2011) 

conducted research on the application of Kotter’s model for creating organizational 

change in higher education with a focus on integrating the principles of the eight-step 

model.  According to Tippets (2011), today’s students need to be educated in an 

institution that adapts quickly to the changing demands and expectations of economic 

globalization. 

Historically, the higher education sector is quite slow in adhering to changes, 

which is a culture that needs to be improved if students are to be prepared for an 

environment characterized by rapid change.  Incremental change in policies, new 

programs, and adaptations of current management strategies are not enough to bring 

about a better learning outcome for the students of community colleges.  Financial 

challenges and technological advancements are just a few of the factors that command a 

change in workforce demand (Emery, Hubbell, & Sallant, 2006).  The higher education 

sector should learn to equip itself with strategies that will overcome those challenges in 

order to meet the needs of the 21st century and beyond. 

 Tippets (2011) used Georgetown College, a liberal arts college in Georgetown, 

Kentucky as the center of his research for implementing change, discussing the alignment 

of strategies and processes that Georgetown College created in relation to the theories of 

organizational change.  Among the various change models discussed in the study, 

including Clark’s (1983) “triangle of coordination” (consisting of the state, the market, 
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and leadership), Kotter’s (1996, 2012) Change Management Model proved to be the most 

appropriate for the transformation in community colleges.  The research concluded that 

Kotter’s model applies in most organizational structures as proven by recent studies.  

Kotter’s model is most beneficial when applied to institutions of higher education 

because of the explored applicability of its principles to the organizational structure of 

community colleges (Tippets, 2011) as well as its generalizable stages that cater to all 

types of organizations, including community colleges.  Although Kotter’s model has a 

couple of disadvantages – it takes a significant amount of time to complete from 

inception as none of the steps may be skipped – it is the opinion of this researcher 

however, that Kotter’s model is still more applicable to the study and understanding of 

community college transformation, and to examining the actions, successes, and failures, 

of already completed changes in a college, than any other model. 

Chapter Summary 

 Transformation of community colleges faces challenges in terms of financial and 

workforce demand.  The key for institutions such as community colleges, is to look for a 

creative and sustainable model for change.  Policy makers and educational leaders should 

work hand in hand to realize the need to change both the organizational culture and 

practices in order to prepare the students for the 21st century (Floyd, 2006).  The 

changing economy and demand for a high quality workforce is inevitable and community 

colleges have to meet these challenges; otherwise, economic progress would remain 

stagnant (Hurd, 2007).  Research and studies done by several theorists lead to the 

conclusion that baccalaureate programs have to be transformed in such a way that they 
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enable the student to achieve a sufficient degree of competitiveness (Howard, Johnson, 

Keller, Plato, & Syz, 2004). 

 Orchestrating change should be initiated by the leadership team of the institution 

because of the amount of influence they have within the organization.  Leaders have to 

possess enough vision to make the organization realize its core value and its missions 

(Hoopes, 2008; Manias, 2007; Miksa, 2009; Neptune, 2008; Stevenson, 2008).  However, 

choosing the right approach to engage in organizational transformation is critical for the 

leaders of the organization.  Six change models for organizational transformation were 

thoroughly examined to identify their suitability to the community college setting.  

Among these models, Kotter’s (1996, 2012) eight-step Change Management Model was 

found to be the most appropriate for higher education (Pollock & Wojciechowski, 2007; 

Sahadath, 2010; Tippets, 2011). 

It is imperative to note that regardless of the approach for implementing the 

change model, leadership must articulate the rationale behind any transformation and 

outline the value of accomplishing the difficult task of achieving set goals (Bin Mohd 

Kassim, Bin Tahajuddin, Bin Hassan, Bin Shamsudin, & Sulaiman, 2011; Morest & 

Jenkins, 2007; Van Noy, Jacobs, Korey, Bailey, & Hughes, 2008).  Reshaping the 

community college will not only improve the quality of higher education, but the 

economy as a whole (Bloodgood & Morrow, 2003; Capps, Fix, & Lin, 2010; Jenkins, 

2011). 
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CHAPTER 3. METHODOLOGY 

This study used a single case study methodology to examine Palm Beach State 

College’s organizational change process using Kotter’s (1996, 2012) Change 

Management Model as it transitioned from a community college to a bachelor’s degree-

granting community college, and eventually to a state college. 

The following research questions were the focus of this study: 

1. How has Palm Beach State College’s leadership and organization changed as a 

result of conferring bachelor’s degrees? 

2. How did the Palm Beach State College change process align with or deviate from 

Kotter’s (1996, 2012) Change Management Model during 2002 to 2011 when 

transitioning to offering bachelor’s degree programs and becoming a state 

college? 

Rationale for a Case Study Research Design 

 Given the contemporary nature of conferring bachelor’s degrees in the Florida 

College System, the single case study design provided a holistic view of organizational 

changes through Kotter’s (1996, 2012) Change Management Model.  The complex and 

dynamic nature of organizational change generally involves individuals’ biases, 

behaviors, and assumptions.  A case study is designed through a narrow and focused lens 

to identify and explore such underlying actions that could not be captured or properly 
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reported or analyzed using other research methodology techniques (Stake, 1995).  This 

research study was conducted using the qualitative inquiry method to capture behavior, 

understand personal experiences, categorize institutional knowledge, document actions, 

observe rituals and actions, examine cultural norms, and analyze words that otherwise 

could not be described using other methods.  A case study is unparalleled for its ability to 

explore complex research questions within an environment rich with contextual variables 

while the boundaries between a contemporary phenomenon (in this case, the need for 

organizational change) and circumstance (established organizational values, cultural, and 

disposition) are blurred and ever-changing (Yin, 1994). 

Palm Beach State College particularly merits an extensive investigation, as it 

recently engaged in a substantive change process, and has committed to these changes 

with the existing leadership team and organizational infrastructure.  Using a case study is 

the most appropriate methodology since it examines how these changes were promoted, 

conducted, understood, communicated, applied, and finally bonded at various stages 

within the institutional culture.  The case study method can be seen to satisfy the three 

tenets of the qualitative method: describing, understanding, and explaining (Yin, 1994), 

and these tenets are fully recognized through this single case study. 

The methods used in this study included examining documents, conducting 

formal and informal interviews, and engaging in observations, which are the three 

cornerstones of a qualitative case study research inquiry.  These methods provide holistic 

and inclusive views of the data as they have collectively focused on a single entity 

(Merriam, 2009). 
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The Role of the Researcher 

The general role of the researcher in any qualitative study is to be fully engaged in 

the process of data collection, analysis, and the reporting of findings.  Based on 28 years 

of experience in various capacities as a student, staff, instructor, and university 

administrator – this includes both attending a community college as well as providing 

tutorial services and subsequently teaching in one – the researcher’s personal experiences 

have helped to gather thick, rich data, and aided in the suppression of personal 

assumptions.  The researcher’s current assignments have provided the opportunity to 

work with various administrators within the Florida College System, as well as Palm 

Beach State College; thus, there is a strong desire to suppress biases considering the 

collegiality of the participants being interviewed and the extensive interaction between 

the researcher and the subject matter. 

Sampling Plan 

Study site.  The site selected for this study is Palm Beach State College, which 

recently underwent a change process to confer bachelor’s degrees in three program areas.  

This college has four major campuses with a total student population headcount of 51,248 

(Palm Beach State College, 2011).  Lake Worth, the largest campus, physically houses 

the baccalaureate program’s administration, faculty, and staff while the current offerings 

are generally online with a 31,841 headcount in 2011.  The Boca Raton campus, with a 

15,096 headcount and the Palm Beach Garden campus, with a 15,281 headcount 

generally cater to transfer students (Palm Beach State College, 2011).  The Belle Glade 

campus, offering several agriculture programs, has 3,481 students, and it is designed 

primarily to support vocational programs, distance education, and outreach activities 
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(Palm Beach State College, 2011).  There are students who take courses on more than 

one campus; therefore, the aggregate campus headcount is higher than the total college 

headcount.  While the core of this study was focused on the change process at the Lake 

Worth campus, activities including document analysis and interviews also were 

conducted on other campuses to ensure adequate representation and to study the full 

impact of change.  It is important to note that in May of 2011, Palm Beach State College 

awarded the college’s first bachelor’s degrees to 89 students, of whom 62 were in the 

general management track.  This was a major milestone for the college as revealed during 

this study. 

Sampling methods.  Given the limited scope of this study consisting of a single 

case, a purposive sampling method (Patton, 1990) according to preselected criteria was 

adopted.  This consisted of identifying data directly related to Palm Beach State College’s 

transformation by interviewing individuals who were involved with and participated in 

the change process, including faculty, staff, and administrators; examining published 

documents; and conducting observations that included attending District Board of 

Trustees and departmental meetings. 

The purpose of selecting these samples was to better understand the 

organizational change process, and to what extent these changes align with or deviate 

from Kotter’s (1996, 2012) Change Management Model.  It is noteworthy that purposeful 

sampling (Mugo, 2006) facilitates a more targeted response.  The study employed non-

probability sampling; the focus was to collect thick, rich data from those who would be 

participating in the formal interviews, researcher observations, document review, and 

informal interviews (Saunders, Lewis, & Thornhill, 2009). 
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The strategy was to collect data to identify the key characteristics of the change 

process based on relevant document review, interviews with individuals who had taken 

part directly or otherwise in the transformation, those who had contributed to and 

witnessed the process, as well as observation of meetings attended by those who were 

involved in the change process.  Three primary methods of sampling data collection, 

consisting of interviews using an instrument, observations, and document analysis, were 

utilized as part of this single case study (Yin, 1994). 

Interview participant sample.  Standardized interviews using pre-set questions, 

or protocol, were conducted.  Two different versions of interview protocols were 

developed with one version being more condensed by combining questions.  Since most 

top-level executives (those who reported directly to the President) and some deans could 

not allocate the block of time necessary to complete a lengthy interview process, the 

condensed version was utilized in those cases.  To maximize variation, participants with 

the most divergent form of experience in various academic and administrative capacities 

involved with the change process were selected to be interviewed. 

Sixteen individuals participated in the interview process.  Three individuals also 

participated in informal question-and-answer sessions.  Interviews were completed with 

five top-level executives, three deans, three mid-level administrators, three faculty 

members, and two staff members.  A key criterion was that these 16 individuals were 

active participants in the change management process and culture of change during the 

latter part of the time period identified.  They were instrumental in providing perceptions, 

views, and information. 
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The sample size consisted of 11 participants who have had their current or higher 

level of responsibilities for the past 10 years; three participants who had their current 

roles for over five years but less than 10; and two participants who had been a part of the 

college for less than five years, but who had nonetheless been in their current roles during 

the pinnacle of the change process (see Table 2).  The rationale for recruiting four of the 

five executives was their ongoing active participation at District Board of Trustee 

meetings as well as their responsibilities to implement the President’s and the District 

Board of Trustees’ directives, which included the change process to confer bachelor’s 

degrees.  Two participants also were former students who still took courses at the college 

on a regular basis to expand their skills.  Their perspective was unique because they 

shared the student experience as well as the experience of the agents of change.  The 

participants were contacted for a one-on-one interview via phone and subsequently by e-

mail, as needed, to confirm their willingness to participate.  The letter requesting their 

participation in this study is included as Appendix A. 

Prior to conducting this research, a formal approval from Palm Beach State 

College was sought and was formally granted (Appendix B).  The college required that 

the names of individuals interviewed would not be published and that the utmost 

discretion would be used in the use of specific titles as much as possible, at all levels.  

The approval was given to use the name of the college being examined in this case study 

research in order to provide stronger narrative and a meaningful assessment of the change 

process.  This information was outlined during the Institutional Review Board (IRB) 

approval granted by Florida Atlantic University in the spring of 2013, and interviews 

commenced immediately for a span of two months. 
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Two consent forms, Appendix C and Appendix D outlining the request for the 

individual’s participation and recruitment for this study, were developed.  The difference 

between these consent forms stems from the number of questions asked based on the 

instrument.  Appendix C was used for those participants using the condensed version of 

the interview (12 questions), while Appendix D was used for those participants using the 

extended version of the interview (17 questions).  Table 2 provides information about the 

role and years of experience as well as the protocol used for individuals who participated 

in the interview process. 



 50 

Table 2 

Formal Interviews by Role, Campus, and Years of Service 

Campus Role Years of Service at 

Palm Beach State 

College 

Version of 

Instrument Used 

District Executive 10 plus Condensed 

Lake Worth Staff Less than 5 years Extended 

District Dean Less than 5 years Condensed 

Lake Worth Dean 5 plus Condensed 

District Executive 10 plus Extended 

District Mid-Level 

Administrator 

10 plus Extended 

Lake Worth Faculty 10 plus Extended 

Boca Raton Faculty 5 plus Extended 

District Staff 10 plus Extended 

District Executive 10 plus Condensed 

Lake Worth Mid-Level 

Administrator 

5 plus Extended 

District Mid-Level 

Administrator 

10 plus Extended 

District Executive 10 plus Condensed 

District Dean 10 plus Condensed 

District Executive 10 plus Condensed 

Palm Beach Gardens Faculty 10 plus Extended 

Note.  Condensed Version is Instrument I containing 12 questions.  Extended Version is Instrument II 

containing 17 questions. 

Document review sample.  Thirty documents were collected through a variety of 

sources, including but not limited to websites, Palm Beach State College archives, Office 

of Institutional Research and Effectiveness (IRE) documents, the Panorama statistics 
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compilation document, College Relations and Marketing literature, the Contact 

publication, Center for Bachelor’s Programs, Academic Services papers, and Elearning as 

well as Vice President of Administration and Business Services documents.  These 

documents were collected from Palm Beach State College.  Two documents related to 

Palm Beach State College’s Application for Granting Baccalaureate Programs, and FCS 

fact books were acquired from the Florida Department of Education, Division of College 

System.  The criterion for selecting these specific documents was their evidentiary 

significance in support of the change process. 

The authenticity of these documents from Palm Beach State College was 

validated by the Office of Institutional Research and Effectiveness, the Vice President of 

Administration and Business Services, and the College Relations and Marketing 

department at Palm Beach State College, as well as the Division of Community Colleges 

in the Florida Department of Education.  These documents were instrumental to learning 

about the organizational approach to the change process and its alignment with or 

deviation from Kotter’s (1996, 2012) Change Management Model.  These documents, 

which collectively comprise approximately 6,000 pages, provided chronological insight 

into the change process before, during, and after Palm Beach State College was 

authorized to grant bachelor’s degrees.  In addition, these documents met the criteria of 

facilitating a better understanding of the college’s organizational structure, the actions 

and responsibilities of the District Board of Trustees and leadership team, communication 

plan, vision, legislative activities and support, mobilization of the stakeholders, internal 

community engagement, external partnering agreements, and anchoring culture of 
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change, all of which are instrumental in examining the organizational behaviors through 

Kotter’s lens. 

While all these documents are part of the public domain under the Florida 

Sunshine Law, several are not readily available and are only kept in printed format.  A 

few of the documents examined, such as the college’s policy document and curriculum 

planning document, are contemporary documents; however, they do provide an historical 

perspective of changes at Palm Beach State College during the period of this study.  A 

list containing the names of documents examined is found in Appendix E. 

Observations sample.  A total of 10 hours of observations was conducted by 

attending five events at Palm Beach State College to better understand the college’s 

approach to change process and the anchoring of change management.  These 

observations were selected based on the significance to the leadership team, faculty, staff, 

community partners, and students.  The aim of engaging in observation was to learn 

about the college’s approach to the change process and its organizational implications, 

coalition building, information dissemination, the manner in which actions were 

recognized and rewarded, and the overall organizational culture.  These observations 

provided a retrospective of the impact of the change process.  Furthermore, the 

observations also were useful in exploring how cultural change is being fostered and is 

aligned with Kotter’s (1996, 2012) Change Management Model. 

These observations were of two District Board of Trustees meetings, two 

administrative/academic departmental meetings, and one gathering in the Center for 

Bachelor’s Programs (CBP).  To ensure a purposeful sample plan of observations, the 

departments, including student services and bachelor’s degree programs, were selected.  
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While bachelor’s degree programs are eager to anchor change and to implement a new 

institutional vision, student services areas are generally bound by stable, traditional 

values and does not generally buy into a new vision for change (Layer, 1995). 

These sample observations provided strong contrasts and helped to better capture 

the overall implementation and implications of the change process.  In addition, between 

interview sessions on two occasions, the researcher spent time in student gathering areas 

such as the cafeteria to observe students and to engage in informal discussions to assess 

their perception of changes.  The rationale for attending departmental and District Board 

of Trustees meetings was to capture the feel, mood, and the impact of the change process 

on the college, and the extent to which these changes are ongoing and/or have anchored 

or been adopted into the organizational culture.  This was demonstrated by the extent of 

discussions about additional changes being proposed or presented during these meetings. 

Data Collection 

Three primary forms of data collection consisting of interviews, document review, 

and observation were used to collect data to uncover, expose, and consider the 

complexities of the change process for the duration of the study.  These three methods of 

data collection provided substantial contributions to filling out the structure and character 

of the experience of change process at Palm Beach State College under investigation in 

this research study, and enabled the researcher to build an in-depth information-rich case 

(Patton, 1990). 

Interviews.  Interviews were conducted in order to describe, understand, and 

clarify individual experiences during the change process being examined based on their 

perspectives.  The interviews were conducted using two sets of standardized protocols 
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(instruments), one consisting of 12 questions for individuals with executive or dean level 

of responsibilities who have limited time, and the other consisting of 17 questions for 

faculty and staff members, as well as executives or deans who were able to devote more 

time to the interview process.  These instruments are outlined in Appendix F and 

Appendix G. 

There were also two free-format spontaneous informal interviews with three 

individuals with extensive knowledge of the Palm Beach State College change process.  

These sessions lasted about 30 minutes or less, and they provided valuable information 

regarding organizational changes. These individuals were not part of the formal 

interviews, as they had insufficient time for the interview process.  The questions asked 

were related to the historical perspective of the change process, and the implications on 

the current state of the organization. 

A standardized interview protocol was designed for the formal interviews and 

facilitated a consistent, broader, and better understanding of the culture of change as well 

as its implementation, the lessons learned, and the long-term organization impact.  It also 

provided perspectives on how these changes aligned with or diverged from Kotter’s 

(1996, 2012) Change Management Model.  Responses were based on participants’ views, 

observations, biases, and actions. 

Sixteen interviews were conducted in which 15 were on site and one was 

conducted via telephone.  All were recorded on digital audio, to ensure accuracy and 

efficiency.  The recordings of all interviews and subsequent correspondence are kept in a 

safe, secure location, and will be disposed of after three years.  In addition, notes were 
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taken immediately after the informal interviews to ensure that the information obtained 

was recorded accurately, as audio recording was not feasible. 

There were two sets of protocols for conducting interviews to better utilize the 

time allowed, and to ensure that executives and deans could complete the questions 

without interruption in one session.  Furthermore, the instruments also provided the 

participants with the opportunity to share their personal experiences in the form of one 

open-ended question at the end. 

It was anticipated that each of the seven condensed interviews (12 questions) 

would not exceed 45 minutes, which was consistent with the time allocated for the 

interview process.  The extended interviews (17 questions) took approximately one and a 

half hours to complete.  There was a total of 20 hours and 24 minutes of interviews.  In 

addition, three individuals with extensive knowledge of the college and vital positions 

were also interviewed in an informal manner for a total of one and a half hours. 

Documents.  Documents were reviewed in order to investigate patterns and trends 

of events and actions before, during and after the change process commenced.  While a 

total of 78 documents, including newsletters and memos were reviewed, only 30 

documents proved relevant to this study.  A protocol for reviewing documents is in 

Appendix H. 

Observations.  Observations were conducted in order to better capture 

interrelationship and group dynamics among individuals who were, in retrospect, 

participants in the change process.  This provided the opportunity to examine patterns of 

behavior and conduct that would not be captured by the other methods of data collection 

(Merriam, 1988).  An observation protocol was developed to ensure consistent data is 
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collected during the course of this activity and is provided in Appendix I.  To ensure 

consistency in data collection via the observation method, copious field notes were taken 

to include mood, patterns, and commonalities such as threads, constructs, and behavior 

(Gall, Borg, & Gall, 1996). 

Data Analysis 

Before the data were fully analyzed, the researcher transcribed all interviews and 

observation notes, as well as notes taken after the informal interviews.  The process of 

transcribing allows the researcher to become more familiar with the data collected 

(Riessman, 1993) and to conduct an efficient search for key phrases as deemed 

appropriate using technology.  The final transcription consisted of over 77,000 words. 

Data collected from multiple sources ran through two cycles of coding (Saldaña, 

2009, 2013).  During the first cycle, data collected were categorized using structural 

coding (MacQueen, McLellan-Lemal, Bartholow, & Milstein, 2008).  The purpose of 

using this method was to link data collected from various protocols and methods, more 

specifically to the research questions.  This method was appropriate for question-based 

coding and was suitable for deriving themes efficiently which were in line with the eight 

stages of Kotter’s (1996, 2012) Change Management Model.  In addition, it provided an 

opportunity to examine the data in response to the research questions.  Given that the 

number of words from the interviews was extensive, Atlas.ti software package, MS 

Excel, and Google Desktop were used to assist in identifying these codes.  Subsequently, 

these structured codes, which are generally in the form of phrases, were morphed into 

descriptive coding (Miles & Huberman, 1994; Miles, Huberman, & Saldaña, 2013; 

Saldaña, 2009, 2013; Wolcott, 2009).  During this cycle of coding, statements or words 
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with the most analytical sense (Charmaz, 2006) to the eight stages of. Kotter’s (1996, 

2012) Change Management Model, as well as codes defining organizational 

transformation, were identified.  To better assist with analysis of these descriptive codes, 

Tableau software was used.  This software provides cross references between various 

keywords known as word indicators with documents from a variety of sources.  The 

purpose was to provide meaningful insight into addressing the two research questions.  A 

sample focused coding protocol is presented in Appendix J. 

There was also the need to create a secondary “bucket,” which included 

contrasting and non-relevant data to draw a comparison and contrast to the primary codes 

to address the research questions (Bazeley, 2007).  This technique facilitates a better 

understanding of other influences on the change process.  However, this bucket method 

did not yield any new insights to address the research questions.  Subsequently, data were 

analyzed using the constant comparative method (Strauss & Corbin, 1997), whereby 

coded sentences, segments of transcribed interviews, field notes, and documents were 

reviewed and triangulated to ensure all events and practices were consistent in addressing 

the research questions. 

Data Validation 

To enhance validity, member-checking (Creswell, 1998) activities were conducted 

using two methods.  One activity was to prepare interview transcripts for participants.  

Copies of the transcripts were sent to all participants, affording them the opportunity to 

make corrections electronically and to provide comments on their initial answers.  No 

participants repudiated any of the information they had initially presented; however, two 
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participants provided additional information and made minor corrections upon reviewing 

the transcripts. 

The second activity was to invite a total of six interview participants to engage in 

two focus group discussions, consisting of three participants each.  Because qualitative 

evidence cannot and should not be collected, analyzed, or validated in a linear fashion, as 

the nature of data collected and analyzed is an inherently complex process, it is important 

to use approaches such as the focus group to improve qualitative evidence validation 

(James, Milenkiewicz, & Bucknam, 2008; Krueger, 1994; Maxwell, 1996).  The focus 

groups are useful because they allow for the review of the information in a group setting.  

No new information was obtained from the focus groups; however, previous information 

that had been collected was validated.  The composition of the focus group can be seen in 

Table 3, below. 

Table 3 

Focus Group Participants 

Group 

Number 

Campus Roles 

1 District Dean 

1 District Mid-level Administrator 

1 District Staff 

2 District Mid-level Administrator 

2 District Executive 

2 District Staff 
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To further validate data collected (Wolcott, 2009) via interviews, document 

review, and observation, data were placed in buckets as described by Stake (1995).  

These descriptive codes (Miles & Huberman, 1994; Miles et al., 2013; Saldaña, 2009, 

2013; Wolcott, 2009) included highlighting on paper short sentences or phrases and the 

methods in which the data was obtained.  The code model consisted of (S) for subjects 

interviewed, (D) for identified documents, (O) to denote observation, (*) for informal 

interviews, and either a I or II to denote relevance to the research question one and two, 

respectively.  Figure 2, below, provides a view of the data collection, analysis, and 

validation process. 

 

 
 

 

Figure 2.  Data Collection, Analysis, and Validation Process. 
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Trustworthiness 

Careful attention was paid to ensure trustworthiness of the data collected 

throughout the process.  This was accomplishing by establishing an audit trail and by 

carefully documenting the activities undertaken in the data collection and analysis 

process over the course of the research study (Carcary, 2009). 

Trustworthiness consists of four pillars: credibility, transferability, dependability, 

and confirmability (Creswell, 1998; Lincoln & Guba, 1981; Shenton, 2004).  This section 

discusses these four components of trustworthiness as they relate to this research study. 

 Credibility:  This was established by performing the data collection on-site over 

the duration of the two months, conducting triangulation of multiple sources of 

data, member checking, and a peer review consisting of two members of Palm 

Beach State College commenting on the research study.  Collected data were 

triangulated through the interviews, documents, and observations.  This also 

secured the existence of a rich, relevant, and complex picture of data associated 

with this case study (Denzin, 1978).  The member checking was deployed to 

ensure the accuracy of the information collected from the participants and to 

provide a mechanism for participants to supply feedback on the interview 

transcripts (Creswell, 1998; Hagen, 2012; Miles et al., 2013; Stake, 1995). 

 Transferability: This aspect of trustworthiness is concerned with how applicable 

the findings of a research study are to other situations (Merriam, 1988; Shenton, 

2004).  This study may apply to other institutions seeking changes to grant four-

year degree programs, which is a growing trend. 
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 Dependability: The process of obtaining data, including sampling plan, is reported 

in detail.  This would enable another researcher to repeat the same steps taken as 

well as to critique any of the actions taken by the researcher (Lincoln & Guba, 

1981; Shenton, 2004). 

 Confirmability: No single case study can claim that the exact findings can be 

reproduced or that the result is fully applicable to other sites.  Changing contexts 

as well as variation in sampling plan, instrument, data collection, or data analysis 

may result in a different outcome (Golafshani, 2003).  To ensure that the results 

could be found consistently, it is important for an audit trail to be conducted 

(Lincoln & Guba, 1981).  The audit trail encompasses all stages of the research 

study, including data collection, analysis, and reporting. The audit trail activities 

included retaining records of all communication, including emails, interview 

transcriptions, documents, and notes, to keep track of the experiences involved in 

undertaking the research study.  In addition, the triangulation of the data 

confirmed the results and ensured that they minimized the presence of researcher 

bias (Miles & Huberman, 1994; Miles et al., 2013; Shenton, 2004). 

Chapter Summary 

This study uses a qualitative single case study research design (Creswell, 2002; 

Merriam, 2009; Miles et al., 2013; Stake, 1995; Yin, 1994) to investigate how Palm 

Beach State College and its leadership changed as the result of conferring bachelor’s 

degrees and how the change process to offering baccalaureate programs and becoming a 

state college was undertaken from 2002 to 2011 aligned with or deviated from Kotter’s 

(1996, 2012) Change Management Model. 
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A case study is an exploration of a bounded system with data collected involving 

multiple sources of information, in this case consisting of formal interviews, document 

review, and non-participant observations using protocols, providing rich, thick context 

(Creswell, 1998; Stake, 1995).  The formal interviews and document reviews were later 

supplemented with informal interviews. 

A total of 16 participants engaged in interviews using one of two interview 

protocols (instruments) based on their position within the college and totaling over 20 

hours.  Three participants were informally interviewed, and 10 hours of observation were 

performed.  In addition, nearly 6,000 pages of documents with various levels of details 

were reviewed.  This study adopted a triangulation technique to validate data collected 

from the forms via methods outlined above. 

Using the structural coding technique (MacQueen et al., 2008; Saldaña, 2009, 

2013), key phrases from various sources were identified and coded to establish the major 

themes.  Subsequently, using the second cycle coding method, described by Saldaña 

(2009), a focused coding method was deployed to narrow the codes by building a 

significant code list.  The purpose was to establish links between various keywords to 

address the research questions.  To validate data collected, focus groups were employed 

which did not provide any new data but did confirm existing data (James et al., 2008; 

Krueger, 1994; Maxwell, 1996). Furthermore, each item collected was marked to include 

its source as well as relevancy to the two research questions.  The data collected from the 

various sources were compared to ensure consistency and to build a comprehensive, 

focused code list for conducting subsequent analysis and to guide the researcher to 

findings. 



 63 

CHAPTER 4. FINDINGS: CHANGES IN LEADERSHIP AND ORGANIZATION 

 The findings of this single case study are discussed in this chapter.  Data were 

collected using three primary methods: interviews, observations, and document analysis, 

and a secondary method of informal question-and-answer sessions.  There are five major 

findings identified.  The first four findings address the first research question, which are 

discussed in this chapter.  The fifth finding corresponds to the second research question, 

which relates to Kotter’s (1996, 2012) Change Management Model.  Given the extensive 

nature of findings related to Kotter’s eight-step process, this finding will be discussed in 

Chapter 5.  This chapter will discuss the analysis of the data as it relates to the first 

research question driving this investigation: How has Palm Beach State College 

leadership and organization changed as the result of conferring bachelor’s degrees? 

 The data collection and analysis for this case study were documented thoroughly 

so as to construct an audit trail to allow for review of the case study’s process and 

procedures.  The data were analyzed through one primary theoretical lens of overall 

organizational transformation that makes up the conceptual framework of this research.  

The researcher systematically recorded, coded, and eventually mined all document 

reviews, electronic communication reviews, departmental meetings, observations, 

reports, publications, and interviews.  In this regard, all of the data collection and 

analytical methods and protocols conducted in this study were intentional in that they 
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were designed and implemented to support consistency, validity, and overall 

trustworthiness of the research. 

Historical Perspective of the Change Process 

Prior to engaging in the discussion of these findings, it is prudent to provide an 

outline of the major milestones at Palm Beach State College; thus, this will be discussed 

first.  The purpose is to provide a historical perspective to better discuss the research site 

so as to establish patterns between the composition of the site and the research findings. 

Palm Beach State College, the first publicly funded community college in the 

State of Florida, supports the largest county by area in the state.  The college opened its 

doors in 1933 according to the Panorama publication from the document review (Palm 

Beach State College, 2011, 2012, 2013).  It came under the jurisdiction of the Palm 

Beach County School Board until 1968 when, per legislative action, its governing board 

was changed to an autonomous Board of Trustees, called the District Board.  The District 

Board, appointed by the governor, consists of five members with one student 

representative.  The college continued to experience an unprecedented growth supporting 

both urban and rural areas of Palm Beach County.  In this regard, the college is unique, as 

most of the 28 colleges in Florida service either rural or urban areas.  The college was 

known as Palm Beach Junior College from 1933 until 1988, when the name was changed 

to Palm Beach Community College (PBCC) to better reflect the school’s relationship 

with the servicing community.  In 2010, the name was changed again, to Palm Beach 

State College, after the college was granted permission to confer bachelor’s degrees. 

Palm Beach State College currently offers services on four campuses.  According 

to the Panorama publication from the document review, the first campus to open was 



 65 

Lake Worth in 1955, which was followed by Boca Raton in 1973, Belle Glade in 1976, 

and Palm Beach Gardens in 1980 (Palm Beach State College, 2011, 2012, 2013).  

According to the Office of Institutional Research and Effectiveness at Palm Beach State 

College, the unduplicated head count of the entire college known as the “District” in 

fiscal year 2011-2012 was at 48,966, with Lake Worth campus having 30,186 students 

(Palm Beach State College, 2012). 

The college leadership is resoundingly stable.  There has been minimal change in 

most key executive district-level (college-wide vs. campus) positions since the current 

president took the helm as the fourth president in 1997.  Several members of the District 

Board of Trustees are also long-time supporters who have served consecutive terms and 

have been reappointed by more than one governor.  The college leadership team resides 

on the Lake Worth campus, and given the role that encompasses activities on all 

campuses, they are referred to as the “District Office.”  In addition, each campus has a 

provost and these four provosts report directly to the President.  The provosts are 

responsible for running the day-to-day activity of each campus, and they have direct 

oversight on campus-related issues.  They also serve as the college’s face in the servicing 

communities. 

According to the Contact publication from the document review, during the past 

13 years, several milestones have impacted the institution.  During the early 2000s, the 

School District of Palm Beach County transferred all 40 of its Post-Secondary Adult 

Vocational (PSAV) programs to Palm Beach Community College.  As a result of this 

action, the college’s partnership with several major local businesses intensified.  

Furthermore, during this transition, the college acquired additional and necessary 
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experience to better manage the organizational change process.  This valuable 

organizational learning opportunity created an additional track outside of the traditional 

Associate of Arts (AA) degree for students wishing to transfer to four-year granting 

institutions: the Associate of Science (AS) or Associate of Applied Science (AAS) for 

students desiring to gain tangible and relevant skills to obtain employment. 

As Palm Beach Community College was solidifying its PSAV programs, state 

lawmakers in 2001 were drafting the next chapter in Florida’s educational experience by 

allowing selected community colleges to offer baccalaureate programs in fields in which 

a shortage of employees was prevalent: primarily education, nursing, and information 

technology programs (Essink, 2013; Floyd & Falconetti, 2013; Floyd & Walker, 2008; 

Hagen, 2012).  The need to expand these programs to Florida’s other community colleges 

(a total of 28) became more apparent with the approval of the No Child Left Behind Act, 

which required qualified teachers to have subject matter expertise, and Florida’s 

constitutionally mandated class size reduction. 

In 2002, the college received reaffirmation of accreditation by the Southern 

Association of Colleges and Universities (SACS) for a period of 10 years.  It was during 

this period that the organizational structure of the college became more decentralized, as 

the campus provosts were given expanded responsibilities.  While funding is designated 

by the District Office, campuses do flex their muscles on curriculum, course offerings, 

and new program development.  This continues to be the current organizational model, 

and the implications for expanding its baccalaureate programs will be discussed as part of 

the research findings. 
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By 2005, the college developed the Career Pathway Model (CPM), which was the 

recipient of the 2006 Bellwether Award, presented annually to a cutting-edge, 

trendsetting program (Humpherys & Acker-Hocevar, 2012; Jenkins, Zeidenberg, & 

Kienzl, 2009; Sass, Pedersen, & Truman, 2007).  The Career Pathway Model was 

designed to address three primary issues.  The first issue was to build consistent curricula 

across all three primary tracks (AA, AS/AAS and PSAV) and to provide links between 

programs.  This, in turn, facilitates growth or next-step opportunity for students to take 

courses in other programs as they deemed necessary.  The second issue was to devise 

plans to contravene dropout by contacting students requesting transcripts and to create 

stronger campus-based advising teams.  The third issue was to provide students with 

better access to four-year programs through stronger articulation with local universities. 

By mid-2007, the college filed its application for the Bachelor of Applied Science 

(BAS) in Supervision and Management with three concentration areas.  According to 

Palm Beach State College’s BAS application from the document review, an initial budget 

of over $500,000 was established to recruit faculty, staff, and a dean to support this 

endeavor.  The project was to become self-funded by year three. 

By 2007, when Palm Beach State College began the evaluation process to confer 

applied bachelor’s degrees, 10 out of 28 community colleges in Florida were already 

offering degrees in a variety of programs including, but not limited to Supervision and 

Management, Business Administration, and Fire Safety (Floyd & Falconetti, 2013).  

Upon receiving approval to become a four-year granting institution in 2008, the college 

filed an application for substantive change to a Level II institution under SACS 

guidelines.  This process presented several challenges for the college, which will be 
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discussed as part of the findings.  It is, however, important to note that the 10-year 

reaffirmation process of Palm Beach State College was successfully completed with no 

recommendations during its next SACS visit in 2012. 

In 2008, the President of the college was appointed to serve on the Florida 

College Task Force.  This taskforce, sanctioned by Florida Statutes (SB 1716), was 

designed to develop a set of recommendations to ensure that Floridians have access to 

affordable post-secondary education.  This report provided a blueprint and 

recommendations for reshaping the Florida College System.  All 27 recommendations 

were adopted and several were added to Florida law.  This report also created a 

mechanism for several former community colleges or colleges to add the term “state 

college,” or to just simply drop the word “community” from their names, provided that 

they were conferring bachelor’s degrees.  This paved the way for the former Palm Beach 

Community College to embark on the process of name change that ultimately resulted in 

the adoption of the name Palm Beach State College in 2010. 

By 2011, the college had expanded its baccalaureate program offerings beyond 

Supervision and Management tracks, by adding two additional programs: Information 

Management and Nursing.  Furthermore, the Center for Bachelor’s Programs (CBP), a 

self-standing facility, was opened on the Lake Worth campus in 2012.  This facility 

houses all BAS programs as a self-contained entity.  The funding for this building came 

from local fees collected as part of tuition; no appropriations were allocated.  As a matter 

of policy and practice, BAS programs are considered district-based programs and are not 

directly affiliated with any specific campus. 
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The college has also expanded its educational delivery method in the form of 

distance learning.  Over the duration of the study, the number of students taking online 

courses has increased from 2,842 (unduplicated) to 10,708.  Currently, 11% of Palm 

Beach State College’s courses are delivered online.  The number of online courses in 

baccalaureate programs is averaging well over 30%, and there is a proposal to increase 

these to provide convenient access countywide.  In 2012, the college received $3 million 

in grants from the Obama Administration’s Community College job training program to 

offer online courses in health information technology.  Table 4 lists major milestones in 

the transformation of Palm Beach State College. 
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Table 4 

Major Milestones at Palm Beach State College 2000-2012 

Year Event 

2000 Forty Post-Secondary Adult Vocational Programs (PSAV) were shifted from School 

District to Palm Beach Community College. 

2001 Florida legislators authorized selected colleges to confer baccalaureate programs. 

2002 SACS reaffirmation. 

2006 The college developed Pathway to Success Model and received the Bellwether Award. 

2007 The District Board of Trustees authorizes the college to conduct need assessment and to 

apply for baccalaureate programs. 

2008 Application for Applied Baccalaureate program in Supervision and Management is 

approved with three concentration tracks. 

2008 SACS application for substantive change to Level II is reviewed and approved. 

2008 College president appointed to Florida State College Taskforce sanctioned by SB 1716, 

one of the five presidents from the system to serve.  27 recommendations were made. 

2009 College began the process of changing its name. 

2009 First group of BAS started classes. 

2010 College changed its name to Palm Beach State College. 

2011 First graduating class completed their BAS. 

2011 Expansion of BAS with additional programs. 

2012 SACS reaffirmation. 

2012 New Center for Bachelor’s Programs opened. 

2012 Received $3 million in grants from Obama Administration for online education. 

 

Context of the Findings 

Based on the analysis of the data gathered, four findings emerged relating to the 

change in the organization and in leadership at Palm Beach State College.  The first 

finding describes the impact on the transformation of external influences, such as 
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competition from other colleges, demand from the business community to address 

shortages in qualified workers in specific fields, and the need to provide students with the 

opportunity to earn an applied bachelor’s degree.  The second finding outlines the 

challenges associated with implementing changes in a multi-campus environment with a 

distributed organizational leadership model, which was made challenging by the semi-

decentralized nature of the college.  The third finding discusses accreditation 

requirements, the need for terminal degrees for faculty, and the development of the new 

curriculum for the baccalaureate program.  These issues are working in tandem to ensure 

that the baccalaureate programs are relevant, and that accredited and qualified faculty 

with an appropriate terminal degree are delivering courses.  This finding also discusses 

the impediment presented by accrediting agencies, in this case SACS, related to 

substantive level change (going from Level I to Level II) in order to confer baccalaureate 

programs.  The fourth finding outlines the process of how the baccalaureate program 

impacted the college’s funding, budgeting, and policy.  In particular, budget-related 

challenges, such as pay scale, are discussed.  Table 5 depicts the findings and their data 

source. 
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Table 5 

Findings and Data Sources 

Method of 

Data 

Collection 

Finding 1 Finding 2 Finding 3 Finding 4 

 External 

influence 

plays a pivotal 

role. 

Implementing 

new 

baccalaureate 

program at a 

multi-campus 

environment has 

challenges. 

The accreditation 

requirements, 

need for terminal 

degrees, and 

developing new 

curriculum is 

becoming more 

apparent. 

The development 

of the 

baccalaureate 

program 

impacted 

funding, 

budgeting, and 

policies. 

Interviews 

(n = 16) 

16 10 10 9 

Observations 

(n = 3) 

2 2 2 2 

Informal 

Interviews* 

(n = 3) 

3 2 2 1 

Document 

Review      

(n = 30) 

10 7 5 5 

 

Finding 1: External influences play a pivotal role.  Four outside influences 

played a major part in determining the direction of Palm Beach State College’s change.  

These groups consisted of other state colleges, legislators, community businesses, and 

students.  These groups were recognized as influential in Palm Beach State College’s 

decisions and were mentioned by all 16 participants. 

First, the school actively sought out the opinions of both internal and external 

stakeholders, primarily by sending out surveys.  These responses from the business 
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community confirmed the school’s impression that bachelor’s degrees were needed by 

the community.  The survey was submitted to local businesses, and 142 organizations 

responded.  Out of these, 107 (75.4%) stated that bachelor’s degrees were required for 

certain positions, and 116 (81.7%) stated that promotional opportunities were available 

for those who had bachelor’s degrees.  These businesses combined employed 171,287 

employees.  Additionally, opinions from businesses in the forms of support letters were 

also received to encourage the college to undertake this endeavor.  As one participant 

articulated: 

I remember one study…an environmental scan…was loaded with remarks from 

community members and business partners.  “We’re going to need x number of 

employees, in this particular field, down the road – 2, 3, 5, 10 year projections – 

and they’re not coming out of the universities.  We need these programs. 

Second, external pressure came from the students.  Surveys were sent to current 

and potential students, gauging their interest in the baccalaureate program.  There were 

2,127 respondents.  Of these, 1,198 (56.3%) stated that they would be extremely 

interested in applying for the program, while 434 (20.4%) stated they would be very 

interested.  In addition, 1,550 (80.6%) stated that they would be ready to begin the 

program immediately, while 267 (13.9%) stated that they would be ready to begin within 

1-2 years.  Furthermore, 946 (44.5%) participants mentioned the importance of the 

availability of having online classes.  Perhaps the most compelling result was the number 

of participants who stated that the cost of the program was a very important factor in their 

decision making.  This number consisted of 1,649 (77.5%), who ranked it as extremely 

important. 
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The third influence presented was the influence of policymakers or lawmakers on 

reshaping the need for change.  One of the interviewees stated that the Pappas Report 

clearly articulated that collectively, the state of Florida was lacking an intermediate 

public tier educational establishment, focusing on teaching as opposed to combined 

teaching and research.  This paved the road for all community colleges to fill this gap and 

begin to offer bachelor’s degrees.  Universities were not equipped to meet the need in the 

community.  As one participant stated, “Our goal has always been – I’ve even heard this 

in meetings – we’re not here to compete with FAU [Florida Atlantic University a public 

university in headquartered Boca Raton, Florida that shares an overlapping service area].  

We’re here to provide where there’s a need and FAU can’t fulfill it.” 

Another interviewee emphasized that not only did the external influences, 

including policy makers, determine which tracks would be offered in the baccalaureate 

program, but also which tracks would be discounted by the institution.  This participant 

stated: 

As with any program, you’re going to have to show that there’s a need, or unmet 

need in the community.  Because you won’t get approval if there aren’t jobs, or if 

there isn’t a market, for the degrees that you’re offering.  So we debated things 

like education, which tends to be a big seller in the state colleges. But over the last 

couple of years they haven’t been hiring anybody, so the data isn’t going to show 

in the shorter run that that’s going to be supported.  Although it’s bubbled up 

again, and I think as the economy gets better it might bubble back. 

Two participants mentioned the President’s participation on the Community 

College Taskforce to develop a plan for the future of baccalaureate programs in the state.  
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Palm Beach Community College was one of the seven state colleges that had 

representation to develop this document.  Being one of the participants, Palm Beach 

Community College embraced the recommendations contained within this document.  

Two of the major adoptions were the changing of the name, and the development of 

bachelor’s degrees. 

As one of the interviewees had stated regarding the decision to offer bachelor’s 

degrees, “It came about because our state legislature passed a law that said we could do 

it.  The community colleges could offer bachelor’s of applied science degrees.  And there 

was a process to go through.” 

The fourth influence was the number of colleges in the region that already were 

offering or planning to start baccalaureate programs.  Participants specifically named 

Broward College (seven out of 16), Miami-Dade College (three out of 16) and Indian 

River State College (four out of 16) as one of the key influences for Palm Beach State 

College to undergo such transformation.  As one participant stated: 

I think it was momentum.  I think once something starts, you get on that 

bandwagon.  I think that’s what it was.  Broward did it – I think we’re right on 

that chain…I think we had to do it.  I don’t think there was a choice. 

Finding 2: Implementing new baccalaureate programs at a multi-campus 

environment has challenges.  Three organizational and environmental factors have 

presented challenges in implementation and expansion of the baccalaureate programs as 

part of the second finding.  These factors include the nature of implementing the 

baccalaureate program on a single site of a multi-campus environment, the reporting 
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structure and dichotomy of district versus campus, and the baccalaureate program as a 

new endeavor.  These issues were mentioned by 10 of the 16 participants. 

The baccalaureate program was implemented as district-based effort.  The college 

is operating four physical campuses at geographically dispersed locations throughout 

Palm Beach County.  Given the mission of the college to provide affordable access in all 

locations, programs such as AA degrees are duplicated on multiple campuses.  However, 

this is not the case for the baccalaureate program, since the program is district-based and 

it is not part of any specific campus organizational infrastructure.  According to eight out 

of 16 participants, the rationale for implementing such a model is to ensure that the 

program is supporting the entire community and that it is campus-neutral.  Furthermore, 

the baccalaureate program’s organizational structure consisted of a dean who directly 

reports to the Academic Vice President at the district level.  According to four of the 16 

participants, this model has provided quicker access to the leadership team on issues 

related to the baccalaureate programs.  Two participants stated that the baccalaureate 

organization is flat (everyone reports to the dean) and self-contained with their own 

advising and admission officer.  The three program chairs solely oversee curriculum 

development and do not supervise faculty members. 

Differentiating between campus and district was mentioned by all participants as 

a challenge.  While the campus is considered a physical facility and a location, the district 

on the other hand encompasses leadership, funding, and external activities, according to 

one participant.  Campuses are headed by provosts who directly report to the President 

and are responsible for the day-to-day operation of their respective campuses.  Because 

the Lake Worth campus is also the headquarters for the college’s district offices, faculty 
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and staff members on this campus are more likely to recognize the baccalaureate program 

as operating at the district level, as one participant shared.  However, some of the faculty 

and staff on the other campuses are more likely to see the baccalaureate program as 

something that occurs exclusively at the Lake Worth campus and does not have any 

bearing on them.  One of the participants summarized, “I don’t think the Boca Raton 

campus, or Palm Beach Gardens, or the Belle Glade campus gives a second hoot about 

the bachelor’s program.”  Interviewees independently used the word “island” to describe 

the baccalaureate program, which helped convey the feeling of separation between the 

baccalaureate program and the rest of the college.  One of the interviewees took the 

analogy further, stating there is a need for a “bridge” between the small island (the 

baccalaureate program) and the big island (the rest of the college). 

The baccalaureate program is still considered a new endeavor and by nature it is 

different and somewhat complex.  It has created perplexity for some of the faculty and 

staff in the associate’s degree programs as one participant outlined, and made it difficult 

for them to perceive the baccalaureate program as an integrated part of this college at this 

time.  It is a departure from what those employees are accustomed to, as one faculty 

participant offered.  Another participant described the nature of the baccalaureate 

program as unique.  The participant explained: 

We [baccalaureate program] are a bit of a unique identity.  And I don’t think the 

whole campus and the whole college at large understands the dynamic of it.  But 

I’m hoping through my encouraging my staff at meetings to collaborate and to 

reach out to people in their discipline, when we’re interviewing for new faculty, 

[We] frequently will ask associate[‘s] degrees to sit on the screening committees 
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with us.  So I think it’s trying to explain that it’s a culture of embracing more and 

more of the community and not keeping silos.  I talk to everybody about silos.  

I’m big on trying to break those down, because I believe together we’re better.  

Separate is not equal.  It’s in the best interest of students to have a clear 

understanding of the associate[’s] degree right through. 

Advising as a mechanism to get students more interested in the baccalaureate 

program was specifically discussed by three participants.  One participant stated that 

some of the advisors in the associate’s degree programs are less likely to consider the 

bachelor’s degree as an option for their students.  They do not want to be seen as “losing” 

the students on their campus to another campus.  While there has been a concerted effort 

to reach out to the campus advisors and educate them on the baccalaureate offerings, 

there is reluctance and somewhat of a lack of interest on the part of the advisors to 

participate in recommending district-level programs to their students.  Two of the 16 

participants stated that the faculty and staff in the baccalaureate program had made 

several attempts to invite campus advisors to participate in informational sessions; 

however, participation on the part of advisors is low. 

Given the relatively new nature of the baccalaureate programs, eight participants 

provided descriptive analogies and their perception describing this new endeavor.  Each 

of these participants used their own vocabulary to convey a similar perspective and 

describe the separate and distinct nature of the baccalaureate program.  Table 6 provides 

an outline of the participants’ perception of the baccalaureate program. 
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Table 6 

Participants’ Perceptions of the Baccalaureate Program 

Word or 

Phrase Used 

Number of Participants 

(n = 16) 

Comments 

Taj Mahal 2 Positive perception of the facility 

housing the baccalaureate program 

and the prestige of the program 

Silo 3 Emphasizes the independence and 

lack of integration 

Island 2 Need for improved communication 

between the baccalaureate program 

and other divisions of the college, 

particularly advising 

College within 

a college 

1 Implied superiority and elevating 

the status of the college, comparable 

to a university 

 

Finding 3: Accreditation requirements, need for terminal degrees, and 

developing new curriculum is becoming more apparent.  This finding addresses three 

academic challenges identified by 10 out of 16 participants that are associated with 

embarking on baccalaureate programs.  These issues consist of creating a new 

curriculum, addressing accreditation requirements, and acknowledging the need for 

faculty to hold terminal degrees. 

One of the preliminary challenges associated with requesting authorization to 

confer bachelor’s degrees in applied Supervision and Management was to embark on 

developing a new curriculum.  As one participant outlined, “As part of the application 

process, it is expected that the curriculum is ready.”  The college believed that these 
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applied and practical courses were adequate to kick start the new baccalaureate programs.  

These can be seen in Table 7, below. 

Table 7 

Initial Baccalaureate Courses Developed for Palm Beach State College 

List of Preliminary Upper-Level Courses for Supervision and Management Program 

Legal and Ethical 

Environment of Business 

Healthcare Organization 

and Management 

Human Resource 

Management 

Foundation of Public 

Safety 

Healthcare Marketing Leadership Changes and 

Supervision 

Security and Emergency 

Communications 

Principles of Managed 

Care 

Customer Relations for 

Business 

Capstone Experience: 

Public Safety 

Legal Aspects and 

Legislation of Health 

Care 

Labor Relations 

Management 

Business Writing Epidemiology Operational Decision 

Making 

Foundation of 

International Business 

Ethics in Health Care Marketing for Managers 

Entrepreneurship Capstone Experience: 

Health Administration 

Critical Incident 

Management 

Strategic Management Management Information 

Systems 

Public Sector Labor 

Relations 

Capstone: Business 

Administration 

Administrative 

Management 

Public Safety Community 

Relations 

Principles of Financial 

Management 

Organizational Theory 

and Management 

Regulatory Policy 

Administrative Law for the 

Public Sector 
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These courses were created with input from faculty and staff in the associate’s 

degree programs.  They were also modeled after the curricula from other state colleges.  

As one participant stated: 

We gathered them all together [associate’s degree program faculty and staff], and 

they helped us look at courses and look at prerequisites and plan the curriculum 

from that.  And from their input, we looked at what other colleges had designed in 

their curriculums.  Because we had to have something before we actually hired 

faculty in that program. 

As part of the continuing discussion of building the curriculum, it is important to 

point out that students could actually complete the majority of the 120 credits necessary 

for the applied baccalaureate in the lower-level (1000–2000) courses, rather than the 

upper-level (3000–4000) courses.  To illustrate, students could complete 36 mandated 

general education requirements, 42 credits in the AS or AAS program, 21 required upper 

division core credits, and 21 upper division concentration credits (see Table 8). 

Table 8 

Credits Needed for BAS Degree 

Area Number of Credits 

General education requirements 36 

AS or AAS 42 

Upper division core requirements 21 

Upper division concentration area 21 

Total 120 

Note.  Adapted from August 2009 Curriculum Committee. 
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Students have the opportunity to take more lower-level courses at Palm Beach State 

College to satisfy requirements for their bachelor’s degrees than they would at a 

university, which would require 60 credits in the upper division before conferring the 

degree. 

The applied baccalaureate program is more prescribed than that of a university.  

Students are required to follow a specific path and take all the required courses, and may 

rarely deviate, as there are a few elective courses in the upper division.  This simplifies 

the advising process, and also ensures that the entire course selection is relevant to the 

student and will be offered on a timely basis. 

 As the curriculum was developed, it was equally important for the college to 

determine which associate’s degrees (AS and AAS) would be able to lead into the 

baccalaureate programs organically.  In other words, the college needed to specify which 

associate’s degrees would provide the ideal option for students to continue their 

education with the baccalaureate program at the college.  This would ideally contribute to 

the appeal of the program to these students.  The college determined that there were 33 

such “feeders” (i.e., degrees that, once conferred, open the door for those students to 

enroll in the baccalaureate program) for the Supervision and Management track alone.  

The 33 feeder programs can be seen in Table 9, below. 
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Table 9 

Associate’s Degrees Leading to the Supervision and Management Baccalaureate 

Related Associate’s Degree Applied Baccalaureate Track 

Associate in Arts (AA) Business Administration 

22 Feeder Degrees 
Accounting Technology (AAS/AS) 

Business Administration and Management (AAS) 

Computer Programming (AAS/AS) 

Early Childhood Education (AS) 

Educational Assisting (AS) 

Electrical Power Technology (AS) 

Electrical Power Technology (AS) 

Environmental Science (AS) 

Graphic Design (AAS/AS) 

Hospitality and Tourism Management (AAS) 

Human Services (AAS/AS) 

Industrial (Operations) Management Technology (AAS) 

Interior Design (AS) 

Internet Services Technology (AAS/AS) 

Landscape and Horticulture Management (AS) 

Motion Picture and Television Production (AS) 

Networking Administrator (AAS/AS) 

Office Administration (AAS) 

Paralegal (AS) 

Professional Pilot Technology (AAS/AS) 

Sugar Technology (AS) 

Biotechnology (AS) Health Administration 
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Dental Hygiene (AS) 
7 Feeder Degrees 

Health Information Management (AS) 

Nursing (AS) 

Radiography (AS) 

Respiratory Care (AS) 

Sonography (AS) 

Crime Scene Technology (AS) Public Safety Administration 

4 Feeder Degrees 
Criminal Justice Technology (AAS/AS) 

Emergency Medical Services (AS) 

Fire Science Technology (AS) 

Note.  Information obtained from the Contact publication (2008, p. 5). 

These associate-level degrees had gone through a comprehensive evaluation and 

were streamlined to ensure all course descriptions were up-to-date and relevant.  This 

process was undertaken starting in 2005, which resulted in the college successfully 

adopting and implementing the Career Pathway Model, under the directive of the Dean of 

Curriculum and Instructional Technology.  This model provides a specific path for 

students to take the necessary courses to complete their degree and ensure that each 

course is applicable to their respective degree.  It also provides clarity to program 

offerings, as well as the path of completing the degree.  A graphical representation in the 

form of a chart prior to the development of the baccalaureate program is presented in 

Figure 3, below. 
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Figure 3.  Career path options prior to the development of the baccalaureate. 

 

One of the results of this program was that it improved the college’s retention rates.  This 

program earned the college the prestigious Bellwether Award in 2006.  The process of 

streamlining the curriculum simplified identifying which degrees flowed naturally into 

the BAS program.  Once the baccalaureate program was developed, the AA, AS, and 

AAS degrees flowed into the baccalaureate program.  This is demonstrated in Figure 4, 

below. 
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Figure 4.  Career path options after the development of the baccalaureate. 

In the interview, the Dean of Curriculum and Instructional Technology had implied that 

the Career Pathway Model was a precursor to the baccalaureate program itself. She 

viewed the latter as a natural extension of the former.  In her words: 

We started with supervision and management, with areas of concentration that we 

felt addressed our AS degree areas.  So the general [degree] was kind of for 

anybody, but the [concentrations] that were in healthcare and public safety were 

specifically geared to our two biggest AS degrees areas, which were the health 

and the public safety areas, to follow our whole philosophy of the career pathway.  
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To us, it was just adding another piece onto the puzzle of our career pathway 

model. 

 The second point in the third finding argues for comprehensive requirements for 

reaccreditation and the process of SACS substantive change to the Level II process.  This 

was mentioned by six out 16 participants.  Three participants stated that the college 

performed a comprehensive audit of each of its full-time as well as adjunct faculty.  

During the reporting period of August 2008, as the school was going through the rigorous 

substantive change process with SACS, there were a total of 260 full-time faculty 

positions, 15 of which were vacant.  There were discussions that some of these vacant 

positions could potentially be allocated to the baccalaureate program, as one participant 

shared.  To ensure that the college utilized the complete list of all faculty credentials 

properly, they were compiled into a central database.  Moreover, the list was managed 

centrally at the district level, rather than the campus or deans’ level, and as part of the 

change process, all new hires are required to complete the same form as part of the 

credentialing process.  The credentialing document has to be approved by the Vice 

President of Academic Affairs or designee. 

One of the benefits of this exercise as noted by a participant is to enable the 

college to readily identify which of its existing faculty is qualified to teach at the 

baccalaureate level.  For each of the courses in the upper division, the college needs to 

specify the requirements for teaching credentials.  Each course in the baccalaureate 

program needs to be taught by an instructor with advanced or terminal degrees.  The 

requirements are more stringent than for the other courses that the college has to offer, in 
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order to meet SACS substantive change guidelines.  To meet this need, the college 

developed a matrix identifying which degrees were required for specific courses. 

Some participants also stated that they believed that the substantive change 

process required by SACS caused the college to lose certain faculty members due to 

inadequate credentialing in other areas, although this did not impact the baccalaureate 

programs.  For instance, one of the program directors had only a bachelor’s degree, and 

not a master’s degree.  He was therefore unable to remain in that position once the new 

requirements began to take effect.  This was a change that affected the associate’s degree 

program, but only did so because the college began to confer bachelor’s degrees. 

It was uncovered in the interview process that these rules did not apply to all state 

colleges that made the move to offer bachelor’s degrees.  Early adopters that already had 

five degrees had an advantage, in that they were able to be approved for new degrees 

under a less stringent set of requirements by SACS.  One of the interviewees referred to 

this as the “St. Petersburg rule,” because at the time St. Petersburg was the only state 

college to have more than five degrees.  Institutions that had less than five and wanted to 

add a new program had to submit a substantive change document request to SACS.  One 

of the interviewees’ stated, “There are some different rules.  Like St. Pete doesn’t have to 

– they can just keep adding programs if they want.  Everybody else has to go through all 

these hoops.  So it’s not consistent in how the rules are applied.” 

The third discussion point of the third finding is the challenge associated with 

recruiting faculty with terminal degrees or with the qualification to teach in the 

baccalaureate programs.  Two participants expressed the challenges associated with 

finding qualified credentialed faculty as an ongoing challenge for the college in the 
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baccalaureate program.  One participant stated that there is a limited pool of applicants, 

especially in high demand fields such as nursing. This can be partially attributed to 

substantive changes required by SACS, and partially attributed to competition from other 

colleges in the marketplace.  As one participant explained: 

We had to find people to run the [baccalaureate] program and they needed certain 

credentials to get through the accreditation process.  And they were in demand, 

because you had all these schools starting this program.  So there was competition 

for bringing the right people in. 

Another participant attributed the difficulty of recruitment to the stringent SACS 

guidelines.  As this participant explained: 

With SACS regulations, you’re taking qualifications for a two-year and trying to 

change it to accommodate a four-year.  So programs that were functioning with 

lesser credentials now have to find educators with higher credentials.  And in a 

two-year environment, that’s tough.  Because we have AS degrees, with a person 

with a bachelor’s teaching…now you’re telling me I have to find somebody with 

a master’s…The SACS regulation on a four-year institution is different from a 

two-year in some of these things. 

 To ensure broader access to a larger population of the county and to meet the need 

of working students in the baccalaureate program, as one participant stated, a large 

number of courses in the applied baccalaureate program utilize the distance learning 

delivery method.  One of the participants explained that another benefit to the students is 

that it is “campus-agnostic”.  In the interviewee’s words, “All our courses can be taken 

online.  So it doesn’t matter what campus you’re affiliated with.”  As another participant 
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noted, this also requires recruiting faculty members who have the experience or interest 

to teach in online programs.  The number of courses offered online is significantly larger 

in the applied baccalaureate program than in other areas of the college, and it is steadily 

increasing.  For example, the number of courses that were available online in the first 

semester of the program (Fall of 2010) was only 26; by spring of 2013, it more than 

doubled and reached 57.  This is significant, as the total number of baccalaureate courses 

across all three programs (Supervision and Management, Information Management, and 

Nursing) at the college has nearly doubled in the same time period, from 60 to 112.  This 

is another factor in the challenge of recruiting credentialed faculty both full-time and 

part-time with experience in online teaching, as two participants argued.  The percentage 

of the courses taught online is steadily increasing as well.  This can be seen in Table 10, 

below. 
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Table 10 

Number and Percentage of Online Courses in the Baccalaureate Program 

Term 
Total Number of 

Courses Offered 

Number of 

Distance 

Learning Courses 

Offered 

Percentage of 

Courses Taught 

Online 

Fall 2010 60 26 43.33% 

Spring 2011 73 28 38.36% 

Fall 2011 70 30 42.86% 

Spring 2012 93 38 40.86% 

Fall 2012 116 57 49.14% 

Spring 2013 112 57 50.89% 

Note.  Data obtained from Palm Beach State College, 2013. 

 The college is making coordinated efforts to reduce the ratio of part-time to full-

time faculty, as noted by one participant.  As a result, the number of courses taught by 

full-time faculty is on the rise.  The low ratio of full-time faculty in the applied 

baccalaureate programs is attributed to difficulties in recruiting full-time faculty due to 

pay scale, as noted by one participant; however, the leadership is cognizant of the need to 

bring more full-time faculty on board to stay compliant with SACS.  As one of the 

interviewees had remarked, “SACS doesn’t give you a number that you have to achieve, 

but you have to be able to convince them that what you have is sufficient in terms of full-

time [faculty].”  Another participant stated, “One of the goals… is to have our full-time 

ratio be 55% [and part-time be 45%].”  As has been demonstrated, the college as a whole 

is nearing this goal, while the baccalaureate program has a larger gap in this area.  Table 

11 and Figure 5 demonstrate the current upward trend of teaching more courses with full-
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time faculty while the BAS program currently has a reverse trend due to difficulty in 

recruiting. 

Table 11 

Percentage of Courses Taught by Full-Time Faculty in the College 

Academic Year 

Percentage - 

District-wide 

Percentage - 

BAS Programs 

2005-2006 49.90% 0 

2006-2007 51.80% 0 

2007-2008 50.80% 0 

2008-2009 49.90% 0 

2009-2010 47.40% 0 

2010-2011 (First year of BAS) 45.30% 35.00% 

2011-2012 46.40% 36.50% 

2012-2013 49.10% 25.00% 

Note.  Data obtained from Palm Beach State College, 2013. 
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Percentage -- College vs. BAS Programs Taught by Full-time faculty 

(College trend at large is upward while BAS is downward) 

 
= College-wide 

 = Baccalaureate only 

Figure 5. Trend of Full-Time Faculty Teaching at Palm Beach State College. 

 Finding 4: The development of the baccalaureate program impacted funding, 

budgeting, and policies.  The fourth finding outlines two areas of budgeting and funding 

requirements as well as the need to make changes to the policies to incorporate the 

baccalaureate programs into the college.  These two interrelated and overlapping areas 

were identified by nine out of 16 participants.  To build a holistic view of the finding 

related to the area of budgeting, costs and funding, relevant background information is 

warranted.  This is provided as part of the discussion below. 

As is the case with any startup project, seed funding was required to begin the 

process of offering bachelor’s degrees, as outlined by one participant.  To secure funds, 

the college had to demonstrate financial strength.  As another participant stated, the 

college’s annual financial audit report, that is conducted by the State Auditors, was 

sound.  The Financial Report for 2007 stated that the college’s financial practices were 

satisfactory and no significant deficiencies in internal controls and financial practices 
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were identified.  As one of the executives had noted, “We conduct our business with 

complete transparency.”  Upon being granted approval in February 2008 to proceed with 

conferring bachelor’s degrees, the college signed the memorandum of agreement required 

by FCS to seek future funding from the state legislators.  The college prepared a 

preliminary three-year budget in the interim, which not only initiated the process for 

developing the baccalaureate program, but also fulfilled a SACS requirement for the 

Level II substantive change.  This budget covered the start-up funding prior to the time 

period in which it could begin to admit students.  It was to include only the direct costs of 

setting up the program, and was divided into two categories: recurring and non-recurring.  

There was no onus on the college to provide information concerning indirect costs, such 

as space, public safety, human resources, etcetera.  The projected start-up budget 

allocation reported on the college application from the document review to the FCS was 

$543,340.  The recurring category consisted of 1.5 FTE for instructional faculty positions 

($96,000), an academic administrator ($189,444), and an additional amount allocated for 

ongoing expenses ($73,396). 

In the non-recurring category, the single major expense was the required library 

collection upgrade based on an internal memorandum outlining the library’s 

requirements, which was included as part of the baccalaureate program plan.  The 

College Center for Library Automation had determined based on its Florida Community 

Library Collection Assessment of 2002 that over 70% of the college library’s collection 

was considered retrospective (classical), and 30% was considered current 

(contemporary).  In order to satisfy the four-year degree program requirements, it needed 

to upgrade its collection and add an additional 2,400 new titles.  The additional funding 



 95 

requested by the library was recorded in the Collection Development Plan.  It has been 

adapted to Table 12, which is presented below. 

Table 12 

Library’s Requested Budget to Upgrade Its Collection 

Budget Year Amount Requested 

2008–2009 $140,000 – Non-recurring 

2009–2010 $70,000 – Non-recurring 

2010–2011 $10,324 – Recurring 

Note.  Data obtained from library resources obtained in the document review. 

 By the third academic year of 2010-2011, the baccalaureate program began to 

generate revenue from tuition.  By the fourth academic year (2011-2012), it became self-

supporting and began to cover its direct costs.  As one of the participants stated, the 

transformation process had reached a major milestone when the “tuition revenues were 

enough to cover the operating expenses of that budget.”  Table 13 below outlines the 

continuous increase in the revenue generated by the baccalaureate program. 



 96 

Table 13 

Contribution to the College’s Revenue from the Baccalaureate Program 

Year Revenue 

2008-2009 $0 

2009-2010 Not reported, as baccalaureate program started during this reporting 

period 

2010-2011 $234K in-state, $36K out-of-state 

2011-2012 $1.07M in-state, $194K out-of-state 

2012-2013 $1.35M in-state, $65K out-of-state 

Note.  Data obtained from operating budget documents from the document review. 

The revenue from the baccalaureate program is reported as a separate line item in 

the college’s operating budget, which provides historical perspectives of the changes in 

student tuition from year to year.  There is a continuous upward trend in revenue 

generated by the baccalaureate program due to increasing enrollment.  As one of the 

participants stated, “I think the institution kind of frankly sees [the baccalaureate 

program] as a cash cow.  We’re pretty lean for what we deliver.”  Another participant 

stated, “Our enrollment this summer [2013] is flat.  And it’s really the baccalaureate 

enrollment and the PSAV enrollment [that] is keeping us up.”  There is also the element 

of revenue being generated from out-of-state (non-resident) students, although there 

seems to be a great deal of fluctuation in this area. 

Continuing the discussion on budgeting and funding, it is prudent to examine the 

fiscal year 2006–2007 and to compare it to the fiscal year 2011-2012, to observe the 

progress of the college.  The rationale for selecting the budget for 2006-2007 as a 

benchmark was twofold.  First, it was the year with the lowest student headcount within 
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the time period analyzed (2002-2011).  Second, concern for the downward trend in the 

student population during this time prompted the college leadership to expand into new 

territories.  As one participant noted, “At the time we applied, we did have shrinking 

enrollment.  So that’s when we were struggling with enrollment, when we first applied to 

the state for this.”  The discussion on the shrinking enrollment was used by college 

leadership to explain that the move to offer bachelor’s degrees could be a way to address 

the enrollment shortfall.  As another participant shared, “I think it came across clearly in 

that we would increase our enrollment.”  Three of the 16 participants stated that one of 

the catalysts for pursuing the change to confer bachelor’s degrees was the slight drop in 

enrollment. 

In 2006-2007, the headcount was 46,157, and the annual operating budget was 

approximately $96 million, of which $25 million was collected from tuition.  In 2011-

2012, the annual operating budget was approximately $120 million, of which roughly $50 

million was generated from tuition.  In the span of five years, the percentage of revenue 

collected from tuition has gone from 26% to 42%, while the taxpayer-funded contribution 

has shrunk across all programs. 

Another aspect of the budget and funding is salaries for baccalaureate faculty.  

The college does not have a differential pay structure for teaching upper-level courses.  

The difference in pay scale that it offers is based on the highest degree earned, regardless 

of the level of the class being taught.  This pay structure has created some challenges for 

the college.  As one participant noted: 

We only want doctorate-level faculty, and since we’re a union shop, we are 

limited to what we can pay.  We can’t just pay anybody anything we want…The 
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union doesn’t realize it, but they would actually make more money if they weren’t 

unionized.  Because each of them would be a negotiated player.  This way, we 

can’t. 

Five out of 16 participants brought up the issue of the pay scale.  They noted that 

it has made it difficult for the college to attract faculty to the baccalaureate program.  One 

even recalled a particular employee whom the college was not able to retain because a 

competing institution was able to offer a higher salary.  In the participant’s words, “We 

had one – a young faculty member who was really, really good.  And he’s now moved on 

to a bigger better job, because he was going to make a lot more money.  But he was 

somebody I would have kept.” 

Based on Rule 6A-14.0411, which was approved on March 19, 2013, the State 

Board of Education has authorized each college’s Board of Trustees to engage in 

negotiation regarding continuing contracts for faculty.  This was mentioned by four out of 

16 participants, and during one observation period it was noted that the proposed changes 

to the continuing contract could result in the dismantling of the faculty unions, but 

provide the opportunity for negotiation of different pay scales for teaching baccalaureate 

level courses.  The Collective Bargaining contract for Palm Beach State College faculty 

is up for renegotiation in 2014, according to the Collective Bargaining document from the 

document review. 

One participant reported that the facility evaluation process was important in 

funding the new baccalaureate building.  Based on examining the Educational Plant 

Survey document, also referred to as the TEAM report from the document review, it was 

noted that Palm Beach State College had formed an ad hoc committee in February of 
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2006 to evaluate facility utilization across all four campuses.  The purpose of this 

committee as noted in the document was to develop a plan to evaluate existing facilities 

and to recommend the appropriate steps to accommodate the growing needs of 

educational programs.  This action was also required to address Florida Statutes (F.S.) 

Section 235.15 to complete a survey of existing facilities and to formulate a plan to house 

additional student populations as well as new programs for the next five years.  The 

TEAM report’s recommendations ultimately led to authorization of two new construction 

projects on the Lake Worth campus.  This report was released in June 2006.  Four of the 

16 participants stated that the timing of building these new facilities coincided with being 

granted authorization to confer bachelor’s degrees.  As a result of this coincidental 

timing, one of these buildings was designated the CBP and opened on September 21, 

2012.  This $8.3 million building has an area of 40,601 square feet and has 15 classrooms 

to support the baccalaureate program.  The funding for this building was not appropriated 

by the state, but instead came from the students’ Capital Improvement Fee.  As one of the 

participants explained, “It wasn’t bonded.  We just used the annual proceeds from that, 

saved them for a few years, and built the buildings.” 

The second discussion of the fourth finding is the requirement to revisit existing 

polices and to develop new policies as needed.  Based on an examination of Palm Beach 

State College’s application for offering bachelor’s degrees as well as the SACS 

substantive change to a level II institution, six policies were affected as part of the change 

process and required evaluation to ensure that they were still relevant.  It was noted that 

changes to any policy must be submitted to the President for review and subsequent 

approval by the District Board of Trustees for approval.  These policies, as well as their 
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implications, including the individuals responsible for their execution, are outlined in 

Table 14. 
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Table 14 

Policies Impacted by the Ability to Offer Baccalaureate Programs 

Item Policy Number Implications 

Responsibility for recruiting, 

recommending, and hiring 

faculty 

6Hx-18-5.21 

 

F.S. 1001.64, F.S. 1001.65 

VP of Academic Affairs is 

responsible for recruiting and 

appraising all faculty and 

librarians. This function is 

outside the scope of the 

campus provost’s 

responsibilities. 

College catalog 6Hx-18-1.08 

 

F.S. 1001.61, F.S. 1001.64 

College must publish annual 

catalog to include admissions 

criteria and graduation 

requirements. This policy has a 

direct impact on the 

baccalaureate program. 

Catalog approval 6Hx-18-1.09 

 

F.S. 1001.61, F.S. 1001.64 

Board of Trustees has the final 

approval of changes in fees as 

well as new degrees being 

granted. This policy has a 

direct impact on the 

baccalaureate program, 

including fees being collected. 

Criteria for academic and 

professional preparation for 

full and part-time faculty 

6Hx-18-5.25 

 

F.S. 1001.64, F.S. 1001.65 

Evaluation of faculty teaching 

credentials for all programs 

including baccalaureate. This 

policy puts more stringent 

requirements on faculty. 

Admission of students – 

Bachelor of 

Applied Science degree 

programs 

6Hx-18-3.015 

 

F.S. 1007.263 

Admitting students with AA, 

AS, or AAS into the applied 

baccalaureate programs. 

Degree recognition 6Hx-18-5.89 

 

F.S. 1001.64 

Recognition by the college for 

employees to receive 

additional compensation for 

earning advanced degrees. 

Note. Information obtained from policy documents from the document review. 
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Chapter Summary 

The findings in this chapter addressed the first research question based on data 

collected in the form of sixteen interviews, thirty documents, ten hours of observation, 

and three informal question-and-answer sessions addressing Palm Beach State College’s 

organizational transformation to conferring bachelor’s degrees.  This chapter presented a 

timeline of events that illustrate the milestones achieved by the college during the period 

of the research study. It also provided an outline of the first four findings. 

The first finding delineated that that the transformation was shaped by external 

stakeholders, including lawmakers, competition from other colleges within the servicing 

area that had already begun to confer bachelor’s degrees, and the need to address the 

skilled worker shortfall experienced by the business community. 

The second finding outlined the challenges associated with deployment of a new 

program given the decentralized nature of the college, in which each campus has a 

separate organizational infrastructure.  Specifically, the plan to implement the 

baccalaureate programs as district-level versus campus-specific programs resulted in a 

decision to house all baccalaureate programs in one facility.  The implication of this 

structure has been that the program is viewed as an isolated endeavor, which impacts the 

perception of faculty as well as staff, particularly advisors. 

The third finding outlined challenges associated with the development of a new 

curriculum, the SACS reaffirmation process and substantive change to Level II in order 

to obtain approval to confer bachelor’s degrees, as well as the need to recruit faculty with 

more advanced degrees.  Data revealed that the accreditation agency put the college 

through an especially exhaustive procedure.  In addition, there was a need to develop a 
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comprehensive curriculum and to recruit qualified faculty for applied baccalaureate 

programs. 

The fourth finding demonstrated how the baccalaureate program required 

financial investment.  The program has since paid for itself, in terms of generating 

enough revenue to cover the direct costs, and is also showing an upward trend in 

enrollment.  There was a need to allocate seed funding to get the program started, as well 

as addressing infrastructure issues such as needed expansion of the library and 

construction of the new facility to house the baccalaureate program.  Finally, policies 

ranging from faculty promotion to tuition, fee structure, curriculum, and the catalog had 

to be evaluated in light of the change process to confer bachelor’s degrees. 
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CHAPTER 5. FINDINGS: THE CHANGE PROCESS THROUGH KOTTER’S LENS 

In this chapter, the fifth finding is presented in relation to the second research 

question: How did the Palm Beach State College change process align with or deviate 

from Kotter’s (1996, 2012) Change Management Model during 2002 to 2011 when 

transitioning to offering bachelor’s degree programs and becoming a state college? 

Kotter’s (1996) eight stages are identified and examined in relation to data 

collected via three primary methods of observations, formal interviews, and document 

review as well as informal interviews.  The finding is presented in eight stages to parallel 

the model’s eight stages of organizational transformation.  The study found that the 

transformation of Palm Beach State College to confer bachelor’s degrees corresponds to 

the stages outlined by Kotter’s model, based on the fact that all 16 participants had 

provided responses that could be interpreted easily in light of this lens.  The eight stages 

with the corresponding data sources are outlined in Table 15 below. 
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Table 15 

Kotter’s Stages with Data Sources 

Stage Interviews 

(n = 16) 

Document 

Review      

(n = 30) 

Observations 

1 – Creating a sense of timing 15  16  1 

2 – Forming a leadership team 16  5  1 

3 – Developing change vision 14  18  1 

4 – Communicating change vision 13  5  1 

5 – Empowering key individuals 10  6  1 

6 – Creating easy-to-recognize positive 

changes 

15  20  2 

7 – Building on changes to create more 

change 

13  15  1 

8 – Entrenching change into culture 10  3  0 

 

Stage 1: Sense of Timing 

One of the primary drives for offering new programs was the fact that other 

colleges had already done so.  From the interviews and documents, it was noted that 

Palm Beach State College was not the first of Florida’s 28 community colleges to 

undergo such a transformation to confer baccalaureate programs and to change its name.  

“This created a sense of urgency to stay competitive and to ensure we were not falling 

behind on this opportunity,” as one of the participants stated.  Some of the participants 

even spontaneously referred to other community colleges by name.  In some cases, more 

than one college was mentioned.  From the 16 interviews conducted, seven of 16 

participants named Broward College, six named St. Petersburg College, four named 
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Indian River State College, four named Miami-Dade College, three named the Florida 

State College at Jacksonville, one named Eastern Florida State College, and one named 

the State College of Florida, Manatee-Sarasota (see Table 16). 

Table 16 

Gauging the Competition 

Colleges named by participants 

that offered baccalaureate 

degrees 

Number of 

Participants 

(n=16) 

Status 

Broward College 7 Considered competition to Palm 

Beach State College 

St. Petersburg College 6 First college in State of Florida to 

confer bachelor’s degrees 

Indian River State College 4 Considered competition to Palm 

Beach State College 

Miami Dade College 3 Considered competition to Palm 

Beach State College 

Other colleges mentioned 2 Outside of the service area by 200 

miles 

 

The argument that other community colleges had made the decision to confer 

bachelor’s degrees was a powerful catalyst for change.  As one of the interviewees 

explained, “Once the door opened with St. Pete’s doing it, there was no going back.” 

Another explained: 

When Broward did it and Indian River did it, then it was said, “If they’re going to 

have it, then we’re going to have it, too.”  Because for years we were going to 

retain our mission, we were not going to go there.  Until Broward and Indian 

River were applying, then it was said, “Okay, so we are, too.” 
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Others had brought up the fact that Palm Beach State College was not the first college to 

go through such a transformation, without naming names.  It was described by one 

participant as “peer pressure.”  Another, however, saw the idea of community colleges 

one day offering four-year degrees “just an economic eventuality.” 

 In addition to the competitive pressure from other community colleges, there has 

also been some pressure felt by the State of Florida’s Department of Education mandate 

to proceed quickly, in case the decision-makers and legislators were to revoke the 

permission to confer bachelor’s degrees, as noted by one participant and supported by 

eight documents.  As one participant explained: 

There was some, from what I hear, discussion about [the door closing on being 

able to apply for baccalaureate-granting status] because there was some pushback 

from people in the legislature that were for it, from other higher ed institutions 

that didn’t want to see it happen. 

One of the interviewees commented that, “at the beginning of the process, and 

working with accreditation and that sort of thing, there was, I remember, some 

talk that it would only be certain colleges of the 28 that would be allowed to do 

that.”  As a result, Palm Beach Community College wanted to act quickly, to 

ensure that it would be one of the few that would be permitted to offer this degree.  

All of these factors contributed to the transformation occurring sooner, rather than 

later. 

This sense that the opportunity might only be temporary and must be acted upon 

quickly was heightened as others were ready to jump on the bandwagon.  This led to 

Palm Beach Community College’s (former name at the time of this decision) acting 
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expeditiously to complete the application and proceed while it was still possible. One 

participant stated, “That’s community college – it’s quick response to a need.”  The 

institution’s agility played a role in its being able to meet the perceived deadline. 

Stage 2: Leadership Team 

The second step addressed the need to create the guiding coalition of individuals 

who could deliver these changes.  In this regard, the information was unanimous across 

all 16 interviewees concerning the specific team put together to lead the change.  Every 

participant was able to identify the coalition in charge of executing the transformation as 

consisting of the President, the Vice President of Academic Affairs, the Dean of 

Curriculum and Educational Technology, and Director of College Relations and Marking 

of the college. 

In addition, in 12 of the 16 interviews either the Department of Institutional 

Research and Effectiveness or the director of the department was named as being 

instrumental in doing the legwork to obtain the data that made the transformation 

possible.  Notably, 10 of the 16 interviewees stated that the Chief Financial Officer had a 

substantial role in the process to secure the necessary funds as part of the coalition.  Two 

participants stated that campus provosts were involved; however, there are no artifacts to 

validate or rescind their direct participation.  One participant stated that the President 

went to “the usual suspects…he wanted it to get done and wanted it done right.  And he 

knew who to go to.” 

One additional discovery that became apparent from the Baccalaureate Program 

Proposal to the Department of Education dated August 2007, minutes of the May 2007 

PBCC District Board of Trustees Meetings (Palm Beach State College, 2007), and 3 of 
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the 16 interviews, was that the District Board of Trustees was instrumental in setting the 

directive for the President and his leadership team to evaluate the possibility of 

conferring bachelor’s degrees.  This was an action plan by the District Board of Trustees 

and their rationale was driven by the fact that other regional colleges had already done so.  

The college leadership team was subsequently charged during the May 2007 meeting to 

identify an applied program that would be appealing to the service area and would fulfill 

the need of the community.  The leadership team responsible for implementing the 

change process, based on the participants’ responses, is offered in Table 17. 
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Table 17 

Key Individuals Identified as Being Involved in the Change Process 

Title Number of Participants 

stating individual’s role as 

part of the agent of 

change and the guiding 

coalition (n = 16) 

Activities and Roles in the Alliance to Confer 

Bachelor’s Degrees 

District Board of 

Trustees 

3 Initiated the process and provided directive. 

President 16 Met with community leaders; met with other 

institutions’ leadership team; empowered his 

subordinates to move forward with this vision; 

addressed external relations. 

Vice President for 

Academic Affairs 

16 Oversaw internal activities; met with faculty and deans 

on all campuses about the change process; secured 

faculty offices and space for the proposed baccalaureate 

program; provided leadership with SACS substantive 

change requirements; addressed faculty credentialing; 

conducted search for a Dean of BAS programs. 

Vice President of 

Administration and 

Business Services 

10 Secured funding; developed cost structure and planned 

for future growth for the program to become financially 

solvent; planned for a permanent and self-standing 

facility. 

Dean of 

Curriculum and 

Instructional 

Technology 

16 Visited other colleges that had already implemented 

change for lessons learned; developed curriculum and 

added resources to instructional technology to meet the 

growing need for on-line programs. 

Director of College 

Relations and 

Marketing 

16 Met with community leaders, donors and local business 

owners as well as public services and hospital 

administrators; built a comprehensive communication 

plan to ensure information was flowing to all 

stakeholders. 

Director of 

Institutional   

Research and 

Effectiveness 

12 Developed application for the initial Applied 

Baccalaureate program in Supervision and Management 

with three concentration areas; developed a survey to 

validate the need of servicing community; organized 

SACS substitutive change to Level II document. 

Campus Provosts 2 No artifact to confirm or repeal the validity of this 

statement was located. 
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The leadership team took several steps to achieve the directives, including 

preparing an application for a baccalaureate program, identifying the need, securing 

support from community and civic leaders and other institutions of higher learning, as 

well as analyzing survey responses, developing a curriculum, addressing SACS’ 

substantive change process, and selecting a dean for the BAS program. 

One interviewee stated that the process involved, “the President and the Vice-

President, with the provosts, along with the Board of Trustees,” while another articulated: 

He [the President] put that group together.  On the academic side, our Academic 

Vice President was very involved in that because there were a lot of accreditation 

issues that needed to be handled.  We wanted to make sure that we did everything 

properly through SACS.  [She] and her team [the Dean of Curriculum and the 

Director of IRE] were instrumental in getting that and faculty support; the provosts 

were all involved.  They did a lot of work in that. 

Stage 3: Developing a Vision 

The third step involved the development of a vision for change.  As explained in 

one document, Contact, it was critical to the college that it maintained its open-door 

policy and provided an accessible and affordable education while implementing new 

programs.  This open-door concept was also mentioned in 6 of the 16 interviews.  One 

participant who understood the need for this new vision added that the “concept of a 

community college is not going to leave people’s hearts. They really believe that our 

open-door concept is our strength and what our mission should be.”  Therefore, the 

change was not to be so great that students would begin to feel excluded.  The college 
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had now expanded its mission to be more inclusive and to provide a broader service to its 

clients, as one interviewee stated. 

As another participant commented about the new vision and the expansion, “The 

pie was going to get larger.”  Another participant echoed the “pie” analogy during a focus 

group discussion related to the formulation of a new vision, stating that the term “larger 

pie” was used to describe the expansion of the college vision.  It was basically the same 

product but just became larger.  In fact, the move to offer baccalaureate programs was not 

always perceived as a change, per se.  One interviewee explained: 

We are very comfortable with what we’re doing.  We think that the baccalaureate 

programs have solidified and raised the level of what we are here.  We’ve not 

changed, other than we’ve gotten a little bit more egotistical.  But we believe that 

we offer the same quality and open access that we’ve always offered. 

The vision was developed very specifically with the addition of bachelor’s 

degrees to the existing associate’s degrees offered by the institution.  It was articulated as 

a “two plus two,” referring to two years in the associate’s degree program and then an 

additional two years in the bachelor’s degree program.  The phrase “2 + 2” appears eight 

times in the 2007 proposal alone.  It also appears in documents that are given to potential 

baccalaureate students, such as the Bachelor’s Degree Programs Guide, which elaborated 

on the “2 + 2” concept to say, “Think ‘AS + BSN’ at Palm Beach State.” 

It is safe to say that this phrase was engrained into the culture of the college.  This 

exact phrase was also spontaneously mentioned in four of the 16 interviews.  The process 

of spending two years in the associate’s degree program and an additional two years in 

the bachelor’s degree program was described by 14 out of 16 participants as an extension 
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of the existing program offerings to provide affordable and accessible education to meet 

the current needs of the community being served, and to provide growth opportunities for 

those already in the workforce.  This was also reiterated in eight documents that were 

examined.  Participants emphasized that the new vision of the expanded role of the 

college is implicit and it is a natural progression.  This clearly states that the vision of 

change is well understood and is engraved in the mission of the college.  One participant 

stated: 

We had done our best to minimize tweaking the mission, since the mission states 

that the college is to create and sustain a dynamic teaching and learning 

environment.  This implies ever changing as the need of the servicing community 

is evolving, and the baccalaureate programs are part of this evaluation. 

Another participant described teachers who solely teach in the Associate in Science 

program as professors who “teach in those first two years.”  Table 18, below, provides an 

outline of participants’ most common responses to the vision of change. 
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Table 18 

Participants’ Most Common Responses to the Vision of Change 

Participants’ Perception of 

College’s Vision of Change 

Documents 

(n = 30) 

Participants 

(n = 16) 

Is the Vision of Change 

Understood? 

Added to the existing 

vision of 2+2 education 

4 

(Appears 8 

times in 

BAS 

application) 

4 Partially – the notion of 

creating a two-year 

program and then 

offering advances is 

important. 

Open Door access must 

remain and we have added 

additional mission by 

offering baccalaureate 

programs. 

6 6 Partially – Open Door is 

important to these 

individuals who see the 

original vision of 

community college’s 

mission as more 

important. 

Extension of the current 

program offering. The 

primary mission has not 

changed. It has improved to 

offer affordable and 

accessible Bachelor’s 

degree programs. 

8 14 Yes 

We are just getting a larger 

pie 

0 1 Yes – As an expansion 

to the existing mission 

and vision for the 

college. 

 

Stage 4: Communicating the Vision 

The fourth step in Kotter’s (1996, 2012) Change Management Model is to outline 

activities to communicate the vision for buy-in.  Part of this process involves looking at 

the perception of faculty and staff on the effectiveness of communication methods to 

convey the message of change as well as their understanding of the new vision; their 
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sense of acceptance and buy-in.  Based on the interviews, the employees of Palm Beach 

State College interpreted the transformation as one that was exciting as it fulfilled the 

needs of the surrounding community being served.  At the same time employees 

recognized that it is imperative for the college not to deviate from its primary mission of 

being a college for the community, and thus a “community college.”  As one of the 

participants stated, “I hope that we do continue to keep offering more programs [while] 

never losing our legacy of being a community college and meeting our community’s 

needs for trades and vocations and a good skilled workforce.”  As another explained, 

“The challenge for us is how to maintain that identity [of a community college] and yet 

offer baccalaureate programs and not morph altogether.”  In the interviews conducted, 13 

of the 16 participants mentioned that the college’s core mission was important to them 

and felt that they needed to retain it throughout the transformation process.  As one 

participant put it, “I don’t feel that this is really that much of a change in the initial 

concept of a community college.  I just think this is part of the evolving aspect of the 

system.” 

The vision for the transformation was communicated to the employees in a variety 

of ways.  One of these was Contact, a brochure that is typically sent to the foundation, 

donors, alumni, and community leaders.  Another was Perspectives, which is an email 

newsletter the college sends to all staff members electronically.  Both of these are 

published by the department of College Relations and Marketing.  There were also 

periodic emails that came from the Office of the President.  As one interviewee put it, the 

President’s emails were “how anything of substance is communicated” at the college.  

The college intranet was updated with the information as well, to generate excitement 
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among the students.  In addition, to ensure broader buy-in, the information related to the 

changes and the new vision was communicated in person, such as at Convocation and at 

Development Day.  The effective communication of changes to the mission using 

Perspectives was mentioned by five out of 16 participants, the Contact publication was 

stated by three out of 16, Convocation by one out of 16, Development Day by two out of 

16, and the intranet by one out of 16.  One participant stated that the vision trickled down 

from campus provosts to deans to faculty members via departmental meetings.  It was 

stated: 

Definitely, through the Deans Council, I worked with the Vice-President.  And 

then each of the deans at each campus had a council of [their] own, with the 

associate deans that reported to us.  And so much of the idea of can we go further 

with another degree?  I mean it springs from the students, but students were 

constantly requesting, “Isn’t there a way we could just stay here and finish a 

bachelor’s degree, rather than having to transfer someplace else?”  And so that 

kind of information would kind of trickle up too. 

Two participants out of the 16 had no idea how the vision was communicated, and 

felt it just happened.  One participant stated, “There was not apathy, but I think that 

because the bachelor’s degree program isn’t offered on all of the other campuses, only 

the Lake Worth campus, that…being that it’s like that…really, who cares?”  Another 

participant mentioned that “new vision…It’s hard to say because I’m based at….campus.  

I don’t know if [effective communication] was as high at the other campuses, or if it was 

just like, ‘Oh, that’s a district thing.’”  Table 19 demonstrates how the vision was 

communicated to participants. 
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Table 19 

Methods by Which the New Vision Was Communicated 

Method by which the New 

Vision Was Communicated 

Number of 

Participants 

(n = 16) 

Circumstances/Audience 

Perspectives publication 5 Effective – online publication for 

faculty/staff – mass distribution 

Contact publication 3 External publication; however, 

several college staff also receive this 

publication as alumni 

Convocation 1 Limited access and mainly impacts 

graduating students and their families 

Trickle down via campus deans 

to faculty 

1 Limited audience – potential for 

being marginalized and inconsistent 

Development Day 2 Limited audience – Not everyone 

participates 

Internal web server (Intranet) 1 Pull technology (unlike e-mail) which 

is a push technology. Faculty/staff do 

not regularly log in to get updates 

Insisted that the vision was not 

communicated or that people 

were apathetic 

2 Implied distinction between campus 

vs. district—if it did not impact me, I 

do not care to know 

Did not remember 1 Excited about the vision and 

understood the new vision, but could 

not recall the source of their 

information 

 

Contrary to the perceptions of two of the 16 participants regarding effective 

communication, the college leadership did, in fact, conduct meetings at each of the four 

campuses.  These meeting took place from March 18th, 2009 through April 1st, 2009 as 

outlined in the Name Change Proposal Document from the document review.  The 
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purpose of these meetings, according to this document, was to update the internal 

community about the legislative proposal to offer the baccalaureate and to gather input 

regarding the prospective new name of the college.  The document further explained how 

prospective applicants were concerned about getting a bachelor’s degree from an 

institution that had “community college” in the name, implying that the degree would be 

worth less than those earned at another institution. 

For the community at large, this vision was communicated primarily through 

letters and personal visits from the President.  Part of the reason for the success of the 

campaign was that the President, according to one interviewee, “was out there, pounding 

the pavement, getting support, and he was in Tallahassee when the application went 

forward, and did his due diligence at the state to make sure the proposal was approved.” 

His efforts included attending Chamber of Commerce events; sending letters to the 

Chambers of Commerce, Workforce Alliance, the Business Development Board, leaders 

of hospitals and public clinics, The League of Cities Meeting, police departments, and 

even other educational institutions.  This was imperative, as Palm Beach State College 

was required to demonstrate that the community supported the move to offer bachelor’s 

degrees.  The Baccalaureate Program Proposal that was submitted to the state in 2007 

included the actual letters of support from various sectors such as educational, 

government, healthcare, and private business.  The list, dates, and affiliation of these 

letters are aggregated and are presented in Table 20 below to demonstrate the widespread 

support received by the college from the surrounding community. 

In addition, the college conducted extensive public relations through external 

media, such as the Palm Beach Post.  One of the leaders remarked that staff would “see a 
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newspaper article maybe the next morning after an announcement was made internally.”  

Effective use of newspaper articles to publicize positive messages to the community and 

to build excitement were mentioned by five of the 16 participants. 
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Table 20 

Letters of Community Support for Palm Beach State College 

Category No. Name of Supporting Organization or Institution Date 

Educational 

Institutions 

4 Northwood University June 29, 2007 

Nova Southeastern University July 3, 2007 

Palm Beach County Education Commission July 15, 2007 

School District of Palm Beach County July 23, 2007 

Community 

Organizations 

14 Greater Boca Raton Chamber of Commerce July 3, 2007 

Greater Boynton Beach Chamber of Commerce June 25, 2007 

Chamber of Commerce of the Palm Beaches July 12, 2007 

Greater Delray Beach Chamber of Commerce June 25, 2007 

Jupiter Tequesta Juno Beach Chamber of Commerce June 20, 2007 

Greater Lake Worth Chamber of Commerce June 26, 2007 

North Palm Beach County Chamber of Commerce July 9, 2007 

Palms West Chamber of Commerce July 16, 2007 

Business Development Board July 11, 2007 

The Business Forum of Palm Beach County July 23, 2007 

Palm Beach County League of Cities July 2, 2007 

Quantum Foundation June 27, 2007 

World Trade Center Palm Beach July 12, 2007 

Workforce Alliance June 28, 2007 

Businesses 4 BioFlorida July 19, 2007 

Biomet 3i June 26, 2007 

Florida Crystals July 9, 2007 

Scripps Florida June 22, 2007 

Health Entities 6 Florida’s Blood Centers June 26, 2007 
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Health Care District of Palm Beach County June 15, 2007 

JFK Medical Center June 26, 2007 

Palms West Hospital June 27, 2007 

St. Mary’s Medical Center June 26, 2007 

South Florida Hospital & Healthcare Association July 13, 2007 

Public Safety 

Agencies 

7 City of Atlantis Police Department June 29, 2007 

Fire Chief’s Association of Palm Beach County June 29, 2007 

Lantana Police Department July 12, 2007 

Palm Beach County Sheriff’s Office June 28, 2007 

Palm Beach County Fire Rescue July 12, 2007 

Palm Beach Gardens Police Department July 12, 2007 

Tequesta Police Department July 12, 2007 

 

Stage 5: Empowering Key Individuals 

The fifth step in Kotter’s (1996, 2012) Change Management Model outlines 

activities to empower broad-based action and to remove barriers.  One of the biggest 

obstacles to implementing change and transforming was the sheer size and complexity of 

the organization, serving multiple campuses and offering 123 career programs and tracks 

(Palm Beach State College, 2013).  Naturally, there was organizational resistance at 

various levels for reasons such as lack of adequate resources and funding.  Perhaps the 

most surprising finding was that the Vice President of Academic Affairs, who received a 

directive and was empowered by the President to lead the change, did so reluctantly in 

the early stages.  She explained that she was of the opinion that the school should just not 

be offering bachelor’s degrees, and had even quoted herself as telling the President, “Just 

because somebody does something doesn’t mean we have to do it, too.”  Yet, this same 
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individual, after successfully completing the accreditation process, was quoted in the 

publication Contact as saying, “There was a need out there that became more evident as 

we explored things.  The bachelor’s degree gives our AS and AAS degree graduates an 

opportunity that doesn’t exist now.” 

One of the primary methods of convincing those who were reluctant to embrace 

the change was to share the data collected to support the need for change.  The Office of 

Institutional Research and Effectiveness was mentioned by 12 interviewees for its efforts 

to build grass roots support or a coalition.  Surveys were conducted and findings 

demonstrated a compelling argument for proceeding including a strong need in the 

community for affordable, accessible, and convenient baccalaureate programs in skilled 

labor and to provide advancement opportunities.  For instance, Perspectives published an 

article noting that there were 513 annual job openings for information management, with 

only 136 degrees being awarded locally (“PBCC to pursue B.A.S.,” 2009). 

An interesting departure from this finding was that one participant mentioned 

feeling that the college may have made the decision to offer bachelor’s degrees prior to 

discovering whether or not the need was there in the community.  This interviewee 

paraphrased the District Board of Trustees’ thought process as, “Let’s do it…We need to 

find a gap, a need, and move forward with this.” 

The need for stable leadership during the change process is paramount.  It was 

reported that one of the early management obstacles of the change process to confer 

baccalaureate programs was the change of deanship.  The program had experienced two 

different deans before its current (third dean) took office.  The first had been with the 

college for well over ten years, but began to experience personal issues shortly after 
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becoming dean, and had to step down.  She was an active participant in gaining the 

approval for SACS’s Substantive Level Change process. The second had been 

accustomed to working in a university setting and was not responsive to quick curriculum 

changes, which are engraved in the culture of the community college as described by 

three of the 16 participants.  One participant stated, new courses are expected to complete 

their entire cycle of development, approval, and offering within four months (one term) 

in the baccalaureate programs.  This dean subsequently parted ways with the college and 

was replaced with a third dean who saw the reaffirmation process through to a successful 

conclusion. 

Some external buy-in was needed as well.  One challenge was to get support from 

other academic institutions that were initially hesitant to offer support, or even resistant to 

the college plan to transform.  One interviewee mentioned having to convince 

representatives from a local university that by Palm Beach State College offering 

bachelor’s degrees, they could expect more students to enroll in their graduate programs.  

She had invited the university’s representatives to an event, and they used the opportunity 

to engage students who later enrolled in their Master’s program.  Another participant 

stated that a delegation consisting of the College President, Vice President, and Dean of 

Curriculum visited with the Provost at Florida Atlantic University at the time to secure its 

support as well.  While the meeting did not harvest any tangible and positive outcome, 

the good will efforts of the college to garner a larger net of support has provided new 

partnership opportunities elsewhere.  The result of building broader support and reaching 

out to surrounding institutions yielded discussions for formal articulation agreements 
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with five universities to provide advanced degrees for Palm Beach State College BAS 

graduates.  Table 21 outlines these agreements. 

Table 21 

Formal Master’s Degree Transfer Agreements from BAS 

Name County/Location Status 

Nova 

SouthEastern 

University 

Broward County Formal agreement already completed. 

Capella University Online Formal agreement already completed. 

Palm Beach 

Atlantic University 

Palm Beach 

County 

No formal agreement identified; 

however, participants stated that Palm 

Beach State College students have 

enrolled in their Master’s program. 

Lynn University Palm Beach 

County 

No formal agreement identified; 

however, participants stated that Palm 

Beach State College students have 

enrolled in their Master’s program. 

Barry University Miami-Dade No formal agreement identified; 

however, participants stated that Palm 

Beach State College students have 

enrolled in their Master’s program. 

University of 

Phoenix 

Online No formal agreement identified; 

however, participants stated that Palm 

Beach State College students have 

enrolled in their Master’s program. 

Note.  Data obtained from Panorama from the document review (Palm Beach State College, 

2011, 2012, 2013). 
 

Stage 6: Creating Easy-to-Recognize Positive Changes 

The sixth step in Kotter’s (1996, 2012) Change Management Model outlines 

tangible and visible activities to present a wining scenario during the change process.  

There are several such triumphs and milestones that occurred over the duration of the 
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transition, although what was significant for one participant was not necessarily as 

meaningful to another, given the scope and responsibilities of participants in this study.  

Some outcomes were universal as they affected all participants equally, while others were 

highly variable and dependent upon individual perceptions. 

An unequivocally important and visible activity that provided obvious attention as 

a quick win was the process of changing the name from Palm Beach Community College 

to Palm Beach State College.  When deciding whether or not to change the name, the 

college analyzed other state colleges that had begun to confer bachelor’s degrees and 

noted that there were three categories of such schools.  According to the PBCC Name 

Change Committee document from the document review in July 2009, “Five colleges 

chose to drop the word ‘community’ only from their name; seven others dropped 

community and added the word ‘state.’  Two colleges (PBCC and Seminole Community 

College) are in the process of considering name changes.”  This breakdown was used by 

the school to make its decision (see Table 22). 

In addition, according to the same document from the PBCC Name Change 

Committee, a survey was sent out in April 2009 and elicited responses from 1,790 

students and potential students, college alumni, college staff, local business partners, and 

community members.”  There were several potential choices for a name change.  These 

options and the level of support from the respondents can be seen in Table 23. 
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Table 22 

Breakdown of Baccalaureate-Offering Community Colleges 

Dropped “Community” Added “State” Undecided as of 2009 

Broward College Daytona State College Palm Beach Community 

College 

Chipola College Edison State College Seminole Community 

College 

Miami-Dade College Florida State College of 

Jacksonville 

 

Santa Fe College 

 

Indian River State College  

St. Petersburg College State College of Florida, 

Manatee-Sarasota 

 

 Northwest Florida State 

College 

 

 Polk State College  

Note.  Adapted from the PBCC Name Change Committee document from the document review. 

Table 23 

Proposed Name Changes for the College and Their Level of Support 

Proposed Name Change 

(1790 survey participants) 

Percentage of Support from Respondents 

Palm Beach State College 40.5% 

Palm Beach College 34.3% 

College of Palm Beach 11.3% 

State College of Palm Beach 7.4% 

All others 6.5% 

Note.  Adapted from the PBCC Name Change Committee from the document review. 
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The actual name change generated a lot of excitement among college faculty, 

staff, and students.  A total of 15 of the 16 participants expressed positive memories 

reflecting back on the name change, as they felt it would enhance the prestige of the 

college.  As one participant explained: 

I still remember the day they took Palm Beach [Community] College off the front 

of the building and put up Palm Beach Stage College.  And we were all out there 

watching this huge crane taking down the old name and putting up the new name. 

The celebration during the name change was a multi-campus event.  Document review 

data indicated that on January 12, 2010, the college had a four-campus celebration to 

mark the occasion.  The Lake Worth, Boca Raton, Palm Beach Gardens, and Belle Glade 

campuses each held their own simultaneous celebration.  One interviewee went into great 

detail: 

We had a huge party.  We had all the athletic teams there in uniform, and students 

were invited, and everybody was crowding the board room.  It was 

simultaneously being held at each campus.  Each campus was having their own 

celebration, their own cake, their own balloons, for their folks.  And we were web 

casted, so we were all seeing each other and communicating with each other.  And 

we unveiled the new seal, the college seal, and we unveiled the new logo. 

As one participant expressed it, “Lots of hoopla, lots of fun.  I think that was a very 

happy moment.” 

Only one of the interviewees remembered that the media attending the event had 

to leave suddenly because the devastating earthquake happened to strike Haiti right in the 

midst of the celebration.  While nearly all of the participants who were present at the 
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celebration were able to share many of the same details vividly, this occurrence was only 

remembered by one, most likely due to the fact that this particular individual was heavily 

involved with planning the celebration and the name change process.  Another 

interviewee articulated the mood of the name: 

It was kind of like Christmas morning, if you celebrate Christmas.  There’s that 

anticipation and excitement leading up to it.  And then there’s the morning of 

whatever you celebrate the opening of the gifts, or your religious service or 

whatever, there’s that excitement…I remember driving in and seeing the Palm 

Beach State sign lit up here, and it’s like, “Wow, that’s really cool!” 

The name change took several months to go into effect.  One interviewee 

explained that, “It’s great to change but you have to realize the financial obligations that 

come with the change.  Because everything has to change.  The logos have to change.  

The signage has to change.  Business cards have to change.  Huge expense!”  Another 

added that for the vast majority of faculty and staff, their business cards would not be 

changed until their old business cards ran out.  In fact, some of the participants still had 

old business cards with the college’s old name and logo on them.  An exception was 

made for those at the executive level, such as the President, the campus provosts, vice 

presidents, and the deans, all of whom received updated business cards immediately. The 

total cost of implementing the name change was estimated at $250,000, which required 

changing 263 signs, including those outside of the campus (Miller, 2009). 

An additional cost associated with the changing of the name was the fact that the 

website address domain had to be changed from pbcc.edu to palmbeachstate.edu.  It was 

impossible to keep both simultaneously, because the Internet governing body Educause, a 
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non-profit organization that has sole responsibility for granting domains, only allows one 

such domain per institution.  The domain name change also entailed changing all the 

email addresses for faculty, staff, and students.  This created several technological 

hurdles for the IT department to solve, as one of the interviewees mentioned that many 

aspects of the site that had worked fine previously no longer worked when the site went 

“live.”  Fortunately, the IT department was able to resolve the problem in a few days’ 

time. 

The name change from Palm Beach Community College to Palm Beach State 

College was reminiscent of the earlier name change from the original name of Palm 

Beach Junior College to Palm Beach Community College, which had occurred in 1988.  

This comparison was volunteered by participants in 12 of the 16 interviews.  One 

interviewee even speculated that perhaps the fact that the college had already experienced 

one name change better prepared it for the subsequent change years later. 

It was also extremely important to the school that it was perceived as “Palm 

Beach State College” (or least “Palm Beach State”) and not the acronym “PBSC,” so as 

to avoid confusion with other county entities.  This is one reason that the leadership team 

elected not to acquire the pbsc.edu domain, which would have been available to them.  

One participant explained: 

Our marketing department basically forbade us to ever use the acronym PBSC.  

Unless someone writes it by mistake, you shouldn’t see a college employee doing 

that, because we didn’t want to get it confused with Palm Beach County or 

something.  So we make a conscious effort to always spell out our entire name, 

Palm Beach State College…That was a marketing thing, they wanted the full 
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name out front…If you sent something out by mistake [as PBSC], you’d get it 

back with a red line, “Don’t do this ever again!”  No, we’re not going to use an 

acronym; we’re going to be known as Palm Beach State. 

There is no doubt that the changing of the signs, logos, business cards, and other 

items was very symbolic, but to others a more substantive moment of victory was the 

ribbon-cutting ceremony of the Center for Bachelor’s Programs.  The event was 

scheduled for September 21, 2012. “[The President] came up and we had ribbons across 

the balcony and around the door of one of the classrooms where the bachelor’s degree 

program was going to begin that day.”  The presence of the decorations as well as the 

leader of the college helped reinforce the success and significance of the program. 

The nature of college employee’s job title and description appears to have a lot to 

do with which events were perceived as the most important milestones.  For example, for 

one participant the defining moment came when the college had hired the necessary staff 

to support the bachelor’s program such as the secretary, admissions director, and 

academic advisor.  Another participant in a similar position mentioned the hiring of the 

distance learning director.  Having the proper team in place was important as it signified 

that the school was ready to move forward. 

The college had given latitude to those working in the baccalaureate program to 

make any changes they deemed necessary, according to one participant.  The faculty had 

actually made very few changes, aside from developing the courses in more detail. A 

related milestone was the development of e-learning templates.  As the director of the IT 

department put it in his interview, “It was a big effort…Everything from syncing to make 
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sure that the syllabi of professors, adjuncts, full-time, synced with the weighted scales 

and Blackboard, the content, everything was working.” 

Yet another turning point was when the baccalaureate program began to generate 

enough revenue that it reached the breakeven point.  This was an exciting moment for the 

Vice President of Administration and Business Services.  As he explained in his 

interview: 

From my perspective, and it was just me and maybe my controller, it was when 

our tuition revenues were enough to cover the operating expenses of that budget, 

the direct costs.  But not anybody else celebrated that. 

 Perhaps the moment when the entire college realized that this change was 

“complete” and that there was no turning back, was the occasion of the first graduation of 

the baccalaureate program.  As one participant explained, “I think if you’re working for 

education, any success story’s going to come down to the students that you produce.  

Graduating the first bachelor’s students…There’s your success story – the students that 

we produce from this program.”  Another explained in great detail the vivid memories of 

graduation night: “There was a lot of excitement at graduation when our first class 

graduated, and they had different colored gowns.  And we had gold and green balloons 

come down from the ceiling.”  This celebration was streamed live over the Internet, so 

that students and faculty who were unable to attend in person were able to be part of the 

event. 

Stage 7: Build on Changes to Create More Change 

The seventh step in Kotter’s (1996, 2012) Change Management Model is to build 

on existing change, and use the opportunity to garner additional changes.  Seven 
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interview participants were open to the idea of more changes in general, and some even 

saw specific changes on the horizon.  One of the informal interview participants reported 

feeling that when it came to what might be next for Palm Beach State College, “The 

sky’s the limit.”  Another reported that other programs are already in the works. 

Certain smaller changes will now be easier to implement than larger ones for the 

college.  One participant mentioned that applying for the right to confer new degrees is a 

more complicated process because it is regarded as a substantive change, while applying 

for the right to confer new concentrations under an existing degree is much simpler.  As 

she stated, “It’s a fuzzy boundary…SACS kind of has this rule that if it’s qualitatively 

different from anything we’ve ever done before, it’s a substantive change.”  This is an 

indication that new programs and more changes are expected. 

Since the purpose of the college is to meet the educational needs of the 

community, further changes can be expected as the surrounding community grows and 

evolves.  Seven of 16 interviewees stated that whatever future need arises, Palm Beach 

State College would be able to rise to the challenge.  As one interviewee put it, “I’m not 

sure if after that we’re going to start offering master’s degrees and start doing research.” 

However, this is not likely to happen overnight.  In the immediate future, the 

school is much more likely to focus on its baccalaureate program as the site of ongoing 

change.  More concentrations in its existing degrees and more degrees are already in 

progress.  One interviewee had explained, “We have been offering these levels of classes 

for four years now, but we only have three degrees…Our mode of operation so far [has 

been] very deliberate, very based on data.”  The culture of the college is one that is 

prepared for subsequent changes, but these are likely to be incremental. 
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It is likely that there would not be a single change, but rather a series of projects 

or changes.  This was certainly the case for Palm Beach State College.  During the time 

of the transition, a whirlwind of other changes was also occurring – some of them 

internal, some of them external.  As one participant volunteered, “Sometimes there’s like 

10 things we’re asked to get on board with at the same time, and there was probably some 

angst about that, because we would have many things going simultaneously.” 

Thirteen of the 16 participants stated that they have learned a great deal and are 

prepared to address future changes, specifically those presented by the SACS 

reaffirmation process to confer new programs.  The interviewees reported that Palm 

Beach State College’s experience with SACS at this time of substantive level change was 

highly unpleasant yet educational and provided the opportunity to gain the necessary 

skills to address future changes in this arena.  As one participant exclaimed, “I’ve never 

ever experienced anything that horrific, that degrading, demeaning, than that SACS 

visit…There wasn’t one college after us or before us that ever had that experience.” 

Five out of 16 participants stated that the college is preparing to embrace 

additional change to meet Governor Rick Scott’s challenge of offering bachelor’s degrees 

for $10,000, which is below the average current cost of $13,000 at state colleges, as 

outlined by one participant (Mitchell, 2013).  Other future changes are being discussed.  

One such change made recently impacts the ability of the college to offer remedial 

courses to those students who need them.  In the past, students who scored low on college 

placement tests were required to take remedial courses, for which they would receive 

institutional (e.g., non-transferable) credit.  A number of politically correct euphemisms, 

including “college prep” and “developmental” courses, have been used to describe the 
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courses that the student would be required to take.  The state has ruled that colleges will 

no longer be allowed to require such courses, reasoning that students who graduated from 

high school in the U.S. should not have any need for them.  This was mentioned by four 

out of 16 participants as a challenge requiring changes.  This law will go into effect in 

2014 (Orway, 2013). 

 Concerned over changes to the future of faculty tenure was mentioned by seven 

out of 16 participants.  One interviewee described the discussions in the legislature as 

“the attack on tenure” and said that it was “a key issue.”  Essentially, the Board of 

Education has given each college’s board of trustees the discretion to determine the status 

of tenure and post-tenure evaluation, implying that the board could be empowered to not 

grant tenure to new employees or even to dissolve it completely.  Another interviewee 

carefully explained that while not happy with the changes, they realize that “this is a 

state-mandated thing.  Our[administration] has made it clear that this is not something 

they want to have to enforce.”  Instead of tenure, it is expected that faculty will be offered 

a continuing contract, where they will be able to remain with the college for a certain 

number of years.  The proposed replacement was mentioned by four out of 16 

participants as a less than desirable change. 

 There is also discussion about building a fifth campus to address the needs of 

increasingly populated areas such as Western areas in Palm Beach County.  This change 

was seen as a continuous evolution of the change process and the expansion of the 

college, although the results were mixed.  Seven of 16 participants mentioned either that 

the fifth campus was being considered, or its name (Loxahatchee).  One participant stated 

that one of the appeals for accepting the job was the expansion of the institution into the 
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new territory.  This occurred prior to the change process of conferring bachelor’s degrees.  

In the interviewee’s words: 

The new building in Loxahatchee…I think we’re still waiting to hear whether 

[Governor Rick] Scott’s going to okay the $6.5 million to build it, but we bought 

the land.  When I first came here, part of how they were trying to appeal to me 

was to say that, “Oh, we’re going to get a new building in Loxahatchee.  And, by 

the way, they’re building a building here.” 

 Another participant stated, “Right now, what I hear is there’s a fifth campus that’s 

always being thrown around…And it’s probably not going to happen from my 

understanding.”  Whether in favor of it or opposed to it, there is discussion that such 

change is inevitable. 

 The final change that is expected to impact the composition of the college is the 

Affordable Care Act (ACA), also known as ObamaCare.  Three of the 16 participants 

stated their thoughts on the potential impact of this new act on the future of recruiting 

part-time employees.  When this law goes into effect in 2014, the college (like many 

other employers) will be required to provide health care to any part-time employee who 

works 30 hours or more.  These three participants expect the college to respond by 

reducing the number of courses adjunct instructors may teach, in order to keep the total 

number of weekly hours worked below 29. 

One participant stated: 

There is a forefront issue in addition to the developmental education and the 

contracts that affects our part-time staff, and that is the Affordable Care Act 
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(ObamaCare).  Due to that federal mandate, our part-time faculty can no longer 

teach four classes per semester. 

The ongoing changes that can potentially impact the college as a whole, and the 

baccalaureate program in particular that were mentioned by the interviewees, are shared 

in Table 24. 

Table 24 

Other Ongoing Changes Mentioned by Interview Participants 

Ongoing Changes Number of Participants 

Mentioning the Change(n = 16) 

Governor’s $10,000 Bachelor’s Degree Initiative 5 

Ongoing SACS Requirements for New Programs 13 

Removal of Remedial Courses 4 

Continuing Contracts 7 

Fifth Campus (Loxahatchee) 7 

Affordable Care Act (ObamaCare) leading to 

reduction of hours for adjuncts, including those in 

the baccalaureate program 

3 

Stage 8: Entrench Change into Culture 

The eighth step in Kotter’s (1996, 2012) Change Management Model is to anchor 

new approaches into the culture.  This indeed has proven to be the most challenging for 

the college.  The baccalaureate program is offered by the college at the district level.  

However, the nature of the college is very much decentralized, and as one interviewee put 

it, “Each campus has its own culture.”  Given their geographic locations, as well as 

program offerings and differing clienteles, each campus operates at some level, as a silo 
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that exists independently from the other campuses.  As a result, the fact that the 

baccalaureate program is offered at the district level means that many of the advisors do 

not even consider it as an option offered by the college, and have trouble conveying the 

program to students.  This attitude was characterized by one interviewee as, “If it’s not on 

my campus, I guess we don’t have it, and we don’t talk much about it,” and by another 

as, “If it’s not my campus, then I don’t want to know about it.”  Because Palm Beach 

State College is headquartered on the Lake Worth campus, many of the faculty and staff 

on other campuses perceive the program as being something that is offered only by the 

Lake Worth campus, even though this is not how the college itself views or articulates the 

program.  As one interviewee put it, “You hear the provosts, they’ll say ‘My campus, my 

campus,’ they talk about it like it’s a separate college…the baccalaureate degree is a 

victim of that model.” 

One indication that the change has begun to seep into the organizational culture 

has been the fact that changes have been made to the associate’s degree program in order 

to better prepare the students for the baccalaureate program.  One of the early discoveries 

made by the college when the baccalaureate program was first instituted was that many of 

the students did not possess some of the skills that were necessary for baccalaureate-level 

classes. One of the professors had written a somewhat controversial article in the 

college’s internal newsletter, Get a Student Pondering (GASP), describing the nature of 

the problem.  This article was mentioned by four of the 16 participants.  The author wrote 

that after teaching for three weeks in the bachelor’s degree program and grading papers, 

he discovered a deficit in the writing in a significant portion of his students, all of whom 
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had associate’s degrees from the college. In his own words, regarding this small but 

significant portion of the student population: 

Somehow these students finished a degree and learned nothing about writing.  

These students and others like them were out there in the community representing 

our college.  We failed them and we failed the community we serve.  The next 

week, I called a meeting of Bachelor[‘s] degree teachers and found all agreed with 

me – a minor but significant portion of our graduates could not communicate in 

basic, written English.  I was furious.  I represent English composition skills at 

my college.  What went wrong? 

Consequently, changes have been proposed to the associate’s degree curriculum in order 

to better accommodate these students and set them up for success later on in their 

academic career. 

Despite the enormous impact of the change to state college status, it was 

discovered that no reward or incentive was given to employees to recognize their 

contributions to the change process.  Fifteen of the 16 interviews mentioned that there 

was practically no recognition or reward for the employees who went through the change 

process.  One interviewee stated that a $500 allowance was given to all faculty and staff, 

across the board, on a non-recurring basis during the period of name change, however, 

the purpose of this allowance could not be validated. 

Instead of the change process being perceived as a gargantuan task that had to be 

completed in addition to their normal job duties, it was seen as merely part of the job.  

One participant felt that this spoke to the dedication of the employees, and said of the 

faculty and staff, “They’re go-getters…They’re not looking to see who’s rewarding them 
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or who’s recognizing them.  It’s just what they do.”  Another participant added, “Under 

[the President], I think we have a really people-friendly administration – that we’re too 

people-friendly.  And so I think people genuinely like working here.  We try to be fair to 

our employees.”  It is this feeling of fairness that encourages the employees to work even 

in the absence of concrete rewards.  When asked about specific rewards, all 16 

participants stated that there was no monetary gain in the form of pay raises.  Neither 

were there any non-monetary rewards, such as the naming of buildings or rooms or even 

hallways after specific people who were involved in the change process.  One participant 

mentioned that with the creation of the baccalaureate program, new positions became 

available, and so many employees were recognized and rewarded for their previous 

contributions with promotions into these new positions.  Table 25 outlines challenges 

presented by participants and the document review in entrenching changes to fully 

embrace the baccalaureate programs to the organizational culture. 
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Table 25 

Organizational Culture and Entrenching Creates Continual Change 

Organizational Culture Perception of Participants 

The college is composed of several 

campuses with some level of distinct 

missions 

 Geographically disperse 

 Organizational model 

Disconnect between BAS and other 

programs related to curriculum development 
 Independent operations 

Difficulty in rewarding employees 

financially 
 Budget/funding constraints 

 Contractual agreements 

Relative age and size of the baccalaureate 

programs 
 It is a new program 

 It serves around 2% of the total 

student population 

Baccalaureate leadership team is relatively 

new 
 Individuals  in various leadership 

positions have been at the college 

for well over 10 years 

 

Chapter Summary 

The finding in this chapter is based on data collected in the form of 16 interviews, 

30 documents, 10 hours of observation, and three informal question-and-answer sessions 

addressing the second research question as to how the Palm Beach State College change 

process aligned with or deviated from Kotter’s (1996, 2012) Change Management Model 

during 2002 to 2011 when transitioning to offering bachelor’s degree programs and 

becoming a state college. 

There were eight stages articulated as part of this finding.  For each of these 

stages, information and supporting charts were presented.  The data demonstrated the 

importance of timing to engage in the change process by building external support, and 
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showed the role of the leadership team in successfully implementing these changes.  The 

necessary changes were made to the vision to expand the character of the college beyond 

the scope defined by the former mission.  A comprehensive communication plan was also 

devised to ensure there was strong community support behind these changes. 

The steps also entailed involving key faculty, staff, and administrators at various 

levels to implement the new vision.  It was necessary to showcase successes, such as the 

name change and celebrating the first graduating class as the vanguard of positive 

momentum.  The college continued on the path of implementing the change process in 

the form of expansion to its baccalaureate programs as well as new curriculum 

development.  Finally, the process of building bridges to accept and adopt these changes 

was necessary to ensure that they became embedded in the permanent culture of the 

institution.
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CHAPTER 6. CONCLUSIONS 

The researcher conducted an in-depth single-site case study to better understand 

how Palm Beach State College transformed from a two-year college to an institution with 

authority to confer bachelor’s degrees, and the extent to which the change process aligned 

or deviated from Kotter’s (1996, 2012) Change Management Model.  The purpose of this 

case study was to examine the organization and leadership change process of Palm Beach 

State College, a publicly funded institution in Florida, as it embarked on offering 

bachelor’s degree programs. 

The following research questions guided this study. 

1. How has Palm Beach State College leadership and organization changed 

as the result of conferring bachelor’s degrees? 

2. How did the Palm Beach State College change process align with or 

deviate from Kotter’s (1996, 2012) Change Management Model during 

2002 to 2011 when transitioning to offering bachelor’s degree programs 

and becoming a State College? 

This chapter will relate the findings presented in Chapter 4 and Chapter 5 to the 

scholarly work on organizational change process, presenting the discoveries in this 

context and building to a logical conclusion.  It will also provide recommendations for 

Palm Beach State College, as well as other colleges considering becoming a four-year 

granting institution.  Finally, it will make suggestions for future research.
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Discussion of Findings 

The findings of this study reveal the critical importance of: first, external 

environmental and political factors; second, the internal dynamics; third, curriculum and 

accreditation; and fourth, budgeting and polices.  It also discusses how the transformation 

aligned or deviated from the eight stages of Kotter’s (1996, 2012) Change Management 

Model. 

Environmental and political factors.  The organizational change did not occur 

in a vacuum.  Instead, based on a small sample of 16 interviews, a review of 30 

documents, and 10 hours of observations, this case study revealed that there were three 

environmental factors that impacted and shaped the nature of Palm Beach State College’s 

transition; competition, the business community, and students.  There were two political 

factors that played a role; legislators and the college’s District Board of Trustees.  This 

section will address both the environmental and the political factors. 

It is quite common for organizational change to occur under pressure from 

external sources or as a result of events from outside the organization (Kouzes & Posner, 

2007; Turner, 2000).  Bilsky et al. (2012) argued that community colleges need to be 

sensitive to their surroundings, including local businesses and industries, as well as other 

institutions of higher education, in order to fill unmet workforce needs in the area, such 

as in supervision and management, public safety, information technology, and nursing.  

Palm Beach State College’s change process was consistent with this, as evidenced by the 

feedback it solicited in the form of surveys, letters of support, and other means. 

Competition.  The change occurred during a period of time when a number of 

two-year granting institutions in Florida were adding four-year degrees to their program 
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offerings to address workforce shortages.  Palm Beach State College was part of the third 

wave of institutions making the change to offer bachelor’s degrees.  The first wave 

occurred with St. Petersburg in 2001, and the second wave occurred between 2001 and 

2008 (pre-Florida College System), based on the timeline presented by Floyd and 

Falconetti (2013).  The fact that some of these institutions were in Palm Beach State 

College’s service area contributed to hastening the process, as other colleges in Florida 

were also increasingly embarking on becoming four-year granting institutions (Holcombe 

& Smith, 2010). 

The transformation also impacted the way the college would interact with other 

institutions.  It had initially encountered some resistance from two other colleges and 

universities when it had originally made the decision to confer applied bachelor’s 

degrees.  Some of these stakeholders needed to be convinced that the move could have a 

positive impact on them as well.  For example, that with an increase in students who 

graduated with a bachelor’s degree from Palm Beach State College, they would have a 

greater pool of students to accept into their master’s degree programs.  Burke (2012) 

argued that addressing such concerns is one of the necessary steps to be taken to ensure 

that the change process moves forward.  Palm Beach State College was successful in 

addressing the concerns of its competitors. 

Business community.  The study found that the support of other stakeholders in 

the community (such as local businesses and government agencies) proved to be 

extremely influential.  The survey responses and the letters of support from the business 

community all indicated that there was a need for employers to provide employment and 

growth opportunities to baccalaureate graduates.  Community colleges have a tradition of 
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working closely with the community in order to better understand and then meet their 

needs (Barnett, 2011; Levin, 1998; Meier, 2013).  Colleges will continually transform 

themselves to meet the community’s needs rather than adhere to any tradition. 

Students.  Students also expressed interest in furthering their education and 

obtaining a bachelor’s degree through Palm Beach State College.  Some of the reasons 

that were given via the student survey consisted of affordable cost, ease of access, the 

online education component, and the nature of the just-in-time education in the form of 

an applied baccalaureate.  By using a student-centered approach, the college created a 

baccalaureate program that students found appealing (Arsht, 2011; Baker et al., 2006; 

Floyd, 2003; Levin, 2013; Maier, 2012; Marcus, 2004, Pusser & Levin, 2009). 

District Board of Trustees.  The District Board of Trustees was instrumental in 

providing the directive for the change process to occur.  It was a unanimous decision on 

the part of the Board for the college to move forward with the idea of exploring and 

ultimately conferring bachelor’s degrees.  As a political entity, the Board helped 

determine what direction the college would take.  The District Board of Trustees 

provided the first step as the catalyst for change and acted responsibly in using the 

college’s limited resources to best meet the needs of the serving community as 

recommended by Campbell (2005b). 

Legislators.  Lawmakers had created the opportunity for Palm Beach State 

College to pursue the establishment of a baccalaureate program.  Multiple bills were 

passed, including Senate Bill 1162, which started the process by offering St. Petersburg 

the opportunity to become a four-year college; Senate Bill 1716, which expanded this 

opportunity for all of the remaining two-year colleges; and Senate Bill 2682, which 
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allowed the colleges to change their names.  The political environment and its effects 

have been discussed at great length in the literature (Bilsky et al., 2012; Floyd & 

Falconetti, 2013; Floyd et al., 2009; Floyd & Walker, 2008; Smith & Holcombe, 2008). 

Internal dynamics.  Organizational change was also greatly affected by internal 

factors.  This includes the college’s focus on agility, the inherent challenges of its 

organizational structure, and concern over broadening its mission.  This section will 

discuss how the internal dynamics affected the direction of the organizational change. 

Agility.  The college’s focus on being an agile organization has enabled it to 

respond quickly to changes in the marketplace, which helped ensure that the change 

process was overall successful.  There is a concerted effort to conduct a needs 

assessment, so that the college can offer new programs when the community need arises.  

This strategy was argued in literature related to program offerings and rationale for 

engaging in the change process (Malm, 2008). There is already a process to discuss new 

programs constantly, in order to best meet the community’s future needs.  This is 

particularly evident in the area of bachelor’s degree programs (Essink, 2013).  

Community colleges typically gather information about local market trends and “use this 

information to create new programs and, in some cases, to discontinue programs that no 

longer meet local needs” (Scott, 2008, p. 15). 

This ability to quickly adjust to changing needs contributed to Palm State 

College’s having formulated and executed a plan to confer bachelor’s degrees within a 

span of less than two years.  In addition to the open door policy of the leadership team, 

the study also revealed that several District Board of Trustee members routinely 

participated in search and screen, as well as ad-hoc committees to provide support.  This 
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kind of participation facilitates better interactions at various levels, which is an integral 

part of a successful change process. 

Organizational structure.  Another factor that influenced the nature of the change 

was the pre-existing organizational structure (i.e., the multi-campus nature of the 

college).  Each campus already had its own distinct culture.  It is commonplace for 

subunits within organizations to develop their own cultures and even experience culture 

clashes with each other, a phenomenon that can occur between campuses at multi-campus 

community colleges (Dale, 2012).  The baccalaureate program was created as an addition 

to the existing program offerings.  Each campus was already separated from each other, 

not only physically, but also in the sense that each offered a distinct set of programs.  In 

many ways the creation of the baccalaureate program constituted an additional separate 

and distinctive group that was apart from the rest of the institution.  This led to some 

degree of shift in the campus advising staff’s priorities concerning what could (or could 

not) be offered. 

Broadening the mission.  Another internal factor that was important to the faculty 

and staff as the institution underwent the change was that it avoided mission creep and 

remained true to its original mission, based on 14 of the 16 interviews.  This concern is 

consistent with the observations of scholars who warned that the stretched mission and 

operations of community colleges may suffer as they increase their offerings and expand 

their programs (Eaton, 2005; Floyd, 2005; Floyd, 2006; Floyd & Walker, 2008; Levin, 

2004; Wagoner & Ayon, 2012; Wattenbarger, 2000).  As Townsend (2005) pointed out, 

even as colleges underwent the change and began to offer the four-year degrees, they 

would still remain community colleges at heart and were not likely to stray from their 
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original mission.  Townsend’s point was consistent with Palm Beach State College’s 

change process.  Palm Beach State College found that offering a four-year degree had no 

bearing on its associate’s degree programs. 

Additionally, the fact that there has been no significant decline in the number of 

associate’s degrees produced in Florida suggests that community colleges who now offer 

baccalaureates have likewise not strayed from their mission (Bilsky et al., 2012).  This 

point is consistent with the experience of Palm Beach State College.  The number of 

students graduating with AS and AA degrees has actually increased since starting the 

baccalaureate program, from 2,492 in 2008, to 3,902 in 2011 (Palm Beach State College, 

2013). 

Curriculum and reaffirmation.  The college’s baccalaureate program was 

structured as an extension of its pre-existing associate’s degree programs.  One of the 

activities that facilitated the smooth transition into developing the baccalaureate program 

curriculum was the natural progression of building the degrees based on the already-

established career path model.  Based on this premise, developing the curriculum 

solidified the change process and yielded quick results.  However, while the college was 

successfully making these adjustments, it also had to provide evidence to the 

accreditation agency that satisfied its requirements for the substantive change process.  

This section describes these aspects in detail: the adoption of the Career Pathway Model, 

the development of the curriculum, and the reaffirmation process with SACS. 

Career Pathway Model.  The award-winning Career Pathway Model (CPM) was 

a major part of the reason for the success of the transition, according to four of the 16 

participants.  The CPM was adopted by the college in order to provide a linkage between 
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associate’s degrees and specific careers as well as to ensure completion of the program 

(Sass et al., 2007).  Studies of this model have demonstrated that students enrolled in 

programs that utilize the CPM are more likely to remain in the program and to complete 

their degree than students who are not (Jenkins et al., 2009, cited in Humpherys & Acker-

Hocevar, 2012).  While the CPM addressed two-year degrees, the baccalaureate program 

was presented as a 2 + 2 and was therefore an extension of this model.  Thus, the CPM 

could be viewed as an enabler for students to complete their associate’s degree and 

provided an easy transition for them to then enroll in the baccalaureate program.  

Research has shown that when the contents of a baccalaureate program are selected and 

prepared in order to have the students view the baccalaureate program as an extension of 

the associate’s degree program, students are more comfortable with it (Kujawa, 2013). 

Curriculum.  As a direct result of the creation of the baccalaureate program, 

changes that needed to be made to associate’s degree programs were highlighted.  These 

changes consisted of improvements to the associate’s degree curriculum to encompass 

better writing skills.  Several of the interview participants raised the concern that some 

graduates of the college had writing deficiencies, and this manifested itself in some 

students who were entering the applied baccalaureate programs.  Effective college 

writing encompasses a variety of skills as outlined by numerous researchers (Fitzgerald & 

Shanahan, 2000; Jackson, 2009; Magnifico, 2010; Olinghouse & Graham, 2009; Perin, 

2013).  Students who were going into the upper-level classes needed to be better prepared 

by the college while they were still taking the lower-level courses.  This meant that 

faculty from both areas needed to work together to discuss what the future needs of the 

students might be, and how better to build their skills.  The college is entertaining 
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discussions of administering a college-wide departmental exit exam in English, in order 

to ensure that the materials presented to all students taking a general education English 

class in the two-year program are consistent, that the outcome is measured uniformly, and 

that the students are adequately prepared for upper-level baccalaureate classes. 

Reaffirmation and substantive change process.  As outlined by SACS’ 

substantive change to Level II requirements, the college had to undertake a 

comprehensive audit of all of its faculty and staff’s credentials for not only those who 

teach baccalaureate programs, but those in other areas as well, including but not limited 

to associate’s degree programs.  While the audit was being completed to ensure that the 

instructors had the proper credentials to meet the new requirements, the process implied 

that the accrediting body would require not only baccalaureate faculty and academic 

administrators to acquire advanced degrees, but also those teaching in other areas of the 

college (such as the associate’s degree program) or to be reassigned to a different 

position.  Blackwell (2003) argued that “staff development is central to organizational 

change strategies” (p. 36), and it became commonplace for Palm Beach State College 

faculty to advance their education and pursue terminal degrees. 

 Another change that Palm Beach State College pursued was to provide enhanced 

accessibility and convenience to its students, many of whom are working adults.  The 

way that accessibility and convenience are being addressed is by increasing the 

availability of online courses.  Because the baccalaureate program is district-based, it has 

to be able to serve the entire county’s population.  This is consistent with Maier’s (2012) 

observation that “Online learning is a major focus of community colleges and is 

considered a critical element of their mission” (p. 884).  However, this study did not 
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reveal the existence of a mentoring program for part-time faculty, which has been 

recognized as an important aspect of teaching online (Arsh, 2011, Baker et al., 2006, 

Maier, 2012; Floyd 2003). 

Budgeting and policies.  The budget of the college comes from a variety of 

sources, including grants and local taxes, but most substantially from state funding and 

tuition.  The baccalaureate program tuition is influenced by the tuition set by neighboring 

universities.  As a result, the revenue generated is limited, and the institution is restricted 

in what it can offer to attract and recruit qualified faculty.  The college is currently under 

a collective bargaining agreement, which is directed by the District Board of Trustees.  In 

addition, other policies had to be evaluated following the successful change to confer 

bachelor’s degrees.  This section will discuss the impact that the change has had on 

budget and policies. 

Budget and the impact on recruitment.  Based on one of the 27 recommendations 

from the Florida College Taskforce from the document review, state colleges agreed to 

set tuition for their baccalaureate-level courses to 85% of regional public university’s 

tuition without assessing a tuition differential.  In this case, any potential increase in Palm 

Beach State tuition is directly correlated with the State University System of Florida 

tuition hike.  As a result, the leadership team, as well as faculty members, are cognizant 

of cost containment.  Therefore organizational structure of the baccalaureate college is 

lean and has remained relatively flat, as mentioned by five of the 16 participants. 

While at some level this model provides agility and quick decision-making given 

the lack of a middle management layer, on another level it places extraneous strain on the 

baccalaureate leadership to provide both administrative (day-to-day) and executive 
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(strategic) roles simultaneously.  The low cost of tuition and operations is clearly one of 

the major appeals of state college attendance, as is widely recognized in the literature 

(Bemmel, 2008; Bottorff, 2011; Paulsen & St. John, 2002; Perna, 2004; St. John, 2003), 

and state colleges are also stated to be an increasingly inexpensive alternative to four-

year institutions (Phillippe & Sullivan, 2005).  While on one hand this appeal is clearly 

benefiting the students, on the other hand the lower cost is also equating to lower 

revenues and a lower overall operating budget.  The lower revenue combined with the 

ongoing reduction of the State of Florida contribution, as presented in the findings, has 

implications on recruitment of credentialed faculty members with terminal degrees.  This 

is a trend that is likely to continue, particularly in urban areas such as Palm Beach 

County, where there is fierce competition from other four-year granting institutions as 

well as three other state colleges within 60 miles for attracting qualified faculty.  This 

was shared in the interviews and was presented as one of the major challenges facing 

baccalaureate granting institutions such as Palm Beach State College that are addressing 

workforce shortage and unmet needs in the areas of nursing and public safety 

management. 

It was also noted that the pay scale of baccalaureate programs is in line with that 

of other programs such as the AA and AAS programs within the college.  This is 

potentially a concern, since the qualification for teaching in baccalaureate programs is 

generally higher than that for teaching in two-year programs.  As such, there is less 

incentive to pursue teaching in this new endeavor.  Given this predicament, the college 

has naturally gravitated toward utilizing more part-time faculty to fill open teaching 

positions within the baccalaureate program, as was revealed in both the interviews and 
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the documentation.  While the use of part-time faculty is a fiscal necessity to an extent 

and provides access to specialized expertise that otherwise would not be available (Levin 

et al., 2011), the nature of part-time employment prohibits cultivating core values as 

discussed by Amey (2013). 

 Re-evaluation of internal policies.  During the change process to confer 

bachelor’s degrees, the college revisited its old policies and also drafted new ones.  For 

example, one policy was written to denote that the baccalaureate program shall be under 

the auspice of the Vice President of Academic Affairs, a district position.  This individual 

has authority and oversight over all aspects of the baccalaureate program, including the 

recruitment of staff, evaluation, faculty credentialing, curriculum development, and the 

publication of catalogs.  These policies reinforce the perception that the baccalaureate 

program is in fact a district activity and not tethered to a specific campus.  These policies 

do not provide authority to any campus leader over any aspect of the baccalaureate 

program, nor do they allow for any campus to initiate its own baccalaureate program at 

the campus level.  It is important for the success of any community college that the 

leadership and the District Board of Trustees work together to enforce the policies and 

procedures, as well as keep them up-to-date and relevant (Vickers, 2007). 

Transformation through Kotter’s lens.  The transformation of the college to 

become a four-year granting institution can be viewed through the lend of Kotter’s (1996, 

2012) eight-step Change Management Model.  Kotter’s model was created after studying 

over 100 different organizations that varied in industry and size (Rothwell & Sullivan, 

2010).  Kotter (1996, 2012) and Kotter and Cohen (2002) stated that these eight steps 

must be included and that their omission could adversely impact the change process.  The 
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study revealed that the college’s change process was well-aligned with Kotter’s model in 

all but one of the eight stages.  This can be seen in Table 26, below. 

Table 26 

Palm Beach State College’s Transformation and Kotter’s (1996, 2012) Change 

Management Model 

Kotter’s Change Management 

Model 

Palm Beach State College Steps Aligned or Deviated 

Establishing a Sense of Urgency Timing was of the essence Aligned 

Creating a Guiding Coalition The strength of the leadership 

team 

Aligned 

Developing a Vision and 

Strategy 

The development of the new 

vision 

Aligned 

Communicating the Change 

Vision 

Communicating the change 

process 

Aligned 

Empowering Broad-Based 

Action 

Engaging key players Aligned 

Generating Short-Term Wins Celebrating milestones Aligned 

Consolidating Gains and 

Producing More Change 

The momentum of further 

changes 

Aligned 

Anchoring New Approaches in 

the Culture 

Entrenching the change into the 

culture 

Deviated 

 

 Timing was of the essence.  Palm Beach State College was among the third wave 

of state colleges to initiate the change process and confer bachelor’s degrees.  It followed 

suit after other colleges had already begun to make the transition.  There was some initial 

hesitance from members in key leadership positions as they were concerned about 

mission creep.  However, the study revealed that there was a strong sense of necessity to 
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pursue the opportunity expeditiously, as the President and the Board of Trustees had 

perceived the move as the right direction for the college, which has proven to be accurate 

given the overwhelming support from the community. 

With other colleges in the service area having already started the transition to 

confer bachelor’s degrees, the pressure was increased and the sense of urgency 

heightened.  The possibility that the legislators might close the door and no longer allow 

additional community colleges the ability to confer baccalaureates was also a trigger.  

These factors created a common concern, which became the catalyst for creating a 

unified motivator for accepting change (Bright & Cameron, 2010).  Establishing this 

sense of urgency at Palm Beach State College aligns well with the first step of Kotter’s 

(1996, 2012) Change Management Model.  Kotter (1996, 2012; Kotter & Cohen, 2002) 

argued that this sense of urgency is actually the most important step because it combats 

complacency and ensures that members of the organization actually have a vested interest 

in accomplishing the change. 

The strength of the leadership team.  The success of planning and implementing 

the baccalaureate program was due to the strong leadership team, particularly from the 

President and those who report directly to him.  The longevity and effectiveness of the 

President and the stability of the board members, combined with individuals in key 

leadership positions who had been there for years, facilitated cohesiveness and enabled 

the transition to proceed in a systematic manner.  Numerous researchers have discussed 

the importance of having stability in a leadership team in terms of years of service and 

transformational leadership present in an organization (Arsht, 2011; Burns, 1978; Dale, 

2012; Floyd, 2003; Marcus, 2004; Roueche et al., 1989).  The interviews had revealed 
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that the President was well-liked and respected, and that there were no indications of a 

“turf war” at the district level.  The study revealed that transformational leadership was 

present in Palm Beach State College, in that the leadership team inspired others to 

participate in the transformation process and knew “how to take risks, find resources, 

including human capital, which means being able to read the talents of constituents and 

build teams and networks” (Amey, 2013, p.145). 

The team that headed the change was small, but was experienced and competent, 

and they were not threatened by the notion of seeking expertise from other colleges in an 

effort to avoid pitfalls.  The team, guided by the President, was a winning combination 

that contributed to the success of the transformation.  Kotter (1996, 2012) and Kotter and 

Cohen (2002) state that the coalition must consist of the appropriate composition, a 

significant level of trust, and a shared objective.  This was certainly the case for Palm 

Beach State College.  This aspect of the change process aligns well with the second stage 

of Kotter’s model. 

The development of the new vision.  The concept that the leadership team had in 

mind of the vision of the expanded offerings of the college has been clear from the 

beginning.  From the study findings, it was evident that the college had always viewed its 

new program as a 2 + 2 model, with the first two years representing the AA and AS 

programs, while the next two years represent the applied baccalaureate program.  This 

natural progression provided a way for the college to maintain its mission of meeting the 

community needs while expanding its offerings.  The college maintained its mission of 

open access and affordability while addressing the unmet workforce shortage.  It was 

important to the college faculty and staff that while undergoing the change process, it 
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remained true to its roots and did not deviate from its original purpose.  Levin (2013) 

explained that what sets community colleges apart from other institutions of higher 

learning is their focus on teaching, rather than specialized knowledge.  In this regard, 

Palm Beach State College remained a college for the community even with this new 

vision.  In Kotter’s (1996, 2012) view, visions are effective when they are focused, 

flexible, and easy to communicate, thus providing true guidance.  Palm Beach State 

College’s new vision managed to encompass these ideals, and thus was well aligned with 

the third step in Kotter’s model. 

 Communicating the change process.  From the research study, it was apparent 

that the change was communicated well with internal stakeholders, such as faculty, staff, 

and students, as well as external stakeholders, such as the business community, alumni, 

and other institutions.  This was challenging given the multi-campus nature of the 

college.  The approach was to provide the same consistent message to various 

constituents regardless of their geographical location.  Thus, the techniques employed to 

reach mass internal stakeholders was via the Perspectives online newsletter.  For the 

external stakeholders, the Contact publication was used.  Given that these two 

publications are the college’s primary methods for internal and external communication, 

they are recognized by the staff and the community and are generally held in high regard, 

as the content is deemed relevant based on the participants’ having mentioned both 

Perspectives and Contact (by 5 and 3 participants, respectively).  There was an 

expectation that these publications, as well as the President’s emails, contained 

noteworthy information.  This perception enabled effectiveness of the message, as it was 

delivered in an appropriate manner.  Kotter (1996, 2012) and Kotter and Cohen (2002) 
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recommended that organizations keep their visions simple, vivid, repeatable, and 

invitational.  This clarity of the vision is a necessary attribute to ensure acceptance of the 

vision by stakeholders (Stich, 2008).  Palm Beach State College’s vision was 

communicated along these lines. 

Kotter (1996, 2012) also stated that actions speak louder than words, and that 

leaders need to not only speak about vision, but demonstrate by their actions that they are 

living up to the ideal of a new vision.  The college’s rituals such as Convocation and 

Development Day provided an additional venue for the leadership to both communicate 

and demonstrate the new change vision.  Thus Palm Beach State College’s change 

process was well aligned with the fourth step of Kotter’s process. 

 Engaging key players.  The need to identify individuals in prominent positions 

who could successfully be the agents of change was paramount for Palm Beach State 

College.  The President entrusted three key executives as well as a dean to take action 

and to address obstacles.  The research revealed that these individuals were widely 

recognized by faculty and staff members at all levels as people who were responsible for 

carrying out activities related to the transition process.  The rationale for identifying these 

individuals at the district level is their ability to address and overcome organizational, 

structure, staffing, and policy obstacles that may impede change.  Additionally, when key 

players are involved, their commitment can be greater and their willingness to cooperate 

with the changes is enhanced (Warrick, 2010).  Some of the actions taken immediately by 

the empowered staff include submitting the application to the Florida Department of 

Education for the applied baccalaureate program, designing the curriculum, and applying 

for the SACS substantive level change.  Kotter (1996, 2012) also mentions during this 
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stage that it may be necessary to identify members of the leadership team who are not 

culturally aligned with the change process, and to consider replacing them.  Palm Beach 

State College underwent this aspect of the transformation with the second dean of the 

baccalaureate program and had to select a third.  The college is thus aligned with the fifth 

step of Kotter’s (1996, 2012) Change Management Model. 

 Celebrating milestones.  Over the study period, from 2002 to 2011, the college 

reached specific milestones that were carefully crafted to create a sense of 

accomplishment, and to provide the opportunity to appreciate the magnitude of the 

progress and contributions of the employees.  In order to achieve the desired effect, 

Kotter (1996, 2012) states that these celebrations must be both visible and unambiguous.  

Specific examples of events that Palm Beach State College celebrated included the 

changing of the name, the inaugural baccalaureate class, the first graduation, and the 

groundbreaking of the Center for Baccalaureate Programs.  These milestones were 

recognized by the leadership of the college as signifying expansion into new territory and 

the first of their kind for the college, and so were acclaimed with rituals that symbolized 

the ongoing change process.  This was important because it demonstrated that the change 

was working, and that the employees’ efforts were yielding results (Stich, 2008).  This 

recognition of the employees’ contribution to the effort was a morale booster and also 

motivated the faculty and staff to participate further in the change process.  Kotter argues 

that short-term wins rarely just happen, and that instead they are the result of hard work 

and planning.  Therefore, celebration of these milestones is important to the success of 

the overall change effort.  Based on this, Palm Beach State College is aligned with the 

sixth step of Kotter’s process. 
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 The momentum of further changes.  The change process consists of many 

smaller changes, and continues to pave the way for further change.  Since the inception of 

the applied baccalaureate program, which started with only Supervision and 

Management, Palm Beach State College has already added two additional programs, 

Information Technology and Nursing.  There is also discussion of expanding these with 

further tracks and certificates, as well as adding completely separate programs.  In 

addition, because community colleges have been historically recognized as being able to 

offer degrees at a lower cost (Bottorff, 2011; Furchtgott-Roth et al., 2009), Florida state 

colleges are being challenged by the governor to be able to provide a bachelor’s degree 

for $10,000 (Mitchell, 2013).  All 23 baccalaureate-granting state colleges have accepted 

this challenge.  For Palm Beach State College, this change adds to the already existing 

mountain of changes that it is undergoing.  Kotter (1996, 2012) states that it is common 

for organizations to see more simultaneous projects being added, more personnel hired to 

assist with the changes, and for evidence to be displayed that the change is successful.  

Palm Beach State College has recruited additional faculty and staff to accommodate the 

influx of new students pursuing applied baccalaureates.  The growth of the enrollment 

numbers indicates that the baccalaureate program is successful and is meeting the needs 

of the community.  For instance, adjustments have been made to the program in order to 

enhance the appeal and the relevance of the market, and to ensure that the degrees are in 

line with the demand from the business community.  The new tracks in information 

systems and supervision and management are indicative of the success of this effort.  

Therefore, Palm Beach State College is aligned with the seventh step of Kotter’s process. 
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Entrenching the change into the culture.  The baccalaureate program is a self-

contained entity housed in its own building and operates with a high level of 

independence.  While this is a positive attribute and facilitates efficient operations, the 

process of becoming entrenched into the overall college culture has been slow.  This was 

reaffirmed by comments made in the interviews, particularly from those participants 

based on other campuses.  The change was viewed by many as an endeavor specific to 

the Lake Worth campus rather than a college-wide initiative.  This is consistent with the 

assertion of Cameron and Quinn (2006) that organizations may contain multiple 

subcultures, each one associated with a different subdivision.  Because each campus had 

its own particular set of accepted behaviors and values, it was not enough to engrain the 

baccalaureate program into one culture, but rather to incorporate it into four different 

cultures.  In addition, as stated by two of the 16 participants, turnover is low at Palm 

Beach State College, and very often essential campus positions tend to be held by the 

same individual for an extended period of time.  This circumstance creates an 

environment in which the old culture lingers. 

In the case of the leadership team, the longevity proved to be an issue to the 

change process, but was successfully overcome.  While the leadership team fully 

embraced the change, it was revealed in the interviews that there were seasoned middle-

level managers who tended to be more reluctant to accept the change and were more 

likely to cling to the version of the college that they had known for years prior to the 

change initiative.  This is consistent with Hickman’s (2010) observation that “newer 

employees and managers tend to embrace the company’s change in structure and 

purpose” (p. 40).  However, despite the fact that seasoned employees may have a more 
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difficult time with change, their contributions are extremely valuable and provide needed 

stability in the organization.  Kotter (1996, 2012) stated that culture should be reinforced 

with every new employee.  For Palm Beach State College, the inherent challenge is the 

longevity of the employment due to the low turnover in most faculty and middle 

management positions, which creates fewer opportunities for new employees.  The study 

revealed that employees who had been employed for longer and who were more attached 

to the culture of college prior to the development of the baccalaureate program were more 

reluctant initially to accept the change, and required additional time to be persuaded that 

the change was positive. 

Rewards and recognition are an important aspect of the culture of change, 

according to Kotter’s (1996, 2012) model.  Rewards can come in the form of 

“recognition, promotions, or money” (Kotter, 1996, p. 11).  While the key individuals 

were widely recognized for their contributions, the college has no formal process to 

provide monetary rewards in the form of bonuses.  Nevertheless, the study showed that 

none of the participants, including the President, vice presidents, deans, and directors had 

ever expected any form of compensation for accomplishing the change, as they viewed it 

as part of their job duties.  Kotter (1996, 2012) states that rewards are important because 

they reinforce the norms and values of an ongoing culture of change.  This is the stage of 

Kotter’s model that deviates from Palm Beach State College’s transformation process.  

However, this is the last step, and Kotter argues that cultural change comes last, not first.  

Therefore, there is a chance this step could follow in the years to come.  Table 26 shared 

earlier, provides a summary of the alignment and deviation of Palm Beach State College 

from Kotter’s (1996, 2012) Change Management Model. 
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Conclusions 

 This study concludes that based on a small sample of five executives, three deans, 

three mid-level administrators, three faculty members, and two staff members, as well as 

a review of 30 documents and 10 hours of observation, Palm Beach State College’s 

change process was successful in its transformation to confer bachelor’s degrees.  This 

study also demonstrates how Palm Beach State College’s organization and leadership has 

changed, as well as how that change aligned with or deviated from Kotter’s (1996, 2012) 

Change Management Model. 

First, the organizational structure was modified to provide the opportunity for the 

initial establishment of BAS program. The new organization was not formed under the 

authority of any specific campus, and it continues to operate at the district-level. The 

leadership team has expanded with the addition of one dean for the baccalaureate 

program.  The core of the leadership team has remained steady throughout the transition 

process, and the fact that it has remained so consistent speaks to their experience and 

expertise.  The organization has adjusted to the changing needs of the local community; 

the workforce needs applied baccalaureates in order to advance their careers.  To fill this 

need, the college has expanded its offerings, which can be seen as a positive response to 

the unmet needs of the business community.  It has managed to accomplish this change 

by expanding its program offerings, but without moving away from its core mission. 

Second, this study concludes that Kotter’s (1996, 2012) Change Management 

Model is an appropriate framework to examine the transition that a community college 

undergoes to offer bachelor’s degrees.  Kotter’s eight-step process nearly perfectly 

encapsulates the journey undertaken by Palm Beach State College.  The only stage not 
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congruent with this model was the final stage, which, as the model explains, comes 

gradually.  It is entirely possible that not enough time has elapsed for the enculturation to 

take place. 

Recommendations 

Analysis of the data collected for this study, as well as examination of the 

literature of other research in the area of community college transformation, led to the 

formulation of findings, conclusions, and implications for policy and practice.  This 

study, therefore, proposes the following recommendations: 

Recommendations for Palm Beach State College. 

1. The college should continue to reach out to other regional institutions to 

strengthen its matriculation agreements for master’s degrees and beyond.  The 

study revealed that Palm Beach State College, at the present time, has only two 

formal agreements with universities (Nova Southeastern University and Capella 

University) that allow its students to further their education.  It should encourage 

state universities to provide the opportunity for its students graduating from the 

applied baccalaureate program to have access to master’s level education.  A 

formal agreement would eliminate their baccalaureate graduates from being 

required to take additional courses before enrolling in a master’s program.  This 

could be done by demonstrating that its curriculum is academically challenging 

and sufficient for the students to justify furthering their education.  Only two such 

agreements with private institutions have been formally executed, and more 

would be prudent. 
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2. It is recommended that the college ensure that the associate-level advisors of all 

campuses have a full understanding of the baccalaureate program offerings.  For 

example, advisors could be given mandatory rotation to observe other advisors in 

the baccalaureate program in order to be fully familiar with the program offerings. 

3. Due to the number of online courses being offered at the baccalaureate level, it is 

recommended that a formalized mandatory mentoring program be instituted to 

educate faculty on online delivery.  The purpose is to increase the comfort level of 

faculty teaching online courses and to ensure that the quality of educational 

delivery is preserved.  It will also ensure that they are familiar with the latest 

technology. 

4. Stronger encouragement should be given to more associate’s degree faculty to 

teach in the baccalaureate program, provided they have the appropriate 

credentials.  A financial incentive should be present to attract qualified instructors 

to teach baccalaureate classes in conjunction with their regular assignments.  This 

is an important step, as it can help bridge the gap between the associate and 

baccalaureate programs, and ensure more acceptance of the baccalaureate into the 

institutional culture.  It could also encourage the faculty to obtain higher degrees, 

in order to obtain qualification to teach in the baccalaureate program.  It is also 

recommended that the baccalaureate program have a pay scale that is in line with 

the more rigorous level of instruction required. 

5. A course-wide exit examination in the English department should be 

administered.  This will address two issues: first, the legislative removal of the 

remedial English courses and the subsequent entrance exam into the general 
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education English class; second, the inconsistent writing skills of some of the 

students completing the associate’s degrees and entering the applied baccalaureate 

programs. 

6. The college should explore the opportunity to provide additional rewards and 

recognition to honor achievements and completion of major milestones that fall 

outside the scope of the normal job duties. 

7. More faculty members should be encouraged to take advantage of opportunities to 

obtain higher degrees.  This should be accomplished by offering additional 

incentives, such as increasing tuition reimbursement. 

8. Future baccalaureate programs may be best served if they remain a function of the 

district, rather than any particular campus.  This will build continuity and make 

use of the existing organizational infrastructure. 

Recommendations for community colleges considering becoming state 

colleges. 

1. State community colleges that are considering making the transition to become 

four-year granting institutions must be willing to seek external support.  The case 

study indicated that Palm Beach State College utilized the experiences of other 

colleges to ensure that it avoided common pitfalls, which made the change 

process smoother.  There is ample expertise in CCB that can provide consultation. 

2. Proper attention must be given to the accreditation and level change process.  A 

substantive change request requires an extensive amount of gathering and 

analyzing internal data, including faculty credentials and course assessment.  It is 
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also imperative that the proposed curriculum is equivalent to that being offered by 

other colleges in the region. 

3. Colleges considering this move should examine their existing program offerings 

and connect them to upper-level courses that exist as a natural extension.  

Building the baccalaureate program as a continuation of the associate’s degree 

program, or as a 2 + 2 model, provides the student with a clear path to a 

bachelor’s degree.  This requires building a model to map existing associate’s 

degree (AS and AAS) programs to any of the new baccalaureate programs being 

designed. 

4. Colleges should obtain buy-in from stakeholders within the organization.  This is 

particularly important with academic administrators and financial officers.  

Academic administrators set the tone and can help energize the faculty.  Financial 

officers can provide the necessary resources to help make the transition a reality. 

5. Institutions considering the change to become a baccalaureate-granting institution 

should adopt Kotter’s (1996, 2012) eight-step Change Management Model prior 

to engaging in the transformation process.  This was a retrospective study, but 

Kotter’s model is designed to be used as a blueprint for organizations undergoing 

the change process to ensure that all the stages of the process are present. 

Recommendations for policy makers. 

1. There is a need to provide a consistent naming convention for all former 

community colleges in Florida.  It is imperative for these “state colleges” to have 

a name that is both indicative of their service area and that includes the words 

“state college.” 
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2. Policy makers need to encourage, through legislative action, a simple venue for 

students earning applied baccalaureate degrees from one of Florida’s state 

colleges to articulate into the Florida State University System to obtain advanced 

degrees. 

3. Policy makers also need to require all State Universities in Florida to establish an 

executive level position for state college relations to create partnerships to address 

matriculation agreements beyond the bachelor’s degree level, among other issues.  

This is of importance as more state college graduates of applied baccalaureate 

programs will be seeking higher-level degrees. 

Recommendations for future research. 

1. This study focused on individual perceptions and actions, supported by 

documents.  While some portion of this study was circumstantial, the participants’ 

interpretation and adaptation of the change process was evident.  Environmental 

factors described by Levin (2013) as “external determination” and organizational 

changes described by Levin (2013) as “internal control” facilitated the change 

process.  However, given the complex nature of a multi-campus college such as 

Palm Beach State College, it would be difficult to examine implications of the 

change process on the culture as well as human resources (faculty) in depth.  It is 

recommended to engage in another case study using a different framework to 

capture these impacts.  It would be prudent to study the organization using 

Bolman and Deal’s (2013) Four Frames Model of organizational transformation 

based on structural, human resource, political, and symbolic aspects.  This would 
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provide the opportunity to gain a better understanding of the overall change 

process and to examine how these four pillars operated. 

2. Another area of research should be conducted on the transition of former 

community colleges into baccalaureate-granting state colleges that are operating 

on multiple campuses.  It was suggested that the success of Palm Beach State 

College in conferring baccalaureates was partially attributable to the program 

being district-based and the reporting structure being one level down from the 

President.  However, other campuses perceived this as a single-campus exercise 

based on interviews conducted.  Another study is needed to examine different 

organizational models and reporting structure adopted by the current 23 out of 28 

colleges offering baccalaureate programs to better understand faculty, advising 

curriculum development, planning, and student perspectives on campuses that 

operate BAS programs as opposed to other campuses within each college.  This is 

important since unlike other traditional programs (AA and AAS), baccalaureate 

programs are not duplicated on multiple campuses of each college; thus 

examining why a particular site was selected and what the policy and 

organizational implications are on the rest of the institution would contribute to 

the literature.  It is equally valuable to examine the perspectives of faculty and 

advisors on campuses that do confer bachelor’s degrees.  This will continue to be 

of importance since the Florida College System currently has 68 campuses and 

25,389 students are enrolled in baccalaureate programs, according to the Florida 

Department of Education (2013a), and the number of students and programs are 

expected to continue to grow, as has been the case steadily since 2002. 
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3. Given the stability of the leadership team at Palm Beach State College, an 

exclusive study on the role and attributes of the leaders within the college, for 

example, using Nevarez and Wood’s (2010, 2012) six-step framework for 

community college leadership, would also contribute to the body of knowledge. 

4. Lastly, given that the number of bachelor programs offered by Florida state 

colleges is on the rise, it would be timely to study the impact of the conferring of 

the baccalaureate by these colleges on the Florida SUS.  Such studies should 

include impact on: perceptions of degree quality; number and type of articulation 

agreements made; student transfer goals and objectives developed through 

articulation agreements and institutional strategic plans; existence of and potential 

repercussions of any reverse transfer; implications and outcomes of Governor 

Scott’s $10,000 degree challenge, and efforts to develop curricula for the BAS 

with input from universities within state colleges’ service areas. 

Summary 

 This study focused on organizational change as it related to Palm Beach State 

College making the transition from a two-year to a four-year granting institution, as well 

as undergoing a name change.  This is both a state-wide and a national trend, as 

community colleges in Florida and other states are making a similar transition to confer 

baccalaureate programs.  These changes are the result of legislative action and are 

implemented by the visionary leadership of the colleges.  This study has implications for 

other colleges that have already started or are about to embark on such a transformation.  

The lessons learned from Palm Beach State College’s experience could contribute to a 

more successful change process for other institutions.
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APPENDIXES 

Appendix A. Recruitment Email 

From: Mehran Basiratmand [withheld] 

To: *Participants* 

Subject: Permission to Conduct an Interview 

 

Dear *Participants* 

 

My Name is Mehran Basiratmand and I am a PhD candidate at Florida Atlantic 

University in the Higher Education Leadership program. My dissertation topic is the 

Transformation of Palm Beach Community College to Palm Beach State College: A Case 

Study. This transformation has been a catalyst for PBSC to confer baccalaureate degree 

programs. I would like to seek your support and to get your perception of the change 

process by interviewing you. I have selected you based on your extensive knowledge of 

PBSC. I realize your time is truly valuable, and I am willing to meet with you at your 

convenience in your office, other suitable location or method of communication such as 

phone call or Skype, and any time you prefer to participate in this study.  

I appreciate a favorable response, and look forward to hearing from you. 

If you wish to contact me via phone, my cell number is: [withheld].  

 

Regards, 

 

Mehran Basiratmand 

Chief Technology Officer 

Florida Atlantic University 

Candidate, Doctoral Student, Higher Education Leadership 
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Appendix B. Letter of Cooperation 
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Appendix C. Consent Form - Executives 

 
1) Title of Research Study:  TRANSFORMATION OF PALM BEACH COMMUNITY COLLEGE TO PALM 

BEACH STATE COLLEGE: A CASE STUDY 

 

2) Investigator(s): Dr. Floyd, Chair Dissertation Committee, Dr. Maslin-Ostrowski Dissertation Committee, and 

Mehran Basiratmand, Candidate PhD (Student).  

  
3) Purpose: The purpose of this single case study research is to examine the organization and leadership change 

process of Palm Beach State College (PBSC), as it embarked in offering baccalaureate degree programs. The study 

examines the organizational change process, and the extent to which PBSC aligned with or deviated from the eight 

stages of John Kotter’s Change Management Model.  

 

4) Procedures:   

 You will be interviewed using 12 questions. 

 This interview will take forty five minutes.  

 Interviews will be conducted at PBSC at your convenience or by phone or Skype as you deem appropriate.  

 To ensure accuracy of content, sessions will be recorded digitally with your permission and the content will 

be transcribed to written format.  

 

5) Risks: The risks involved with participating in this study are no more than you would experience in regular daily 

activities. You will have an opportunity to review a copy of the transcription of this interview. The plan is to protect 

your confidentiality by withholding your name from being published.  

   
6) Benefits:  You have been part of an important chapter of Florida’s higher education experience to confer 

baccalaureate degrees at your college, and your contribution in sharing your experiences will immensely expand the 

limited body of knowledge about this important and contemporary change process. 

 

7) Data Collection & Storage: 
Any information collected about you via this interview process will be kept confidential and secure, and only I and my 

committee will have access to the data related to this particular study, unless required by law. The data will be kept for 

three years in an encrypted, password-protected storage device at a gated and locked storage facility. During the course 

of the study, a copy will be made for review and analysis. After three years, both the original and working copy will be 

destroyed by re-formatting the hard drive using DOD-compliant formatting program which will render the data 

impossible to recover. We may publish what we learn from this study.  

 

8) Contact Information: 
For questions or problems regarding your rights as a research subject, you can contact the Florida Atlantic University 

Division of Research at (561) 297-0777. For other questions about the study, you may call Dr. Deborah L. Floyd, 

Dissertation Committee Chair at 561-297-3550 or Dr. Patricia Maslin-Ostrowski at 561-297-3550 or Mehran 

Basiratmand (Student), PhD candidate at ……. 

 

9) Consent Statement: 
I have read or had read to me the preceding information describing this study. All my questions have been answered to 

my satisfaction. I am 18 years of age or older and freely consent to participate. I understand that I am free to withdraw 

from the study at any time without penalty. I have received a copy of this consent form.  

 

I agree ____ I do not agree ______ be audiotaped. 

 

Signature of Subject:______________________________________ Date: _____________________ 

 

Printed name of Subject:  First Name ___________________ Last Name ______________________ 

 

Signature of Investigator: ___________________________________________ Date: _____________ 
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Appendix D. Consent Form – Faculty/Staff 

1) Title of Research Study:  TRANSFORMATION OF PALM BEACH COMMUNITY COLLEGE TO PALM 

BEACH STATE COLLEGE: A CASE STUDY 

 

2) Investigator(s): Dr. Floyd, Chair Dissertation Committee, Dr. Maslin-Ostrowski Dissertation Committee, and 

Mehran Basiratmand, Candidate PhD (Student).  

  
3) Purpose: The purpose of this single case study research is to examine the organization and leadership change 

process of Palm Beach State College (PBSC), as it embarked in offering baccalaureate degree programs. The study 

examines the organizational change process, and the extent to which PBSC aligned with or deviated from the eight 

stages of John Kotter’s Change Management Model.  

 

4) Procedures:   

 You will be interviewed using 17 questions. 

 This interview will take two hours.  

 Interviews will be conducted at PBSC at your convenience or by phone or Skype as you deem appropriate.  

 To ensure accuracy of content, sessions will be recorded digitally with your permission and the content will 

be transcribed to written format.  

 

5) Risks: The risks involved with participating in this study are no more than you would experience in regular daily 

activities. You will have an opportunity to review a copy of the transcription of this interview. The plan is to protect 

your confidentiality by withholding your name from being published.  

   
6) Benefits:  You have been part of an important chapter of Florida’s higher education experience to confer 

baccalaureate degrees at your college, and your contribution in sharing your experiences will immensely expand the 

limited body of knowledge about this important and contemporary change process. 

 

7) Data Collection & Storage: 
Any information collected about you via this interview process will be kept confidential and secure, and only I and my 

committee will have access to the data related to this particular study, unless required by law. The data will be kept for 

three years in an encrypted, password-protected storage device at a gated and locked storage facility. During the course 

of the study, a copy will be made for review and analysis. After three years, both the original and working copy will be 

destroyed by re-formatting the hard drive using DOD-compliant formatting program which will render the data 

impossible to recover. We may publish what we learn from this study.  

 

8) Contact Information: 
For questions or problems regarding your rights as a research subject, you can contact the Florida Atlantic University 

Division of Research at (561) 297-0777. For other questions about the study, you may call Dr. Deborah L. Floyd, 

Dissertation Committee Chair at 561-297-3550 or Dr. Patricia Maslin-Ostrowski at 561-297-3550 or Mehran 

Basiratmand (Student), PhD candidate at ……. 

 

9) Consent Statement: 
I have read or had read to me the preceding information describing this study. All my questions have been answered to 

my satisfaction. I am 18 years of age or older and freely consent to participate. I understand that I am free to withdraw 

from the study at any time without penalty. I have received a copy of this consent form.  

 

I agree ____ I do not agree ______ be audiotaped. 

 

Signature of Subject:______________________________________ Date: _____________________ 

 

Printed name of Subject:  First Name ___________________ Last Name ______________________ 

 

Signature of Investigator: ___________________________________________ Date: _____________
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Appendix E. Document Review List 

Name:      Type:  Source:  

1) Student Catalog/Handbook   PDF  Palm Beach State College 

Date: 2002 

 

2) Florida College System Fact Book Report PDF  Department of Education 

Dates: 2002 to 2010 

 

3) Panorama     PDF  Palm Beach State College 

Date: 2011 to 2013 

 

4) Career Pathway Model   Hard Copy Palm Beach State College 

Date: 2005 

 

5) Educational Plant Survey Team  Hard Copy Palm Beach State College 

Date: 2006 

 

6) Operating Budgets    PDF  Palm Beach State College 

Dates: 2006, 2009, 2010, 2011& 2012 

 

7) Program Health Indicators    HTML/Saved Palm Beach State College 

Program Reviews 

Reporting years: 2006-07 through 2011-12 

 

8) Baccalaureate Degree Program Proposal  PDF   Department of Education 

Date: 2007       Palm Beach State College 

 

9) Anticipated Library Resources Required Hard Copy  Palm Beach State College 

Collection Development Plan 

Date: 2008 

 

10) PBCC Financial Audit   Hard Copy Palm Beach State College 

2008, January 

 

11) Contact     Hard Copy Palm Beach State College 

Date: 2008, Summer 

 

12) The Florida College System:  PDF  Department of Education 

Date: 2008, December     Florida College System Task  

        Force 
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Document Review List – Page 2 

13) Course Descriptions &   Hard Copy Palm Beach State College 

Course Learning Outcomes BAS Degree 

Date: 2008 

 

14) Strategic Plan    PDF  Palm Beach State College 

2009–2012 

Date: 2008 

 

15) BAS Curriculum Committee  Hard Copy Palm Beach State College 

2009, August 

 

16) Name Change Committee   Hard Copy Palm Beach State College 

Date: 2009 July 22, 

 

17) Perspectives    HTML/Saved Palm Beach State College 

Date: 2009, August 17 

Date: 2009, December 15 

 

18) Collective Bargaining   PDF  Palm Beach State College 

Date: 2011 

 

19) Student Services: Learning Outcomes PDF  Palm Beach State College 

Date: 2009 

 

20) Accomplishments (Annual Report)  PDF  Palm Beach State College  

Date: 2010-2011 

 

21) President’s Report   PDF  Palm Beach State College 

Date: 2010 

 

22) Florida College System Annual Report Hard Copy Palm Beach State College 

Dates: 2011, 2012 

 

23) SACS Reaffirmation of Accreditation  HTML/Saved Palm Beach State College 

Sections 1.1 to 4.7 

Date: 2011 

 

24) Palm Beach State College History HTML/Saved Palm Beach State College 

Date: 2011 

 

25) Student Handbook   PDF  Palm Beach State College 

Date: 2011 
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Document Review List – Page 3  

26) Salary Schedule    PDF  Palm Beach State College 

 

27) Policy Documents    HTML/PDF Palm Beach State College 

Date: 2013 

 

28) Strategic Plan    PDF  Palm Beach State College 

2012–2017 

Date: 2011 

 

29) Bachelor’s Degree Programs Guide Hard Copy Palm Beach State College 

Date: 2012 

 

30) GASP     Hard Copy Palm Beach State College 

Date: 2013, January 
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Appendix F. Interview Questions and Protocol – Executives 

Interview Questions and Protocol (Instrument): 

Note: the final version of this instrument may be copyrighted.  

Name of Interviewer:  ____________________________ 

 

Current Title:   ____________________________ 

 

Location:   ____________________________ 

 

Date:    ____________________________ 

 

Thank you for giving me the opportunity and agreeing to participate in this interview. 

The purpose of this interview is to get your opinion, viewpoint and feedback on PBSC 

becoming a four-year granting institution to offer baccalaureate degrees. I would like to 

inquire as to how this change was conducted and communicated throughout the 

organization. 

 

Would you mind if I record this conversation to ensure I am not missing of your 

insightful comments or statements? 

 

1) How did the PBSC assess this opportunity and garner support during transition to a 

four-year granting institution? 

A) Could you provide a brief historical perspective? 

2) How did the leadership team convince staff and the community that change is 

necessary and this is good transition to confer baccalaureate programs?  

 

3) How did faculty, staff members as well as others participate in the planning 

process for transition to a four year institution? 

 

A) Based on your recollection, which group was the primarily supporter of this 

endeavor? 

B) How was this new vision communicated to the organization including faculty, 

staff and students? 

 

4) How the future of your institution was portrayed by you and other member of the 

leadership team? This includes long-term benefits and long-term plans. 

 

5) A) Do you feel this was a unique opportunity at this time and at this place? Would 

you elaborate?  

 

6) Do you think there was a strong and positive excitement created about this new 

vision and change? If so, was it consistent across the board? How would you 
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describe the overall atmosphere before, during and after changes to a four-year 

granting institution? Would you explain? 

 

7) In your opinion, how were political, organizational, community, infrastructural and 

funding obstacles were addressed? 

 

A) Was there a time put together to address barriers? Could you provide me with 

a couple of specific examples of how these hurdles were addressed? 

 

8)  I realize that the change to confer baccalaureate programs happened in a span of a 

few years; however, could you recall or share a quick story associated with the 

success of this program as to how this impacted the overall plan?  

 

9) In your opinion, what could have been done better during this period to make the 

change process to a four-year granting institution smoother?  

 

10) How are the faculty and staff members excited about the prospect of more change 

by offering new programs?  

 

11) What steps are or were taken to ensure the legacy of individuals involved with 

these changes? 

 

12)  Is there anything else you would like to add that we have not yet discussed? 

 

I truly appreciate your time and would like to request that I be given the opportunity to 

contact you in the future should there be a need for clarification on any of your 

statements. I will forward you a typed copy of our conversion transcript for your review 

and approval.  

 

Would e-mail be an acceptable communication media to get your final approval on the 

content? 
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Appendix G. Interview Questions and Protocol – Faculty/Staff 

Interview Questions and Protocol (Instrument): 

Note: the final version of this instrument may be copyrighted.  

Name of Interviewer:  ____________________________ 

 

Current Title:   ____________________________ 

 

Location:   ____________________________ 

 

Date:    ____________________________ 

 

Thank you for giving me the opportunity and agreeing to participate in this interview. 

The purpose of this interview is to get your opinion, viewpoint and feedback on PBSC 

becoming a four-year granting institution to offer baccalaureate degrees. I would like to 

inquire as to how this change was conducted and communicated throughout the 

organization. 

 

Would you mind if I record this conversation to ensure I am not missing of your 

insightful comments or statements? 

 

1) How did the PBSC assess this opportunity and garner support during transition to a 

four-year granting institution? 

2)  

A) Could you also provide a brief historical perspective based on your 

recollection? 

 

3) How did the leadership team convince staff and the community that change is 

necessary and this is good transition to confer baccalaureate programs?  

 

4) How did faculty and staff members participate in the planning process for 

transition to a four year institution? 

5)  

A) Were any meetings held? If so, what was the format (for example, town hall, Q 

& A, speeches, newsletters)? Please explain. 

 

6) Was there a strong push to move this agenda forward by the management, faculty 

and staff members? If so, how would you define it, and which group was primarily 

supporting this endeavor?  

 

7) Did you believe that these changes would be effective and would work in favor of 

your institution? Do you share these sentiments today as well? 

 

8) How was the new vision and direction described, portrayed and communicated to 

faculty, staff and students?  
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9) Explain if this was a unique opportunity at this time and at this place.  

 

10) In your opinion, to what extent were the concerns raised by staff and others 

addressed by the institution? 

 

11) Was there a strong and positive environment created about this new vision and 

change? If so, was it consistent across the board or do you feel some areas had 

apathy about this?  

 

12) How would you describe the overall atmosphere before, during and after changes 

to a four-year granting institution? 

 

13) In your opinion, how were political, organizational, community, infrastructural and 

funding obstacles were addressed? 

14)   
A) Was anyone or a team put together to address concerns or barriers? Could you 

provide me with a couple of specific examples of how these hurdles were dealt 

with? 

 

15)  I realize that this happened in a span of a few years; however, do you recall any 

quick or short-term success story associated with these changes that you would 

like to share? If so, how was it communicated?  

 

16)  Do you know if individuals involved with these changes rewarded through 

promotion, recognition and possibility of financial gains?  

  

17) What could have been done better during this period to make the change process to 

a four-year granting institution smoother or possibly more successful? 

 

A) Were there “lessons learned” somehow communicated throughout the 

institution or do you know of any you could share with me?  

 

18) How do you assess the overall morale or mood of faculty and staff members since 

these changes have been instituted? Are they positive across all areas based on 

your opinion? 

  

A) Has momentum been sustained to introduce more changes by introducing new 

baccalaureate programs, and how has skepticism been avoided or being 

addressed?  

 

19) How is the success story about these changes being discussed today? 
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A) What steps are being taken by the leadership team, including the Board, to 

ensure the legacy of individuals involved with these changes remains intact and 

not long forgotten in the future? 

 

20) Is there anything else you would like to add   that we have not yet discussed? 

 

I truly appreciate your time and would like to request that I be given the opportunity to 

contact you in the future should there be a need for clarification on any of your 

statements. I will forward you a typed copy of our conversion transcript for your review 

and approval. 

  

Would e-mail be an acceptable communication media to get your final approval on the 

content? 
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Appendix H. Document Review Protocol 

 

Document Number:  

 

Name of the Document: 

__________________________________________________________ 

Description of this Document: 

_____________________________________________________ 

Date Written: __________________ 

Date Retrieved: ________________ 

Date Reviewed: ________________ 

Public or Private: _______________ 

Retrieved at: ___________________ 

Brief Description of this document: 

 

 

 

Document Review Protocol – Page 2 
Significance of this document to the research study: 
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Appendix I. Observation Protocol 

This protocol is designed to observe meetings at Palm Beach State College. 

SESSION BACKGROUND: 
 

1) Objectives of the Meeting/Observation: 

________________________________________________________________________ 

________________________________________________________________________ 

_______________________________________________________________________ 

 

2) Meeting Agenda: 

________________________________________________________________________ 

________________________________________________________________________ 

________________________________________________________________________ 

 

3) Date and Time of the Meeting:  

_______________________________________________________________________ 

_______________________________________________________________________ 

 

4) Location of the Meeting: 

________________________________________________________________________ 

________________________________________________________________________ 

 

5) Number of Participants and Titles or Job Functions (if applicable):  

________________________________________________________________________ 

________________________________________________________________________ 

________________________________________________________________________ 

________________________________________________________________________ 

________________________________________________________________________ 

6) Length of the Meeting: 

________________________________________________________________________ 

________________________________________________________________________ 
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Appendix J. Sample Focused Coding Category Matrix 

Adapted from Saldaña (2009) Focused Coding Concept. 

Developed by: Mehran Basiratmand 

 

Coding Using Kotter’s Change Management Model 

 

Keywords Stage I Stage II Stage III Stage IV 

     

     

     

     

     

     

     

     

     

 

Coding Using Kotter’s Change Management Model – Continuation  

 

Keywords Stage V Stage VI Stage VII Stage VIII 
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