PAGE  
3

THE EFFECT OF REGAINED LEADERSHIP CONFIDENCE ON TURNOVER 
Consistent Processes to Reduce Turnover of African Americans 

Master’s Thesis Field Project

Presented to
Bastyr University
and
The Leadership Institute of Seattle

In partial fulfillment

Of the requirements for the degree of

Master of Arts in Applied Behavioral Science

By

PAMELA ANNE RECHEL

October 2003

Abstract
The client for this project is a neighborhood market chain in Oregon that offers natural food and healthy products along side regular products.  The company culture emphasized customer service and the management wanted it to be a good place to work for employees.  The focus of the project was to determine if African American employees at one of the stores were being terminated at a higher rate than other groups.  Company management wanted the stores to reflect the neighborhood where the store is located and to embody the store vision of being a neighborhood market.  The original goal of the project was to ensure that one of the stores was a great place for everyone to work and had the right amount of turnover.  The final project goal was to create a plan that addressed three priorities of coaching and counseling, recruiting, and a new human resources information system (HRIS) for tracking staff diversity.  The implementation phase of this project was the creation of the plan addressing the three priorities.  The methodology employed was action research.  Department managers were interviewed to collect qualitative data.  Pre and post surveys were conducted to gather quantitative data, as well as additional qualitative data.  Quantitative data was analyzed using the Sign Test.  The results of the Sign Test for all but one manager indicate that the project did not have a significant impact.  A key unintended result was that the company President regained his confidence to discuss race. 
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CHAPTER 1

Introduction 

In this chapter, I offer an introduction to my master’s thesis field project.  I describe the client system, the client system history, and the client roles.  I also explain how I became involved with this client, the themes that will be explained throughout the thesis, the project goals, and how the goals were measured.  
Client System

The client system is a privately held chain of four grocery stores, MTN Markets, in Oregon.  Names used in this thesis, including MTN, have been changed to ensure confidentiality.  MTN’s vision is to be a neighborhood store selling products that are healthy and, where possible, made or grown in the local area, alongside everyday products.   

Client System History

The chain was founded by a group of people who had founded and left a group of stores called “Healthy Markets” that sold products that contain few preservatives and additives and that were grown or made as close to the local community as possible.  Healthy Markets originally had a commitment to buy locally and to support the local food system.  Healthy Markets was bought by a corporation, WWC, which changed some of the policies about how employees were treated and did not maintain the same commitment to buying locally.  This aspect is relevant to this thesis project as a theme of “no corporate bullshit” is important to the sponsor and had an impact on the project.

MTN Markets is in a fast growing niche of the grocery industry–stores that sell health foods and have great customer service.  Stores such as Whole Foods, Puget Consumers Coop (PCC) in Seattle, and Trader Joe’s fall into this category.  MTN Markets opened four stores in less than three years and plans to open a fifth store in 2003.  

Three executives, including Wally, MTN’s President, and many employees decided to leave Healthy Markets to start up a new group of stores focusing on the local food system and creating an environment with great customer service in a neighborhood market.  Wally is the President one of three private shareholders.  
MTN Markets has company values that are clearly posted in the store.  The environment of the store and my experience of how the employees treat customers seem to reflect the values.  Of the 500 employees, approximately 150 of them previously worked at Healthy Markets.  Wally said many of them have worked together for decades and Healthy Markets continues to be a prime recruiting source for MTN Markets.  MTN Markets celebrated its third anniversary on March 1, 2003.

Client Roles

Wally was the project sponsor and approved compensating me for my work.  Wally was not involved in the details of the project; he wanted the sustaining sponsors and me to check in with him at each major stage of the project.
The sustaining sponsors were Robert–Operations Manager, Carolyn–Store Manager, and Ron–Human Resources Development (HRD) Manager.
Robert was promoted to Operations Manager in January 2003, two weeks before I met with Wally to begin the project.  Formerly he had been an MTN store manager.  He has worked with Wally for many years, including time at Healthy Markets.  Included in the theme of rapid growth is the impact of new roles and changing sponsorship.  

Carolyn is the Dahlia store manager.  The project focused on the Dahlia store.  For the first six weeks of the project, she was on a personal leave of absence.  She returned from her leave of absence and moved from reporting to Wally, the President, to reporting to Robert in his new role as Operations Manager.  They had formerly been peers as store managers.  From my experience, she continued to behave as if she reports to Wally.

Ron was promoted to the Human Resources Development (HRD) manager position in May 2003.  The data feedback meeting was held three days after his promotion.  He had been the training manager for all the stores.  He was hired from Whole Foods and had never worked at Healthy Markets.  He, too, was new to his position.  At the project start, he was one of the department managers who were interviewed as part of data collection; at data feedback, he was a sustaining sponsor, and at the project end, he became the internal change agent, as well as the key sustaining sponsor.  The project sponsor team (Wally, Robert, Carolyn, and Ron) are all White.  All but Ron worked together at Healthy Markets for many years.

The project was intended to be implemented first by the department managers of the Dahlia store, and ultimately of all the stores. 
Figure 1 is an organization chart showing the reporting relationships for the project sponsors and the Dahlia department managers, the project targets.  The organization chart was effective in June 2003. 
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Figure 1.  MTN Market Organization Chart as of June 2003.
How I Became Involved

I shop at the Dahlia MTN store, which is also the corporate headquarters, not far from my house.  Shopping there is a fun experience for me because I find the people who work there are very helpful and eager to show new products to me, the store is laid out so items are easy to find, and there are many choices of healthful items with few additives and preservatives.  There is a barbeque restaurant sharing the parking lot which, for me, adds to the community feeling.  The experience is so pleasant and unique that I often bring my out of town guests to shop there.  I am passionate about eating and using the most natural products possible, so this market supports my passion.  

I wondered what it would be like to work with a company with strong values and socially responsible products.  I know someone socially, Darby, who worked at Healthy Markets then moved to be one of the first MTN store managers.  In contemplating where I would like to do my MTP, I remembered my first year Leadership Institute of Seattle (LIOS) Marketplace experience where I learned that I could work at a place that was energizing to me, where I could use my best skills, and could make money.  I wanted to re-create that for my MTP.  I contacted Darby who forwarded my proposal to Wally.  I met with Wally for the first time in mid January 2003.  

Themes

“No Corporate Bullshit”

In an article in the Portland Oregonian newspaper (2002) that featured Wally, he said he is very committed to supporting local farmers and preserving the local food system.  The article described how, as WWC bought Healthy Markets, WWC changed the local buying practices to a more national program and discontinued the contracts with many local suppliers.  From this experience, Wally and the other co-owners made a choice for MTN, supported by a sign above his desk stating “MTN–No Corporate Bullshit.”  In my judgment, this impacted the project because, at the same time the company was rapidly growing and adding new corporate positions (Operations and HRD manager positions) and creating new procedures, the senior management team was committed to being with employees and managers in a respectful and “non-corporate” way.   
Rapid Growth  

Rapid growth created a situation where there was a lot of work to do, new roles were still unclear, few policies and procedures, and accountability issues (meetings missed or postponed).  More about these issues will be discussed as the story unfolds.

Diversity and the Neighborhood Market Culture

According to the sponsors, employees are expected to be friendly and provide outstanding customer service.   The project sponsors also said that some employees assume that in a friendly, neighborhood store, negative feedback would not be given.  This prompted the sponsors to determine a need to be clear and direct in giving negative feedback without confusing employees.  I think this performance management issue is one of the contributing factors to the turnover problem and will be discussed further.
Initial Situation and Project Process

In my first meeting with Wally, he said that the situation was not a problem, but an opportunity.  He said he did not have data to support or disconfirm his hunch that African American employees at the Dahlia store were being terminated at a higher rate than other groups.  He said he was concerned about this situation because he wanted the stores to reflect the neighborhood where the store is located and to embody the store vision of being a neighborhood market.  If a group of employees who reflected the neighborhood was leaving faster than would be expected, it could impact the heart of what he wants the stores to be and is not how he wants employees to be treated.  The Dahlia Store is in a partially African American neighborhood and Wally’s fear is that he and the mostly White staff were not able to create a great working environment for some of the young African Americans they had hired.
The beginning project process was to gather turnover data, including objective data (numbers) and anecdotal data (from interviews with the managers) for the Dahlia store only.  Once Wally had the data and a sense of the cause of the situation, the next steps for implementation would be selected.  It was not clear at the beginning what was contributing to the situation.  It could have been recruiting, managing or termination practices, the company culture, management skills, or a combination of these elements.  Ultimately, Wally asked Robert, the new Operations Manager, to meet with me and be the sustaining sponsor.

Robert and I analyzed the current state of ethnic diversity of current and past employees, hiring practices, and turnover causes at the Dahlia store to gather a baseline of information.  I conducted interviews of Dahlia managers about turnover, employee performance, and how performance issues are handled.  The strategy was to determine an appropriate intervention for the Dahlia store after the baseline information was analyzed.    

Goal Progression

The original overarching project goal that Robert and I developed at the beginning of the project was “to ensure that the Dahlia Store is a great place for everyone to work.”  The original sub-goal was “to achieve the right and minimal amount of turnover at the Dahlia Store.”  Robert said he realized that some turnover is healthy and inevitable.  He said there will always be employees who leave for reasons that MTN does not control, which contributes to “minimal” turnover.  He also said there will always be employees who do not perform at the required standards or who break the rules, steal from MTN, or are absent too much and are terminated involuntarily.  Involuntary turnover due to breaking the rules or poor performance is necessary for MTN, therefore is considered acceptable and part of the “right” amount of turnover.  The plan was to determine a number that represented the “right” amount of turnover when current turnover and industry turnover data was available.  

During the data feedback meeting, the goals changed.  Three priority goals were identified: (a) to make the hiring process consistent, (b) to implement consistent performance management process on how employees are disciplined, (c) and to create a human resources information system (HRIS) to continue to track turnover data.  
In chapter 3, I will describe the reasons for a change to the final project goal.  The final project goal became to create a plan to address the three priorities, which were restated to be (a) consistent, fair and legal coaching, counseling and documentation process for job performance; (b) consistently recruit and hire the best possible candidates where the people working here are a reflection of the communities where we work; and (c) develop a new system for tracking staff diversity and equity in compensation and advancement.  The project goal of “creating a plan” was intended to enable MTN to achieve the three priorities at a later date.

Measurement

A survey that measured the outcome was administered to the four sponsors during the final project meeting.  A sign test was used to analyze the quantitative results.  Open ended survey questions provided the qualitative results.
Chapter 1 described the client system and history, how I got involved with MTN, and an overview of the project.  In chapter 2, I will describe the theorists that guided my interventions and assisted me in understanding and learning from the project.  

CHAPTER 2

Literature Review

In this chapter, I discuss the theory that informed my work and guided my interventions.  The chapter is divided in three sections: (a) the client system, b) content, and (c) methodology.  In each section, I discuss the theory at two levels–the macro level and the micro level.  I selected the work of Schein (1983; 1999), an authority on corporate culture, and Conner (1992; 1998), an authority on managing change, as key theorists to inform my work. 
Client System

Macro-Level–Natural Food Sector and Life Cycle 

At the macro level, two defining factors are relevant.  The first is the natural food sector of the grocery industry.  The second is the formation and bureaucratization stage of the organizational life cycle.  

Natural food grocery sector.  The client entered a sector of the grocery industry between the natural food market, the smaller high-end stores, and the conventional supermarkets.  Spending has increased 350% on natural and organic foods in five years and the natural food store sector is the fastest growing of the grocery industry, doubling growth in sales compared to conventional markets (Clark, 2002; Gardyn, 2002; Smith, 2002).  During the project, the sponsors described their corporate culture as fast and fast growing, which is in alignment with the growth in their industry sector.
Organizational life cycle.  The client organization is three years old and has four stores and 500 employees.  The position of human resource development (HRD) manager was created and filled for the first time during this project.  In organizational life cycle theory literature, companies transition from start-up to the formation or bureaucratization phase (Oswald, Rutherford, & McMullen, 2001), at which point companies create structure to support the increased size and complexity.  Human resources (HR) functions are commonly created during this phase. 
 Flamholtz and Randle (2000) focused on the tasks necessary for a company to transition from an entrepreneurship to a professionally managed company.  They described organizational growing pains that are symptoms of the gap that exists between the organization need for infrastructure, such as human resource practices, and what exists in the growing organization.  They indicated that there are predictable symptoms that occur as organizations grow.  One of those symptoms is the felt need for formal planning, as an organization realizes that the informal planning process that worked well when they were a small organization no longer works.  They recommended identifying the growing pains as a step in determining what organizational development tasks are appropriate for the company’s stage of growth.  

One of the key tasks Flamholtz and Randle (2000) described is the development of operational systems.  During the timeframe of this project, the position of operations manager and human resource manager were created.  The final implementation goal was to create a plan that established key human resources hiring and performance management practices.  For these reasons, I think that MTN was feeling growing pains indicative of a move from entrepreneurship to a more professionally managed company.
Micro-Level–MTN Culture

MTN customer service and “no bullshit” culture.  Schein (1983) said, “An organization’s culture begins life in the head of its founder–springing from the founder’s ideas about truth, reality, and the way the world works” (p. 13). Wally has a sign above his desk stating “MTN–No Corporate Bullshit.”  The sign, and an experience with the human resources development manager that I will describe in chapter 3, and my interactions with Wally led me to conclude that this client system is strongly influenced by the beliefs of the founder, Wally, about customer service and “no corporate bullshit.”  
As a shopper at the corporate headquarter store, I noticed that instead of a customer service desk in the back of the store, which is typical in my experience in many conventional grocery stores, there is a “Solutions” desk in the front of the store.  I also noticed that the desks of the headquarters staff are placed along the edges of a large room with no dividers or walls.  The president’s desk is a used desk, the same as the other desks, and placed among the employees. Abraham (2002) believed that companies with strong values and key differentiators gain competitive advantage and drive growth.  He described the culture of other successful retail companies in the same industry sector as MTN, such as Trader Joe’s, that use the customer experience and hatred for bureaucracy as key differentiators.  
According to Kaman, McCarthy, Gulbro, and Tucker (2001), there is a tension during the shift to the formation stage of the organization life cycle between the cultural characteristics of customer service and no bureaucracy and treating people consistently.  This tension was present in this project.  Kaman et al. (2001) continued to describe bureaucracy, including policies and procedures, and indicated that it is considered with disdain in many entrepreneurial business settings where an informal and responsive culture is preferred.  A culture that makes decisions without a lot of “red tape” runs the risk of treating people differently and inconsistently.  I include the description of the tension between bureaucracy and consistent policies and procedures here because I think it describes a key point about the “no bullshit” MTN culture.  I also think it is a symptom of the organizational growing pains described in the section on organizational life cycle.  
Content

Macro-Level–Diversity, Race, and Turnover 
Diversity.  Title VII of the Civil Rights Act of 1964 outlawed discrimination on the basis of race, sex, age, or nationality and attempted to foster a work environment that does not tolerate harassment (Richard, Kochan, & McMillan-Capehart, 2002). Multiple sources indicate that diversity is treated as more than a legal requirement in the emerging diversity paradigm (Cox & Blake, 1991; Thomas & Ely, 1996).  According to Thomas & Ely, it makes good business sense and provides a competitive advantage to have a diverse workforce for an organization with diverse customers.  They described an emerging paradigm that promotes equal opportunity for all individuals and acknowledges cultural differences among people and recognizes the value in those differences.  Thomas and Ely outlined eight preconditions for making the shift to the emerging paradigm.  The third precondition describes an organizational culture that creates an expectation of high performance standards of performance from everyone.  Such a culture does not expect less from some employees or group of employees than from others.  To meet the third precondition, a company must believe that all its members can and should contribute fully.  This is a key point for this project because Wally described his struggles between wanting to be fair to African American employees and perhaps being lenient and inconsistent compared to the rest of the employees.  He said he has a strong desire to create a diverse company culture and also a fair culture.  This will be discussed again in the section on fairness which describes the impact of an inconsistent culture. 
Race–An undiscussable.  As described in chapter 3, the sponsors said they were uncomfortable and lacked confidence to discuss race.  Nkomo (1992) said that studies often considered organization populations as homogeneous, with distinctions of race unstated or considered not relevant to the study.  She believed that not acknowledging race or ethnicity is subterfuge because of the “overwhelming role of race and ethnicity in every aspect of society.  Race has been present all along in organizations, even if silenced or suppressed” (p. 488).   
Page (1996) described racism as a sensitive word that Americans avoid mentioning, even when it is relevant.  He believed it was sensitive because it exposes much about American culture and about an individual.  How an individual discussed racism reveals something important about them.  Page continued the discussion with a suggestion that racism be redefined from “discrimination or prejudice based on race” (p. 70) or “the belief that race accounts for differences in human character or ability and that a particular race is superior to others” (p. 71) to a broader definition as “a power relationship, as set of social, historical, traditional and institutional habits of mind that are deeply imbedded in the national psyche and work as active agents to impede equal opportunity for blacks”(p. 72).  I believe the sensitivity described by Page contributed to the discomfort that the sponsors and I, as White people, felt to discuss racism in a non-anxious way.  As is described more fully in chapter 3, a key project result is the return of the sponsor’s confidence to discuss race.
Unintended consequences of diversity training.   Diversity training can have an unintended consequence of causing Whites to see people of color and women as a problem and the source of the need for diversity training.  It is for this reason that Stringer (1995) suggested redefining diversity to include visible and invisible differences, not just ethnic or gender differences.  I was concerned that if I encouraged the clients desire to offer diversity training, I could be causing them larger problems in the future.  
Turnover.  According to Mitchell, Holtom, Lee, and Graske (2001), unwanted voluntary turnover, losing employees that an organization wants to keep, is costly.  They described many reasons why people voluntarily leave organizations. Some reasons are personal, such as changes in family situation or returning to school.  Other reasons are influenced by the employing organization, such as observing the unfair treatment of a coworker or being passed over for promotion or opportunity to learn a new skill.  Involuntary turnover, firing or laying off an employee, is also costly in management time, impact to the employee who is leaving, and to the employees who are staying.  Turnover is a problem because it imposes extensive costs on both individuals and organizations. In this project, turnover data had not been collected or analyzed before.  This is typical for MTN’s stage in the organizational life cycle where few human resources practices were in place.
Micro-Level 
Fairness.  Richard et al. (2002) noted that in order for diversity initiatives to be successful, employees must believe that all employees are treated fairly.  They note that fairness begins with a hiring process that requires a minimum standard of competence for all candidates, and continues with performance management where managers hold all employees accountable for consistent standards of performance.  If employees believe another employee is treated differently because of race, conflict can arise between the employees and the diversity policy is often viewed as unfair.  Human resources policies and procedures that promote fairness in hiring and performance management are required to support increased and sustainable diversity.  Richard et al. further discussed that it will become more essential for organizations to be effective in attracting, retaining, and managing a diverse workforce and the effort must be led by the CEO or other opinion leaders.  In this project, Wally clearly stated why he believed it is important to MTN’s future to ensure employee diversity.  The project goals include statements about consistent treatment of all employees, supporting MTN’s desire to create human resources practices that work for a diverse workforce.
Turnover of African Americans.  Cox and Blake (1991) wrote that African Americans quit 40% more frequently than Whites.  Some of the factors contributing to turnover of African Americans, as described by Caver and Livers (2002), are the expectation that an African American knows what all other African Americans think and want, as well as a frustrating atmosphere of tension, instability, and distrust.  In this project, the qualitative data from managers alluded to some of these concerns at MTN.    The project design did not include gathering data from the African American employees who left MTN.  I remain curious about what the results would have been had management included them in the data gathering.  For this project, the sponsors said they were not ready to expand the project scope further.   


Managers need for speed.  Entrepreneurs know that using their time to gather extensive information is a luxury they sometimes cannot afford.  They are more concerned that a decision be made than that it be the best possible choice (Kuemmerl, 2002).  Wally and Ron said they needed to act fast because the company was growing fast.  Ron said that they “feared inertia.” 
Flamholtz and Randle (2000) described symptoms of organizational growing pains that include spending too much time fighting fires, feeling stress because there is too much to do and not enough time to do it, and the feeling that meetings are a waste of time.  As I describe in chapter 3, all of these symptoms were experienced by MTN managers in this project.  
My concern with the fast culture and their desire to move through the project quickly was that I believed that the situation they were facing is an adaptive change.  Heifitz (1994) said that “adaptive work requires a change in values, beliefs, or behavior” (p. 22).  He described a technical fix as similar to going to a doctor and getting a prescription for an antibiotic.  An adaptive situation is closer to a doctor’s recommendation to change exercise, diet, or smoking habits.  It is easier to take antibiotics than it is to exercise or diet.  I believed the situation that MTN was facing required changes in behavior and beliefs, therefore, was adaptive work. 
Methodology

Macro-Level–Action Research, Roles and Leadership of Change, Immediacy, the Awareness Wheel, and the Waterline Model 

Action research.  As described by Dickens and Watkins (1999), Kurt Lewin developed action research over 50 years ago with an intention of bridging the gap between researchers and practitioners by combining solving practical problems and building theory with research.  According to Argyris, Putnam, and Smith (1985), Lewin was considered an action scientist.  However, since Lewin, the research psychologists continued to conduct experiments testing hypotheses without as much focus on practice.  Applied behavioral scientists have generally focused on helping clients and have paid less attention to the scientific studies.  This thesis process includes a testing of a hypothesis and statistical measures.  However, my main focus in the project is consistent with the applied behavioral scientist approach of helping the client.  

According to Dickens and Watkins (1999), Lewin’s approach to action research required group decision and commitment to improvement.  His requirement for researchers and practitioners to collaborate allowed practitioners to engage in informed action and for researchers to develop theory that could be applied, which improved the results of both groups.  Cycling back and forth between a deeper understanding of the problem situation and the research-informed experiments was key to Lewin’s conception of action research. 

 Block (1999) used an action research approach to consulting which cycles or spirals deeper during the phases of consulting.  I used Block’s five phases of consulting to conduct this project.  Phase one is entry and contracting where the consultant and client explore the problem, whether the problem is to be addressed at this time and with this client, and they begin to discuss their expectations.  This is the first cycle of understanding the presenting problem.  Phase two is the discovery and dialogue phase.  Data is collected during this phase so the consultant can determine a deeper understanding of the problem and potential causes.  This is important because the presenting problem is often not the complete picture of the situation.  It also continues the research phase, therefore combining Lewin’s research and practice.  The third phase, feedback and the decision to act, includes the report out of the data that the consultant collected and analyzed and the process of determining what the next steps will be for the project.  The fourth phase is the engagement and implementation which carries out the project that was planned in phase three.  Phase five is extension, recycle or termination where the determination is made to either extend the project to other parts of the organization; to begin a new phase of the project, recycling, using the new information that was discovered during the first implementation; or termination where the relationship and the project come to an appropriate close.  This phase again cycles in a Lewinian fashion to a deeper understanding of the problem and making decisions to act based on the data.  As I describe in chapter 3, this project did not go to full implementation.  For this reason, I do not think the full value of action research and a deeper understanding of the problem was experienced during the project duration.
Key to Block’s (1999) approach to applying action research in consulting is contracting.  He said that “the business of the contracting phase is to negotiate wants, cope with mixed motivation, surface concerns about exposure and loss of control, and clarify all parties to the contract” (p.58).   Block indicated that the relationship between consultant and client must have symmetry, meaning that each of them carry half of the responsibility for the relationship.  A collaborative client to consultant relationship also implies that both of you contribute to the work of the project.  In chapter 3, I describe how I moved in and out of a collaborative relationship with the sponsors.

“The hardest part of consulting is coping successfully with resistance from the client,” according to Block (1999).  It is the hardest because, on the surface, it looks like the client is reacting to what the consultant is saying or doing.  Instead, it is a “reaction to the emotional process going on in the client” (p. 139).  A challenge for the consultant is to help the client verbalize the resistance, gain awareness of it and learn about how to deal with the challenging problem.  Block recommended that consultants not take anything personally before six o’clock in the evening.  This became one of my mottos as I encountered resistance from the sponsors.  
Roles and leadership of change.  Conner (1992) developed the S-A-T-A, sponsor, agent, target, and advocate change model.  He indicated that successfully managing change requires clear role definition.  The sponsor has the power and authority to sanction the change and put resources on the project, such as money and people, and needs to feel adequate pain to sanction the change.  Sponsorship cascades to lower levels so that everyone involved in the change project understands their role and supports the project.  Sustaining sponsors are often the individuals who implement the project.  It is critical, and often difficult, to maintain clear role definition throughout projects so the project does not get stuck. The level of pain felt by the sponsor, Wally, was reduced at data feedback, therefore reducing his urgency to complete the project.  The quantitative survey results indicated that role clarity remained an issue, especially for Robert, at the end of the project.
Beckhard (1975) described a formula, originally developed by Gleicher of Arthur D. Little, that determines readiness for change.  “The formula is C = (abd) > x, where C = change, a = level of dissatisfaction with the status quo, b = clear or understood desired state, d = practical first steps toward a desired state, and x = “cost” of changing” (p. 45).  As will be described in chapter 3, the sponsor’s level of dissatisfaction with the status quo changed once he saw the turnover data, thus changing his urgency for the project.  

Awareness Wheel.  The Awareness Wheel (Miller & Miller, 1997) is a tool that helps an individual be aware of and communicate his or her experience.  It is especially beneficial when used to communicate during a stressful situation.  I used the Awareness Wheel during a difficult communication with the sponsors. 
Waterline model.  Harrison (1970) identified two criterion for consultants to use to determine the depth of intervention and the client’s readiness to change.  The first is to “intervene at a level no deeper than that required to produce enduring solutions to the problems at hand” (p. 201).  The second criterion recommended by Harrison is for consultants “to intervene at a level no deeper than that at which the energy and resources of the client can be committed to problem solving and to change” (p. 198).  He suggested that clients will work more collaboratively if the consultant works with the client’s definition of the client needs and norms.  

The Waterline model (Leadership Institute of Seattle, 2001) shows different levels of intervention below the level of task.  The four levels are structure (goals and roles), group (dynamics and development), interpersonal (between two people) and intra-personal (within an individual).  The Waterline model (LIOS, 2001), based partially on Harrison’s (1970) work, also supports intervening no deeper than the situation requires, in order to gain the greatest benefit.  I presented the Waterline Model to the sustaining sponsors during data feedback to describe levels of intervention and to recommend that they select actions that were at the depth that were likely to solve the problem, but no deeper. 
Micro-Level
Leader confidence and resilience.  Conner (1992) described a beast as the implications that a change event has on a person’s life.  “The Beast is the fear and anxiety within us all as we encounter the significant, unanticipated changes that shatter our expectations” (p. 27). Conner further indicated that leaders need to learn how to keep themselves resilient and able to manage a high speed of change.  Schein (1983) confirmed that one of the roles of a founder or owners is to absorb anxiety and risk, especially in the early stages of the organization.  Therefore, it is important for a leader to maintain resilience and confidence, particularly in times of stress.  In the timeframe of this project, Wally identified that he lost and regained his confidence.  
O’Neill (2000) described bringing immediacy to the moment as an important  coaching skill.  She suggested that making a connection between what the client describes generally and what happens between the consultant and the client is a useful way of helping the client become aware of his or her behavior.  I used the concept of immediacy in interventions with Ron and Wally.  
HR  Plan and Practices
HR plan.  Mitchell et al. (2001) articulated the requirements for creating a comprehensive retention plan.  Some of the key requirements are to gather data on turnover to determine the scope of the turnover situation.  Collecting turnover data was the first step in this action research project.   Mitchell et al. also indicated that it is important to determine at which employee populations the turnover plan is targeted, because not all employees are desirable to keep.  In this project, it was determined that employees who had absenteeism or tardiness problems, who did not meet the customer service requirements, or were stealing from MTN, were not employees MTN wanted to retain. 
Necessary HR practices. Establishing necessary human resources practices is important to ensure consistency and compliance with employment laws, according to Kaman et al. (2001). They discussed the need to balance bureaucracy that ensures compliance with HR practices that encourage high employee commitment.  They described bureaucratic practices as the traditional aspects of human resources management that formalize the ways they hire employees, define jobs, establish expectations for and evaluate performance, and compensate workers in support of the organization's goals. In this project, the implementation plan focused on hiring practices and performance management, as is described in chapter 3.
In chapter 2, I described the theory that informed my work.  In chapter 3, I will describe the chronology and major actions that took place.

CHAPTER 3

Intervention

Timeline

In this chapter, I will describe the significant events that occurred in the project.  I will follow the action research phases.  I presented a proposed project timeline to the sponsors in each of the first meetings.  I intended it to be a guide for the sponsors and me to plan our time and to remind them of the requirements of action research.  Each phase of the project was delayed, compared to the original plan (see Appendix A).
Project Themes

During the Project Wrap-up meeting, the MTN President said “I got my confidence back.”  As I have been reflecting on the project and what I learned, I realized that as the project progressed, I, too, got my confidence back.  Three themes will be discussed.  The first is the theme of leadership and how the personal authority and confidence of the leader impacted the project.  The theme of the consultant’s personal authority and confidence and how it increased during the project is the second theme to be discussed. The third theme is sponsorship and how the changes in sponsorship impacted the project.  

Entry and Contracting

At the first meeting with the MTN President, I felt excited and anxious.  I was excited because I envisioned working with MTN for the Master’s Thesis Field Project (MTFP) and was anxious about meeting with “the President,” which brought up for me some authority and family of origin (FOO) issues.  Prior to the meeting, I visited all of the stores and conducted an informal random survey of employees asking what it was like to work at MTN.  I prepared results to show Wally, company president, and I brought an agenda for the meeting and an outline of what I hoped to accomplish in the meeting.  I learned in the meeting that our styles are quite different.  His style is fast, informal, and intense, and mine is slow, calm, and controlled.  He said we needed to determine if there was a problem at all, then determine what to do about it.  He corrected me when I asked what problems kept him awake at night. He said he did not describe the potential situation as a problem, but an opportunity.  
Wally described the issue as twofold.  One part of his concern was that it was difficult for him and his managers to talk with young African Americans whose performance was not up to standard.  It was especially difficult when African American employees said they were being disciplined because of their race.  The second issue was that MTN had no turnover statistics, and he had no data to prove whether there was a problem of discrimination or not.  He said he was concerned about the potential for negative publicity and the threat of lawsuits from disgruntled employees.  Most important, according to Wally, was the potential impact on the culture of the company.  He repeated on more than one occasion that these issues were important to him because he wanted stores that reflected the communities where the store was located and wanted a positive shopping experience for customers.  He said he believed that for employees to offer great customer experience, the employees needed to have a great employee experience.  As a founder, I believe the issues were also a reflection of his personal dream and mission.

  At the end of the meeting, we agreed that he would discuss the opportunity with the potential sustaining sponsors and get back to me.  I did not get agreement with him about when he would get back to me.  This began a pattern of delays and changes as the project continued and the beginning of my recognition of the need for accountability. 

Consultant Confidence Theme

During the weeks after the introductory meeting, the President and I each traveled for a week.  I received no communication from him for three weeks and felt extremely anxious and concerned that the project would not go forward.  I began to look for other MTFP opportunities.  In the first example of my courage, I assertively contacted him to ask about the status.  This was the first example of my growing courage and of “getting my confidence back.”  It was not until later in the project that I asked for deadlines on next steps and how to hold sponsors accountable.  After three weeks, I received an email from the President stating that the new Operations Manager, Robert, was ready to meet with me.  

First Meeting
Robert and I met to get his view on the issues, to begin planning for the project, and to begin the contracting process.  My goal was to create a collaborative relationship him.  The job of Operations Manager had just been created and Robert had been in this new job for two weeks, reporting to Wally.  Previously, he had been a Store Manager reporting to Wally. In our discussion, Robert and I talked about how we would create a project to examine turnover patterns at all four stores and that I would interview the Store Managers as part of the data gathering.  I did not ask the President to be present at the first meeting with Robert and me.  My assumption was that the President had talked with Robert and to me, therefore, Robert and I would have the same understanding of the issue.  This is a significant meeting for three reasons.  
First, I think I let the sponsor, Wally, off the hook by not requiring him to be at the meeting, at least for a few minutes to share his vision for the project and his expectations for Robert.  I eagerly proceeded, not inviting him to be at the meeting which I thought could risk taking up too much of his time.  This is an issue of my personal authority that I realized after the project ended.  
Second, the Operations Manager said he had not received complete information about the scope of the project and what was expected of him.  He had a general idea and was interested in the project, but the cascading sponsorship required for an effective project did not happen.    Third, I unconsciously encouraged Robert to expand the project to include all four stores, which was beyond the single store scope in the mind of the sponsor.  As we discussed the project, I began to brainstorm and include all the stores in the project.  This is significant because I was eager to work with all four stores and my personal tendency to diverge influenced the Operations Manager to agree with me.  He later told me that he was overwhelmed at that meeting because the scope was bigger than he could handle.  I was not aware in the moment that he was overwhelmed.

The Operations Manager, President, and I met and finalized our agreement to move forward, continued the contracting process, and agreed on the scope and goals of the project.  During this meeting, as Robert and I explained the project scope to include all the stores, Wally reacted and said that was larger than the scope he had in mind.  

There was a moment when we discussed not moving forward with the project at all.  I felt afraid and anxious to lose the MTFP project, but managed to stay present and to continue the conversation.  I was proud of myself that I did not react or fall apart.  I asked to be paid for the work, which the sponsor agreed to do.   That was a very bold request for me, as asking for money is a FOO issue for me.

In the same meeting, we agreed on the project goals for the single Dahlia store only.  To the overarching goal of “making MTN a good place to work,” at my encouragement, we added “for everyone.”  

Data Gathering and Discovery

Robert and I worked collaboratively to gather turnover data.  He reviewed employee files and got an electronic download from the payroll system.  I worked with the spreadsheets and created a database of current employees and employees who left MTN voluntarily or involuntarily.  During this time, Robert was acting as the Dahlia Store manager because the store manager, Carolyn, was on a personal leave of absence.  The targets, in Conner’s (1992) S-A-T-A model, were the department managers of the Dahlia store. As the manager of the Dahlia store, therefore, she needed to be a sustaining sponsor and to buy into the project.  I knew it was important for me to build a relationship with her because she was a key person on the project.  When she returned to work, Robert and I met with her to get her input on the project and to clarify her role as sustaining sponsor.  

In this meeting, she said she did not want managers to be asked the race of the employees who left the company.   She did not want the managers to make an assumption that race was important.  She said she was challenged by difficult employee situations where she had to fire employees for absenteeism or theft and they said Carolyn was taking the action because they were African American.  Carolyn said if she, as a strong, experienced manager, was challenged by these situations, she imagined that it was very difficult for the department managers who worked for her.  At that moment, I was not aware of the culture that race was an “undiscussable” in this organization.  I believe I colluded with her and agreed not to discuss race in my data gathering interviews, and, by doing so, believe I colluded with her in keeping this subject undiscussable.  

Design Decisions

During the entry and contracting phase and data gathering and discovery, I believed that one of the steps would be to feed back the data to the Department Managers interviewed in the data gathering process.  “Joint goal setting and action planning with Dahlia Managers” was listed on the Steps in Action Research and timeline that Robert and I used in our planning.  We discussed the steps during our contracting process.  I think he agreed with me in our discussion without having a full understanding of what it meant. This is an example where I did not ensure that he understood all that we discussed.  

As the sponsors and I discussed possible causes, we concluded that we did not know what the root cause of the problem.  The main issue was about turnover and the cause(s) could have been in the recruiting and hiring process, in performance management and disciplinary processes, in management skills in managing a diverse workforce, or other causes.  The sponsors and I agreed that we were not clear about the cause and were not clear what to implement.  The sponsors said that was a key reason they wanted to collect data.  One of the design decisions we made during the contracting phase was that we would collect pre and post data after data feedback.  The pre and post data would measure the impact of the implementation phase, once the implementation process was determined.  
The sponsors and I discussed whether I should interview some of the African American employees who had quit or were terminated.  The sponsors did not want to include the terminated employees in the data gathering.  Block (1999) indicated that sometimes consultants mistake a manager’s choice not to proceed with a project as resistance when it is actually a clear choice that the manager made.  In this project, top management chose to change three key Human Resource processes that needed to be addressed.  They said they were not ready to open up the conversation directly with managers or employees.  

Department Manager Interviews

I interviewed fifteen department managers individually.  I collected specific data about the individuals in the manager’s department who left the company voluntarily or involuntarily.  Wally and Robert said this was the first time that specific data was collected by the company.  Wally was eager to see this data to confirm or disconfirm his hunches about the situation.  I found the interviews to be fascinating because I learned what happens behind the scenes, such as, that produce is rotated daily and that it is challenging to juggle serving customers and simultaneously getting tasks done.   I asked questions about their management experience and determined that the managers varied in experience from new managers to experienced managers.  I experienced them all as eager, hard working, committed to the customer and to their employees, and wanting to do the right thing.  

The Service Department had two managers sharing the management position.  The Service Department included the cashiers and courtesy clerks.  This was the largest department and also had the largest number of minority employees.  The positions are entry-level positions and do not require much experience, although retail or cashiering experience is preferred.  A Filipino woman and an African American man were the service managers.  The remaining 13 department managers are White.  I conducted the service manager interviews individually, as I had done for the other managers, and asked them the same questions that I asked the other department managers.  I received different responses from each of the service managers about why some employees voluntarily quit or were fired.  Some of the responses I received suggested that they believed it was possible some employees were treated differently because they were African American.  

I interviewed the corporate training manager, Ron.  Although he was not a “department” manager for the store, Wally thought it was important for me to interview him.  Ron had created and facilitated the New Employee Orientation program that standardized orientation for all the stores.  Wally and more than one department manager said the orientation program was a successful program because it relieved managers of the requirement to spend a lot of time teaching new employees the basic company information, and it strengthened the company culture by emphasizing customer service.   Ron said the orientation process gave him a big picture of the new hires and the outcomes of the hiring process.  Ron shared with me his strong beliefs that policies should be consistent and that managers must walk their talk or risk losing trust from employees.  Ron later became the Human Resources Development (HRD) manager.

Turnover Data and Industry Information

I wanted to get turnover information that is specific to the grocery industry to provide a comparison to the MTN turnover data.  I was unable to find it on the Internet.  Wally asked his assistant to give me their password to the Food Marketing Institute so I could access the information on their behalf.  I had a FOO moment when I felt anxious and like I was a fraud because I was not an “employee” of MTN.  I could not find the information on their website and called the Institute.  I felt very excited when I got a response and the information was faxed to me.  I realized that I can be resourceful on behalf of my customers, even though I’m not “an employee.”  I also found government census data for the neighborhood in which the store was located about the number of non-White households, which I shared at the data feedback meeting. 
Wally’s daughter, Sarah, works in the MTN service department.  He asked me to meet with Sarah so she could provide the data about race for current employees and those who were terminated that I did not have.  This was done instead of asking the managers the race of the employees.  He introduced me to Sarah one day when I was meeting with him.  I set up an appointment and met with her.  I realized, at that time, that I had gone around the chain of command and not notified Sarah’s manager, Carolyn, that I was meeting with Sarah.  My experience in a more formal, hierarchical organization told me that was a mistake.  I talked with Carolyn about it later and apologized, and she said it was not a problem.  I bring it up here as an example of their very casual, “no bullshit” culture that is very different from my work experience in more formal cultures.

Feedback and Decision to Act

Postponed Meetings and Accountability

The data gathering interviews took one month longer than planned, therefore, the data feedback meeting was scheduled for one month later than planned.  I met with Wally to show him the preliminary data so he would not be surprised during the data feedback meeting.  During our meeting, he told me he was in the process of hiring a Human Resources manager.  He thought the company had grown large enough and had a need for consistent human resources practices, especially for hiring and firing.  He told me the HR Manager would become responsible for the project. The data feedback meeting was originally scheduled for a week after the preliminary feedback meeting with Wally.  

Consultant Personal Authority Lapse

Wally called me and asked if we could postpone the data feedback meeting until the HRD Manager was selected.  I easily agreed.  After that, Wally and I scheduled a phone conference to discuss how he would fill the leader and sponsor roles in the data feedback meeting.  At the planned time, he did not answer the phone and did not return my call.  I felt anxious and, at the same time, did not immediately and assertively check with him about rescheduling.  I was particularly concerned because the project was taking more and more time, and I was concerned about finishing the project and the thesis.  The Oregonian had printed an article about Wally the day before, and I assumed that he was too busy because of the article.  I made excuses for him and why I thought he was too busy to follow through on his commitment to me.  

At that time, my personal authority was not strong, and I did not think of myself as important enough to hold him accountable.  I discussed this with a LIOS graduate who reminded me that I could use immediacy to confront him about accountability and ask if this was a symptom of something in the system.  I also reminded myself that I am important and deserved a response from Wally.  I went to the store to do my shopping and boldly walked up to his office to talk with him.  One of the Service Managers told me that Ron was the new HRD Manager.  I was disappointed that I did not receive the announcement from Wally, but was pleased that the Service Manager told me.  Ron called me a few days later to discuss the data feedback meeting.  I was anxious and gave him unsolicited advice.  Giving him advice instead of listening and asking questions was a sign to me that I had not reduced my anxiety about the delays.

Change in Sponsorship

Ron’s new position and new role in the project was the third change in sustaining sponsorship.  Robert was the first sustaining sponsor, beginning the project two weeks after he started his new position.  His position, Operations Manager, was also newly created in the company.  Carolyn, the Store Manager, was introduced as a sustaining sponsor more than a month into the project.  Ron became the sustaining sponsor just two days after he was named the HR Manager.  When he assumed the position, he advocated for the position to be called Human Resources Development Manager.  Wally changed the name of the position.
Data Feedback Meeting

In our coaching meeting prior to data feedback, Wally and I discussed his role and that it was necessary for him to state why he wanted this project and why it was so important to him to have the employee population reflect the community.  I believed this was important to say at the beginning of the meeting because Ron was new as a sustaining sponsor and Carolyn was on a leave of absence when the project started.  They had missed the preliminary discussions with Wally and Robert.  

The sponsor, Wally, and three sustaining sponsors, Robert, Carolyn, and Ron, attended the data feedback meeting.  I had prepared a spiral bound notebook that included the agenda, my summary of the interviews, spreadsheets with turnover analysis, the industry turnover data from the Food Marketing Institute, what I thought were best practices for managing diversity, the Waterline Model, and my recommendations to them.  It is challenging for me to create spreadsheets.  I thought my recommendations and best practices were top notch from my LIOS learnings.  I was proud of the notebook. 

Wally opened the meeting by saying that the very life of the business was dependent on figuring out the causes of turnover and determining if there was something MTN needed to do differently to create a great neighborhood store.  He said he was afraid of potential negative public relations and possible legal actions by disgruntled employees if the employees felt they had been treated badly because of their race.  He discussed his concern and questioned if they were hiring the right people.  He said MTN may have communication issues between African American and White employees and he wanted to change that.  

At that point, Ron, Robert, Carolyn, and Wally talked about the issue and what each of them thought about it.  The discussion was energized and lasted longer than I had planned, but I made a choice in the moment to allow it to continue because Wally was in direct dialogue with Ron, Robert and Carolyn about this issue, perhaps, for the first time.  I think this was the heart of the data feedback meeting.  

I then presented the results of my interviews with the managers.  I felt confident that I had done a credible job in extracting the themes.  At that moment, I continued to operate under the assumption that I was presenting the information so the sponsors would have an introduction to the issues, but that the issues would be confirmed and discussed with the department managers at the action planning phase.  The sustaining sponsors continued to discuss which issues that I had presented were most important to them.  

Significant Event–Pain to Change Reduced

I presented the turnover data by department and summary data for the store.  The data for percentage of minority employees by department and for the entire store was compared to the census data for the neighborhood.  At that point, Wally said, “We’re not way off from the community.”   This was a significant event because Wally came to the conclusion, at this moment, that the problem was not a big one, as he had feared, and that he did not need to continue to focus a lot of energy on the issue.  He did not state his conclusion during the data feedback meeting.  He confirmed it with me in our final meeting two months later, at the close of the project.   
In my final project meeting with him, I asked him if, when he saw the data at the feedback meeting, he said to himself, “We do not have a problem.”  He said “Yes.”  The pain that he had, about how the employee population in the store did not reflect the community, was dissipated.  According to Conner (1992) and Beckhard (1975), when  there is insufficient pain or dissatisfaction with the status quo to make the change, there will be insufficient commitment to make the change.  Therefore, I believe Wally was not as engaged in the part of the project that required human resources process changes after his conclusion about the data.  I think the reduced attention on his part contributed to the later reduction in interest by the sustaining sponsors in continuing the project.  This will be addressed when I describe the implementation section.

One of the comments in the data I presented was about the number of gay and lesbian employees in the store.  Ron, Robert, Carolyn, and Wally had an animated discussion about it, and I felt no tension or anxiety in the room during the conversation.  In my experience, often discussions in the workplace about homosexuality have had tension or anxiety.  When the data I presented to them described concerns about race, I felt an increase in tension in the room and an inability to discuss race in a non-anxious way.  I used immediacy and described to them the difference between the conversations that I had experienced.  I experienced no tension when gay issues were discussed and a great deal of tension when race was discussed.  In my interviews, I had discovered that race was an “undiscussable” in the MTN culture.  

I presented the Waterline Model (Leadership Institute of Seattle, 2001) to illustrate why I was recommending that the solutions they select be at the level of structure and not to think the issue would be solved at the individual employee, or intrapersonal, level. 

Wally asked me to present information about best practices other companies were using to address similar problems.  I was proud of my list of best practices, as well as my list of recommendations to them for what to do about these issues.  

 Block (1999) said that the most important thing to do in a data feedback meeting is to ask the sponsor midway through the meeting, “Are you getting what you want from this meeting” (p. 231).  I am pleased that I managed to ask the question, albeit past the midway point in the meeting.  Wally responded that he was getting what he wanted.  To determine the highest priorities and to get agreement on the next steps toward implementation, I facilitated a discussion to brainstorm possible solutions.  They agreed on three priorities:  to make the hiring process consistent, to implement consistent performance management process in how employees are disciplined, and to create a human resources information system (HRIS) to continue to track turnover data.  All three of these are big projects and could not be implemented immediately.  
They discussed a continuing interest in taking a diversity class, particularly one focused on issues of communication between Whites and African Americans.  At that moment, I was very concerned about the idea, because, as I shared with them, often diversity classes focusing on one group can marginalize the group and they could consciously or unconsciously be treated as “other” (Stringer, 1995).  I believed that diversity training was not the right thing to do and I was eager to overcome my own discomfort with race.  Therefore, I agreed, when asked by the sponsor, to research training opportunities for them to learn more about African American culture.  The meeting ran over the allotted time by 30 minutes and Wally had to leave before we completed the discussion of next steps.  

Significant Event–Accountability

As a next step, Ron agreed he would determine how these priorities fit in with the role he had accepted just two days before as the HRD Manager and present a plan to Wally within three days.  At that moment, I asked him if that was realistic, since he was so new to his job and since his wife was due to deliver a baby that week.  He agreed it was not realistic, and he selected a later date.  Robert, Carolyn, Ron, and I continued to discuss the issue of accountability and how it impacts them.  I realized in the moment that it was an issue for the organization.  Accountability became a continuing theme in the project, and I continued to hold Wally and Ron more and more accountable to me and to themselves as the project continued.  

Summary–Data Feedback Meeting

During the data feedback meeting, I felt anxious and was not relaxed.  I had worked very hard to compile the turnover spreadsheets.  The manager interviews resulted in an enormous amount of data for me to sift through.  I was proud that I was able to identify themes in their responses.  I had read Block’s (1999) recommendations on key points for data feedback meetings, and I felt well prepared.  

At the end of the meeting, I believed we had a decision to act, a plan, and a timeline and ownership for the next steps.  I felt relieved that I had survived the data feedback meeting and they were prepared to proceed.

A day after the meeting, Ron sent an email to Wally, Carolyn, Robert, and me strongly stating that he did not believe that MTN should have a goal to the best workplace “for everyone.”  He said there are many employees who steal from us, do not show up to work, and who do not meet the work standards, and that MTN should find a way to be the best place for employees who do fit with the culture.  I realized at that time that it was my strong beliefs in the “best place for everyone” that had encouraged them to add that phrase.  His clarification was one that worked much better for the MTN organization culture.
Engagement and Implementation

A predictable, but unplanned for in my timeline, delay occurred. Ron’s wife had their baby a week or so after the data feedback meeting.  I think that Ron’s new position as the HRD manager was additional pressure for him.  I communicated with Ron via email and phone and determined when he would be prepared to meet with Wally to present the plan.  He said he did not want to spend Wally’s time yet and that I should cancel my meeting with Wally.  Ron and I agreed that he and I would meet as a next step instead of having me meet with Wally.  At the time, this request made sense, as Ron was now the key sustaining sponsor.  

Resistance and Near Project Termination

Ron and I planned to meet at a time that was one month after the originally planned timeline.  When I showed up at the store, Ron said he asked Robert to be at the meeting also.  I was surprised by this and decided in the moment that it made complete sense for Robert to join us.  The intention of the meeting was for Ron to present his thoughts on how to proceed with the three priorities.  

Ron began the meeting by saying that he had not written a plan and that he was very busy.  I asked them questions about how they planned to involve the department managers who had an expectation of being involved after the interviews.  The reason for my question was twofold.  The first reason is that I had set expectations with the managers that they would participate in solving the problems.  The second is that that a step in the action research process is to present the data to the people who participated in creating the data.  Block (1999) wrote that it is important to “bring people together to define the state of their own union and pool their knowledge of what the future might bring” (p. 253). 

Ron responded by listing his concerns that the managers would ask questions that he could not answer, that requested actions that could not be supported, or that tried to put more on his plate.  He said he could not picture a meeting where this would not happen.  I eagerly responded with a meeting design that I thought would maintain boundaries and ground rules that would prevent this from happening.  I asked questions to understand their concerns and to convince them that a meeting with managers was the right thing to do.  I walked the Awareness Wheel (Miller & Miller, 1997) with them stating that I felt concerned, that I thought the managers had an expectation that they would hear the results of the interviews, and that the managers had a lot of ideas.  I thought it was possible to have a meeting with the managers and frame the meeting so unrealistic expectations would be challenged.  I was not sure what to do and thought my reputation was on the line because of the expectations I had set with the department managers.  In the moment of frustration and disappointment, I did not cry, which pleases me.  We continued the discussion.
I came to that meeting prepared to discuss the difference between adaptive and technical changes (Heifetz, 1994) because I believed that understanding the difference would assist in determining that this project was adaptive work, therefore, guiding the selection of  appropriate interventions.  I described the challenges they were facing as adaptive changes.  I was pleased to introduce these concepts and thought they were very relevant.  They did not respond, and I did not know what to do about the lack of response.  I continued to discuss options for implementation.

A few meetings later, when I think my relationship with Ron was more open, he said that he and Robert rolled their eyes when I presented these concepts and thought they were not relevant to their fast, casual culture.  He thought they were “corporate bullshit.” 
In the meeting, Ron said that he and Robert were thinking that the three priorities were part of typical good management practices, and they would implement them at a later date.  We did not need to proceed with this project.  They said they each had so much on their plate that they “cannot think straight.”  Robert was dealing with freezers shutting down, and Ron had so many employees coming to talk with him that his days were full.  He said he was having a hard time getting home to be with his new baby and the rest of his family.  
In the moment, I was aware that what was happening was classic resistance as described by Block (1999).  Although part of me realized that the project was ending and that my MTP would be in jeopardy, part of me was very aware that their comments were not about me or the project but were a reflection of their state of being overwhelmed.  I repeated Block’s mantra to myself, “if you must take the client’s reactions personally, the rule is to do it after six o’clock in the evening–on your own time” (p. 169).  The mantra was helpful to me in that moment in managing my disappointment and behaving professionally.  
Ron asked about the requirements of my thesis.  I described the requirements of my thesis, and said there was something they could do to support me.  They could complete a questionnaire that I would send them, so I could have some data about the project.  Also, at the end of the meeting, I said I wanted to meet with Wally, and anyone else Wally wanted, in the meeting to discuss this decision and to ask whether the project met his expectations.

When I reflected after the meeting about what happened, I asked myself two questions:  “What does this system bring up in me?” and “How have I been inducted into the system?”  What the system brought up in me was that I thought there was too much to do. I felt like I was doing more of the work than they were.  I think they wanted me to come up with the right answer that wouldn’t require them to do much work. It felt like I fought to get their attention and energy. I thought there was little accountability from them.  They had good intentions but lacked follow through. After data feedback, the goals were unclear to me, and I am not sure what Wally really wanted to accomplish. In the system, after the meeting with Ron and Robert, I felt unsure of myself, not clear about what to do, and alone, without a partner on the project.

I thought I had been inducted in the system in three ways:  wanting to support the many goals, although there was too much going on to get clear or hold people accountable; me doing lots of the work (linked to the first comment); and me making excuses for them, saying to myself  “They are too busy.”  This realization informed my next steps as I considered what to do.  I decided that whatever happened, I would approach the project ending collaboratively, not doing all the work myself.
Project Revival and Goal Revision

After much assistance from faculty, my adjunct, and colleagues, I developed a proposal for Wally to consider.  I think the new proposal served the client and also met the thesis requirements.  The proposal was to revise the project implementation goal to create a Human Resource Plan for implementing the three priorities.  I think it served the client well because Wally could hold Ron accountable to following through on the priorities; it acknowledged that they were, in fact, very busy; and it gave Ron support in creating a plan, which otherwise might have been difficult because of his busy schedule.  Wally responded by asking Ron to call me and set up a meeting to begin planning.  

I felt relieved and curious about what would really happen with this.  I was concerned that Ron would not want to work on a plan with me.  I knew that one of the challenges would be for me to stay in the process consultant role and not to step into an expert consultant role, as human resources management is my career background.  As I prepared for the new set of meetings with Ron, I set an intention for myself that I would be more relaxed and authentic with him with the intention of being a partner with him.  I intended to be more casual to fit into their culture.  I stopped carrying my leather briefcase and dressed more casually for meetings.  In keeping with my spiritual beliefs and with Block’s (1999) encouragement to share the collaborative partnership 50/50 with the client, I challenged myself to just be with him in the here and now and trust that the right outcome would occur.
New Relationship With Ron and “No Corporate Bullshit”

My first question to Ron was, “How had he created plans like this before.”  He said he thought he was a pretty good planner and that he wasn’t sure he needed detailed help.  He showed me an example of a plan he had created when he was the Training Manager, his previous position, and I thought it looked superb.  I was relieved that it diminished the potential need for me to act as an expert consultant.  It also allowed us to focus on the adaptive change process.

In the meeting, I presented the S-A-T-A model to him because I conjectured that he needed a lot of support from Carolyn and Robert for the project to be successful.  Ron’s role became the Change Agent role.  Carolyn was the manager of the targets.  Robert managed Carolyn and her peer store managers.  At the end of the meeting, I asked him how the meeting went for him.  He said the S-A-T-A model was not helpful and was a waste of time.  He said that he would just meet with Carolyn and Robert around the ping pong conference table and talk it out.  They were too small to require the formality suggested by the model.  He then showed me a sign over Wally’s desk:  “MTN–No Corporate Bullshit.”  It was then that I realized that much of the way I had approached them during the project was too formal and academic.  I asked how he defined “corporate bullshit,” and he said that any language that treated employees as objects or that was not immediately clear was “corporate bullshit.”  He said that he and Wally were the corporate translation experts, and they made sure that all the communication with employees was casual and easy to understand.  Ron also mentioned that none of the sponsors had much college education and that business schools such as mine cause a lot of damage because they treat people as objects.  I felt defensive and responded that I didn’t go to a “business school” but to a leadership institute that was part of a school of naturopathic medicine.  I quickly realized that I was being defensive and joked with him about not wanting to be seen as going to a business school.  It was a moment that gave me a clearer picture about my impact in the system and a clearer picture of the culture that was strongly shaped by Wally and embodied by Robert, Carolyn, and Ron.

In my meetings with Ron, we focused on the first priority and revised his goal to state:  consistent, fair and legal coaching, counseling, and documentation process for job performance.  Ron defined “fair” as objective and related to work and job performance, not based on personal characteristics, and applying to everyone.  The other two goals:  improving recruiting and creating a human resource information system (HRIS) to track turnover, were lesser priorities and would be implemented after the first priority was addressed.  

We discussed for the third time my concern that the department managers had an expectation that they would somehow be involved in the process of addressing these issues.  I was concerned that it was an ethical issue because I had raised an expectation in my interviews and that, in the future, if they wanted to do a change project, the department managers would be cynical about why they gave input but were not involved in the process.  I thought my reputation was on the line, as well as his.  Ron agreed to send an email to all the managers describing the current process, thanking them for their input, and letting them know when they could expect to see something. I thought this was a reasonable step which allowed me to let go of my concern.

I had learned from our earlier discussion on accountability and assertively asked him how he would like me to hold him accountable for taking the next steps and what I should do if he did not follow through.  We set an agreement that I would send him an email.  Although we did not discuss it, I think the fact that we had the agreement caused him to be more reasonable in setting timelines and more certain to meet the expectation.  I was pleased that I had applied my prior learning.

In the meeting, after we initially discussed “no corporate bullshit,” I asked him if he was concerned that his new job was intended to create “corporate bullshit.”  I asked the question because his job was developed to implement new policies and procedures that may be viewed by many employees as unnecessary bureaucracy, but that were required for the stage of growth in the company lifecycle.  From Wally, Robert, and Ron’s point of view, they were necessary changes.  I was pleased that I asked him this provocative question, as I think it caused him to increase his awareness about his new role and the potential way he may be viewed by employees. 

In my last meeting with Ron by himself, our goal was to have a meeting to plan the final meeting.  I asked if he thought that was “corporate bullshit” and he said “yes,” although he thought we could meet.  I think he was saying it tongue in cheek, but with a concern for his busy schedule.  In this last meeting, I checked out my hunch with him that he did not want to do the project.  I said I experienced him as closed to new ideas, such as mine.  I wondered if that is what it’s like for others who are different, like African Americans, to work with him.  He said it was a great question and he appreciated me asking it.  He had been in a hurry lately and thinks he treated me differently as a consultant than if I were an employee bringing a new idea.  I imagine he will think about the question again.

Necessary, But Not Sufficient Goals

I told him that I thought the three priorities (a) consistent, fair and legal coaching, counseling and documentation process for job performance; (b) to make the hiring process consistent; and (c) to create a human resources information system (HRIS) to track turnover data, were necessary goals, but not sufficient to address the concerns raised by Wally at the beginning of the project.  I thought that doing something to address the manager confidence in communication with African American employees was still important. He was not sure, but agreed to bring it up in the meeting as a possible fourth goal.  He thought that Carolyn might benefit from a diversity class that focused specifically on how to respond when someone accused her of discriminating because of race.  At this point, I thought my relationship with Ron was more collaborative and open, and I think we easily discussed our different perspectives.  

Final Sponsor Meeting–Leader Gets His Confidence Back

Wally and I met prior to the final project meeting.  I followed O’Neill’s (2000) recommendations to strengthen my presence as a consultant in executive coaching sessions to: “identify a goal for yourself in each meeting, managing yourself in the midst of ambiguity, increasing your tolerance for the reactivity within you and others around you and bring immediacy to the moment” (p. 21).  

My purpose in the meeting was to ensure that he was aware of his roles as sponsor and leader in making the project succeed and to discuss the “necessary but not sufficient” concern.  I told him that how he, Robert, Ron, and Carolyn dealt with employees would impact and influence the company culture which was why it was so important for him to address the issue of communication.  I also asked him about how he would hold Ron accountable for following through on the projects, continuing the accountability thread that started at the data feedback meeting. 

When we discussed the issue of communicating with African American youth, I reminded him about a comment he had made in one of our very first meetings eight months earlier–that he was not comfortable in conflict situations talking with African American youth.  He said that, during the time of this project, he talked with a lot of people about how to handle the situation when people say that he is racist because he is disciplining them.  He received responses recommending that he treat everyone the same and to not react to the implication that he is racist.  He said he got his confidence back and that his greatest challenge was to not let accusations get to him.  He said he knows he is a very public figure and that disgruntled employees, and sometimes people in the community, will threaten him.  He said he was feeling assaulted by having so many people bring it up that he had lost his confidence.  He said he was very glad to have his confidence back.  He said he would support diversity training for Carolyn and the others, if that is what they wanted, and that he would attend the training with them, so they had a shared experience, although he was not feeling a need for training for himself at this time.

I also checked my hunch with him that once he saw the data in the feedback meeting that he knew there was not huge problem.  He said, “Yes.”  He thought the problem was in one department only.  This confirmed for me that I was accurately tracking what was going on in the system, albeit in a delayed timeframe.

With a great deal of personal authority and a few butterflies in my stomach, I asked if there was anything else he needed from me to close the project, if I should send my invoice to him for payment for the project, and if he was willing to be a reference for me, as we had agreed in the contracting phase.  He quickly agreed to all.  I felt terrific and ready to go into the final project meeting.

Measurement, Evaluation, Extension, Recycle, or Termination

Final Project Meeting

The goals for the final project meeting were to collect pre and post data, to present the plan for the HR priorities and to close the project.  Ron, Robert, Carolyn, and Wally attended the meeting.  At the beginning of the meeting, I presented a Pre-Project survey and asked them to answer the questions remembering what they were thinking at the beginning of the project.  Ron and I had agreed that he would be the leader of the meeting and that he would create the presentation of the HR priorities.  This is different than the data feedback meeting, where I took almost all the responsibility for the presentation. I think it was a positive change.  Ron discussed his plans and got support for the three HR priorities.  He presented the question about a fourth goal of diversity training or improving communication with African American employees.  Wally talked about regaining his confidence and clarity that they needed to treat all employees consistently.  He said they were not racist.  He also said that he imagined that Carolyn could have lost her confidence because of the number of times that he and Robert questioned her judgment when she was disciplining African American employees.  I punctuated the conversation by saying I wanted them to note how important it was for them to get their confidence back and that this conversation was without anxiety and tension.  That was a stark contrast to the tension-filled conversation during the data feedback meeting.  

One of the last steps in the meeting was for them to fill out the Post Project Survey.  We then confirmed that the project with me was complete and that Ron owned the implementation of the action plans.  

After I went home and danced around in celebration, I reflected on the final meetings.  In my estimation, my final meeting with Wally and the questions I asked about his communication with African American youth, were critical in helping him focus on the return of his confidence so he could be in the roles of sponsor and leader in the meeting, instead of simply reacting to what was presented.  I think that his awareness that he got his confidence back as a leader is perhaps one of the greatest accomplishments of the project. 

In chapter 3, I described the key events of the project.  In chapter 4, I will describe the measurement process and results.
CHAPTER 4

Results

In this chapter, I describe the goals and the qualitative and quantitative measurements that I used to determine goal accomplishment and the outcome of the project.

The Business Goal

  During the data feedback meeting, three priority goals were identified: (a) to make the hiring process consistent; (b) to implement a consistent performance management process on how employees are disciplined; (c) and to create a human resources information system (HRIS) to continue to collect turnover data.  These were intended to guide the choices for implementation.

As described in chapter 3, the project goal changed after data feedback.  The final project goal was to create a plan that addressed the three updated priorities.   As quoted from Ron’s final project presentation, the three priorities were “(a) consistent, fair and legal coaching, counseling and documentation process for job performance; (b) consistently recruit and hire the best possible candidates.  The people working here are a reflection of the communities where we work; and (c) develop a new system for tracking staff diversity and equity in compensation and advancement.” 

Methodology

Qualitative and quantitative data were collected to measure the impact of the project.  The quantitative data was gathered using pre and post surveys that were administered at the beginning and end of the final project meeting (see Appendices B and C).  The qualitative data include open-ended questions at the end of the post survey and a discussion that took place in the final project meeting.  

The methodology of administering the surveys at the beginning and end of the same meeting was chosen due to the near cancellation of the project and goal revision to be a plan instead of implementation of a plan.  I researched other statistical methodologies and did not find one that I thought would be suitable in the circumstance where the project did not go to a full implementation.  A simultaneous pre and post survey process, called beta testing, is an acceptable, but not highly desirable process of collecting measurement data.  It is preferred to collect the pre survey data before the project begins so it is not influenced by the participants’ knowledge of the actual results (Golembiewski, Billingsley, & Yeager, 1975).  

The sign test is the statistical methodology selected to analyze the results.  There were four participants in the survey process, which eliminated the possibility of using the Wilcoxson Signed-Ranks Test which requires six or more participants.  The sign test is a non-parametric test that measures the significance of the difference between the before and after picture of the project.  Non-parametric tests are based solely on probability relationships without any assumptions of underlying population distributions such as a normal curve.  The requirements of the sign test are:  (a) ordinal data, (b) a two-group test, (c) related groups, (d) when a pair of observations are tied, meaning there was no change in either direction, neither pair are used, and (e) plus and minus signs are used to indicate differences (Sharp, 1979).
A requirement is that two matched or related groups, such as before and after measurement, are used.  In this case, each participant completed the pre and post survey.  A code was written on the top of each survey to match the individual’s pre and post results.  The results in the sign test show the direction of the change, whether it was positive or negative.   The difference is calculated for each question.  The number of positive, negative, and same responses is calculated.  The same responses are eliminated since there is no change.  The proportion of positive and negative responses is compared to what simple probability would predict for the null hypothesis and the level of significance that was determined for the project (Swanson, 2001). The weakness of the sign test is that it does not measure the quantity of the change, for example, whether it was a large change or a small change.  It only measures the direction of the change, positive or negative (Sharp, 1979). 

The null hypothesis tested in this project was that there would be no change in the results due to the project.  The research hypothesis was that there would be a positive change as a result of the project.  A level of significance of 0.05 or 5% was selected.  This level is a typical level of significance for statistics in the social sciences (Sharp, 1979; Swanson, 2001). 

Paired questions on the pre and post survey addressed (a) the importance of the project (question 1-2), information about turnover data (questions 3-8), role clarity of the four sponsors related to turnover (questions 9-12), and the need for an HR Manager (question 13).  I selected the questions on project importance because, according to Conner (1992) and Beckhard (1975) it is important that all sponsors understand the urgency and importance of the need to change.  This project was important to the sponsor but it was unclear to me whether the importance was understood by the sustaining sponsors.  
I selected questions on turnover causes, source of turnover data, and steps needed to take to improve turnover because the greatest amount of time and effort on the project was spent in addressing these issues.  I had a hunch that the sponsors were not clear about their roles in relationship to the project goals.  I used the survey as an opportunity to confirm or disconfirm my hunch.  I included the last question concerning the need for an HR Manager to manage turnover because the HR Manager role was created in the middle of the project, and my hunch was that Carolyn and Robert were relieved to have an HR Manager to lead the project and guard the process.  

Quantitative Results

The sign test was measured in two ways.  The first way I measured using the Sign Test was to summarize the results of each question for all respondents (see Appendix D).  A score was determined by multiplying the individual rating associated with the response and adding the scores for the four respondents.  The ratings for the Likert Scale were:  Strongly Disagree = 1, Disagree =2; Neutral = 3; Agree= 4; Strongly Agree = 5.  I added the scores for all respondents for each question and compared the total pre score with the total post score to determine the sign of the change.  If the scores were the same, there was no difference.  In the Sign Test, if the probability from the table is less than the level of significance selected (0.05), the null hypothesis is rejected.  If the probability is greater than or equal to the level of significance, the null hypothesis is accepted.  
A result of 0.0461 was calculated.  I rounded it to two decimal places to 0.05 which is equal to the level of significance, the result that would have been expected due to random probabilities.  Therefore, the null hypothesis, that there would be no change in the results due to the project, is accepted and the research hypothesis, that there would be a positive change as a result of the project is rejected.  The statistics state in the first sign test calculation that the project did not make a significant positive difference.

The second way I measured using the sign test was to measure each question for each respondent and measure the sign test for each respondent (see Appendix E).  A result of 0.50 was received for Ron and Robert, which is greater than 0.05, the level of significance.  A result of 0.1445, rounded to 0.14, was calculated for Wally, which is greater than 0.05. Therefore, the null hypothesis is accepted for Ron, Robert, and Wally.  According to the Sign Test, the project did not make a positive difference.  For Carolyn, a result of 0.0107, rounded to 0.01, was received which is less than 0.05, the level of significance.  Therefore, the null hypothesis is rejected, indicating that the project did make a difference for Carolyn.
By individual, my hunch is that the project raised a number of questions that were not answered fully, therefore, causing the results to not make a difference for Ron, Robert, and Wally.  For Carolyn, my hunch is the project brought light to an issue that she had been trying to raise and that she was relieved to get support and acknowledgement from Wally and the other sponsors.  
Qualitative Results

The post survey asked three open-ended questions.  The results are shown in Appendix C.  The results confirmed my hunch about what was important to each of the sponsors and are consistent with their roles.  In response to the first question about concerns they still have about managing turnover, Wally responded with concerns about political considerations, which, from my discussion with him, I believe mean negative press from the community or employees, which could impact their ability to be consistent with all employee discipline and hiring issues.  These are higher level issues that I would expect Wally as the president to identify.  Ron responded that he is concerned about the receptiveness to change by the store managers and department managers.  When I read this response, I was surprised and disappointed.  I was surprised because he and I had discussed change management and key stakeholder buy-in.  In the discussion, he said he would talk with the department managers and he easily expected to get agreement. At that time, I did not probe further to get a deeper answer to test my hunch that it would be more challenging to get buy-in than he thought.  He also rejected the possibility of involving department managers, which I continue to believe will be a concern for him as he attempts to get their full buy-in to the changes he is proposing.  I was disappointed with my ability to engage him productively in a deeper conversation about change readiness and roles.

The second question asked them to identify things they are pleased with from the project.  Wally responded that he was pleased that the project brought focus to the issue.  He was also pleased that he has hard data, as well as soft data to review.  During the data feedback meeting, he said he was glad to have numbers about turnover rates and ethnic makeup of the employee population to review.  He also said he was pleased there will be a work plan to follow.  Ron committed to completing a formal work plan, and Wally agreed to hold Ron accountable for the work plan.  Ron said he was pleased to have agreement on the three priorities, which he would be accountable for delivering.  Carolyn spoke of supporting leaders, which I believe she means department managers, being proactive with hiring the best candidates, and focusing on recruiting for the future.  All of these issues support her role as the store manager and support the department managers who report to her.  Robert spoke of the three steps they will be taking.  Throughout the project, he identified these priorities as key to accomplish.  

The third question was what they learned from the project.  Only Carolyn answered the question.  She learned the perspectives of others through the feedback from the department managers and others.  I was disappointed when I read this.  As discussed in chapter 3, one of my regrets in the project is that we did not have a meeting with the department managers where all the sponsors could talk directly with the managers.  

The other qualitative measure was the discussion that we had during the final project meeting.  We discussed whether the project was complete and if there was anything else to be done to meet their expectations.  The answer from all of them was there was nothing else for me to do.  We did not discuss the project evaluation at length, and I am disappointed that I did not get a clearer picture of what they valued and what learned from the project.

In this chapter, I discussed the quantitative and qualitative project results. In chapter 5, I will discuss personal impact and acknowledge the influence I had as a consultant on the outcome.

CHAPTER 5

Personal Impact

In this chapter, I will describe my family and culture of origin, my work history issues of my personal authority, and personality type. I will explore how these factors influenced my work as a practitioner and the project outcome.  I will use the Myers-Briggs Type Indicator, Step II, and the FIRO-B as vehicles for this exploration.  I will also present feedback that I received from sponsors.
Family of Origin

I am the oldest child in a family of four children.  As an oldest child, I learned to be very responsible and to do everything I could to please my parents.  I attempted to be perfect.  This sense of responsibility and desire for perfection, typical of oldest children, can also be a source of anxiety and worry that I would disappoint my parents.  Another characteristic of oldest children that applies to this project is that low self esteem is experienced if they do not receive the approval of others (Richardson & Richardson, 2000).   As a child, I thought it was my responsibility to take care of Mom or Dad if they were feeling anxious.  I am, therefore, very aware of the anxiety of others and often think it is my responsibility to relieve their anxiety.  

When I did not ask Wally to do more in the data feedback meeting and did not hold him accountable when he missed a meeting with me, I was replaying my oldest daughter role not wanting to bother Wally and trying to do everything myself.  As the project progressed, I realized that I was not collaborating with Wally and the other sponsors and was taking more of the responsibility for commitments myself due to my hesitation to ask them.  I learned from that experience and, after the data feedback meeting, held Ron accountable for his commitments.  

In my family, a family motto is “Don’t rock the boat.”  What this means in my family is that it is not acceptable to confront another or criticize someone.  It is better not to mention something that could be difficult for someone to hear.  For me, it is often very difficult to give feedback or to ask a difficult question without feeling extremely anxious.  In this project, I used immediacy to say to Ron that I experienced him as closed and not open to new ideas. My confidence in using immediacy to challenge clients increased when I realized that he appreciated the question, and he did not see it as negative.    

Culture of Origin

My culture of origin is Midwestern, White, middle class, Protestant, and German American.  The impact on me of this culture is that I have a strong work ethic; I believe in moderation, not being too outrageous, and, in following through on commitments.  As a practitioner, I can be counted on to follow through.  I will propose reasonable, but not wild solutions, and I will work hard on behalf of the client.  In this project, I was true to my culture of origin in that I followed through on my commitments, worked hard to create a strong project for the clients and proposed reasonable and practical solutions.  I believe this had a positive impact on the project.

A part of my culture of origin is a belief that I should earn an appropriate amount of money.  Tension is created when my self-esteem is low–I do not feel worthy of being paid and another part of me thinks I should earn money.  I felt tension and anxiety about asking to be paid for this project because I was not always confident in my consulting skills and did not think I deserved the money.  I took this opportunity to learn to live with this tension and successfully deal with the anxiety about money.  I felt very brave in the contracting phase asking to be paid and, at the end of the project, when I asked to submit an invoice for it.  I was reminded through this process that I do, indeed, deserve to be paid for my work; that pay represents value to the customer and that I can manage my anxiety about asking, which challenges my family of origin taboo about “rocking the boat.”
I grew up in the 1950s in the Midwest in a White suburb of Chicago.  It was common to hear racist jokes in the community and in my family.  I grew up not knowing that racist jokes were hurtful and not appropriate.  I did not grow up with friends of different races and learned that it was frightening to be with people who were different than me.  When I learned more about racism, I felt a lot of shame and guilt that I grew up in a middle class White family.  Through much personal work, I believe I have overcome much of this fear, shame, and guilt.  However, I think I mirrored the discomfort that the sponsors exhibited through most of the project.  I did not have confidence that I knew, for sure, what to do when an employee said the sponsors were racist.  Therefore, my anxiety perhaps amplified their anxiety and fear.  As the project progressed, I became more confident about myself as a practitioner as I remembered that I have done a lot of work.  Wally also regained his confidence that he is not racist.

Personality Type

The Myers-Briggs Type Indicator (MBTI) (Briggs Myers, McCaulley, Quenk, & Hammer, 1998) is an instrument that I use to understand myself and others.  As a practitioner, I facilitate teambuilding sessions using the Myers-Briggs to improve team communication.  In the past two years, I became familiar with the MBTI Step II.  For this project, I will discuss how the MBTI, including the Step II facets (Kummerow & Quenk, 2003), impact my behavior as a practitioner.  With the introduction of Step II, the word facet has been chosen to replace subscale to describe the components of each type preference. 
My MBTI basic type is ENFJ which is extraverted, intuitive, feeling, and judging. The ENFJ profile means that I get energy from interacting with people or things in the outside world, rather than getting energy from inside myself. I prefer looking at the big picture, theories, the future vision rather than looking at the details, reality and facts.  I trust my intuition.  I make decisions by applying person-centered values and considering the impact on people rather than making decisions primarily based on logic and objective analysis.  I tend to be organized and orderly and I like to have a plan rather than being flexible and adaptable, with options open and no plan.

My overall MBTI profile, ENFJ, also means that I tend to bring strong ideals of how organizations should treat people, I take a participative stance in managing people and projects, and I am responsive to followers’ needs.  These preferences came across very strongly when I encouraged them to add the words “for everyone” to their goal “to be the best workplace.”  My strong belief in participation and involving others in a project also came across very strongly.  I brought it up three times with Ron that we needed to reply to the department managers, who I interviewed, and, ideally, to get the department managers involved in the process.  This belief is not solely as a result of my MBTI profile.  Conner (1992) confirmed the power of getting buy-in from key stakeholders in a change process.   

The MBTI Step II breaks down each of the four MBTI continuums:  Extraverted-Introverted, Sensing-Intuitive, Thinking-Feeling, and Judging-Perceiving, into an additional four continuums.  Step II provides a more detailed breakdown for each continuum and describes facets of Myers-Briggs that otherwise look contrary to the original type.  The facets I will discuss are those I believe impacted this project.  The first is regarding my preference for extraversion.  In Step II, I learned that I am in the midzone, which is between extraversion and introversion, on the facet for “enthusiastic-quiet.”  This means that when I do not know the people or the topic well, I stay in the background, which looks contrary to the extravert type.  In this project, I did not know the people and I was not familiar with the grocery industry, therefore I may have been perceived by the client as timid or quiet.  I do not know if they perceived me that way.  I felt timid and shy when I first met the sponsors and was surprised that I felt that way.

The second Step II difference is with the Sensing-Intuitive continuum.  On the Practical-Conceptual facet, I am Practical, which is a sensing trait.  This means that I am pragmatic, results-oriented, and want to apply the theory I learn.  This is out of character for someone who prefers intuition.  When this project was almost terminated, I strongly supported the solution of creating a plan as the revised goal.  I supported this not only because it would allow me to complete the thesis, but because it solved the client’s problem in an innovative, but very practical way.

My Work History and Experience

I have 20 years of experience in various human resources roles, including management, in high tech companies.  The companies I worked for are larger corporations with relatively formal cultures.  In those companies, meetings were scheduled and formal presentations made to introduce issues.  The dress code was business casual for the administrative staff, including Human Resources.  Blue jeans would typically not be worn except on Friday.  I experienced the MTN culture as a casual culture.  Wally wears blue jeans and a t-shirt and rides his bike to work.  The conference table is a ping pong table.  Meetings are scheduled, but are informal in structure.  

FIRO-B-Inclusion and Relationship Behavior
Schutz (1994) developed the Fundamental Interpersonal Relations Orientation-Behavior (FIRO-B) to predict interaction between two people.  Waterman and Rogers (1995) described the FIRO-B as an instrument that assesses three interpersonal needs on scales of 0 (low) to 9 (high).  The first need is inclusion, which is about how much one includes others in one’s life and how much attention, contact and recognition one wants from others.  The second need is control, which indicates how much influence and responsibility one wants and how much one wants others to lead and influence.  The third need is affection, which is described here as how close and warm one is with others and how much one wants others to be close and warm.  Affection, as used in the FIRO-B, describes individual relationships.  Inclusion describes the need with groups.  

The FIRO-B scales measure the need for inclusion, control, and affection on one axis.  Expressed behavior and wanted behavior form the second axis. 

According to the results for the FIRO-B, my expressed inclusion behavior is higher than my desired inclusion behavior from others with a sum score in the medium range.  My wanted behavior for control is higher than my expressed behavior with a sum score in the medium range.  My expressed behavior for affection is higher than the affection behavior I want from others with a sum score in the high range.  

The medium sum score for control implies that I generally like a moderate amount of structure and clarity around authority in order to accomplish tasks.  I noticed that I was uncomfortable that the sponsor roles were, in my opinion, not clearly defined.  Some of that was my judgment that, for a successful change project, the roles needed to be defined and understood by the sponsors.  Part of my discomfort is a reflection of my FIRO-B score for control.

The high sum score for affection indicates that I generally like a lot of warmth and closeness in my individual relationships.  I became aware of my discomfort with the formal nature of my relationships with the individual sponsors after the data feedback meeting.  It was at that same time I realized that I might be trying to act the role of the consultant, instead of authentically bringing my signature presence as a practitioner.  Part of that discomfort is a reflection of my FIRO-B score reflecting a strong desire for closeness in personal relationships.  After data feedback I changed my relationship with Ron.  I remembered I can be appropriately close in a professional relationship by being authentic and not acting the role of consultant.
Feedback From Sponsors

I received feedback from sponsors at two different times.  During the meeting with Robert and Ron when the project was nearly terminated, I asked them for feedback about myself as a consultant.  The things that I did that they reported as helpful were keeping them focused on a topic gave them new information, paraphrasing and listening pretty well, and challenging them and forcing them to challenge me back.  They said it was easy to challenge me, unlike their negative experience with other consultants.  I kept them on task and kept the dialogue open.  Overall, they said it was positive.
They said there were some things that I did that were not helpful or that I could improve.  They said they had too many priorities.  My recommendations to them were too vague.  They said there were long periods between meetings and Robert would lose track.  He said that four weeks is a long time, especially if it’s a hot topic.  They needed a better idea of the goal–in meetings and for the project.  That was especially true for Ron, who joined the project late.  Ron also said that Wally checked out at the end of the data feedback meeting and did not pay attention, that Wally needs action, simple solutions,   and is afraid of inertia.  My hunch is that those things are true for Ron and may be true for Wally.
The second time I received feedback was after the project ended.  I asked Wally, via email, to tell me two things I did that were helpful and two things I did that were not helpful.  He said, “You created a situation were we focused on the issue and provided both hard data and less tangible, but equally important, ‘emotional’ data about the issue.  The combination was helpful in putting together our workplan.”  One of the things that he identified that was not helpful was something I said to him in my last meeting with him.   I said I had learned that my style was slower than his style.  He said that I had a “little too much process for a fast moving organization like ours.”  He said that was the only thing I did that was not helpful.
In chapter 6, I will describe a summary of the project, my conclusions about the project as a whole, and my learnings.
CHAPTER 6

Summary and Conclusions

Summary

In this final chapter, I present a summary of MTN, the goals and results for the project, and draw conclusions about the project.  Finally, I summarize my learnings.

Project Summary

The client system is a privately held chain of four grocery stores, MTN Markets, in Oregon.  It sells products that are healthy and, where possible, made or grown in the local area, as well as regular products.  Their industry sector, natural and specialty stores, is considered the fastest growing sector of the grocery industry.  Four stores were opened within three years, with a fifth planned to open at the end of 2003.  Wally, the President, and Ron, the HRD Manager, consider this fast growth.  

Wally presented a concern about turnover, particularly of African American employees, which became the focus of this project.  In this action research project, a sustaining sponsor, Robert, and I collected turnover data quantitatively and qualitatively.  The quantitative data included analyzing turnover data that was collected in categories by department, race, age, sex, and involuntary and voluntary termination status.  The same demographic data of race, age, and sex was collected and analyzed for current employees.  According to the sponsors, this was the first time that data on the current and terminated employees was collected for MTN Markets.

To gather qualitative data, I interviewed all the department managers.  The data was summarized, grouped into themes, and presented with the quantitative data in the data feedback meeting.

Sustaining sponsor roles changed twice during the project.  In both cases, the positions had been newly created.  Robert had been in his new position for less than one month when we first met to discuss the project.  Ron had been in his new job for less than one week when we held the data feedback meeting.   This contributed to the change in project goals.  I consider the change in sponsorship one of the themes of the project.  I will describe my learning about the themes later in this chapter.

The final project goal was to create a plan that addressed the three updated priorities identified in the data feedback meeting.  Ron would lead the implementation of these priorities after this project was completed.  

Three significant events occurred during this project.  The first event occurred when the sponsor saw the quantitative data during the data feedback meeting.  The results reduced his concern about the problem.  Although I was not aware at that time that his anxiety was reduced, as I discussed it with him at the final sponsor meeting, I realized that it impacted his urgency for the project to continue.

Identifying accountability as an issue for the sponsors was the second significant event.  I facilitated a discussion at the end of the data feedback meeting about accountability and held Ron accountable to me for his commitments toward the end of the project.  I think my relationship with Ron and my effectiveness as a consultant increased when I held him accountable.

In the final sponsor meeting, Wally said that he “got his confidence back” about discussing racism.  From our discussion, we went into the final project meeting with the sustaining sponsors, Robert, Ron, and Carolyn.  Wally discussed getting his confidence back and also that he may have contributed to a lessening of Carolyn’s confidence due to some of his actions.  This is the third significant event.
As a result of this project, the organization changed to focus on an identified issue of turnover and created a plan to address the issue, and the President regained his confidence in discussing racism.  

My Learning

About the Intervention Design

Upon reflection, after the project, I realized that the sponsors and I had some accurate hunches about the causes of turnover.  We could have done some statistical measurement, along with the department manager interviews.  That would have given us quantitative data along with the qualitative data.  I think that the combination of qualitative and survey data would have been more powerful for the sponsors, particularly when joint problem solving did not take place with the department managers.  
After the project ended, I reflected on the design decision not to interview African Americans who were terminated and realized that the decision was, in part, made out of fear and discomfort of all of us as middle aged White people to talk with young African Americans, some of whom left MTN due to conflict.  Wally and Robert said they were concerned about legal issues and thought the managers would be sufficient to interview.  I was uncomfortable as I considered the legal issues and interviewing employees who were angry.  That was a critical design decision that could have taken the project in a very different direction.  I do not believe there is a right answer here, but am aware that the design decisions we made did not put the sponsors in contact with key stakeholders.

For My Future Practice

My language needed translation.  In retrospect, my recommendations on what they could do as a result of the data feedback were vague, using language that was not easily understood, and that contained many references that are understood in the LIOS culture, but that require translation in other cultures.  As I prepare my consultant toolkit, I intend to spend time translating  some of the key concepts I learned into more common language and perhaps using metaphors so others can easily understand what I am saying.  

  I presented the Waterline Model in the data feedback meeting in a way that did not engage them in discussing the issue at hand.  I discussed it in more of an academic style.   The sponsors did not ask questions about it.  In the future, I intend to facilitate more of a dialogue about it.

Follow through on sponsor meetings.  After data feedback, Ron said I should cancel my meeting with Wally and meet with Ron instead. In the future, when I am faced with a request from a sustaining sponsor that I do not need to meet with the sponsor, I believe that I will still plan to meet with the sponsor so I know what the sponsor’s urgency is and how they plan to hold the sustaining sponsors and me accountable for progress.  I am conjecturing here that I could have been aware earlier that this project was not urgent and determined with the sponsor what to do.

I remain convinced that the priorities to make the hiring process consistent and to implement a consistent performance management process on how employees are disciplined are adaptive challenges that they are choosing to treat as technical challenges.  The priority to create a human resources information system (HRIS) to continue to track turnover data is a technical challenge.  A challenge for me is to accept that handling the first two priorities as technical challenges is what they were ready to handle.  My consulting skills and awareness that the challenges are adaptive ones did not change how they approached the issues.  Assessing and accepting client readiness will be a key intention for me as I do consulting work.
About Action Research as a Change Agent

My eagerness overshadowed the message.  In my excitement about working with MTN and with Wally, I eagerly assumed that, as a result of data collection, we would find something to work on and that the project would solve a problem for MTN and meet the requirements of the MTP process.  As I look back on the project, there was a clue in the very first meeting with Wally that the project might not go implementation.  Wally clearly said that if the data showed there was a problem, he wanted to address the issue.  There are two things I learned from this.  First, I was so eager to work with a company that I revered, that I ignored warning signs.  In the future, I will ask myself if I am overlooking key information in my eagerness.  Second, I assumed the project would go to implementation because I could not imagine there would not be issues identified.  I am reminded that the client must be ready to make a change in order for the change to happen, not just because I am aware of an issue.

Vague goals.  As I reflected after the project was completed, I realized the agreed upon goals were vague and not clearly defined.  In the final measurement, Robert’s scores on the survey did not show a positive change for him in understanding turnover or his role in addressing turnover.  The goals that he and I agreed on were not specific or actionable, nor did they include a method of measuring the results.  When Ron became the sustaining sponsor and we changed the goals, I still did not discuss how we would know if the project was successful and how we would measure the outcome.  In both cases, agreeing on the measurement of outcomes was not in my awareness.  In hindsight, I realized how important it is to have measures that were agreed upon by the sponsors so we all would be held accountable.  I think this was an oversight on my part.

Collaborative relationship.  What I realize now, as I look back on the data feedback meeting, is that I failed to be fully collaborative with the sponsor, Wally, and the sustaining sponsor at that time, Robert, by not developing the presentation and analyzing the data with them.  Block (1999) confirmed that it is desirable to have sponsors participate in the analysis of the data, as they are ultimately the ones who have to take responsibility for their own situation.  I did not engage Robert in reviewing or presenting the turnover data because I saw him taking on a lesser role in the project now that Ron was being asked to be the lead sponsor.  I think I let Robert off the hook by not involving him in presenting the data that he helped compile in the early stages and perhaps contributed to the survey data with lack of clarity about his role.
In the meeting, I experienced questions and concerns from them about the data.  Block (1999) confirmed that what I experienced was resistance.  Paradoxically, they were asking me to defend the data that was intended for their learning.  At that moment, I was not aware that it was resistance.  I thought I needed to explain the data more thoroughly.  It is only as I am writing this section that I understand that it was resistance, not a failure on my part to clearly represent the information.  

Involve department managers.  I assumed the department managers would be involved in the action planning process, and that, in fact, that would be one of the key steps in implementation.  Robert and I discussed it as one of the steps in the action research process in two of our early meetings.  He agreed to all the steps.  However, when the question was raised in the post data feedback meeting whether we would meet with the department managers, he did not remember our prior discussion.  I think he agreed with me in our early discussion without having a full understanding of what the steps in action research meant.  This is an example where I did not ensure that he understood all that we discussed.  The assumption on my part that department managers would be part of the action planning process led me to spend a lot of time, the majority of the contact hours, interviewing and building relationships with the managers.  In the interviews, I told the managers that there would be a meeting where these issues would be discussed.  The managers sounded eager to me to participate in such a meeting.  In retrospect, I would have either contracted more clearly that manager involvement was a requirement of the action research process to bring the sponsors and target in contact with each other and the issue or would have changed the interview process to interview a random sample of managers, therefore spending less time on the interviews.  

Handling resistance.  In the meeting where the project was nearly terminated, I now realize that it would have been more helpful for me to ask questions about what Ron and Robert were experiencing instead of proposing my ideas about how to handle the situation.  In the future, I hope to be aware of the resistance in the moment.  When I am aware, I intend to slow down the process, name, and explore the resistance.
In the data feedback meeting, I came prepared to present the data and to make recommendations.  What I experienced was that the client did not deeply discuss the issues and focused more on my recommendations.  In the future, I intend to ask questions that help them explore the issue, instead of making so many statements and recommendations.  I think this will engage the clients more in solving their problem.  

About Myself

Push my values. I used my role as a consultant to unconsciously push on the sponsors some of my values of diversity and a participative democratic process.  I encouraged them to include the words to be a good workplace “for everyone” in the goal statement.  Ron and Carolyn both voiced disagreement with that.  Robert agreed to add them.  The words were later eliminated.  What I learned from that is how damaging it is to my relationship with the client to push my agenda.  It wasted time and they spoke about their disagreement with adding the statement in a tone of voice that I interpreted as annoyance.  In the future, I will check myself to see if I’m encouraging them to do something because the theory or research says it’s a good thing to do, or whether it’s my own values that are motivating me.

FOO issues.  I learned, as I reflect back on the project, that I think I may have contributed to the anxiety about race.  At the very least, I was uncomfortable because I did not have a solution for the questions about race and I could not give them coaching on how to specifically talk with African American teenagers.  I expected myself to be an expert consultant on race, which was not my role.  The FOO issues of wanting to be responsible, and discomfort with race were triggers for me.  I was not accepting of my discomfort, therefore I think I failed to act in an authentic way with the client.  My intention in the future is to sit with my own anxiety and discomfort and ask myself how I think it is impacting me or the client at the moment.  
Wally was difficult for me to contact due to his travel busy work schedule and I allowed that to be an excuse for not asking him to do more.  I was pleased that I got him to open the meeting with his statement of how important the issue was to him and I allowed that to be adequate.  I did not even think about asking him to present the data and did not have an adequately collaborative relationship with him to ask him to do that.  I was also behaving in my FOO eldest child pattern wanting to take care of everything.  I realize this now as I reflect back on the project and intend to be clearer in the future in the contracting phase about how I will work collaboratively with sponsors.

In this chapter, I summarized the project, what I learned about action research, about myself, and about myself as a practitioner.  I described how I intend to apply the learnings as a practitioner. 
 I am very grateful to my Pro Consult group, the LIOS faculty, and my adjunct faculty for this experience.  The MTP project and writing the thesis have been a magnificent learning opportunity for me. 
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APPENDIX A
Project Timeline   
	Action Research Phase
	Target Date
	Actual Date
	Type of Interaction
	Contact Hours
	Content

	Entry and Contracting
	Jan – Feb 24
	Jan. 14, 2003
	Meeting
	1.5
	Introductory meeting with President

	
	
	Feb 19 and 24
	Meeting
	3
	Contracting with first sustaining sponsor.  Preparation for mtg with sponsor

	
	
	Feb. 27
	Meeting
	1.5
	Sponsor and sustaining sponsor; project agreement

	Discovery and Dialogue
	Feb 24-April 4
	March 12
	Meeting
	1.5
	Turnover data discussed

	
	
	March 26
	Meeting
	2
	Met second sustaining sponsor

	
	
	March 27-May 6
	Meetings
	24.5
	Interview all department managers

	Feedback and Decision to Act
	April 14-18
	May 13
	Meeting
	1
	Prepare sponsor for data feedback

	
	
	June 4
	Phone
	1
	Update to new sustaining sponsor

	
	May 20
	June 5
	Meeting
	2.5
	Feedback to sponsor and 3 sustaining sponsors

	
	
	July 14
	Meeting
	2.5
	Project implementation stopped by 2 sustaining sponsors

	
	
	July 22
	Email
	
	Project reconvened

	Engagement and Implementation
	April 21-May 1
	Aug 8, 15 and Sept 8
	Meeting
	5.5
	Implementation and project plan

	
	
	Sept 12
	Meeting
	.5
	Final meeting with sponsor; prepare for final project meeting

	Measurement,

Evaluation,

Extension, Recycle or Termination
	May 5-16
	Sept 12
	Meeting
	1.25
	Pre and Post Data Collection; Project plan presentation; Final discussion of goals and next steps; Project evaluation

	
	
	
	Total:
	48.25
	


APPENDIX B
Pre Project Survey Tally
Market PRE Project Survey   TALLY                       September 12, 2003
These questions are asked of the President, Operations Manager, Dahlia Store Manager and Human Resources Development Manager.

Please answer these questions based on your experience.  Mark an X below the response that most closely matches your answer.

PRE-SURVEY Answer these questions as you were thinking before the project began in February 2003

1.  I was clear how important it is to New Season’s future that the employee population reflect the neighborhood.

	Strongly Disagree     1
	Disagree
       2
	Neutral
       3
	Agree
      4
	Strongly Agree
          5

	
	
	
	R,C
	Ron, W


2.  I was clear that a change was needed to improve turnover rates at Dahlia.

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	
	R, C, W, Ron
	
	


3.  I understood the causes of turnover at Dahlia.

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	R
	W
	C, Ron
	


4.  I understood the causes of turnover of African Americans at Dahlia.

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	R, C, Ron
	W
	
	


5.   I knew the turnover data for Dahlia or where to find it.

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	Ron, W
	R, C
	
	
	


6.  I knew the turnover data by department for Dahlia store or where to find it.
	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	Ron, W
	R, C
	
	
	


7.  I knew the thoughts of the department managers about causes of turnover at Dahlia.
	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	R, C, Ron, W
	
	
	


8. I knew the steps we needed to take to improve the turnover at Dahlia.

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	W
	R
	C
	Ron
	


9. I knew my role in improving the turnover at Dahlia.

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	
	R, C, W
	Ron
	


10. I knew the Operations Manager’s role in improving turnover at Dahlia.

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	C
	R, Ron, W
	
	


11. I knew the President’s role in improving turnover at Dahlia.

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	C
	R, Ron, W
	
	


12. I knew the Store Manager’s role in improving turnover at Dahlia.

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	
	R, W
	C, Ron
	


13. We needed an HR Manager to manage turnover for all the stores

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	
	
	R, C, W
	Ron


Key:  
R = Ron

C = Carolyn

W = Wally

Ron = Ron
APPENDIX C 
Post Project Survey Tally
Market POST Project Survey TALLY

  September 12, 2003
These questions are asked of the President, Operations Manager, Dahlia Store Manager and Human Resources Development Manager.

Please answer these questions based on your experience.  Mark an X below the response that most closely matches your answer.

POST SURVEY Answer these questions as you are currently thinking, as the project is ending.  

1.  I am clear how important it is to New Season’s future that the employee population reflect the neighborhood.

	Strongly Disagree     1
	Disagree
       2
	Neutral
      3
	Agree
     4
	Strongly Agree
            5

	
	
	
	R, W, C
	Ron


2.  I am clear that a change is needed to improve turnover at Dahlia.

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	
	W, R
	C
	Ron


3. I understand the causes of turnover at Dahlia.

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	R, C
	
	W, Ron
	


4. I understand the causes of turnover of African Americans at Dahlia.

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	Ron, R
	C
	W
	


5. I know the turnover data for Dahlia or where to find it.

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	Ron
	R
	C
	W


6. I know the turnover data by department for Dahlia or where to find it.
	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	Ron
	R
	C
	W


7. I know the thoughts of the department managers about causes of turnover at Dahlia.  *

Market POST Project Survey

       September 12, 2003
	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	R
	Ron
	W
	


* Carolyn did not respond to this question

8. I know the steps we need to take to improve the turnover at Dahlia.

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	R
	W
	C
	Ron


9. I know my role in improving the turnover at Dahlia.

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	R
	W
	C
	Ron


10. I know the Operations Manager’s role in improving turnover at Dahlia.

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	
	R,W
	C, Ron
	


11. I know the President’s role in improving turnover at Dahlia.

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	
	R,W
	C
	Ron


12. I know the Store Manager’s role in improving turnover at Dahlia.

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	
	R,W
	C
	Ron


13. We need the HRD Manager to manage the turnover project for Dahlia.

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	
	R,W
	C
	Ron


14. The turnover data had the following impact on me.  I was:

	Very surprised
	Somewhat surprised
	Confused
	It confirmed my hunches
	It made sense to me

	
	
	R
	Ron
	C, W


15. I understand the steps in the HR project plan

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	
	
	R, W, C, Ron
	


16.   I understand how we will measure our results in the HR project

	Strongly Disagree
	Disagree
	Neutral
	Agree
	Strongly Agree

	
	
	C
	R, W, Ron
	


Market POST Project Survey

       September 12, 2003
Note:  All responses received for Questions 17-19 are listed.  Each participant did not complete question 17, 18 and 19. 

17. Concerns I still have about managing turnover:

Wally

Potential for political considerations to impact decision consistency

Ron

Receptiveness to change of Store Managers and Department Managers
18. Things I am pleased about from this project:

Carolyn

Focus on leadership training

Focus on applying consistent tools to support leaders

Focus on recruiting for future, getting positive emphasis going, being proactive, getting the best possible candidates
Wally

Focus on the issue.  I have hard data (vs. soft) to review.  Work plan to follow.

Robert

3 steps we’ll be taking

Ron

It seems that we have agreement on what we need to do.
19. What I learned from the project:

Carolyn

Others’ perspectives-feedback from department managers on what they see, as well as all involved with project.
Thank you very much for participating with me.  I have enjoyed working with you all and am very grateful for the thesis project.  
Pam
APPENDIX D 
Sign Test Summary Results
SIGN TEST SUMMARY RESULTS

	Question
	Pre Test Score*
	Post Test Score*
	Sign

	1
	18
	17
	--

	2
	12
	15
	+

	3
	13
	12
	--

	4
	9
	11
	+

	5
	3
	14
	+

	6
	3
	14
	+

	7
	8
	9 **
	+

	8
	10
	14
	+

	9
	13
	15
	+

	10
	11
	14
	+

	11
	11
	15
	+

	12
	14
	15
	+

	13
	17
	15
	--

	
	
	
	

	
	
	Total negative changes = 3
	

	
	
	Total positive changes = 10
	X = 3

	
	
	Total equal changes = 0
	

	
	
	Number of positive or negative questions
	N=13

	
	Probability result for 
	N= 13  X= 3  is:  0.0461
	Round result to: 0.05

	
	From Sign Test Table
	(Swanson 2001) p. 135
	


* Determined by adding the scores:  Strongly Disagree = 1, Disagree = 2, Neutral= 3, Agree = 4 and Strongly Agree = 5

** Carolyn did not answer the Post test.  Result includes 3 scores.

Null Hypothesis:  That there would be no change in the results due to the project.  

Research hypothesis:  That there would be a positive change as a result of the project.

If the probability from the table is less than the level of significance selected (.05), reject the null hypothesis.  If the probability is greater than or equal to the level of significance, accept the null hypothesis.  
A result of 0.0461, rounded to 0 .05 is equal to the result of 0.05, which would have been expected due to random probabilities.  

Therefore, the Null hypothesis accepted and the Research hypothesis is rejected.  The statistics state that the project did not make a positive difference on the goal.
APPENDIX E
Pre and Post Sign Test Results by Individual

	Question
	Ron Pre
	Ron Post
	Sign Difference
	Wally Pre
	Wally Post
	Sign Difference
	Carolyn Pre
	Carolyn Post
	Sign Difference
	Robert Pre
	Robert Post
	Sign Difference

	1
	5
	5
	0
	5
	4
	-
	4
	4
	0
	4
	4
	0

	2
	3
	5
	+
	3
	3
	0
	3
	4
	+
	3
	3
	0

	3
	4
	4
	0
	3
	4
	+
	4
	2
	-
	2
	2
	0

	4
	2
	2
	0
	3
	4
	+
	2
	3
	+
	2
	2
	0

	5
	1
	2
	+
	2
	3
	+
	2
	4
	+
	1
	5
	+

	6
	1
	2
	+
	1
	5
	+
	2
	4
	+
	2
	3
	+

	7
	2
	3
	+
	2
	4
	+
	2
	NA
	NA
	2
	2
	0

	8
	4
	5
	+
	1
	3
	+
	3
	4
	+
	2
	2
	0

	9
	4
	5
	+
	3
	3
	0
	3
	4
	+
	3
	3
	0

	10
	3
	4
	+
	3
	3
	0
	2
	4
	+
	3
	3
	0

	11
	3
	5
	+
	3
	3
	0
	2
	4
	+
	3
	3
	0

	12
	4
	5
	+
	3
	3
	0
	4
	4
	0
	3
	3
	0

	13
	5
	5
	0
	4
	3
	-
	4
	4
	0
	4
	3
	-

	Total:
	41
	52
	
	36
	45
	
	37
	45
	
	34
	38
	

	Sign total:
	
	
	9 +

4 zeroes

0 minus
	
	
	6+
5 zeroes

2 minuses
	
	
	8+

3 zeroes

1 minus
	
	
	2+
10 zeroes

1 minus


NA – Carolyn did not respond to question 7
SIGN TEST

N= the number of paired questions minus the number of zero change


x= the lesser of the number of pluses and the number of minuses


p= the probability of this response according to the Sign Test Table

	Results - Ron
	Results – Wally
	Results – Carolyn
	Results – Robert

	N=13-4=9
	N=13-5=8
	N=13-3=10
	N=13-10=3

	x=4
	x=2
	x=1
	X=1

	p=0.50
	p=0.1445
	p=0.0107
	p=0.50


The null hypothesis tested in this project was:  that there would be no change in the results due to the project.
The research hypothesis was:  that there would be a positive change as a result of the project.  A level of significance of 0.05 or 5% was selected.

If the probability from the table is less than the level of significance selected (0.05), reject the null hypothesis.  If the probability is greater than or equal to the level of significance, accept the null hypothesis.

For Ron, Wally and Robert, the results for the table of 0.50 and 0.1445 are greater than 0.05, therefore, the null hypothesis is accepted.  For them, the project did not make a difference.

For Carolyn, the result from the table of 0.0107 is less than 0.05, therefore the null hypothesis is rejected.  For Carolyn, the project did make a positive difference.
Wally President


Project  Sponsor ponsor





Robert 


Operations Manager started January 2003





Ron


Human Resources Manager started May 2003








Carolyn


Dahlia Store Manager


Leave of absence Feb-March 2003








Dahlia Store Department Managers
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