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This special section of the Organization Development
Review features a group of articles authored by indi-
viduals who are currently pursuing a Doctorate degree
in Organization Development. In presenting these
articles as a special collection, we wish to highlight
the role the OD Review plays in nurturing the next
generation of broadminded, discipline-spanning OD
scholar practitioners.

Each of the articles presented here represents an
individual accomplishment on the part of the authors
as they mark their progress in becoming OD scholar
practitioners. Through their writing they are connect-
ing past experiences to new learning, applying theory
to real problems, developing their voice and their
Use of Self.

The OD Review has traditionally maintained a
diverse Review Board and is committed to a develop-
mental review process that is uniquely suited to helping
OD doctoral students produce a publishable manu-
script. Each of the authors in this special section ben-
efited from the guidance of a group of seasoned OD
scholar practitioners from the ODR Review Board who
were critical to assuring that each manuscript repre-
sented adequate depth, quality of writing, and elevated
the OD perspective by bringing in OD theory.

This special section is a product of the combined
efforts of the authors and the reviewers. The resulting
collection of articles serves as an exemplar for how OD
is and always will be a continuously evolving body of
theory and practice that is capable of incorporating new
ideas, perspectives, and approaches into everyday prac-
tice in order to meet the ever-changing needs of organi-
zations and the people in them.

The ODR editorial team extends its deepest appre-
ciation to reviewers George Hay, Debra Orr, and Argerie
Vasilakes for their commitment to conducting high-
quality developmental reviews and for sharing their
expertise in guiding this project.

In the first article Raynel Frazier brings an OD
perspective into the world of artistic programming

and explores the alignment between an arts organiza-
tion’s values, their commitment to diversity, and their
artistic programming.

The role OD can play in law enforcement is explor-
ed by Herbert Homan through the lens of his expe-
rience as a state trooper in Ohio with insights into
the way organizational culture influences officer
decision-making.

Val Kaba brings his experience in banking to a sys-
temic evaluation of banking industry practices and
explores ways the banking industry can promote better
banking habits in low-income communities.

Sara Kline uses her experience in local government
to take us to the Heart of a City with an exploration into
the relationship between empathy and practices used to
design and implement municipal public policy.

Alignment between enterprise IT solutions and
an organization’s business objectives is explored
by Ebony Lothery through a case study in IT gover-
nance structure and process improvements in a local
governmental agency.

Carla McKnight shares perspectives from her back-
ground in HR that led her to embrace Use of Self as a
Secret Sauce for OD and provides insights into ways OD
practitioners can partner with leaders to integrate Use
of Self into organization culture.

Inspired by his experience of having strong women
as mentors, David Perry builds a case for how cross-
gender mentorship can be a powerful way to real-
ize the the unrealized potential of both male and
female leaders.

Creating this Special Section of OD Review has been
a rewarding learning experience for everyone involved.
The project is brought to its conclusion with a final
postscript written by Argerie Vasilakes that captures the
reflections from both the authors and the reviewers.

Lisa Meyer, EdD
Associate Editor,
OD Review
lisameyer@att.net
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“While statements of solidarity, mission statements, DEI statements, and new Chief Diversity

Officers are seen as evidence of an organization’s commitment to diversity, some wonder if

the same value is revealed through the artistic programming...”

By Raynel Frazier

Aligning Diversity Values
with Artistic Programming

Abstract

This article explores how the value of diversity is revealed in an organization’s
artistic programming and examines the relationship between artistic program-
ming and an organization’s commitment to diversity. Building upon Schein’s
(1982) model of organizational culture, I argue that artistic programming reveals
an organization’s commitment to the value of diversity and that value statements
should align with artistic programming. The programming value alignment
cycle is introduced as a tool to examine and evaluate an organization’s commit-

ment to diversity.

Keywords: diversity, arts programming, alignment

An annual event for non-profit arts orga-
nizations is the announcement of their
performance seasons to the public. Press
releases and social media campaigns that
outline the performances for the year are
distributed to audiences who wait in antici-
pation to see what new commissions will
be presented or if their favorite artist is
performing. As the programming man-
ager at a large non-profit arts organization
in New York City, the season announce-
ment followed by opening night was my
favorite time of year. Finally, others got
to see what we’d been cooking up during
those many months we spent picking art-
ists, developing shows, and paying close
attention to our mission and the story we
wanted to share. After many years working
on artistic programming teams, I believe
the artistic programming of an organiza-
tion is essential to demonstrating its values
and defining who the organization is.
Artistic programming reveals an orga-
nization’s commitment to the value of
diversity and value statements should align
with artistic programming. Values are
“enduring beliefs that a specific mode of

conduct is personally or socially preferable
to an opposite or converse mode of conduct
or end state of existence” (Rokeach, 1973).
They are at the core of an individual’s per-
sonality and an organization’s culture
(Cieciuch et al., 2015). This article explores
how the value of diversity is revealed in an
organization’s artistic programming and
examines the relationship between artis-

tic programming and an organization’s
commitment to diversity. These concepts
are important to study because Organiza-
tion Development and Change (OD&C) is

a value-based field, and as OD&C practitio-
ners, we should care about the values of the
organizations we serve.

Organizational Values and Diversity

All individuals have values (Schwartz,
2012) that can direct their actions and deci-
sions in life. Values are a driving force that
steers behavior, guides decision-making,
and defines a desired outcome (Farley

et al,, 2021). Like individuals, organiza-
tions establish values, and these values
direct action and guide decision-making
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within the organization. According to Wil-
liams (2002), values serve as a critical
component of the organization’s perspec-
tive regarding strategic direction, mission
determination, and visioning. In addition
to the literature that examines how orga-
nizations express their values through
mission statements, vision statements,
and strategic plans, there is also litera-
ture that examines organizational values
through the lens of organizational culture.
Hultman (2005) proclaimed that organi-
zations do not have values in and of them-
selves, but because they are comprised of
people, their cultures are shaped by val-
ues that are shared in varying degrees.
Theories of organizational values, such as
Cameron and Quinn’s competing values
framework and Schein’s model of organi-
zational culture, provide a basis for much
of the current literature on organizational
values. For the field of OD&C, this is espe-
cially salient because our values guide how
we engage with our clients (Farley et al.,
2021). Because OD&C practitioners work
from a value-based foundation, it is crucial
to understand, care for, and embrace the
values of the organizations we serve to bet-
ter effect change and organizational health.
I propose that for arts organizations, in
addition to examining the espoused values
and underlying beliefs outlined by Schein
and the competing values described by
Cameron and Quinn, one can look to artis-
tic programming to understand and evalu-
ate an organization’s values.

The Importance of Diversity
for Arts Organizations

Diversity is one of the nine OD values
defined by the OD values circle (Farley et
al., 2021). To embrace the value of diver-
sity “is to accept and promote the unique
presence and contributions of everyone. It
involves emphasizing the importance of
marginalized perspectives and identities.”
(Farley et al., 2021, p. 28). An organiza-
tion may have many values to uphold, but a
commitment to diversity and social justice
is essential today. The murder of George
Floyd by the police in May 2020 triggered
a worldwide racial reckoning. Demonstra-
tions and protests reverberated in cities

worldwide and demands for justice could
no longer be ignored. For arts organiza-
tions, this meant heightened scrutiny from
the public, funders, and employees.
Following the murder of George Floyd,

many arts organizations released state-
ments to the public standing in solidarity
with the Black, Indigenous, and People of
Color (BIPOC) community and reassert-
ing a commitment to diversity, equity, and
inclusion (DEI),with statements like this
from Carnegie Hall:

“On May 31, we announced pub-

licly that the Hall stands in solidar-

ity with the Black community and

all those who seek to use their own

platforms to eradicate racism, vio-

lence, and injustice. Words with-

out deeds, however, mean nothing.

At best, they can only be the begin-

ning: Unless they are translated into

action, our world will never change.

The events of recent weeks have made

it imperative that we reaffirm our pro-

gramming and operations approach

to ensure that the work we do is

meaningful, solutions-oriented, and

driving toward a racially just society.”

(Carnegie Hall, 2020)

Arts organizations also incorporated DEI
language in their mission statements like
this statement from The Public Theater;
“The Public Theater is a theater of, by, and
for the people. Artist driven, radically inclu-
sive, and fundamentally democratic” (The
Public, 2021). In addition to mission state-
ments, some organizations have developed
specific diversity, equity, and inclusion
statements. The emergence of these state-
ments should signal a move toward DEI

in arts organizations; however, even with
an increase in DEI statements, “the degree
to which organizations held themselves
accountable for achieving DEI in the sec-
tor reveals an area where the greatest
amount of bullshitting happens” (Cuyler,
2021, P. 43), many primarily White-serving
U.S. cultural organizations responded
defensively to accusations of elitism and a
harmful rigged funding system that main-
tained the status quo by awarding most
cultural funding to these organizations
while undermining the health and vitality

of cultural organizations by and for his-
torically oppressed communities (Sidford,
2011). Despite promises, many organiza-
tions are still lagging in their commitment
to DEI. “The number of companies with a
Chief Diversity Officer has increased only
marginally in recent years, from 47 percent
in 2018 to 52 percent as of February 2021”
(Baum, 2021, p. 11).

While statements of solidarity, mission
statements, DEI statements, and new Chief
Diversity Officers are seen as evidence of
an organization’s commitment to diversity,
some wonder if the same value is revealed
through the artistic programming, or as
Cuyler (2021) says, are these organizations
bullshitting? Can one examine an arts orga-
nization’s programming season and con-
clude that they value diversity? The artistic
programming may, in fact, reveal more
about the organization’s commitment to
the value of diversity than statements of
solidarity and mission statements.

Referring back to The Public Theater,
whose mission we’ve already stated, their
2021 artistic programming season included
an adaptation of Shakespeare’s play Merry
Wives. In this adaptation, the play is set in
an African immigrant community of Har-
lem and is directed by Saheem Ali, a proud
immigrant from Kenya. The season also
included the program Out of Time, a col-
lection of new monologues by five award-
winning Asian-American playwrights, and
The Vagrant Trilogy, which delved into the
Palestinian struggle for home and identity
(The Public, 2021).

Taking a deep look into the entire artis-
tic programming season of the Public The-
ater, the value of diversity is evident as
the programs emphasize the importance
of marginalized perspectives and identi-
ties. Without needing to read their mis-
sion statement, it is clear that The Public
Theater values diversity. Why is this so
important? Because, while most arts orga-
nizations have mission statements, not all
audience members read them; yet, every
person in the audience will encounter the
artistic programming that an organization
produces. Consequently, artistic program-
ming must align with the organization’s
statements that express their commitment
to diversity.



Table 1.

Schein’s Model of
Organizational Culture

Value Alignment Cycle

Artifacts B

What we do—Artistic Programming

Espoused Values ——»)

What we say—Mission, vision, and DEI statements

Underlying Beliefs ——p

What we believe —Individual values of key

organizational stakeholders (culture)

Organizations can no longer be ambiv-
alent or hesitant about their commitment
to DEI; instead, they need diversity to sur-
vive. First, we know that there is a linear
relationship between racial and ethnic
diversity and better financial performance.
“Companies in the top quartile for racial
and ethnic diversity are 35 percent more
likely to have financial returns above their
respective national industry medians”
(Hunt et al., 2015). Second, we also know
that funders are specifically looking to fund
organizations that embrace DEI values,
and several studies break down the positive
impacts of DEI in organizations.

Of highest importance for arts organi-
zations is the Moral Responsibility of the
Artist (Baldwin, 1963), which connects to
the deeper reasons as to why artistic pro-
gramming must express the value of diver-
sity. The writer and social critic James
Baldwin says that we must “Face the fact
that as an artist what you invent says more
about you than it can possibly say about
anything else” (Baldwin, 1963). That means
for arts organizations whose job is to facil-
itate artists’ vision, the artistic program-
ming that is produced says more about the
organization than anything else, including
value statements.

Arts organizations are unique in how
the arts provide a creative critique of soci-
ety, allow for the unspoken expression of
emotions and feelings, and dare the audi-
ence to question and think about their val-
ues. For instance, regarding the musical
style of the blues, the jazz musician Wyn-
ton Marsalis says, “The blues is a heroic
proposition. It is about affirmation in the
face of despair. It’s heroic because it forces
the musician to give art and logic to chaos.”
When asked about the anti-racist protests
around the U.S., Marsalis stated, “The
blues teaches you that sometimes things
don’t work out. And you have to use your

will to create the change you want to see”
(Moon, 1989). These statements show

the complexity and power of art. As cul-
tural gatekeepers (Foreman-Wernet, 2017),
arts organizations are responsible for pre-
senting art that aligns with their values,
and diversity is a value that can no longer
be overlooked.

Programming Value Alignment Cycle

The connection between artistic program-
ming and an organization’s commit-
ment to diversity is predicated on the
alignment of three factors: 1) what we say,
as expressed through value statements,

2) what we do, as expressed through artis-
tic programming; and 3) what we believe,
the individual values of key organizational
stakeholders. These factors make up what
I call the Programming Value Alignment
Cycle, which derives from Schein’s Model
of Organizational Culture (see Table 1)
which includes three levels of organiza-
tional culture: artifacts, the characteristics

Artistic Programming Value Alignment Cycle

of an organization easily viewed, heard,
and felt by an individual; espoused values,
the things an organization says about its
culture and way of operating; and underly-
ing beliefs, the way an organization oper-
ates internally and perceives the world
(Schein, 1985).

While Schein’s model is often depicted
as a pyramid hierarchy with underlying
beliefs as the foundation, the program-
ming value alignment cycle is cyclical (see
Figure 1). “We” is the organization and col-
lective decisions of individuals within the
organization. Therefore, “what we say”
should align with “what we do,” what we
do should align with “what we believe,” and
what we believe should align with “what we
say.” In examining the programming value
alignment cycle, “what we do” and “what
we say” are externally focused, while “what
we believe” is internally focused.

What We Say

In the programming value alignment
cycle, “what we say” refers to the written
or spoken words that publicly express the
values of an organization in a clear, detailed
manner. They are often found in mission
statements, vision statements, statements
of purpose, DEI statements, etc., and can
be found on an organization’s website,
promotional videos, strategic plans, social
media platforms, etc.

& What We Believe 7
W %
Individual Values of Key
Stakeholders (Culture)
internal
What We Do external What We Say
Artistic Programming Mission, Vision, and DEI Statements

Align

Figure 1. Artistic Programming Value Assignment Cycle



What We Do

In non-profit arts organizations, “what we
do” is the artistic programming, which here
is defined as the artistic activities, events,
works, and programs produced by an orga-
nization or individual. These include but
are not limited to artistic educational pro-
grams, performances, art exhibits, and cre-
ative writing and are typically produced by
an artistic programming team.

What We Believe

“What we believe” are the individual values
of key organizational stakeholders. Values
speak to an individual’s character (Lawton
and Paez, 2014) and an organization’s cul-
ture (Cieciuch et al., 2015), and they give
meaning to action (Hilton and Piliavian,
2004). The collective values of key stake-
holders help establish an organization’s
culture (Hultman, 2005) and are “what the
organization believes.” Understanding the
connection between diversity and artistic
programming in non-profit arts organiza-
tions includes the board of directors, execu-
tive director, artistic director, the staff who
implement the work (programming team,
development/fundraising team, and mar-
keting team), and the artists themselves.
The decisions about artistic programming
will always reflect the values of those who
make the decisions.

The Importance of Intention

The key to connecting “what we say,” “what
we do,” and “what we believe” is align-
ment. Stakeholders must align with the
organization’s commitment to diversity as

expressed through written value statements
so that the artistic programming decisions
made by key stakeholders will also reflect

a commitment to diversity. When all three
factors are aligned, artistic programming
will reveal an organization’s commitment
to diversity. On the other hand, when an
organization’s programming does not
reflect a commitment to diversity, there

is a misalignment between what they

believe, what they say, and what they do;
or simply, diversity is not truly a value of
the organization.

After examining and evaluating the link
between artistic programming and an orga-
nization’s commitment to diversity using
the programming value alignment cycle,
what can organizations do to align their
commitment to diversity with their artistic
programming? Be Intentional!

1. Commit to making diversity a value of
your organization.

2. Publicly state your commitment.

3. Get the right people in the room. Hire
staff, recruit a board, and work with art-
ists who value diversity.

4. Examine programming decisions.

Artistic programming will always reflect
the values of those making the decisions.
Therefore, organizations must be inten-
tional about the staff they hire, the board
members they recruit, and the artists they
work with to ensure that their values align
with those stated in the organization’s
mission, vision, and DEI statements. In

addition, these individuals must be inten-
tional about their artistic programming
decisions because it will reveal an organiza-
tion’s values and commitment to diversity.

When looking for examples of pro-
gramming value alignment, organizations
need to look no further than the very art-
ists serve. When it comes to aligning “what
you believe,” “what you say,” and “what you
do,” artists such as Nina Simone, James
Baldwin, Jackie McLean, Wynton Marsalis,
Jon Batiste, and many more have led the
charge. Just as their art is informed by their
worldview, an organization’s artistic pro-
gramming should be informed by its val-
ues, especially when examining diversity.

Artistic programming reveals organi-
zational values; therefore, an organization’s
commitment to diversity should be evident
in its programming. This concept is not
only crucial to non-profit arts organizations
that take on the moral responsibility of the
artist, but it’s also important to the audi-
ences they serve.

Individuals are like arts organizations
in that the “programs” we produce in our
own lives reveal our values. We must be
intentional about what we do because it
says something about who we are and what
we believe. And it is those individual val-
ues, the ones held by the organization’s key
stakeholders, that impact artistic program-
ming decisions, revealing the organiza-
tion’s commitment to diversity.
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“Discretion is necessary for the essential duties involving conflict management
and crime suppression. However, observers may often disagree with the
exercise of discretion and the resulting outcome.”

Influencing Discretion

Law Enforcement’s Challenge in Meeting
Societal Expectations

Abstract

Society expects law enforcement to serve the public by managing the polarity
between preserving public safety and protecting individual rights. But, as we have
seen in the past few years, an imbalance creates turmoil, and neither objective is
satisfied. Criminal justice scholars have identified the need for police reform for
several decades. Yet, the evolution of law enforcement practices has not appeared
to keep up with societal expectations. At the core of every traffic stop, arrest,
search, act of bravery, and incident of misconduct is decision-making. This con-
ceptual article explores the influence of organizational culture in law enforcement
decision-making through the lens of a state-level agency to provide insight into
how leaders can better align officer decision-making with societal expectations
Keywords: police discretion; law enforcement culture; societal expectations; bias,

By Herbert Homan

guilt anxiety

An ongoing concern for law enforcement
is meeting societal expectations for man-
aging the polarity between preserving pub-
lic safety and protecting individual rights.
Herman Goldstein (1977), an Ameri-

can criminologist and legal scholar, wrote
that public interest in police reform is in
response to revelations of police miscon-
duct and the sudden realization that police
services provided in the past were inad-
equate to meet the present needs. He also
referred to several waves of public con-
cern sweeping across the country (Gold-
stein, 19777). Recent events have shown
how an imbalance creates turmoil, and
neither objective is satisfied. As new gen-
erations come to understand the complexi-
ties of policing in a democratic society, law
enforcement needs to be able to adapt to
societal expectations.

The Ohio Statehouse, located in
Columbus is referred to as the People’s
House. It is where individuals can visit and
exercise their First Amendment rights in
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a safe environment. However, following
the events on January 6, 2021, in Wash-
ington, DC, there were increasing con-
cerns for security at state capitols. In
January of 2021, as I stood on the steps
of the Ohio Statehouse overlooking hun-
dreds of demonstrators exercising their
First Amendment Rights, I could not help
but wonder how our society arrived at this
point. I spent 34 years as a state trooper,
with assignments primarily in rural Ohio
and I was insulated from much of the dis-
cord experienced in the more diverse areas
of the country. The events of 2020 and a
few high-profile police shootings in the
City of Columbus would put the prem-
ise of the safe exercise of First Amend-
ment Rights to the test. As a result, for
one last assignment before my retirement
in January 2022, I accepted command of
Capitol Operations.

Reflecting on a lifetime of public ser-
vice, the majority in supervisory roles, pro-
vides me with unique insights into the



business of law enforcement and its many
unique challenges. Paramount among
them is the obligation of upholding public
trust. The public expects law enforcement
to enforce the law and maintain order with-
out violating individual rights. Meeting this
expectation leads to the issue of discretion,
with the lowest-ranking police officer in

a position to exercise the most significant
discretion (Wilson, 1978).

Institutional factors have a consider-
able impact on individual officer decision-
making. The actions of individual officers
often overshadow the agency’s responsi-

bility to understand how institutional fac-
tors can support a culture inconsistent with
public service. Leadership and culture are
interconnected, and the most significant
responsibility of leaders is to manage cul-
ture (Schein, 201y). I do not overlook the
importance of individual accountability or
discount other approaches to police reform.
However, I believe progress is limited when
the organization fails to recognize and act
on the factors that adversely impact an offi-
cer’s judgment and decision-making.

This conceptual article explores the
influence of organizational culture in law
enforcement through the lens of a state-
level agency. My aim is to provide insight
into how leaders can better align officer
decision-making with societal expectations.
I use the Ohio State Highway Patrol in my
analysis for three reasons. First, my lengthy
service at all levels has given me a unique
insight into the organization’s culture. Sec-
ond, the Ohio State Highway Patrol enjoys

a rich history and solid reputation in the
state of Ohio, as evidenced by a 2021 pub-
lic survey that rated the Ohio State High-
way Patrol as excellent or good (93%) as a
law enforcement agency (OSHP Office of
Planning, Research, and Development—
Statistical Analysis Unit, 2021). Third is
that the leadership at the Ohio State High-
way Patrol is open to collaborative efforts
aimed at improving service to the public.
Although this article is limited to law
enforcement culture, it is hoped that the
insight gained has broader applications
across all organizations.

Organizational Culture

Culture refers to a pattern of basic assump-
tions developed and accepted by a group to
cope and adapt to external forces and inter-
nal integration. Time and the intensity of
shared experiences will shape the strength
of the culture (Schein, 1990). Once
formed, a leader may have to conform to
the culture’s norms for consistent inter-
action between the culture and the organi-
zational leadership (Schein, 2017).

Discretion is necessary for the essen-
tial duties involving conflict management
and crime suppression. However, observers
may often disagree with the exercise of dis-
cretion and the resulting outcome. More-
over, the trooper realizes the potential for
hostility and violence and is uncertain how
much influence his authority as a trooper
will have in any given situation. In these
situations, a trooper may exceed his author-
ity (Goldstein, 1977).

A trooper must successfully graduate
from the academy and complete field train-
ing before assuming the full responsibility
of their position by themselves. Afterward,
the first primary decision is determining
how to direct their efforts when not han-
dling calls for service. Selective enforce-
ment is often at the center of a discussion
about officer discretion; however, there are
many more aspects of decision-making
to consider. For example, a trooper may
decide where to work based on targeting a
specific type of crime or instead assume
a reactive posture. In addition, techniques
employed require discretion in determin-
ing when and how to engage the public,
along with many decisions to arrest, issue
a warning, or to provide assistance. Finally,
the trooper makes choices involving using
force ranging from the officer’s presence
to lethal force.

As a young trooper, I worked the night
shift. When not dispatched to a service call,
I chose to focus on detecting and arresting
impaired drivers. While I was assigned an
area, [ would patrol roads that I found to
be used by impaired drivers. My approach
was to stop as many cars as possible for
various traffic violations to increase my
probability of finding an impaired driver.
Other troopers focused on stolen vehicles,
some on truck violations, and some were
content to take enforcement for ordinary
traffic violations. At the time, I did not con-
sider the motivation for my actions. Fur-
ther, when I became a supervisor, I found
that troopers could explain what they did
but, at times, struggled to explain why. The
why is at the core of decision-making and
worth exploring.

Training and Socialization

In the Ohio State Highway Patrol, troopers
develop deep beliefs, attitudes, and values
during socialization, becoming part of their
identity (Burke et al., 2009). This socializa-
tion begins with academy training, where
all troopers in Ohio share a common bond
dating back to 1933. Organizational arti-
facts such as the academy facility, histori-
cal icons, uniforms, and enforced military
demeanor create an intense environment.
The rigorous training is similar to a mili-
tary boot camp, where discipline is central
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to the experience. I graduated from the
same academy as my father did 21 years
earlier, with the same judge administering
our oath of office. This long shared history
and intense experience form the founda-
tion of a strong culture (Schein, 1990).
There are clear expectations of what it
means to be an Ohio State Trooper with a
common assertation that you are a trooper
24 hours a day.

The Academy experience provides a
foundational understanding of expecta-
tions, which is necessary given the author-
ity and discretion to meet daily demands
effectively. Expectations are fluid and
require ongoing refinement and reinforce-
ment through training, policy, and commu-
nication. The culture that is created is an
outcome of this process; however, leaders
can leverage the positive aspects of the cul-
ture to meet societal expectations.

Peer Relationships

A trooper, once socialized, learns to hold
shared assumptions that provide meaning,
stability, and comfort in an unpredictable
environment. As a defense mechanism,
anxiety that arises from the inability to
understand external events leads to auto-
matic patterns of thinking, feeling, and
behaving (Schein, 1990). Expectations are
reinforced by a unique culture that empha-
sizes loyalty and trust among its mem-
bers. Similar to a military environment,
the expressed reason is the need to rely

on your fellow officer during incidents of
violent confrontation. Research indicates
that creating in-groups is common, with
occupation being second only to family as
a top-ranked in-group dynamic (Hitlin et
al., 2021). It is not uncommon for the psy-
chological connection to this in-group to
extend well beyond safety into daily life.

I worked various shifts and moved sev-
eral times to accept new assignments and
developing relationships outside of work
was difficult. Limited exposure to people
outside work created a psychological attach-
ment to the organization, as [ was known
simply as the state trooper in the commu-
nity. As troopers isolate themselves from
others, a false consensus emerges through
the structured exchange of information.
Members of the trooper’s in-group receive
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socially biased information samples even
if they accurately interpret and recall the
information (Kitts, 2003).

Selective exposure to other troopers
promotes a general tendency to perceive a
false consensus for one’s beliefs, attitudes,
attributes, and behaviors. For example,
troopers commonly talk to each other about
the experience of horrific crash scenes,
death notifications, and physical confronta-
tions, perhaps not being able to share these
experiences with their families. In addition,
causal attribution attached to errors made
by public members may influence the mag-
nitude of the false consensus bias (Miller
& Prentice, 1994) perceptions, and feelings
differ from those of their peers. Pluralistic
ignorance, as this phenomenon is called,
yields numerous significant consequences
for the self (e.g., illusory feelings of devi-
ance). By default, the public becomes
the out-group.

Social identity theory strongly suggests
people prioritize in-group members and
differentiate from out-group by developing
a sense of positive distinctness. This sense
flows from the importance of cooperation
from in-group members to hostility toward
out-group members. It has been argued
that this is at the core of observed discrimi-
nation and prejudiced behaviors at the indi-
vidual and structural level, while others
believe it may lead simply to apathy (Hitlin
etal., 2021).

Troopers may be reluctant to challenge
how others frame a social situation, even at
the expense of compromising firmly held
principles (Miller & Prentice, 1994), per-
ceptions, and feelings different from those
of their peers. Pluralistic ignorance, as this
phenomenon is called, yields numerous
significant consequences for the self (e.g.,
illusory feelings of deviance. This reveals
the need for social support and self-esteem
maintenance. The motivation to misrepre-
sent their true feelings is a fear of embar-
rassment by acting inconsistently with the
collective. Confounding the error is a fail-
ure to recognize that fear is also a motiva-
tion for the action of others.

Guilt Anxiety
Culturally induced guilt anxiety occurs
when a trooper feels as if they are not living

up to some ideal self-image, disappointing
superiors, or failing to honor some per-
ceived obligation (Burke et al., 2009). I
have witnessed this phenomenon at all
levels in the Ohio State Highway Patrol.
For example, a primary responsibility of
the post commander is reducing the num-
ber of traffic fatalities in the geographic
region of the state for which they are
responsible. Each month, the post com-
mander reports to superiors on crash
trends and efforts to address these trends.
From my experience with many elabo-
rate statistical calculations, I can assure
you the trends are speed, seatbelt usage,
and impairment. The acceptable response
from the post commander is to encourage
enforcement for speed and seatbelt viola-
tions and arrest impaired drivers. Effective
post commanders will use the mission of
saving lives, personal loyalty, and recogni-
tion as tools to motivate troopers to pro-
duce results. High performers thrive in
this environment, and there is pressure to
deliver results.

My desire to excel in detecting and
arresting impaired drivers was influenced
by my first post-commander, who was like
a coach. He followed a behavioral model
that encouraged me to constructively adapt
to the organization’s expectations (Barner
& Higgins, 2007) and to understand the
impact of my behavior on myself and oth-
ers. As a result, I developed a loyalty to him
and wanted to meet his expectations. When
I became a post-commander, I adopted a
similar coaching approach, taking a per-
sonal interest in the success of the troopers
while achieving organizational goals.

Policy and Procedure

Policy and procedure offer one method to
control officer discretion. Therefore, one
may assume that an officer will follow
departmental policy at the risk of sanc-
tion. However, given the ambiguous nature
of law enforcement, structured discretion
does not come without consequences. First,
the common-sense resolution to a situa-
tion may not fit the policy. Second, the pol-
icy may expose the officer and department
to civil litigation in cases where the officer
did not follow the policy for a good reason.
Finally, actions that comply with the law
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but violate departmental policy can become
issues in successfully prosecuting criminal
cases (Goldstein, H., 1977). For these rea-
sons, policy often allows for flexibility at the
expense of structured discretion.

Policy and procedures regarding rec-
ognition and awards, which is a part of
the culture adopted from the military, also
communicate the organization’s empha-
sis on certain activities, and influence
decision-making. There is a coded sys-
tem where, for example, yellow uniform
ribbons that signify physical fitness are
awarded for maintaining a designated
weight and green uniform ribbon signify
safe driving. I wore a red ribbon with blue
and white stripes that showed I had earned
a college degree.

Earning a uniform ribbon is a power-
ful motivator in this culture and can have
a positive impact. However, an example
of an award recognition that holds poten-
tial for adverse impact on officer discre-
tion is drug interdiction operations. After
extensive and ongoing training in the
importance and limitations of the 4th
Amendment [ understood that if certain
legal conditions were not present, there
was no authority to search. I also under-
stood case law could be fluid and the mes-
sage was to take a conservative approach
to search and seizure issues. In the early
1990s when drug interdiction efforts and
the increased use of consent searches
were in their infancy, if there were no legal
grounds to search, I could ask, and if the

person consented, I could proceed with

a search. My objection to this approach
was that many law enforcement orders
that are presented as requests, are under-
stood as non-negotiable (May I see your
license? Would you step out of the car?).
“May I search your vehicle?” is not seen as
an option and may undermine public trust.
When an award and uniform ribbon were
instituted for drug interdiction efforts, it
added a self-serving motivation to the offi-
cer’s decision-making process and held the
potential to undermine public trust.

Competing Forces

Criminal justice scholars have consistently
identified the need for police reform for
several decades. Yet, the evolution of law
enforcement practices has not appeared to
keep up with societal expectations. Train-
ing seems to be the default response in the
aftermath of an undesirable police event;
however training alone cannot overcome
environmental factors and culture to bring
sustainable change. Many policing models
have been developed over the years, such
as the watchman style, legalistic style, ser-
vice style, professional models, data-driven,
community-oriented, etc. Each approach
has strengths and weaknesses; however,
with 18,000 agencies across the country
(Banks, 2016), no single system fits the
needs of every law enforcement operation.
At the core of every traffic stop, arrest,
search, act of bravery, and incident of

misconduct is decision-making. With

the rise of video recordings, the ability to
establish what happened has improved
but video cannot explain why it happens.
When compelled to defend one’s actions,
following orders or prior training is often
the default answer; however, decision-
making is still involved. Therefore, it is
important to understand the forces that
influence decision-making. While law
enforcement may appear unmoved, it is
not. As explained in Lewin’s Force Field
Analysis, there are forces in the organi-
zation and its environment that push the
system toward its goal and forces that pre-
vent this movement (Burke et al., 2009).
Figure 1 illustrates the environmental forces
that influence officer decision-making that
I have outlined. These forces constantly
affect the decisions of individual officers
daily and throughout their careers.

Culture Change

Many factors complicate effective police
reform. There are 18,000 separate law
enforcement agencies across the country
(Banks, 2016), each responsible for estab-
lishing and enforcing standards set by vari-
ous political entities. With the quality of
service spanning the spectrum, attempts
to generalize the problems in law enforce-
ment, let alone effective reforms, do not
resonate with all audiences.

Leadership is essential to learning. In
a paramilitary structure, leadership is dis-
tributed at all levels of the organization,
however considerable weight is given to the
words and actions of higher-ranking offi-
cers. The leader sets expectations and then
confirms or withholds approval. During dif-
ficult times, the leader will demand new or
different behavior to help the organization
evolve (Schein, 2017). Even if organizations
have leaders with the insight and skills to
influence culture, if reforms are not institu-
tionalized, when the leader leaves, the orga-
nization will revert to old ways.

An Expectation of Change
Assessing the culture is the first step in

response to an identified issue or prob-
lem. An example of this is how in 2016,
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I coordinated the Ohio State Highway
Patrol’s support of the United States Secret
Service and Cleveland Police Department
during the Republican National Con-
vention. When the Secret Service agent
showed me to my office in the Federal
Building, he said I would have a good view
to watch Cleveland burn. I soon realized
his pessimism was due to a lack of coordi-
nation of local law enforcement resources.
The convention site was secure with ample
Federal resources; however, the chal-
lenge was the streets and neighborhoods
of Cleveland. We developed detailed, writ-
ten plans and discussed contingency plans
through meetings with individual opera-
tional commanders of over 2,000 offi-
cers from agencies all over the country.
The clear and repeated expectation was

to focus on ensuring a safe environment.
Although we had tactical teams and offi-
cers in riot gear, we deployed officers in
regular uniforms because we believed the
public did not need to see these resources.
We encouraged officers to talk with peo-
ple but avoid discussing political ideology.
Additionally, monitoring social media was
an excellent resource to ensure we had
sufficient officers visible in the high-risk
areas, with additional resources staged

in reserve if needed. As a result, Cleve-
land did not burn, and there were no
significant incidents.

The leader must be able to communi-
cate the threat that the problem presents to
the organization and emphasize the need
for change. While the leader may not pos-
sess the skill, knowledge, or time to assess
the culture, it is difficult for anyone outside
an organization to understand the culture
beyond the observable artifacts and stated
values. Therefore, an insider is needed to
provide context, perhaps working with an
outsider such as a researcher or consul-
tant, to create the process to obtain a more
detailed understanding to reach the under-
lying assumptions of the culture. With this
knowledge, the leader can institute new
role models that reflect the desired changes
while researching potential solutions.

As behaviors evolve toward the desired
change, the leader needs to take steps to
reinforce and institutionalize the desired
behaviors (Schein, 2017).
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Conclusion

Early in my career [ received training from
the United States Holocaust Memorial
Museum. The training focused on how, in
the 1930s, the Nazi party believed that due
to the community’s trust in the local police,
involving the police would minimize resis-
tance to the relocation of the Jews to con-
centration camps . Furthermore, the
institutional conditioning of the police
officers would ensure they would follow
orders regardless of their beliefs (German
Police in the Nazi State, n.d.). From study-
ing this dark period in history, two lessons
stand out. First, while there are challenges
with the decentralization of policing which
may result in calls to standardize policing
nationwide, this may be one of our most
significant safeguards to democracy. And
finally, if leaders can use institutional influ-
ence to commit unspeakable acts, I believe
leaders can use the same power to meet
societal expectations.
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“The banking habits within low-income communities consume valuable resources
that could be used to pay for other essential needs for these families.”

By Val A Kaba

Changing Banking Habits in
Low-income Communities

Abstract.

This paper examines how the current practices within the banking industry have
helped influence banking habits within low-income communities. Using exist-
ing research data that studied low-income communities’ current banking habits,
the growth in check-cashing businesses, and current banking industry practices,
this article suggests that changes in the banking industry practices are vital to
help promote better banking habits within low-income communities. The impact
of such changes will reduce unnecessary financial costs while generating savings
that can help these communities build additional cash reserves. The findings
show that with the support of banking industry leaders, government regulations,

and philanthropic community revitalization efforts, these changes will create

more inclusive products and services.

Keywords: low-income communities, banking industry, check-cashing businesses,
social responsibility, community revitalization.

“All our life, so far as it has definite
form, is but a mass of habits.”
—William James

The habits we create could have significant
implications for our well-being. The bank-
ing habits within low-income communities
consume valuable resources that could be
used to pay for other essential needs for
these families. These costs include addi-
tional fees for services like check-cashing,
utility bill payments, and cash advance ser-
vicing, to name a few. One may ask why
these habits exist and whether they can be
broken or changed. Who are the key play-
ers directly or indirectly promoting these
banking habits, and can we advocate for
more fair practices for these players? While
the blame frequently falls on the families
within these low-income communities, the
current banking industry has played its role
in influencing these unhealthy banking
habits for low-income communities.

Banking Habits in Low-Income
Communities

The United States Department of Treasury
defines a low-income community as a cen-
sus tract with a poverty rate of at least 20%
or a median family income of 80% or less
than the area it is benchmarked against
(Metropolitan areas for metropolitan tracts,
state for rural tracts) (Benzow et al., 2020).
In addition, these communities often lack
adequate access to resources, including
healthcare, good education, recreational
facilities, and conventional banking ser-
vices that provide low-cost everyday bank-
ing solutions for families.

Many of the banking needs for fami-
lies in these communities are the same as
middle-class and wealthier customers—for
example, access to cash from a paycheck
or government check, utility bill payment
services, access to lending solutions and
emergency funds, the convenience of
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nearby banking centers with accommo-
dating hours of operation, and access to
financial wealth planning advice. Never-
theless, due to the unavailability of con-
ventional banking locations in low-income
communities and banks shutting down
branches, these communities rely on busi-
nesses like check-cashing for their banking
needs (Squires & O’Connor, 1998). Even
though they can provide most of these ser-
vices to their customers, check-cashing
businesses tend to charge a high upfront
fee which they justify by classifying these
communities as “higher risk” customers
(Squires & O’Connor, 1998). The risk of
default on a short-term loan and the chance
that a cashed check is unpaid could result
in a potential loss for the check-cashing
business or the bank.

To meet everyday banking needs,
low-income communities typically utilize
nontraditional banks, sometimes fringe
banks (Squires & O’Connor, 1998). One
of the more common businesses these
communities use as alternatives to tradi-
tional banking is the check-cashing busi-
ness. Check-cashing businesses offer
check-cashing services and provide vari-
ous financial services and products, includ-
ing utility bill pay services, remittance,
money order sales, payday loans, and tax
preparation services. The US Department
of the Treasury classifies these businesses
as “Money Service Businesses” (MSB).
Because these businesses are not consid-
ered banks, they typically charge relatively
higher fees for their services than tradi-
tional banks while providing convenient
hours of operation to access their services.
Check-cashing businesses are commonly
found in city centers and “downtown” res-
idential areas occupied by low-income
residents (Squires & O’Connor, 1998).
Cashing paychecks, utility bill payments,
and payday loans are the three most com-
mon banking services in low-income com-
munities. With the absence of traditional
banking solutions and because these check-
cashing businesses do not accept depos-
its, these communities more frequently
use cash for everyday transactions and
payments for other money-related ser-
vices. Therefore, they tend to be excluded
from potential benefits like interest rates
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Table 1. Two Hypothetical Banks- Bank A and Bank B

Bank A—Improved banking practices
that promote good banking habits

Bank B -Standard banking practices
that promote bad banking habits

Offers checking account products to
everyone with reasonable ways to avoid
fees

Disqualifies credit from opening
checking

Offers credit products for those without
established credit and provides tools to
help establish credit

Disqualifies those without established
credit products without providing any
tools to help establish credit.

Charges fair and reasonable fees for an
overdraft on accounts. It is transparent
with information on how to avoid fees

Charges excessive and unfair fees for
an overdraft of account, and is not
transparent on how to prevent fees

Adopts social responsibility as a value,
believes in its broader implications, and
helps educate communities on better
banking choices

Adopts social responsibility at the
minimum levels stated by law only to
avoid potential sanctions.

Offers inclusive banking hours of
operation, including during weekends
and evenings

Offers strict hours of operation—
Mon- Fri: 9 am-5 pm.

and security while keeping money in
bank accounts.

The Role of the Banking Industry in
Influencing Banking Habits

The banking industry has a reputation for
designing products, services, and prac-
tices that favor wealthy customers. When
we look at the banking industry prac-

tices around lending, service fees, over-
drafts, operating hours, marketing, and
account opening process, they have histori-
cally excluded most individuals from low-
income communities. Most low-income
households do not hold a favorable view of
banks. Though the banking industry has
made changes in their practices to be more
inclusive over recent years, there is still so
much work left to overcome the impres-
sion of being left out for these communi-
ties who have been left with no choice but
to adopt costly alternative habits.

Existing regulations, like the com-
munity reinvestment act (CRA) and fair
lending laws, have compelled the banking
industry to eliminate discriminatory prac-
tices and reinvest in the communities they
serve. These acts and laws define audits
and examinations while imposing sanc-
tions and penalties for banks that fall below
the minimum established requirements.

However, most banks could expand their
sense of obligation to society when design-
ing and implementing their products and
services. Though there has been positive
progress in the banking industry around
growing social responsibility (Pérez et

al., 2012), more intentionally systematic
changes are warranted.

Few individual banks within the bank-
ing industry have built processes and
practices to address specific issues like
excessive overdraft fees and discrimination
that have helped create bad banking hab-
its for low-income communities (Dlugosz
et al., 2021). Changes like lower overdraft
fees and more inclusive marketing prac-
tices have emerged because of federal pen-
alties imposed on banks for violations of
rules under the Federal Trade Commission
Act (FTC Act) and Dodd-Frank Act (Sam-
uel, 2021). These acts help reform bank-
ing practices considered unfair, deceptive,
or abusive, commonly referred to as the
UDAAP. These practices often target indi-
viduals in minority and low-income com-
munities. While many banking institutions
continue designing and promoting bad
banking habits within low-income commu-
nities, some have begun modeling more
inclusive banking designs and practices.
Table 1 compares the practices of hypo-
thetical Bank A to the standard practices



of hypothetical Bank B and their impact
on promoting good banking habits in low-
income communities.

Ways that Banks Can Improve a
Community’s Banking Habits

With increased awareness of Diversity,
Equity, and Inclusion, many corporations
increased their philanthropic efforts to help
revitalize low-income communities. This
collective effort between corporations has
emphasized less discrimination related

to financial services practices. For exam-
ple, in the wake of the racial tensions that
spread across the U.S. after the death of
George Floyd, U.S. corporations pledged
over $50 billion to revitalize Black com-
munities (Quiroz-Gutierrez, 2021), which
primarily represent low-income communi-
ties. In addition, these efforts from some
Philanthropic organizations like Catholic
Charities and United Way support finan-
cial literacy programs for low-income com-
munities, which can be further expanded
and leveraged to help create more banking
knowledge and awareness around better
banking habits.

Five additional ways the banking
industry can contribute to more inclusive
practices include:

1. Adopting social responsibility as a
core value

2. Offering and marketing checking
account products to everyone with
reasonable ways to avoid monthly
service fees

3. Redesigning overdraft products to make
them fair and transparent while also
providing low-cost options to avoid
overdraft fees

4. Offer more inclusive credit products for
those without established credit, and

5. Better banking hours of operation.

Implementing one or more changes

could help break bad banking habits in

low-income communities.

1. Embed Social Responsibility in every
stage of banks’ operations, including
product design, marketing, and bank-
ing practices. With social responsibility
as a core value, a socially responsi-
ble bank will demonstrate that it truly

values the communities it serves and
will invest in ensuring that everyone,
especially low-income households, feels
encouraged to utilize its services.
Design and market checking account
products to everyone with reasonable
ways to avoid monthly service fees.
This change would be a good step
toward promoting better habits. Cre-
ating a checking account solution for
low-income families can help provide
options to get their paychecks without
the additional fees they currently pay
at the check-cashing business.
Redesign overdraft products to make
them fair and transparent while also

providing low-cost options to avoid
overdraft fees. Low-income households
are more likely to spend more money
than they have available, making it
essential for banks to ensure fair and
transparent service fees. Also, ensure
that low-income families are informed
about general ways to avoid such fees.
Providing more inclusive short-term
borrowing options will help create bet-
ter habits within low-income families.
These changes give incentives to plan
more effectively within reasonable
financial means. These changes will
also discourage using check-cashing
businesses and payday loans.

Offer more inclusive credit products
for those without established credit.
Given the importance of credit in

our society, the banking industry can

offer credit-establishing tools that will
include low-income communities. Tools
like credit education and secure credit
cards can help establish credit, provid-
ing better borrowing options than pay-
day loans.

5. Expand banking hours of operation.
More adjusted banking hours could
encourage low-income communities
to visit a traditional bank more fre-
quently. Due to the nature of their
work weeks, members of these com-
munities are more likely to visit the
banks during weekends or after regular
standard banking hours of 9 am-5 pm
as they need checks cashed and utility

bills paid. Just by matching their hours
to meet the needs of low-income com-
munities, banks could provide a real-
istic alternative to check-cashing
businesses and promote a positive
shift in banking habits.

Conclusion

The fundamental banking needs of low-
income communities are like every other
community, including savings, borrow-
ing, investing, checking accounts, and con-
venience. However, influenced by today’s
banking industry, these communities often
have fewer banking choices than wealth-
ier communities. The current practices

of the banking industry have led to the

rise of higher-cost alternatives like check-
cashing businesses, which cost more for
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low-income communities and leave few
choices but to rely on these businesses for
their banking needs. The banking indus-
try needs to take full ownership of its
social responsibility to these communities.
When these communities feel included
and have a fair chance to make better bank-
ing choices, good banking habits will begin
to form, thus helping them save money
and build a more vibrant society with hap-
pier families, less financial burden, and
increased financial knowledge. These out-

lined changes could provide additional ben-

efits to the banking industry as low-income
communities will avoid the “high risk”
classification of bank prospects (Squires &
O’Connor, 1998). As a result, a larger mar-
ket for more profitable traditional bank
products like mortgage loans, car loans,
savings, and investment products and ser-
vices could emerge.
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“Using ourselves as vehicles of change, whether we are municipal employees, elected officials,

voters or just concerned citizens will be crucial to the success of turning local government
institutions into more empathetic organizations and rebuilding trust in government institutions.”

The Heart of a City

Using Empathy for Connected Municipal Public Policy

By Sara Kline Abstract
This article explores the relationship between empathy and the practices used to
design and implement municipal public policy. Given the challenges faced by gov-
ernment at all levels to capture the trust and support of the public, using empathy
is a useful tool for municipal governments to employ.

Building upon Brown (2010, 2018) and the power of connection, I argue
empathic municipal public policy should strengthen the connection among citi-
zens, city government, municipal employees, and elected officials. With further
conversation and practice, utilizing empathy as a primary driver of municipal
public policy will foster improved relations between citizens and municipal gov-
ernment. OD practitioners have a valuable role in facilitating greater trust and a
more positive relationship between citizens and government.

Keywords: empathy, municipal, organizational culture

“All I want my local government citizens feel quite disconnected from the
to do is pick up my trash and then government that serves them.
leave me alone.” Thoughts like this often derive from a
feeling that no one understands the needs
of a resident, or worse, that the needs are
understood but policymakers do not care.
“Taxes are too high, and I never get The level of distrust in government is sig-
anything out of paying them.” nificant and is impacting the fabric of our
democracy. In the yearly survey by the
“Every politician is corrupt and a liar. National Election Study, conducted annu-
You're no different.” ally since 1958, the share of the American
public who says they can trust the govern-
ment “always” or “most of the time” has
not risen above 30% since 2007. This rep-

“You can’t fight City Hall.”

These are common sentiments people
express when questioned on their atti-

tudes about government. Each of these resents a significant drop from 1958 when
statements has been said directly to me approximately three-quarters of the Ameri-
more than once. I have served as a City can public identified trust in the govern-
Councilperson, Mayor, and Safety Direc- ment always or most of the time (Pew

tor and now hold a Cabinet-level municipal
position as Parks and Recreation Super-
intendent. All these different munici-

pal positions, both elected and appointed,
have exposed me to the reality that many

Research, 2022). Despite this, the best
opportunity for improvement is at the level
of government closest to home.

Just as people feel most acutely what is
closest, they know and build a relationship
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with what is nearest. Local governments
build a relationship with constituents not
possible for larger, more removed forms
of governmental authority. This relation-
ship is reflected in data that demonstrates a
higher degree of trust in local government
than in any other government structure.
Reporting on a poll for Gallup News, Bre-
nan (2021) shared that “confidence in local
government remains higher (66%) than it
is for state government (57%).” Although
America trusts state government slightly
less than local government, “Americans’
trust in their state and local governments’
ability to handle problems under their pur-
view continues to be higher than trust in
the federal government and its three indi-
vidual branches” (Brenan, 2021). This poll-
ing has remained stable since the 1970s
and has seemed to be insulated from the
distrust felt toward the government at

the federal level.

It is in the interest of everyone that
we work as a society to rebuild trust and
forge a strong relationship between citi-
zens and our government. As citizens
and OD practitioners, we need to use the
existing strengths of local government
and the relationships cities have with res-
idents to build upon the trust and posi-
tive feelings many people retain toward
their local government. By doing so, trust
may slowly be transferred to governmen-
tal authority at more distant levels such
as at state and federal government. Using
ourselves as vehicles of change, whether
we are municipal employees, elected offi-
cials, voters or just concerned citizens will
be crucial to the success of turning local
government institutions into more empa-
thetic organizations and rebuilding trust
in government institutions.

The fracturing of American society
over the past decade along political fault
lines, culminating in violence toward peo-
ple who hold opposing views, or those
attempting to carry out Constitution-
ally authorized duties, such as the breach
of the United States Capitol on January
6, 2021, makes this problem in need of
urgent attention. Every level of govern-
ment is at risk. I propose to start the pro-
cess of rebuilding trust and forging strong
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relationships between citizens and their
government by using empathy as a pillar
of municipal public policy.

John Locke and the Enlightenment
thinkers identified that government was
of, by, and for people. By transferring
some individual liberties to the collective
through the social contract, we ensure that
our needs can be addressed by our govern-
ment (Locke, 1689). Certainly, representa-
tive government was not thought of at that
time in the way modern democracies con-
sider it, but the notion that there are things
no individual can provide for themselves,
so government does that on our behalf, is
familiar to modern readers.

The concept of “home rule” is rooted
in the belief that the closer a government
is to the people it serves, the better it can
understand the needs of those people.
This formal legal practice was instituted
in the early 1900s, allowing municipali-
ties and other forms of local government to
retain authority in matters relating to the
local community that were not expressly
reserved for states or the federal govern-
ment (Cities 1or—Delegation of Power,
2021). Although there are excellent, indis-
putable reasons for the superior authority
of a federal or state government, the United
States has a strong tradition of placing
value on local entities to self-govern in
many matters. The Constitution states that
authority not reserved as part of the federal
government remains with the states. The
states, in turn, have utilized the concept
of home rule to transfer authority to local
entities. It is this system most Americans
are familiar with.

Government services inevitably flow
from the public policy that creates a pro-
gram or service. A government culture of
empathic thinking in public policy develop-
ment promotes employees utilizing their
ability to make decisions at the program-
matic level to best serve residents. Constit-
uents will reward the government agency
that sees their needs through an empathic
lens with trust, confidence, and positive
feedback. As in any relationship, these
are the elements of a successful bond. If a
strong and trusting relationship between
citizens and the government is a path

forward to repairing the fractured nature of
American democracy, all parties involved
must be willing to use paradigms that
speak to the needs of the people and com-
munities served.

Empathy is one such paradigm that
can affect systems and promote organiza-
tional change to internal and external con-
stituents. Defined as “the ability to share
someone else’s feelings or experiences by
imagining what it would be like to be in
that person’s situation,” empathy is the
very core of what responsive public policy
aims to achieve (Cambridge Dictionary,
n.d.). Public policy crafted without consid-
eration of the situation and perspective of
constituents and their needs is likely unre-
sponsive at best and harmful at worst.

A healthy, functioning government
is essential to a just society. Government
employees make public services work well,
or not at all. T have seen first-hand how
empathy in local government organiza-
tions can change citizens’ lives for the bet-
ter. Public policy decision-makers who
strive to improve outcomes and quality of
life for residents are rewarded by a com-
munity that trusts, values, and provides
positive feedback to those decision-makers.
Employees can execute programs and
services that are positively received, and
elected officials can reap the rewards of a
citizenry that appreciates their efforts at
quality decision-making.

Local Government Impact

Working for a municipal street depart-
ment, local fire district, parks and recre-
ation agency, or community development
division of a city may seem removed from
the people you serve. However, the actions
of public employees can definitively have a
positive or negative impact. Using empa-
thy to design public policy and the resul-
tant services goes beyond positive customer
service or efficient programs. It seeks to
design policy and services that understand
and address the needs of the community in
such a way that the resident already knows
they are interacting with an organization
that values them before they even talk with
an employee.



Residents feel connected to city
government

1

Better health outcomes/FD
and caregiver access

Local business increases
revenue when hired to plow

Homes are safe and secure
for residents/visitors

|

Eligible homes receive free
plow service

Eligible households identified

High number of FD
emergency calls/access
issues

START HERE

/\
Senior/disability snowplow

legislation created

T

Empathy utilized in
considering public policy

Local contractors hired
using tax dollars

Figure 1. Senior/Disabled Snowplow Program (Note. This figure demonstrates program design.)

Some examples of this thinking are
illustrated as follows:

» A municipal parks department is tasked
by public policy to offer community
events that provide opportunities for
families to gather. The same policy
asks the parks department to assess the
needs of the community and tailor pro-
grams to ensure inclusion. Utilizing an
empathic approach, the parks depart-
ment offers sensory-friendly options at
its community events because the staff
understands that their community has
families with loved ones who live with
sensory disorders. The empathic public
policy and resultant inclusive program-
ming mean people feel comfortable and
bring their family member living with
autism, instead of staying home and
feeling isolated. This increases the trust
and connection between that family
and their local municipal parks and rec-
reation department and staff.

» Snow and ice control is a common
municipal public policy in cold climates

to ensure overall public safety. Typi-
cally, property owners are responsi-
ble for snow and ice control on their
driveways and sidewalks. However,

if a city uses empathy to relate to the
challenges faced by certain elderly

or disabled residents, and offers free
snowplowing services for those home-
owners, their caregivers have easier
access to provide supportive care and
the fire department can effectively
respond to emergencies. This prag-
matic solution to a seasonal issue
means that homeowners who might
otherwise suffer from isolation, lack of
medical care, or who may attempt to
clear the snow themselves and become
injured are kept safe. Not only does
this increase the goodwill between
these homeowners and their munic-
ipality, but it can also be a factor in
lowering overall costs to taxpayers:
keeping people safe and in their home
is less expensive than caring for some-
one in a facility, especially if a simple

solution like this can allow a resident to
remain independent.

Figure 1 illustrates a free snowplow pro-
gram that was designed using empathy as
a pillar. In this Figure, the value of empa-
thy is illustrated in the quality of life for
the recipients, enhanced revenue for the
business community, and overall savings
for taxpayers. In this scenario, local con-
tractors benefit from increased business,
residents who qualify for the program are
assured they will be able to have safe access
out of their driveways and caregivers will
have safe access into their home after snow
events. Taxpayers are assured that indi-
viduals can remain independent instead
of being placed in a nursing facility at a
greater cost to Medicaid and Medicare.
This program also saves local tax dollars
by allowing safe access for the Fire Depart-
ment and lowers possible injuries if the
Fire Department personnel need to trans-
port a patient outside their home over a
snowy, icy sidewalk and driveway. All these
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positive outcomes increase the connec-
tion among municipal workers, public pol-
icymakers, residents, and local business
owners, leading to greater trust and more
positive relationships.

Only by looking at the community
and its residents through the lens of empa-
thy can public policy decision-makers craft
policy that encourages employees to act
in an empathetic manner. When empathy
is a pillar of the organization, it creates a
cultural shift within the municipal struc-
ture and becomes a value that is reflected
in all the actions of the city. When empa-
thy is a value of the organization both

internally and externally, connection grows.
Employees feel valued by their employer
(the municipality) and residents feel con-
nected to their city. It cannot be overstated
how this becomes a cycle of fulfillment
for all parties: residents, employees, and
elected officials. “A widespread sense of
empathy starts to influence the culture
of a place, giving it a sense of clarity and
mission. People spend less time arguing
about things that ultimately don’t matter.
Empathy can even start to ensure more
ethical behavior in a way that no policies
and procedures manual ever could” (Pat-
naik & Mortensen, 2022). When municipal
culture is positively affected in this man-
ner, I believe it can only be a benefit to all
the stakeholders.

One of the challenges often cited is the
frustration taxpayers may feel when they
do not believe their tax dollars are utilized
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appropriately. I argue that empathic munic-
ipal public policy will help reassure tax-
payers that their local taxes are spent on
programs, services, and infrastructure that
meets their needs because it was designed
with their needs as a primary consider-
ation. There is evidence that the use of

an empathic model in public policy can
also decrease the financial burden on tax-
payers. This decrease can be shown in spe-
cific programmatic goals and by an overall
improvement in quality of life, lowering
the need for acute and emergency inter-
ventions, which by nature of their struc-
ture cost more.

Thinking through service deliv-
ery with an empathic value system can
diminish the need for duplication or cor-
rective services, reducing the need for
staff or material costs. “Higher-empathy
policy-making practice leads to better pol-
icy, which leads to better services, which
leads to efficiency and cost savings, as well
as happier people out there in the world”
(Collingwood-Richardson, 2018).

The benefit of empathy to municipal
public policy and operations is clear. Once
municipal leaders agree that empathy is
a construct that increases trust between
local government and residents, as well
as improves outcomes for programs, a
path must be developed to forge a more
empathic municipal operation. There are
examples of how to increase empathy in
both individuals and organizations, as well

as municipalities that are already imple-
menting empathy as a core value.

Empathy in Action

It is critical to discern the difference
between empathy and sympathy. As dis-
cussed earlier, empathy is imagining your-
self in someone else’s circumstances,
while sympathy is defined as “feeling of
sincere concern for someone who is expe-
riencing something difficult or painful”
(Merriam-Webster, n.d.). Municipal ser-
vices are funded through taxation, so a
reasonable use of taxpayer monies must
be a strong consideration when develop-
ing public policy. Sympathy for a group or
individual does not necessarily mean good
public policy for the whole. Nonprofit orga-
nizations that exist to address a specific
range of social issues are best suited for
that work. However, using empathy to craft
responsive public policy and the resultant
services means a community’s needs are
imagined by public policy decision-makers
and executed by municipal employees in
the form of services.

Zaki (2020) discussed how individu-
als can learn to be more empathic and the
value that it brings to society by arguing
that empathy is a skill, not an innate trait
(2020). Given that skill development is an
intrinsic element to most employee devel-
opment programs, including government
employee programs, it would benefit cities
to add this skill base to their training regi-
men. Simply stating empathy as a value
will not be enough to both craft empathetic
public policy and ensure that services are
carried out with empathy as a value.

Schumann, Zaki, and Dweck (2014)
concluded that putting effort into increas-
ing empathy is necessary to increase
empathic skills. Additionally, they found
that holding the mindset that empathy
can be fostered is key to the successful
enhancement of empathic skills.

By studying the effects of empathy bias
and counter-empathic responses among
intergroups and out-groups, Cikara, Bru-
neau, Van Bavel, & Saxe (2014) found that
people tend to have a more empathic view
of people within their inter-group, with
inter-groups described as people of similar



cultural or social groups (2014, p. 110).
However, this is not a set definition, but
rather a loose parameter to understand
the concept. Given that the municipal gov-
ernment is serving an “inter-group” of
residents all living in the same political
subdivision, reminding decision-makers
that each member of that community

is part of their inter-group may be ben-
eficial in helping them in seeing stake-
holders through an empathic lens. Rather
than viewing distinct neighborhoods,
demographic subsets, or special interest
advocates as unique challenges, it can be
helpful to see them as part of the fabric of
that municipality’s inter-group.

Whether through regular conversa-
tions among teams and their managers,
as part of public meetings, or in internal
and external communications, it is neces-
sary to continuously reinforce this mes-
sage (as it is all skills) until they are routine
and automatically part of the processes of
the organization. Efforts toward activating
empathic thinking should also be part of a
new hire orientation for municipal workers
with elements tailored to the specific duties
and responsibilities of their department.
Skill development programs focused on
empathy is an area OD practitioners have a
unique opportunity to provide support for
organizational change in local government.

Research shows that organizations
can manifest greater empathy. Choosing to
value empathy in an organizational culture
creates multiple positive outcomes (Brower,
2021). The stakes for positive outcomes
are greater in government agencies than in
other sectors. Bad public policy or ineffec-
tive public services can directly affect the
quality of life in an entire community and
cut across economic, racial, gender, and
cultural backgrounds. Simply put, not
using an empathic lens in municipal public
policy can create a disastrous outcome for
many people.

An empathic lens helps employees in
seeing the importance of their work and
empowers employees to make decisions
that ensure the betterment of the over-
all community. Although not a traditional
focus of government or municipal public
policy, making empathy a priority or foun-
dational pillar of a municipal organization

is a “critical component of quality care in
that it builds communication, understand-
ing, and trust” (Meyer, Johnson, & McCan-
dles, 2022, p. 359). Additionally, having
empathy be a value and regular part of
training for municipal government orga-
nizations aids employees in seeing their
customers (residents of the community)
through a lens of value.

Municipal Reference Points

Some municipalities have taken the step
of incorporating empathy into their mis-
sion or value statements. This sends a
clear message both externally and inter-
nally. Employees are reminded that pub-
lic policy and resultant services are to be
designed and delivered with an empathic
lens. The public is reassured that their
circumstances and needs are considered
when decision-makers designate priorities.
Cities both small and large have begun
to articulate the importance of empathy
in their approach to municipal policy and
services. While there are many more that
attempt to embody the principles of caring,
compassion, and consideration, empathy is
a specific construct, and it bears note when
cities call out empathy as a value and driv-
ing force behind decisions.

Examples include:

Phoenix, AZ

“We exhibit empathy by listening to each other
and to the public in our efforts to deliver ser-
vices that improve people’s lives” (City of Phoe-
nix Mission, Vision and Values, 2013).

Huntsville, AL

“We treat every person with respect, and we
demonstrate an empathetic understanding in
our efforts to serve them” (Huntsville Police
Department, n.d.).

Cleveland Heights, OH

“Cleveland Heights employees are empathetic,
proactive, and responsible to our residents,
businesses, and visitors” (Mission and Vision
Statement City of Cleveland Heights, n.d.).

American democracy must rebuild and
strengthen the relationship between

citizens and their government organiza-
tions. Given the proximity between citizens
and their city, coupled with the already
higher trust level between citizens and
their municipal government, it is a prom-
ising place to focus these efforts. OD prac-
titioners have a vital role to play in this
critical need for our political system. Each
of us is a stakeholder in our American
democracy and the unique skill set of OD
practitioners positions us to bring needed
systemic change when and where it is
needed most.
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“... more research is needed for IT and business stakeholders to better understand how to
identify and correct Business-IT alignment and further define alignment through practice.”

Information Technology
Governance Mechanisms

Achieving Business-IT Alignment in a

Local Government Agency

By Ebony Lothery

Abstract

The misalignment between enterprise IT solutions and an organization’s
business objectives is a concern in most organizations, including local gov-
ernment. Some organizations implement IT governance to align IT and the
business and to better manage IT investments and spending. This article uses
a case study approach that employs the Capability Maturity Model Integration
(CCMI) to explore the initiatives taken by a local government agency with a
focus on the alignment of IT projects with strategic business objectives and

how it might continue to achieve alignment and optimize IT spending on stra-

tegic priorities. This agency is at the beginning stages and is developing struc-
tures, processes, and relational mechanisms to ensure IT projects align with

strategic business objectives.

Keywords: business-IT alignment, IT governance, strategy alignment

The misalignment between Information
Technology (IT) and the organization’s
business objectives is a growing concern
in many organizations and has been a
top concern of IT managers for almost
30 years. Aligning information systems to
the organizational strategic goals is chal-
lenging due to business dynamics and
organizational complexities (El-Telbany &
Elragal, 2014, p. 250). In some cases, busi-
ness executives lack a full understanding
of IT’s role and have minimal visibility into
their IT investments (Maizlish & Handler,
2005, p. 1). Business-IT alignment focuses
on the strategic direction and alignment of
IT and the business for services and proj-
ects (Wasiuk & Lim, 2021, p. 2). In many
conversations defining key business strat-
egies and initiatives, there is an under-
developed understanding of the business
needs and the value that IT brings.
Business-IT alignment involves the
correlation between business objectives

and the IT requirements of an organi-
zation. It can be defined as a dynamic

state when business effectively uses IT to
achieve overall business objectives (Dis-
sanayake, 2012, p. 3). Much of the litera-
ture on business-IT alignment remains
theoretical and does not address how orga-
nizations achieve alignment in practice (El-
Telbany & Elragal, 2014, p. 251; Jonathan,
2018), and more research is needed for IT
and business stakeholders to better under-
stand how to identify and correct business-
IT alignment and further define alignment
through practice.

This article uses a case study approach
that employs the Capability Maturity Model
Integration (CCMI) to explore the initia-
tives taken by a local government agency
with a focus on the alignment of IT proj-
ects with strategic business objectives.
Early results of this initiative have already
provided useful insights into a local gov-
ernment agency’s experience.
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Figure 1. 1T Governance Mechanisms: Structure, Processes, and Relational
Mechanisms. (From De Haes, Van Grembergen, Joshi, & Huygh, 2020)

What is IT Governance?

IT governance is evolving, leading to vari-
ous definitions of IT governance in the
IT literature. Enterprise Governance of IT
(EGIT) is defined as an integral part of cor-
porate governance that involves the defi-
nition and implementation of processes,
structures, and relational mechanisms,
such as communication and announce-
ments, that enable both business and IT
stakeholders to execute their responsi-
bilities in support of business-IT align-
ment and to create and protect IT business
value (De Haes, Van Grembergen, Joshi,
& Huygh, 2020, p. 24). In promoting

the intellectual dimensions of IT strate-
gic alignment, IT governance structures,
processes, and communications provide
an institutionalized context that enables
shared understanding between corporate-
level business, IT executives, and the top
management team (Wu, Straub, & Liang,
2015, P. 504).

De Haes and Van Grembergen (2004)
argued that implementing good IT gover-
nance requires designing and implement-
ing a combination of structures, processes,
and relational mechanisms that are con-
tingent upon internal and external factors.
As depicted in Figure 1, the combination of
these mechanisms promotes an effective
and efficient IT governance program and
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enables a better understanding of IT gover-
nance for organizational leaders.

Structures. The structure consists of
organizational units and roles that
are responsible for making IT deci-
sions, and it serves to engage IT and
business leaders in the governance
process (Weill & Ross, 2004, p. 86).
The organization units that com-
prise the structure include the Chief
Information Officer (CIO), IT Strat-
egy committee, and IT steering com-
mittee (De Haes & Van Grembergen,
IT Governance and Its Mechanisms,
2004, p. 2). Weill and Ross (2004)
considered structure to be the most
important predictor of whether an
organization will derive value from
IT (p. 86).

Processes. The process is fundamen-
tal to enabling IT and business lead-
ers to engage with each other and the
enterprise-wide IT governance poli-
cies. Process alignment is a formal
process to ensure that daily behav-
iors are consistent with IT policies
and provide input into decisions
(Weill & Ross, 2004, p. 86). This
includes practices and routines used
to manage people and groups within
the organization.

Relational Mechanisms. The rela-
tional mechanisms are intended
for shared information and enable
business-IT participation, strate-
gic dialogue, shared learning, and
proper communication (De Haes
& Van Grembergen, IT Gover-
nance and Its Mechanisms, 2004,
p- 6). It is suggested that ongoing
knowledge sharing across depart-
ments and organizations is para-
mount for attaining and sustaining
business-IT alignment.

Stepping into Alignment

The Capability Maturity Model Integration
(CCMI) was used by the IT Director and
City Manager’s Office to assess the align-
ment between IT and the business objec-
tives. This model, which is a method of
scoring that enables the organization to
grade itself from non-existent (0) to opti-
mized (5), was used for optimizing process
development and improvement. It offers
easily understood ways to determine both
the “as-is” and the “to-be” (according to
enterprise strategy) state and enables the
organization to benchmark itself against
best practices and standard guidelines (De
Haes, Van Grembergen, Joshi, & Huygh,
2020). Maturity models can be a common
language for organizations to use in under-
standing their implementation of IT and
business objectives. They also guide the
creation of gap analysis and road maps for
improvement (Gorgona, 2021). Figure 2
(next page) depicts the Capability Level for
Processes and guides the assessment of
process implementation and performance.

The local government agency’s cur-
rent maturity level was rated level 1—an
initial/ad hoc state. “Governance is diffi-
cult to initiate, and the central IT organiza-
tion and business units may even have an
adversarial relationship. The organization
is trying to increase trust between IT and
the business, and there are normally peri-
odic joint meetings to review operational
issues and new projects. Upper manage-
ment is involved only when there are major
problems or successes” (De Haes & Van
Grembergen, IT Governance and Its Mech-
anisms, 2004, p. 5).
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activities that can be characterized as performe
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The process achieves its purpose, is well
defined, its performance is measured to
improve performance and continuous
improvement is pursued.
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The process achieves its pur
performance is (quantitatively) measured.

so, is well defined, and its

The process achieves its purpose in a much more organized way using
organizational assets. Processes typically are well defined.

crlication of a basic, yet complete, set of

The process more or less achieves its purpose through the application of an incomplete set of activities that
can be characterized as initial or intuitive—not very organized.

« Lack of any basic capability
« Incomplete approach to address governance and management purpose
« May or may not be meeting the intent of any process practices

Figure 2. Capability Level for Processes

A lack of oversight of IT activities in
the local government agency had led to
disparate systems or departments imple-
menting different solutions of the same
software platforms. It also caused the pro-
curement department to manage multi-
ple contracts from the same vendor. Some
of the newly purchased software did not
meet the security requirements as out-
lined by the governing IT department or
was not compatible or interoperable with
existing infrastructure.

This situation did not meet the IT gov-
ernance team'’s goals of ensuring that the
IT solution portfolio across the local gov-
ernment agency remain manageable, sup-
portable, and cost-efficient and to reduce
silos where possible. The recommendation
for the future states of structure, process,
and relational mechanisms are realistic

examples of what can be realized at a matu-

rity level of 3. At that level, the agency
would see that “the IT Steering committee
is formalized and operational, with defined
participation and responsibilities agreed

to by all stakeholders. The governance
charter and policy are also formalized and
documented. The governance organiza-
tion beyond the IT steering committee is
established and staffed” (De Haes & Van

Grembergen, IT Governance and Its Mech-
anisms, 2004, p. 7). Most organizations
never reach level 5.

Renewed IT Governance Initiative in a
Local Government Agency

As a member of that agency’s IT gov-
ernance team, I became involved in a
renewed IT governance initiative that was
being led by the agency’s governing IT
Department. The desired results of this
renewed initiative would be for the team to
make informed decisions as quickly as pos-
sible that align with goals and objectives

to meet the agency’s growing needs. The
IT Department’s goals include the value,
alignment, effectiveness, security, and sup-
port of technology solutions.

The immediate next step following a
maturity assessment of the structures, pro-
cesses, and relational mechanisms is to
identify specific actions that would move
to a higher level. A qualitative study that
includes structured interviews or surveys
with the IT Director, Assistant City Man-
ager, Purchasing Director, and other mem-
bers of city leadership can help identify
factors that could contribute to the mis-
alignment between IT and the business.

The result would provide more information
on where the agency should focus its effort
in the alignment process.

Structure

Structure Current State
The current structure consists of a newly
comprised executive board, the Execu-
tive IT Leadership (EITL) committee,
chaired by the IT Director of the local gov-
ernment agency. Voting members of the
committee include an Assistant City Man-
ager, Director of Procurement, Director
of Performance and Data Analytics, Bud-
get Director, the Graphical Information
Systems Officer, and a Law Department
designee. This committee is the decision-
making authority and provides over-
sight for all agency IT activities, legislates
technology-related policies used through-
out the agency, and reviews and evaluates
IT capital requests and city-wide IT expen-
ditures. The committee meets monthly,
and its mission is to enable the organiza-
tion to better achieve its IT goals aligned
with the administration’s vision.

The Enterprise Technical Review
Team, led by the IT Director, consists of
individuals from the IT department and
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Figure 3. Current Executive IT Leadership (EITL) Committee Structure at a Local Government Agency

serves as a resource to the EITL to review
all submitted IT-related purchase requests
or proposed projects. This team meets
weekly to do a preliminary assessment to
determine if an existing system can be lev-
eraged, can be developed in-house, or if an
RFP needs to be generated. Figure 3 illus-
trates the EITL committee structure.

Structure Future State

In this case, the local government agency
had formalized the EITL as the decision-
making authority, however, work remained
for roles and responsibilities to be clear-

ly defined and for the documentation

and adoption of IT policies across the
organization.

While the Executive IT Leadership
(EITL) committee as the decision-making
authority remained in place, a new IT
decision-making group, the IT Steering
committee, would be formed to help vet
new IT initiatives. This committee would
consist of IT Managers attached to other
departments within the agency and not in
the central IT Department. These man-
agers would be integrated into the gover-
nance structure to assist with IT strategy,
help manage the IT portfolio, and aid in
the preliminary assessment of requests
before EITL approval.

Leaders on the EITL would iden-
tify and analyze factors that contrib-
ute to misalignments that can be viewed
as symptoms that inhibit organizations
from optimizing and achieving their
full potential (El-Telbany, Elragal, 2014).
And the agency would need to focus on
understanding the symptoms and work
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towards managing them in order to
achieve alignment.

Process

Process Current State

The local government agency had recently
developed a process for vetting IT pur-
chases and services that required all
departments to submit a formal IT pur-
chase request or project proposal form.
The request is then evaluated by the Enter-
prise Technical Review (ETR) Team. If

it is deemed to be suitable for review by
the EITL, the ETR Team will submit the
request to the Budget office to determine
if funds are available for the request. If
the funds are available, the ETR Team pre-
pares the request to make a formal rec-
ommendation to the EITL for approval

or rejection, depending on whether the
request aligns with the strategic business
objective of the local government agency.

A complication for this process is
the IT Department’s lack of formal poli-
cies and procedures. In addition, the
administrative regulations, which are
intended to communicate administrative
policies affecting all local government
agency departments for IT, were outdated
or not being followed. In the absence of
updated IT governance guidance and sup-
port, business units have handled their
own purchases resulting in costly and
unmanageable redundancies.

The administrative regulations for IT
service delivery, standardization, and opti-
mization are being revised as IT gover-
nance policy surrounding IT purchases.

Process Future State

In a desired future state, IT governance
would advise IT purchasers by not only tak-
ing their specific needs into account but
also from a perspective of developing inte-
grated solutions.

IT governance would be involved in
the process of deciding new IT initiatives
to ensure that the business need can be
met while maintaining an IT portfolio that
is manageable and supportable. IT gover-
nance would also assure that one system
is used across the enterprise. For example,
there would be only one asset management
system instead of four. There would be
one time-reporting system instead of five.
There would be one learning management
system instead of five. This would save the
agency a considerable amount of money.

Relational Mechanism

Relational Mechanism Current State
Judging from the perspective of Group
Dynamics, the EITL committee is in the
storming phase, meaning there might be
some conflict or struggle in figuring out
how to work together to achieve business-
IT alignment (Tuckman, 2001, p. 66). IT
and the business need to understand the
practices and goals of the other function.
An exchange based on familiarity with the
other ideas, knowledge, and information
between IT and business organizations
enables both to understand the strategies
and plans clearly and is needed to achieve
alignment (Luftman, Dorociak, Kempaiah,
& Rigoni, 2008, p. 3).



Relational Mechanism Future State

With improved communications between
IT and business, IT governance would be
integrated into the initial phases of plan-
ning, with involvement in departmental
strategies to coordinate IT projects and par-
ticipate in project idea generation, instead
of coming in at the implementation phase.
IT subject matter experts would be con-
sulted on new IT project initiatives and all
IT purchases would be reviewed by the gov-
erning IT department and approved before
entering the enterprise financial system to
be purchased.

A new dedicated role combining tech-
nical, organizational, and people skills
would be responsible for developing port-
folio, program, and project management
governance practices, including associated
methodologies, tools, and reports. This per-
son would also be responsible for coaching
and collaborating with department direc-
tors to boost awareness and adherence to
newly developed governance.

Conclusion

This article illustrated how a local govern-
ment agency might initiate I'T governance
using structures, processes, and relational
mechanisms. With this contribution, this
article aims to guide practitioners on how
IT governance initiatives can be applied in
practice. As a result of using organization
development and IT governance frame-
works, city leaders and IT will be able to
collaborate and execute the goals and objec-
tives of the city and understand the impor-
tance that IT plays while driving alignment.
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“After clearly articulating the ‘why’ and considering ways to embed Use of Self into the culture
systemically, OD practitioners should exercise their roles as educators, trainers, and facilitators
to help middle-level leaders learn to leverage their abilities, skills, attitudes, and values.”

By Carla L. McKnight
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Integrating Use of Self in Organizations

Abstract

The concept of Use of Self is one of the foundational building blocks of the
field of Organization Development (OD). It is the “conscious use of one’s whole
being in the intentional execution of one’s role.” Though Use of Self is becom-
ing increasingly well-known as a competency of organization development
practitioners, it is less understood as an application for leaders who are pri-
marily responsible for the organization’s health. This article provides insights
on how OD practitioners can partner with leaders to integrate the concepts of
Use of Self into an organization’s culture.

Keywords: Use of Self, organization development, organization development
practitioner, leadership development, middle-level leadership, talent
management, talent acquisition, talent activation, talent retention

Tales of an Unconventional Journey

Six years ago, [ was naive about organiza-
tional structure. I did not even know the
difference between the roles of payroll and
compensation. But now I serve as chief
human resources officer (CHRO) in one of

the largest community colleges in America.

Some may attribute my rapid rise to luck;
others may call it fate. I thought my uncon-
ventional journey into executive leadership
was pure happenstance until I understood
a crucial fundamental skill of an organiza-
tion development (OD) practitioner.

While still a college student, I began a
career in higher education. For ten years,
in both the university and community col-
lege setting, I worked in departments like
housing and residential life, student con-
duct, and advising. Eventually I joined the
full-time faculty ranks teaching a first-year
seminar course at a community college.

In that role, I experienced the value
of teaching. Over sixteen short weeks, I
watched hundreds of students transform

ORGANIZATION DEVELOPMENT REVIEW Vol.54 No.4 2022

from having no idea what they wanted

out of life to identifying potential careers
in alignment with their purpose. I found
the opportunity to improve their lives to

be intoxicating, and I expected to be settled
in that role. Then I was offered an oppor-
tunity that completely changed my career:
to become a regional Director of Organiza-
tion Development and Human Resources.
When I pointed out my lack of experience
in HR, the offering CHRO affirmed my
qualifications, saying, “Everything you need
to excel in this role is already inside you. I
can teach you everything else.” Her words
were comforting, but as I considered her
offer, [ was plagued with questions:

What is inside of me?

How did it get there?

How does she see it?

Why is it more critical than knowing
HR stuff?

Saying yes to the role did not answer
those questions for me. I worked tirelessly
to learn more about human resources, but
I felt like an imposter. Nevertheless, after



serving as the director for nearly three
years, the CHRO (now my supervisor),
asked me to join the leadership team as
the Assistant Vice President. I was con-
fident in my work as a director but had
doubts about leading at the next level.

When I expressed my fears to my
leader, she said again, “Everything you
need to excel in this role is already inside
you. I can teach you everything else.” We
both smiled at the irony of being back in
this moment. But this time, I committed to
understand what was inside me. I did this
for two reasons: first, so I could walk into
my next chapter knowing the value I bring
based on my knowledge, skills, and abili-
ties; second, to figure out how to identify
similar untapped potential in my new team
and, if possible, create an infrastructure
where other leaders in my organization
could do the same.

As an OD practitioner, I turned to the
resources most readily available: leadership
and talent development books and sites,
and LinkedIn Learning courses. I sought to
find language to describe my unidentified
skill. The resources helped me think about
leadership development competencies but
got me no closer to a concept, theory, or
framework I could understand or use.

Discovering The Secret Sauce

Having no label for what I sought, I affec-
tionately began referring to my mysteri-
ous qualification as “the sauce.” The sauce
represented a combination of knowledge,
skills, and abilities that makes people effec-
tive regardless of task, industry, field, or
environment. The sauce, much like the
special blend of ingredients that turn

an ordinary dish into a culinary master-
piece, is distinct, delightful, and difficult
to replicate.

Perhaps the sauce made the CHRO
pluck me out of the classroom to lead the
largest region in our service district even
though I had no direct experience. Per-
haps the sauce is what helped me excel
despite the steep learning curve. When the
organization’s president appointed me to
serve as CHRO, I realized that the sauce is
the key to transferability.

But what is the sauce? I got my answer
during my first semester in the Doctorate
of Organization Development and Change
program at Bowling Green State Univer-
sity. The program welcomes learners from
diverse professional and academic back-
grounds, so the first course was an intro-
duction to the OD field and profession. In
that class, I was exposed for the first time
to the concept of Use of Self, which was
introduced in the 189os by Frederick Alex-
ander (Jamieson & Davidson, 2019). It
is well-known and considered a building
block of the field of OD (Cheung-Judge &
Holbeche, 2021).

I was excited to find language that
revealed components of the secret sauce. In
many respects, the very definition of Use
of Self made sense of my career progres-
sion. According to Jamieson et al., it is the
“conscious use of one’s whole being in the
intentional execution of one’s role for effec-
tiveness in whatever the current situation is
presenting” (Jamieson et al., 2010, p. 5).

Now I felt legitimized. No longer did I
feel like an impostor. I stopped thinking of
myself as effective despite a lack of subject
matter expertise. Instead, my lack of experi-
ence had forced me to approach every situ-
ation as a learning opportunity. This was
consistent with Jamieson and Davidson’s
description of the Situational Action Learn-
ing Cycle (2019).

Most of all, T was perplexed. [ won-
dered why leaders and managers in orga-
nizations are not exposed to this valuable
concept that is a trademark of OD practi-
tioners (Cheung-Judge & Holbeche, 2021).
I wondered why this powerful concept
is absent from leadership development
programming (Jamieson et al., 2022). I
wondered what it would take for OD prac-
titioners to engage with leaders and show
them that everything they need to excel is
already inside them.

A Cause for Concern

As I thought more about the current state
of business in the U.S., I grew concerned.
The entire world has experienced widescale
change over the past two years. The global
pandemic forced many organizations to

quickly change products and service mod-
els to meet changing behaviors and needs.
In the wake of the murder of George
Floyd, many organizations expanded their
internal and external focus on diversity,
equity, and inclusion. And increased dis-
engagement and turnover in the workforce
increased the workload and burnout of
remaining employees (Lam et al., 2022).

Labor trends in the last two years sug-
gest that focusing on employee engage-
ment is a strategic imperative. According
to a recent report, the percentage of job
quits during an entire month was higher
in November 2021 than in the past 21 years
(Gittleman, 2022). The quit rate more than
doubled between June 2009 (1.3%), which
was the end of the great recession, and
November 2021 (3.0%) (Gittleman, 2022).

The vast number of resignations
has significantly affected organizations
throughout the country. In addition to
adapting to the ever-changing external
landscape, organizations have amended
their normal operations due to widespread
vacancies. Delayed service and production
times, modified hours of operation, and
reduced service quality have degraded the
customer experience and reduced profits.

Organizations now compete to attract
and retain talent in response to the work-
force trend dubbed “the great resignation.”
Aggressive recruitment, paired with an
increased focus on financial incentives are
common tactics used. Organizations have
also monetized their retention efforts by
offering bonuses for hard-to-fill positions,
increasing wages, and providing lump-sum
payments to current employees.

However, a recent study indicates that
compensation is less critical for employee
retention than employers think. Smet et al.
found that while employers thought work-
life balance, compensation, and health
were the primary reasons for wide-scale
resignations, employees cite their top three
reasons for resigning as not feeling valued
by their organization or their manager, and
not feeling a sense of belonging (2021).
Furthermore, employees are now more
willing to resign without another job offer,
likely due to reassessment and reprioritiza-
tion of life goals during the pandemic.
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Cultivating a Culture of Use of Self in
Today’s Organizations

Organizations seeking to retain employ-
ees must develop and deploy a holistic
engagement strategy. Traditional schools of
thought place human resources at the cen-
ter of employee engagement, but leaders
at all levels of the organization are essen-
tial for this (Crocitto & Youssef, 2003; Hol-
beche, 2018).

Jamieson et al. suggest that Use of Self
can help leaders “create and maintain an
atmosphere where employees can learn,
innovate, and flourish in psychological
safety” (2022, pp. 6, 38). To that end, they
call for integrating Use of Self into leader-
ship development programming.

My experience suggests that to effec-
tively teach leaders how to use themselves
in their roles, we must first integrate the
concepts of Use of Self into the organiza-
tion’s culture. I offer a few recommenda-
tions for potential next steps:

Articulate the Why

Concepts associated with Use of Self are
not unfamiliar in a business context. Ideas
such as self-awareness, self-understand-
ing, emotional intelligence, and feedback
are commonly used in leadership devel-
opment programming (Cheung-Judge &
Jamieson, 2018; Jamieson et al., 2010;
Jamieson & Davidson, 2019). However, in
challenging times, senior executives are
often focused on being lean and agile (Hol-
beche, 2018). For Use of Self to be adopted
and prioritized, we must develop a strong
business case and a clear rationale for its
significance to the health and performance
of the organization. OD practitioners inter-
ested in this approach may consider taking
a social constructionism approach to data
collection, paying careful attention to insti-
tutionalized language, beliefs, and desires
as people’s communicated focus are their
reality (Cheung-Judge & Holbeche, 2021).

Systemically Embed Use of Self

into the Culture

Integrating the concepts of Use of Self into
organization culture requires a holistic tal-
ent development strategy. Areas associ-
ated with talent development include talent

32

acquisition (advertising, recruitment, selec-

tion), talent activation (onboarding, train-

ing, and development), and talent retention

(rewards, recognition, and performance

management and evaluation) (Cappelli &

Keller, 2017). Each area presents an oppor-

tunity to highlight the significance of Use

of Self in leaders throughout the organiza-
tion. Consider the following:

» Talent Acquisition. Incorporate the
principles of Use of Self in the job
description. Describe the knowl-
edge, skills, abilities, and experiences
required for a role. Communicate
values of self-understanding and
emotional intelligence to potential can-
didates. Recruit candidates with diverse
identities, knowledge, skills, and styles.
Reflect a culture of presence, self-
reflection, and feedback in images, tag-
lines, etc. Enable the hiring process to
show who candidates really are and how
they show up in the workplace. Assess
what candidates see, know, or do in
familiar and unfamiliar situations.

» Talent Activation. Invite newly hired
leaders to show up as their authen-
tic selves. Design social integration
exercises that encourage authenticity
and vulnerability between leaders and
their teams. Develop training and
development opportunities that
expose leaders to the concept of Use
of Self. Create space and opportunity
for leaders to reflect.

» Talent Retention. Practice the situ-
ational action-learning cycle. Create
an expectation of presence. Discover
and mitigate biases. Understand and
address the unique needs of leaders.
Celebrate exemplary displays of Use
of Self. Create a culture of feedback
throughout all levels of the organiza-
tion. Embed the principles of Use of
Self into performance management
and evaluation systems.

Activating Middle-Leaders

There is an ongoing debate in the field

of talent development having to do with
who in the organization should receive the
benefits of talent development. Inclusive
approaches suggest that everyone should
be entitled to some form of development,

whereas exclusive approaches limit devel-
opment efforts to high-potential employees
or to those who are in strategic roles (Cap-
pelli & Keller, 2017). Regardless of an orga-
nization’s developmental focus, I believe
that one way to support rapid integration of
Use of Self is to target middle-level leaders.

Middle-level leaders are well posi-
tioned to affect employees because of their
organizational function. They can opera-
tionalize organizational strategy by lead-
ing front-line managers and individual
contributors in design and implemen-
tation (Dasgupta, 2015). Additionally,
middle-level leaders are attuned to the day-
to-day operations of their organizations
and can recognize and communicate sig-
nificant challenges that would otherwise
go unaddressed.

Middle-level leaders also have broad
influence based on their positioning
between senior executives and front-line
managers. Both Floyd and Lane (2000) and
Dasgupta (2015) describe middle-level lead-
ers as networkers who synthesize strategic
and hands-on information, negotiators who
share knowledge and sell messages, cham-
pions who search for new ideas and present
them to senior management, and imple-
menters who motivate employees to take
action and monitor progress for leaders
(Dasgupta, 2015; Floyd & Lane, 2000).

Because of these roles, wise senior
executives see middle-level leaders as advi-
sors who can innovate and implement
(Floyd & Lane, 2000). Wise front-line man-
agers see middle-level leaders as advocates
who can understand and communicate
their challenges. Middle-level leaders’ vis-
ibility, accessibility, and trustworthiness
make them ideal organizational vectors for
cultivating Use of Self in organizations.
However, being well-positioned for these
efforts does not mean middle-level leaders
are automatically qualified to lead them.
After clearly articulating the “why” and
considering ways to embed Use of Self into
the culture systemically, OD practitioners
should exercise their roles as educators,
trainers, and facilitators (Rainey & Jones,
2014) to help middle-level leaders learn
to leverage their abilities, skills, attitudes,
and values. The outline of descriptors of
clusters in Use of Self (Cheung-Judge &



Holbeche, 2021; Cheung-Judge & Jamie-
son, 2018) may be useful in these efforts.

Everything We Need

I have encountered concerns about the
health and longevity of the field of OD. I
humbly suggest that the measure of our
profession’s success rests not in the num-
ber of subscribers to OD publications or
the recruitment to the OD Network or NTL.
Rather, we will be successful if leaders in
organizations are equipped to use their
whole being to execute their roles. Helping
our clients integrate Use of Self into orga-
nization culture will be no doubt difficult,
but I have confidence that if anyone can
do it, OD practitioners can. Everything we
need to excel is already inside of us.
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“Introducing cross-gender mentorship, with the goal of integrating it into the
existing practice and programs within an organization, should be viewed as
a significant change initiative requiring a change model approach.”

Realizing Unrealized Potential

By David R. Perry
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Through Cross-Gender

Mentorship

Abstract

Much has been written on the concept of mentorship yet relatively little focuses
on cross-gender mentorship (defined in this article as men mentoring or sponsor-
ing women) and the benefits to the advancement of women.

This article addresses the question: To what extent can cross-gender mentorship
enable female leaders to realize their full leadership potential and help their organiza-

tions achieve their objectives?

By integrating learning from personal experience, published research, and the
application of Lewin's force field model, I address ways for professionals of Orga-
nization Development and Change to transform organizations by realizing the
full potential of their female (and male) leaders.

Keywords: mentorship, cross-gender mentorship, change theory, Lewin’s force

field model, systems thinking

Unrealized potential represents a signifi-
cant opportunity for employees and orga-
nizations (Wodon & De La Briere, 2018).
The benefits to organizations include
improved recruitment and retention,
higher employee engagement, productivity,

market value, and revenue growth (Dhanal-

akshmi, Gurunathan, 2014). Although
there are numerous ways to address unre-
alized potential in the workplace, includ-
ing talent management and development
programs, this article focuses on a specific
strategy that is more interpersonal than
programmatic—mentorship of women.
The emphasis here is on a particular form
of mentorship: cross-gender mentorship.
Examples of mentorship in business
date back to the early 1900s when James
Cash (JC) Penny introduced a store man-
agement training program based on men-
torship (Roche, 1979). After World War II,
many programs based on an apprentice-
ship model were introduced (Vickerstaff,
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2007). These programs were primarily
developed for men by men who domi-
nated the management ranks at the time.
They offered limited access to women and
were slow to evolve to meet the needs of
the growing number of women manag-
ers in the workforce. As a result, both real
and perceived obstacles to the mentorship
of women remain (Johnson, Smith, 2016;
Neal, et al., 2013).

In this article, I pose the question:

To what extent can cross-gender mentorship
enable female leaders to realize their full lead-
ership potential and help their organization
achieve their objectives?

Motivated in part by my own experi-
ence as a male being mentored by women,
I argue that the answer to the above ques-
tion is, to a great extent.

Beginning in the mid-1980s, most
of my supervisors or clients have been
women. My first job out of college was at
Proctor & Gamble where I reported to a



* 67% rate mentorship as highly important in
helping advance their careers

* 63% have never had a mentor

* 78% mentor other women

careers

G

AN

* 88% want to help women advance their

* 56% aren’t sure how to help

* 49% want their female colleagues to tell them
how to be a better ally

87% of mentors & mentees feel empowered, have greater confidence
& career satisfaction. Mentors & mentees are promoted 5-6X more often

Sources: Neal, S., Boatman, J., Miller, N., (2013) Development Dimensions, Intl. (DDI); Kraner, A. (2021), Forbes

Figure 1: Female and Male Views on Mentorship and the Upside

dynamic woman who mentored me. After
earning my MBA, I worked at Microsoft,
where two of my early supervisors were
women. One was the influential Melinda
French Gates and the other, a brilliant
leader who helped introduce Microsoft
Office and became one of the first female
vice presidents at Microsoft. More recently,
I have worked directly for females who

were the president of a top business univer-

sity and the CEO and the dean of a nation-
ally recognized academic health system. I
benefitted greatly from working with these
female leaders and seeing how they viewed
and framed challenges and opportunities.

I also benefited from observing the power
dynamics and the inherent obstacles they
encountered in their male-dominated
organizations. Through this experience,

I learned that mentoring could lead to

an exchange of different perspectives on
leadership and that there is an opportu-
nity for senior men to use their positional
power to help elevate future female leaders
through cross-gender mentoring.

A Historical View

Two significant events in the advancement
of women were the Women’s Suffrage
movement and the Title IX legislation. Two
men, George Francis Train, and Senator
Birch Bayh were influential in these move-
ments and together they provide examples

of how males have, in the past, used their
positional power in either supportive roles
or to advocate for women.

In the early 1900s, George Francis
Train, in his support of Susan B. Anthony
and Elizabeth Cady Stanton and their
efforts in securing women’s voting rights,
developed, launched, and funded The Revo-
lution, a women’s rights newspaper. Train,
who was a contrarian, was willing to chal-
lenge tradition, stand up for his beliefs,
and used his power as a wealthy, connected
male leader to promote women’s suffrage
(Holland, 1987).

In 1972, Senator Birch Bayh of Indi-
ana helped to author and introduce to the
United States Senate the Title IX legisla-
tion that secured equal rights in women’s
collegiate sports. His empathy for women
in sports was informed by his own experi-
ences as an athlete and importantly, those
of his wife, Marvella Bayh, and the ineq-
uities she had experienced as an aspiring
female in a male-dominated world. Senator
Bayh realized that male leaders in positions
of power would need to become advocates
for change (Johnson, 2022). By using his
position of power for the purpose of listen-
ing and involving other stakeholders, Bayh
employed a diplomatic and consensus-
based approach that is a model for male
advocates and mentors to study.

What is Cross-gender Mentorship?
Why Pursue It?

Cross-gender mentorship is defined pri-
marily as males mentoring females. While
senior women'’s mentorship of junior
women can be very effective and should be
encouraged, there are a limited number of
senior women available for mentorship. In
one study, 63% of women reported never
having had a formal mentor (Neal, et al.,
2013). For more women to have mentors,
more men in senior-level positions need
to serve as mentors or sponsors of junior
women (Johnson, Smith, 2016).
Mentorship, particularly cross-gender
mentorship, can accelerate the develop-
ment of a young, diverse pipeline of female
leaders. By connecting senior male lead-
ers who occupy most key leadership roles
to high-potential female leaders, mentor-
ship programs can leverage senior male
leaders’ knowledge and experience while
concurrently providing greater exposure
to women'’s challenges in the workplace.
Both groups benefit from an interpersonal
relationship that can produce a mindset
shift through which they gain a broader
perspective (Moser, Branscombe, 202I).
Results of a survey on mentoring
among men and women (Neal, et al.,
2013) provide compelling reasons to
invest in these cross-gender mentoring
(see Figure 1).

35



FORCES FOR CHANGE

2
=

Status Quo Line

Figure 2: Lewin’s Force Field Model Applied to Cross-Gender Mentorship

Researchers have identified the dif-
ficulties encountered in cross-gendering
mentoring. Kram (1983) and Clawson
and Kram (1984) used the mentor role
theory to outline nine mentoring roles
divided into two sets—psychosocial and
career development—and the related per-
ceptions including stereotyping, inti-
macy, and public scrutiny. Other studies
have examined the perceptions, infre-
quency, and barriers to cross-gender men-
toring relationships for women in the
workplace (Ragins, 1989, 1996; Ragins
etal, 1990, 1991, 1994). Ragins (1989)
offers steps organizations can take to help
female managers overcome barriers to
mentoring, including creating opportu-
nities (networking, events, etc.), training,
cultivation, and institutionalization.

Looking at the Opportunity
Through a New Lens

Despite the insightful research on cross-
gender mentorship and the advancement
of women into leadership roles, there have
been few meaningful changes to mentor-
ship in the last 40 years. Many of the
barriers identified by Kram and Ragins
remain. Furthermore, it can be argued
that the barriers have been amplified in

recent years by high-profile cases of sexual

harassment that led to the #MeToo move-

ment. Women fear being targets of sexual
harassment or other inappropriate behav-
ior, while men with good intent fear risk-
ing the perception of undue influence or
becoming the target of an unwarranted
accusation. These challenges inform and
support taking a fresh, OD&C-informed,
systems-thinking view of the problem
using a lens that incorporates new work-
place norms and policies, and evolved atti-
tudes and perceptions of a new generation
of women and men in the workplace.

By transforming a compelling concept
into something actionable, this OD&C-
informed change approach could increase
the probability of realizing potential in the
form of three desired outcomes that con-
tribute to but go beyond financial ROI:

1. Cultural mindset shift: Elevating men-
torship (informal and formal) to a core
element of the organizational culture
that benefits mentees and mentors of
all genders

2. “Baked In” Integration: Linking men-
torship to HR policies—recogni-
tion and incentives for mentors/
mentees, incorporation into perfor-
mance reviews, criteria for promotion,

36 ORGANIZATION DEVELOPMENT REVIEW Vol.54 No.4 2022

Politics/Perceptions

Lack of Funding

FONVHI ONILSIS3YH S30¥04

Conflicts with

existing programs
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ment systems and DEI goals

3. Advancement: A pipeline of women
moving to higher levels of leadership
that cultivate greater diversity of
gender and thought and improved
overall outcomes.

A Change Roadmap to Desired
Outcomes and Cultural Change

The opportunity to realize the unrealized
potential of both female and male lead-
ers through mentorship is an unresolved
challenge that requires some form of orga-
nizational change. Professionals in Orga-
nization Development and Change can be
integral in introducing cross-gender men-
torship approaches and developing organi-
zational programs.

Lewin’s force field analysis (Lewin,
1951) provides a useful framework that
identifies enabling forces for change
and the corresponding forces that resist
change. It provides a strategic approach
to introduce, evolve, and potentially trans-
form existing mentorship relationships
and programs.

The force field model, as illustrated in
Figure 2, serves as a diagnostic framework
that allows leaders and teams to: a) identify



and assess the current driving and restrain-
ing forces of change that are motivating or
hindering the status quo of a cross-gender
mentorship culture; and b) prioritize

focus areas to impact desired change(s).
This analysis could lead to using more
focused frameworks (i.e., Lewin’s three
stage model of change, etc.) to address
resistance to change or leverage positive
forces respectively.

Conclusion

Realizing the unrealized potential in

the workplace is an intriguing but elu-
sive concept that ultimately requires put-
ting theories into actionable practice. In
this article I have explored how mentor-
ship could be used to realize the poten-
tial among women in the workplace

and identified cross-gender mentor-

ship between men and women as a more
focused way to help advance and elevate
women and to provide senior men with a
broader perspective.

Existing research confirms strong
interest among women and men in men-
torship. Still, challenges exist, such as
women lacking mentorship experiences
and men lacking the knowledge of how
best to support their female colleagues
(Neal, Boatman, and Miller, 2013). Beyond
the benefits to the mentor and mentee, the
organization can realize more comprehen-
sive advantages in improved recruitment,
retention, higher employee engagement,
productivity, market value, and revenue
growth (Dhanalakshmi, et al., 2014).

Introducing cross-gender mentorship,
with the goal of integrating it into the exist-
ing practice and programs within an orga-
nization, should be viewed as a significant
change initiative requiring a change model
approach. Thus, it will often involve pro-
fessionals of Organization Development
and Change serving as agents of change in
introducing concepts, models, and frame-
works to help organizations introduce or
expand cross-gender mentorship, with
Lewin’s force field analysis as a change
model serving as a framework for identify-
ing and addressing positive and restraining
forces of change.

The perceived need and lack of cross-
gender mentorship is a challenge. A chal-
lenge that presents a unique opportunity
for OD&C professionals to add signifi-
cant value. With select change models and
frameworks such as Lewin’s force field anal-
ysis, OD&C Professionals can help trans-
form organizations by realizing the full
potential of their female (and male) leaders.
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“Unexpected for many of the authors was the renewed sense of purpose as thought leaders and
change leaders. They found that the act of thinking through their experiences and writing about

them was formative and helped to refine their thoughts, enhancing the substance of their work.”

By Argerie Vasilakes

Author Reflections on
“Advancing OD Doctoral
Education Through Publishing”

Cultivating Scholar-Practitioner
Writing

A distinguishing characteristic of the OD
Review is that it offers authors the choice
of a double-blind review or an open, devel-
opmental review. With the present issue,
readers see the fruits of a third, more
intensive process based on the open
review. This enhanced process was an
experiment to cultivate newer authors—
especially those at the threshold of
scholar-practitioner writing.

The intention of the extended author
development project was to strengthen
OD scholar-practitioners’ authoring
skills through the open, developmental
review process. Eight doctoral students
from diverse fields volunteered to partici-
pate in the project, with the understand-
ing that it was separate from their doctoral
coursework. Afterwards, we asked each
author to reflect on their experiences with
the author-development project. Each
described a labor that resulted in a sense
of accomplishment and, for some, a better
sense of themselves as influential OD
thought leaders.

The process began in early 2022 when
the OD Review received submissions from
nine student-authors who are in the BGSU
doctoral program in OD and Change. A
panel of reviewers from the ODR review
board concluded that all the manuscripts
showed promise, but they were not ready
to be published. They were good ideas but
all needed work to turn them into clear
and persuasive arguments. And so, the

author development project was conceived.
A small editorial team proposed a process
by which the articles could be made ready
and published in a special section of ODR.
The desire of the editorial team was to
simultaneously work the process and
learn from it.

The Author-Development Process

Eight authors participated in the project.
Four reviewers from the ODR review board
ensured, as usual, that the manuscripts
had adequate depth and high-quality writ-
ing, and that the articles elevated the OD
perspective by bringing in OD theory. Over
several months, each author engaged with
one reviewer in a process more intensive
than the usual open peer review, which
usually offers one to two rounds of written
feedback. Authors and reviewers met in a
series of interactions by Zoom, email, and
phone. One participant remarked, “The
reviewers took the time, in some cases a
lot of time, to help us progress to the fin-
ish line.” When the article was nearly at its
final stage, it went to the issue’s senior edi-
tor for final editorial comments.

Our desire as a review team was to
both work the process and learn from
it. We asked the participating authors
to reflect anonymously on a few survey
questions. Each one told us that their ex-
perience was different from what they
expected. For many it surpassed their ex-
pectations, calling the process engaging,
pleasurable, smooth, and manageable,
despite, as many noted, “taking a great
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deal of time” with “significantly more it-
erations than I imagined.” One person
did not expect to receive “different direc-
tion from the two reviewers,” spent more
time editing than expected, and was the
only respondent who said they are unlikely
to submit another article. Seven authors
said they were extremely or very satisfied
with their final article, and five said they
were extremely likely or likely to submit
another article.

It appears that reviewers’ encourage-
ment and technical assistance had a mostly
positive effect on authors’ confidence as
professional contributors. Authors said,
“The reviewer made me believe I have
something good to contribute to the field,”
and another: “My writing mentor was not
only encouraging but gave many practical
tips to help improve my article and my
writing overall.”

Growing into Scholar-Practitioner
Leadership

Unexpected for many of the authors was
the renewed sense of purpose as thought
leaders and change leaders. They found
that the act of thinking through their expe-
riences and writing about them was for-
mative and helped to refine their thoughts,
enhancing the substance of their work.

40

Initially, submitting an article was
“about getting something to put on the
vita.” After the review process, it became—
“as a practitioner, to influence change.”
“Now it’s personal,” said one author. “I can
be a reporter of my own experience.”

Several authors became more aware of
their own core values and committed them-
selves to advance them. Said one author:

“I need to believe in myself and follow my
passion, while another observed, “I learned
quickly that you need to take a stand and
believe in it,” and another: “I learned about
my desire for authenticity, even in writing.
I want work to matter.”

For several authors, the review pro-
cess was like a mythic transformative
trial, where the means of passage was the
act of writing as a scholar-practitioner. “I
assumed the writing process would include
multiple edits,” said one person, “but I
didn’t expect to have so much change in
the purpose of the article itself.”

Authors’ eyes opened to the value
they have to share with the OD commu-
nity and their colleagues. “As a practitioner
who hasn’'t worked in a direct OD posi-
tion,” one person revealed, “I was skepti-
cal about what I had to offer at this point
in my career. I learned that my experience
has value.”

For most, tenacity itself was an
achievement. “I learned that I am capa-
ble of overcoming challenges. I was
discouraged but I pushed myself to be
able to achieve the goal.”

Would these writers encourage other
authors to submit articles to OD Review?
“Go for it!” said one. “Not only do you
share some of your ideas with the com-
munity, but you have the opportunity to
develop your thought leadership and hear
feedback from other OD professionals.”

One author advised: “Be clear about
the “why” behind your article and the
actions or recommendations you want
practitioners to consider. Once I was
clear on that, the process became so
much easier.”

What Now?

We're sold. We want to offer this author
development process again to other doc-
toral students if for no other reason,
because “the process sharpens your OD
practice and contributes to your profes-
sional thought leadership.”
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“These articles are to be appreciated as the skilled work of doctoral students in
Organization Development and Change. But to just appreciate them as graduate
level papers understates the value that these have to the field.”

Reflections by
George Hay,
Debra Orr, and
Argerie Vasilakes

Reviewer Reflections on
“Advancing OD Doctoral
Education Through Publishing”

The dedication of members of the Review Board is a critical quality factor for
every peer reviewed journal. For this Special Section, the OD Review is fortunate
to have benefited from the service of three outstanding reviewers, George Hay,
Debra Orr, and Argerie Vasilakes, who reflect on their experience participating in
this project in the following commentaries. The editorial team of the OD Review

is deeply grateful for their contributions.

By George W. Hay, PhD

Organization Development profession-

als can be viewed as epistemic techni-

cians who successfully integrate different
domains of knowledge about change.
These domains follow the lead of Aris-
totle who advances four domains of
knowledge—experience (empeiria), craft
(techne), theory (episteme), and practical
wisdom (phronesis). (See Tenkasi & Hay,
2008). Furthermore, masterful scholar-
practitioners of Organization Development
and Change are distinguished by their
ability to link theory with action to generate
organizational results and new knowledge
of the discipline. In other words, masterful
scholar-practitioners link theory with action
through the integration of experience,
craft, theory, and practical wisdom.

The articles within this section are
written by scholar-practitioners with deep
experience within their fields. For example,
Herbert Homan is a retired Commander
within the Ohio State Highway Patrol who
witnessed the demonstrations following
high-profile police shootings as well as the
January 6th protests. David Perry leverages
his experiences as a mentee of a female
mentor to explore cross-gender mentor-
ship. Completing this deep experience is

an appropriate use of theory. Raynel Fra-
zier applies Schein’s culture model (1985)
to analyze the key drivers of DEI strategies
within the programming of arts organiza-
tions. This article leaves the reader with an
appreciation of the specific steps that can
be taken to realize DEI as well as the moti-
vation to do so. The articles also speak to
the practical wisdom that is requisite for
organizational change efforts to contribute
to greater social inclusion and equity. Val
Kaba illuminates the role of banking within
low-income communities. He advances a
model that promotes good banking habits
within low-income communities. Sara
Kline argues for empathy as foundation
for furthering municipal public policy.
Other demonstrations of masterful schol-
arship and practice are evident within all
the articles.

These articles are to be appreciated
as the skilled work of doctoral students in
Organization Development and Change.
But to just appreciate them as graduate
level papers understates the value that
these have to the field. Of greater sig-
nificance, these articles align with the
Aristotelian framework of Organization
Development knowledge and action. The
articles move between the general prin-
ciples of theoretical frameworks and the
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