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ABSTRACT 

Perry, JoAnne, W., Executive leaders’ perceptions regarding training programs and 

performance outcomes. Doctor of Education (Executive Educational Leadership), May 15, 2021, 

Houston Baptist University, Houston, Texas.  

 

The purpose of this study was to examine executive leaders’ perceptions of training program 

selections regarding the impact of the training programs on performance outcomes in a local 

governmental agency in Texas.  The significance of the research explores the need to analyze the 

selected training programs to ensure that the training received by employees is commensurate 

with organizational goals, objectives, and expectations. When operational goals are not met, 

there is a negative impact on the organization and customer satisfaction (Richardson, 2014).  

Outcomes can be viewed as simple or complex where simple outcomes may be observed, and 

complex outcomes can be multi-faceted in any regard, both are relevant to determine outcomes 

(Rossi, Lipsey, & Freeman, 2004).  In this descriptive study, the researcher used the qualitative 

research methodology of phenomenology to explore and better understand the perceptions of 

executive leaders regarding the impact of training programs and operational outcomes.  The 

participants in this study included seven executive team leaders, 10 managers and supervisors, 

and ten operational level employees.  A Likert-scale was used to collect data from the executive 

leaders and the supervisor/manager participants.  Executive team leaders and 

supervisor/managers participated in focus group interviews.  Operational level employee 

participants were invited to complete a survey.  Based on the findings of this study, concepts 

could be discovered for future implementation. 

Keywords: executive level leaders, strategic planning, decision-making processes, organizational 

culture and learning, performance measurement, other potential factors 
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CHAPTER I 

Introduction 

In an ever-changing society, an organization must stay abreast and adaptable to constant 

change.  The ability to plan, equip employees, and produce expected outcomes is necessary for 

the existence of a successful organization.  The most crucial factors have the greatest impact and 

will require effective strategic planning that incorporates viable solutions.   

This study was conducted in a local governmental agency located in southeast Texas. The 

researcher aimed to explore the perceptions of executive leaders regarding training programs and 

operational outcomes.  Based on the findings of this study, concepts that could be developed or 

enhance training programs, operational outcomes and align with the organizational purpose were 

discovered.  The adeptness to reflect and then advance to change accentuates the fortitude to 

remain relevant in any given industry.  

This notion is reflective in the plan for the future of Houston Baptist University (HBU) 

where the mission is to provide a learning experience that instills in students a passion for 

academic, spiritual, and professional excellence.  Its history taken into consideration, creates a 

platform that not only supports but also propels adaptation to future anticipated change.  The 

vision in the fulfillment of HBU revolves around Christian higher education in the depiction of 

Ten Pillars.  The Ten Pillars are the reflection of envisioning sessions and conversations held 

with HBU faculty, staff, students, trustees, alumni, and members of the community.” The Pillars 

represent the HBU vision that consists of that classics, national influence, embracing challenges, 

learning society, cultural impact, campus and community renewal, togetherness, expand creative 

arts, cultivate global focus, and move to the next level as an institution.  In essence, these pillars 
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capture the spirit and direction of our university family’s aspirations for HBU 

(https://hbu.edu/about-hbu/). 

The Pillars that resonated during this study were the First Pillar, Built on the Classics and 

the Third Pillar, Embrace the Challenge of Christian Graduate Education.  Built on the Classics   

was a reflection of fundamental attributes of wisdom and character that reflected as principles 

that will never change and have endured through the ages.  They are inherent and come from an 

intrinsic entity that can only be cultivated by engaging in the knowledge from where wisdom and 

character originate.  As time has progressed through the ages, there have been a plethora of 

examples that depict the epitome of wisdom and character, whether rich or in lack of it.  In the 

KJV bible, Hosea 4:6 (King James Version) reads, “My people are destroyed for lack of 

knowledge.”  This scripture is as relevant today as it was during the time it was written.  For 

without a history, a future would not be able to sustain itself.  

The “Ten Pillars: Faith & Reason in a Great City” considers the future of our university.  

It gives homage to the past in that the First Pillar: “Built on the Classics” acknowledges and 

incorporates the history and then cascades into the future vision and aspirations of HBU.  The 

premise of wisdom and character can apply to individuals as well as organizations which 

manifest into an aspired culture.  Wisdom comes by way of seeking wise or divine council and 

then acting on it faithfully. This can be construed as the cornerstone of character. Character or 

moral character, shall I say, revolves around being upright. In other words, exercising good 

judgment in every facet of our existence.  Knowledge without “moral” character can be 

pragmatic.  Knowledge is gained by study and experience, yet it is enhanced by character which 

is developed internally (Covey, 1989).  Wisdom, character, and knowledge are the attributes 

which creates legacy.   

https://hbu.edu/about-hbu/
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The Third Pillar: “Embrace the Challenge of Christian Graduate Education” is continuing 

the legacy. In a society where, secular ideas infiltrate multiple mediums of communications in 

technology as well as printed edifices, believers and potential believers who desire to continue in 

graduate studies “must” embrace the challenge to commit to studies in a Christian-based 

university.  In doing so, candidates have opportunities to interact with fellow believers whom 

otherwise they may not have ever encountered.   

This is our common bond that challenges us to hold one another in high esteem as we 

travel through our academic journey and beyond.  The aim of the College founders was the 

establishment of a Christian College of the highest order in the city of Houston that stressed 

quality of life as well as quality of learning (https://hbu.edu/about-hbu/history/).  It is an 

awesome experience to “integrate faith and learning” in an institution of higher learning.  

Embracing the challenge encompasses the greater good and expands dimensions that reach 

individuals, communities, cities, states, and global interests. The term “scholarly discipleship” 

radiates as we interact with professors, staff, and fellow alumni; as believers, we are 

commissioned to demonstrate Christian character.  We as individuals and students expand in our 

ability to reach further and higher in our educational pursuit.  The same is witnessed as HBU 

continues to expand its future vision through the Ten Pillars of Faith & Reason in a Great City 

(Noll, 2000) at Houston Baptist University. 

Background of the Study 

The focus of this qualitative phenomenological study was to gain deeper insight into the 

perceptions of executive leaders from a local governmental agency regarding training programs 

and operational outcomes.  Executive directors are charged with the monumental task of 

developing high-level, long-range strategic goals and objectives that guide and strengthen the 
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overall operational effectiveness of the organization.  “Because becoming the very best requires 

a strong belief that you can learn and grow, an intense aspiration to excel, the determination to 

challenge yourself constantly, the recognition that you must engage the support of others, and the 

devotion to practice deliberately” (Kouzes & Posner, 2017, p. 302).  Multi-level learning, 

employee development, and continuous improvement of operational processes are essential 

elements that catapult objectives to the attainment of projected outcomes.  Learning 

organizations asserted by Kaplan and Owings (2017), expressed that “when people from all 

levels in the organization are continuously learning together in ways that expand their capacities 

to achieve, behavior must also change” (p. 154).  These primary building blocks must be 

incorporated into all aspects of the strategic planning developmental phase. This approach 

improves overall operational outcomes, strategic planning processes, and creates a culture of 

organizational learning.   

Any organization would be remiss, without a vision, mission, and value statement. These 

elements frame the organizational design and structure that support a well-trained, multi-skilled 

workforce.  Halmaghi (2018) suggested that “changing organizations into learning organizations 

require redesigning the existing structure to incorporate a new vision to transform into a learning 

organization” (p.102).  Further expressed was the need to create a learning environment that 

support and stimulate employee learning where exchange of knowledge, skills, and experiences 

contribute to the overall success of the organization.  According to Natemeyer (2011), not all 

experiences equate to gaining benefits and can often lead to loss of money, time, and resources 

when implemented with little or no payoff.   “A lack of connection to performance and 

accomplishing key organizational results puts training into the ‘nice to have’ category, instead of 

something that is required for organizational success” (Kirkpatrick & Kirkpatrick, 2016, p. 3). 
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Many organizations lack the ability to adequately adapt to marketplace changes. “If 

organizations are to remain viable, their design and management practices must shift in accord 

with societal and technological changes.  Scholars suggest different models to describe 

organizations’ relation to their external environment” (Kaplan & Owings, 2017, p 13).  The 

organizational design should align to reach desired operational outcomes and may depict a broad 

structural spectrum of departments, divisions, and branches in larger agencies. Each area is 

congruent to another yet differs.  Databases also provide collective data in a broad design that is 

useful when determining the organizational development metrics.  Dimitrijevski-Markoski 

(2019) expressed that data must be accurate that can lead to accurate decisions when determining 

specific planning strategies or reorganization, however, other related performance initiatives may 

require more resources towards performance improvement and measurement. 

Statement of the Problem 

Despite frequent training opportunities, some operational outcomes are below 

expectation.  When operational goals are not met there is a negative impact on the organization, 

customer satisfaction plummets, complaints rise and productivity drops (Robinson & Robinson, 

1989).  According to Archbald (2014), the validity of the problem statement directly impacts the 

quality of measures indicating the decline. The causes of the decline, further expressed as 

assumptions, include changes in the organization regarding inputs or conditions.  Consideration 

must be taken when comparisons are used in problem statements. Pinpointing gaps may be 

subjective when comparing the past to present.  In order to reduce subjectivity, goals and 

expectations are processed into a formalized approach. 

This study's general premise is the failure to meet strategic and operational objectives that 

can negatively impact the organization (Kirkpatrick, 1994).  The specific assumption leads to the 
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idea that: 1) selected training programs may not be appropriate for intended operational 

outcomes; 2) may not incorporate the chain-of-command; 3) may not include a level of 

accountability for sustainability, and 4) measures performance that management will upload and 

analyze in a performance measurement system.  The incorporation of systematic reporting will 

indicate training effects and overall performance that support the objectives achieved.  Based on 

the results, stakeholder satisfaction and performance measures will depict the outcome 

(Kirkpatrick, 1994).  Chen, Hsu, Hung, & Wu, (2012) asserted that executive leaders facilitate 

the integration and coordination of organizational operations and reduce performance 

management resistance. 

Statement of the Purpose and Significance 

The purpose of this study was to examine executive leader’s perceptions’ regarding the 

impact of training programs on operational outcomes and the effectiveness of training programs 

on workforce performance.  Researching the aforementioned topic was significant because there 

is a need to evaluate training programs to ensure that the training received is commensurate with 

organizational expectations.  The significance of the findings of this study may affect the 

selection of training processes and practices as well as provide strategy recommendations when 

determining the appropriate processes in the selection of training programs based on operational 

goals and the needs of the workforce.  The findings may also enhance the cohesiveness of the 

affected operation and support continuous improvement efforts that will contribute to the body of 

knowledge in the field. 
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Research Questions 

The purpose of this qualitative phenomenological case study was to explore what 

processes organizational executive leaders use to ensure that training and performance measures 

are intergraded into strategic objectives that will produce positive outcomes for the organization 

as well as the customers.  Creswell and Poth (2018) stated a phenomenological study describes a 

common meaning of experiences of a phenomenon, also known as a topic or concept for several 

individuals.  Experiences are delineated to arrive at a common meaning of experience. 

When objectives are not accurately aligned, and consideration is given to appropriate 

areas of the organization, an enormous amount of time and resources may be wasted.  Project 

completion timelines are impacted and may be delayed or not be reached.  According to Fusch 

and Gillespie (2012) one such strategy, termed result-based interventions, links the 

organizational strategies to operations plans in which organizational leaders strive to improve 

workplace performance and training.  

The following research questions are developed to investigate training selection and 

effectiveness; training impact on the workforce; and operational outcomes. 

1.  What are the effects of executive leaders’ decisions on training programs on the 

workforce? 

2.  What are the perceptions of executive leaders regarding the effectiveness of current 

training programs? 

3. What recommendations can executive leaders make to address training programs as 

they relate to operational outcomes?  



 

  

 

8 

Definition of Terms 

Decision-Making Processes  

 Clear communication regarding who makes the decision and by knowing the types and 

implementation of decision-making styles. 

Executive Level Leaders 

The level of upper management who are classified as Directors. Responsibilities include, 

but are not limited to: Develop and recommend plans, policies, and programs designed to 

improve departmental and organizational efficiency and effectiveness; resolve inter-departmental 

operating problems; develop and monitor goals and objectives; manage all aspects of personnel, 

building a cooperative work team and productive environment; manage and direct managers, 

review operations; may establish objectives within the assigned department; and research, review 

and evaluate new data, report, and other information. 

 

Organizational Culture and Learning  

 A learning culture of a community of employees instilled with a growth mindset where 

persons want to learn, apply the knowledge, and help their organization (Herbert-Maccaro, 

2019).  

Other Potential Factors 

Other skills that are important to the organization’s strategic operations that are of a 

behavioral nature such as attitude, communication skills, teamwork, and policy knowledge 

(Patenotte, 2016).  
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Performance Measurement 

 Performance measurement is defined as a means by which agencies can measure the 

effectiveness of programs through established parameters that provide a way to gauge 

productivity and achievement of goals and objectives, managerial efficiency, and organizational 

responsibility (Richardson, 2014). 

Strategic Planning 

 A formal method for collaborative planning specifying the steps to be taken, and the 

stakeholders responsible for each phase is of paramount importance in an adaptive and dynamic 

business condition (Amrollahi & Rowlands, 2012; Endlich, 2001).   

This study was based on the Theoretical Framework from Kirkpatrick’s theory that 

consists of the four levels of evaluations.  When training is incorporated into strategic planning 

goals, the organization has equipped the person to better meet the expected operational 

outcomes.  Ji (2016) emphasized that large governmental organizations managing multiple 

programs and processes at various levels with a multitude of constituents must obtain a deep 

understanding of sustainability programs with various designs and consider the quantity and 

quality aspects of each program.  There are causes that arise that impede objectives from being 

met that are significant to the success of the organization.  Those causes must be understood and 

addressed. Conversely, the factors that meet the operational outcomes are just as if not more 

important.  Those factors provide relevant indicators of strategies, training, and outcomes 

successes, which can provide the pathways consistent in thinking, acting, and learning (Poister, 

2010).  

The critical need is for leaders not only to create visions of success for the future, develop 

strategies for pursuing those visions, and mobilize support both internally and externally in the 
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implementation process. It is also to manage the performance effectively (Poister, 2010).  

According to Robinson and Robinson (1989), training for impact focuses on various approaches 

to achieve organization goals.   

The foundation for understanding the elements of this study involve an in-depth focus on 

managing and operating processes. The High-Performance Factors Inventory: Assessing Work-

Group Management and Practices developed by Crosby (1992) was implemented in this study.  

The factors identified in this study were deemed necessary components that produce and sustain 

high performing organizations, recognize performance, and identify specific areas that require 

further development.  According to Robinson and Robinson (1989), training for impact focuses 

on various approaches to achieve organizational goals.  The factors inventory purports adaptation 

to address areas that are not performing at an acceptable level and need to produce at a higher 

performance level. 

Limitations 

This study's limitations refer to matters and occurrences that can arise in the study 

beyond the researcher's control.  The limitations of this study:  

1.  The questions do not conclusively determine current and former executive leaders' 

perceptions regarding training selection processes and current operational outcomes.  This 

limitation may be a factor because participants may be newly hired and have not yet experienced 

a complete process from inception to the outcome results.  Former executive leaders may have 

different perceptions based on their experience and the organizational context during the time 

that they served. 

2.  The ability to obtain data responses with a 100% rate of return on questionnaires.  

Therefore, the peripheries surrounding conditions limited the application results.  
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3.  Another limitation pertained to operational outcomes which included multiple 

variations based on specific operational functions within the same organization. 

4.  The research focused on training and learning outcomes in a local governmental 

agency in Texas.   

The case study in this research is bound by certain parameters and the timeframe in 

which the case is studied.  The conclusion will contain similarities and differences of analysis 

(Creswell & Poth, 2018).  

Delimitations 

Delimitations of this study are those characteristics that may go beyond the scope of this 

study.  They are the boundaries that the researcher defined based on the attributes of the study.  

Delimitations are in the researcher’s control and consist of research questions, conceptual 

framework, and related perspectives.  Delimitations of this study include the following: 

1. The purpose of the study was to investigate the perceptions of executive leaders 

regarding training programs and operational outcomes.   

2. Selected training programs and operational outcomes were investigated to gain 

thorough insight as to how both apply in the context of the organizational environment.  

3. The majority of the data was acquired by survey responses and conducting focus 

group interviews.  The attained data came from a sample size of 20-30 participants.  

4. The data was analyzed from one local governmental agency located in Texas.    

Assumptions 

Assumptions of this study are:  

1. The interview questions in this study are valid for the purpose intended. 
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2. The participants understood the questions and responded openly and objectively. 

3. The interpretation of the data captured will give the reflection of what the participants 

intended. 

4. The assumption in completing this study will contribute to continuous improvement 

strategies.  

Organization of the Study 

This study is organized into five chapters.  Chapter I includes background of the study, 

statement of the problem, statement of the purpose and significance, research questions, 

definition of terms, theoretical framework, limitations, delimitations, assumptions, and 

organization of the study.  Chapter II provides a review of the literature.  Chapter III describes 

the research methodology that was used in this study.  It includes the design, participants, 

context, data collection, and data analysis.  Chapter IV provides the study’s findings.  Chapter V 

provides discussions, implications, recommendations, and conclusions. 
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CHAPTER II 

REVIEW OF LITERATURE 

Introduction 

Many organizations invest resources in developing strategies to reach established 

organizational goals, yet training implications are considered minimal compared to operational 

goals.  Training is essential to the overall functions of the organization and directly support 

meeting expected outcomes.  Noe (2010) suggested that strategic training is essential to the 

succession planning process, which ensure design that all employees have access to the training 

and development required to elevate and become leaders at all levels. 

The purpose of this qualitative phenomenological case study was to explore what 

processes organizational executive leaders use to ensure that training and performance measures 

are intergraded into strategic objectives that will produce positive outcomes for the organization 

as well as the customers.  Researching the aforementioned topic was important because there is a 

need to evaluate the effectiveness of selected training programs to ensure training received is 

commensurate with organizational goals and expectations that produce the intended outcomes.  

Organizations with strong top management commitment from leaders and followers are key 

drivers to meet the objectives and have better performance in comparison to organizations that 

do not (Foon & Terziovski, 2013). This study further explore three broad spectrums, (a) examine 

the impact of training decisions on the workforce, (b) management operation practices and, (c) 

applied learning to achieve successful outcomes.  Relevant research will be explored to gain an 

in-depth understanding of literature related to strategic planning and processes for selecting 
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training, how learning is integrated into the organization, and specifically the impact on training 

outcomes.   

Chapter II begins with a discussion of strategic planning and theoretical leadership and 

how training is viewed by executives in a local governmental agency.  Additional consideration 

was given to context, operational functions, and other nuances that leaders carry out.  The 

significance of a literature review is to explain a comprehensive summary of past and present 

research on specific topics comprised of the study.  This is why executive leaders must 

demonstrate above all a demeanor of public service while performing their various aspects of 

roles and responsibilities.  In addition, numerous and complex issues demand that leaders convey 

a heart for the workplace and regard their position as an opportunity to contribute to the health of 

the organization (Wright, 2008).  In contrast, “aggressive and pressured goal setting can lead to 

cheating, lying, and misdirected efforts of failure or punishment” (Bregman, 2018, p. 6). 

  Crosby (1992) emphasized that empowerment in organizations is a balance of 

management authority and employee influence.  Further, the contention of “influence” speak to 

all having the ability to impact the organization through commitment, productivity, quality, and 

input regarding decisions.  Every employee should know their role and have clarity about the job 

to be performed.  Influence is built on commitments throughout a healthy and empowered 

organization.  

 According to Deming (1986) workers often do not clearly comprehend the quality of 

work that should be produced.  Additionally, Covey (1989) asserted that growth begins with the 

individual and that it takes willingness, understanding and adaptation.  Jevnaker (2004) stated 

that “in order to enhance knowledge transfer across disciplinary boundaries, the design approach 

should incorporate a means of communication and additional knowledge to supersede a 
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noticeable design output” (p. 221).  Gasper and Mkasiwa (2015) contended that consideration be 

given to appropriate participants to ensure that the performance measurement expectations and 

criteria be clearly understood to eliminate confusion.   

Strategic Planning Processes 

It was observed by Endlich, (2001) that “strategic planning was and continues to be the 

most popular form of business planning, offering a powerful means for anticipating and adapting 

to dynamic business condition” (p. 1). “The strategy process is a complex system in which many 

factors interact simultaneously” (Vanttinen & Pyhalto, 2009, p. 778).  According to Amrollahi 

and Rowlands (2012), a formal method for collaborative strategic planning specifying the steps 

to be taken, and the stakeholders responsible for each phase is of paramount importance.  

Butuner (2014) conducted a study on the methodology of strategic planning and asserted that 

Systematic Strategic Planning (SSP) is necessary and consists of a framework of phases as 

procedures in a pattern for straight forward planning.  SSP fundamentals can be involved in any 

strategic planning project.  Salkic (2014) stressed that the use of strategic planning in public 

organizations enables more rational, efficient, and effective management of organizational 

resources.  Credence of SSP provides transparency, rationality, and mission of the organization, 

which deliver quality public service. 

 Developing critical mechanisms to ensure the progress and relevance of a strategic plan is 

of the upmost importance.  Mechanisms include business planning, performance management, 

measurement, and reporting strategic success (Plant, 2009).  Executive leaders collectively 

navigate the future path of the organization.  Leaders must create and develop the road map to 

see the vision through by means of strategies and management of those strategies, which are 

integral to the implementation, learning, and performance effectiveness of organizational 
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operations (Poister, 2010).  Salkic (2014) referred to difficulties public organizations can 

experience in maintaining or communicating a shared vision among elected and appointed 

officials who change frequently due to elections and changes in staff positions.  Vanttinen and 

Pyhalto (2009) asserted that a lack of communication regarding the strategy process could be 

viewed as insignificant to politicians and operational or field-level employees who are not aware 

of or fully comprehend their role as it relates to strategic process expectations.   

 Historically, strategy was created for the most part by the executive management of 

organizations and seldom pushed down the ranks to operational-level employees.  When the 

strategy process does not promote participation from middle-managers to operation-level 

employees in strategy planning, opportunities are lost to incorporate creativity and 

innovativeness in the organization.  The physiological aspects of strategy processing during the 

implementation phase can also be ignored (Mintzberg, Ahlstrand, & Lampel, 1998). 

  Tavakoki, Schlagwein, and Schoder (2015) supported that open strategic planning is a 

recent paradigm characterized by applying principles of inclusiveness, transparency, and use of 

information tools.  Amrollahi and Rowlands (2012) focused on the social aspects of an inclusive 

approach to strategic planning that examined interactions between the information technology 

products and the stakeholders.  It was concluded that open strategic planning included more 

stakeholders, the strategic planning process was transparent through a collaborative information 

tool, and the organization was assisted in broadening the approach by crowd-sourcing while 

maintaining managerial supervision over the approval function of the process. 

    Gordon (2004) illustrated that empowering organizations strike a balance between 

management authority and employee influence.  Employees at various levels can use their 

influence to assist others in providing quality products and service.  McChesney, Covey, and 
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Huling (2012) suggest that the “execution” of strategy is paramount to success and requires 

discipline in implementation for striving towards the mark of excellence.  In doing so, planning 

efforts must be implemented in advance and is viewed as the actions that must occur with 

building a framework while the plan itself is the outcome which derived from the planning 

function.  A plan is a product of the planning process; it is continuous and characterized by 

flexibility and subject to change (Webb & Norton, 2013).  It is imperative that executive leaders 

chart the course with support and accountability throughout the organizational structure.    

Poister, (2010) argued that strategic planning has become pervasive in the public sector 

over the last 25 years.  Further, expressed was the critical role for strategic planning in 2020 and 

beyond.  Local government sustainability strategies researched by Ji (2016) compiled data from 

70 local governmental organizations regarding how issues that affected the environment, 

activate, and manage enduring sustainability programs.  More often than not, large governmental 

organizations face a variety of programs and processes at different levels of the organization with 

a multitude of stakeholders both internally and externally.  As such, an in-depth understanding of 

sustainability programs and various designs indicate that strategy initiatives must consider the 

quantity and quality aspects in the design of each program.  Consequently, the performance 

management process is intended to be continuous.    

 Strategies can be developed to ensure active commitment from employees and staff in 

process implementation efforts (Chakravarthy, Mueller-Stewens, Lorange, & Lechner, 1993).  

With any new program, planning and training must take place.  Several areas require attention 

when reformers are constructing new procedures to managing performance namely managing 

legitimacy rather than managing performance (Gasper & Mkasiwa, 2015).  It is often discovered 

that managing legitimacy takes precedence of managing performance.  Reports can be skewed to 
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show inflated performance outcomes to qualify for funding.  This behavior is prompted by the 

need to compete for governmental funding disbursements based on productivity.  Social 

enterprises need to start measuring their performance in a systemic way in order to support 

decision-making and ensure accountability towards their stakeholders (Arena, Giovanni, & 

Bengo, 2015).  McChesney et al., (2012) assert that creating a cycle of accountability using 

previous data and planning forward is a process that allows for growth of what is working and 

what needs to be changed.  All stakeholders in the organization should know their role in the 

strategy process.  In so doing, each person will have an opportunity to be informed and to be 

involved at the developmental strategy process planning.     

Organizational Leadership Theory 

Dugan (2017) gave insight into the industrial era and post-industrial era in the dynamics 

of shifting from a skilled-labor predominate force to a more authentic multi-professional skilled 

diverse workforce based on modern day industries.  It is important to acknowledge the theories 

and leadership styles of yesteryears because comparison and contrast lead to development of new 

constructs and theories.  Management styles of the past such as autocratic, laissez-faire, 

participative, and diplomatic gave way to new constructs and theories that have surfaced coined 

as transformational, ethical, servant and situational leadership styles.  Although industries differ 

in sector and mission, leadership styles have broadened in understanding, adaptation, and focus. 

The evolution in formal leadership theory of the “Industrial Era” established practices 

that begin in the 1700’s and has continued to modern day.  For example, most industries during 

that time were male dominated while females were homemakers or performed domestic services.  

Male ideology ensued generally and specifically as it related to leadership.  The “Post-Industrial 

Era” began evolving in the late seventies. Informal leadership surfaced and more women began 
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to obtain higher education, technical skills, and competed for professional and para-professional 

positions in public, private, and military organizations.  Although these strides made an 

enormous impact on society as a whole, women were light years behind males in salary, 

education, and professional positions.  Nursing, teaching, administrative, sales, and domestic 

work were low paying and considered female appropriate.  Parry (1999) emphasized that not all 

strategies of leadership are mapped out in plans and patterns; there are occurrences when plans 

are derived from perspectives (Figure 1).   

Kouzes and Posner (2012) suggested that leadership is a relationship that must be 

nurtured, guided and most importantly, that can be learned.  When leaders are adaptable to 

change in times of uncertainty such can lead willingness of followers to that change.  Change 

managed well, has the propensity to let people know what to expect and that the process will 

work, in which trust is built.  Savolainen, Ivakko, and Ikonen, (2017) suggested that trust 

development in the workplace especially during change is paramount to a continuous productive 

environment.  Further, building and sustaining a trustful culture throughout the organization is 

influenced at all levels of the organization. 
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Figure 1. Organizational Leadership Concepts  

Developing trust is complex and can process horizontally, top-to-bottom, and bottom-to-

top.  It is described as a contextual, dynamic, phenomenon that varies situationally and at various 

levels. This phenomenon shows that people experience trust on an individual basis.  McManus, 

Ward, and Perry (2018) contended that leadership broadly defined is an inclusive process of 

individuals and leadership itself that encompasses leaders and followers accomplishing a goal, 

all the while influenced by cultural values and norms. Allowing employees to act as change 

agents provides opportunities for team building, buy-in, and development of leadership skills 

(Savolainen et al., 2017).   

In contrast, negative experiences can cause a multitude of problems including epic failure 

of the change plan itself.  Other considerations that can impede the trust building process are 

silos, favoritism, and when resistance to change may occur.  Building trust is a process that starts 

when an individual is willing to take the risk to open up and show vulnerability.  Kouzes and 

The industrial era and post-
industrial era shifted from 

skill-labor to multi-
professional skilled in 

modern day (Dugan, 2019)

Leadership is a relationship 
that must be nurtured, 

guilded and most 
importantly, that can be 

learned (Kouzes & Posner, 
2012)

Leadership is an inclusive process of 
individuals, leaders and followers while 

accomplishing a goal influenced by cultural 
values and norms (ManManus et al., 2018)

Trust in the workplace is 
paramount to continuous 
improvement; a trustful 

culture is influenced at all 
levels (Savolainen et al., 

2017)



 

  

 

21 

Posner (2012) also conceded that the leaders go first.  Leaders set the example.  When leaders 

take the opportunity to let others know that leaders are people too, others will become open to 

share what works toward building a trustworthy relationship.  Leader’s failed opportunities to 

build trust and lead by example has consequences that negatively affect the organizational 

culture. 

Setiawan, Putrawan, Murni, and Ghozali (2016) conducted a study regarding the 

profound effect that existed between the organizational structure, leadership, and trust, which 

had a major impact on job performance. The organizational structure and culture were unable to 

keep up with current trends in education and technology.  Issues also stemmed from an inability 

to manage the daily functional task in an efficient and effective manner.  The employees had 

personal issues that resulted in lack of ethics and professional conduct that existed throughout the 

organization.  The problems also had a negative impact on the administration and the 

organization as a whole.  The analysis of their data revealed that there may have been a level of 

subjectivity on the part of the respondents when questioned regarding attitude perception. 

The leadership challenge model requires a willingness to lead by example, development 

of personal growth and building meaningful relationships with others.  Kouzes and Posner 

(2017) iterated “leadership can be learned; however, not everyone wants to learn it, and not all 

those who learn about leadership master it” (p. 302).  McManus et al., (2018) purported that 

organizational leadership should be obligated to motivate and add value because it is a moral 

duty.  Leaders, per se, are not necessarily defined by a formal title.  Leaders can be ordinary 

people doing extraordinary things who possess the ability to positively influence others.  Some 

leaders are defined by their title and seen as a “boss” in their management style.  In those 

instances, employees may choose to respect the seat or position, but not become an avid follower 
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or perform at full potential. In contrast, there are leaders who are authentic, motivating, and 

oriented to the overall well-being of people as well as the organization in which they serve.   

Leadership Styles 

               Leadership is the ability to be personable with people because it builds relationships 

that impact effectiveness through (1) emotional intelligence; (2) collaboration; (3) recognition of 

achievement; and (4) high performance (Table 1).  According to Goleman (2006) emotional 

intelligence (EI) is not a stand-alone theoretical construct.  EI was derived from formal 

leadership theory and considered reciprocal and person-centered where the leader is positioned 

as a learner and observed as leader-centric. The leader possesses the ability to regulate personal 

feelings while monitoring the feelings of others and adapts responses appropriately to the 

information received.  Collaboration stems from a formal leadership trait-based phase that is 

connective, viewed as relational model, and considered relational-centered.  Recognition of 

achievement derives from theories of production and effectiveness and is considered situational.  

Dugan (2017) strongly emphasized purpose on dimensions, prescriptive recommendations for 

how leaders should behave to increase productivity and pursuing an outcome for achievement.  

According to Clemmer (1992) productivity which diminishes in services and quality 

improvements cost organizations a high price and negatively impact customers and those who 

produce or support the organization.  

 Transformational leadership.  James M. Burns credited as the pioneer of 

transformational leadership theory, focused on leadership as a mechanism for inspiring, goal 

setting, and role modeling (Dugan, 2017). There is a distinction between servant leadership and 

transformational leadership. Top management of organizations must commit to continuous 

improvement and engage in the transformational process's quality.  Failures in transformational 
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processes occur as well as successes; both carry valuable lessons in the continuum of 

improvement. 

Walton (1990) found:  

“Transformation is required in government, industry, education.  Management is in a stable 

state. Transformation is required to move out of the present state. The transformation 

required will be a change of state, metamorphosis, not mere patchwork on the present 

system of management of course solve problems and stamp out fires as they occur, but 

these activities do not change the system” (p. 11). 

Transformational leaders understand that improvements will be ongoing and have a 

mindset to improve quality and reduce waste.  Dugan (2017) defined transformational leadership 

theories as a human approach as opposed to the pervasive connotation such as in the past.  

McManus et al., (2018) projected that transformational leadership was more than just a leader 

follower scenario.  Transformational leadership conveyed a positive interaction between the leader 

and the follower in relation to motivation to exceed the status quo.  

 Ethical leadership.  McManus et al., (2018) postulated that adaptive leadership was built 

on ethical foundations.  Further expressed was leadership styles that consider behaviors and values 

of leaders and support operational goals and the like.  Ethical leadership is a proponent of the 

character of the leader.  In other words, leadership style can be categorized either extrinsically or 

intrinsically.   
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Emotional Intelligence  

Refers to the capacity for 

recognizing our own feelings and 

those of others, for motivation, and 

managing emotions well in our 

relationships (Goleman, 2006). 

 

Transformative Leadership 

James M. Burns defined 

transformational leadership as a 

mechanism for inspiring, goal setting, 

and role modeling (Walton, 1990). 

 

 Ethical Leadership 

Considers behaviors, values, and 

support of operational goals; internal 

premise should match external premise 

(McManus, Ward, & Perry, 2018). 

 

 

Servant Leadership 

Originated by R. K. Greenleaf as a 

bottom to the top approach to 

servitude including modeling, 

valuing, emotion acumen and 

placing follower first (Dugan, 2017). 

Situational Leadership 

The situation directs which leadership 

approach would be applied.  

Knowledge, experience, and nature of 

the business impacts this approach 

(Dugan, 2017). 

 

Figure 2. Composite of Various Leadership Styles 

  

Ethical leadership, therefore, underscores that the internal premise of the leader should 

match the external product.  Take for example, if a leader falsifies budget allocations (internal) 

and receives a raise or promotion for work well done, the action suggest there is a discrepancy 

between ethical character and reward for the outcome (external).  McManus et al., (2018) stated 

that additional connections to other theories and concepts of ethics such as virtue, duty, and 

utility substantiate the concept and practice of adaptive leadership. 

Servant leadership.  It was affirmed by McManus et al., (2018) that Robert K. Greenleaf 

originated the concept of servant leadership in the 1970’s as a bottom-up approach in servitude 

as opposed to top down.  Servant Leadership advanced the ideology of leadership for more than 

30 years in the concept of modeling as a servant.  This leadership style may appear to be passive 

at a glance, yet effective servant leadership requires compassion, love, empathy, endurance, 

courage and service to others.  The mastery of these attributes are developed and refined over 
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time.  Dugan (2017) conferred that “ attributes of modeling as a servant leader include: (1) 

conceptual skills, (2) emotional acumen, (3) placing followers first, (4) support followers’ 

development, (5) ethics, and (6) creating value for the organization and the community” (pp. 

201-202). 

Situational leadership. According to Dugan (2017), Hersey and Blanchard originally 

developed the concept of situational leadership in the 1970’s.  Hersey was credited for 

development of the Situation Leadership Model while Blanchard contributed to the content of 

situational leadership.  Nevertheless, situational leadership generalizes that no one leadership 

style outweighs another.  It was conceded that “the situation directs which leadership approach 

would be applied” (Dugan, 2017, p. 126).  The benefit of this approach provides options to 

various modalities; however, it leads one to ponder other important considerations.  These 

considerations include the knowledge level and experience of the individual regarding the 

various styles of leadership and when it is most appropriate to use one style over another.  Also, 

whether the context or nature of the business impacts how situational leadership is implemented.  

Consideration of commitment and competence of followers will also have a direct effect on the 

effectiveness of applying situational leadership. 

Decision-making processes. Strategic planning is the foundation that leads to decision 

making.  Kirkpatrick (1994) asserted that the primary purpose of reporting results is to 

communicate training information to stakeholders so that the findings can be a part of the 

decision-making process and in doing so adds credence to the researcher and to the area of 

Learning and Development.  Endlich (2001) supported the notion that Fayol’s universal 

management principle regarding decision-making authority had a basic tendency for centralized 

organizations to maintain decision-making authority near the top of the hierarchy.  
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Decentralization, on the other hand, delegates the decision-making authority down the 

organizational hierarchy.  In either case, management must decide how much centralization and 

decentralization is appropriate for optimal organizational processes and operations.  Laudien and 

Daxbock (2017) examined how service-oriented business evolve over time and what factors 

hinder the business model innovation or business model adjustment process.  They contended 

that asking senior executives questions pertaining to competencies supported knowledge, 

strategies, and decision-making authority processes.  Fitzpatrick, Sanders and Worthen (2011) 

argued that accountability supported data results to make decisions about resources, broadening 

or discontinuing a project or program. 

 Gordon (2004) asserted that a lack of clarity about decision-making and the impact of 

employee influence is a major cause of mistrust and subpar productivity.  “Overdrawn emotional 

bank accounts can create a culture of low trust that evolve from selfishness, unwillingness to 

cooperate, resistance to authority and defensive communication” (Covey, 1989, p. 205). 

Crosby (1992) suggested that trust can be increased by clearly communicating who 

makes the decision and by knowing the types of decision-making styles.  Leaders must be certain 

about the decision style that will be implemented.  The six decision-making styles identified are: 

1)  “Unilateral decision–making occurs when the leader makes the decision.  This 

authoritative approach is necessary when the decision pertains to organizational 

directives, policies and procedures, mission, vision objectives and goals and when 

providing directions; 

2)   Partially decision–include the option to seek council from selected or all 

employees prior to the final decision being made; 

3)   Problem description– seek input or recommendations on a decision that must 

decide upon;     
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 4) Majority decision–allow and accept employees to share and influence the   

  decision; 

 5) Consensus–recognize unanimous decision of all employees involved; 

6) Delegate – assign the decision authority by using clear parameters and 

expectations regarding the decision to be made” (Crosby, p. 28, 1992). 

 

 Dugan (2017) suggested that the situational leadership approach increases in 

effectiveness when the leader chooses the most appropriate style to use in any given situation.  

Clarity must be communicated to employees regarding which decision-making style will be 

implemented.  Kouzes and Posner (2017) noted that the tone of delivery in the beginning sets the 

standards and expectations and that it is easier for everyone to commit to the chosen pathway and 

stay on it (p.55).  Effective leaders primarily use the partial decision or the problem description 

style.  All styles are considered positive, participative, and are implemented to achieve 

organizational empowerment, however, overuse of any decision approach may become 

problematic.  

 Group decision-making.  Open team dialogue allows members to learn from other 

perspectives some of which may or may not be agreeable with other members.  However, 

differences can lead to opportunities for development, growth, and creative solutions (Taylor, 

2000).  According to Nilson (2003), historical practices of upper management, decision-making 

had shifted to managers, front-line supervisors, and team efforts.  Group decision making has 

shown to be an effective approach by providing inclusiveness of team members to partake in the 

process of deciding relevant and creative solutions to many nuances that arise in the workplace.  

Group decision making can also take on a negative consequence that may lead to decisions that 

are not in the best interest of stakeholders and environmental concerns.  In an effort to expand 
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the decision-making authority of production workers at a manufacturing plant, Randolph and 

Sashkin (2002) observed that changing from a hierarchal management approach to a self-

managed team style required interval steps to allow the members to gradually adapt to the 

change.  Noe (2010) defined individual-collectivism as a culture in which employees’ function as 

individuals rather than members of a team.  As such, perceptions of the employees resulted in 

resistance based on the premise that it was the responsibility of management to make decisions.   

Janis (1982) developed the theory of Groupthink defined as the practice of “making 

decisions in a manner that discourages creativity and negates individual responsibility.  It was 

further expressed as defective-decision making, which often involves a more subtle form of 

faulty leadership” (p. 3).  This type of faulty decision-making can happen in groups or silos as a 

result of the group coming together.  In other words, it occurs when group members think alike 

and aim to create a consensus.  Cherry (2019a) suggested that in many instances, the causes of 

Groupthink stem from the fear of not “playing team” or the idea of not being accepted or 

criticized by the other group members.  Then, there are those group members who decide to 

remain silent. Although they do not support the decision, their silence is construed as a silent 

affirmation. Symptoms of Groupthink affect three primary types that are divided into eight 

general categories (Table 1). 
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Table 1 

 Systems of Groupthink 

Type I    Overestimations of the group-its power and morality 

▪ An illusion of invulnerability of most group members, creates excessive optimism and 

encourages taking extreme risks 

▪ An unquestionable belief in the group inherent morality, inclining members ignore ethical or 

moral consequences of decisions 

Type II    Closed-mindedness 

▪ Collective efforts to rationalize in order to discount warnings 

▪ Stereotyped views of enemy leaders as too evil to warrant genuine attempts to negotiate 

Type III   Pressures toward uniformity 

▪ Self-censorship of deviations for the apparent group consensus 

▪ A shared illusion of unanimity concerning judgments conforming to the majority view 

▪ Direct pressure on any member who expresses strong arguments 

▪ The emergence of self-appointed mindguards 

 

Note: Adapted from Groupthink, I. Janis, 1982. 

 

According to Janis (1982): 

 “Groupthink may rarely render a positive outcome when the group members are in a crisis 

 situation and need to make an imperative decision.  Alternatives recommended to prevent 

 Groupthink include assigning one individual of the group to make the final decision. In 

 doing so will set the tone that the majority in this strategy does not rule; the leaders 

 should  exhibit impartiality; ensure that administrative practices and procedures are 

 followed; and  experts from outside of the organization and other internal qualified 

 persons should be periodically invited to relevant meetings to provide additional 

 viewpoints on specific topics” (pp. 262-266). 
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 Group warfare.  Group warfare occurs when two sections or departments fail to 

cooperate to complete an organizational process.  These situations can become extremely hostile 

and disruptive to the workplace environment.  Blake and Mouton (2000) described a 

misunderstanding between a production design group and manufacturing.  The two groups did 

not get along and refused to compromise on a solution.  Borhani, Loghmani, Abaszadeh, and 

Mahmoodi (2017) purported that communication barriers lead to a series of consequences such 

as dissatisfaction, discrimination, distrust, anxiety, and stress.  People in many different and 

related fields including public management have written about organizational learning and are 

seeking to discover how to maximize approaches to learn and navigate in difficult times 

(Fitzpatrick et al., 2011).    

 The negative impact of group warfare diminishes the entire work environment and causes 

employee negativity, hindrance in the operation process flow, and the loss of revenue for not 

delivering on services and products.  Blake and Mouton (2000) contended that strategies should 

be in place to resolve interpersonal conflicts and the dynamics of group warfare.  Two conflict 

resolution approaches were averred.  The first approach known as the Interpersonal Facilitator 

Approach consists of a strategy implemented when two people are involved in a conflict. A 

neutral person first attempts to restore the relationship.  The initial step require the identification 

of an agreement between the two parties involved.  The next step requires the parties to identify 

the disagreement.   The final step necessitates the parties to find an agreeable resolution 

regarding the disagreement.   

The second approach is known as the Interface Conflict-Solving Approach is used in 

group implementation of sections, departments, or organizations engage in warfare which causes 

major disruptions to operational functions. This approach requires members of involved groups 
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to communicate directly as members of whole groups.  A high-ranking, neutral facilitator assist 

parties in participating in a program where both groups identify and resolve issues.  The idea of 

this approach is communication and focus on “What is the problem and how can we collectively 

fix it?” The information derived from the conflict resolution dialog lends to the discovery of 

solutions.  

Carr, Hard, and Trahant, (1996) contended:  

“Work processes link high-performance teams and the organization at large by cutting 

 through the barriers separating the traditional silos of the vertical organization: design, 

 engineering, manufacturing, purchasing, marketing, and sales.  The work process directly 

 link the team and the organization to the customer by flowing outside the organization 

 and delivering the organizations’ goods and services” (p. 50).  

Data Decision-Making 

 Data quality issues have become topical, as the amounts of data have rapidly increased.  

Data silos disparate organizations, systems, and applications and create inadequate information.  

Issues occurred in duplications, incompletions, and inaccurate data, which led to inappropriate 

analytics and ultimately inaccurate business decisions (Fatehali, 2011).  The information derived 

from processes provide relevant information that leads to making decisions based on data 

(Dimitrijevska-Markoski, 2019).  Faulty data and irrelevant information can lead to making 

decision that inadequately address the issue at hand.  Scott-Morgan (1994) surmised that there 

are unwritten rules of the game, which suggest certain types of data analysis for common 

motivators, enablers, and triggers that would review unwritten rules.   
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Organizational Culture and Learning 

Fusch and Gillespie (2012) designed a work/life approach paradigm for building a high-

performance workplace culture which emphasized fostering unity without conformity and 

diversity without division.  The goal of the work/life approach paradigm encompasses building a 

workplace that encourages continuous improvement, clear communication, information sharing, 

and incorporation of rewards both financially and intangibly.  There is compatibility between the 

goals of employees and the organization, and there is a consistency between the values of 

employees and the values of the organizational culture.  Herbert-Maccaro (2019) contended that 

“a learning culture consist of a community of workers instilled with a growth mindset” (p.17).  

“People not only want to learn and apply what they have learned to help their organization, they 

also feel compelled to share their knowledge with others” (Herbert-Maccaro, 2019, p. 7).  

Gloinski and Cribbie (2009) analyzed change in advanced statistical studies for future 

needs in retaining and recruiting personnel.  Their research indicated that there was a need to 

change the approach to recruiting by beginning with students who majored in the specific areas 

of interest needed for the company.  Recruiting efforts expanded to a national search in an effort 

to staff the department with the necessary education levels required for the organization.  Liu, 

Liu, and Hu (2010) studied 259 participants from public sector organizations.  The focus of the 

study based supplementary and complementary as a compatibility method of identifying the 

personal characteristics of employees that align with the organizational values. Supplementary 

described the alignment between the employee and the organization and complementary 

pertained to employee initiative to complete unmet tasks to fill in gaps. Cherry (2019b) 

suggested that learning styles of students and college major correlate with their chosen 

professions show a greater level of commitment to their line of work. 
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 According to Spoede (2001), research findings showed that there was a strong parallel 

between job satisfaction and turnover retention.  The average person will spend more than 13 

years at work and will hold on average more than ten different jobs, unfortunately, more than 

50% of people are unhappy at work.  The better the fit, the less likely employees are to quit and 

the more likely they will remain with the organization long-term.  Employees who remain 

employed at organizations usually have similar personalities and characteristic of the 

organization.   

Job satisfaction has shown to be different for different people. Some are happy with the 

challenges or the opportunity to use their creative skills to solve problems. Others like the 

environment or their relationships with colleagues. In some cases, a mix of several factors can 

produce the most satisfaction. Factors that depict satisfaction are motivators that include 

recognition, advancement, responsibility, and achievement.  Joseph (2011) contended that if a 

person performed well at one level does not necessarily indicate that the person would perform 

successfully in the next succession.  Qureshi and Khalid (2015) researched job satisfaction, 

dissatisfaction, financial benefits which included salaries, increments, allowances, and promotion 

systems in a stepwise multiple regression analysis to predict the level of job satisfaction.  The 

findings between the correlations of the variables showed a direct relationship between the job 

satisfaction and performance that made a positive influence on productivity.  Employees were 

more inclined to take ownership of their responsibilities, support others, and contribute to the 

organization.   

Consequently, factors that lead to dissatisfaction and prevent job satisfaction are hygiene 

factors that primarily include supervision, interpersonal relations, administrative policies, 

working environment and salary.  A misalignment in person-organization fit can lead to 
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disgruntled, non-productive employees who leave the organization and increase the turnover rate. 

A healthy organization as defined by Lencioni (2000) has less politics and confusion, higher 

morale and productivity, lower unwanted turnover, and lower recruiting cost than an unhealthy 

one.  In contrast, the Four Disciplines of Healthy Organizations depict the attributes to transform 

an unhealthy organization into a healthy one (Table 2).   

Furthermore, it is the responsibility of Human Resources to service and support the 

organization in efforts to reaching goals and objective by providing appropriate resources.  Webb 

and Norton (2013) recommended streamlining lengthy hiring processes, allow supervisors and 

managers to participate in the hiring selection, as well as involvement in the interview process.  

Joseph (2011) suggested that consideration of the time it takes to learn a new role, gain 

experience in it and develop the ability to make competent decisions is based on the complexity 

of the task be given.  Also asserted was being skilled at a certain level does not always guarantee 

that the person will perform well in the next progression.   
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Table 2 

 

Four Disciplines of Healthy Organizations 

______________________________________________________________________________ 

  Discipline I:    

           Build and maintain a cohesive leadership team  

           Considered the most crucial; supports the remaining three disciplines build trust, eliminate       

            politics, and increase efficiency by: 

• Committing to group decisions 

• Holding one another accountable for behaviors and actions 

• Engage openly in constructive ideological conflict 

• Knowing one another’s unique strengths and weaknesses 

 

Discipline II:   

Create Organizational Clarity 

Clarity provides an organization the opportunity to delegate more effectively and 

 empower employees with a true sense of confidence; it minimizes the potential for 

 confusion by clarifying: 

• Why the organization exists 

• Fundamental behavioral values 

• Nature of the overall operation 

• What goals and objectives to achieve 

• Who is responsible for what 

 

Discipline III: 

 Over Communicate Organizational Clarity 

 Employees align by communicating key messages by way of: 

• Repetition 

• Simplicity eliminates confusion and inconsistency 

• Use of multiple mediums of the same communication 

• Cascading messaging – Leaders communicate the message to direct reports 

repeatedly until the message reaches saturation 

  

Discipline IV:   

Reinforce Organizational Clarity Through Human Systems 

Organizational health is sustained by ensuring consistency in: 

• Hiring – qualities in job candidates that fit the organization 

• Managing performance 

• Rewards and recognition 

• Employee discipline 

________________________________________________________________________ 
Adapted from “The four obsessions of an extraordinary executive: A leadership fable pp. 140-174 by  

P. Lencioni, 2000. 
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Organizational Learning 

Strategies come alive through organizations that can be flexible, be responsive to change, 

gather and share information, and support on-going learning (Endlich, 2001).  Organizational 

learning and development defined by Cummings and Worley (2005) is a system-wide application 

and transfer of behavioral sciences knowledge to the planned development, improvement, and 

reinforcement of strategies, structures and processes that lead to organizational effectiveness.   

According to Noe (2010), learning organizations embrace a culture of lifelong learning 

by enabling all employees to acquire and share knowledge through development opportunities 

continually.  Endorsing professional learning standards, according to Webb and Norton (2013), 

allows for multiple benefits that positively impact the organization and build communities of 

professionals, create leadership that support learning, view learning as a viable investment in 

employees, and apply learning outcomes that align with performance and curriculum standards.  

Halachmi and Woron (2013) asserted that “inter-organizational learning suggests that the 

organizations have the opportunity to learn from the experiences of others and proactively 

establish policies and regulations in their organization” (p. 135). 

Gasper and Mkasiwa (2015) contended that learning is a significant strategy used when 

designing and implementing reforms and that reformers should consider the learners’ level of 

processing information when implementing reform. Accordingly, scholars also recognized 

organizational structure to be a precondition to carry out certain strategies (Ogliastri, Jager, & 

Prado, 2016).  Further expressed by Halmaghi (2018), there exist a need to create a learning 

environment that supports and stimulates employee learning where exchange of knowledge and 

experiences contribute to the success of the organization.  On-going learning is essential for 

various reasons including the need to remain current as information and technology evolve.  
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Similarly, soft skill training should continue advancement to meet current day environments 

(Martel, 2002). 

Chakravarthy et al., (1993) argued that there is a tremendous need to understand 

conditions that pre-exist prior to the implementing a strategy phase, the explorations of 

collaborative learning opportunities, and the need to create a schedule to periodically identify 

when the current strategy or programs is no longer valid with the changes that occur internally 

and externally.  Vanttinen and Pyhalto (2009) suggested that many organizations spend a great 

deal of effort in the formation of strategies, however, the implementation of those strategies is 

lacking because managers often use tools that are from a mechanical aspect which were in line 

with laymen’s concept of management.  It was also noted that the strategy processes of the 20th 

century were being implemented in the 21st century and were no longer current with modern day 

standards.   

Training Programs & Learning Strategies 

           Training programs usually derived from a need to systematically develop a solution to a 

given problem.  As such, the process calls for a detailed needs analysis, goals, and objectives for 

the course as well as the learning, development of the content and context of the subject area.  

The design and delivery system must be aligned with the findings of the needs analysis and if it 

does not, the improvement or problem will not be resolved.  Grote (1995) contended that 

management is responsible for identifying the gap and providing the employees with the tools 

and training necessary to close the gap. Roles and responsibilities related to training make up the 

Multiple Management Board (MMB), a system that includes cross-functional levels that have a 

major effect on the organization (Table 3).  Various levels support organizational learning.  

“Participating MMB employees provide knowledge and skills that are not necessarily a part of 
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the regular job function or responsibilities such as strategic thinking or public speaking skills” 

(Noe, 2010, p. 53). 

Table 3 

Multiple Management Board 

Role                    Responsibilities 

Corporate Learning 

Professional 

Interaction with corporate level learning 

Site-Specific Learning 

Professional 

Subject Matter Experts (SMEs) Employees 

responsible for learning and development at the 

organizational locations 

 

Leader-Teachers Includes all employees with supervisory 

responsibilities 

         Note. Adapted from Employee Training and Development by R. Noe, 2010. 

A process is evaluated for consistency and adjustments are required to ensure that the 

goals and objective of the training program are addressing the training need.  The Program 

Evaluation and Review Technique (PERT) is a planning technique that assists in identifying the 

activities accomplished, order of activities, and provide the estimated time needed to accomplish 

the activity to ensure that objectives were complete as planned (Gall, Gall, & Borg 2007). 

Executive Development 

           Joseph (2011) explored executive development through experiences to understand what 

factors promoted success in a nonlinear manner with increased responsibility.  The ten 

participants of the study consisted of upper ranking officers selected to provide insight and to 

gain an understanding of the factors that are instrumental to their success in classifications of 

increased responsibility in an experiential, nonlinear manner.   Executive leadership development 

is significant to the organization by ensuring high performance and flexibility during times of 
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change.  Joseph (2011) stated that numerous hierarchical levels within the organization lend to 

the need of lower-level officers possessing the competence to handle the tasks assigned through 

appropriate skills, knowledge, and responsibilities for successful task completion.  In addition, 

recommendations were made for larger organizations to create a culture of mentorship to support 

new executives. Hierarchical levels within the organization lend to the need of lower-level 

officers possessing the competence to handle the tasks assigned through appropriate skills, 

knowledge, and responsibilities for successful task completion.  In addition, recommendations 

made for larger organizations create a culture of mentorship to support new executives. 

           The findings of the data analysis derived from 11 semi-structured interview questions that 

was used to collect the data.  The study resulted in four identified patterns: 

(1) responsibilities increased nonlinearly based on a developed set, 

(2) participants perceived that nonlinear experience add value for career growth, 

(3) executive training received increased results when held away from the workplace, and 

(4) a need to offer training to highlight critical thinking and creating viable solutions to 

problems (Joseph, 2011, pp. 78-87). 

Professional Development 

           Webb and Norton (2013) contended that professional development comprised of 

improved learning, support staff development, enhancement of organizational effectiveness, 

empowerment of personnel, increased retention, and to create meaningful programs.  Learning 

strategies in the development of training programs consist of established recommendations that 

include using various aspects in delivery, style, and duration of the content (Figure 3).  The 

content should incorporate coaching, collaboration, and data usage that provide a quality learning 

experience to the learner.  A focused study conducted by Sanyak and Hisam (2018) researched 
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the impact of training and development practices of 300 employees’ performance in one public 

and one private organization.  The data revealed that training and development practices made a 

positive influence on employee performance. The content should also use subject matter 

knowledge.  Consideration given to any federal, state, or local laws or procedures may have a 

profound effect on the environment, organization or learning entities. 

 

 

Figure 3. Training Programs & Strategies by cited authors 

Specialization Skill Training 

           Endlich (2001) reiterated the Weber concept that specialized jobs must be assigned to 

individual employees who have a specified and official area of responsibility based on 

competency and expertise.  According to Rothwell and Benkowski (2002), there are six key 

elements to consider in developing and supporting technical and skill training: (1) The level of 

management support; (2) the type of organizations; (3) the size of the organization; (4) the 
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reporting relationship of technical training on the organizational chart; (5) the collective 

bargaining status; and (6) the source of technical trainers.  

Adult Learning 

           Knowles (1984) pioneered and lead experts in education in the United States in his 

development of six assumptions between the differences of children and adults learning:  Adults: 

(1) wanted to know why and how the learning will help now and, in the future;  

(2) were self-directed, mature, and responsible;  

(3) possessed a different quality of experiences;  

(4) displayed life-situational learning; 

(5) centered on tasks, problem solving and engaged life-centered learning; and  

(6) were motivated intrinsically and extrinsically.   

          Further emphasized was the need for adult learners to be involved in the planning of 

training programs that will create the opportunity for their support and participation in 

development and activities.  Lewin (1936) proposed a “field theory” heuristic formula that 

rendered an explanation of what determines behavior.  The study evolves around the idea that the 

life space (L) of an individual determines the person’s (P) behavior (B).  Field theory is a 

psychology theory which examined patterns of interaction between the individual and the total 

field, or environment. Thus, the formula:  B = f (P, E) also expressed as B =f (L) described 

behavior being a function of the person and his or her environment.  In contrast to this theory, it 

was determined that no two people experience life the same way.  Approaches to learning 

experiences can be adapted to various training methods. 
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Micro Learning 

          According to Emerson and Berge (2018), micro learning is described as a focused chunk 

of information designed to meet specific knowledge outcomes delivered through social media.  

Although micro learning can be integrated into classroom or web-based training content to 

support learning, more importantly, it can be utilized as a job aid in office or field operation 

processes.  Micro learning best served professional development programs in the area of 

knowledge management systems and protocols.  Consequently, micro learning can adversely 

assist users when the information needed is not readily available due to technical difficulties or if 

there is an inability to navigate the electronic device.  Fox (2016) offered that content is the 

driving force to efficiency when utilizing the micro-learning technique that positively affected 

performance management.  Learners must have the ability to access current, specific information 

required or the strategy could be viewed as not helpful for the intended purpose. 

E-Learning 

           Noe (2010) defined e-learning “as instruction and delivery of training by computer online 

through the Internet or Web” (p. 552).   The use of technology and learning online has taken 

training to a new platform. The many benefits to e-learning provide learners the convenience of 

“any time learning” flexibility.  Considerations of designing e-learning include collaboration, 

functioning technology, equipment, support, instructional design, and content.  Overall, it is of 

importance that the needs of the learners and organizational goals factor into decisions that 

connect to producing beneficial outcomes. 

Linking Strategic Planning and Organization Learning 

           Cho and Ringquist (2011) used a heuristic model to link management to organizational 

performance views management as contributing by managing external environments, internal 
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resources, and fostering a productive organizational culture.  Collins (2001) contended that 

leaders of great companies shape the character of greatness from the beginning.  Support from 

management is vital (Kirkpatrick, 1994).  Beginning with a strong training platform that supports 

the goal and objectives of the organization are crucial when linking strategic planning to 

organization learning. The Training Process Model (Table 4) depicts an implementation strategy 

for development of training processes.  The Training Process Model also supports strategic 

training development, the type of delivery and metrics to show whether the training successfully 

met the key indicators prescribed in the process. 

Table 4 

Training Process Model 

 

Business Strategy Strategic Training and 

Development 

Initiatives 

Training and Develop 

Activities 

Metrics to show Value of 

Training 

Mission 

Values 

Goals 

Improve 

Customer Focus 

Enhance 

Employee 

Learning 

Use Web-Based     

Training 

Make Planning 

Mandatory 

Use Knowledge 

Share Capability 

Continuous 

Customer Service 

Training 

 

Learning 

Performance 

Improvement 

Reduced 

Complaints 

Reduced Turnover 

Employee 

Engagement 

 

 
Note. Adapted from Employee Training and Development by R. Noe, 2010   

Continuous Improvement 

            Deming (1986) made significant improvements in operational systems derived from the 

responsibility and action of management.  Gabor (1990) expounded on the assertion made by 

Deming that in order to control a system, a detailed understanding of the system and knowing the 

variations that can affect it, is essential.   The importance of thoroughly training as many 

employees as possible is paramount.  Consequently, Halachmi and Woron (2013) stressed that 
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inter-organizational learning can be initiated with information contained in policies and 

procedures.  Additionally, iterated was the need to transfer ideas and practices between service 

levels of governmental organization to improve public relations (Figure 4).   

           Carr et al., (1996) expressed the concept of (1) assess, (2) plan, (3) implement, and (4) 

renew as a framework used as tools and techniques to identify current organizational conditions 

which support the development of the change process and consistency with strategic goals.  

Included were involvement and empowerment of all employees to embrace a shared vision.  In a 

broader sense, the strategy process explored a holistic and systemic learning progression in 

which individual and shared collaborative processes are intertwined (Vanttinen & Pyhalto, 

2009).  Archbald (2014) argued that organizational conditions are variables controlled by the 

system.  Variables were defined as local policies, management, structures and procedures, 

curriculum, instructional practices, personnel training, and physical infrastructures.  For 

performance to change, conditions must change.  Laudien and Daxbock (2017) depicted that 

phases and barriers that influence the lifecycle of business models were managed by upper 

management who decided on which models would be re-configured, phased out or implemented.  

Even when management decided to adjust or upgraded a model, often times the model would 

decline in value and production level.   

Consideration to external changes in technology and customer requirements also 

impacted decisions regarding the lifecycle of business models.  In a study conducted by Laudien 

and Daxbock (2017) out of the eight service firms that participated, only half were proactive. 

The remaining firms were reactive and lacked the foresight to stay current even when their 

models were significantly reduced in value or outdated.  Over time, adjustments to diminishing 

business models hindered the innovation and timing of new model implementation.  
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Accordingly, Chan (2004) asserted that there is a need for methods that can bridge the gap 

between macroscopic factors in large-scale social issues and microscopic factors of individual 

user experience including cognitive and emotional aspects. 

           Clemmer (1992) stressed that communicating and holding managers and employees 

responsible for improving service and quality with no accountability is insufficient.  

Responsibility with accountability produced results that were measurable.  Consequently, 

Suckley, Price, and Sharpe (2013) explored inter-department barriers between production and 

quality.  It was suggested that sharing construct realities developed individuals through language 

and associated conversations. In gaining an employee perspective regarding barriers that 

negatively impact production and quality was instrumental.  It was asserted that even though 

management made mediocre attempts to create a conductive workplace environment, the facility 

and the employees continued to work in a seemingly hostile and dysfunctional atmosphere.   

Learning Outcomes  

           Preiser (2009) acknowledged that people as individuals interpret and understand the world 

in their own way.  Individuals also learn in different ways and approaches thus there are three 

learning domains: psychomotor, affective, and cognitive.  Bloom’s Taxonomy originally 

produced the three learning domains.  The psychomotor domain refers to the physical aspect of 

learning such as performing or demonstrating a physical skill.  The affective domain gives 

reference to emotions.  Kirkpatrick’s, Evaluating Training Program: The Four Levels which 

describes the reaction level as to how the learner felt regarding the training received and the 

learning level describes the extent to which participants change in attitude, improved knowledge, 

and increase skill as a result of attending the program (Kirkpatrick, 1994).  The cognitive level 

denotes the intellectual aspect of learning.  Sato (2004) suggested that design as a discipline 
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responsible for the interface between people and technologies should include the various aspects 

of human behavior such as cognitive, emotional, cultural, social, and organizational factors.  

Chan (2004) expounded on the need to bridge large-scale social problems to factor in individual 

experiences such as cognition and emotion.  In the training and learning field, three learning 

domains considered as competencies are termed Knowledge, Skills, and Attitude (KSA).  The 

experiential theory proposed by David Kolb took a holistic approach and emphasized how 

experiences, including cognition, environmental factors, and emotions influence the learning 

process (Cherry, 2019b).  Experiential learning can be good to assist individuals in the discovery 

of their strengths when learning new skills. Expanded ongoing employee training according to 

Noe (2010), is essential especially when employees are the first point of contact to customers. 

 

 

Figure 4. Composite of Linking Programs & Learning Strategies 
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Program Evaluation  

          Fitzpatrick et al., (2011) contended that there should be a discussion of the role of the 

evaluation as it relates to organizational learning as a whole and supported that the below four 

categories assist in recognizing direct key factors when conducting program evaluations: 

1) Comprehensive judgments of the quality of the program or product; 

2) Characteristics of the program that consist of objective-based, standards-based, and 

theory-based evaluations; 

3)  Decisions to be made regarding the program which include information about the  

quality of the decisions made by the organizational stakeholders of the program; and 

4) participation of stakeholders” (p. 123).   

           An ideal organization would be self-evaluating, continuously monitor activities and 

determine if goals are being met and viable to the organization.  When goals are not met, 

proposals are submitted to executive management who institute the necessary changes and 

pursue viable alternatives to better serve the new expected outcomes. Shafritz and Hyde (1992) 

asserted that evaluations should lead to better decision making and a commitment to applying the 

results is paramount to ensure decisions implementation.   Rossi, et. al., (2004) suggested that the 

use of concepts and findings of an evaluation by decision makers and other stakeholders whether 

at the day-to-day management level or at broader funding or policy level is crucial to the support 

viable organizational decisions.  Gall, et al., (2007) asserted that evaluators face designing 

evaluations that require management collaboration to ensure effective use of program procedures 

and program resources (Table 5).  Similar to the research study, the evaluation study is 
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comprised of similar steps in the development process.  Methods in quantitative approaches to 

evaluation include individual evaluation, objectives-based evaluation, needs assessment, and 

Context-Input-Process-Product (CIPP) evaluation.   

Table 5 

  

Steps in Program Evaluation  

 

                  Steps                               Description 

 
 

Step 1 

Clarifying the Reasons 

for an Evaluation 

 

 

 

Investigate to find out the reason why the evaluation was requested i.e., accreditation, 

licensure, certification, or whether the program was delivered as agreed, etc. 

Step 2 

Select an Evaluation 

Model 

 

Search for the models that best fit the purpose, organization, and goals of the program 

to be evaluated. 

Step 3 

Identify Stakeholders 

 

 

Stakeholders are any person involved in the program or those who can be affected by 

the results of the evaluation. 

 

Step 4 

Decide What is to be 

Evaluated 

 

 

Judgments about the merit of program goals are the crucial and found in most 

evaluation studies.  Program goals include purpose, effect, or end point. 

Resources include personnel, equipment, space, and other cost needed to implement the 

program procedures. 

 

Step 5 

Identify Evaluation 

Questions 

 

 

To what extent do employees use the techniques learned in training programs? 

Is the management system ensuring effective use of program resources? 

 

Step 6 

Develop an Evaluation 

Design & Timeline 

 

 

Many evaluation studies involve an experimental or quasi-experimental design. 

Evaluators must be mindful of the quality to satisfy the need of stakeholders 

Step 7 

Collect and Analyzing 

Evaluation Data 

 

The role of the evaluator is to collect and analyze data from stakeholders to assist 

program directors with decision making before, during, and after program 

implementation 

Step 8 

Report Evaluation 

Results 
A typical research study will yield a single report. 

Consideration must be given to stakeholders regarding the information need may vary. 

Note. Adapted from Educational Research: An introduction by M. Gall, J. Gall, and W. Borg (2007) 
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Evaluations are instrumental in identifying gaps which can occur when the program is not 

operating according to the intended implementation phase.  Indications of gaps occur in instances 

when the number of complaints increase, and data reflects unexpected results.  Other 

considerations occur when there are new developments such as a change in leadership, 

stakeholders, or changes in audience.  Laws and court cases, and policy changes also impact the 

evaluation process.  According to Archbald (2014), gaps can also occur due to various reasons 

including multiple levels of the organization, instances where there is a lack of accountability 

when ascribed standards are not followed.  There can also be too much focus on certain areas and 

not enough on other areas which bring about issues of fidelity.   

Approaches that legitimizes performance assessment without requiring demonstration of 

performance consistency across parallel forms of a task or function portray partiality of the entire 

program.  This approach termed hermeneutics as suggested by Gall et al., (2007) seeks to 

interpret the human phenomena in understanding how the various parts relate to the whole 

process or organization. The value of this approach stem from values that acquire true-to-life 

experiences when completing tasks. Through the observation of task performance, a valid 

performance assessment can be ascertained.  Archbald (2014) argued that for the most part, 

problems involving one measure for achievement make assumptions about the validity of output 

measures and provide partial findings.  Further noted was combining the formal written 

assessment in combination with an actual observed task demonstrates the best of both 

approaches.   

Similarly, Kirkpatrick (1994) surmised that the behavior of a learner which occurred as a 

result of attending training directly reflects the transfer of learned knowledge and skill to job 

performance.  What was learned is also observable by change in attitude, improved knowledge, 
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and increased job skill.  The overall results of performance measurement system and reporting 

indicates the effect training had on the organization and objectives as it relates to stakeholders.   

Learning, Performance & Pay Incentive Programs 

           Lencioni (2012) asserted that rewards and recognition is a reflection of the system in 

which organizations reinforce behavior.  Further, healthy organizations used a consistent reward 

process in the implementation of wages, promotions and rewards eliminating subjectivity.  The 

benefit of fairness rewards well deserved employees and the organization by reinforcing values, 

behaviors, and expectations in regard to the overall contributions and clarity in leadership and 

messaging.  Kouzes and Posner (2012) affirmed that to be recognized and appreciated for a job 

well done is one of the best acts to receive from a colleague or leader. 

Performance Measurement and Outcomes 

Win/Win is a concept that continuously seeks a mutual agreement between parties.  

When beneficial solutions are collectively formed, parties are more likely to take action on the 

commitment.  Further expressed, “Win/Win is not your way or my way; it is a better way, a 

higher way” (Covey, 1989, p. 207).  In the grand scheme, Gabor (1990) contended that  

Deming believed optimization of an organization should be negotiation based between people, 

divisions, customer, and supplier even competitors and countries noting that everybody gains 

under optimization.  Systems can also improve with implementation of three steps by 

“eliminating the need to select the lowest bidder who may not meet the criteria to be supplier for 

continuous operations” (Gabor, 1990, p. 9). 

(1)  The supplier can deliver at least 80% of the supplies and materials requested; 

(2)  deliveries are made timely and effectively; and  
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(3)  the supplier continually increases on product quality and services rendered. 

    Crosby (1992) surveyed an organization that focused on supplier vendors as 

stakeholders in a pertinent role that impacted the input phase of the operational throughput 

process.  The key performance measures that were collaboratively developed for the suppliers 

were quality and timeliness on delivery of products.  Meetings were held with suppliers and 

other involved persons to provide feedback which formed a partnership.  Meetings held without 

a forwarding purpose or specific measurement outcomes are considered non-productive.  The 

productive meeting approach with the suppliers formed a partnership that improved standard 

operating procedures for work order processes in both organizations.   

According to Carr et al., (1996), lean production consisted of a cycle of time when 

supplies are precisely delivered before production is needed.  The supplier must have the ability 

to deliver the quality and volume of specific supplies ordered with efficiency.  Contingency 

suppliers' function as a reserve should the initial supply order fail.  Rossi et al., (2004) asserted 

that various program stakeholders understand what a program is supposed to achieve and what 

operational outcomes are expected to influence.  It is not uncommon for information to lack in 

providing specific and reliable data necessary to produce realistic outcome measures.  A direct 

source of information is usually stated in the program's mission, goals, and objectives.  Funding 

proposals, grants, or contracts for services from other entities such as sponsors, or consultants 

can help identify outcomes that the program is expected to influence.  Gall et al., (2007) 

purported that input evaluation comprise of collecting data to make informed decisions regarding 

the resources and methods applicable to reach successful outcomes.  Noe (2010) iterated that 

suppliers, vendors, and customers can assist organizations in performance measurements through 
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education of products and services and provide additional information about how products and 

services that they market and used. 

Performance measurement is considered a major tool in both public and private sector 

organizations because it improves effectiveness, efficiency, and increased responsiveness 

(Halachmi, 2018).  “The behavior level is defined as the extent to which change in behavior has 

occurred because the participants attended the training program” (Kirkpatrick, 1994, p. 22).   

This level is important because if the behavior does not change, chances are the results will not 

be met.  However, when results are met the benefits of performance measurement leads to 

opportunities for process improvement or process elimination which in some cases influences 

higher productivity in time and resources.  Benefits also include increased service or product 

satisfaction, streamlined operations, smarter budgetary expenditures, and employee recognition 

programs for bonus awards.  Miller (2013) affirmed that possibilities exist to engage 

stakeholders that develop collaboration and maximize contributions of individuals that produce 

relevant solutions to organizations.   

Final results and training objectives can be attributed to the training programs attended.  

Measurements can “include increased production, improved quality, decreased costs, reduced 

frequency and/or severity of accidents, increased sales, reduced turnover, and higher profits and 

return on investment” (Kirkpatrick, 1994, p. 25).  Every measure has weaknesses and limitations.  

Performance measure indicators must be relevant in relation to strategic goals.  Otherwise, 

results may produce too much of one indicator and not enough of other primary indicators that 

are equal or more important regarding the overall performance of measures.  Richardson (2014) 

defined performance measurement as a means by which agencies can measure the effectiveness 

of programs through established parameters that provide a way to gauge productivity, 
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achievement of goals and objectives, managerial efficiency, and organizational responsibilities.  

Consistency in adapting “a cadence of responsibility must be created and adhered to as a 

discipline of accountability” across the organization (McChesney et al., 2012, p. 171).   

Crosby (1992) contributed to the development of team performance measures in which 

issues were identified that specifically impacted the productivity of the team.  In utilizing the 

Process Flow (Figure 5), employees examined and developed team measurement indicators that 

supported increased efficiency.  The team discovered a new development in processing and 

handling input items.  Feedback from customers both internal and external provided relevant data 

on customer satisfaction.   Data was reviewed regularly and immediately addressed when issues 

occurred.  The problems were analyzed, possible solutions defined, and a course of action was 

determined to resolve the issue.  

 
Figure 5. Steps of Process Flow 

 

Note. Adapted from Walking the Empowerment Tightrope: Balancing Management Authority & 

Employee Influence, Crosby, 1992 

  

           Through the progressive flow method, the team discovered new developments in 

processing and handling issues.  A collaborative analysis of the issues defined possible courses 
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of action to determine the best solution on how issues could be resolved (Crosby, 1992; Lientz & 

Rea, 2004). 

Noe (2010) expressed that team training coordinates the performance of individual team 

members who work together to achieve a common goal.  Teams do not just happen; they must be 

trained and developed.  Natemeyer (2011) defined a team as working in a cooperative manner to 

achieve a common objective.  “Teams are becoming more cross-functional in which the team 

members consist of members from various areas with rotating leadership and accountability” 

(Carr et al., 1996, p. 19).   Kouzes and Posner (2012) emphasized the importance of praise, 

coaching and making a point to say thank you goes far when building and sustaining a high-

performance team. These characteristics (Table 6) have consistently achieved exceptional results.  

If only three of the six characteristics are not up to par, then indicators show that the team is not 

a team at all (Natemeyer, 2011).    

Table 6  

 

Six Characteristics of a High-Performance Team 

 

1. Common Purpose Considered the most important ingredient and each team member is 

aligned to the purpose. 

2. Crystal Clear Roles Every team member is clear about his or her particular role. 

3. Accepted 

Leadership 
High performance teams need clear, competent leadership. 

4. Effective Process Processes must be clearly defined.  High performance teams identify, map, 

and then master their key team processes and constantly evaluate the 

effectiveness of key processes. 

5. Solid Relationships Contrary to popular belief, the more diversified a skilled team is, the 

smarter the team can be.  Different approaches to problem-solving and 

viewpoints offer better results vs a Groupthink scenario where every 

member thinks alike. 

 

6. Excellent 

Communication 

Effective teams master straight talk where time and energy is not wasted 

on misunderstanding and confusion; the team understands that effective 

communication is key. 

   _______________________________________________________________________ 

            Note. Adapted from Developing High-Performance Teams by W. Natemeyer, 2011 
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            Natemeyer (2011) observed that not all groups of employees have the potential to 

become a high-performance team.  Causes stem from lack of trust, fear of conflict, no 

commitment, lack of accountability and follow through and prevalent individualism behavior by 

lack of focus on team success. The Universal Challenge of Peer Accountability instrument 

developed by Natemeyer (2011) was implemented in a study with a Marine Logistics 

organization.  The two-part survey provided 50 questions. Part 1 related to team effectiveness 

and part 2 was open-ended so that team members could make suggestions for improving team 

effectiveness.  The data analysis from part 1 of the survey revealed eight questions that were the 

lowest scoring items.  Part 2 comprised of best suggestions from participants considered as 

viable solutions to increase team effectiveness.   

Interviews further explored the key concerns derived from Part 2.  The results of an 

online assessment taken by 12,000 teams showed 65% red on accountability, 40% on trust, 36% 

on conflict, 22% on commitment, and 27% on results.  The result of the study revealed that team 

members avoid holding their peers accountable for their performance and behavior that may hurt 

the team.  Lencioni (2000) purported that the best approach to develop a true culture of peer-to-

peer accountability is for the leader to demonstrate that he or she is willing to confront difficult 

situations and hold people accountable first.  The role of the leader in these instances is to instill 

trust with the team, act by resolving conflicts, communicate clarity, confront tough issues, and 

above all, give attention to collective outcomes. 

Operational Maintenance Programs  

           Committed leadership and Total Productive Maintenance (TPM) philosophy were found 

to be the main differentials between high and low performance.  We found that the “hard” TPM-

oriented practice of keeping records, total preventive maintenance, and collection and analysis of 
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information, are also significant. High levels of leadership commitment effectively align and 

focus the available resources in attaining plant operational objectives. Likewise, maintenance 

systems or processes that involve a TPM-orientation efficiently utilize those resources in actively 

seeking to improve equipment and plant reliability, availability, and efficiency. This tends to 

produce high overall performance. It underscores the importance that both people-oriented soft 

skills and process technical-oriented hard skills are required in order to attain high plant 

performance (Foon & Terziovski, 2013). 

Van (2010) derived three constructs comprised of Total Quality Management (TQM), 

Total Productive Maintenance (TPM), and the Malcolm Baldrige National Quality Award as key 

variables used in a study that were categorized into the two groups of soft skill and hard skills.  

In addition, Foon and Terziovski (2013) considered contextual factors that included operational 

and maintenance model and plant performance, plant size, plant age, market, and technologies.  

Meyers, Gamst, and Guarino (2017) observed operations and maintenance processes of power 

plants in correlation to performance and availability.  It was asserted that determining two 

variables is the fundamental of research and that there are different types of relationships.  The 

data was collected from 108 power plants and consisted of a quantitative theoretical framework 

that considered plant performance as it relates to soft skill factors and hard or operational factors.    

Summary 

           In a broad sense, linking organizational objectives and goals of strategic planning that 

incorporates the appropriate training program initiatives that align with performance expectations 

has the potential to meet or exceed anticipated potentials.  Depending on the size of the 

organization, priority of operational functions and available resources, a detailed explanative 

approach is necessary to ensure that all stakeholders involved clearly understand the plan and 
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their roles to accomplish successful outcomes.  Chapter 3 will describe the methodology that was 

used in this study.   
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CHAPTER III 

METHODOLOGY 

Purpose 

The purpose of this qualitative phenomenological case study was to explore the processes 

organizational executive leaders use to ensure that training and performance measures are 

intergraded into strategic objectives that will produce positive outcomes for the organization as 

well as the customers.  Qualitative research involves asking participants about their experiences 

that enables researchers to gain insight into understanding experiences of another person (Austin 

& Sutton, 2014).  The researcher also explored the perceptions of selected managers and front-

line supervisors regarding other potential factors to positively affect best practices that may 

provide additional information to the various levels and operations throughout the organization.  

Valuable knowledge was be gained as the participants share their thoughts, describe perceptions 

and experiences through their own self-awareness (Patenotte, 2016).  This chapter detailed the 

methodology used in this study, including research design, selection of participants, context, and 

setting, instrumentation, data collection, and data analysis. 

Research Design 

In this study, the researcher used the qualitative research methodology of hermeneutical 

phenomenology to explore and better understand the perceptions of executive leaders regarding 

the impact of training programs and operational outcomes.  Researching the aforementioned 

topic is important because there is a need to evaluate the effectiveness of training programs to 

ensure that the training received is commensurate with organizational goals and expectations.  

The methodology used in this study intended to broaden the insight of the researcher regarding 
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perceptions and experiences of training programs as they relate to expectations of operational 

outcomes.  Research design begins with information describing a problem, goal, or requirement 

to be studied which provide specifications and implement mechanisms for the researcher to gain 

knowledge in the development of a research design process model (Sato, 2004).   

The research questions used to gain a more in-depth understanding of the phenomenon 

are: 

1.   What are the effects of executive leaders’ decisions on training programs on the 

 workforce? 

2.   What are the perceptions of executive leaders regarding the effectiveness of current 

 training programs? 

3.  What recommendations can executive leaders make to address training programs as they     

 relate to operational outcomes? 

Chan (2004) emphasized the significance of designer-client-user relationship and 

contextual factors in analyzing the effectiveness of a proposed research design.  Additional 

considerations included the importance of historical changes, time, and contextual factors into 

the analytical perspective of the design research.  Gall et al., (2007) indicated that a case study 

will involve an in-depth study of occurrences of phenomenon in real-life settings and from the 

perspective of the participants involved in the phenomenon. 

The phenomenological research approach used in this study is defined by Creswell and 

Poth (2018) as a common meaning in experiences of a topic or concept for several individuals.  

The research condensed the data to identify commonalities of experiences.  According to Gall et 

al., (2007), the case study involved an in-depth study of occurrences of phenomenon in real-life 

settings and from the perspective of participants involved in the phenomenon. There are 
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advantages and disadvantages to a case study research.  One primary advantage is that in 

conducting a case study method, consideration of the perception of participants is primarily 

regarding a particular process or observation being studied.  Adversely, when objectives are not 

accurately aligned with consideration given to each level of the organization, an enormous 

amount of time and resources may be wasted.  The completion timeline of projects can be 

negatively impacted, diminished work efforts, and product quality declines.  

The researcher described the perceptions of executive leaders regarding the impact of 

training programs on expected operational outcomes and other potential factors that may surface.  

Equally, if not more important, as iterated by Jevnaker (2004), it is of high importance to 

consider various perspectives on research design, first to gain insight on design practices, and 

secondly to understand the concept and practicality of business practices.  The level of 

participants in this study range in positions from operation level employees to executive 

management who are ethnically diverse, possess varying backgrounds and have operational 

related experience.   Management and supervisory level participants will require at least two 

years of college or a professional certification.  Operation level participants will require two 

years of experience in their current position and completion of a mandatory training requirement.  

The researcher’s experiences as a learning and development administrator provide insight in the 

collection and interpretation of the data while maintaining an awareness of stated bias. 

Seven executive leaders and 10 supervisor and manager participants were purposely 

selected based on characteristics and operational experience necessary to conduct this study.  

Participants responded to a 25-item Likert Scale electronic questionnaire that assessed work-

group management and practices. The questionnaire contained one comment section to share 

insights that may not have been captured in the questionnaire.  The focus group interview 
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participants consisted of one group interview with the executive team participants and one group 

interview with ten managers and first-line supervisor participants. The intent was to gain 

responses were helpful and provided rich information through a theoretical sampling technique.  

According to Creswell and Poth (2018), theoretical sampling is chosen to help the researcher 

identify information to form constructs and gain understanding based on responses.  The constant 

comparative method process also assisted in comparing data to emerging themes.  Focus groups 

are considered a type of interview involving an interviewer and a group of research participants, 

who are free to talk with and influence each other in the process of sharing their ideas and 

perceptions about a defined topic.  The focus groups lasted approximately 1-2 hours and 

responses were audio taped and documented by the researcher.  Ten front-line employee 

participants were purposefully selected based on their operational experiences and characteristics 

to participate in a 10-question training reaction survey.  Two of the 10 questions were open-

ended to gain additional insight into their training experience. 

Context and Setting 

 The organizational division selected for this study was from a local governmental agency.  

Two operations areas participated in this study.  “The two operational areas can be similar in 

most characteristics relative to size, structure, complexity, role, formalization, centralization, and 

division of labor although each varied in the performance of operational outcomes” (Parry, 1999, 

p.1).  Purposely selected participants may be located at a single location because “the more 

diverse the characteristics of the individuals, the more difficult it will be for the researcher to 

find common experiences, themes, and the overall essence of the experience for all participants” 

(Creswell and Poth, 2018, p. 181).  The organization to be studied consists of operational 

functions that support multiple stakeholders.  Prior to conducting the study, permission was 
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obtained according to Houston Baptist University’s IRB requirements to conduct surveys and 

focus group interviews (Appendix A). Within the context of the division studied, there were two 

operational related sections that support operational or management of skilled performance daily.   

Executive team and supervisor and manager participants responded to a 25-item 

questionnaire with one open-ended question regarding high-performance and assessing work-

group management practices. Focus group interviews with open-ended questions were also 

conducted.  Both groups participated in focus group interviews.  Ten front line employees 

participated in a training reaction survey.  The training reaction survey considers the participants 

reaction, behavior, learning, and results as an outcome of their attending an operational-based 

training program.  The research participants of this study provided useful information based on 

their experience in field operations.  All participants were purposefully selected so that rich 

information could be derived from their experience.   

Participants 

The participants for this study were purposely selected who are currently employed in a 

local governmental agency located in Texas. “The participants in the study need to be carefully 

chosen to be individuals who have all experienced the phenomenon in question, so that the 

researcher, in the end, can forge a common understanding” (Creswell & Poth, 2018, p. 81.)    

The participants consisted of seven executive team members, 10 managers and 

supervisors, and 10 front-line level employees.  The intent of the purposeful selection process 

was to “emphasize a sample group of individuals to achieve an in-depth understanding that can 

best inform the researcher about the research problem under examination.  It is not a probability 

sample intended to determine statistical inferences to a population” (Parry, 1999, p. 148).  

Meyers et al., (2017) iterated the use of a nominal scale also referred to as qualitative or 
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categorical scale, had no value applied to categories or classifications, only the category of the 

response is identified.   

Other identifiers include gender, race, age, and education level.  Creswell and Poth 

(2018) asserted that phenomenology is namely understanding the essence of the experience, 

studying several individuals who have shared experience, and analyzing data for significant 

statements, meanings, and descriptions.  Criteria for selection of executive leaders, middle 

managers and supervisors consisted of three years of experience in a management or supervisory 

position and two or more years of college or successful completion of a professional 

certification. Criteria for operational level employees consisted of two years in the current 

position and successful completion of an operational skills training course. 

Instrumentation 

Permission was granted for the researcher to use the survey instrument in this study 

(Appendix F).  The High-Performance Factors Inventory: Assessing Work-Group Management 

and Practices (Crosby, 1992) was conducted in this study and consisted of 25 questions based on 

factors that were identified as integral to building, influencing, an empowering high-performance 

in  organizations. The factors directly correlate to the survey questions.  The High-Performance 

Factors Inventory Assessing Work-Group Management and Practices (Table 7) consisted of a 

25–item questionnaire with one open-ended question (Appendix F).  The survey was emailed to 

executive leader and supervisor/manager participants.   
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Table 7  

The High-Performance Factors  

  
Sponsorship Clear sponsorship from all managers and supervisors whose employees 

are involved plans or projects is crucial to a positive outcome. 

  

Openness Effective managers create an environment of transparency and open 

communication the addresses disagreements in an appropriate manner to 

continue productivity. 

 

Influence Employees must ensure that they have clarity about their work 

expectations and understands the decision-making process and know 

how they are performing.  All need to have the ability to impact 

productivity and quality issues to influence decisions that affect them.  

 

Distinguish 

Between 

Decision 

Making and 

Influence 

A lack of clarity about the decision-making process and influence is a 

major cause of mistrust and low productivity. 

 

 

Decisions are 

Made 

Taking too much time to make a decision is equivalent to not making a 

decision at all. 

 

Implementation If the people affected by the plan or change are to buy into it, they must 

be involved in the planning and implementation strategy. 

 

Input Needs Input are the resources for productivity including equipment, material, 

information, supplies as it processes into the workflow. 

 

Throughput Continuous improvement by creating models of each process, 

developing flow charts, and clarifying individual tasks that are useful in 

the development of efficient throughput.  Performance measurement is 

paramount to throughput.  

 

Output Obtaining feedback on output is the best way to track quality and 

customer satisfaction. If the feedback reveals problems, the management 

or work group must engage to identify the problem and to create viable 

solutions.  

 

Meeting Only meet when there is something to meet about. Have an agenda and 

review the last meeting with the aim of continually improving the 

process. 

 

Creativity An environment of creativity allows for contribution of ideas. 
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Table 7 (Continued) 

Job Clarity 

 

 

Managers should clarify expectations with each employee.  Employees 

should also clarify expectation with peers. Elimination of duplicated 

efforts allow gaps to be filled. 

 

Person-Task Fit Organizations function best when their members can do what they do 

well and enjoy doing. 

 

Authority A recurring problem in organizations is people have responsibility for 

tasks but not the authority to carry them out. 

 

Resource 

Availability 

Resources include people, information, time, materials, equipment, and 

repairs.   

Availability of resources is a system issue and demands a system 

response.  To tackle this issue, both workers and decision makers must 

be involved. 

 

Team 

Measurements 

Input, through-out, and, output are measurable, and ideas of continuous 

improvement based on measurement chart progress. 

  

Big-Picture 

Perspective 

Many people prefer to understand the big picture as it relates to their 

area of responsibility.  Keeping group members informed of changes in 

the marketplace, the organization, and the competition helps them to 

understand why they are doing what they are doing. 

 

Training “Just in time” training is based on the idea that training loses 

effectiveness if does not immediately precede application. 

 

Priorities Lack of clear priorities is a common complaint in organization.  Task 

priorities should be checked with each member of the team on a regular 

basis. 

 

By-When’s When attendees leave a meeting, it should be clear who will do what and 

by when it will be done. 

 

Follow 

Through 

Making a good decision is not follow through.  It is important for 

member to follow through on commitments.  

 

Single-Point 

Accountability 

Accountability is necessary for the satisfactory completion of each task. 

 

 

Reinforcement A fundamental principle of psychology is that people repeat behaviors 

when rewarded.  Managers can reward employees by giving them a 

chance to work on special projects, attending conferences, or simply by 

saying “thank you.” 
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Table 7 (Continued) 

Reprimands 

 

 

If managers’ expectations are clear, and employees have clarity about 

their roles and responsibilities, reprimands are not given often and are 

not a surprise when they occur. 

 

Work 

Relationships 

Most conflict at work is not interpersonal but caused by poor 

sponsorship, unclear roles and priorities, and confused authority and 

decision-making. 

 

  Note. Adapted from “Pfeiffer’s Classis Inventories,” by Gordon J., 2004. 

 

 Focus group interviews were conducted with managers and supervisors after the analysis 

of the executive survey responses.  Focus group participants were invited to an on-line focus 

group interview to share insights and experiences regarding factors that show patterns for 

improvement as the points of discussion. As a result, the researcher was provided with more in-

depth knowledge about the thoughts and viewpoints of the participants by increased 

understanding through open-ended dialogue.  The level of agreement of individuals was 

measured by questionnaire responses and focus group question responses. 

Seven executive leaders, and five supervisor and manager and participants attended the 

focus group interviews and responded to questions that related to operations, training, and 

performance outcomes (Appendix G).  According to Leydens, Moskal, and Pavelich (2004), 

various techniques exist to identify the trustworthiness of the interview and focus group 

responses.  For instance, structured and semi-structured interviews consist of standard questions 

in which the researcher can follow-up on responses for clarification and allow for dialog to 

obtain an in-depth understanding.  Leydens et al., (2004) expounded that a primary purpose for 

interviewing was to determine what the participants perceived about the topic and how best to 

motivate and involve employees to achieve positive outcomes. The researcher documented all 

information during the focus group sessions.  
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Ten operational level employees responded to a 10-item survey regarding training 

experiences (Appendix H). The 10-item survey consisted of eight scaled questions and two open-

ended questions.  Selected employees were invited to complete an online survey that explored 

training reaction, application, and shared knowledge (Figure 6).  The overall focus of learners, 

management, and external stakeholders of the organization are considered in terms of 

satisfaction, productivity, and quality.  

 

LEVELS 1 & 2 

  

Reaction – L1 
Evaluation on this level measures how those who 

participate in the program react to it. 

Evaluation Question: How did the participant 
(learner) react to the training? 

Behavior – L2 

The extent to which behavior has occurred because 
the participant (learner) attended training. 

Evaluation Question:  How have participants 
transferred knowledge and skills to their job? 

 

LEVELS 3 & 4 

 

Learning – L3 
The extent to which participants (Supervisor/Manager) 

observe changed attitudes, improve knowledge, and/or 

increase skill of learner. 

Evaluation Question:  What information and skills were 
gained? 

Results – L4 

Utilization of performance measurement systems and 
reporting indicates whether results are positive or 
negative and why. 

Evaluation Question:  What effect has training had on 
the organization and achievement of its objectives in 
reference to stakeholders? 

Figure 6. Note.  Adapted from “Evaluating Training Programs: The Four Levels” by D. 

Kirkpatrick, pp. 97-99, 1994. 

 

The framework of this study included the four levels of evaluation:  Level 1) Reaction, 

Level 2) Behavior, Level 3) Learning, and Level 4) Results.  Each level conducted in sequence 

builds on the next and produces more defined measures of performance (Kirkpatrick, 1994).  The 

respondents agreed on the proposed specific actions to adopt in the implementation of future 

strategies as a result of the research findings.  Crosby (1992) asserted that “survey feedback and 
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activities of the instrument to be used, span the usage of more than 500 organizations with 

additional facilitated activities encompassing hundreds of groups from top management to 

unionized laborers” (p. 96).  The instrument has demonstrated that it measured what it was 

intended to measure.   

Reliability and Validity 

The instrument used in this study was developed by Crosby, (1992) is the High-

Performance Factors Inventory: Assessing Work-Group Management and Practices.  It consists 

of twenty-five factors that have been studied and identified as necessities in building high-

performing organizations which has resulted when factors are applied, productivity, quality, and 

increased employee satisfaction.   

The factors are directed toward assessing both the executive team participants and the 

supervisor and managers participants to support continuous improvement and aid in the 

development of new strategies.  The factors promote three areas which can positively affect (1) 

productivity, (2) quality, and (3) increased employee satisfaction.  The instrument provides 

subsequent steps that can be implemented on factors to assist with improving areas that are not 

meeting intended expectations including action steps based on survey results.  Rossi, et al., 

(2004); Lunenburg & Irby (2008) defined reliability of measure as the extent to which the 

measure produces the same results when used repeatedly to measure the same mechanism.  Gall 

et al., asserted that validity in qualitative research is the use of methods and procedures to 

support high quality research.  Sullivan (2011) expounded that “reliability refers to whether an 

assessment instruction gives the same results each time it is used in the same setting with the 

same type of subject” (p. 119).   “Validity in research refers to how accurately a study answers 

the study question or the strength of the study conclusion” (Sullivan, 2011, p. 119).  In addition, 
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the survey was reviewed by the researcher’s dissertation chair and committee members who are 

experienced in research design.  The focus group interview session questions were based on the 

survey questions and responses from the executive leaders’ questionnaire.   

Leydens et al., 2004 found the following: 

 “Because of the volume of data produced in qualitative research, qualitative analysis can 

 be a daunting task, and knowledge of data analysis processes can save considerable time 

 and energy.  Qualitative researchers aim to complete the data and interpretations of data 

 that are trustworthy.  Called rigor in quantitative research, trustworthiness refers to how 

 we determine whether we have accurately described the settings and events, participants’ 

 perspectives, or content of documents.  Trustworthiness is generally established by using 

 various data collection and or data analysis methods” (p. 68). 

 

Data Collection 

Approval was received prior to data collection.  The appropriate Internal Review Board 

(IRB) forms from Houston Baptist University were submitted to the organization and approved 

to conduct the study.  Identities of the participants and responses of those who consented to 

participate in the study were confidential. No identifiers such as names or titles were included in 

this study.  The consent form was included with the survey to understand the expectations and 

ethical considerations before responding to the questions.  The participants were informed that 

their responses would be secured, locked, and preserved for five years after completing the 

research project then destroyed.  Accordingly, the Houston Baptist University, IRB, Approval 

Request and Consent form requirement was submitted, reviewed, and approved.  Written consent 

to proceed was then granted by the IRB prior to beginning the research project (Appendix A). 
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 The researcher sent notifications by email or phone to invite the purposely selected 

participants to partake in the study.  A survey was sent electronically to the executive team, 

supervisor and manager, and front-line employee participants.  All participants were informed 

when to return the completed survey to the researcher by email.  Simon (1976) contended that 

executive leaders perceive aspects of a situation that relate specifically to the activities and goals 

of their individual area of responsibility, although the operational functions differ. Focus group 

sessions were all conducted electronically.  

The researcher's aim was to gain an understanding of strategy processes as it relates to 

planning, training, and operational outcomes. Upon return of completed surveys and focus group 

responses, the researcher analyzed and categorized responses from participants.  The researcher 

described the essence of the participants' experience and analyzed the responses from the 

questionnaires and focus group interviews to identify themes, patterns, and significant statements 

to gain an in-depth understanding of the participants' perceptions.   

Data were collected using the electronic questionnaire Survey Monkey responses 

completed by executive team and supervisor and managers participants and included a comment 

section to capture any additional information.  The executive team and supervisor and manager 

participants were invited to an online focus group interview with open-ended dialog.  The data 

responses collected related to this topic provided performance results that offered insight into the 

efficiency and effectiveness of training programs and performance outcomes that failed, met, or 

exceeded strategically planned outcomes.   

 The research method used to collect data was obtained through electronic surveys and 

conducting focus group interview sessions.  Executives, managers, supervisors, and employees 

were purposefully selected from a population currently employed in a local governmental agency 
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in Southeast Texas and worked in field operations.  The purposeful sampling process offered rich 

information in relation to this qualitative phenomenology study.  According to Fitzpatrick et al., 

(2011), purposive sampling emphasized that careful selection of participants is appropriate when 

extensive data collection is necessary on specific topics.  Further, intensive interviews add to the 

data responses in purposive sampling based on those who have knowledge and experience on the 

topics of interest.  Creswell and Poth (2018) asserted that the interview is comprised of three 

parts, (1) invite participants to be a part of the study, (2) the questions that comprise the survey 

and direct the data responses to a particular conclusion, and (3) thanking the participants for their 

time in sharing relevant experiences.  These steps were implemented in the course and scope of 

this study. 

 The survey data was sent electronically and collected from seven executive leaders, ten 

supervisors and managers, and ten operational level employee participants.  The executive team 

and supervisor/manager participants were invited to participate in focus group interview 

sessions.  Leydens et al., (2004) supported two primary approaches to capture and record data 

results from interviews or focus groups.  Notation from interviews can be taken during the 

interview process; however, focus groups can include two researchers, one to lead the discussion 

and the other to notate the response.  An additional method is to video tape or audio record the 

discussion.  The focus group interview session was documented, audiotaped, and transcribed 

with written permission from participants (Lunenburg & Irby, 2008).   Gall et al., (2007). 

supported the notion that skilled interviews allow opportunities to build trust with the 

respondents and lead to obtaining information that may not have been shared otherwise. Focus 

group interviews were scheduled to meet online at a time conducive to the participants' work 

schedule and lasted for approximately 1-2 hours.  
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 Participants were provided information regarding research goals and confidentiality.  If 

agreed, a written consent was signed.  The focus group process method supported the responses 

from the executive leaders and the supervisor/manager participants. Strategies can be developed 

to ensure active commitment from employees and staff in process implementation efforts 

(Chakravarthy et al., 1993).  The crowdsourcing technique to implement the open strategy 

process helps organizations maintain managerial and supervision over the process, which 

consists of approved functions while simultaneously widening the search for ideas from 

employees. This strategy relates to the study because it  incorporated feedback and suggestions 

from three levels within the organization, executive leaders, supervisors and managers, and 

front-line employees.  Amrollahi and Rowlands (2012) suggested using the crowdsourcing 

approach as an applicable tool to attract strategy ideas and cultivate them in the form of a plan.  

According to Creswell and Poth, (2018) discussing personal experiences with the 

phenomenon will reduce personal bias.  Currently, the researcher is employed with the 

organization where the study was conducted place.  Additionally, the researcher’s position is in 

the training section of the organization.  To consider the situation, the researcher put aside 

personal biases and remained open-minded when conducting this study.  The researcher put forth 

an honest effort not to influence the responses of the participants.  

Data Analysis 

 The method used in this study derived from a systematic overview of three traditional 

methods that included, grounded theory process that was thorough and accountable, 

phenomenology, and case study (Gentles, Charles, Pleog, & McKibbon, 2015).  A disadvantage 

of grounded theory is that the researcher may have trouble in determining when categories are 

saturated or if the theory is sufficiently exhausted (Creswell & Poth, 2018).    
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 A 25-question Likert scaled item was analyzed using questionnaire response percentages.  

Meyers et al., (2017) asserted that the Summative Response Scales requires the respondent to 

assign a value to the scale's choices. The Likert Scale, also referred to as a Summative Response 

Scale, lends to adding the ratings to arrive at a total and dividing the total to arrive at a mean.  

The open-ended responses to the questionnaire and interviews were downloaded using Microsoft 

Office 2016, printed, and reviewed by the researcher.  Additionally, Creswell and Poth (2018) 

suggested that the analysis process includes data analysis, rough drafts of the data layout, 

identifying themes, and how the data will be interpreted.   

The researcher sorted the data, analyzed, organized, and reorganized it to discover themes 

and patterns in the responses.  A major advantage of using a coding or linkage system ensures 

that data confidentiality on human research participants is that if necessary, the researcher can 

identify participants who failed to respond or misinterpreted the instruction.   The themes and 

grouping of data were assigned category names such as managing practices, interpersonal skills, 

and operational outcomes.  Creswell and Poth (2018) suggested that codes and categories are the 

centers of qualitative data analysis.  Coding involves designating conceptions to describe data.  

An open core category was developed and supported causal and intervening conditions.  Arena et 

al., (2015) observed nuances that are not commonly considered a strength when researched.  

Additionally, Lunenburg and Irby (2008) asserted that triangulation in data analysis uses various 

data sources and subjects in a research study. The collected data was analyzed repetitively for 

familiarization.  The findings were discussed and compared against literature (Vilminko-

Heikkinen & Pekkola, 2017).   

This study utilized data triangulation by surveying and interviewing participants from 

multiple positions within the same division, possessed diverse operational skill sets and were 
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both supervisory and non-supervisory capacities.  Data collected in this study were composed of 

tables and figures that can further explain concepts in developing constructs and theories.  The 

discriminant sampling approach in which additional data is collected from a different group of 

participants can ensure that the initial data is systematically valid.   “Qualitative measurement 

characterizes what we obtain from the nominal scale of measurement.  There is no implied 

underlying quantitative dimension here even if the nominal values are numerical codes” 

(Meyers, et. al., 2017, p.15).  Additionally noted, a researcher at times may define a qualitative 

variable as categorical, classification or grouped variables.” The research from the focus group 

interview sessions was documented using Microsoft Office and survey responses were captured 

in Survey Monkey.  The researcher will preserve the responses for five years in accordance with 

Houston Baptist University’s data policy and upon completion of this research project, the data 

will be destroyed. 

Summary 

Chapter III described the methodology of the study.  Chapter IV contains the application 

process and the responses of the three levels of participants selected to participate in this study.  

The researcher aimed to link training programs to planning that impacts the workforce as it 

relates to operational outcomes. This research may support finding that will determine whether 

the current practice is suitable for future operational goal attainment as well as provide 

information that may improve standard operational practices.  
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CHAPTER IV  

FINDINGS 

Introduction 

In this chapter, the researcher provides findings of this descriptive study, in which 

qualitative research methodology of hermeneutical phenomenology was used to explore and 

describe the essence of how executive leader, middle manager, and employee participants 

perceived planning and training programs as they relate to operational outcomes.  This study was 

conducted at a local governmental agency by first identifying the effects of executive leaders’ 

decisions on training programs that impact the workforce, training readiness to effectively 

reaching projected goals, and training programs and measurement of performance that support 

the success of operational outcomes. 

In addition, perceptions were explored regarding other potential factors they believed 

impact managing practices and training experiences.  Themes also emerged that were considered 

to be important and beneficial to the operation.  The data collected helped the researcher gain in-

depth knowledge as these participants shared their thoughts and described what they perceived 

through their personal experiences.  “Phenomenology is not only a description, but it is also an 

interpretive process in which the researcher makes an interpretation of the meaning of the lived 

experiences” (Creswell & Poth, 2018, p. 78).  The research questions used to better understand 

the phenomenon were: 

1. What are the effects of executive leaders’ decisions on training programs on the 

workforce? 
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2. What are the perceptions of the executive leaders regarding the effectiveness of 

current training programs? 

3. What recommendations can executive leaders make to address training programs as 

they relate to operational outcomes?  

Description of the Participants and Their Backgrounds 

Participants’ responses to survey questions 1-7 provided demographic descriptions of the 

participants and their backgrounds (see Table 8).  All participants did not respond to all 

questions.  The participants included a total of 27; 17 males; nine females; and one participant 

did not respond.  Participants were in various age groups.  One was 25-34 years of age; three 

were 35-44 years of age; six were 45-54 years of age, and seven were 55-64 years of age. One 

participant indicated 35-44 years of age. One was 25-34 years of age; three were 35-44 years of 

age; one was 45-54 years of age; three were 55-64 years of age, and one was 65+ years of age.   

The executive team participants response to this question included five males and one 

female participant.  The executive team participants were in various age groups.  One was 35-44 

years of age; three were 45-54; one was 55-64 years of age. One participant indicated 35-44 

years of age.  The supervisor/manager participants included a total of 10, eight males and two 

females.  In the male group, one was 34-44 years of age; three were 45-54 years of age; and four 

were 55-64 years of age.  In the female group, two were 34-44 years of age.  The employee 

participants included a total of 10, four males and six females.  In the male group one was 25-34 

years of age, one was 35-44 years of age, and two were 55-64 years of age.  In the female group, 

one female was 25-34 years of age; one was 35-44 years of age; one was 45-54 years of age; two 

were 55-64 years of age, and one was 65+ years of age. 
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The participants’ responses regarding race/ethnicity indicated that 20 were African 

American or Black; two were White or Caucasian; two were Hispanic or Latino, and three were 

Asian or Asian American.  There were various responses regarding race/ethnicity indicated by 

the executive team participants.  In the female group, one indicated African American or Black.  

In the male group, three males indicated African American or Black; and two males were Asian 

or Asian American. One indicated African American or Black.  In the supervisor/manager 

participant group, two females indicated African American or Black.  In the male group, six 

males indicated African American or Black; one male was White or Caucasian; and one male 

Hispanic or Latino.  There were various responses to race/ethnicity in the employee participant 

group.  In the female group, four indicated African American or Black; one female indicated 

White or Caucasian, and one female indicated Hispanic or Latino. Three males indicated African 

American or Black, and one male indicated Asian or Asian American (see Table 8). 

The participants’ responses regarding years in their current position indicated that three 

worked 1-2 years; seven participants worked 3-5 years; five participants worked 6-8 years; two 

worked 9-11 years; two worked 12-14 years; three worked 15-17 years and; five worked 20+ 

years.  The executive team participants indicated that one participant worked for 1-2 years; four 

worked for 3-5 years; two worked for 6-8 years, and one worked for 9-11 years.  In the female 

group, one worked for 3-5 years.  One participant worked 1-2 years in the male group, three 

worked 3-5 years; and one male worked 9-11 years.  One participant worked for 6-8 years.   

The supervisor/manager participants indicated two participants worked 1-2 years; one 

worked 3-5 years; one worked 6-8 years; one worked 12-14 years; one worked 15-17 years, and 

four worked 20+ years.  One female worked for 1-2 years, and one worked for 6-8 years.  One 

male worked for 1-2 years; one worked for 3-5 years; one worked 12-14 years; one worked 15-
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17 years, and four worked 20+ years.  The employee responses indicated that two participants 

worked 3-5 years; three participants worked 6-8 years; one participant worked 12-14 years; two 

participants worked 15-17 years, and one participant worked 20+ years.  Two females worked 3-

5 years; one worked for 6-8 years; two females worked 15-17 years; one female worked 20+ 

years.  In the male group, two males worked 6-8 years; one male worked for 9-11 years, and one 

male worked 12-14 years.  The participants’ responses regarding the level of education indicated 

that 11 participants completed high school; three participants completed associate degrees; two 

participants completed 3-years of college; eight completed bachelor’s degrees; and four 

completed advanced degrees. 

The executive team participants’ education level indicated that five obtained a bachelor’s 

degree, one indicated some graduate college, and one obtained an advanced degree.  In the 

female group, one female obtained an advanced degree. In the male group, five obtained 

bachelor’s degrees, and one indicated the completion of some graduate college. The 

supervisor/manager participants’ education level indicated that four completed high school; two 

completed three years of college; three obtained a bachelor’s degree, and one obtained an 

advanced degree.  One in the female group indicated three years of college, and one female 

completed an advanced degree.  The male group indicated that four completed high school; one 

male completed three years of college, and three completed a bachelor’s degree.  The employee 

participants’ responses to the education level indicated that five completed high school, three 

completed associate degrees, and two completed advanced degrees.  Two completed high school, 

two complete associate degrees, and two completed advanced degrees.  In the male group, three 

completed high school; and one completed an associate degree. 
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Table 8 

 

Demographic Descriptions 

 
Demographics Executive Team 

Participants 

Supervisor/Manager 

Participants 

Employee 

Participants 

 

Total  

Gender     

Male 5 8 4 17 

Female 

 

1 2 6 9 

Age     

18 – 24     

25 – 34   2 2 

35 – 44 2 3 2 7 

45 – 54 3 4 1 8 

55 – 64 2 3 4 9 

65+   1 1 

Race/Ethnicity     

African American or  

Black        

 

5 

 

8 

 

7 

 

20 

White or  

Caucasian 

  

1 

 

1 

 

2 

Hispanic or  

Latino 

  

1 

 

1 

 

2 

Asian or  

Asian American 

 

2 

  

1 

 

3 

Years in Position        

1 – 2  1 2  3 

3 – 5 4 1 2 7 

6 – 8 1 1 3 5 

9 –11 1  1 1 

12 –14  1 1 2 

15 –17  1 2 3 

18 – 20     1 1 

20+  4  4 

Education Level     

High School  4 7 11 

Associate Degree   1 1 

3 Yrs. Of College  2  2 

Bachelor’s Degree 5 3  8 

Some Graduate 

School 

1   1 

Advanced Degree 1 1 2 4 

Total 34 50 50 81 
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The findings of the employee participants' level of education indicated that five out of 10 

completed high school, three out of 10 indicated an associate degree was completed, and two out 

of 10 obtained advanced degrees.  The female participants' findings indicated that two out of six 

females completed high school, two females indicated an associate degree was completed, and 

two females indicated an advanced degree.  

The researcher included a detailed description of the participants' demographics data to 

expand on the transferability of research on this topic.  According to Kayes, Kayes, Christopher, 

and Yamazaki, (2005), the core of effectiveness in knowledge transfer suggested that participants 

have the skills to handle the complexities throughout the progression. Consideration to 

emphasize the responsibility of those who will engage in the transfer and how best to manage the 

process is essential. "If what was learned translates into improved job performance, then it is 

possible for better organizational results to be achieved" (Kirkpatrick & Kirkpatrick, 2016, p. 6). 

Research Questions One, Two, and Three: Non-Cognitive Factors 

To address the research questions one, two, and three, responses from the executive team 

and the supervisor/manager participants to a sequence survey of questions, the participants were 

invited to a focus group interview to review their responses and respond to follow up questions 

based on their responses. The oral and written participant responses were documented to describe 

their perceptions of the significance and beneficial factors that they believed would lead to 

improved training impact on the workforce, training program effectiveness, and 

recommendations regarding operational outcomes. Not all participants responded to each survey 

question. Non-cognitive factors engage individuals by piquing their interest to participate 

positively in planning, learning opportunities offered by the organization, and organizational 

outcomes. The non-cognitive factors identified in this study were grouped into three categories.  
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These categories were developed through in-depth analysis based on research questions,  

instrument items and participant responses.  The categories are: 

1. Managing practice – sponsorship, decision making versus influence, decisions are made, 

meetings, authority, big picture perspective, reprimands, priorities, and reinforcement; 

 

2. Interpersonal skills – openness, influence, creativity, job clarity, personal task fit, follow-

through, single-point accountability, follow through, and work relationships; 

 

3. Operational outcomes –implementation, input needs, throughput, output, resource 

availability, training, team measurement, and by-whens. 

 

Frequencies and percentages of responses to survey questions from the executive team 

and the supervisor/manager, participants to the survey questions were analyzed to determine the 

significance and beneficial factors of the non-cognitive factors within the appropriate categories. 

The survey questions which addressed non-cognitive factors within three categories that 

produced positive results based on significance and beneficial responses were 70% to 100% for 

both the supervisor/manager and the executive team participants. The executive team and 

supervisor/manager participants’ responses to the same survey questions were determined to be 

perceived themes of the non-cognitive factors that lead to strategic planning and operational 

outcomes.   

The non-cognitive factors identified in this study were grouped into three categories.  The 

categories were (a) managing practice – sponsorship, decision making versus influence, 

decisions are made, meetings, authority, big picture perspective, reprimands, priorities, and 

reinforcement; (b) interpersonal skills – openness, influence, creativity, job clarity, personal task 

fit,  single-point accountability, follow through, and work relationship; (c) performance 

outcomes –implementation, input needs, throughput, output, resource availability, training, team 

measurement, and by-whens. 
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The survey questions were perceived with themes of the non-cognitive factors that lead to 

managing practices, interpersonal skills, training, and operational outcomes that aligned with 

research the research questions.  The non-cognitive factors were identified, grouped into three 

categories, and discussed in detail in the subsequent paragraphs.   

Non-Cognitive Factors: Managing Practices 

 The executive team and supervisor and managers responded to survey questions 7, 10, 

11, 14, 20, 24, 25, 29, and 30.   These survey questions addressed their participation in the areas 

of sponsorship, distinguish between decision making and influence, decisions are made, 

meetings, authority, reprimands, priorities, and reinforcement. Executive team participants’ 

responses to survey question 7, which addressed the sponsorship of the supervisor to firmly 

supported his/her direct reports by providing direction, resources, clarity, and enthusiasm to 

guarantee success indicated that seven out of seven (100%) responded that they engage 

sponsorship.  The supervisor/ manager participants’ responses to survey question 7, which 

addressed the sponsorship of the supervisor to firmly supported his/her direct reports by 

providing direction, resources, clarity, and enthusiasm to guarantee success indicated that nine  

out of 10 (90%) responded that they engage sponsorship (see Table 9).   

 Survey question 10 addressed the executive team and supervisor/manager participants’ 

responses regarding distinguishing decision-making verses influence.  The executive team 

responses to this survey question indicated that six out of seven (86%) of participants responded 

that managers are clear about the distinction between ‘who is deciding’ versus ‘who is 

influencing’ and communicate it.  The supervisor/manager participants’ responses to this 

question, indicated that nine out of 10 (90%) they are clear about the distinction between ‘who is 

deciding’ versus ‘who is influencing’ and communicate it. 
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 Survey question 11 addressed the executive team and supervisor/manager participants’ 

responses regarding decisions that are made in an expedient amount of time; it does not take 

forever to get a decision made.  The executive team responses to this survey question indicated 

that five out of seven (71%) of the participants’ responded that decisions are made in an 

expedient amount of time.  The supervisor/manager participants’ responses to this question 

indicated that six out of 10 (60%) responded that decisions are made in an expedient amount of 

time. 

Survey question 14 addressed the executive team and the supervisor/manager 

participants’ responses regarding effective meeting, time not wasted, appropriate people attend, 

participate and when needed, solve issues and decisions are made.  The executive team responses 

to this survey question indicated that seven out of seven (100%) responded that meetings are 

effective, time is not wasted, appropriate people attend, and participate.  When needed issues are 

solved and decisions are made. The supervisor/manager participants’ responses to this question 

indicated that five out of 10 (50%) responded that meetings are effective, time is not wasted, 

appropriate people attend, and participate.  When needed issues are solved and decisions are 

made.  

Survey question 20 addressed the executive team and the supervisor/manager 

participants’ responses regarding authority in that people have the authority to do what they are 

expected to do.  They typically do not have to be persuaded or manipulated to act in the absence 

of higher authority.  The executive team responses to this survey question indicated that five out 

of seven (71%) executive team participants responded that people have the authority to do what 

they are expected to do and that they typically do not have to be persuaded or manipulated to act 

in the absence of high authority.  The supervisor/manager participants indicated that nine out of 
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10 (90%) responded that people have the authority to do what they are expected to do and that 

they typically do not have to be persuaded or manipulated to act in the absence of high authority. 

Survey question 24 addressed the big picture perspective of knowing the larger picture as 

to where the organization is headed, how the world and national economic and competitive 

factors affect us, and how we are doing; on everyday tasks, we know why we are doing what we 

are doing indicated six out of seven (86%) executive team participants responded that they know 

the larger picture of where the organization is, how work and national economic and competitive 

factors affect us, and how we are doing; on everyday tasks, we know why we are doing what we 

are doing.  The supervisor/management participants indicated that eight out of 10 (80%) 

supervisor/manager participants responded that they know the larger picture of where the 

organization is, how work and national economic and competitive factors affect us, and how we 

are doing; on everyday tasks, we know why we are doing what we are doing.   

Survey question 25 addressed priorities regarding not wasting time, tasks importance and 

clear priorities.  Executive team participants’ responses to this survey question indicated that six 

out of seven (86%) responded that no time is wasted on wondering which task is more important 

and that priorities are consistent. The supervisor/manager participants’ response to this survey 

question indicated that three out of 10 (30%) responded that priorities are usually no time is 

wasted on wondering which task is more important and that priorities are consistently clear. 

 Survey question 29 addressed that people are appreciated for work well done.  

Expressions of thanks are clear so that the receivers know precisely what they did that was liked.  

Executive team participants’ responses to this survey question indicated that seven out of seven 

(100%) responded that people are appreciated for work well done and that expression of thanks 

is clear so that receivers know precisely what they did that was liked.  The supervisor/manager 
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participants’ responses indicated that four out of 10 (40%) responded that people are appreciated 

for work well done, and that expression of thanks is clear so that receivers know precisely what 

they did that was liked. 

Survey question 30 addressed reprimands when our supervisor is unhappy with work; 

he/she tells us as soon as possible privately.  The reprimand is clear and specific about the 

unappreciated work or action but not accusatory, judgmental, or vindictive.  The executive team 

responses to this survey question indicated that five out of (71%) responded that reprimands are 

clear, specific, but not accusatory, judgmental, or vindictive.  The supervisor/manager 

participants’ responses indicated that five out of 10 (50%) responded that reprimands are clear, 

specific, but not accusatory, judgmental, or vindictive. Executive Team participants’ responses to 

the non-cognitive factors category of managing practices included the following:  

Executive Team Participant 1: “I feel the executive team has strong communication 

because of the leadership and we work closer.  When we are in a group setting with 30 people or 

more, the leader shares the same information, but some people are not paying attention are do not 

take things to heart things [sic].” 

Executive Team Participant 2: “As it relates to planning, I think we have a fairly robust 

planning process that has been refined over the years.  Certainly not perfect, but we have a 

specific calendar that tells us what to do and when.  I believe everyone one the executive team 

knows what each of those tasks mean as it relates to our executive team objectives.  We do the 

annual planning for risk management matrix where we have specific dates that we want to see 

certain things by.  The training team handles that process.”  

Executive Team Participant 6: “We have an all-employee onboarding program [sic] but 

not a formalized onboarding program for supervisors and managers.  The executive team can 
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also work towards the areas with lower scores by collaborating more with the supervisor and 

manager and front-line level to do a better and effective job.” 

Executive Team Participant 2: “I would like to agree that there has been some training 

gaps that we closed over the years and we have some specific training in place, but we are not 

where we need to be.” 

Supervisor/Manager participants’ responses to the non-cognitive factors category of 

managing practices included the following:  

Supervisor/Manager Participant 1: “I would say from a training perspective, I think 

that the on boarding and the [sic] training that we provide is a good foundation for employees.  

Planning can be difficult sometimes because we try to get as many new hires in the class as 

possible so it depends on how quickly the organization actually hires personnel and how quickly 

HR can get them through effectively and get them on property.” 

Supervisor/Manager Participant 7: “I guess just reading this question from a 

supervisor/management perspective on processes we do for planning, training and on an 

operation side, consistency with our team to make sure that we actually meet with them if it can 

be weekly.  Most of the time I do my team weekly just to kind of see what’s going on or what 

can I assist with but outside of that [sic].  We do those quarterly to let them know how they are 

doing.  We do monthly the small ones.  So that is where I kind of plan my team and my practice 

around that.”  

Supervisor/Manager Participant 10: “A well trained employee is a better employee. 

Learning your employees is the key and everything will fall into place.  If we train our 

employees properly the first time, then the planning we do in our operational practices and 

everything else will fall into place.” 
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Supervisor/Manager Participant 7: “On training, I guess you identify what kind of 

training they need training on.  That is the purpose of having these weekly meetings and seeing 

their productivity on a constant basis so that you can offer that type of training. So, if someone 

fails or not familiar with it and their trying you just [sic] have them sign up for classes, 

leadership classes, or whatever assists them in their growth and development [sic].  On my side 

with planning and scheduling, we’re making sure that we do the workload for almost every area 

within the operation.  Other than that, we have to learn what it is first.  Ride along with the 

various areas. That connects the dots at the end of the day [sic].” 
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Table 9 

Managing Practices:  Executive Team and Supervisor/Manager Participant Survey Responses 

                   Executive Team 

            Participants    

                   (n = 7) 

Supervisor Manager  

           Participants  

               (n =10) 

 

Non-Cognitive Factors that 

Impact Strategic Planning 

and Training Effectiveness 

Frequencies 

of 

Participants’ 

Responses 

% Frequencies 

of 

Participants’  

Responses 

 

% 

7. Sponsorship of the 

supervisor to firmly support 

his/her direct reports by 

providing direction, 

resources, clarity, and 

enthusiasm to guarantee 

success. 

 

7 out of 7 100 9 out of 10 90 

10. Distinguish between 

decision making and 

influence. 

 

6 out of 7 86 9 out of 10 90 

11. Decisions are made 

expediently. 

 

5 out of 7 71 6 out of 10 60 

14. Our meetings are 

effective; time is not wasted; 

appropriate people attend; 

participation is shared; and 

when needed, we solve 

issues and decisions are 

made.  

 

7 out of 7 100 5 out of 10 50 

20. Authority people have 

the authority to do what they 

are expected to do. 

 

5 out of 7 71 9 out of 10 90 

24. We know the larger 

picture, i.e., where our 

organization is headed, how 

world and national economic 

and competitive factors 

affect us, and how we are 

doing.  On every-day tasks 

we know why we are doing 

what we are doing. 

6 out of 7 86 8 out of 10 80 



 

  

 

89 

Table 9 (Continued)     

 Executive Team 

Participants 

(n = 7) 

 Supervisor Manager  

           Participants  

               (n =10) 

 

 

25. No time is wasted 

wondering which task is 

more important; priorities 

are consistently clear. 

 

6 out of 7 86 3 out of 10 30 

29. People are appreciated 

for work well done; 

expressions of thanks are 

clear enough so that the 

receivers know precisely 

what they did that was liked. 

 

7 out of 7 100 4 out of 10 40 

30. When our supervisor is 

unhappy with our work, 

he/she tells us as soon as 

possible, privately; the 

reprimand is clear and very 

specific about the 

unappreciated work or action 

but not accusatory, 

judgmental, or vindictive. 

 

5 out of 7 

 

 

 

 

71 

 

 

 

 

5 out of 10 

 

 

50 

 

 Non-Cognitive Factors: Interpersonal Skills 

The executive team and supervisor and managers responded to survey questions 8, 9, 17, 

18, 19, 27, 28, and 31.   These survey questions addressed their participation in the areas of 

openness, influence, job clarity, personal task-fit, follow through, single-point accountability, 

and work relationships (Table 10).  Executive team participants’ responses to survey question 8, 

which addressed openness in which data flows accurately so that problems are identified, and 

disagreement are viewed as opportunities for dialogue and are dealt with directly indicated that 7 

out of 7 (100%) responded that openness where data flows accurately so that problems are 

identified, disagreements are viewed as opportunities for dialogue, and are dealt with directly.  
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The supervisor/manager participants responses to survey question, which addressed openness 

where data flows accurately so that problems are identified, and disagreements are viewed as 

opportunities for dialogue and are dealt with directly indicated that 9 out of 10 (90%) responded 

they practice openness.  

Survey question 9 addressed influence where employees have input and influence on 

factors that impact their work life such as suggesting solutions, often seeing suggestions being 

acted on, and getting feedback when suggestions are rejected indicated that 3 out of 7 (43%) 

executive team participants responded regarding influence where employees have input and 

influence on factors that impact their work life such as suggesting solutions, often seeing 

suggestions being acted on, and getting feedback when suggestions are rejected.  The 

supervisor/manager participants response to this question indicated that 6 out of 10 (60%) 

practiced influence where employees have input and influence on factors that impact their work 

life such as suggesting solutions, often seeing suggestions being acted on, and getting feedback 

when suggestions are rejected.  

Survey question 17 addressed creativity of new ideas for improving work processes, 

communication, product development etc., are encouraged; it is easy in our climate to suggest or 

try something new indicated that 7 out of 7 (100%) executive team participants responded that 

creativity of new ideas for improving work process, communication, product development etc., 

are encouraged and that it is easy in the climate to suggest or try something new.  The 

supervisor/manager participants indicated that 9 out of 10 (90%) responded that creativity of new 

ideas for improving work process, communication, product development etc., are encouraged 

and that it is easy in the climate to suggest or try something new. 
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Survey question 18 addressed job clarity which is knowing exacting what needs to be 

done, management’s expectations are clear, and my job does not unnecessarily duplicate 

someone else’s job indicated that 7 out of 7 (100%) executive team participants know exactly 

what needs to be done, their management’s expectations are clear, and their job does not 

unnecessarily duplicate someone else’s job.  The supervisor/manager participants responses to 

this question indicated that 10 out of 10 (100%) supervisor/manager participants know exactly 

what needs to be done, their management’s expectations are clear, and their job does not 

unnecessarily duplicate someone else’s job.  

Survey question 19 addressed personal task-fit regarding the right people are doing the 

right tasks and that personal skills and skills of others are being used effectively indicated that 4 

out of 7 (57%) executive team participants responded that personal task-fit regarding the right 

people are doing the right tasks and that my skills and the skills of others are being used 

effectively.  The supervisor/manager participants responded that 6 out of 10 (60%) indicated 

personal task-fit regarding the right people are doing the right tasks and that my skills and the 

skills of others are being used effectively.  The supervisor/manager participants responded that 6 

out of 10 (60%) indicated personal task-fit regarding the right people are doing the right tasks 

and that my skills and the skills of others are being used effectively. 

Survey question 27 addressed follow through of commitments are effectively tracked, 

reviewed, and missed commitments are discussed and recommitted, or reassigned to another 

person indicated that 7 out of 7 (100%) executive team participants followed through on 

commitments, discuss, recommit, or reassign to another person.  The supervisor/manager 

participants’ responses indicated that 6 out of 10 (60%) supervisor/manager participants 

followed through on commitments, discuss, recommit, or reassign to another person.  
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Survey question 28 addressed single-point of accountability regarding that one person is 

accountable for each task.  Even on a matrixed group across departments indicated that 7 out of 7 

(100%) executive team participants responded that one person holds single-point accountability 

rather than the group.  One out of 10 (10%) supervisor/manager participants responded that 

single-point of accountability was used where one person holds single-point accountability rather 

than the group. 

Survey question 31 addressed maintaining work relationships when two or more people 

disagree, the issue is dealt with directly and effectively rather than avoided or escalated indicated 

that 5 out of 7 (71%) executive team participants responded that work relationships were 

maintained when two or more people disagree, the issue is dealt with directly and effectively 

rather than avoided or escalated.  The supervisor/manager participants indicated that 7 out of 10 

(70%) responded that work relationships were maintained when two or more people disagree, the 

issue is dealt with directly and effectively rather than avoided or escalated.  Executive Team 

participants’ responses to non-cognitive factors: Interpersonal Skills included the following:  

Executive Team Participant 2: “The operational outcomes that we have are good but 

not great. There is too much of a gap regarding single-point-accountability with gaps to getting 

things done with excellence.  This is what impacts operational outcomes, clear communication 

and whether the employees have the skill set can affect operational outcomes.  The way I look at 

this information is ‘how can our team use this information to make our organization better?’ That 

informs any going forward action. 

Executive Team Participant 6: “A need to influence creativity [sic] and opportunities to 

see the big picture.  “I believe there is a further opportunity to go further down the chain of 

command specifically among our front-line staff to cultivate an environment where creativity, 
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collaborate and include supervisors, managers and front-line employees in the decision making 

process [sic].” 

Executive Team Participant 7: “Separate in our organization verses the private sector 

capabilities as engagement, development, and teaching how to fish.  The training piece is needed 

for employees’ skill sets [sic].”  It actually ties to what we said about our employees support with 

training [sic].   

Supervisor/Manager Participant 10: “I think the one-person accountability for each 

task, in a way, and we have our go to person when we are assigned a task. We have to follow up 

and we know we have to see [sic] it through to this person.  I think that is where we are going 

forward but lacking at the same time because within our organization we can get mixed around 

because we have some many different veins of this segment.  We have one point of contact, but 

we have different veins from that one point of contact and if we lose track of that vein or one part 

of that segment, then it falls off or stop there and that’s just [sic].” 

Supervisor/Manager Participant 7: “If I had to personally speak on the single-point 

accountability rather than the group. Just from me being here [sic] and what I’ve seen, I have to 

agree with the supervisors and managers.  It’s seems to be more of a group than a single-point 

accountability.  I understand why it happens, don’t get me wrong but at the end of the day, when 

one person fails, we all fail.  That mindset that we have in management which is true. Executives 

stills needs to make sure that the person who is continually doing this is addressed not by the 

entire group where everyone is under the same radar or scrutiny or corrective action or things of 

that nature.   
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Table 10 

Interpersonal/Social Skills:  Executive Team and Supervisor/Manager Participant Survey 

Responses  

                   Executive Team 

             Participants    

                  (n = 7) 

Supervisor Manager  

         Participants  

               (n = 10) 

Non-Cognitive Factors 

That Impact Soft Skills 

Frequencies 

of 

Participants’  

Responses 

% Frequencies 

of  

Participants’  

Responses 

% 

8. Data flows accurately so 

that problems are 

identified; disagreements 

are viewed as opportunities 

for dialogue and are dealt 

with directly. 

 

 7 out of 7 100  9 out of 10 90 

9. Employees have input 

and influence on factors 

that impact their work life, 

i.e., suggesting solutions, 

often seeing suggestions 

being acted on, and getting 

feedback when suggestions 

are rejected. 

 

3 out of 7 43 6 out of 10 60 

17. New ideas for 

improving work processes, 

communication, product 

development, etc., are 

encouraged; it is easy in our 

climate to suggest or try 

something new. 

 

7 out of 7 100 9 out of 10 90 

18. Job clarity by knowing 

what the job requires; the 

job is not unnecessarily 

duplicated. 

 

7 out of 7 100 10 out 0f 10 100 

19. The right people are 

doing the right tasks; my 

skills and the skills of 

others are being used 

effectively here. 

 

 

 

4 out of 7 

 

 

57 6 out of 10 60 
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Table 10 (Continued) Executive Team 

Participants 

(n = 7) 

 Supervisor Manager 

Participants 

(n = 10) 

 

 

27. Commitments are 

effectively tracked, 

reviewed, and missed 

commitments are discussed 

and recommitted or are 

reassigned.  

 

7 out of 7 100 6 out of 10 60 

28. There is one person 

accountable for each task; 

even on a matrixed group 

across departments, one 

person holds the single-

point accountability rather 

than the group. 

 

7 out of 7 100 1 out of 10 10 

31. Work relationships are 

maintained; when two or 

more people disagree, the 

issue is dealt with directly 

and effectively rather than 

avoided or escalated.  

5 out of 7 

 

 

 

 

 

 

57% 7 out of 10 70 

 

Non-Cognitive Factors: Operational Outcomes 

The executive team and supervisor and manager participants responded to survey 

questions 12, 13, 15, 16, 21, 22, 23, and 26.   These survey questions addressed their 

participation in the areas of implementation, input needs, throughput, output, resource 

availability, and by-whens.  Executive team participants’ responses to survey question 12, 

addressed implementation and once decisions are made, they are effectively implemented in a 

timely manner indicated that 6 out of 7 (86%) responded that once decisions were made, they are 

effectively and timely implemented.  The supervisor/manager participants’ responses to survey 

question 12 addressed implementation and once decisions are made, they are effectively 
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implemented in a timely manner indicated that 6 out of 10 (60%) responded implementation 

once decisions are made, are effective and timely (Table 11). 

Survey question 13 addressed input needs.  Timely receipt and quality of needs from 

outside or inside suppliers, such as materials, maintenance support, information, equipment and 

or service indicated that executive team participants responded 4 out of 7 (57%) that input needs 

were timely and quality from outside and inside suppliers.  The supervisor/manager participants 

responses to this question indicated that 4 out of 10 (40%) responded that they timely received 

quality needs from outside or inside suppliers such as materials, maintenance support, 

information, equipment and or service. 

Survey question 15 addressed throughput and once input is received, it is organized in the 

best possible way to produce quality output in a timely manner with clear and efficient 

processes; equipment is up-to-date and effectively used indicated that 5 out of 7 (71%) executive 

team participants responded that once input is received, is organized in the best possible way to 

produce quality output in timely, clear, and efficient processes.  The supervisor/manager 

participants responses indicated that 6 out of 10 (60%) responded that once input is received, it is 

organized in the best possible way to produce quality output in a timely manner with clear and 

efficient processes; equipment is up-to-date and effectively used. 

Survey question 16 addressed output is giving to others what they need and provide 

excellent service on time and with quality including internal and external customers indicated 

that 6 out of 7 (86%) executive team participants responded that they give others what they need 

and provide excellent service on time and with quality including internal and external customers.  

The supervisor/manager participants’ responses to this question indicated that 8 out of 10 (80%) 
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give other what they need and provide excellent service on time and with quality including 

internal and external customers. 

Survey question 21 addressed resource availability regarding getting the resources needed 

to do the job well including information, equipment, materials, and maintenance indicated that 6 

out of 7 (86%) executive team participants responded that they have resource availability to get 

the job done well including information, equipment, materials, and maintenance. The 

supervisor/manager participant responses indicated that 3 out of 10 (30%) participants responded 

that resource availability regarding getting the resources needed to do the job well including 

information, equipment, materials, and maintenance. 

Survey question 22 addressed training in that members of the team are well-trained 

technically as well as in teamwork and community skills indicated that 3 out of 7 (43%) 

executive team participants responded that members of the team are well-trained technically as 

well as in teamwork and community skills.  The supervisor/manager participant responses 

indicated that 4 out of 10 (10%) members of the team are well-trained technically as well as 

teamwork and community skills. 

Survey question 23 addressed team measurement.  There are measurements that help us 

regularly track key factors related to our input, throughput, and output so that we can monitor 

and quickly solve identified problems and issues indicated that 6 out of 7 (86%) executive team 

participants responded that they used measurements that help tract key factors related to input, 

throughput, and output for monitoring purposes and to quickly solve identified problems and 

issues.  The supervisor/manager participants responded that 6 out of 10 (60%) used 

measurements that help tract key factors related to input, throughput, and output for monitoring 

purposes and to quickly solve identified problems and issues. 
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Survey question 26 addressed by-whens which is whenever a decision is made, someone 

clarifies who will do what and by when; also, by-whens are not only given to bosses but received 

from them as well which indicated that 7 out of 7 (100%) executive team participants responded 

that whenever a decision is made, some clarifies who will do what and by when. Also, by-whens 

are given by bosses and received from them as well.  The supervisor/manager participants 

indicated that 5 out of 10 (50%) responded that whenever a decision is made, someone clarifies 

who will do what and by when. Also, by-whens are given by bosses and received from them as 

well.  Executive Team participants’ responses included the following:   

Executive Team Participant 2: “Our strategic plan has been a 5-year improvement [sic] 

we basically mapped near a balanced score card.  And just by default of having a balanced score 

card, there is an employee section as a focal point with specific initiatives for organizational 

training and learning [sic].  The organizational learning, to me, is what catapults the success of 

planning forward.”  

Executive Team Participant 7: “With basic front-line work, there is a certain amount of 

experience and training needed that’s technical.  Technical education and technology are not 

sufficient.  Our challenge of our organization is we cannot ask them to do something that they 

are not trained on from the ground up.” 

Supervisor/Manager Participant 7: “I would like to see resources go up.  We need 

resources in order to do our job and do it effectively.  I guess it depends on where the ball stops 

[sic] you have to go through so many channels and some of us don’t know what those channels 

are but some of us are aware of those channels.  We just know there’s a lot of them or it just 

doesn’t come down timely enough [sic].  We’re not getting what we need in the timely manner 



 

  

 

99 

that we need it and then we are still responsible for making sure that everything gets done timely, 

and accordingly and properly, but if you don’t have what you need, then that’s a hard thing to do.  

Supervisor/Manager Participant 10:  “As far as training to make it ideal, there should 

be some kind of dedicated training [sic].  This is just my opinion, but to me, there’s a systematic 

training but it should be a dedicated for the specifics, the basics of what we do, and not the 

generics of what we do because there is a difference.  I was a well-trained employee before I 

became a supervisor that created the relationships with supervisors, team members and 

everything to create the organization or balance off the organization to where we are now and to 

get to a better point [sic].” 

Supervisor/Manager Participant 1: “When you say resources, I assuming that you are 

referring to people.  I know for me to make I can give the organization the kind of training they 

need, I need resources.  Sometimes, things outside of my control obtaining those resources has a 

delay which prevents me from having the staff to provide the necessary training.  

Supervisor/Manager Participant 7: “Once you get the people and the training properly 

and correctly on what their job is, then the equipment itself or processes can be effective.  It can 

go both ways by having the equipment [sic] and everything ready but not have the bodies. 
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Table 11  

Operational Outcomes:  Executive Team and Supervisor/Manager Participant Survey Responses 

Impact Performance 

                  Executive Team 

            Participants   

               (n = 7) 

Supervisor Manager              

Participants 

         (n = 10) 

Non-Cognitive Survey 

Questions That Impact  

Performance 

Frequencies 

of 

Participants’ 

Responses 

% Frequencies 

of 

Participants’ 

Responses 

 

% 

 

12. Once decisions are 

made, they are effectively 

implemented in a timely way 

 

   

6 out of 7 

 

68 

  

6 out of 10 

 

60 

13. We get on time and with 

quality what we need from 

outside or inside suppliers, 

such as materials, 

maintenance support, 

information, equipment, 

and/or commitments to 

service. 

4 out of 7 

 

 

 

 

 

 

 

57 

 

 

 

 

 

 

 

4 out of 10 

 

 

 

 

 

 

 

 

40 

 

 

 

 

 

15. Once input is received; 

we are organized in the best  

possible way to produce 

quality output in a timely 

manner with clear and 

efficient processes; our 

equipment is up-to-date and 

effectively used.    

 

         5 out of 7 71 6 out of 10 60 

 

 

 

 

 

 

 

 

 

16. We give to others what 

they need and provide 

excellent service, on time 

and with quality.  This 

includes internal customers 

(within this organization) or 

external customers. 

 

6 out of 7 86 8 out of 10 80 

 

 

 

 

 



 

  

 

101 

 

Table 11 (Continued) Executive Team 

Participants 

(n = 7) 
 

 

 Supervisor 

Manager              

Participants 

(n = 10) 

 

21. We are able to get the 

resources we need to do our 

job well.  These include 

information, equipment, 

materials, and maintenance. 

  

  

6 out of 7 

 

 

 

86 

 

3 out of 10 

 

30 

22. Members of our work 

team are well-trained 

technically as well as in 

teamwork and 

communications skills. 

 

3 out of 7 43 4 out of 10 40 

23. Team measurement that 

help us regularly track key 

factors related to our input, 

throughput, and output so 

that we can monitor and 

quickly solve identified 

problems and issues. 

 

 6 out of 7 86 6 out of 10 60 

26. Whenever a decision is 

made, someone clarifies 

who will do what and by 

when; also, by-whens are 

not only given to bosses but 

received from them as well. 

 

7 out of 7 

 

 

 

 

 

 

100 5 out of 10 50 

 

Summary of Findings for Research Questions One, Two, and Three 

 In this study, the findings for research questions one, two, and three were determined by 

documenting and analyzing the oral and written executive team, supervisor/manager and 

employee participants’ responses to survey questions which described their perceptions of the 

significance of and benefits on non-cognitive factors that they believe would lead to planning, 

training, and operational outcomes.  Thirty-one survey questions for the executive team 

participants addressed non-cognitive factors, which were grouped into three categories and 17 
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survey questions address employees.  Executive team and supervisor/manager participants’ 

frequencies and percentages of the non-cognitive factors were studied to ascertain the 

significance and benefits within the designated categories.  The survey questions which produced 

positive significance and benefits for planning, training and operational outcomes were based on 

70 % to 100% responses on the same survey for both executive team and supervisor/manager 

participants.  The survey questions were categorized and determined to be themes of the non-

cognitive factors that lead to planning, training, and organization outcomes.  Based on the 

participants’ responses, themes were constructed into the categories of a) managing practices; b) 

interpersonal/social skills; 3) operational outcomes. 

In the category of Managing Practices, four themes developed.  Executive team and 

supervisor/manager participants agreed that the non-cognitive factors were significant and of 

benefit for planning, training and organizational outcomes which produced the following themes: 

sponsorship, (executive team participants 100% and supervisor/manager participants 90%); 

distinguish between decision making and influence, (executive team participants 86% and 

supervisor/manager participants 90%); people have the authority to do what they are expected to 

do; they typically do not have to be persuaded or manipulated to act in the absence of higher 

authority (executive team participants 71% and supervisor/manager participants 90%); indicated 

they are aware of the direction of the organization in terms of world and national economic and 

competitive factors.  Both executive team and supervisor/manager participants indicated 

awareness on everyday tasks (executive 86% and supervisor/manager 80% and 

supervisor/manager participants 80%) (See Table 12).   

In the category of Interpersonal Skills three themes developed.  Executive team and 

supervisor manager participants agree that the non-cognitive factors that were significant and of 
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benefit for planning, training and organizational outcome produced the following themes: data 

flows accurately so that problems are identified; disagreements are viewed as opportunities for 

dialogue and are dealt with directly, (executive team participants 100% and supervisor/manager 

participants 90%); new ideas for improving work processes, communication, product 

development, etc., are encouraged; it is easy in our climate to suggest or try something new 

(executive team participants 100% and supervisor/manager participants 90%); I know exactly 

what I am to do; my boss’s expectations are clear; my job does not unnecessarily duplicate 

someone else’s job (executive team participants 100% and supervisor/manager participants 

100% (see Table 12).   

In the Operational Outcomes category, one theme developed.  Executive team and 

supervisor manager participants agree that the non-cognitive factors that were significant and of 

benefit for planning, training and organizational outcome produced the following themes: we 

give to others what they need and provide excellent service, on time and with quality (see Table 

13).  This includes internal customers and external customers (executive team participants 86% 

and supervisor/managers 80%). 
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Table 12 

Non-Cognitive Factors: Important and Beneficial to Planning, Training and Operational 

Outcomes. 

 

Categories 

 

Themes 

Executive 

Team 

Participants’ 

Responses 

% 

Supervisor/ 

Manager 

Participants’ 

Responses 

% 

Managing Practices    

 1. the supervisor firmly supports his/her 

direct reports providing direction, 

resources, clarity, and enthusiasm to 

guarantee success 

 

 

100% 

 

90% 

 2. distinguishes between decision 

making and influence 

 

 

86% 

 

90% 

 3. people have the authority to do what 

they are expected to do; they typically do 

not have to be persuaded or manipulated 

to act in the absence of higher authority 

 

 

71% 

 

90% 

  

4. we know the larger picture i.e., where 

our organization is headed, how world 

and national economic and competitive 

factors affect us, and how we are doing; 

on everyday tasks we know why we are 

doing what we are doing 

 

 

 

86% 

 

80% 

 

 

5. I know exactly what I am to do; my 

boss’s expectations are clear; my job 

does not unnecessarily duplicate 

someone else’s job. 

100% 100% 

Operational Outcomes    

 6. We give to other what they need and 

provide excellent service, on time and 

with quality; this includes internal 

customers (within this organization) or 

external customers. 

86% 80% 
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Other Potential Factors 

 

To address factors that may not have been included in the High-Performance Factors 

Inventory: Assessing Work-Group Management and Practices, (Crosby, 2002), question 31 was 

open-ended and the same for both the executive team and supervisor/manager participants.  In an 

effort to identify other factors of importance, this introspective question was written to encourage 

participants to share by expounding on factors they perceive as significant and beneficial related 

to the study or to suggest any related ideas that could potentially improve planning, training, or 

performance related processes and outcomes.   

Survey Question 31:  Include any relevant information that could be shared that was not 

in the questionnaire.  Not all participants responded to this question.  Two out of 7 executive 

team participants responded to survey question 31 and three out of 10 Supervisor/Managers 

responded. 

Executive Team Participant 2: “Diversity in background, thought, and work 

experiences are our strength to optimize our performance.” 

Executive Team Participant 5: “The survey covered everything, nothing to add.” 

Supervisor/Manager Participant 5: “The executive level management has worked 

diligently to foster a new, healthier culture for the last five years. I believe we are headed down 

the right path, however, this is still work to do.” 

Supervisor/Manager Participant 8: “Transfer the knowledge that I know to other 

employees.” 

Supervisor/Manager Participant 10: “I feel there is a disconnect with upper 

management and frontline supervision on how to effectively reach departmental goals.”  
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 Executive Team Participant 6: “One of the things we want to look at is all of the 

modules that are a part of the service training. What scenarios are mostly useful and make sure 

that the training is emphasized and in proportion to that. I think every module and every 

competency [sic] is 100 hours, and we may have ten minutes or ten hours of competencies, but 

competencies are brief and may last 40 minutes at a time.  I believe we can structure and 

establish training in a way to hone in on those things that employees really do for the most part.   

I think there needs to be better alignment dedicated to competency based on how frequently they 

do that part of the task [sic].” 

Executive Team Participant 7: “Here are some of the things I’ve be trying to change 

[sic] help the employees understand the total picture.  They know what to do but don’t 

understand the where’s and the why’s and what’s of the impact of the steps. I think that the 

employee’s understanding of what and why they are doing is what we can start looking at [sic].” 

Supervisor/Manager Participant 1: “It was already mentioned how employees learn 

and self-paced learning. We can try to incorporate a lot of activities especially in the class and 

the MIS class [sic].”   

Supervisor/Manager Participant 10: “We should have some kind of curriculum there 

should be something that’s performed before we send them out to field that says this person is 

ready or no, this person may need a few more weeks [sic]. That goes along with along with the 

more activity and overcoming stress because if you are rushing people to get to a point that you 

feel they should be at but not to them, then they’re stressed [sic].” 

Supervisor/Manager Participant 7: “When it comes to training, we need an actual true 

trainer.  That’s the first thing.  That’s what they do, they train.  I believe if you are an actual 
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trainer you have to have the skills of knowing that you need to have the knowledge of what each 

person that you have in the room how they learn.”   

Employee Training Survey 

There are two notable “reasons for evaluating training programs and the most common 

reason is that evaluation can tell us how to improve future programs” (Kirkpatrick, 1994, p. 20).  

To assist the researcher better understand the training experience, ten employees agreed to 

participate in a 10-item questionnaire which included two open-ended questions.   All 

participants did not respond to all survey questions.  There were four categories identified in the 

survey:  

1)  Reaction deduces the level of measure the participant reacted to the training program; 

 2) Learning aims to define the extent to which the participants’ learning improved 

competency levels;  

3)  Behavior seeks to obtain changes in the participant’s actions as a result of attending 

training and promptly applying the improve skill and;  

4) Results define the overall operational results of the specified process. 

The ten employees responded to survey questions 8, 9, 10, 11, 12, 13, 14, 15. Questions 

16 and 17 were open-ended.  These survey questions addressed their training experience as it 

pertained to operations related training, rate of the instructor, scheduled time, course 

participation, training facility educational opportunity for improved performance, learning 

materials and technology.   

Non-Cognitive Factors: Reaction  

The front-line employee participants responded to survey question 8, 9, and 12.  These 

survey questions addressed the area of reaction.  The employee participants’ responses to survey 
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question 8 indicated that 5 out of 10 (50%) responded that their most recent operational related 

training in terms of interest, benefit, and usefulness was average. 

Survey Question 9 Instructor/Facilitator addressed how the participants would rate the 

instructor/facilitator in knowledge of the subject, communication and delivery of content 

indicated that 6 out of 10 (60%) employee participants responded that their instructor/facilitator 

was above average. 

Survey Question 12 addressed the facility and how the participants would rate the 

training facility in convenience and comfort indicated that 9 out of 10 (90%) employee 

participants responded that the facility in convenience and comfort was above average. 

Non-Cognitive Factors: Learning 

Employee participants responded to survey questions 10, 14, and 15.  These survey 

questions addressed their participation in the area of learning.  The employee participants 

responses to survey question 10 which addressed the schedule time and length of time of the 

training indicated that 8 out of 10 (80%) responded that the schedule time and length was about 

the right length. 

Survey Question 14 addressed learning materials and how participants would rate 

learning materials such as handouts, presentation, and other resources indicated that 4 out of 10 

(40%) employee participants responded that learning materials were above average.   

Survey Question 15 addressed technology and how participants would rate technology in 

terms of accessibility and training equipment indicated that 3 out of 10 (30%) employees rated 

technology above average.  
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Non-Cognitive Factors: Behavior 

The employee participants responded to survey question 11 which addressed course 

participation and how the participants would rate course participation and learning activities 

indicated that 5 out of 10 (50%) employee participant responded that participation and learning 

activities were average.  

Table 13  

 

Categories of Employee Responses to Survey Questions Regarding Non-Cognitive Factors 

 

 

Category 

 

Survey Questions 

Employee 

Participants’ 

Responses (n=10) 

Employee 

Participants’ 

Responses (%) 

Reaction 

Employee Responses to Survey 

Questions Regarding Non-

Cognitive Factors that Impact the 

Measurement of Participants’ 

Reaction to Training/Programs. 

 

8. Rate your most recent 

operational related training 

in terms of benefits, 

interest & usefulness 

 

9. Rate of the instructor or 

facilitator in knowledge or 

subject communication & 

delivery 

 

12. Rate the facility 

 

5 out of 10 

 

 

 

 

6 out of 10 

 

 

 

9 out of 10 

 

50% 

 

 

 

 

60% 

 

 

 

90% 

Learning 

Employee Responses to Survey 

Questions Regarding Non-

Cognitive Factors that seeks to 

define the extent to which 

participants were enhanced or 

changed in their level of 

competencies: attitudes, learning 

and/or skills improved. 

10. Rate the scheduled 

time and length of the 

training? 

14. Rate the learning 

materials (handouts, 

presentation, etc.) 

 

15. Rate the technology, 

accessibility, and training 

equipment? 

 

8 out of 10 

 

 

 

4 out of 10 

 

 

3 out of 10 

 

80% 

 

 

 

40% 

 

 

30% 

Behavior 

Employee Responses to Survey 

Questions Regarding Non-

Cognitive Regarding the Extent to 

Which a Change in Behavior Due 

to Attending Training, Learning 
and Applying a New Skill 

Table 13 (Continued) 

 

11. Rate of overall course 

participation and learning 

activities? 

 

5 out of 10  

 

50% 
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Non-Cognitive Factors: Results 

The front-line employee participants responded to survey question 13 which addressed 

educational opportunity and how the participants would rate the program or course as an 

educational opportunity to improve job performance that 4 out of 10 (40%) employee 

participants responded that the educational opportunity to improve did not meet average.   

Other Potential Factors 

To address factors that may not have been included in the questions on the employee 

training survey.  Questions 16 and 17 were open-ended questions that are categized as reaction 

and results consecutively (see Table 15).  These questions were intended to capture any other 

potential factors that may not have been included in the survey.  In an effort to identify other 

factors of significance, these introspective questions were written to encourage participants to 

share by expounding on factors they perceive as significant and beneficial that relate to the study 

subject matter or to suggestions ideas that may support the planning, training, or performance 

outcomes. 

 

 

 

 

Table 13 (Continued) Survey Question Employee 

Participants’ 

Responses (n=10) 

Employee 

Participants’ 

Responses (%) 

Employee Responses to Survey 

Questions Regarding Non-

Cognitive Regarding Overall End 

Results Such as Increased 

Production, Better quality, Lower 

Costs, or Increased Return of 

Investments. 

13. Rate the program as an 

educational opportunity to 

improve performance? 

4 out of 10 40% 
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Table 14 

  

Non-Cognitive Factors: Significant and Beneficial to Employee Training. 

 
 

Category 

 

Themes 

Employee Participants 

% 

Reaction   

 1. How would you rate the 

scheduled time and length of the 

training? 

8 out of 10 (80%) 

 2. How would you rate the 

training facility in convenience 

and comfort? 

9 out of 10 (90%) 

 

Survey Question 16 addressed the particular part of the training did participants like most 

and why indicated that 7 out of 10 (70%) employee participants responded that they participation 

and engagement, real-life examples, interaction with instructors, hands-on learning, virtual 

training, and self-paced learning. 

Employee Participant 2: “Participation and encouragement.” 

Employee Participant 3: “I enjoyed when the trainer used storytelling techniques, 

provided examples and scenarios on how they incorporated the information to real-life events.” 

Employee Participant 4: “Hands-on. You can learn more.” 

Employee Participant 5: “The interaction with the instructor.  It’s important to keep the 

class’ attention.” 

Employee Participant 8: “Learning at my own pace through virtual classes.” 

Employee Participant 9: “Participation – getting involved.” 

Employee Participant 10: “Virtual.” 
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Survey Question 17 addressed “What training suggestions would the participants 

recommend for future training programs?  Four out of 10 (40%) employee participants 

responded.   

Employee Participant 2: “I would like to have a training program to help everyone to 

overcome mental stress throughout this crazy time.” 

Employee Participant 3: “Conduct a test program before the actual training measure 

training results by providing a survey to participants.” 

Employee Participant 9: “More activity.”  

Employee Participant 10: “Administrative training.” 

Summary of Findings  

Twenty-five survey questions addressed the seven participant executive teams’ non-

cognitive factors, and the same 25 survey questions addresses 10 supervisor/manager 

participants.  The non-cognitive survey question were grouped into three categories: (a) 

Managing practices; (2) Interpersonal skills; and (3) Operational outcomes.  In Category one: 

Managing Practices, the executive team participants indicated that 70% - 100% (7 responses out 

of 9 questions in this category).  In Category two: Interpersonal Skills, the executive team 

participants indicated that 50% - 100% (5 team responses out of 8 questions in this category).  In 

Category three: Operational Outcomes, the executive team participants indicated that 60% -

100% (6 team responses out 8 questions in this category). 

Ten employee survey questions addressed non-cognitive factors which were grouped into 

four categories.   Employee participants’ frequencies and percentages of the non-cognitive 

factors were studied to ascertain the significance and benefits within the designated categories.  

The survey questions which produced positive significance and benefits for planning, training 
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and operational outcomes were based on 70% to 100% responses for employee participants.  The 

survey questions were categorized and determined to be themes of non-cognitive factors that 

lead to planning, training, and organizational outcomes.  Based on the participants’ responses, 

themes were constructed into the categories of a) reaction; b) learning; 3) behavior, and 4) 

results.   

 

Table 15  

 

Frequencies of Employee Participants’ Responses to Cognitive Traits Regarding Other Potential 

Factors that Impact Training 

 
 Themes Executive Team 

Participants 

(n = 7) 

Survey Questions  

(Other Potential Factors) 

 Frequencies 

of 

Participants’ 

Responses  

16. 

What particular part of the 

training did you like most?  

Why? 

 

1. Participation and encouragement 

2. Examples of real-events 

3. Interactive instructor 

4. Hands on learning 

5. Self-paced learning 

6. Virtual Training 

7. Measure training results 

8. Provide surveys 

 

8 out of 10 

 

   

17.   

What training suggestions do 

you recommend for future 

programs? 

 

1. Mental health training 

2. Advance testing and surveying 

3. Add more activities to training 

4. Administrative training programs 

 

4 out of 10 

 

Chapter IV provided an overview of the finding of the study based on the responses to 

survey questions and focus group discussions of participants from a local governmental agency.  

The overall findings based on the responses and focus group sessions indicated that the executive 

team, supervisor/manager, and employee participants had eight underlying themes which derived 
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from the three categories of (a) Managing Practices, (b) Interpersonal Skills, and (c) 

Operational Outcomes (see Table 14).  Specifically, the executive team and supervisor/manager 

responses indicated eight themes and the employee participant group indicated two themes that 

correlated with the reaction category based on training experiences. The themes that emerged 

from Managing Practices for both the executive team and supervisor/manager participants were 

supervisors firmly supports his/her direct reports, distinguishes between decision making and 

influence, and people have authority to do what they are expected to do, they know the larger 

picture (where the organization is headed).  The themes that emerged from Interpersonal Skills 

were data flows accurately so that problems are identified; disagreements are viewed as 

opportunities for dialogue and are dealt with directly, new ideas for improving work processes, 

communication, and process development are encouraged, individuals know exactly what they 

are to do; my boss’s expectations are clear; my job does not unnecessarily duplicate someone 

else’s job.  The theme that emerged from Operational Outcomes indicated that they give to 

others what they need and provide excellent service, on time and with quality; this includes 

internal customers (within the organization) or external customers.   

The themes that emerged were the scheduled time and length of the training program and 

the training facility in convenience and comfort.  Four categories of other potential factors were 

identified as: reaction, learning, behavior, and results (see Table 13). Themes that emerged from 

employee responses indicated that they were receptive to participation and encouragement, 

engaging teaching techniques, hands-on learning, application scenarios, self-paced learning, and 

virtual, self-paced learning.  The findings based on the responses of the employee participants 

indicated two themes that were considered important and beneficial. Both were from the 
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Reaction Category, which inferred the level of measurement the participants reacted to the 

training/program was also considered a measure of customer satisfaction (see Table 14).   

In Chapter V, the researcher provided discussion, implications, recommendations, and 

conclusions for the findings of this study.  It will include but is not limited to discussion of the 

connection between participants’ responses to the essence of how executive team, mid-managers, 

and frontline employees perceived non-cognitive factors that related to planning, training, and 

operational outcomes.  Also explored by the researcher were other potential factors that emerged 

from the responses that participants believed, if properly addressed would enhance the overall 

performance and operational outcome of the agency and the review of literature. 
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CHAPTER V  

DISCUSSION, IMPLICATIONS, RECOMMENDATIONS, AND CONCLUSION 

Discussion 

The purpose of this study was to explore the perceptions of executive leaders strategic 

planning regarding training programs and performance outcomes.  Empowerment in 

organizations is a balance of management authority and employee influence it also helps people 

channel the power already possess towards quality and productive outcomes (Gordon, 2004).  

The researcher explored executive leaders, mid-level managers, and front-line employees 

regarding other potential factors they believe, if properly addressed would significantly impact 

training and performance outcomes.  The data collected provided insights regarding the 

effectiveness of training program experiences and the impact on performance outcomes which 

included; input needs, level of team trainings, team measurement and overall results such as 

productivity, quality, cost, and return of investments. 

Sections of the data collected showed that participants viewed employee influence; 

employees’ skill set are assigned to the appropriate tasks; overall input needs; quality of training 

and learning material; access to technology; and educational opportunity to improve performance 

as important factors that would contribute to a higher level of success.  Ongoing evaluations need 

to continue to ask participants questions that directly impact non-cognitive and other potential 

factors.  There is a need to continue research efforts that further substantiate non-cognitive and 

other potential factors that continuously improve in strategic planning, training program 

selections and better-quality operational outcomes.  The findings of this study addressed three 

research questions: 
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1. What are the effects of executive leaders’ decisions on training programs on the 

workforce? 

2. What are the perceptions of the executive leaders regarding the effectiveness of 

current training programs? 

3. What recommendations can executive leaders make to address training programs as 

they relate to operational outcomes? 

The participants for this study were purposefully selected based on their characteristics 

and operational experience from executive leaders, supervisors and managers, and front-line 

employees that are currently employed with a local governmental agency in Texas.  Of these 

participants, seven were executive team, ten were supervisors and managers, and ten were front-

line employees for a total of 27 who were purposively selected.  “Purposeful sampling can 

comprise the selection of various cases that show different perspectives on the problem, process, 

or event” (Creswell & Poth, 2018, p. 100).   

The criteria for selection included years worked in position (executive team, 

supervisors/managers, and frontline employees).  Additional identifiers included gender, race, 

and age.  Selected participants received an email and/or phone to be invited to participate in the 

study.  The survey was emailed to 27 participants (seven executive team, ten supervisor/ 

managers, and ten frontline employees).  The participants provided a consent form to be 

approved for participation. All participates were asked to respond to the survey questions.  The 

executive team and supervisor/manager participants were invited to participate in a focus group 

session where they were encouraged to share insights in relation to their written responses to 

open ended survey questions.  Focus group sessions were conducted online.   
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All selected participants did not respond to all survey questions.  All surveys were 

completed by participants.  Six purposefully selected executive team participants comprised of 

five males, one female; the supervisor/manager participants comprised of eight males and two 

females, and the frontline employee participants comprised of four males and six females.  The 

verbal and written responses of all participants were documented and analyzed to describe their 

personal experiences of non-cognitive factors and other potential factors. Themes and patterns 

emerged from responses to survey questions and focus group interview dialog that assisted the 

researcher to better understand the perceptions of the participants.   

The survey developed and utilized by the researcher for this study was Walking the 

Empowerment Tightrope: Balancing Management Authority & Employee Influence.  The survey 

consisted of 25 questions.  The theoretical framework for this study was based on Kirkpatrick’s 

(1994) evaluating training programs which relate to the four levels organizational training 

evaluations. The components of evaluating training programs of the theoretical framework 

include (a) reaction which refers to the level of satisfaction, engagement and relevance the 

employees received regarding their training experience; (b) learning refers to the competencies 

of knowledge, skill, and attitude that were learned from attending the training program; (c) 

behavior refers to the level that learned competencies were applied; and (d) results refers to 

ongoing outcomes that transpire as a result of training and that support accountability 

(Kirkpatrick & Kirkpatrick, 2016). 

Demographic Information 

 The participants responded to questions that provided demographic information.  The 

demographic information revealed the majority of the participants were males and African 

American.  The frontline employee participants were mostly females whereas the executive team 
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and supervisor/manager participants were mostly male. The participant responses also indicated 

that more females completed advanced degrees, however the male participants completed the 

most bachelor’s degrees.  More male participants from the supervisor/manager group worked the 

greatest number of years on the job.  The male supervisor/manager participants comprised the 

highest age groups. The theoretical framework for this study is based on Kirkpatrick’s program 

evaluation (1994), which supports Crosby (1992), that contends with points made regarding 

assessing work-group management and practices incorporates assessments, identifies needs, and 

plans for improvement.  The local governmental agency in this study supports many program 

implementations for overall workforce training effectiveness and meeting and exceeding 

operational outcomes.  

Research Questions One, Two and Three 

The research questions focused on executive team leaders’ perceptions on the impact of 

training on the workforce, the effects of training program decisions on the workforce, 

effectiveness of current training programs, and recommendations to address training programs as 

they relate to operational outcomes.  Also considered were supervisor/manager participants’ 

perceptions on the impact of training on the workforce, effects of training program decisions and 

recommendations to training program effectiveness that relate to operational outcomes. 

The theme of research question one addressed the effect of training programs on the 

workforce.  The importance of training programs are necessary for preparing employees for 

successfully accomplishing the goals of the organization.  Aziz, Silong, Ahmad, Selamat, Roslan 

and Manan (2016) emphasized that the organizational training impact scale was developed to 

measure the intangible results of training effectiveness which incorporated human resources 

development theories, (a) organization knowledge; (b) organization skill; and (c) organization 
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attitude.  It is essential to consider the impact of training on organizational effectiveness 

especially for organizational managers and stakeholders who have the ultimate decision in 

training policy. 

Consequently, work demands have been on the rise as it relates to the mental, physical, 

and emotional capacity of employees.  Zajc and Kohont (2017) conducted a research study about 

work, family, and health of employees which revealed negative impacts regarding the intensity 

on quality of work and health which indicated that employees who experience a higher workload 

intensity feel a deterioration of health.  Managers can, too, experience an imbalance due to job 

demands and lack of resources available to meet demands including workload, conflicting and 

unclear goals and tasks, emotional demands, restricted control, and lack of supervisory and 

organization support (Corin & Bjork , 2016).  

The theme of research question two addressed the perceptions of executive leaders and 

supervisor/manager regarding the effectiveness of current training programs.  The executive 

teams’ objective is to develop the best strategies to equipment employees with training initiatives 

and programs that are effective for all stakeholders which includes applying best practices and 

transference of training knowledge.  Cheeseman (1994) asserted that transfer training is not a 

new concept and characterizes it as ongoing application and development of newly-acquired 

skills and knowledge where managers at all levels must take an active role in supporting efforts 

to ensure the overall successful transfer of training from classroom to workplace.  

To establish and develop effective training takes a team of employee and management.  

An assessment tool for evaluating the effectiveness of training activities provided by 

organizations for is substantial for assessing whether the training programs implemented are 

meeting requirements, employee performance, and maximization training of overall training 
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effectiveness (Chen, et. al., 2016).  Training and development not only enhances the efficiency 

and effectiveness among employees but also gives the employer a competitive advantage in the 

form of trained human capital by evidence of strong managerial and practical implications that 

training is vital to resources, employee motivation, and the development of a culture of learning 

which fosters organizational support (Sahni, 2020).  

The theme of research question three addressed recommendations that executive leaders 

and supervisor and managers can make to address training programs that can directly link to 

operational outcomes.  The effective leader sees precisely what training looks like, articulates the 

vision, and conveys it in a compelling way throughout the organization in a manner that 

communicates high performance standards, helping others, and describing a compelling picture 

of what the future can be by fostering the dimensions of influencing, engaging, and inspiring 

(Krause, 2007).   

Training has been identified as the primary intervention strategy for improving 

performance and if successful, it is clear that there is a need to provide employees with training 

tools to help enhance their skills although the method of instruction in the maintenance 

environment tends to be on-the-job training which has a lack of feedback, unmethodical and 

delayed.  Consequently, on the job training is the most common type of training at all levels in an 

organization regardless of whether or not the training is planned, people do learn from their job 

experiences over time with training conducted by a supervisor or manager (Mathis & Jackson, 

1997).  Other methods of training suggestions include simulation that reflect the actual worksite, 

micro-learning, videos, webinars, conferences, case studies, incidents, vendor provided training 

sessions on equipment, and instruction manual accessibility.   
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Models for assessing the quality of training programs have continued to change to 

incorporate articulating models that define core competencies which has become increasingly 

important; a trend that has evidenced within several professions recently that has shaped training 

models and licensure (Mikail & Nicholson, 2019). 

Categories and Themes for Non-Cognitive Factors That Were Important and Beneficial to  

Training Decisions, Training Program Effectiveness, and Recommendations that Relate to 

Operational Outcomes 

 Based on executive team and supervisor/manager participants’ responses theses were 

derived in three categories for non-cognitive factors: management practices; interpersonal/social 

skills; and operational outcomes.  The category has themes that emerged based on participants’ 

responses to survey question and participation in focus group sessions.  Eight themes were 

identified from the three categories of non-cognitive factors.  

Themes for Non-Cognitive Factors – Managing Practices Category  

 In the category of Managing Practices, four themes emerged: (a) supervisory support; (b) 

decision making verses influence; (c) authority; and (d) knowledge of the larger picture. Further 

discussion of the identified themes follow.   

 Managing practices.  According to research, managing practices is one of the most 

important factors that the executive team, supervisors and managers must utilize to be successful 

in overall training program process that leads to successful operational outcomes.  Management 

practices are integral and the responsibility of managers and supervisors throughout the 

organization for the effective management of all available resources (Mathis & Jackson, 1997).  

Management’s challenge of harmonizing internal and external responsibilities require both a 

social and a human approach which equates to the implementation of effective communication 
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and by defining the purpose of the organization (Kaplan & Owings, 2017).  Salkic (2014) 

iterated that public entities can avoid difficulties by consistently emphasizing a shared vision 

when communicating with internal and external stakeholders.   

 Managing practices has four components: a) sponsorship, firm support of direct reports 

by providing direction, resources, clarity and enthusiasm; b) distinguish between decision 

making and influence, managers are clear about the distinction between “who is deciding” versus 

“who is influencing,” and communicate that; c) authority, employees have the authority to do 

what they are expected to do on their own with no persuasion or manipulation; d) big picture 

perspective, leadership and employees know where the agency is headed, the effects of world, 

national and economic factors, current status of the agency and knowledge of why and what 

everyday tasks are being performed (Crosby, 1992).   

 The executive team and supervisor/manager participants’ responses to survey questions, 

which addressed management practices indicated that these practices were important and 

beneficial to managing in their perspective areas of responsibility.  Managing practices were 

beneficial because of strong communication and working cohesively, annual planning was fairly 

robust and continues to be refined, and managing tasks relates to the objectives of the executive 

team.  The executive team can work to increase lower scores by more collaboration with 

supervisors, managers, and front-line level.   

Themes for Non-Cognitive Factors – Interpersonal/Social Skills Category  

In the category of interpersonal/social skills, three themes emerged: (a) openness (b) 

creativity; and (c) job clarity. Further discussion of the identified themes follow.   

Interpersonal/Social Skills.  Emotional intelligence refers to the capacity for 

recognizing our own feelings and those of other, for motivating ourselves, and for managing 
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emotions well in ourselves and in our relationship with notion of knowing one’s inner world and 

social adeptness (Goleman, 2006).  “Mayo’s ideas about providing workers incentives enhancing 

their workplace performance gained widespread acceptance which evolved into a managerial 

style that stressed interpersonal relations, listening, communication, and social and human skills 

could help workers be happier and more productive at their jobs” (Kaplan & Owings, 2017, p. 

50).  McManus et al., (2018) defined leadership as an inclusive process of individuals comprised 

of leaders and followers accomplishing a goal, all the while influenced by cultural values and 

norms.  

 Interpersonal/Social skills has four components: a) openness, data flows accurately so 

that problems are identified; disagreements are viewed as opportunities for dialogue and are dealt 

with directly; b) creativity, new ideas for improving work processes, communication, product 

development are encouraged; and (c) job clarity, expectations of management are clear; and a job 

does not unnecessarily duplicate someone else’s job. 

 The executive team and supervisor/manager participants’ responses addressed 

interpersonal/social skills in the survey questions and indicated that these practices were 

important and beneficial to relationships with their teams and in the workplace as a whole.  

Interpersonal and social skills were important because they have the capabilities to engagement, 

development, and empower.  The training piece is also needed for employees’ skill set.  It 

actually ties to what we said about our employees support with training.  Through consistent 

training, employees can improve their skill set.  One-person accountability allows for one person 

to be assigned and responsible for specific tasks. 
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Themes for Non-Cognitive Factors – Operational Outcomes Category  

In the category of operational outcomes, one theme emerged: (a) output. Further 

discussion of the identified theme follows.  The focus of “outcome measurement systems 

includes developing logic models to link inputs, activities, outputs, and outcomes; encouraging 

quantitative and repeated measures of outcomes; and emphasizing use of results for program 

improvement” (Fitzpatrick et al., 2011, p. 58).  “Typical outcomes business managers value 

include items such as increased customer satisfaction, reduction in employee turnover, increased 

sales, higher output, reduced waste, or scrap, and generally things that correlate to leading 

indicators; and that the analysis of significant outcomes directly related to the business rational 

for the program must be done in a believable, trustworthy, and sufficiently timely to support 

relevant action” (Kirkpatrick and Kirkpatrick, 2016, p. 141). 

Operational Outcome 

According to Foon and Terziovski (2013), committed leadership and a total productive 

maintenance mindset were found to be the main differentials between high and low performance 

which was data based and included a practice of record keeping, total preventive maintenance, 

and collection and analysis of information.  These factors in turn provided opportunities for 

improved equipment, plant reliability, availability and efficiency which tend to the production of 

high overall performance.  Richardson (2014) defined performance measurement as a means by 

which agencies can measure the effectiveness of programs through established systems that 

gauge productivity and achievement of goals and objectives, managerial efficiency, and overall 

organizational responsibility.   

Operational outcomes has one component: a) output -others are given what they need to 

provide excellent service, on time and with quality to internal and external customers.  The 
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executive team and supervisor/manager participants’ responses to survey questions, which 

addressed outcomes indicated that this practice was important and beneficial in obtaining 

feedback to track quality and customer satisfaction.  Output closely ties to job clarity which is 

essential in the delivery of achieving successful outcomes (Gordon, 2004).   

Categories and Themes for Non-Cognitive Factors That Were Important and Beneficial to 

Increased Knowledge, Improved Skills, and Change in Attitude 

Based on employee responses themes were derived in four categories for non-cognitive 

factors; Reaction; Learning; Behavior; and Outcomes.  Non-cognitive factors include 

components that refer to reaction which assumes to the level of measure the participant engaged 

the training program also considered a measure of customer satisfaction; learning strives to 

define the extent to which participants were enhanced and degree of change in competency level; 

behavior strives to define the extent to which a behavioral change occurred based on attending 

and application of what was learned in a training program; and results that define the overall end 

result such as increased production, better quality, reduced cost, or higher rate of return on 

investment (Kirkpatrick, 1994). 

The category has themes that emerged based on participants’ responses to survey 

questions. Seven themes were identified from the four categories of non-cognitive factors: a) 

benefits, interests, and usefulness; b) instructor/facilitator; c) facilitation; d) scheduled time; e) 

learning materials; and f) participation and learning activities; and g) educational opportunities to 

improve performance. 

Themes for Non-Cognitive Factors – Reaction Category  

 Reaction.  Reaction measures how learners react to attended training in terms of 

favorability or customer service.  Reactions can also be negative, which effects decisions on 
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future training programs (Kirkpatrick, 1994).  In the category of reaction, three themes emerged: 

(a) benefits, (b) instruction, and (c) training facility. Further discussion of the identified themes 

follow.  

Employee participant responses to survey questions which address reaction indicated that  

customer satisfaction as a measurement was important to training programs.  Participants shared 

honest responses when name and other information is not required on the survey that otherwise 

may result in repercussions.  Kirkpatrick (1994) expressed that employees should not be asked to 

sign forms; however, it is acceptable to indicate that identifiers be listed as optional.  Noe (2010) 

supported that trainings needs, and experiential learning should be evaluated to link to attitudes, 

behaviors, and results.  

Benefits, Interest & Usefulness. 

Benefits, interest and useful was important to the employee participants because they 

expressed that more training could positively impact the organization.  According to Nilson 

(2003), training managers should devise ways to directly link training to business goals, and 

personal, and organizational growth which has the capacity to empower all employees by way of 

creativity and innovation. A primary goal of the learning process is to make ensure employees 

know they are valued team members and to motivate them to continue positive performance and 

improve in areas that they may be deficient (Bogardus 2009).  

Employee participant responses to survey question which addressed benefits, interest, and 

usefulness indicated the importance to training programs because employees and the 

organization should benefit from appropriate training investments.   
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Instructor/Facilitator. 

  Instructors and facilitators can provide information about their reaction to training 

programs including thoughts about how well they were prepared and delivered the program and 

offer suggestions for future skills and enhancements (Robinson & Robinson, 1989).  Kirkpatrick 

(1994) inferred that evaluation of instructors is important because they are not only measuring 

their own effectiveness they are also reflective of the participants’ learning. 

Employee participant responses to the survey question that addressed instructor/facilitator 

indicated the importance of training programs because they should be knowledgeable, possess 

the ability to communicate effectively, and successfully deliver the subject matter. 

Training Facility. 

 Facilities are an important consideration when conducting training and should be 

comfortable and convenient.  Facilities that are not conducive to proper training environment 

include rooms that are too small, uncomfortable furniture, noise or other distractions, 

inconvenience, long distances to the training room, and uncomfortable temperature, either too 

hot or too cold and even a lack of refreshments (Kirkpatrick, 1994).  Nilson (2003) further 

expressed elements of consideration to include breakout rooms, functioning technology, and 

room set up.   

Employee participant responses to the survey question which addressed the training 

facility indicated the importance to training programs because participants should be comfortable 

during the learning experience.   

Themes for Non-Cognitive Factors – Learning Category  

 Martel (2002) iterated that skill competency training encompasses comprehensive 

educational training programs that occur when organization learn to produce effectively and 
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reach projected goals.   Ongoing learning is essential for various reasons including the need to 

remain current as information and technology evolve as well as soft skill training which 

continues to expand to meet modern day environments (Martel, 2002).  The Multiple 

Management Board illustrates cross-functional, cross-divisional groups of employees from all 

levels of the organization who provide knowledge and skills necessary for job responsibility.  

The roles consisted of corporate learning professionals, site-specific learning-professionals and 

leader-teachers who have supervisory responsibilities and peer-teachers (Noe, 2010).   

Scheduled Time. 

Bogardus (2009) suggested that preparation prior to meeting with employees helps 

alleviate some of the stress and discomfort and employees should be given an advance notice of 

the date, time, and location of the session.  It should be scheduled at a time that is mutual and 

convenient with time for questions to be answers.     

Employee participant responses to the survey question which addressed scheduled time 

indicated the importance of scheduled time of training programs because their work schedule 

should be considered during the when planning training sessions.   

Learning Material. 

According to Kirkpatrick (1994) inadequate learning materials can negatively impact 

participant’s learning experience and reduce instructors’ evaluation ratings.  Trainers who 

develop learning material often seek assistance in being more productive and efficient in the 

organization and development of learning material which include learning objectives for 

participants, a description of comprehensive content; ordering the information, and creating an 

opening statement of purpose, (Barbazette, 2020).  
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Employee participant responses to the survey question which addressed learning material 

indicated the importance of training materials because training material supports the training that 

is being conducted.  Training materials also allow for review of the learning after the training 

session has ended.   

 

Themes for Non-Cognitive Factors - Category Behavior  

 Identifying a few critical behaviors that can significantly affect the training experience is 

often missed in the full scheme of things.  Kirkpatrick & Kirkpatrick (2016) suggested that 

results establish the path that leads to desired outcomes and derives by working with supervisors, 

managers, and high performers who can structure the behaviors that are specific, observable, and 

measurable.  

Participation & Learning Activities.  Participants’ response to this survey question 

expressed that they mostly liked training experiences that was participative and encouraging, 

inspiring, storytelling techniques incorporated into real-life events, hands on activities that 

reinforces the learning; interactive instructors; and virtual learning. 

Themes for Non-Cognitive Factors - Results Behavior  

 Results are the culminating point of performance measurement that produces expected 

outcomes.  Bogardus (2009) asserted that the results evaluation method can be used to provide 

the feedback most meaningful to the business and compares the measurement to the objective 

statement which defines why the training was initiated.  “Results are the reason that the training 

was performed and the degree to which targeted outcomes occur as a result of the training and 

the support and accountability package” (Kirkpatrick & Kirkpatrick, 2016, p. 60). 
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Educational Opportunity for Performance Improvement.  Skills training provides 

employees with specific information that is needed to do their jobs.  Skills training can range 

from job specific tasks such as equipment operation to customer service. Bogardus (2009) 

offered other categories of performance based skills including supervisory training, high-

potential employees, management development and leadership development.    

 

Categories and Themes for Other Potential Factors that were Important and Beneficial to  

Training Decisions, Training Program Effectiveness and Recommendations that Relate to 

Operational Outcomes 

Based on the executive team and supervisor/manager participant responses to this 

question themes were discovered in two categories for other potential factors regarding increase 

skill  diversity; cultivate a healthy culture; transfer of knowledge and; better communication.  

Each category has embedded themes based on participants’ responses to survey questions and 

participation in a focus group.  A total of four themes were identified among the two categories 

of other potential factors. 

Theme for other potential factors: Increase skill diversity   

In the category of increase skill diversity, participants shared that there is a need to ensure 

the right people are assigned to the right task. Work groups function best when their members 

can do what they do well and enjoy doing and when tasks can be performed differently (Crosby, 

1992).  Time consideration should be assessed when an employee: (a) learns a new role; (b) 

gains experience in it; and (c) develop the ability to make competent decisions is based on the 

complexity of the task be given.  Also asserted was being skilled at a certain level does not 

always guarantee that the person will perform well in the next progression (Joseph, 2011). 
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 Theme for other potential factors: Cultivate a healthy culture  

The leader must have enough authority to create a participative culture and a loyalty that 

motivates followers to perform productive work in a humane manner and with clarity of 

direction which is the most powerful motivation and esteem-building force known (Gordon, 

2004). “An organization has integrity-is healthy-when it is whole, consistent, and complete, that 

is, when its management, operations, strategy, and culture fit together and make sense” 

(Lencioni, 2000, p. 5).  Healthy organizations believe that performance management is almost 

exclusively about eliminating confusion because most employees want to succeed. “The process 

is to keep it simple through organizational clarity, goals, values, and roles and responsibilities” 

as asserted by (Lencioni, 2000, p. 163) which benefits by building trust, regular follow ups, 

corrective action, and documentation. 

Transformation is not instantaneous; it takes time and effort to support the ideas by 

starting small or focusing on a couple of deliverables to create buy-in and show success toward 

building change for the future. “Leadership is about contributing to others’ learning and creating 

the opportunities for them to learn” (Kaplan & Owings, 2017, p. 249). Top leaders of the 

organization must demonstrate that they are not just talking the talk but walking the walk. A 

checklist as a synopsis of high points that leaders must practice provides a consistent approach to 

reaping the optimal benefit of creating and sustaining a healthy organization.  The challenge 

would be continuous long-term use of the checklist as well as the discipline and other suggested 

practices in opposition to not revert to an unhealthy organization. 

Theme for Other Potential Factors: Transfer of Knowledge   

 Kouzes and Posner (2012) emphasized that “competency is a vital component of trust and 

confidence in a leader” (p. 226).  Knowledge can be transferred by leaders as well as others 
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throughout an organization who believe in the shared vision.  Competency shared by a leader has 

the propensity to encourage others to do likewise.  Consequently, practices that diminish services 

and lack of quality improvement, cost an organization a high price for mediocrity in the comfort 

zone.   

Clemmer (1992) asserted that the “effect a practice has on customers and those who 

produce or support the service should be first” (p. 225).  ‘Just in time’ training is based on the 

idea that training loses its effectiveness if it does not immediately precede application (Crosby, 

1992).  Processes directly link the team and the organization to the customer by flowing outside 

the organization in delivering goods and services (Carr, et al., 1996).  The return on investments 

is diminished when training is not utilized in the workplace because information learned is 

immediately forgotten (Gordon, 2004). Relevant data such as customer satisfaction ratings and 

service-line employee practices appropriately analyzed can support data-driven decisions during 

planning and goal setting and can subsequently be used for training decisions such as program 

additions, changes, or when a course or program should be delimited. Expansion and on-going 

employee training according to Noe (2010) are necessary because employees are the first point-

of-contact to customers.   

Theme for Other Potential Factors: Improve Communication    

Communication must be improved that ensures worker have a clear understanding of the 

expectations of their work.  Covey (1989) iterated that growth begins with the individual and that 

it takes willingness, understanding, and adaptation to happen.   Vanttinen and Pyhalto (2009) 

iterated that lack of communication regarding the strategy processes could be viewed as 

insignificant to politicians and operational or field-level employees who are not aware or fully 

comprehend their role as it relates to strategic process expectations.  Clarity must be 
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communicated to employees regarding expectations of work to be implemented.  It was noted 

that the “tone of delivery in the beginning sets the standards and expectations and that it is easier 

for everyone to commit to the chosen pathway and stay on it” (Kouzes and Posner, 2017, p. 55).  

 

Categories and Themes for Other Potential Factors that were Important and Beneficial to  

Training Decisions, Training Program Effectiveness and Recommendations that Relate to 

Operational Outcomes 

Based on employee participants’ responses, themes were discovered in two categories for 

other potential factors regarding positive training experiences and training suggestions.  Each 

category has embedded themes based on participants’ responses to survey questions and 

participation in a focus group.  A total of five themes were identified among the two categories 

of other potential factors. 

 Theme for other potential factors: Positive training experiences   

Employee participants shared factors that encouraged them during training courses.  The 

factors include participation and encouragement; examples of real-events; interactive instructors; 

hands on learning and; virtual learning.  Positive training experiences was the primary theme that 

was derived from this category.  The impact of financial stress on managers’ learning revealed 

that executives were more aware of the importance of measuring and analyzing past experience 

when they were directly responsible for the further deterioration of the financial conditions of 

their organizations were asked to account for the results of their actions.  Hebert-Maccaro (2019) 

suggested that a learning culture consists of teams of people instilled with a learning mindset to 

learn, apply, and share their knowledge with others for the betterment of the organization. 

 



 

  

 

135 

 Theme for other potential factors: Training suggestions  

Training suggestions are important and beneficial to the participants based on their 

responses.  Measurement of training results were suggested.  According to Kirkpatrick & 

Kirkpatrick (2016), there are three major reasons to evaluate training programs: 1) to improve 

the program, 2) to maximize transfer of learning to behavior and subsequent organizational 

results, and 3) to demonstrate the value of training to the organization.  Kirkpatrick & 

Kirkpatrick (2016) conveyed that “well-received training provides relevant knowledge and skills 

to participants and the confidence to apply them on the job” is considered effective training” (p. 

5). 

Implications 

Benefits regarding the impact of executive leader’s decisions on training programs in a 

governmental agency include supportive supervisors, decision-making and influence, people 

having authority to do what they need to do, and people knowing the direction of where the 

organization is going, opens opportunities for successful training experiences.  Other benefits 

regarding training program effectiveness include openness, creativity, job clarity which support 

soft skills the builds work relationships and coaching opportunities.  Operational outcomes 

revealed benefits by providing quality customer service to internal and external customers.  

Information from the point of view regarding employees’ experiences will allow for 

consideration when planning, implementing, and performing activities intended to reach 

operational levels where goals and performance improvements can be incorporated throughout 

various levels of the agency.   
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Recommendations for Future Research 

The findings of this study revealed perceptions of the executive team, supervisor and 

manager, and frontline employee participants regarding non-cognitive factors that impact 

training decisions on the workforce, the effectiveness of current training programs and 

recommendations made to address training programs as they relate to operational outcomes.  It 

was expressed by Miller (2013) that “collaboration is an imperative, but collaboration cannot be 

mandated because a new paradigm and mindset must be established with the fundamentals to 

change methods to whole system stakeholder engagement” (p. 17).  

The focus of this research was to explore the executive team, supervisor, and manager, 

and front-line employee participants regarding other potential factors they believe, if 

appropriately addressed, will increase the quality of training programs’ impact on the workforce, 

training effectiveness, and enhance recommendation for training programs that related to 

operational outcomes.  Consequently, the following are recommendations for future research that 

were derived from study responses:    

 1.  Examine the amount of time it takes to make decisions in an expedient manner; 

  2.  Ensure that priorities are consistent and clear to appropriate persons; 

  3.  Explore the clarity and preciseness of expressions of thanks; 

  4.  Explore the input of employees that impact their work life and getting feedback; 

 5.  Explore the clarity and timeliness regarding specific unacceptable work or actions are 

addressed privately; 

  6.  Examine the person-task-fit; 

  7.  Examine single-point-accountability; 
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 8.  Examine perceptions of work relationships when two or more people disagree to 

avoid escalation; 

 9.   Examine input needs from inside or outside suppliers; 

10.  Explore that members of teams are well-trained technically as well as in teamwork 

and communication skills; 

11.  Conduct surveys and focus groups with employees so that they can rate training 

experiences as beneficial, interesting, and useful. 

Conclusion 

  In an ever changing society, training and its importance touches all industries including 

governmental agencies whose responsibility is primarily “to serve the public.”  Technological 

advancements and improvement of operational related material and equipment must be learned.  

Industry standards also continue to rise, so it is imperative that governmental organizations stay 

abreast of standards, policies, procedures, and regulations.  Barriers to learning should be dealt 

with expeditiously while simultaneously progressing forward to raise the bar through cultivating 

a learning organization.  

Based on the participants' responses in this study, the effects of executive leaders' training 

programs on the workforce must be a primary consideration in regard to strategic planning and 

resource allocations.  Ongoing analysis of training programs' effectiveness must be conducted 

regularly that will support future decisions in the training program selection process, support the 

intended productivity objectives, and produce a return on investment.  Recommendations based 

on data can produce viable solutions that will influence all stakeholders in a positive way.  The 

researcher hopes that the findings of this study will serve as a tool to make training decisions, 

increase training effectiveness, and continuously improve to reach and exceed operational 
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outcomes.  The findings of this research may inspire the executive team, supervisor, and 

managers, and front-line employees to collaborate in relevant training decisions in the pursuit of 

serving our customers both internally and externally.  In addition, opportunities for professional 

development must be accessible for learning administrative skills and expansion for continuous 

learning for achieving and maintaining professional licensure and relevant certifications. 

  



 

  

 

139 

REFERENCES 

Amrollahi, A. & Rowlands, B. (2012).  Collaborative open strategic planning: A method 

and case study.  Information Technology and People, 30(4), 832-852.   

Archbald, D. (2014).  The GAPPSI Method: Problem-solving, planning, and communication.   

 NCPEA Publications.  

Arena, M., Giovanni, A., & Bengo, I. (2015).  Performance for social enterprises.  ISIR – 

 International Society for Third-Sector Research, 26, 649-672. 

Austin, Z. & Sutton, J. (2014).  Qualitative research: Getting started.  Canadian Journal 

   of Hospital Pharmacy, 67(6), 436-440. 

Aziz, A. S., Silong A. D., Ahmad, K., Selamat M. N., Roslan, M. R. & Manan, M.D. (2016). 

Developing organizational training impact scale for workplace training: Testing the 

Malaysian sample to determine the impact of training on organizational effectiveness.  

International Journal of economics and financial issues 6(6), 142-148. 

Barbazette, J. (2020).  4 steps to writing effective training materials.  Association for Talent 

Development.  Retrieved from https://td.org/newsleters/atd-links/4-steps-to-writing-

effective-training-materials 

Blake, R. R. & Mouton, J. S. (2000).  Harvard Business: On negotiation and conflict  

resolution.  Boston, MA:  Harvard Business School Press. 

Bogardus, A. M. (2009).  Professional in human resources certification. Indianapolis, IN: Wiley 

  Publishing, Inc. 

Borhani, E., Loghmani, L., Abaszadeh, A. & Mahmoodi  , M. (2017). Communication 

  barriers between staff members.  Ann Trop Med Public Health, 10, 1552-1557. 

Bregman, P. (2018).  Leading with emotional courage.  Hoboken, NY: Wiley & Son, Inc. 

tps://td.org/newsleters/atd-links/4-steps-to-writing-ef
tps://td.org/newsleters/atd-links/4-steps-to-writing-ef


 

  

 

140 

Butuner, H. (2014).  A new methodology on strategic planning. CBU International Conference 

on Innovation, Technology Transfer and Education, February 3-5, 2014, Prague, Czech 

Republic. www.cbuni.czojs.journalscz 

Carr, D. K., Hard, K. J. & Trahant, W. J. (1996).  Managing the change process: 

A field book for change agents, consultants, team leaders, and reengineering manager.  

New York, NY: McGraw-Hill. 

Chakravarthy, B., Muller-Stewens, G., Lorange, P., & Lechner, C. (1993) Strategy 

process: Shaping the contours of the field.  Emerald Group Publishing, (52)6-7, 324-325. 

Chan, K. L. (2004).  Institute of Design Conference.  ITT Visible language, 38(2), 218-237. 

Cheeseman, J. (1994). Training effectiveness: How managers can help.  Professional Safety,  

39(10), 24-27. 

Chen, F., Hsu, S., Hung, M., & Wu, Y. (2016).  Application of the talent quality-management   

system to assess training effectiveness of enterprises.  International Journal of 

Organization Innovation, 8(3), 84-98. 

Chen, S., (2012).  Exploring the use of performance information in municipal governments:    

Modeling from Two-Stage Heckman Selection Estimation.  Soochow Journal of Political 

 Science, 312(2), 139-203. 

Cherry, K. (2019a).  How to recognize and avoid Groupthink.  Retrieved from 

 www.verywellmind.com/what-is-groupting-2795213 

Cherry, K. (2019b).  The experiential learning theory of David Kolb.  Retrieved from 

 www.verywellmind.com/experiential-learning-2795154 

Cho, Y. J. & Ringquist, E. J. (2011).  Managerial trustworthiness and organizational outcomes.   

Journal of Public Administration Research, 21(11), 53-86. 

http://www.verywellmind.com/what-is-groupting-2795213
http://www.verywellmind.com/experiential-learning-2795154


 

  

 

141 

Clemmer, J. (1992).  Firing on all cylinders: The service/quality system for high- 

powered corporate performance. From a declaration of principles jointly adopted by a 

committee of the American Bar Association and a committee of publishers. 

Collins J. (2001).  Good to great.  New York, NY: Harper Collins Publishers. 

Corin, L. & Bjork, L. (2016).  Job demands and job resources in human service managerial work 

an external assessment through work content analysis.  Nordic Journal of Working Life 

Studies, 6(4), 1-12. 

Covey, S. R. (1989).  The 7 habits of highly effective people.  New York, NY: Simon &  

 Schuster. 

Creswell, J. W. & Poth, C. N. (2018).  Qualitative inquiry & research:  Choosing among  

five approaches.  New York, NY: Sage Publication, Inc. 

Crosby, R. P. (1992).  Walking the empowerment tightrope: Balancing management  

authority & employee influence.  King of Prussia, PA: Organization Design and 

Development. 

Cummings, T. G. & Worley, C. G. (2005).  Organizational development and change.   

 Mason, OH: Thompson/South-Western. 

Deming, W. E. (1986).  Out of crisis. Cambridge, MA: Institute of Technology, Center for  

Advanced Engineering Study. 

Dimitrijevska-Markoski, T. (2019).  The importance of performance measurement and 

performance information use on municipal and county performance.  Public 

Administration Quarterly, 43(1), 52-78. 

Dugan, J. P. (2017).  Leadership theory: Strategy cultivating critical perspectives. San 

Francisco, CA: Jossey-Bass (p. 134).  



 

  

 

142 

Emerson, L. C. & Berge, Z. (2018). Microlearning: Knowledge management application 

and competency-based training in the workplace. Knowledge Management & E-

Learning, 10(2), 125-132. 

Endlich, N. A. (2001).  Investigation of the nexus between strategic planning and  

organizational learning.  Dissertation Retrieved from http://www.proquest.com. 

Fatehali, M. (2011).  Building the business case for master data management in the public 

sector.  Oracle research paper retrieved from www.oracle.com/us/industries/public-

sector/building-business-wp-855104.pdf 

Fitzpatrick, J. L., Sanders, J. R., & Worthen, B. R. (2011).  Program evaluation: 

Alternative approaches and practical guidelines.  Boston, MA: Pearson Education, Inc. 

Foon, S. W. & Terziovski, M. (2013).  The impact of operations and maintenance 

practices on power plant performance.  Journal of Manufacturing Technology 

Management, 25(8), 1148-1173. 

Fox, A. (2016).  Microlearning for effective performance management.  TD Magazine.  

Retrieved from https://trainingmag.com 

Fusch, G. E. & Gillespie, R. C. (2012).  A protocol approach to performance 

interventions and analysis 50 models for building a high performance culture.  New 

York, NY: Times Press. 

Gabor, A. (1990).  The man who discovered quality: How W. Edwards Deming brought 

the quality revolution to America the stories of Ford, Xerox, and GM.  New York, NY: 

Times Books. 

Gall, M., Gall, J., & Borg, W. R. (2007).  Educational research: An introduction.  Boston,  

MA: Pearson Education. 

http://www.proquest.com/
http://www.oracle.com/us/industries/public-sector/building-business-wp-855104.pdf
http://www.oracle.com/us/industries/public-sector/building-business-wp-855104.pdf
https://trainingmag.com/


 

  

 

143 

Gasper, A. F. & Mkasiwa, T. A. (2015).  Managing performance or legitimacy? Journal of  

Accounting and Emerging Economies, 5, 524-456.  doi:10.1108/JAEE-03-2013-0016 

Gentles, S. J., Charles, C., Pleog, J., & McKibbon, K. A. (2015).  Sampling in qualitative  

research: Insights from an overview of the methods literature.  The Qualitative Report, 

20, 1772-1789. 

Gloinski, C. & Cribbie, R. (2009).  The expanding role of quantitative methodologists in  

advancing psychology.  Canadian Psychology, 50(2), 83-90. 

Goleman, D. (2006).  Working with emotional intelligence.  New York, NY: Bantam Dell.   

Gordon, J. (2004).  Pfeiffer’s classic inventories, questionnaires, and surveys for training and 

development the most enduring effective and valuable assessments for developing  

managers and leaders, San Francisco, CA: Pfeiffer. 

Grote, D. (1995).  Discipline without punishment: The proven strategy that turns problem  

employees into superior performers. New York: NY: AMACOM 

Halachmi, A. & Woron, M. (2013).  Spontaneous inter-organizational learning. 

  Journal of Organizational Theory and Behavior, 16(2), 135-164. 

Halmaghi, E. (2018).  From the traditional organization to the learning 

 organization.  Journal of Defense Management, 9(11), 98-103. 

Herbert-Maccaro, K. (2019).  The power of learning-focused leadership: Better learners  

and better leaders and practicing learning focused leadership can make better teams.  

Chief learning officer.  Retrieved from http://www.clomedia.com  

Janis, I. L. (1982).   Groupthink.  Boston, MA: Houghton Mifflin Company. 

Jevnaker, B. (2004).  Institute of design IIT. Visible Language, 38(2), 218-237. 

Ji, H. (2016).  Assessing local governments’ sustainability strategies.  (Doctoral 



 

  

 

144 

  dissertation). Retrieved from http://www.proquest.com./10133791 

Joseph, R. G. (2011).  Nonlinear executive development: A qualitative phenomenology 

case study of the U.S. Air Force.  (Doctoral dissertation) Retrieved from 

http://www.proquest.com.  

Kaplan, L. S. & Owings, W. A. (2017).  Organizational behavior for school leadership:  

Leveraging your school for success.  New York, NY:  Routledge. 

Kayes, A., Kayes, B., Christopher, D., & Yamazaki, Y. (2005).  Transferring knowledge across  

cultures: A learning competencies approach.  Performance Improvement Quarterly, 

18(4), 87-100. 

Kirkpatrick, D. L. (1994). Evaluating training programs: The four levels.  San Francisco,  

 CA: Berrett-Koehler Publishers. 

Kirkpatrick, J. D. & Kirkpatrick, W. K. (2016).  Four levels of training programs.   

Alexandria, VA: ADT Press. 

Knowles, M. (1984).  Andragogy in action: Appling modern principles of adult learning.  

 San Francisco, CA: Jossey-Bass, Inc. Publishers. 

Kouzes, J. M., & Posner, B. Z. (2017). The leadership challenge: How to make extraordinary  

things happen in organizations.  Hoboken, NJ: John Wiley & Sons 

Kouzes, J. M. & Posner, B. Z. (2012).  The leadership challenge: How to make extraordinary  

things happen in organizations. San Francisco, CA: The Leadership Challenge, A Wiley 

Brand. 

Krause, T. R. (2007).  The effective safety leader: Leadership style & best practices.   

Occupational Hazards, 69,(12),19. 



 

  

 

145 

Laudien, S. M. & Daxbock, G. (2017). Understanding the lifecycle of service firm business 

models: A qualitative-empirical analysis, R & D Management, 47, 473-483. 

Lencioni, P. (2000).  The four obsessions of an extraordinary executive: A leadership  

 fable. San Francisco, CA: Jossey-Bass. 

Lencioni, P. (2012).  The advantage: Why organizational health trumps everything else in  

business.  San Francisco, CA: Jossey-Bass. 

Lewin, K. (1936).  Principles of topological psychology.  New York, NY: McGraw-Hill. 

 Retrieved from http:en.wikipedia.org/wiki/Lewin%27s_equation 

Leydens, J. A., Moskal, B. M., & Pavelich, M. J. (2004).  Qualitative methods 

used in the assessment of engineering education.  Journal of Engineering Education, 

93(1), 65-79. 

Lientz, B. P. & Rea, K. P. (2004).  Breakthrough IT Change Management. Burlington,  

MA: Elsevier Butterworth-Heinemann. 

Liu, B., Liu, J., & Hu, J. (2010).  Person-organization fit job satisfaction, and study in the  

Chinese public sector.  Social Behavior & Personality, 38(5), 615-626. 

Lunenburg, F. C. & Irby, B. J. (2008).  Writing a successful thesis or dissertation: Tips 

and strategies for students in the social and behavioral sciences.  Thousand Oaks, CA: 

Corbin Press. 

Martel, L. (2002).  High performers. San Francisco, CA: Jossey-Bass. 

Mathis, R. & Jackson J. H. (1997).  Human Resource Management.  St. Paul, MN: West 

Publishing Company. 

McChesney, C., Covey, S., & Huling, J. (2012).  The 4 disciplines of execution.  New 

York, NY: Free Press (p.171). 



 

  

 

146 

McManus, R. M., Ward, S. J., & Perry, A. K. (2018).  Ethical leadership: A primer. 

Cheltenhan, UK: Edward Elgar Publishing Limited. 

Meyers, L. S., Gamst, G., & Guarino, A. J. (2017).  Applied multivariate research:  

Design and interpretation.  Thousand Oaks, CA: Sage Publication, Inc. 

Mikail, S. F. & Nicholson, I. R. (2019).  The national summit on the future of professional 

psychology training: Overview and recommendations.  Canadian Psychology, 60,(4), 

228-241.  doi:10.1037/cap0000192 

Miller, M. A. (2013).  Whole system engagement maximizes collaboration.  The international  

 Society of Professional Innovation Management.  ISPIM Conference Proceedings. 

Mintzberg, H., Ahlstrand, B., & Lampel, J. (1998).  Strategy safari: A guided tour  

 through the wilds of strategic management.  New York, NY: Free Press. 

Natemeyer, W. E. (2011). Developing high performance teams.  Houston, TX: NATD 

 Publications. 

Nilson, C.  (2003).  How to manage training: A guide to design and delivery for high   

performance.  New York, NY: American Management Association 

Noe, R. (2010).  Employee training and development.  New York, NY: McGraw  

 Hill/Irwin. 

Noll  J. (2000) Ten Pillars of Faith & Reason in a Great City. Retrieved from https://hbu.edu 

about- 

hbu/the-ten-pillars  

Ogliastri, E., Jager, U. P., & Prado, A. M. (2016).  Strategy and structure in high- 

performing nonprofits: Insights from lberoamerican cases.  International Society for 

Third-Sector Research, 27, 222-248.  doi:101007/s11266-015-9560-8 

https://hbu.edu/


 

  

 

147 

Parry, K. (1999).  Enhancing adaptability: Leadership strategies to accommodate change 

in local government settings.  Journal Organization Change Management: Bradford, 

12(2), 134-156. 

Patenotte, L.P. (2016).  Perceptions of Latino students in the Academic Achievers  

Program regarding non-cognitive factors for college enrollment and graduation. 

(Doctoral Dissertation). Retrieved from http://www.proquest.com/ 

Plant, T. (2009).  Strategic planning for municipalities: Ensuring progress and relevance.  

 Performance Improvement, 48(5), 26-35. 

Poister, T. H. (2010).  The future of strategic planning in the public sector: Linking 

strategic management and performance.  Public Administration Review, 70, 5246-5254. 

Preiser, R. (2009).  Unconventional Wisdom.  Shrewbury, NJ:  iPEC Publications, p.15. 

Qureshi, M. N. & Khalid, K. (2015).  Factors influencing job satisfaction in private 

banking sector of Pakistan.  Journal of Strategy and Performance Management 3(3), 123-

157. 

Randolph, W. A. & Sashkin, M. (2002). Can organizational empowerment work in a  

multinational setting? Academy of Management, 16(1), 102-115. 

Richardson, F. (2014). Enhancing strategies to improve workplace performance (Doctoral 

 Dissertation). Retrieved from http://scholarworks.waldenu.edu/dissertations 

Robinson, D. G. & Robinson, J. C. (1989).  Training for impact: How to link training for 

 business needs and measure the results.  San Francisco, CA: Jossey-Bass  

 Publishers Inc. 

Rossi, P. H., Lipsey, M. W., & Freeman, H. E. (2004).  Evaluation: A systematic 

approach.  Thousand Oaks, CA: Sage Publications, Inc. 

http://scholarworks.waldenu.edu/dissertations


 

  

 

148 

Rothwell, W. J. & Benkowski, J. A. (2002).  Building effective technical training: How to 

 develop hard skills with organizations.  San Francisco, CA: Jossey-Bass 

 Publishers/Pfeiffer. 

Sahni, J. (2020).  Managerial training effectiveness: An assessment through Kirkpatrick  

framework. Technology, Education & Management Journal, 9(3), 1227-1233. 

Salkic, I. (2014).  Impact of strategic planning on management of public organizations in 

 Bosnia and Herzegovina.  Interdisciplinary Description of Complex System, 12(1),   

 61-77. 

Sanyak, S. & Hisam, M. W. (2018).  Impact of the training and development of the  

 performance of employees - A comparative study on selected banks in sultanate 

of Oman.  International Journal of Scientific Research and Management, (IJSRM) 

6, 191-198. 

Sato, K. (2004).  Institute of Design IIT.  Visible Language, 38(2), 218-237 

Savolainen, T., Ivakko, E. & Ikonen, M. (2017).  Trust development in workplace 

relations during change: A multi-level analysis of narratives from leaders and 

followers.  Proceedings of the European Conference on Management, Leadership 

 & Governance, 393-400.  

Scott-Morgan, P. (1994).  The unwritten rules of the game: Master them, shatter them, and break 

through to barriers of organizational change.  New York, NY: McGraw-Hill.  

 

Setiawan, B. M., Putrawan, M. I., Murni, S., & Ghozali, I. (2016).  Effects of organizational 

structure, leadership, and trust on job performance of employees: A case study of 

employees at Universit Temama.  Review of Management 6(4), 711-721. 



 

  

 

149 

 

Shafritz, J. M. & Hyde, A. C. (1992).  Classics of public administration. 

  Belmont, CA: Wadsworth, Inc. 

Simon, H. A. (1976).  Administrative behavior: A study of decision-making processes in  

administrative organization.  New York, NY: Free Press 

Spoede, J. (2001). Care and council bible: Caring for people God’s way.  Nashville, TN:  

Harper Collins Christian Publishing. 

Suckley, L. J., Price, I., & Sharpe, J. (2013).  Exploring inter-departmental barriers  

between production and quality.  Journal of Organizational Ethnography, 2, 173-190. 

Sullivan, G. M., (2011).  A primer on the validity of assessment instruments.  Journal of  

Graduate Medical Education, 3(2), 119-120.  Retrieved from http://www.ebscohost.com 

 doi:10.1111/radm.12273 

Tavakoki, A., Schlagwein. D., & Schoder D. (2015) Open strategy: Consolidated definition and 

processual conceptualization. Presented at the Thirty-Sixth International Conference on 

Information Systems, Fort Worth, TX 

Taylor, B. (2000).  True leaders believe dissent is an obligation.  Harvard Business Review 

on Negotiation and Conflict.  Boston, MA: Harvard Business School Press. 

Van, V. V. (2010).  Malcolm Baldrige.  Retrieved from https//www.toolshero.com/toolsheroes/ 

Vanttinen, M. & Pyhalto, K. (2009).  Strategy process as an innovative learning 

environment.  Management Decisions, 47(5), 778-791.   

Vilminko-Heikkinen, R. & Pekkola, S. (2017).  Master data management and its  

organizational  implementation.  Journal of Enterprise Information Management; 

Bradford, 30(3), 454-475. 



 

  

 

150 

Walton, M. (1990).  Deming management at work: Six successful companies that use the 

quality principles of the world famous W. Edwards Deming.  New York, NY: G. P. 

Putnam’s Sons Publishers. 

Webb, L. D. & Norton, M. S. (2013).  Human resources administration: Personnel issues 

and needs in education. Upper Saddle River, NJ: Pearson Educations, Inc. 

Wright, A. (2008).  Spiritual-centered leadership: Perceptions of law enforcement  

 leaders.  (Doctoral Dissertation)  Retrieved from http://www.proquest.com/3341259  

Zajc, J. C. & Kohont, A. (2017).  Impacts of work intensity on employees’ quality of work, life,  

and health.  Teorija in Praksa, 54, 209-223. 

 

  



 

  

 

151 

APPENDIX A 

 

 

 
 
Date:   June 2, 2020 

To:  JoAnne Perry 

From:  Institutional Review Board Committee, IORG0010125 

  Houston Baptist University IRB #1, IRB00012024 

RE:   Notification of IRB Action 

 

Protocol Title: Executive Leaders’ Perceptions Regarding Training Programs and 

Performance Outcomes 

This memorandum is notification that the project referenced above has been reviewed and 

APPROVED, as indicated in Federal regulatory statutes 45CFR46. This approval expires June 2, 

2021. 

 

PLEASE NOTE: 

Upon Approval, the research team is responsible for conducting the research as stated in the 

exempt application reviewed by the IRB which shall include using the most recently submitted 

Informed Consent/Assent Forms (Information Sheet) and recruitment materials.  

 

Any changes to the application may cause this project to require a different level of committee 

review. 

Should any changes need to be made, please submit a Modification Form.  

 

Lisa Ellis 

Dr. Lisa Ellis 

Chair, Institutional Review Board Committee  



 

  

 

152 

APPENDIX B 

 

 

 
  



 

  

 

153 

APPENDIX C 

EXECUTIVE LEADER CONSENT FORM 

I, ____________________________ (executive leader), am being invited to 

participate in a research study that will be conducted at a municipality in Texas, by JoAnne 

Perry, a doctoral student at Houston Baptist University. The study is entitled Executive 

Leaders’ Perceptions of Training Program Selection and Operational Outcomes in a 

Municipality in Texas. 

Study participants will include executive leaders who are involved in strategic 

planning, training program selection and responsible for operational outcomes.  The 

purpose of this study will be to examine the perceptions of executive leaders regarding 

training programs as it relates to operational outcomes in a field operational setting.   

 

I understand that my survey and interview responses will be anonymous and that I 

will not be identified by name.  I further understand that I may decline to answer any of 

the survey questions.  My signature below indicates my willingness to voluntarily 

participate in this study.  If at any time I have questions regarding the research, I understand 

that I may contact JoAnne Perry, researcher, at 832.395.2804, or Dr. Walter Bevers, 

Professor, at 281-649-3128 or jbevers@hbu.edu. 

 

The careful coding of the responses and noninvasive nature of this study insures no 

risks for me.  This study will be conducted during the 2019-20 school year.  
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APPENDIX D 

MANAGER/SUPERVISOR CONSENT FORM 

I, ____________________________ (manager, supervisor), am being invited to participate in 

a research study that will be conducted at a municipality in Texas, by JoAnne Perry, a doctoral 

student at Houston Baptist University. The study is entitled Executive Leaders’ Perceptions of 

Training Program Selection and Operational Outcomes in a Municipality in Texas. 

Study participants will include executive leaders who are involved in strategic planning, 

training program selection and responsible for operational outcomes.  The purpose of this study 

will be to examine the perceptions of executive leaders regarding training programs as it relates to 

operational outcomes in a field operational setting.   

I understand that my survey and interview responses will be anonymous and that I will not be 

identified by name.  I further understand that I may decline to answer any of the survey questions.  

My signature below indicates my willingness to voluntarily participate in this study.  If at any time 

I have questions regarding the research, I understand that I may contact JoAnne Perry, researcher, 

at 832.395.2804, or Dr. Walter Bevers, Professor, at 281-649-3128 or jbevers@hbu.edu. 

The careful coding of the responses and noninvasive nature of this study insures no risks for 

me.  This study will be conducted during the 2019-20 school year.  

 

__________________________________   ______________________    

Signature       Date 
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APPENDIX E 

EMPLOYEE CONSENT FORM 

I, ____________________________ (employee), am being invited to participate in a research 

study that will be conducted at a municipality in Texas, by JoAnne Perry, a doctoral student at 

Houston Baptist University. The study is entitled Executive Leaders’ Perceptions of Training 

Program Selection and Operational Outcomes in a Municipality in Texas. 

Study participants will include executive leaders who are involved in strategic planning, 

training program selection and responsible for operational outcomes.  The purpose of this study 

will be to examine the perceptions of executive leaders regarding training programs as it relates to 

operational outcomes in a field operational setting.   

I understand that my survey and interview responses will be anonymous and that I will not be 

identified by name.  I further understand that I may decline to answer any of the survey questions.  

My signature below indicates my willingness to voluntarily participate in this study.  If at any time 

I have questions regarding the research, I understand that I may contact JoAnne Perry, researcher, 

at 832.395.2804, or Dr. Walter Bevers, Professor, at 281-649-3128 or jbevers@hbu.edu. 

The careful coding of the responses and noninvasive nature of this study insures no risks for 

me.  This study will be conducted during the 2019-20 school year.  

 

_________________________________   ______________________ 

Signature       Date 
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APPENDIX F 

Performance Indicators Questionnaire for Executive Leaders 

On a scale of 1-5: 1-seldom, 2-somewhat, 3- moderately, 4- very often, 5-usually, please 

circle the best answer for workplace experiences. 

 

1. Sponsorship     1 2 3 4 5 

The supervisor firmly supports the group, 

Providing resources, clarity, direction, and 

enthusiasm guarantee success. 

 

 

2. Openness     1 2 3 4 5 

Data flows accurately so that problems are  

identified.  Disagreements are dealt with  

directly. 

 

 

3. Influence     1 2 3 4 5 

 

Employees have input and influence on  

factors that impact their work life. 

   

 

4. Distinguish between decisions making  1 2 3 4 5 

and influence 

 

Managers are clear in their communi- 

cation about the distinction between  

“who is deciding” versus “who is  

influencing.” 

 

 

5. Decisions are made    1 2 3 4 5 

 

Decisions are made in an expedient 

amount of time.   

 

 

6. Implementation    1 2 3 4 5 

 

Decisions are effectively implemented  
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in a timely way.   

7. Input needs     1 2 3 4 5 

 

We get, with quality and on time,  

what we need from outside or inside  

suppliers. 

 

    

8. Meetings     1 2 3 4 5 

 

Our meetings are effective.  

 

  

9. Throughput     1 2 3 4 5 

 

We are organized in the best possible  

way to produce quality output with  

clear and efficient processes. 

 

 

10. Output     1 2 3 4 5 

 

We give to others, with quality and on  

time, what they need and provide excellent  

service. 

 

    

11. Creativity     1 2 3 4 5 

 

New ideas for improving work  

processes, communication, product  

development, etc. are encouraged. 

 

  

12. Job clarity     1 2 3 4 5  

      

I know exactly what I am to do.  

    

 

13. Person-task fit    1 2 3 4 5 

 

The right people are doing the right  

tasks.   
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14. Authority     1 2 3 4 5 

 

People have the authority to do  

what they are expected to do. 

 

 

15. Resource Availability   1 2 3 4 5 

 

We are able to get the resources  

we need to do our job well. 

   

  

16. Training     1 2 3 4 5 

 

Members of our work team are well  

trained. 

    

 

17. Team measurements    1 2 3 4 5 

 

We are able regularly to measure  

key factors related to our input,  

throughput, and output so that we  

can monitor and quickly problem- 

solve low-scoring areas. 

   

 

18. Big-picture perspective   1 2 3 4 5 

 

We know the larger picture and  

on everyday tasks we know why  

we are doing what we are doing. 

 

 

19. Priorities     1 2 3 4 5 

 

Priorities are consistently clear.  

   

 

20. By-whens      1 2 3 4 5 

 

Whenever a decision is made,  

someone clarifies who will do  

what and by when. 
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21. Follow-through    1 2 3 4 5 

 

Commitments are effectively 

tracked. 

 

 

22. Single-point accountability   1 2 3 4 5 

 

There is one person accountable  

for each task. 

    

  

23. Reinforcement    1 2 3 4 5 

 

People are appreciated for work  

well done. 

    

24. Reprimands     1 2 3 4 5 

 

Reprimands are clear and very    

specific about the unappreciated  

work or action but not accusatory,  

judgmental, or vindictive. 

 

 

25. Work relationships    1 2 3 4 5 

 

Work relationships are maintained  

by being direct.   

________________________________________________________________________ 

Note. Adopted from “Walking the empowerment tightrope: Balancing management authority & 

employee influence” pp. E1-E7 Crosby, 1992. 
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Demographic Questions 

 

Please indicate your gender. _____ Male _____ Female 

 

Please select the category that includes your age. 

 

_____ 18-24 _____25-34 _____ 35-44 _____45-54 _____55-64 

 

_____65 or Above 

 

 

 

What is your race/ethnicity? 

 

_____Asian or Pacific Islander _____ Black/African American 

 

_____Hispanic/Latino   _____ American Indian/Native American 

 

_____White/Caucasian  _____ Other 

 

 

How long have you worked in your current position? 

 

_____ Less than 3 years  _____ 3-5 Years 

 

_____6-8 Years   _____ More than 8 years 

 

 

What is your highest level of education that you completed? 

 

_____ High School Graduate 

 

_____ Vocational/Trade/Technical School 

 

_____ Associate degree 

 

_____ Bachelor’s Degree 

 

_____ Advanced Degree 

 

 

Thank you for your participation in improving our organizational training experience   
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APPENDIX G 

Focus Group Interview Questions 

 

 

1.  What planning, training, and operational practices do you find most helpful? 

  

2.  What are your thoughts about planning, training, and operational outcomes now? 

  

   

3. What would you consider “ideal” as it relates to specifically linking strategic planning 

goals to employee learning? 

 

4. What obstacles/barriers do you think  impact the connection between employee training 

and applying learned skills?  
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APPENDIX H 

Training Reaction Sheet 
Please indicate your response, comment, and suggestions with corresponding questions.  The information 

shared will assist in the evaluation of current and future training programs. 

 

________________________________ _________________________________    ______________ 
Instructor/facilitator’s Name                 Course Title             Date 
 

1. How do you rate this subject in terms of interest, benefits, and usefulness? 
 
 _____ Excellent              

_____ Very good           

_____ Good              

_____ Fair            

_____ Poor 

 

2. How do you rate the instructor/facilitator in knowledge of the subject, communication, and delivery of 
content? 

 
 _____ Excellent             

_____ Very good            

_____ Good               

_____ Fair            

  _____ Poor 

 

3. How do you rate the scheduled time frame and length of the training?  

 _____ Excellent             

_____ Very good             

_____ Good               

_____ Fair            

_____ Poor 
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4. How do you rate group participation  
and learning activities? 

 _____ Excellent             

_____ Very good             

_____ Good               

_____ Fair            

_____ Poor 

 
 
5. How do you rate the training facility    

in convenience and comfort?  

 _____ Excellent             

_____ Very good             

_____ Good               

_____ Fair            

_____ Poor 

 

6. How would you rate the program as an educational opportunity to improve performance? 

 _____ Excellent             

_____ Very good             

_____ Good               

_____ Fair            

_____ Poor 

 

7. How would you rate the learning materials? 

 _____ Excellent             

_____ Very good             

_____ Good               

_____ Fair            

_____ Poor 
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8. How would you rate the technology in terms of accessibility and training equipment?  

 _____ Excellent             

_____ Very good             

_____ Good               

_____ Fair            

_____ Poor 

 

9. What particular part of the training did you like the most? 

 

10.  What training topic suggestions do you recommend for future programs?  

 

Note. Adapted from “Evaluating Training Programs: The four levels,” pp. 30-33 Kirkpatrick, D. 

L., 1994
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