PEPPERDINE

UNIVERSITY Pepperdine Digital Commons

Theses and Dissertations

2021

The effects of collaborative leadership practices on employee
satisfaction levels

Thomas Martin
tommymartin90@gmail.com

Follow this and additional works at: https://digitalcommons.pepperdine.edu/etd

b Part of the Leadership Studies Commons, and the Organization Development Commons

Recommended Citation

Martin, Thomas, "The effects of collaborative leadership practices on employee satisfaction levels"
(2021). Theses and Dissertations. 1208.

https://digitalcommons.pepperdine.edu/etd/1208

This Dissertation is brought to you for free and open access by Pepperdine Digital Commons. It has been accepted
for inclusion in Theses and Dissertations by an authorized administrator of Pepperdine Digital Commons. For more
information, please contact bailey.berry@pepperdine.edu.


https://www.pepperdine.edu/
https://www.pepperdine.edu/
https://digitalcommons.pepperdine.edu/
https://digitalcommons.pepperdine.edu/etd
https://digitalcommons.pepperdine.edu/etd?utm_source=digitalcommons.pepperdine.edu%2Fetd%2F1208&utm_medium=PDF&utm_campaign=PDFCoverPages
http://network.bepress.com/hgg/discipline/1250?utm_source=digitalcommons.pepperdine.edu%2Fetd%2F1208&utm_medium=PDF&utm_campaign=PDFCoverPages
http://network.bepress.com/hgg/discipline/1242?utm_source=digitalcommons.pepperdine.edu%2Fetd%2F1208&utm_medium=PDF&utm_campaign=PDFCoverPages
https://digitalcommons.pepperdine.edu/etd/1208?utm_source=digitalcommons.pepperdine.edu%2Fetd%2F1208&utm_medium=PDF&utm_campaign=PDFCoverPages
mailto:bailey.berry@pepperdine.edu

Pepperdine University

Graduate School of Education and Psychology

THE EFFECTS OF COLLABORATIVE LEADERSHIP PRACTICES ON EMPLOYEE

SATISFACTION LEVELS

A dissertation submitted in partial satisfaction
of the requirements for the degree of

Doctor of Education in Organizational Leadership

by
Thomas Martin
June, 2021

Farzin Madjidi, Ed.D. — Dissertation Chairperson



This dissertation, written by

Thomas Martin

under the guidance of a Faculty Committee and approved by its members, has been submitted to
and accepted by the Graduate Faculty in partial fulfillment of the requirements for the degree of

DOCTOR OF EDUCATION

Doctoral Committee:

Farzin Madjidi, Ed.D., Chairperson

Gabriella Miramontes, Ed.D., Co-Chair/Committee

Maria Brahme, Ed.D., Co-Chair/Committee



© Copyright by Thomas Martin (2021)

All Rights Reserved



TABLE OF CONTENTS

Page

LIST OF TABLES ... bbbttt bbbt et viii
LIST OF FIGURES ..ottt bbbttt bbbt IX
ACKNOWLEDGEMENTS ...ttt sttt sbestaasa e et esentessesaenreeseaneens X
AV I I TP UPRTPPPRTOUPROPRN XI
N =S I Y O SR Xii
(@8 T o) 1 I [ (0 To [0 Tod o] o OSSR 1
Background/HiStorical CONEXL...........c.civeiuiiieiie ettt eas 1
Statement Of the ProDIEM ... e 5
PUIMPOSE STALEIMENT ...t nn e 9
RESEAICH QUESTIONS .....cvviitieciie ettt ettt ettt ettt e re e s ae e s beeebeesateesbaesnbeesbeeenbeesreeanbeeareas 12
Significance Of the STUY .......c.ooviiiiccc e 13
ASSUMPLIONS OF TN STUAY ....o.veiiiiiieie e 18
Limitations Of the STUAY .........couiiiiiice e e s 19
DEfiNITION OF TEIMS ...ttt e et st nb e reene e 20
SUIMMIBIY .ttt bbbt e bt e st b e e bt et e bt e bt e e b e e b e nne s 21
Chapter 2: LItErature REVIBW .........c.oiiiiiieiieiei ettt bbbttt bbb 23
Building Collaborative PartNerships ..........ccoeiiiiiieiiecce et 23
Participative Leadership in GOVEIMMENT.......c.ooiiiiiiiiirieiee e 24
Developing Social RelatioNSNIPS .......civiiiiieiiiii e 27
Balancing Inequality with Collaboration .............cccoiiieiiiiic e 29
EMPIOYEe DEVEIOPMENT ... bbb 30
Developing Organizational LeadEIS. ........c.eciiiiiieiie ittt 34

Employee Knowledge Transter..........ooiiiiiiiiii e 35



Collaboration iN PUDIHC AQENCIES........ciieiiiieieerie e see et see e eae e e e ee e te e e e e naeanaesneenas 38

EXpansion of SOCIAl LEAIMING ........ciiiiiiiiiieiee e 41
Increasing Employee SatiSTaCtioN ...........ccooviiiiiiiiiiiiie s 44
Participatory Management Versus Collaboration .............cccovevvieiiiiccc e 44
Benefits of Participative Management ...........coooiiiiiiinieeee e 46
Increasing EMPIOYEE BUY-IN......cooiiiii s 48
Community of Practice and Job SatisfaCtion ............cccevviieiiiii i 48
Engaging the Workforce and Employee Job Satisfaction.............ccccooviiiiiiiiiiicncncncce 50
EXPECEA OULCOMIE ...ttt bbbttt b bbb 51
Developing EFfECHIVE GrOUPS......cvciieii ettt sttt ae e re e sreesreeneeas 53
INCreasing Job SAtiSTACTION ..o s 54
MOodels OF COIADOTALION. ........eoiiiieiiee et enreeee s 55
Horizontal and Vertical LINKAQGES .......ccooveiieiiiie ittt nre e 56
Collaborative LEAUBISNIP .......ciuiiiiieieieieie sttt 61
The Collaborative Life CYCIE ........ociiiiieee s 64
Encouraging Collaboration in Organizational Settings..........cccccvvveiiieiiiiieiie e 66
Culture Change to Increase Employee SatiSfaction .............cccoveiiiiiiiiininiceece e 67
External Environmental Factors of Job Satisfaction............cccoccviviiiiiiieniicie e 68
Chapter 3: Research Design and Methodology ..........ccooueiiiiiriiiiicreeseesee e 73
Restatement of ReSEarch QUESTIONS ........ccvveiiiiiiiiccie ettt ereas 74
NALUIE OF The STUAY ... bbb 74
Y=y aToTo (o] (o]0 V2RSSR PSRRSPOSON 75
RESEAICN DIBSIGN ...ttt e s b e et e et e s b e e be et e s reenre e aeereenreenneas 77
Protection of HUMAN SUDJECES.........oiiiiiiiiiiee e 82
D 1 W 0] | [ ox 1 o] o PSSP 83
INEIVIEW TECRNMIQUES ...ttt ettt ba e re e s beeaesneeneas 84
Ty T VATV o 0] (oot | SR 85
Statement Of PErsonal BIasS..........cooiiiiiiiiiiie e 94
Data ANalysis aNd COUING......cueoiiiiiieiie it e et re e sre e e beeannas 96
Data PreSENTALION. ... ...t iviiiiieie ettt e e sae e teese e s s e e teeneesneesreeaesneenseeneeas 97
ChapPLEr 3 SUMIMAIY .....uiiiiiieiie ettt et e s e e e e st e e e b e e saeeabeessaeeteenneeenns 98
(OFgFoTo] (=) g | T 110 o TSSO U TP PRPRORON 99



Vol o= £ ST PSP 100

(DU W O] | [=Tod o] o PSSRSO 101
INtEr-RatEr REVIEW PIOCESS ......iiieiiiieiiieiiesiie sttt sttt sttt et e sreeseesreenteenee s 104
[ U B 1S o] - YOS 104
RESEArCh QUESTION L.ttt be e e nneenes 105
RESEArCh QUESTION 2. ittt re e be e eneenns 114
RESEArCh QUESTION 3......iiiiiic ettt ettt ettt et e st e e saa e et e e sbeeebe e saeeebeesaseebeesnneenns 122
RESEArCh QUESTION ... .ottt e be et e nneenns 130
CRAPLET 4 SUMIMAIY ...ttt bbbttt e b bbb 137
Chapter 5: Conclusions and ReCOMMENALIONS ............ooiiieiiieriiiesesese e 140
INtroduction OF the STUAY.........ccoiiiiii e 140
SUMMArY OF the STUAY ..o 140
DiSCUSSION OF FINGINGS ....cvieiiiiciie ettt be e aesneenas 142
Results for Research QUestion 1 (RQL) ......ooviiiiiiiiiiieieieeese s 143
[ 1TSS o] a0 L SR 145
RESUILS FOr RQ 2. .ottt et e bt e b e e s b e e e be e saeeeabeesbeeenbeesaeeenns 147
DiSCUSSION OF RQ2Z .. vttt ettt e et e et e b e e s be e e beesaeesbeesreeebeesneeenns 149
TS0 1 E3N 0] {0 SRR 151
DiSCUSSION OF RQ3 ...ttt ettt s e et e st e et e e st e e e beesaeeebeesreeenbeesaeeenns 153
RESUILS FOr RQ 4 ...ttt ettt ettt b e e st e e et e e sbeeebeesteeenbeesneeenes 155
DiSCUSSION OF RQZ ...ttt ettt e este et esneesteeneeaneesteeneenneenes 157
SEUAY CONCIUSION ...ttt ae e te e s be e te e e sbeesteeneenaesreeneens 159
N o] o] 1= [ OSSO SRSPROSON 160
Recommendations for FUTUIe RESEAICH .........c.coveiiiieiiee e 164
FINAL TROUGNES. ...t te e re e te e sneenas 166
REFERENGCES ...ttt sttt ettt et be e aeene e e et et e nnentesteaneans 167
APPENDIX A: RECTUITMENT SCHIPL ...viiviiiiiiieieieieste e 192
APPENDIX B: Peer REVIEWET FOIM ......ciiiiiieiiieiieaiesieesie e see e eee e e sae e steesae e ssaeaesseesseeneens 193
APPENDIX C: IRB APProval NOLICE........coiiiiiieiieeiie ettt 196

vi



APPENDIX D: INTOrMEA CONSENT . ...ttt e e e e et e e e e e e e e e e e e eeeeeaaaan

APPENDIX E: Human Subject Research CITI Certification............cccccvevveviveveiiesiiese e

vii



Table 1:

Table 2:

Table 3:

Table 4:

Table 5:

Table 6:

Table 7:

LIST OF TABLES

Typical Density of Collaboration ............ccccooeiiiiiiic e 57
Research Questions and Corresponding Interview QUESEIONS..........cccvvvvevvereiiieseennnns 87
Peer REVIEW Valitity ........coviieiieie ettt esreene s 89
EXPert REVIEW Validity ........ccoeiieiiiiiiiece et 92
INEEIVIEW DALES ......cvieieiciiitceete et b bbb 102
Inter-Related Coding Table Edit Recommendations.............cccoveieeiiiiicvieececiccee 105
Summary of Themes for Four Research QUESLIONS...........cccoevveiieiieiieiie e 138

viii



LIST OF FIGURES

Figure 1: Interview QUESTION L .......ccuiiiiiiiiiiiieieeeee et bbbt 106
Figure 2: INterview QUESTION 2 .......cooiiiiiiiiiiiieieeee ettt 109
Figure 3: Interview QUESTION 3 .......coiiiiiiiiiiiee bbb 112
Figure 4: Interview QUESTION 4 ..........oiiiiiiiiiieeee ettt 115
Figure 5: Interview QUESTION 5 .......oiiiiiiiiiii e 117
Figure 6: INterview QUESTION 6 .......cc.oiviiiiiiiiiiiieiecieee et 120
Figure 7: INterview QUESTION 7 .......cuiiiiiiiieiie ittt bbbt 123
Figure 8: Interview QUESTION 8 .......c..oiiiiiiiiiiiiiieeee e 125
Figure 9: Interview QUESTION O .......cuiiiiiiii ettt e et re e re e ee e nre s 128
Figure 10: Interview QUESEION L0 ......cciiiiiiiiecie ittt ee e nre s 131
Figure 11: Interview QUESEION L1 ......cciiiiiicie ettt ee e nre s 134
Figure 12: Research Question 1 Word Cloud............cccoveiieiiiieiecce e 144
Figure 13: Research Question 2 Word CloUd............cccoveiiiiiiieiec e 148
Figure 14: Research Question 3 Word CloUd............cocoveiieiiiieiec e 152
Figure 15: Research Question 4 Word CloUd............ccccveiieiiiieie e 156
Figure 16: Martins' Model of Organizational B.L.I.S.S. ... 161

ix



ACKNOWLEDGEMENTS

| want to thank my number one support person, my cheerleader, my best friend in life; |
could never have accomplished this doctoral journey without you. You, Cindy, have inspired my
life beyond belief, and I appreciate your love and commitment throughout this process. To my
sons, Bryce, Trent, and Shaun thank you for holding down our home while | was away and busy
studying. Your love and encouragement have continued to inspire me to be a better person. The
world is lucky to have each of you in it, and I can’t wait to see how your bright futures unfold.
To my Mom and Dad, thank you for teaching me how to make my way in the world and stand up
for what is right. Your spirit of confronting life challenges continues to burn on through me.

I am thankful for the professors at Pepperdine who pushed and stretched me into being a
better leader. Thank you for teaching and mentoring me along the way and making the time we
spent together fun. | am grateful to my dissertation committee, who helped guide and support me
through this process. 1 am genuinely thankful for the friendships | have made in my cohort. The
times we shared learning from each other, and the memories we created traveling the world will
forever change my outlook on life.

| am grateful to my employer Padre Dam, for supporting me through this academic
journey. | am appreciative of Augie Caries, who inspired the topic of this research paper and
early in my career showed me the many benefits of building a collaborative organization.
Finally, thank you to all the others that played a role in helping me achieve this educational

milestone. My friends and family are a true blessing whom | am forever grateful to.



EDUCATION

2018- 2021

2015-2018

1991- 1993

1988-1991

EXPERIENCE

1994- 1997

1997-2009

2009-2016

2016 — Present

VITA

Doctor of Education in Organizational Leadership

Pepperdine University, Malibu, California

Master of Public Administration

National University, San Diego, California

Bachelor of Art in Public Administration

San Diego State University, San Diego, California

Associate of Science in Land Surveying

Cuyamaca Community College, EI Cajon, California

Padre Dam Municipal Water District — Intern

Santee, CA

Padre Dam Municipal Water District — Engineering Technician
Santee, CA

Padre Dam Municipal Water District — Meter Services Administrator
Santee, CA

Padre Dam Municipal Water District — Engineering Tech, Santee, CA

xi



ABSTRACT

Successful organizations understand how employee satisfaction levels affect the bottom line.
Establishing the best practices for managing employee satisfaction is paramount so human
resource directors can share information. This literature review will help educate human resource
practitioners and researchers to understand better the history, the existing research, and the
benefits of properly managing employee satisfaction levels. When employees become
dissatisfied, it can lead to a lack of trust, poor communication, and retention problems. Obtaining
information on managing employee satisfaction levels can be difficult for aspiring human
resource leaders. Through this phenomenological research study, human resource executives will
share their knowledge and experience by answering 11 interview questions that seek to answer
four research questions that revolve around defining, measuring, and tracking levels of employee
satisfaction. Next, the discussions will move toward overcoming challenges of managing
employee satisfaction, then migrate toward the challenges that are faced when trying to increase
employee satisfaction. Finally, the questioning will end with a list of practices that human
resource directors should avoid when managing satisfaction levels. These questions will be asked
and answered through a semi-structured interview process where human resource executives will
share their knowledge and experience with what has worked in the past. Maintaining acceptable
employee satisfaction levels is essential to keeping organizations running smoothly. Human
resource directors can increase employee satisfaction in many forms, and those suggestions will
be reviewed and analyzed in this research study.

Keywords: employee satisfaction, collaboration, employee engagement, communication,

employee survey, expectations, retention, participation, phenomenology, trust, transactional
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Chapter 1: Introduction

Background/Historical Context

Companies need engaged, satisfied employees to bring their best for companies to thrive
in the business world. When a company has high employee satisfaction levels, the commitment
to the organization, managers, and peers increases so goals can be attained efficiently. Mayo
(2000) contends that people form a critical component of the organization and human capital is
the ultimate driver of future success. Every organization wants its employees to come to work
because they want to, not because they need a paycheck. There are many techniques and
strategies to create a satisfied and engaged workforce. This study will examine the best practices
to manage employee satisfaction levels and achieve organizational goals through the workforce.

Allowing employee participation to make management decisions is a growing trend that
helps develop a highly energetic, involved, and productive workforce (Sanaghan & Gabriel,
2011). Collaborative management and leadership refer to the participation of the workforce in
the decision-making process. Developing a collaborative leadership style in an organization is a
method that is used to create an involved culture to guide leaders. Moreover, participative
management utilizes the democratic principles of inclusion. The democratic system of leadership
necessitates managers to listen to their subordinates and consider opposing views while trying to
gain support for one outcome. There are many styles of traditional management practices that
offer a range of different approaches. The old methods of control, intimidation, and fear have
become outdated in today’s society. The participative management style is gaining importance in
modern industries.

One of the most significant factors that adds to the accomplishment of a business is

whether the staff can function and perform well utilizing collaboration (Katz et al., 2013). With



increasing competition, it has become essential to bring creativity to the workplace. Additional
partnerships can help support healthy relationships within the workforce, and counterbalance
increased competition. According to Katz et al. (2013), collaboration refers to a situation where
two or more employees or groups simultaneously work toward achieving a common goal.
Teamwork allows employees to be more effective at their jobs. Collaboration will enable
employees to make more responsible choices and also raises motivation levels.

Another benefit of participative business management is that it promotes self-evaluation
and permits employees to better consider, express, and understand their own proficiencies (Lee
& Bozeman, 2016). Problem-solving approaches are applicable in the workplace when
employees work toward the same goal. When team members are collaborating, they acquire new
knowledge from one another. The organization acts as the framework that encourages a mindset
through which growth can be accomplished by learning new knowledge from coworkers.

While considering the significance of engaging the workforce in decision-making, it is
crucial to understand the mixture of processes that groups will apply over time (Katz et al.,
2013). Once the team sets a strategic goal, they can begin to progress towards accomplishing the
operational objectives. Project teams are created for a definite period to achieve a specific
purpose. The main benefit of collaborative teamwork is that it allows businesses to achieve
solutions that will not be possible for an individual employee to accomplish. Collaborative teams
can deliver results by making better use of the available resources, and they take better decisions
and devise useful ideas. Socially, teamwork can improve employees' work satisfaction levels.

Participative management is gaining recognition as a change model in the workplace.
Decision-makers use the information pertaining to collaboration to enhance the work culture's

performance by implementing knowledge-based management initiatives. Some other benefits of



participative management include greater creativity and better organizational culture.
Collaborative workforce participation strengthens morale at all levels in a business. The
corporations that utilize the traditional top-down approach have been losing credibility for
decades (Emihovich & Battaglia, 2000).

Implementing collaborative leadership practices is a joint venture to which managers and
workers contribute by making decisions for their success (Rubin et al., 1999). When the effects
of collaboration on the workforce are studied, organizational management theorists offer
evidence that collaborative management practices can improve labor relations. The type of
partnership provided by this practice can help businesses make better long-term decisions. If
cooperative organizations are professionally designed, they can satisfy both the institutional
needs and the individual employee needs with the establishment of long-lasting employee-
organization relationships. As team members' collaborative skills increase, their capacity to grow
beyond their comfort zone increases, and the business acumen rises as well.

Despite the vast existing literature on increasing employee satisfaction, not much is
understood about how this practice is achieved (Rubin, 2009). Another gap in the current
literature is the lack of widely accepted factors that can determine a collaborative organization's
successful vision. Researchers have identified some components of a cooperative system that
correlate to organizational improvement (Emihovich & Battaglia, 2000). Yet, there is an absence
of a conceptual understanding of such group dynamics that can improve work culture and
productivity. The development of a model to increase employee satisfaction levels will provide
valuable knowledge that can help enforce organizational reforms and promote their application.

Business managers may assert that they want to improve their employees' satisfaction,

but their activities or the measures they undertake seldom reflect their statements (Kim, 2011).



Company engagement involves developing the workforce and business culture in order to bring
about a change in their environment. It is up to the business leaders to create programs that can
invite and encourage workforce participation and develop a policy that reflects the desire to build
a collaborative business model. Some businesses still use the tactic of sending out questionnaires
to the workforce as their primary engagement practice. Many new innovative and digital
platforms allow corporations to understand their engagement attempts more closely (Simon &
Ferreiro, 2018).

While considering business decision participation, it is significant to understand how a
workforce relates to the work process or business change. Corporate leaders must acquire
feedback from their employees and then follow through with the transition plan. The word
“engagement” has become a catchphrase and is often used as an expression by business
managers but is never put into action (McMahon & Portelli, 2004). Workers are typically
enthralled to participate in engagement practices, as they want to become more involved and
make a difference. Therefore, this study focuses on the best practices that can be deployed by
company leaders to engage the workforce and increase satisfaction levels. These practices relate
to the mechanical components as well as the social interactions of all the stakeholders (Hanekop
& Wittke, 2013).

According to Linna et al. (2010), a workforce's production rate can be defined as the
capacity at which a business or a system successfully uses its resources. They further noted that
the top collaborative performers' performance levels in a competitive organizational setting tend
to increase as well as decline. This oscillation results in a circular productivity style among the
good, poor and competitive environments that do not use collaboration or offer any alternatives

that promote growth. The top contributors also face such complications and tend not to advance



due to their bad business relationships. In a corporate setting, collaborative leadership styles can
develop those employees who have growth potential. The value generated through collaboration
can be enhanced with the use of social media platforms, both internally and externally (Ferreira
etal., 2012).

Djellal et al. (2013) also noted that productivity increased the levels of collaboration. The
decreased productivity caused by enhanced connections is acceptable since long-term relations
increase through experience and growth. Hanaysha and Tahir (2016) reported that employees
who do not feel united at work exhibit low job satisfaction levels through withdrawal and
absenteeism. Moreover, these employees also display decreased employee production, high
turnover rates, and reduced workforce morale (Markovits et al., 2010). Employees’ work delays
and sluggishness also lead to reduced productivity and, consequently, cause corporate losses.
Statement of the Problem

Collaborative management can be defined as the process through which employees and
their managers collectively and equally make decisions. This definition is valid since individuals
primarily act on their perception of reality when ambiguity is associated with a change. A
conceptual model can be used to specify the variables related to collaborative studies. One aspect
of employee satisfaction is by utilizing employee input to make better decisions and increase
employee buy-in. The model used by Rubin (2009) is one accepted style to increase employee
satisfaction and is comprised of three main elements:

e The five stages that outline the development of collaborative organizations.

e The dependent variables that measure the success of collaborative management

through employee satisfaction.



e Eleven independent variables were proposed as predictive of employee success
measures (Rubin, 2009).
Collaborative leadership utilizes the independent and creative thinkers of an organization in
order to take advantage of their untapped knowledge.

It is vital to encourage employee participation during the implementation of change
initiatives. Their participation can help create a unified vision of the change rather than causing
actions that deter change (Smith-Crowe et al., 2003). Effective employee satisfaction levels can
be hard to achieve when leadership is unstable or absent. Many obstacles may hinder
undertakings and collaborative efforts as leaders shift their focus from employee participation to
survival (lvery, 2010). Each organization has diverse and complex needs, and collaborative
partnerships can build social relationships to implement change in the workplace.

Collaboration requires mutual respect and communication among the employees. For its
success, frequent meetings and sharing of ideas are essential to ensure that communication does
not break down. Team members need to perceive each other as collaborators, not as competitors.
The most influential factors that impede the increase of collaboration are vague goals, lack of
decision-making skills, and employment of inconsistent rules and processes. According to Wiese
(2011), such ambiguities generate distrust and resistance. Each step of the decision-making
process in an organization must be clear and concise. Maintaining fairness and transparency of
rules and decisions will keep employees content and help achieve tangible goals.

According to Bodilly et al. (2011), lack of collaboration in the workforce harms
organizations in two primary areas, information development, and growth. When a business does
not monitor employee satisfaction levels, it misses out on its advantages and, as a result,

profitability suffers. As organizations grow, the consequences of low collaboration levels lead to



decreased productivity and can become exponentially more expensive. As organizations become
more complex, mistakes become more expensive. The opportunity cost of not monitoring
employee satisfaction levels can have surprising implications and, in some cases, lead to the
organization's demise.

When the productivity and quality gains of collaborative organizations are examined, it is
found that these companies outgrew their competition. The inability to collaborate can also result
in the development of poor workforce culture. When collaboration is considered a natural
process for employees, organizations become better equipped to increase their productivity,
quality, and profitability (Bakken, 2018). A capable team's ability to accomplish organizational
goals depends on the suitable conditions of a place that allows each member to contribute. An
efficient team needs its members to work as a cohesive unit. Groups are progressively more
capable of keeping up with the ever-expanding corporate scope and strategy.

Employee engagement through collaborative efforts continues to remain alarmingly low
in American companies, according to Moen et al. (2012). Corporate leaders of such
organizations make decisions in a vacuum without eliciting employee participation, potentially
reducing profitability. Due to this problem, business leaders need to put more effort into
encouraging workforce engagement in three critical areas: strategic planning, building interest
communities, and implementation of best practices for expanding collaborative work culture.
Effective measures that increase employee satisfaction levels can be hard to achieve because
many obstacles hinder the undertaking. More knowledge is needed regarding engagement
practices with these key opportunity objectives and how they could be leveraged to maximize

performance levels.



Typically, internal collaboration is seen as an efficient organizational strategy. However,
some managers believe that collaboration is additional costs and create project slowdowns. The
projected return on investment of a collaborative project is not always increasing cash flow or
cost savings. There could be missed opportunity costs that increased collaboration could generate
that can’t be seen on the balance sheet. Collaboration costs are additional costs that are present in
many organizational groups. Specifically, collaborative managers can positively bring about a
change that can ultimately increase the overall effectiveness of the work culture and ultimately
increase employee satisfaction (Zdenek & Walsh, 2017).

Many challenges need to be overcome to achieve cross-departmental collaborations
during project deployments. One of those challenges that can be considered is the power
dynamics within organizations. McDonald et al. (2012) describe three themes related to power
dynamics in an emerging organization, protection of autonomy, dynamics between government
and private business, and reduced dependency on others to maintain power. During the
development of employee satisfaction strategies, trust themes related to role perceptions can
commonly emerge. The study demonstrates the competencies and importance of excellent
communication in order to develop trust over time.

Business leaders can overcome geographic boundaries with new leadership methods that
incorporate advanced technologies (Simpson, 2005). Social media platforms and technologies
are expected to change the future workplace environments, in turn, causing a change in the
culture and collaborative environments (McDonald et al., 2015). Technology can reach a much
broader group of individuals by using applications on cell phones, social media platforms, and
email notifications to encourage worker engagement. If the business community better

understands the best practices and processes that can facilitate workforce engagement, other



corporate leaders would be able to replicate these innovative ideas to better respond to employee

needs and increase organizational effectiveness (Wandera et al., 2016).

Purpose Statement

Workforce engagement and employee satisfaction levels are considered essential for
developing a healthy organizational culture and better decision-making skills for achieving
business objectives. Human Resource Managers need a universal best practice guide so that
companies can better serve the workforce and increase employee satisfaction levels (Mayo,
2000). The purpose of this study is to explore current practices utilized in government
businesses to evaluate and maintain employee satisfaction levels. Secondly, to determine the
best practices that business leaders can incorporate within their agencies to help manage
workforce satisfaction levels.

The effects of collaboration on employee satisfaction levels can be seen through various
traditional human resource management practices that offer an assortment of different
approaches to maintain organizational satisfaction levels. The participative management style is
gaining importance in modern corporations and, more importantly, giving employees a voice
that can positively affect the change process (Pardo-del-Val et al., 2012). Collaborative
management plays a critical role in limiting resistance to change. The other benefits of
participative management include greater creativity and enhanced decision-making skills.
Participative leadership and management refer to the practice of encouraging the involvement of
employees throughout the decision-making process. The connections among the workgroups in
an organization develop through improved business culture and employee behaviors that reflect

commitment and collaboration.



Employee job satisfaction measures a worker's level of contentment with their job, along
with whether the employee likes the individual aspects of their position or not (Locke & Latham,
2002). Job satisfaction can be measured by a cognitive-behavioral or affective component. Even
when businesses encourage collaboration processes and employ the current collaboration
methods within the corporation, there is a lack of appropriate studies and research that explore
the interests of collaborative learning. Moreover, there is a lack of coherence in the
understanding of the teamwork and behaviors that constitute collaboration. Examining how
collaborative management strategies can improve employee satisfaction levels and boost
corporate morale can create more cohesive organizations.

When a project implements sustained engagement and collaboration, the organizational
mission is furthered (Locke & Latham, 2002). When collaborative practices are incorporated into
the work culture, employees are successful, and job satisfaction levels are highest. The primary
aspect of this area is that corporate culture can affect organizational success and profitability.
Companies rely on the performance of their employees for the progress of the organization.
Many business leaders are unaware of the ways to deploy collaborative techniques. Therefore,
this study will evaluate the development of a collaborative culture through the lenses of human
resource executives, which is important to create and maintain a communal setting.

This study will also examine the primary approaches that could be implemented to
further develop a collaborative workforce (Marshall & Rossman, 2016). It will also investigate
employee insights on corporate culture and their job satisfaction levels. The study approach will
use a qualitative method, and the data will be collected through personal interviews. The

interviews will comprise semi-structured conversations to allow the free flow of ideas during the

10



process. The collaborative models' unique design can be utilized to measure the level of
awareness the employees possess when it comes to current collaborative approaches.

The investigative findings will be used to prepare a calculated set of recommendations
that will help expand corporate collaboration as it relates to employee satisfaction (Runeson &
Olsson, 2020). The findings will help human resource executives to ultimately enhance current
corporate leadership practices. The results can also be used to make recommendations regarding
any type of business applications related to the study's conclusions. One of the objectives of this
study is to determine the corporate engagement opportunities that are being utilized during the
strategic planning process. It is essential to procure workforce input during the planning phases
to ensure that the employees' voices are heard and considered while designing organizational
strategies. It is crucial to create a shared corporate vision that can serve as a guide to plan the
future effectively.

Another objective is to determine how the communities' practice can be fostered to assist
with exchanging knowledge. Communities of practice are self-created networks of individuals
who share knowledge and practice areas of interest (Wenger, 2002). Companies are increasingly
looking for more straightforward ways to participate and develop a voice by utilizing tacit
knowledge (Busch, 2008). This knowledge could be used and shared with the workforce through
practice communities. The third objective is to evaluate the corporate industry's current
collaboration methods and determine whether something could be done to expand the corporate
culture. The study will include the contributions of 15 participants, including human resource

managers from various public organizations.
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Research Questions

With all the available data regarding employee satisfaction levels, there are still some
unanswered questions about how these practices can be considered and incorporated by business
leaders. Hypotheses regarding the ways to provide better answers to some of the problems have
been developed. The first hypothesis assumes that collaboration will have a positive effect on job
satisfaction levels. The next hypothesis forecasts that there is a relationship between employee
satisfaction levels and organizational outcomes. Another hypothesis predicts that the challenges
human resource executives face during the deployment of employee satisfaction measures can be
overcome. The last hypothesis suggests that employee satisfaction initiatives can be implemented
successfully at the organizational level.

This dissertation follows a case study research design. Its goal is to determine what
strategies human resource executives can utilize to increase employee trust, engagement, and

satisfaction. Therefore, the following research questions (RQ) are addressed in this study:

e RQ1 - How do human resource executives define, measure, and track desirable levels
of job satisfaction?

e RQ2 - What challenges do human resource executives face in implementing these
strategies?

e RQ3 - What challenges do human resource executives encounter when trying to
increase employee satisfaction levels?

e RQ4 - What advice would human resource executives give aspiring human resource

executives for increasing job satisfaction levels?
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Employee satisfaction is a broad-based topic that includes many sub-categories, such as
communication, time management, listening, and organizational structure. Choosing the
appropriate research questions is essential for maximizing the proper utilization of time and
resources. These research questions intend to formulate a plan that will serve as a roadmap. An
organization can utilize this research to develop a transition plan and transform a traditional
company into a collaborative organization.

Significance of the Study

According to Prager et al. (2012), workforce collaboration is crucial for a resilient and
robust work culture. The measurement of the level of employee satisfaction is vital since it
reflects many aspects of the literature. These aspects are:

e Employee empowerment

e Workforce productivity

e Employee turnover levels
Employee empowerment allows leaders to demonstrate that they value their subordinates and
build trustful relationships. Such relationships help assure employees that their leaders will make
correct organizational decisions. It also helps people feel like they are a more significant part of
an organization. When employees are at liberty to choose their own destiny, organizational goals
become more important to them (Hanaysha & Tahir, 2016). Researchers have also noted that
employee job satisfaction levels vary to the extent that feelings or cognitions about their position
in the organization can be measured.

Workforce production is significant, as it generates profits and creates a company image
(De Silva et al., 2018). Conventional measures of production consider the outputs within a

specific period. Although collaboration can slow productivity in the initial stages, a united vision
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is created, which includes both employees' and managers' perceptions, and eventually, the
production levels rise. The collaborative component focuses on the team's aspects, and
productivity levels are better indicated at a group level through workforce satisfaction (Hanaysha
& Tahir, 2016).

Evaluation of employee productivity is an essential component of management
(Pellegrini et al., 2010). Low employee productivity levels lead to poor organizational outcomes,
which can be improved by implementing collaborative practices to enhance employee
performance. The most experienced workforce can excel further by utilizing communities of
interest in transferring knowledge by keeping collaboration at the core. Longevity at a position
can correlate to employee production levels. As employees gain work experience, they can
increase their knowledge, which, in turn, can be transferred to new employees, raising overall
productivity levels and raise overall organizational satisfaction levels.

Low employee performance can have several adverse effects on the workplace. The most
significant impact is workforce morale being negatively affected (Smith-Crowe et al., 2003).
Other factors that affect employee morale include employee resilience, employee training, and
collaboration within an organization. Evaluating and managing satisfaction levels include
identifying workers from different backgrounds who can extensively evaluate workgroups on an
organizational level. The study findings will be utilized to offer suggestions that can develop
collaboration and increase workers’ job satisfaction levels.

It is essential to consider what is at stake and how it will impact the organization for
undertaking business engagement programs. An overlooked aspect is understanding what
practices for engagement worked best in the past and where program improvements can be

implemented to increase future engagement practices. This study's objectives focus on
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examining the best ways to improve employee satisfaction practices in businesses that serve their
workforce. After conducting a comprehensive analysis of the leadership practices, Walker and
Daniels (2019) define collaborative learning as a framework intended to persuade relationships
between the leaders and the followers. They expect the changes will reflect their common
purpose. Leadership is not about what the leader does; instead, it is about what leaders and
collaborators do to influence others.

The study will also focus on reviewing the literature and acquiring information that
indicates that corporations are making efforts to engage with their workforce during the change
process (Atkinson et al., 2017). Collaborating at the stage of creating a vision is essential for
increasing workforce cohesion and developing buy-in for the plans. Another objective of the
study is determining how collaboration can be best taught in the workplace. The final purpose
constitutes figuring out the most effective way to transform a traditional business into a
collaborative organization. As technology advances, government leaders need to keep up with
the progress and deliver an engaging experience. These questions lay the groundwork for
determining the best practices for successful corporate workforce engagement and satisfaction.

The development of employee collaboration skills is advantageous for the business and
the employee (Graca & Camarinha-Matos, 2019). When work is accomplished in collaboration
with others, it allows all involved in interacting and sharing ideas to attain a deeper
understanding of how each of them performs their jobs. Collaborative partnerships can generate
higher levels of productivity when communication and trust are established. Practicing
partnership can help employees understand how to address problems, decide the best course of
action, and pitch solutions. These partnerships can develop into long-lasting relationships that

extend beyond group boundaries.
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Collaborating with different workgroups, resources, and talent can help pool resources
and make projects and organizations more successful, according to Aggarwal and Srivastava
(2019). A collaborative workforce draws strength from the community spirit that exists within
the organization. High levels of collaboration can change the work culture and help employees
feel like they are part of a family. A collaborative environment promotes an atmosphere that
nurtures different levels of allegiance and friendship. Close-knit relationships can motivate
employees to be more involved in the business. In this environment, employees are willing to be
more cooperative, hardworking, and supportive of each other.

Employee engagement practices enable people to collaborate with one another more
productively and efficiently, both inside and outside an organization (Di Domenico et al., 2015).

The core components of a high-level collaborative organization include the following:

e A common purpose or goal

e High levels of trust

e Ability to leverage heritage relationships
e Open and effective communication

e Clear assignment of roles in the beginning

e Ability to increase the diversity of ideas

Increasing the number of meetings is not required to effectively collaborate in an organization
when collaboration is integrated into the culture and daily work environment. Teamwork
increases as well as satisfaction levels when employee cooperation is increased to create group

efficiency. As a result, better ideas are developed, and productivity increases.
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Individual goals and tasks are necessary for everyone and must be kept at the center
(Karpatne et al., 2017). It can be challenging to break down the walls separating departments and
discover complementary skills in other people and workgroups. The benefits of teamwork
include better efficiency and mutual support. Groups comprising two or more employees can
generate better ideas and create synergy, thereby increasing productivity. Many organizations
rely on team management and have telecommunication protocols in place that further increase
employee satisfaction levels.

According to Devedzic et al. (2018), soft skills are essential at every position, from entry-
level to the chief executive officer. Soft skills include communication, leadership, ethics, and
collaboration. Conversely, hard skills are skills that are acquired on the job. Collaboration skills
develop between individuals and teams while interacting, engaging, and working toward a
common goal. Several skillsets fall under the collaboration umbrella, including group
brainstorming, communication, and building emotional intelligence, contributing to increased
employee satisfaction levels.

Collaborative strategy constitutes the connection between business strategy and partner
strategy. This concept is considered as a new way of increasing business. Companies collaborate
with partners, customers, and vendors to build a strategic relationship that has powerful effects.
The concept is based on finding aspects of commonality and complementary skills among teams
such that everyone involved in the project can efficiently achieve the common goal.

Accomplishing collaboration and teamwork can be challenging in the modern workplace
(McDonald et al., 2015). A way to achieve this is by providing workgroups with collaborative
media through which ideas, workplace news, and information can be shared. Managing teams

and assigning tasks can be difficult when the company is rapidly expanding and becoming more
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complex. Collaboration plays an essential role in helping workers develop high-level thinking
skills. It is also useful for employees to understand that other people do not always have ideas
that are similar to their own. As employees practice collaboration, they learn that it is quite rare
to have the same opinions and beliefs as others.

Assumptions of the Study

This study will provide a better understanding of employee satisfaction levels and the
effectiveness of trained and knowledgeable employees in a modern workforce. Inspired and
dedicated employees tend to align their interests with those of the organization. It can be
assumed that their actions and outlook will be reflected in their initiative to develop a
collaborative work ethic, which will lead to the establishment of satisfying relationships with the
employer. It is believed that this research study will help bring a change and pave a path for
executives who intend to integrate collaboration into their workplace better. It gives future
collaborative organizations the ability to review the study findings and employ them for
formulating training improvements so that collaboration can be integrated into the organization.
These enhancements can direct the creation of a more precise definition of organizational goals
and values.

Brown et al. (2011) found that employee satisfaction levels and active involvement
contribute to positive outcomes connected to employee commitment, affirmative work attitude,
and employee buy-in. An additional assumption is that the study subjects will ethically share
knowledge with each other without any restrictions. Some parts of the meetings will include
questions about employee participation at every level and the availability of training programs
that allow progress. It can also be assumed that the additional conditions of the interview

samples are suitable, and the participants have had similar collaborative experiences that are
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suitable for discussion. It is also assumed that the study participants have an interest in the
research work and do not have any ulterior motives.

Furthermore, the study assumes that there is a reasonable amount of response rate for the
final findings. It concludes that the number of interviewees is appropriate for drawing a reliable
conclusion. On the other hand, it is also assumed that a few of the recruited respondents will not
provide truthful information. This reluctance could occur due to many reasons, including fear of
retaliation from the management, individual bias, and others. The importance of making correct
choices while selecting the participants is imperative for collecting useful data.

Despite the many reasons that might lead researchers to think that corporate collaboration
will enhance productivity, the relationship between them is not apparent (Lee & Bozeman,
2016). The mere fact that policymakers believe collaboration increases productivity does not
make it accurate. Transactional costs are unavoidable while working with groups and teams.
Moreover, not all collaborative relationships are perfect, and many collaborators have had bad
experiences. Each group member provides an equal amount of input, but the results do not
always meet expectations.

Limitations of the Study

In the context of business engagement, several limitations are to be considered. First,
many of the participants included in past research studies in the literature were not randomly
selected. According to McDonald et al. (2015), the selection process may have been somewhat
biased, with the inclusion of individuals interested in managing employee satisfaction levels.
After reviewing these studies, it is noted that the data or long-term results presented in these
works validate the ongoing benefits of promoting workforce engagement. A different limitation

to be considered is the long-term effects of collaborative engagement programs on the business
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community. Once the projects have been planned, there are no benchmarks to compare the
workforce's success levels. Employee engagements need to be compared to agencies without
employee engagement and satisfaction plans. This engagement experience could also lead to
positive outcomes when employees increasingly feel that they are making a difference.

Additional undetermined elements or factors can affect participant responses, including
the schools the participant studied in, their educational backgrounds, and others (McDonald et
al., 2012). The participants' employment history can also influence their responses, as some
managers may have extensive collaborative training. Moreover, it is unknown whether the
number of participants is adequate for gaining credible answers to the research questions of this
study. With a limited number of 15 interviews, a data saturation point may not be reached.
Definition of Terms

Some of the terms used in this study are related to corporate workforce engagement, and
therefore, will be appropriately defined in this section. In business, collaborative practice is
defined as the process where workers from every level are brought together to envision and
create their future. In this process, they solve existing problems and share knowledge with one
another. In each chapter of the paper, many terms have been described. A complete list of all
those terms and definitions is presented in this section in alphabetical order for easy reference.

e Cross-boundary collaboration: Involves several layers of a complex system,

including social, cultural, political, economic, and environmental factors (Romano et
al., 2017).
e Change agent: A person or group that works on implementing change initiatives

(Sparks, 2003).
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e Collaborative management: A type of leadership that helps build relationships across
organizational boundaries by making new connections (Koontz & Thomas, 2006).

e Collaborative partners: Two or more people or groups that work together to achieve
a particular goal (Ivery, 2010).

e Decision-making accountability: A process used to make decisions while maintaining
the organization's mission values and ethics (Kim, 2011).

e Engagement principles: Promote a shared understanding of the ideologies within a
business community (McMahon & Portelli, 2004).

e Gap analysis: A system that compares how a company works now with how it would
like to work in the future (Byham et al., 2002).

e Human capital: Employees, along with all their knowledge, skills, and experience
that make them valuable to a company (Marginson, 2019).

e Interdependency: The dynamics that make two or more people or groups dependent
on one another (Emerson & Nabatchi, 2015).

e Mediator: A person who attempts to make the people involved in a disagreement
resolve their differences (Lee et al., 2020).

e Participative management: Involving workers from every level of the organization in
the decision-making process (Kim, 2011).

o Stakeholders: Persons who are directly affected by an issue (Hanekop & Wittke,

2013).

Summary
An overview of Chapter 1 introduces the problem pertaining to the challenges of

maintaining employee satisfaction levels. Human resource directors will be interviewed and
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answer four questions to increase and sustain workforce satisfaction levels. Chapter 2 provides a
review of the existing literature to present relevant data from other research studies, scholarly
articles, and books. It also describes the nature of such research work and offers ideas regarding
how it relates to this study. The literature review will divulge any gaps present in the analysis
and direct how additional research can fill such gaps. Chapter 3 outlines the data collection
methods used in this study and proposes recommendations for future research work. Although
information regarding employee satisfaction levels in the workforce is readily available, peer-
reviewed articles were less obtainable.

As the research expands, the best practices for its implementation will be documented
and serve as a guide for future business leaders. The study will show that employee engagement
and satisfaction are not about accomplishing intricate work in silos but more about developing
inquisitive workers who can engage in collaborative practices to achieve the common goal.
Group work and accountability help develop employees and create a collaborative workforce
culture. Finally, five essential elements identified by Hancock (2004) will be used as indicators

of an engaged, satisfied organization, which are the following:

e Individual accountability
e Positive interdependence
e High level of social skills
e Group processing ability

e A corporate culture that promotes face-to-face interaction

The study findings will show that employees learn and grow more deeply when they work in an

organizational setting that is satisfied and can apply tacit knowledge to real-world problems.
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Chapter 2: Literature Review

This literature review aims to look at shared management strategies and how they can be
taught to a workforce to increase employee satisfaction levels. The research will further seek to
define a satisfied workforce and provide a focal point for the literature review. The training
overview will compare the differences between management and leadership practices and how
they blend and incorporate it into a collaborative workforce. Many ideas surround collaboration,
what it means, and how it is applied in business.

When building trust within the workforce, leadership can be both art and science. It takes
time, trust, and strategy to succeed with organizational change, as Marshall (1999) noted. One
approach will be to research organizational studies using a collaborative approach or model to
increase organizational satisfaction levels successfully. The investigation will reveal the best
practices for training and deploying a working collaborative business model. Ratzesberger et al.
(2017) has determined why some have failed and what training or implementation could have
been done differently to help avoid failure in the future.

Building Collaborative Partnerships

Building leadership titans through collaborative partnerships is the preface to
fundamental global change as a component of developing global leaders (Tsai et al., 2007).
Tackling complex organizational problems requires understanding the workforce's skill and
building a working model to maximize team performance. Learning how to influence and teach
others is at the nucleus of leadership. This ability to manage leads to a shared understanding of
goals and appreciation for priorities and purpose. As pointed out by Wagner and French (2010),

motivating power and collaborative development is a way to saturate jobs with meaning.
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Cultivating inspirational energy should be the mission of collaborative partnership
leaders. One of the most effective leadership traits is the ability to use stories or narratives to
bring communities together as noted by Vangen and Huxham (2003). Descriptions are used to
build around communication practices that value experiential leadership, which, in turn, create
the venture of visioning for the future. These linked stories, metaphors, and images attract the
community by providing a relatable leader that inspires trust further to enhance collaborative
relationships. Denning (2006) states that storytelling can lift organizations out of a downward
trajectory, bring people together, ignite innovative ideas, and build a coalition of forward
thinkers.

A relational lens looks for how the process of leadership emerges in social communities
and organizations. Local leaders are crucial to building collaborative teams and developing a
vision to move communities forward. Accomplishing this requires the proficiency to transcend
borders and mobilize citizens for global change. According to Yu (2020), collaborative
leadership practices need awareness to manage apprehensions for public participation demands
through collaborative means creatively. Researchers have found direct effects of collaborative
leadership on change initiatives in organizations. The study supports the perception that
collaborative leadership can increase organizational capacity and lead to better outcomes
(Hallinger & Heck, 2010).

Participative Leadership in Government

Vogel and Masal (2014) performed several community leadership studies that described
how collaborative systems are developed, and they tested four public administration approaches.
The first is a functionalist approach that includes data collection on performance measures for

community satisfaction. The leadership performance measures are compared against
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demographic characteristics such as educational level, political party affiliation, and ethnic
diversity. Another element of collaborative leaders is the ability to develop tolerance in diverse
situations. Olfert and Partridge (2011) found the community's level of ethnic diversity allows
workers to invest in cultural occupations that are not ordinarily available.

Next is the behavioral approach, which can also be referred to as transformational
community leadership. Transformational leadership is a wide variety of theories that examine the
challenges of community leadership practices. Through these studies, it was found that
transformational leadership was positively related to employee satisfaction. This approach
revolves around the core values of community service leadership:

e The common good of the workforce

e Organizational trust

e Protection of fair practice
Thus transformational leadership approach relies on collaboration to bring the community
together (Vogel & Masal, 2014).

The biographical approach to leadership is connected to ethical issues of community
leadership. Current research places importance on the community element of public
management; this is defined as a collective commitment to community service's core values
(Denhardt & Campbell, 2006; Getha-Taylor et al., 2015). The reformist approach can be
assembled into two forms. The first is collaborative community leadership, which is concerned
with removing hierarchies and building cross-cultural networks and teams (Feldman &
Khademian, 2007). This model seeks first to develop collaboration and then provide unity and

diversity. The second subfield is community reform leadership. This research inquires to assess
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the level of change and innovation in the community. Often this relates to leaders valuing the
symbolic costs of outcomes rather than tangible results (Sanger, 2008).

According to Bryson et al. (2015), recent research verifies that the institutional
environment is especially valuable for community problem-solving partnerships. Sandfort and
Moulton (2020) mentioned how public arenas directly affect joint function and outcomes. Many
of these cross-cultural programs require grant funding to obtain available funds (Bryson et al.,
2015). Political environments can also have a substantial effect on international collaborations. A
pivotal reason for forming cross-cultural collaborative partnerships is to harness the collective
knowledge of the government, nonprofits, private businesses, and other community leaders. The
beneficial result is the ability to spread the objectives' risk and provide better decision-making
ability (Kettl, 2002). The culmination of partners with diverse expertise in relationships,
technology, and financial backing can increase the probability of success (Demirag et al., 2012).
Bryson et al. (2015) found that cross-cultural collaborations have emerged because community
leaders could not independently accomplish their objectives (Provan & Kenis, 2007).

According to Mabey (2013), four other skills essential for an active community include
the following:

e Developing an emotional connection to community service

e Making sense of political realities

e Managing relations with global leaders

e Contemplating leadership practices and assumptions
The findings reported were processed using coding and themes relative to essential collaborative
skills. Quality control measures are focused on situated meaning. Cross-checking and self-

monitoring were performed after the interviews and email exchanges with the subjects. The
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findings were then organized based on essential skills. Many of the conversations used narrative
stories as their role, influencing followers worldwide, which tended to increase satisfaction
levels.

The findings indicate that storytelling represents a modern appeal to community leaders
(Van Wart, 2013). The analysis and theorizing offer a relative understanding of narrative
practices. Narratives and stories are utilized in a wide roll of ageless everyday social encounters.
Accounts provide an abundant source of ideal tools for leaders to pursue relationships, change
realities, and influence their followers. An organization's behavior and structure develop from the
interaction between the collaborative agents that create the corporate culture (Boal & Schultz,
2007).

Developing Social Relationships

Social entrepreneurs have the proficiency and competence to address modern-day social
dilemmas. According to Portales (2019), a social entrepreneur uses a collaborative business
practice to solve social or environmental problems. Social purpose business ventures exist to
produce public good; however, the benefits created can derive profits. Social entrepreneurs
become experts on the issues they fight and then use entrepreneurship skills to develop
sustainable plans.

Social entrepreneurs can fight social dilemmas facing local, regional, national, or global
government agencies. According to Hervieux and Voltan (2016), social entrepreneurship
fundamentally discovers original solutions to complex social problems. Hervieux and Voltan
(2016) further describe social entrepreneurship as social movements with united efforts to effect
change. Social change can be accomplished by changing the status quo or responding to recent

reforms that have proven detrimental. It is performed by forming new organizations that work
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collaboratively with individuals to achieve a more significant impact than could be accomplished
independently (Grant & Crutchfield, 2008).
Martin and Osberg (2015) describe three components to illustrate social

entrepreneurship's representation of social movement:

e An unjust population demographic that needs to shift but does not have the financial

or political resources to accomplish change.

e Collaboration through social entrepreneurship can be utilized to mobilize activities

and produce support for the cause or goals.

e |t also re-affirms the role of social entrepreneurship that works together and develops

solutions to social problems.

Martin and Osberg (2015) recommended that future research include developing a
collaborative framing process that would be used at each social level to increase satisfaction.
Additionally, social entrepreneurs' interactions and the supporting organizational networks
should be disentangled (Hervieux & Voltan, 2016). Entrepreneurship is progressively considered
as containing cultural and social norms that have a great extent of enterprising activity.
Established or traditional entrepreneurship is linked to originality and the discovery of new
business practices, but these practices have been separated from ethical behavior (Haugh &
Talwar, 2014).

The advent of social entrepreneurship focuses on exploring pioneering ideas that
supportively fulfill collaborative social needs (Pandey et al., 2020). The association between
social entrepreneurship and social change is the primary focus of Haugh and Talwar’s (2014)
study. With the advancement of social changes in society, little is known about the individual

self's impacts and the correlation to satisfaction levels. Investigating social enterprise
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involvement will help disclose the social influences on individuals and the community (Haugh &
Talwar, 2014). A social entrepreneur's concept is substantiated through diverse collaborative
practices and conclusions associated with innovative efforts. It is a processual approach that
extends beyond profits to include an action that brings about cultural, institutional, and social
change.

Balancing Inequality with Collaboration

Another aspect of social entrepreneurship is the transfer of power to remove unjust
inequalities that disturb the status quo. In life, the rules and standards that govern the allocation
of resources give individual players authority over others in determining the exchange of
resources and how resources develop into choices. These choices have the ability to persuade
and influence satisfaction levels. Haugh and Talwar (2014) recommend two suggestions for
further research. First, collect more analyses to determine how cultural attitudes affect the
exchange of power as social entrepreneurs. Second, examine the impact of social
entrepreneurship on assessing the impact of the achievements and then develop collaborative
models that advance societal satisfaction levels.

Social entrepreneurship has become increasingly popular because of the serious social
problems that need to be addressed worldwide while developing societal resources without
focusing on profits (Zahra et al., 2008). Traditional entrepreneurship is a significant wealth
source, providing economic diversity, innovative growth, and social renovation. Traditional
entrepreneurship also empowers people to explore prospects worldwide that can then be focused
on movements to advance social conditions to enhance satisfaction levels within communities
(Corbett & Montgomery, 2017). Social entrepreneurship incorporates activities that seek to

improve social wealth by creating new business opportunities through collaborative methods.
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The economic globalization of foreign countries has increased investor action for
addressing social problems (Coulibaly et al., 2018). Many of the world's problems are due to
well-known disparities in income and availability of opportunities. Multinational corporations
have played a role in the distribution of opportunities and wealth for decades. These global
businesses also can increase satisfaction levels within communities and consider it a corporate
and social responsibility.

A significant influence separating social entrepreneurship from traditional ventures is the
presence of social opportunities that could be abused by entrepreneurs. Profitable social
opportunities are scarce, which explains why there is limited research on social entrepreneurship
and how it relates to community satisfaction levels. Social ventures are quickly becoming the
precursors of social transformation, improving life conditions through collaborations with all
population segments (Corbett & Montgomery, 2017). The world economy is rapidly globalizing,
and this has created space for worldwide corporations to take responsibility and address social
injustice. With increased awareness, social opportunities can be better described and learned,
setting the stage for additional collaborative needs with government, nonprofits, and for-profit
corporations (Zahra et al., 2008).

Employee Development

Collaborative learning can be used to develop learning approaches involving joint efforts
between the workforce and organizational leaders (Schuman, 2006). It consists of working with
groups identifying different perspectives, developing solutions, or creating innovative ideas.
Collaboration is a joint effort to build mutual benefits (Seralidou & Douligeris, 2015). Other

scholars may differ in the definition based on interaction levels and different definitive levels.
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Hypothetical tools to analyze relations within organizations could be debated. Many researchers
have agreed that when two or more people converge on a solution, the outcome is usually better.

Studies have shown that collaboration is a convergence of shared ideas that have the
potential to increase employee satisfaction levels. Analysis has been used to determine how to
make the merging of ideas happen (Schuman, 2006). The results indicate that collaboration and
satisfaction gradually change and revolves around five fundamental factors:

e The understanding of the situation through a structural lens

e The comparison of metaphors

e The interactive display

e The repair and confirmation of concepts

e The application of valid ideas for convergence
Group understanding of complex situations is attained through collaborative teamwork (Prager et
al., 2012). Collaboration helps develop team interactions that facilitate the learning of team
members through a continual explanation of viewpoints.

Communication helps build and improve worker comprehension and the retention of
different concepts. After an agreement is achieved through verbal exchange, situational meaning
can be negotiated, and therefore, the final understanding is shared. Exploring collaboration and
the workforce's training needs will help to understand better and develop participative activities.
Kim’s (2011) findings suggest that training in participative management and encouraging
supervisory communication can increase job satisfaction and lead to better organizational
performance. Organizational leaders need to commit to changing the culture from a traditional
hierarchal structure to a more modern, participative management and empowerment model (Kim,

2011).
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Achieving this organizational shift requires a new framework and better training for
cognitive thinking and change. There are critical assumptions in adult education that describe
how adults are motivated to learn as they experience (Biech & Silberman 2015). According to
Locke and Latham (2002), organizational learning is accomplished through collaborative
learning, which can change organizational satisfaction. There are distinct differences between
personal and corporate education. Individual learning is a result of intrinsic self-motivation.

Collaborative learning is an umbrella term for many educational approaches that involve
joint knowledgeable effort. Collaborative teaching involves people working together to solve a
problem or create a task (Gil-Garcia et al., 2019). The knowledge gained through private
learning transfers to the group level, then up to the institutional level. This process develops from
the combined knowledge acquisition of the workforce and operations and travels through the
organization until the collective knowledge becomes part of the culture (Schuman, 2006).

Building holistic knowledge about the work's process and routine is essential but creating
flexible options to generate learning is critical for long-term sustainability. Four conditions are
needed for active learning at the organizational level. The first condition is the managers'
commitment to creating an environment where organizational learning is supported and can
occur organically. Second, a dynamic system must be in place so that every aspect of education
must contribute to an acceptable outcome. The third condition of active organizational learning is
knowledge development based on individual knowledge transferred to the organization. Last, the
organization needs to look beyond adaptive learning and define the organization's learning level
that is necessary for success and increased satisfaction (Basten & Haamann, 2018).

Past management practices have accentuated the importance of coordinating human

relations to increase productivity and expand human capital. The researchers focused on
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workforce motivation and its impact on job satisfaction to gain an edge in the business
community. Participatory management involves sharing power between management and
workers. This ensures that everybody takes part in searching for solutions, rather than all the
burden on one manager. Building a conceptual model to establish training needs can provide a
road map for an organization to move between collaborative strategies depending on the
circumstances (Nared & Bole, 2020).

Collaborative training gradually leads learners to new meanings through conceptual
change. Participative learning designers can create iterative cycles of interactions that bring
together a new understanding of beliefs (Stoll et al., 2006). However, critics of collaborative
management claim that the research is not consistent. Igbal et al. (2018) found that the idea of
participation brings a feeling of empowerment through employee involvement. These authors
operated on the underlying assumption that sharing decision-making power with employees
increases worker satisfaction and enhances organizational performance.

Asking managers to give up their decision-making power can be a challenge. In Kim’s
(2011) study, 14 anticipated performance measures were developed to measure the use of
participative management styles. No training in collaboration or participative management was
offered during the strategic organizational planning process. The effectiveness of their
supervisor's communication was used to measure job satisfaction as the dependent variable. The
performance measures were documented on a Likert scale from Strongly agree to Strongly
disagree. The results indicated that managers who used participatory management styles and
supported training corresponded positively with job satisfaction and the strategic planning

process (Kim, 2011).
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Developing Organizational Leaders

With an increasing need for more decisive leadership, human resources managers are
formulating leadership development programs. Developing collaborative leaders for the future
requires attention to workforce trends along with creative curriculum plans. Public agency
managers require unique collective management talent (Wheelan et al., 2020). Working in a
political climate with the public and staff requires vital skills that include the following:

e Collaboration

e Creative thinking

e Cross-organization and cross-culture team building
The research consists of overviews of local government needs and communication models to
allow for an increase in organizational satisfaction (Ingraham & Getha-Taylor, 2004).

Training staff for collaborative leadership plays a crucial role in two factors that drive
employee satisfaction (Wheelan et al., 2020). The first is the development of collaborative teams
by utilizing employee skill sets. The second is the creation of a sustainable pool of influential
leaders for the future. Instructional design and development are processes where learners develop
the skills, knowledge, and self-competence to succeed (Biech & Silberman, 2015).

According to Byham et al. (2002), building "Acceleration Pools" (p. 27) of leadership
talent gives the appropriate training and models of behavior to be successful. The first step in
training development is establishing past practice assumptions and contrasting them with current
business practices and needs in a training system. Traditional beliefs are described with the
stability of the organizational structure and business strategy. New assumptions for an
accelerated pool system of training include frequent changes. These changes can consist of new

competitors, new distribution channels, and new business partners. People have more
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opportunities to move both vertically and horizontally. Collaborative training is integrated with
each new assignment and provides skills and knowledge that can be used on the job as they are
learned (Byham et al., 2002).

The acceleration pool approach understands the employees' needs and desires,
considering their work situation and lifestyle. It also decreases the amount of paperwork and
bureaucracy associated with an individual development plan. Reduced time on formalities allows
more time for collaborative activities within the organization (Byham et al., 2002). Acceleration
centers can also accurately assess people’s development and satisfaction needs. They can force
employees into situations that senior managers and executives typically face.

Professional assessors can observe and look for the use of collaborative skills as they
work through complex problems. When multiple methodologies and evaluators are used, a
holistic picture of the individual is created. Simulated issues that mirror the challenges of an
organizational leader can be designed (Lowell & Ashby, 2018). The individual's collaboration
techniques can be evaluated through a gap-analysis to diagnose individual development needs. A
customizable training plan can be developed into an actionable behavior modification map.
According to Byham et al. (2002), the most common characteristic of introducing collaboration
into the organization development plan is accomplished with integration into the company
culture. At the beginning of each project or task, the collaborative framework needs to be
reinforced with verbal and action-based examples.

Employee Knowledge Transfer

With advances in management practices, developing communities of interest is useful in

assisting workers with organizational knowledge transfer. Research provides managers and

business leaders with information to look at resistance to learning and the required model to help
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overcome the complicated change process (Wang et al., 2019). Change agents now have a tool to
improve relations and change outcomes utilizing collaborative management and knowledge
sharing within their organization (Kim, 2011). One item to be concerned about is that the data
suggests that the combined team members are taught tools and information that could endanger
organizational change. It is essential to manage the news because it could lead to increased
resistance to change in the company (Wang et al., 2019).

When diverse teams are convened to collaborate, it takes experience and training to
succeed (Boyer et al., 2019). Recent research about team behavior has revealed some noteworthy
paradoxes. Groups that are specially educated, diversified, large, or virtual are sometimes needed
to solve complex problems. Those same qualities make it difficult to accomplish goals without
intense collaborative training. It takes advanced training and trust to develop an environment
where knowledge and objectives can be shared collaboratively. Through a study by Gratton and
Erickson (2007), 55 large teams demonstrating high levels of collaborative behavior were
identified; eight practices correlated with the team's success and satisfaction levels.

Leadership also requires a person or group's presence and actions that instigate a
discussion of collaborative activities. Leaders that can initiate change appreciate challenges and
recognize the pressure and presence of three forces:

e The interdependency of team players

e The uncertainty of future conditions

e The consequence of no action (Emerson & Nabatchi, 2015)

The most challenging object to overcome when assembling participants to pursue interest
groups is the initial motivational force. Once interest is established, a community of practice

(COP) can develop and generate the ability to exchange knowledge and expand its concept.
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Initiating leaders must have a dense social and professional network to attract stakeholders to the
table. These leaders can deliver legitimate authority and strategic vision to create a climate of
inclusion and cooperation to frame central issues (Emerson & Nabatchi, 2015).

An essential attribute identified as a success factor is the collaborative philosophy from
the organization's top executives. When executives invest in joint training and relationship
building, it creates a gift culture (Boyer et al., 2019). Many organizations had a unique
collaborative practice that was memorable and difficult to replicate in other business
environments. Modeling of collaborative behavior daily by senior executives played a significant
role in determining how collaborative teams worked together and the level of workplace
satisfaction (Gratton & Erickson, 2007).

The next meaningful way to teach collaboration is daily coaching. When integrated into
everyday activities, mentoring is more likely to increase collaborative behavior in the
organization. Regular coaching creates a culture of gifting that, over time, replaces the usual
transactional environment (Hohensee & Lewis, 2019). Two training concepts that improve team
performance center around collaborative behavior and support for building communities. A
company's human resources department's significant staff development investments can
substantially improve collaborative practices (Gratton & Erickson, 2007).

A significant source of collaboration centers around the culture and habits of the
company. Gratton and Erickson (2007) showed that the following skills are crucial for increased
collaboration development:

e Conflict resolution

e Program management
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e Purposeful conversations

e Appreciation of others
PricewaterhouseCoopers was shown to have one of the most robust, productive collaborative
cultures. With 150,000 workers in 150 countries, the most effective training included teamwork,
networking, emotional intelligence, having difficult conversations, social responsibilities, and
communicating the firm's obligations. Other corporate programs included teaching employees
relationship skills (Gratton & Erickson, 2007). The coursework consisted of strategies for
building collaborative partnerships with customers. The most innovative and productively
satisfied teams are led by ambidextrous task and relationship leaders.

Some of the participative management dilemmas are known as the paradigm of pattern
paternalism, according to Lee et al. (2020). Leaders impose decision-making on employees who
may not agree or know a better way to accomplish the activity. It takes active leadership training
to counterbalance the desire to give orders. Some managers may not want to give up their power.
In their eyes, they work hard to earn the decision-making position and are not comfortable giving
their employees that power.

Collaboration in Public Agencies

Collaboration takes training, and some public agencies do not have the luxury to afford
their staff time to practice cooperation properly. Other businesses have a gap between the level
of knowledge and experience to make quality, sound business decisions. Internal politics
between teams can also create problems in the participation process (Lee et al., 2020).

A report from the United States General Accounting Office (GAO, 2003) set out to
evaluate culture through a collaborative partnership by assessing five federal government

agencies. The critical elements under review included the following:
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e Data Quality

e Dedication to Self-Assessment

e Analytic Expertise

e Collaborative Partnerships
The five agencies demonstrated a desire for collaboration through regular evaluations of culture.
These evaluations included programs, goals, and their ability to leverage partners and resources
through collaborative efforts. Some of the collaborative partners developed naturally through
shared interests and social networking with their stakeholders. During the evaluation process, a
need for increased training and involvement was identified. Collaboration training for the
organizations was accomplished through informal COPs (GAO, 2003).

The Coast Guard demonstrated a collaborative partnership at forums offered with port
security committees that included state, federal, and local governments. Several of these
collaborative partnerships were developed to obtain data and expertise for further evaluation.
The collective community used educational programs to create and form connections that
solicited involvement from other agencies and the public. Knowledge objectives as they relate to
acquired skills will need to be accounted for with other forums. It was also established that
additional evaluation methods and integration with other federal programs were required. (GAO,
2003).

Cross-boundary collaboration evolves within complex systems that consist of several
layered, interrelated conditions that can develop within a COP. These conditions include social,
cultural, political, economic, and environmental (Hsiao et al., 2012). Once the collaboration
training is complete, and the process has started, both expectations and unrelated events can open

new possibilities or bring unexpected changes. Without the education and understanding of the
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context, participants may assume that there are no conditions and proceed to develop their
purpose and goals. The power between the collaborators is usually not distributed evenly in these
cases.

The patterns to influence can create public perceptions that shape individual opinions of
the collaborative process. The application of these principles by leaders in government agencies
has shown they must operate across organizations and hierarchies to effectively manage an
organization (Agranoff & McGuire, 2003). The inclusion of government agencies connecting
with neighboring or overlapping organizations to create joint partnerships is becoming a required
skill. These partnerships are accomplished through the following:

e Contractual relationships

e Committees and coalitions

e Networks and alliances
Managers jointly develop strategies to effectively serve the community's common good while
increasing the community satisfaction level (Agranoff & McGuire, 2003).

For most of the 20th century, managers used the hierarchal structural form to manage
agencies, according to Agranoff and McGuire (2003). In the 21st century, the workforce's
interdependence has created an environment where departmental and organizational boundaries
have become conceptual guidelines. Working within this new framework requires collaborative
leadership skills that complement and replace bureaucratic agencies. Public managers operate in
a complex inter-organizational environment. Recent decades have highlighted the need for
interdependence between government agencies and nonprofits at the local level (Deverell et al.,

2019).
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In many cities, work is contracted out to private sector companies to provide essential
services to the community. Some cities choose to work with collaborative methods, but others
avoid it. Many government agencies have learned to collaborate to achieve common political
goals. Collaboration does not automatically happen; it must be managed and maintained through
the organizational culture, according to Gil-Garcia et al. (2020). Government agencies must
make a continuous effort to practice and educate staff with collaborative training (Agranoff &
McGuire, 2003).

With shrinking resources and growing problems, both department and agency
interdependence are required for achieving goals. When public agencies, service providers,
community groups, or private organizations cannot succeed in reaching out to the public's needs,
reaching out to other agencies for additional resources becomes necessary. Leadership skills that
can develop cross-collaboration between agencies are essential to many public organizations
(Gil-Garcia et al., 2020). Collaboration can cultivate opportunities and develop many kinds of
leadership skills while achieving goals. Initiating direction is the final and crucial driver to build
collaborative group resources and deliver increased satisfaction levels.

Expansion of Social Learning

Vygotsky (1896-1934) founded a social learning theory that forms the basis for
collaboration. The idea of collaborative learning is similar to Vygotsky's zone of proximal
development. Excellent social skills are necessary to learn and participate in collaborative
techniques. Social interaction is established through socialization and social behavior, which
leads to consciousness and enhanced cognition. Vygotsky focused on sociocultural content and

connections between people (Hargreaves & Elhawary, 2020). Internalization of speech and
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writing are learned from the social environment. This concept can be expanded like an employee
learning a new culture, group norms, and collaboration in the work environment.

All organization members are expected to think strategically and take ownership and
responsibility for business decisions. Although supervisors and managers need to provide
leadership support to guide and educate employees remains, a training program will strengthen
their skills and give employees the base of knowledge necessary to contribute actively (Jaramillo
& Richardson, 2016). Collaborative management is where managers share the influence on the
decision-making process with the employee base. The level of participation can vary between
organizations, and methods are not always consistent. The essential components of the process,
according to Hanekop and Wittke (2013), include the following:

e Identification of the problem

Intelligence phase

Choice of the decision

Implementation

e Revisions

Another benefit of the collaborative management style is the ability to facilitate change.
The main effects of collaborative management are reducing resistance to change and increasing
the effectiveness and commitment to decision-making (Lewis, 2016). In a recent study, the
United States GAO (2003) measured five items to evaluate organizational politics during the
participative process. All knowledge is learned through structures generated from the political
experience. The study found that collaborative engagement between organizations improves

performance, satisfaction, and increases progress towards agency goals.
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According to Ingraham and Getha-Taylor (2004), there is no best way to train
collaborative leadership. Practical training needs to be implemented to change company culture
and expand employee knowledge. Recent trends in collaboration training include distance
learning that demonstrates how distant collaboration can be accomplished through technology.
Offsite training programs can be leveraged to reduce anxiety and distraction caused by the
workplace. Another form of training could be rotational work assignments, which can also
increase employee satisfaction levels.

By training the workforce, human resource administrators can grow leadership instead of
buying leaders from the outside. Growing leadership in an organization requires developing
skills and experiences within organizational employees (Drago-Severson & Blum-DeStefano,
2019). Developing leaders is most effectively done over time; as skills and responsibilities
increase, it eventually leads to leadership development through on-the-job training. Many
traditional leadership styles, such as charismatic, heroic, and solitary, are being replaced with
more team-oriented styles and viewpoints (Ingraham & Getha-Taylor, 2004).

According to Austin (2000), new leadership demands include the need for a flexible
image of leadership. The model is changing beyond single-minded leaders that used to be
aggressive and controlling. A new vision of leadership as being supportive and encouraging is
developing. Declining resources require leaders to have the ability to build bridges and gain
cooperation during troubled times. According to Gentina (2019), Generation Z will need training
that looks and feels completely different from previous generations. Creating a satisfied
workforce is growing increasingly difficult, with changes in generational needs and cultural

differences.
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Singh (2014) cited that 93% of Gen Z students said they visited YouTube at least once
per week. Generation Z contributes to shared knowledge through websites. They agree that
technology will help them reach future goals. Training the workforce to adapt and collaborate
will be essential to navigating through future circumstances. What you know will determine how
you apply what you are learning (Biech & Silberman, 2015). The push towards technology will
be the most significant generational shift the workforce has ever seen (Gentina, 2019). Leaders
will need to strategize as they try to develop platforms that converge cooperative principles and
values across multiple learning platforms (Singh, 2014).

Increasing Employee Satisfaction

Increasing employee satisfaction works in various combinations with uncertainty,
incentives, interdependence, and initiating leadership. One or more of these forces is necessary
for a coordinated governance process to begin (Amsler, 2016). The initial act of socialization
with others comes in response to the incomplete information surrounding a problem or issue that
cannot be resolved by working alone. The interdependence and uncertainty of a situation are not
always enough, according to Emerson and Nabatchi (2015). Employee satisfaction levels can
continue to increase without additional pressure, and this helps to avoid losses in the political
drivers that initiate employee satisfaction measures. Forces can change to reemerge, recede,
diminish over time, or reply to the evolving conditions. A multitude of strategies may present
themselves at some level during the process and evolve to reinforce each other and bring key
collaborators together.

Participatory Management Versus Collaboration
Lee et al. (2020) used empirical research as the primary methodology to test relationships

between participation in decision-making and organizational change. The statistical analysis was
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accomplished through a correlation analysis to gain insight into the variable links. The
organization's workforce is expected to think systematically and take ownership and
responsibility for organizational decisions. Accomplishing this requires training programs with
topics such as mental models so that experiences can be stored and retrieved (Biech &
Silberman, 2015). The findings show that supervisors and managers still need to provide
leadership and support to guide and educate employees in a participative or collaborative fashion
(Lee et al., 2020). The necessary components of joint decision making, according to Tao et al.
(2018), include the following:

e Identification of the problem

¢ Intelligence phase

e Choice in the decision

e Implementation increases performance
Pardo-del-Val et al. (2012) found that productivity is more significant for organizations with
pioneering collaborative cultures. Training the staff helps remove the boundaries that prohibit
joint activities. The study further rationalizes that innovative organizational culture conflicts with
participative decision-making.

Lee et al. (2020) also found that participative management increases organization
satisfaction levels and performance with better commitments through empowerment.
Empowering employees is good, but they need to be educated and trained in participatory
practices before making decisions. Their study (2020) recommends that a mediator be used to
describe the new demands on leadership, progressing beyond single-minded leaders that use

dynamic and controlling technologies rather than supplying support and encouragement.
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Participative management can limit managers' involvement with the workforce in
decision-making, problem-solving, and information processing (Ewens & van der Voet, 2019).
Participative leadership promotes a sense of "we" feeling, as stated by Nadeem (2012) among the
employees, and enables employees to own the group's decisions. Participative management
encourages the involvement of all stakeholders within the organization. Collaboration also
includes the development of strategic plans, analysis of problems, and the implementation of
solutions.

Other forms of participatory management include increasing employee responsibility and
job enrichment programs and forming self-managed teams or quality work-life committees
(Wulf, 2020). This participation also demands that managers take employee decisions seriously
and act on them. The most active form of participative management is direct to employee-owned
companies. Moors (2012) idealized participative leaders consulting with subordinates on
proposing actions that encouraged them to participate. The participative environment with a high
level of interaction could be damaging for some without proper training (Kim, 2011). Employees
could feel pressured and take on additional stress from added challenges, increased
accountability, and extra responsibilities.

Benefits of Participative Management

Involvement in the decision-making process improves the understanding of workplace
issues and supports a reduction in assumptions. Researchers have studied the process of
collaboration and observed many positive outcomes (Robinson & Fuller, 2017). Training
programs' primary benefits include clarity of critical issues and interests, better decision-making,

increased satisfaction, and advanced knowledge integration. It also provides enhanced conflict
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management, increased trust, respect between groups or individuals, and improved perception of
the collaborative process (Bryson et al., 2015).

There are two processes for conceptualizing beneficial collaborative measures, according
to Kark et al. (2015). The first approach portrays collaboration as a straight line of events with
cognitive steps or stages that occur with training and development. These steps include defining
the problem, setting the direction, and implementing. The second approach depicts collaboration
as a circle of progress that requires iterative interactions between members (Ansell & Gash,
2007). By distinguishing between first engagement, shared motivations, and a need for action,
the social setting can better describe the communications, personal relations, and the functional
components of a collaborative system.

Schuman (2006) reported that organizations could be strengthened through collaboration
by maximizing innovation and engaging the workforce. Collaborative practices can help workers
succeed in a dynamic business. Many managers still view collaborative teams as those used for
specific assignments rather than a need developed due to organizational culture. The concept of
organizational learning can be considered as action with the team members collectively
performing a project. Genuine collaboration is more than an activity because it is a process of
behaviors that can be learned and enhanced (Rincones-Gémez & Rodriguez-Campos, 2012).

Collaborative organizations help employees comprehend that their contribution fits into
the company's strategic plan and strategy. As a result, employee satisfaction increases, and
workers show increased productivity because they work for the growth and believe in the
organization rather than merely showing up for a paycheck (Raines, 2019). At the fundamental
level of an employee is a need to belong, and collaborative practices can foster a sense of

belonging (Schuman, 2006). Organizational silos can develop if cross-functional activities and
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innovative ideas are not pursued. Where collaboration is encouraged, employee buy-in will
increase, and better decisions will be formulated (Rincones-Gomez & Rodriguez-Campos,
2012).
Increasing Employee Buy-In

Nadeem's (2012) findings on school management reflect a widespread belief that
participative leadership creates an environment for managers to get work done. The study further
reveals that school principals are less likely to utilize a participative style and are susceptible to
deploying an authoritarian leadership style. Nadeem (2012) concludes that there is a lack of
leadership in public schools than their private counterparts. On the private school side, leaders
tend to develop and encourage an inclusive environment with employees. Therefore, there must
be a united effort to increase participation by:

e Providing training and education to administrators in participative leadership styles

e Ensuring community involvement with management councils

e Expanding workshops and training that preach the benefits of participative leadership
Community of Practice and Job Satisfaction

Wenger and Snyder (2000) defined a COP where groups of people share their knowledge
and experiences in a creative way to develop new ideas and best practices. COPs can reinvent the
workplace if managers can learn to foster environments that allow and nurture the formation of
these organizational ideas. According to Wenger and Snyder (2006), some components working
against COP's are as follows:

e These are new concepts that innovative companies must learn to harness.

e COPs are not easy to build and maintain. They typically happen organically and are

spontaneous with resistance to management and supervision.
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Studies have been performed to produce empirical data that finds that there are positive effects
on knowledge networks. Conversely, Bourouni et al. (2014) experienced a team impact that was
reported as unfavorable and did not impact business performance. Information is useful for
decision-makers to enhance cultural performance by implementing knowledge management
initiatives.

According to Wenger (2002), although COPs are organically formed, they can be
encouraged through manager support and resources. Members within the COP share the
expertise and passion for a subject and seek to share these with the community and make it grow.
Some possible group norms should include trial runs to give employees experience, get feedback
to all group members, and develop the group vision (Retna & Tee Ng, 2011). Porter and Kramer
(2006) have proposed a new interpretation of the relationship of mutual dependence that exists
between corporations and employees. Michelini and Fiorentino (2012), claim that this new
shared value principle revolves around a hybrid social business model.

The intent of coming together through a COP is to share experiences and standardize
practices, materials, and project requirements (Wenger, 2002). Developing shared knowledge is
a way to avoid problems and increase efficiencies. COPs initially start as an informal group of
workers who share stories at the workplace or conferences (Agrifoglio, 2015). What begins as an
informal sharing of knowledge can grow and develop into a routine of practice in a common
field between members. COPs are not intended to stifle innovation and creativity but rather
create a base understanding of ideas and knowledge.

Much of the knowledge exchanged in a COP cannot be learned in books or similar
sources. Typically, the knowledge exchange takes place through other people. The transfer

happens because of the passion and dedication to the practice (Agrifoglio, 2015). Knowledge,
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social relations, and activities become tightly bound together. In COPs, members learn by
practicing the craft or field of expertise (Retna & Tee Ng, 2011). The constant repetition leads to
further exchange of ideas and improved practice.

Engaging the Workforce and Employee Job Satisfaction

One dynamic that has become a challenge in organizations is employee turnover and
recruitment. During offboarding meetings held by human resources, one common theme
surrounding an employee's desire to leave is a lack of independence and job autonomy (Jansen,
2008). This grave oversight also puts pressure on the employees to work out of their comfort
zones and forego development opportunities. According to Madison and Eva (2019), low morale
and employee burnout can also create performance problems within an organization. More than
ever, there is a need to develop new collaborative practices and a change model that centers
around a collaborative practice framework.

Strategic alignment of corporate leaders can help define and develop short- and long-term
goals with business priorities. These strategies can help create a success profile that could be
used as a blueprint for evaluating internal candidates' skill sets. Leaders of collaborative work
practices could also develop benchmarks that are indicators of potential (Chevalier & Buckles,
2008). Utilizing a collaborative framework allows the group to gain unfiltered knowledge and
multidimensional views of the candidates. Collaborative corporate practices could perpetuate a
pool of talent ready to compete against outside candidates (Noe, 2019).

Becoming familiar with each potential member of the group should be done across
several generations with regular exposure. Managers can begin to assess the workforce's
potential for future possibilities (Hersen, 2005). With company support, collaborative practices

could allow cross-training to happen organically and be self-directed. The new actions could be
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developed as a long-term business model and strategy. Corbett and Montgomery (2017) state the
growing and maintaining a collaborative culture requires commitment from the company to
invest in these activities. With this investment, the company can ensure that the workforce has
the skills and experience they need to keep them active and continually grow their rank-and-file
leadership.

Social interaction is an essential component of the learning process and cognitive abilities
(Vygotskij, 1979). Situated learning is described as learning through social events rather than
psychological dynamics. Wenger (2002) also describes situated learning as peripheral
participation, which can be the context for new members becoming integrated into a COP.
Collaborative teams negotiate how people become involved in decision dynamics when members
work on multiple teams; they bring a different lens to each community and influence the
workflow through increased shared knowledge (Wenger, 2002). Integrating new employees into
communities with long-term goals will improve and prolong employee engagement within the
organization.

Expected Outcome

Some collaborative organizations meet regularly to discuss the workplace and other
connections to maintain open communication styles. These casual gatherings allow for a free
exchange of knowledge and develop synergistic ways to solve problems. These potential changes
can bring innovation and standardization to new members of the group and a better
understanding of the field, and reduced training costs. Bowen and Reeves (2011) claim that
developing a sense of community is a psychological variable reflecting how members feel

attached to an organization.
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Creating active collaborative groups in an organization is the key to success. To be an
effective leader, one must develop groups that ensure commitment to the goals, provide correct
and thorough information, provide leadership and persuasion, review, analyze, and challenge all
possible options, and resolve contentions efficiently (McCauley & McCall, 2014).
Accomplishing effective leadership requires more than a basic comprehension of group
dynamics; an in-depth understanding of group dynamics, theory, and working practice is
essential (Johnson & Johnson, 2013).

In Brown et al.’s (2011) study, the assessed indicators about community well-being
revolved around the following:

e The supportiveness of the community

e The sense of community

e Whether they wanted to stay in the community
Their study sought to understand military associations better as they relate to practice
communities. For this to occur, the community needs to be more than a network of connections
or a club of friends. They must have a common interest or passion where their time is committed.
Being part of this community implies an obligation to the community (Brown et al., 2011). The
group members value their collective competence and learn from each other to perfect the trade.
People from the outside do not often see or recognize their expertise.

Community members enjoy engaging in activities that help them share information with
each other. These relationships enable informal learning and develop collaborative rapport
amongst them. All community members must interact and collaborate to learn together, although
this does not mean they practice collaboration as a daily routine. Simple meetups that allow the

members to exchange information can create an informal collaborative team. Members of the
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community have a passionate interest in an outcome and work together to achieve the goal; they
share stories, experiences, ideas, tools, and knowledge about achieving the goal (Vande Brake,
2010). It takes time to develop and sustain this interaction, and during this interaction, stories and
cases strengthen the bond between the community members.

One essential element for a collaborative leader is procedural learning; this involves
having conceptual knowledge of the skill when it should be implemented and then consistently
using this expertise to adjust for the errors encountered along the way. Theoretical learning
requires basic textbook knowledge of the skill, which should be comprehended before practice
(Raines, 2019). Additionally, an understanding of when the expertise is appropriate and
accurately timing its use is critical. Perhaps most important is the skill's continual practice, which
will enable the leader to obtain feedback and adjust the group as necessary (Detweiler-Bedell &
Detweiler-Bedell, 2012).

Developing Effective Groups

Another leadership competency is the ability to create a capable group. Some of the
guidelines for forming and managing active groups include the following:

a) Form clear goals and expectations

b) Establish practical communication standards within the group

c) Check that participation is delegated evenly across the group members

d) Ensure that the group has the expertise and authority to perform the work

e) Match the level of effort to the expected outcome

f) Employ a contentious viewpoint to challenge the group's thinking

g) Face conflicts and manage competing interests (Johnson & Johnson, 2013)
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One way to learn these skills is to use experiential learning. A capable group is achieved when
each member's contributions are less than those of the group’s sum (Johnson & Johnson, 2013).
Group combination can occur when the members are balanced, have excellent communication,
are empowered, and are happy to be together. When they know that the group's success depends
on them working in tandem, it creates a synergistic effect. According to Dyer and Dyer (2019),
continuing the practice and going one step further to create a high-performance work team
requires all the foundations of a capable group plus the addition of a deeper level of commitment
to both the group and one another.

Increased engagement in practice will help new employees develop workflow into a
pattern; this new formation can develop skills to enhance the new employee and integrate them
into the group. The simple act of taking breaks together, repetitively with the same employees,
can grow into a community (Bourouni et al., 2014). The continued repetition and discussion can
create new situations, change experiences, and bring different meanings or interpretations to a
job or adventure. With the exchange of language, the meaning can evolve and improve social
relations and presentations over time. Wenger (2002) points out that accomplishing
understanding requires sustained attention and modification to produce sense. Negotiating is also
necessary for new community members to resolve converging ideas representing different
features and viewpoints.

Increasing Job Satisfaction

Considerable research has been conducted on organizational commitment, coaching, and
worker development. However, there is little research on the relationship between employee
engagement and job satisfaction (Buckley et al., 2020). One alternative to building a department-

based training program is to create a community-wide collaboration team that oversees one-on-
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one job shadowing. Organizations that could utilize different workgroups to build communities
of interest could also benefit from developing a COP outside the work setting. Stacey (2009)
indicated that creating a COP within every department of the organization, can generate a
pipeline of new talent that is ready and prepared for the future can be developed.

With support from the company, there could be tailgate meetings or company-provided
lunch to help build and foster the community and increase engagement. Better morale could lead
to faster development and longer tenure for the workers (Weakliem & Frenkel, 2006). Wenger
and Snyder (2000) indicated that if employees are appropriately nurtured, a COP will respond to
an added incentive by offering resources such as a meeting room or funding for provisions. The
group will have a higher satisfaction level, which could spark increased acceptance of new
members.

Models of Collaboration

Two collaborative management models intersect the activity level and the extent to which
the activity is strategically aligned with a collaborative culture. Many different types of
collaborative management can be crossed and varied to hypothesize how the collaborative model
could be perceived. The dominant style of collaboration can be measured for each agency and
Agranoff and McGuire (2003) indicated that jurisdiction-based management is an alternative
model of collaboration. An important implication in the model is that the managers become
policymakers through proposed strategies and adjustments. Axelrod (1997) states that their
organization's boundaries become rigid and defined by their agency, and then managers act as
independent representatives.

It is from their positions that collaborative contacts and negotiations develop across

governments and organizations. Managing across governmental boundaries needs to be a core
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activity of public managers (Cheung, 1996). A clear vision of the empirical landscape is
necessary to develop collaborative management in the public sector. The variation of
collaborative activities across governments can be explained through the strategic orientation of
each agency (Agranoff & McGuire, 2003). When government organizations adopt a strategic
policy that incorporates the planning process, collaborative measures are used to evaluate their
programs and employ a basic administrative structure. That administrative structure is focused
on development goals and high collaboration levels.

The organization's management approach can also be viewed through the actors within
the agency where collaboration occurs. In addition to managing across organizational
boundaries, building collaborative linkages is essential to increase the number and type of
opportunities for collaborative settings. The basic building blocks of any network are the
contacts and interactions at the local government level (Agranoff & McGuire, 2003).
Horizontal and Vertical Linkages

The collaborative linkages made by organizations are extensive, but the involvement
level varies by each agency. Agranoff and McGuire (2003) indicated that vertical
intergovernmental relationships involve frequent contacts that can be found in a central agency.
The pursuit of adjustment collaboration is conducted differently than information-seeking
activity. This activity tends to be more political and less routine. Managing the vertical system
requires negotiating at every level.

The strategic orientation and administrative infrastructure of government agencies are
significant determinates of current collaborative levels. The variables can make it difficult to
predict the variation in horizontal activity patterns. According to Lewis (2015), a considerable

difference in collaborative usage is found in the linkages between horizontal players and
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activities. Reliance on different parallel operations is determined by managers and the salience of
the organization's workers.

Additionally, Agranoff and Mcguire (2003) indicated considerable dyadic interaction
between government agencies and the typical organizational worker. The collaboration was
measured as the relationship of three players working within the context of a specific activity.
Relationships of three or more workers exist in a context of multiple goals with potential conflict
agendas and high interaction costs. By examining three workers, the additional complexity of
adding a fourth worker to an existing network becomes apparent. If an agency has an established

policymaking strategy relationship with another organization, it is referred to as a cluster.

Table 1
Typical Density of Collaboration

Centrality

Player No. of Links

Percent
Local Development Agency 787 17.6%
County Governments 751 16.8%
Chamber of Commerce 748 16.7%
Utilities 548 12.2%
Other Cities 389 8.7%
Special Districts 360 8.0%
Neighborhood Associations 260 5.8%
Township Governments 248 5.5%
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Centrality

Player No. of Links

Percent
Private Industry Council 217 4.8%
Foundations 172 3.8%
Total 4,480

Note. Adapted from Collaborative Public Management: New Strategies for Local
Governments (p. 116) by R. Agranoff, & M. McGuire, 2003, Georgetown University Press.

http://www.jstor.org/stable/j.ctt2tt2ng Copyright 2003, by Georgetown University Press.

Adapted with permission from Copyright Clearance Center, Inc.

The study showed that the average collaborating city operates through over sixty horizontal
linkages per year. Table 1 illustrates the number of collaborative links and the percent of
centrality within each type of organization.

Their data suggests that an essential aspect of collaboration is also related to jurisdiction
management, which seeks out collaborative players for a specific purpose. The players are
important because they can perform a function that fills a need in the agency. Many agencies link
with players strategically, and these managers build them for jurisdictional purposes. Agency
officials pursue different collaborative linkages depending on the activity. The complexity of
management increases when the number of players increases, and the combination of events is
incremental in every situation (Bynander & Nohrstedt, 2020). Some of the notable differences in

the development of collaborative linkages are as follows:
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e Written and phone communication are the preferred mode of interaction during

vertical activity.

e Horizontal collaborative arrangements that produce policy and strategies by agencies

will play the most central role.

e Resource exchange networks are defined by structure and composition.

e Project-based activities create collaborative linkages that are not as complicated as

other types of ties (Agranoff & McGuire, 2003).

Franks and Johns's (2015) results indicate the need for collaborative networks during
economic development activities. The array of connections gives government agencies great
flexibility and power to add or subtract players (Howes et al., 1992). The possibilities increase
the work of the managers that develop and maintain collaborative relationships. This view of
horizontal and vertical linkages demonstrates that the variation of joint management is a function
of the players and the agency's activities (Agranoff & McGuire, 2003). The networks that make
up the agency's environment are complex and differ with each strategic purpose (OD Network,
2012).

There are multiple forms of collaborative infractions and transactions, and formal and
informal network contacts agencies achieve more through partnerships that operate and
reciprocate with key players. With strategy and activity at the forefront, government agencies
need to develop their style and approach to collaborative management. Agranoff and McGuire
(2003) suggested that organizational collaboration management typically employed five
practices:

e Action planning

e Problem-solving
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e Force field analysis

e Team building

e Process consultation
These practices fall into two domains. First, in collaborative management, empowerment is
based on information rather than authority; there are no subordinate relationships in
collaboration. Second, collaboration involves staff from several organizations working together
to develop new systems using open communication of overall policies to link the information
(Bouwen & Taillieu, 2004).

Shared learning is another potential component of effective collaboration as it is
developed throughout the organizational workforce. An environment conducive to learning is
created when collaborative players follow respectful discourse (Kochhar-Bryant & Heishman,
2010). Jurisdiction-based managers facilitate collaborative discussions that create shared
meaning to encourage new knowledge. The group process is also developed through negotiating,
which makes a culture of joint problem-solving. Developing an ethos that values equality is key
to overcoming the organization's bureaucratic tendencies and maintain employee satisfaction
levels.

When staff from other agencies are not legally bound through authority relationships,
they come together to solve and clarify problems and develop solutions (Schwemmer & Havrilla,
2011). When there are multiple contacts with players, it establishes trust, shared purpose, and
mutual dependency that collaborative management strives to create without the force of legal

authority in a bureaucratic government agency.
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Collaborative Leadership

Collaborative cohesion must offer an equivalent structure to the hierarchical format.
Mutual dependence is what holds collaborative linkages together (Tritt & Kendrick, 2014). The
program rationale can be established when collective goals benefit all players involved. Power in
collaboration can be portrayed neutrally or as a property that can prevent or facilitate action.
According to Schwemmer and Havrilla (2011), individuals' veto power can be used in different
ways to exclude individual players, put potential actors outside of the network, or not allow
certain viewpoints to be expressed solutions, which can dampen employee satisfaction.

Conversely, there is an enabling network component that can create a synergistic team.
The use of power does not always include all players to act in synchronicity. It is assumed that
social forces are described as a lack of coherence and that many activities are autonomous and
require middle-range collaboration rather than cohesive control (Rogers et al., 2016). Lechner
(2020) indicated that in any collaborative setting where one player does not have control, the
main concern is how to cooperate with the community to benefit the organization and get things
done. Under most conditions, the power is that interdependence and complexity are better than
situations where one has control over the other.

The social production model against veto power brings to light two dimensions of power
within groups. Power could inhibit or facilitate collective action within collaborative networks.
Some observers characterize collaboration as power-sharing. Different types of power are critical
to collaboration, as noted be Ronchi (2019):

e The power to mobilize and organize

e The power to strategize and control information

e The power to exercise influence and authorize action
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The same individual will rarely exercise all types of power within a coequal setting. Temporary
redistributions of power will occur throughout the process. The redistribution of power enables
stakeholders to engage in domain transformation.

When the collaborative setting is not coequal, alternative strategies of engagement can
develop to foster participation. Equality of power can be eroded when a player exercises formal
or legal authority, controls the distribution and flow of resources or directs lower-level players
(Daft & Lane, 2016). Power is a property that can inhibit or facilitate collaborative action. The
concern for the loss of accountability in multi-organizational settings developed as contracting
relationships have the potential to become more prevalent. There is a fear that employees of
contracting organizations will pursue actions inconsistent with the elected officials' goals.

Ronchi (2019) notes that two critical factors contribute to accountability in collaborative
management systems. First, accountability relationships in a dynamic, collaborative setting differ
from those found in contractors' dyadic relationships. Second, when there is no obvious principle
in collaboration, the issue of accountability with elected officials can become unclear. Everyone
is in charge with no single authority, and responsibility becomes shared, although no one is
entirely accountable.

The expectations of being accountable to an entity are not consistent with collaborative
linkages that create democratic legitimacy, as indicated by Ronchi (2019). The public sector's
responsibility for affecting the public interest can be compromised and limited by collaborative
policymaking and management. The objective of collaborative liability is accountability for these
outcomes to ensure the goal is achieved (Riccucci & Van Ryzin, 2017). The management

concept of responsibility does not apply to the collaborative process.
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To some degree, collaborative decision-making can seem more logical than individual
decision-making. More input means more alternatives, more information, and a decision system
with less personal thinking (Berardo et al., 2020). Transforming leadership is needed in specific
settings such as teaching and other professions that require independent thinkers. Mariama-
Arthur (2018) stated collaborative leaders are distinguished thinkers that understand how to align
people with systems to accomplish goals.

The first step in thinking like a collaborative leader is to view work through relationships.
Collaborative leaders place goals at the center of their vision and then build and manage
connections to develop and lead the right people towards those goals (Bakken, 2018). The
collaborative approach creates collateral benefits of shared ownership of the products or
outcomes of the efforts. According to Renkert-Thomas and McCracken (2015), shared
ownership in the process means that the process will be smarter and more inclusive than the
decision-making of one manager and has the potential to increase satisfaction levels.

Collaborative leadership cannot be successful with a closed mindset. External forces that
have a positive or negative influence must be addressed. Some of those stakeholders and

decision-makers that are key to a collaborative team include the following:

e The people that you would want to engage with, who have shared goals and vision
e Members that share cultural, social, and commercial forces

e Players that have the capacity to influence and have a stake in the outcome

Rubin (2009) conceptualized the process to help members reflect and envision the collaborative
journey over time. By developing a mental model of the players and strategy, the group can

begin to work through the collaboration phases.
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The Collaborative Life Cycle

According to Rubin (2009), a collaborative lifecycle can be grouped into five main
activities. The first is to launch the initiative and determine whether there is sufficient reason to
achieve the goal. The second is to develop a collaborative team and increase the knowledge base
of the group. The third is to build the system and enhance the administrative structures in place.
The fourth is to make a collaboration culture through partners' connections, both internal and
external. The last is to craft a plan to create accountability and sustainability.

Rubin (2009) identified fourteen phases within the collaboration life cycle that are
important for leaders to know. These building blocks are fundamental to collaborative leadership
and provide practical application for group problem-solving. Reflection and planning are
essential to hone the collaborative lens and provide a roadmap for collaborative progression.

e Phase 1: Evaluate what you want to achieve; then decide whether collaboration is the

right tool to achieve the goal.

e Phase 2: Determine who the important decision-makers are; then decide whether any
key players need to be on the team because of their ability to influence.

e Phase 3: Develop a base of shared knowledge between the team members. Ensure the
members understand the political history. Then, frame the purpose of collaboration
based on the facts.

e Phase 4: Reconsider the stakeholders with interest and capacity to influence the
assessment of the financial resources.

e Phase 5: Frame and recruit, develop a strategy to recruit other stakeholders, and then
build a plan to retain the partners. Solidify the connections with the emerging

interests in the mission.
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Phase 6: Develop a strategic plan to maintain continuity, accountability, and
responsibility for fulfilling the goal.

Phase 7: Circulate the plan to review an endorsement by all team members and
partners. Encourage partners to discuss action plans and their connection to the
corporate mission.

Phase 8: Continue to build and revise the action plan based on prior successes.
Develop the experience into a symbolic event that can be memorialized through
storytelling.

Phase 9: Document how the collaborations have built bonds between partners and
improved trust, loyalty, and professionalism. The strengthened relationships make
future collaborations more productive, and the players more willing to make
compromises.

Phase 10: Celebrate the success of the accomplishments with the partners. Make the
collaborators feel rewarded for their efforts and use external publicity to build
momentum to support the goal.

Phase 11: Check in with the partners to ensure they feel connected and supported
through the collaborative process; the communication can occur in a one-on-one or
group setting.

Phase 12: Begin measuring and tracking progress towards the goal and set a schedule
to monitor progress to ensure continued success and determine how the partners will
follow the performance.

Phase 13: Ensure that continued resources are available to fulfill the purpose. Two

types of change need to be monitored for continued success: first, a facilitative shift
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that has been developed through better relations; second, the targeted change that the
goal was intended to fulfill. Evaluate the forces that could potentially derail reform
and take measures to mitigate the effect.

e Phase 14: Continually remind the collaborative team how the goals have made a
difference and utilize benchmarks to track change. Ensure that the ongoing
collaborations are flexible enough to explore future options for replacement or
modifications of the policy.

The life cycle of collaboration helps develop a mental model for the process to ensure
continued success. Moreover, senior managers must provide ongoing support and commitment to
ensure future achievements. Studies by Ford (2020) have reported that executive leadership's
dedication levels through financial support and role modeling are noticeable to the entire
organization. Senior managers need to create dialogue and supportive stances with staff to build
cross-institutional collaboration in the organization. Grogan and de Weck (2016) claim the social
cohesiveness of trust and feelings of belonging to the team enables groups to build collaborative
learning patterns.

Encouraging Collaboration in Organizational Settings

Research has illustrated that collaborative learning discussions help encourage education
and gain support for new learning outcomes. Throughout the cooperative learning process,
employees must be able to take risks and make mistakes. It is essential to increase the
collaborative knowledge and build an influential collaborative culture that will strengthen the
organization by improving retention, engaging the workforce, increasing satisfaction levels, and
enhancing innovation capacity (Simper et al., 2018). The workforce will always make decisions

with the best intentions for the organization. However, Schuman (2006) indicated they may still
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not feel they have the authority to act on their choices unless they have participated in the
decision-making process. A collaborative organizational culture gives everyone a voice, so
employees know how to communicate in the collaborative process.

Aligning performance metrics between business units is critical for everyone to ensure
that effective collaboration occurs between departments. When parameters are not aligned within
the organization, silos can develop from the lack of inclusion and transparency (Schuman, 2006).
In collaborative organizations, managers and leaders must understand their role in facilitating the
organization's collaborative culture. Leaders need to support collaboration by investing time and
financial resources to support and reward cooperative behavior, according to Nicholas and West-
Burnham (2016). In addition, leaders need to develop accountability by promoting change
through collaborative processes that enrich the organizational culture.

Culture Change to Increase Employee Satisfaction

Overcoming resistance to change is a complex task; according to Kelman (2005). The
factors of resistance to change can be grouped into indigenous and exogenous factors. These
internal and external drivers can create conflict at the individual and organizational levels. One
additional component is personality dynamics; many theorists claim that change is related to the
individual's psychological state. Other aspects of personality traits related to change are the
individual's expectations, attitudes, and aspirations. Schnugg (2019) suggested that these
individual emotions and interactions can play into the resistance to organizational change.
Utilizing collaboration and building a blueprint for successful partnerships will provide the
greatest chance for victory.

At the corporate level, the development of new proposals can impact the attitudes and

behaviors of the workforce. Influencing change plans by encouraging or discouraging specific
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paths and showcasing the benefits to an organization's individual can help create cooperation.
Some additional skills to be showcased could include learning new and different skills and
developing new experiences that broaden corporate exposure, according to Bernato (2017). The
collaborative organization will experience success and failures as the workforce's competence
increases (Kelman, 2005). Most employees resist change because it requires something new that
has the potential to make procedures worse. Workers feel comfortable performing repetitive
actions for long periods, and typically, less competent employees resist change initiatives. Innes
and Booher (2018) implied that more competent employees embrace change and are more
willing to see improvements and efficiencies through new processes.

Success stories are used extensively to market services and educate the staff. These
collaborative organizations are characterized by the commitment to humanitarian and
participatory ideologies (Moshtari, 2016). Over time, corporate workers' behaviors become
embedded in the culture and their environment, constraining the ability to change the future.
Knowledge structures that are created by organizations encourage workers to focus on what they
are trained to accomplish, which makes it hard to notice signals indicating that change is needed
(Drummond, 2019). Job satisfaction is an essential organizational factor related to the resistance
to change signified by Kelman (2005). It increases when the interest and expectations of workers
match their perception and achievements. Job dissatisfaction is displayed as an unwillingness to
cooperate and contribute to the organizational goals.

External Environmental Factors of Job Satisfaction

People have differences in values and assumptions, and collaborative management

practices can help reconcile differences and bring a workforce in alignment with goals. As

organizational values and goals change, it may be useful for some and bad for others. The
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socialization process has a significant impact on human values, attitudes, and characteristics
(Moshtari, 2016). Calagione and Shister (2016) suggested that small organizational environments
can be described as comparatively stable and less likely to change. Small organizations can also
provide a healthier relational and better collaborative environment for the workforce.

One of a leader's difficult tasks is to behave in a fair, unbiased, and objective fashion
(Trevino et al., 2000). Corporate leaders can influence the workforce with the vision they create
and the attitude that is used to convey the vision. Lough and VVon Treuer (2013) found that
positive leadership styles can increase employee satisfaction levels and create a higher
probability for better organizational outcomes. Different leadership styles (Calagione & Shister,
2016) have been shown to increase or decrease employee satisfaction and productivity levels
within the organizations.

Traditionally, workers who are more resistant to change, feel more secure in a small
environment that collaborates versus a sizable top-down organization. Calagione and Shister
(2016) indicated that participatory and collaborative approaches to organizational development
programs could work for or against the organization. The concept of participatory management
can create a sense of ownership that leads to better sustainable growth (Kolavalli & Kerr, 2002).
Through collaborative management practices and organizational development programs,
participants feel empowered and develop better managerial capabilities that result in better
workforce opportunities.

Advocates of collaborative learning often utilize the learning culture as the key to
building an encouraging collaborative workplace training. One workplace model that has been

validated by Marsick and Watkins (2016) shows that empowerment and collaboration can
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enhance the capacity to learn and change. The model defines seven levels to increase job
satisfaction and promote ongoing change and learning:

e Continuous learning opportunities: Ongoing education and growth are needed to
provide a learning environment to learn on the job.

e Inquiry and dialogue: The organization resists creating a yes culture and supports
questioning and feedback. Through exploration, people gain interpretation skills to
express their views and develop the ability to listen and inquire.

e Team learning: The use of teams is needed to access various thinking types; culture
desires collaboration.

e Embedded system: Learning systems are with technology and are designed to share,
create, and maintain and are integrated with work.

e Empowerment: Leaders involve the workforce to develop and implement a shared
vision, and responsibility is distributed to encourage growth, satisfaction, and
learning.

e System connection: The organization is engaged with the community, and the
workforce understands the environment; hence, modifications can be deployed to
achieve effectiveness.

e Strategic leadership: The agency leaders use learning and design strategically for
business results, and the workforce is used to champion and support organizational
goals.

The model creates a continuous learning opportunity, generates inquiry and dialogue, and

encourages collaboration through team building. The model by Song et al. (2009) also
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establishes a system to capture learning and build connections to the organization, and it utilizes
collaboration to create a collective vision.

Bruggen (2015) investigated the relationship between the employees and how the
organization fulfilled its needs to influence job performance. The hypothesis presented suggested
that positive relationships result when the group fit of the environment filled the employee's
psychological needs and allowed for autonomy in their jobs. Increased feelings of competence,
satisfaction, and commitment within the organization developed along with job performance as
autonomy and collaboration increased. Bruggen’s (2015) results showed that internal
motivations influence employee workplace fit and that the employees need to meet their
psychological needs intrinsically or extrinsically.

A combination of experiences can drive motivation. Ryan and Deci (2000) defined the
different types of motivation as autonomous and integrated into the self by an independent
individual. The employee's perception of work related to self-autonomy determines how the
relationship with the organization and their job performance improves performance both for the
individual and the organization with increasing competency perception. Kuvaas (2007) studied
the relationship between intrinsic motivation and job performance in public sector employees to
explore the need for job satisfaction and the employee perception of support from the
organization. The results indicated that work conditions that support task interdependence
increase intrinsic motivation.

Managers from all types of organizations interact in different ways that could be
interpreted as aggressive rather than motivated for a collaborative relationship. Adversarial
relationships between managers and staff can be difficult for the organization and the staff

members they supervise. Finding shared interests can mitigate hostile relationships and develop
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better corporate managers. Leaders from all sectors can accomplish more by nurturing
collaborative partnerships that serve the interests of everyone, according to Rubin (2009). By
being proactive with collaborative efforts, managers can build resilience within their
organization to successfully create win-win results and make themselves more valuable.

The collaborative process can also present an opportunity to build social capital and
networks that can enhance problem-solving capabilities, increase employee satisfaction levels,
and develop better communication skills. The collaborative process serves as a mechanism to get
to know one another on the team, according to Ford (2020). When problems arise during the
implementation process, the team can work together collaboratively to create a fair resolution to
solve the problem. By building repour and trusted relationships, team members are more likely to

work together to problem-solve and create a beneficial synergistic response.
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Chapter 3: Research Design and Methodology

A research project's methodology is essential to ensure a step-by-step plan is established
to provide qualified work direction. A phenomenological research design was chosen to analyze
human resource executives' life experience and techniques to determine the best practices for
increasing employee satisfaction levels (Groenewald, 2004). This chapter will illustrate the
research design and methodology employed for this study. The research questions will first be
reiterated, followed by a dialogue of this qualitative study's nature. The nature of the research
will also describe the assumptions and the strengths and weaknesses of a phenomenological
process used in research. An outline of the structured process of phenomenology (Van Manen,
2016) will be presented along with the methodology used for conducting the study. The research
design section will go into more detail about the participants and how they were selected.
Protection of human subjects is a sensitive topic that must be respected to ensure the participants'
safety. The researcher will provide a plan to provide complete anonymity, and the research
protocol was reviewed by the Internal Review Board (IRB) before any research was conducted.

The data collection techniques will be provided in detail, and a plan to transfer the audio
data into a format that can be coded and analyzed to develop a conclusion. The interview
protocol is reviewed, and the peer and expert review process support the interviews' validity and
reliability. A statement of personal bias is discussed through the bracketing and epoche method.
The data analysis and coding section will also be presented to gain further insight into the
research process. The analysis will be processed through a four-step interrater reliability method.
Once consensus is reached with the initial interviews, the process will continue with the
remainder of the interview sessions. Finally, a summary of the chapter will be presented to

conclude the methodology and introduce the research findings.
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Restatement of Research Questions
The research questions focus on the study and document experience, as understood by the
participant. The following questions were asked to accomplish the objectives of this study, which
is primarily to determine the answer to these following four research questions:
e RQ1: How do human resource executives define, measure, and track desirable levels
of job satisfaction?
e RQ2: What challenges do human resource executives face in implementing these
strategies?
e RQ3: What challenges do human resource executives encounter when trying to
increase employee satisfaction levels?
e RQ4: What advice would human resource executives give aspiring human resource
executives for increasing job satisfaction levels?
Nature of the Study
Human Resource Directors highlight the importance of employee satisfaction levels
within organizations. Ongoing theoretically grounded qualitative research is needed to
advance the sector further. Furthermore, organizational leaders recommend that qualitative
research methods provide a sound rationale for selecting research designs and developing
related concepts to organizational problems (Brewerton & Millward, 2001). They maintain
that qualitative research can improve the ideas regarding human resource management
practices and influence decision-makers on experiential service-learning.
This qualitative descriptive research studied the unique phenomena of human resource
directors' working in various public agencies and how they approach employee satisfaction

levels. The public organizations considered for this study's purpose are all based in California
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and range from medium to large in terms of employee staffing levels. The qualitative research
involved an inquiry into the experiences of work-related social problems as revealed by the
participants. The study attempted to quantify and create meaning from individual experiences.
The qualitative method applied involved using open-ended questions that allowed the subjects to
expand on their encounters (Creswell & Creswell, 2017). These responses were then categorized
into overarching themes (Lewis, 2015). Some of the strengths of this research study include:

e Knowledge-based information on the phenomenological experience

e Analysis of the events is completed in a systematic format analyzing themes.

e The research is organized utilizing a theoretical format.

e More details about complex issues can be attained.
Some of the weaknesses of this phenomenological study are:

e The experience is through the viewpoint of one individual.

e The information could be misinterpreted

e The data can be challenging to analyze

e The research data gathered may not be typical of the broader community
This awareness helped ensure the interview process and the data generated through the
interviews are of high quality. They will be useful for further research about employee
satisfaction.
Methodology

The methodology utilized in this research employed a qualitative, descriptive,
phenomenological research approach to gain an understanding of human resource directors'
opinions about their team members' current workplace satisfaction. The study utilized a semi-

structured interview technique. The essential advantage of this method is that the collected data

75



can be analyzed and differentiated to prove or disprove a hypothesis. The semi-structured
interview is an interview-style where discussion with guiding questions is somewhat informal
and systematically leads the conversation. It is also less rigid and lends itself to gather unfiltered
information (Seale, 1999). This technique has proven extremely suitable for research methods as
it is flexible and provides more latitude for the participants to share more details.

A Structured Process of Phenomenology

Richards and Morse (2012) explain that the phenomenological research approach is an
essential philosophical effort established by Edmund Husserl (1859-1938). Within
phenomenology, there are two underlying assumptions. The first assumption is that the world's
perception creates an inference of evidence through the lens of how it has been lived. The second
assumption is that the consciousness of life experiences makes human existence meaningful.
However, this existence relates to being in the world only within an individual's personal
context.

The primary characteristic of phenomenological research is its detailed and in-depth
phenomenological investigation. In this method, the interview process aims to determine how the
research participants experienced the phenomenon instead of how they perceive the studied
phenomenon (Moerer-Urdahl & Creswell, 2004). The phenomenological reduction process used
by Eddles-Hirsch (2015) helps the researcher keep an open mind and listen to the participants'
answers. Traditionally, phenomenological research was accomplished through the process of
epoche, wherein the researcher maintains an open mind, and purposely sets aside any
preconceived knowledge or beliefs that could be used to explain the phenomena being studied.
At the completion of the interviews, the researcher would develop a report based on the

structural description to provide a fundamental understanding of the researched phenomena.
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Appropriateness of Phenomenology Methodology

Research that studies employee satisfaction levels requires a flexible framework that will
allow the problem to be considered from different angles. For this study, a semi-structured
interview process was used to generate data to frame an interpretive approach in a business
setting (Reiter et al., 2011). Seidman's (2013) assessment indicates that a flexible research
methodology would be more valuable when studying multi-concept phenomena in an applied
professional setting. Therefore, the phenomenological approach was used to accomplish the
research.

According to Richards and Morse (2012), a phenomenological inquiry does not need a
targeted direction. Researchers might be interested in understanding the participants’ experience
and the experience's effect during a particular phenomenon. When thinking phenomenologically,
researchers attempt to understand how people view the world around them (Moerer-Urdahl &
Creswell, 2004). Every individual's description of events is based on their perception and form of
interpretation. People consciously experience objects through intuition; however,
phenomenological experiences may not be realistic because lived experiences are essential to
understand the former.

Research Design

This research study used a qualitative phenomenological approach to inquire and
answer the research questions. To develop accurate qualitative data from the participants,
selection criteria were established within the analysis unit, population, sample size, and

sampling technique.
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Analysis Unit

This study's unit of analysis is one organizational leader with the human resource
director's job title. Employees with this job title are typically responsible for the development of
corporate culture and employee satisfaction levels. This position is targeted because experienced
human resource directors have developed strategies to navigate employee satisfaction concerns.
The human resource director position has the highest probability of knowledge and work
experience with employee satisfaction levels within the organizational setting.
Population

The population of participants consisted of both male and female executives. All
participants were in the state of California at the time of the interview. The population for this
research study was retrieved from the Transparent California website

(https://transparentcalifornia.com/) during January 2021. This website lists all public agency

employees with their job titles and their annual salary. The total number of positions listed on the
website for 2019 exceeds two million total employee records. The job title "Director of Human
Resources™ was searched within the website, and the year was set to 2019 data using the
advanced search feature. These settings were chosen to attain the highest probability that the
individuals will still be employed in their current role as human resource director. The human
resource director's position will have detailed knowledge and share experiences and strategies to
overcome problems related to the situation.
Sample Size

The search results yielded 108 potential candidates for the interviews. To narrow down
the potential interviewees, the search was made more specific. An email invitation was sent to

each potential participant who met the qualifications. The email indicated that they were chosen
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to participate in a research study regarding employee satisfaction. The email also stated that there
would be discussion through an interview process on the best practices they use to measure and
manage organizational satisfaction levels. A postcard invitation was also sent in January of 2021
to the pool of potential candidates. The additional effort of two modes of contact helped ensure
the minimum candidate sample of 15 participants could be achieved.

The requirements for a population sample size of a qualitative study vary greatly by
different phenomenological researchers. Flynn and Korcuska (2018) reported that a three-phase
investigation around the standards of phenomenological research practices identified the sample
sizes needed for a valid phenomenological study is three to nine subjects. According to Creswell
and Poth (2018), the sample size of 15 was sufficient to ensure data saturation was achieved
during the coding process. To confirm there would be adequate data to explore multiple
concepts, 15 participants were selected to understand the phenomena clearly.

Purposive Sampling

A purposive sampling methodology was utilized to acquire participants from other public
organizations to show different perceptions of employee satisfaction levels. The information
provided by the participants included personal stories, observations, and documents. The
purposive sampling interviews provided phenomenological data based on experience in attaining
the organization's desired overall employee satisfaction levels. A purposeful sample of 25 was
chosen to optimistically interview 15 participants. The final participant sample was selected
based on the level of experience with managing employee overall satisfaction levels.

According to Emmel (2013), six common themes highlight the strengths and weaknesses
of purposive sampling:

e Researchers make judgments about what to sample and how to sample their research
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e The judgments reference what is known about the phenomena being studied
e Researchers are meticulous in selecting a limited number of instances that produce
the most data
e Knowledge of the audience for the research can bias sampling strategies
e Decisions are constrained by resources and addressed after the first four items are
considered
e There are many different logics to qualitative sampling strategies, and the approach is
based on the researcher's purpose
Purposive sampling, if performed appropriately, can give an equal chance of inclusion and
selection. Various strategies can randomize or stratify the study to provide credibility to the
research and the audience.
Participant Selection
A phenomenology study component is to choose participants who have knowledge and
experience in the phenomenon being studied (Creswell & Poth, 2018). The following steps were
taken to derive the list of potential interviewees who could have experience with managing
employee satisfaction levels. A master list was generated using a database of public agency
employees. The list was copied and pasted from the Transparent California website to an excel
worksheet. The initial list was further refined using criteria for inclusion and exclusion. Last, the
criteria for maximum inclusion were applied to generate a sampling list of 25 potential
candidates to attain 15 interviews.
Sampling Frame
The initial sampling frame was comprised of a queried list of 108 individuals who

worked for California public agencies and held the job title of Human Resource Director during

80



2019. The list was moved to an excel spreadsheet and every record contained the job title, name
of the individual, and the agency where they worked. The duration for which these personnel
were employed in their positions was not considered for the participants' initial selection. These
personnel were working for various public agencies across the state of California. The types of
agencies represented included cities, water districts, school districts, and counties.

Criteria for Inclusion. The first criterion for inclusion in the research was the use of the
job title, "Director of Human Resources,” pertaining to the year 2019, which was queried from a
list of all California public agencies listed on the Transparent California website. After the initial
list was developed, additional criteria were added in the following order:

1. The Human Resource Director was responsible for managing and maintaining

employee satisfaction levels.

2. The organization was greater than 50 employees.

3. The organizations conducted an employee survey on employee satisfaction within the

last 24 months.

Criteria for Exclusion. A criterion for exclusion was also applied to reduce the number
of eligible participants further to reach the target sample size. The criteria for exclusion were
applied as follows:

1. The director has less than five years' experience in the position.

2. Unavailable to meet for a virtual interview during January or February.

3. Would disapprove of the interview being recorded.
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Criteria for Maximum Variation. The maximum variation technique was utilized to
distinguish and understand how a phenomenon can be experienced by different people
(Bloomberg & Volpe, 2018). This strategy aimed to increase the perceptions coming from a
diversified group of public agency human resource directors. The variation of the respondents
was maximized to ensure diversity in the responses. Agency employee totals were also used to
categorize each candidate who met the criteria for inclusion. The final list included a diversified
group of candidates from medium and large organizations. The subjects were selected because
they had the work experience and knowledge to be of value to the study.

Protection of Human Subjects

Research permissions and authorization were obtained from the IRB before contacting
participants or acquiring survey data. Informed consent was obtained from the participants
before beginning the interview process. A confidentiality clause was included with the preamble
instructions, along with the proposed interview questions. Ethical concerns were addressed by
utilizing the following guidelines while the research was conducted:

e Respect for privacy interests

e Concern for welfare and respect of the individual

e Equitable and fair treatment of the participants
The interview instructions informed the subjects that their participation in the study is entirely
voluntary and that the risk level of participation is expected to be low. They were then provided
with an overview of the interview risks, including potential stress concerning job satisfaction.
There were no conflicts of interest related to this interview because there was no association

between the interviewer and the interviewees.
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The researcher made every attempt to ensure that the respondents were not deceived or
misled by the survey questions at any point in time. Participant anonymity was affirmed by
ensuring that responses cannot be tied back to any participant. The interview transcriptions were
assigned a number based on the date and the order in which the interview was conducted. An
excel spreadsheet with the participant's name, the agency, and the corresponding identification
number is stored on a personal computer with no public access to ensure the transcript cannot be
connected to any individual. The collected data will be retained by the researcher for three years,
as required by federal law. The survey results were confirmed to be used solely for societal
benefit purposes and better understand the best practices that can be employed to increase
employee satisfaction levels and how collaboration is related to job satisfaction. No money or
compensation of any kind was provided to the participants for taking part in the survey.

Data Collection

Before the data collection process, all participants were initially notified via email and
after agreement followed up with the IRB-approved recruitment script. The script provided
detailed information about the purpose of the study and introduced the researcher to the subject.
Once the participant provided approval to take part in the research study, an interview time and
date was arranged. Approximately twenty minutes prior to the scheduled interview meetings, the
researcher prepared the audio recording devices, and the Zoom website was set up to record the
interview. At the scheduled appointment time, the Zoom session was initiated, and the interviews
began.

The discussions were conducted using a semi-structured interview method. The meetings
were audio-recorded using a high-quality device that was later used to transcribe to text format

using Otter Al software on the investigator's personal computer. Upon completion of the
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transcription process, the data was reviewed for accuracy and clarity. The data was further
analyzed and labeled with an alias and generic titles to also protect the participants. The
transcripts were indicated only by a serial number assigned to each participant that only the
researcher could access. The audio recordings were stored on a USB memory stick in a locked
cabinet drawer located in the researcher's home. After three years of retention as required by
Federal law, the data will be erased and destroyed.

Interview Techniques

The interview meeting dates and times were scheduled individually with each research
participant through email. Before starting each meeting, an interview guide was assembled, and
basic broad-level questions were first asked to establish trust and comfort. A quick cultural
assessment was performed to safeguard sensitivities to the interview questions were meeting
expectations. The interviewer approached the interviewees with an open and curious attitude to
quickly build rapport.

Data was collected by interviewing the participants over Zoom and by telephone with
the research questions in a semi-structured open-ended style. The discussion involved social
interfacing and encouraged conversation to extract further details about the phenomena. In
qualitative research, the researcher uses the conversation to understand the experience more
fully from the participant's perspective (Creswell & Poth, 2018). This study used semi-
structured interviews, which utilized open-ended inquiries to elicit detailed responses
(Baumbusch, 2010). The researcher used an established interview protocol to elicit
responses that helped gather additional research questions. During the meeting, follow-up
questions were invited to confirm whether the participants correctly understood the questions.

The researcher used active listening skills and, in some cases, limited the responses to ensure all
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questions could be answered in the allotted time. After the meeting, the researcher expressed
gratitude for participating and provided contact information for further follow-up after
completing the study.
Interview Protocol

Face-to-face interviews were not possible due to the current worldwide COVID-19
pandemic situation. All the interviews were conducted and documented using the Zoom web-
based video conferencing, which provides a platform wherein individuals can see and hear each
other in a live setting. The sessions were also audio recorded with a high-quality device to
facilitate replaying, transcribing, and coding of the spoken words into data. The semi-structured
interviews were restricted to one hour to keep the conversations on track and to the point. The
validity of the questions is imperative to the study's rigor and to ensure the quality of
information.
Interview Questions

The following interview questions were asked during the meeting:

Ice breaker: How did you get started in the human resources field?

e 1Q 1: How would you define the desired level of employee satisfaction you aspire to

reach?

e 1Q 2: How do you measure the level of employee satisfaction?

e |Q 3: What indicators do you use to track them?

e 1Q 4: If you had to pick one, what would you say your single most effective strategy

is to increase employee satisfaction?
e 1Q 5: What other strategies do you use at your organization to increase employee

satisfaction?
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e |Q 6: How are these strategies arrived at?

e |Q 7: What obstacles do you face in achieving your desired level of employee

satisfaction?

e 1Q 8: What internal and external resources do you use?

e 1Q 9: Look for follow-up questions to get clarity

e 1Q 10: What are some strategies you have used to improve employee satisfaction you

would want NOT to repeat? Why?

e |Q 11: What pitfalls would you warn aspiring HR execs to avoid?

Validity and Reliability. The first step in ensuring the research's validity was to suspend
expectations and bias in the research questions and answers during the interview process. The
second phase of the validation check was performed through a three-step peer evaluation process
(Golafshani, 2003). In this phase, the questions were rephrased based on peer feedback and
asked by reversing the original questions' wordings. The researcher plans to maintain the highest
integrity level throughout the research procedure to ensure reliability and validity are
incorporated into the final data.

Prima Facie Validity. The prima facie and validity will be established with all question
by determining the level of experience and awareness each participant has with the topic.
Creating prima facia ensures the interview questions are valid and helps to focus the participants
on the subject. Each of the research questions was devised through the literature, along with a
colleague and expert review procedure. All the interview questions were related to the four
research questions and were shown to be valid for clearness and use. Prima facie validity was

determined positive and is shown below in Table 2.
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Table 2

Research Questions and Corresponding Interview Questions

Research Questions

Corresponding Interview Questions

RQ1: How do human resource executives

job satisfaction?

define, measure, and track desirable levels of

IQ 1: How do you sustain employee

engagement and job satisfaction?

IQ 2: How do you maintain employer/

employee relationships?

IQ 3: How do you ensure open

communication within the workforce?

IQ 4: How does absenteeism and employee
productivity affect employee satisfaction

levels?

RQ2: What challenges do human resource
executives face in implementing these

strategies?

IQ 4: How do you measure employee

satisfaction?

IQ 5: How do you improve workplace

satisfaction?
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Research Questions Corresponding Interview Questions

RQ3: How do human resource executives IQ 6: Do you track your employees'
define, measure, and track job satisfaction motivation levels by observing their
levels? enthusiasm and engagement in collaborating

with their colleagues and involvement in

team activities?

IQ 7: In your organization, are employee
opinion surveys used to determine the level

of job satisfaction among your workforce?

IQ 8: In your organization, are annual
performance appraisals used to measure

employee performance and job satisfaction

levels?
RQ4: What advice would human resource 1Q 9: How would you evaluate the
executives give for increasing job effectiveness of your measures towards
satisfaction levels? ensuring employee satisfaction?

IQ 10: What should human resources
managers measure to increase awareness for

job satisfaction levels?

Note. Table 2 Research Questions and Corresponding Interview Questions. This table identifies
four research questions and related interview questions as developed by the researcher.
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Peer-Review Validity. An outside expert provided a peer review to review and validate

the data collection methods and interview protocol. A list was developed to help support the

research questions and with the subsequent interview questions. The researcher identified and

recruited one subject matter experts to take part in an assessment process. The reviewer was

provided both the research and interview questions. The peer reviewer was then asked to

complete the following in order:

1. Examine each research question, along with the matching interview questions.

2. For each interview question, think about how well the question focuses on the

research question.

3. If the interview question is appropriate for the research question, mark it as "Keep as

stated." If the question is not relevant mark as "Delete."

4. If the interview question can be modified, suggest your modification, or additional

questions can be recommended as you see necessary.

Following the peer review validity process, the recommended changes were made to the

interview questions, as shown in Table 3.

Table 3

Peer-Review Validity

Research Questions

Corresponding Interview Questions

RQ1: What challenges do human
resource executives encounter when
trying to increase employee satisfaction

levels?

IQ 1: What challenges do you face when trying to
increase employee engagement and job

satisfaction levels?
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Research Questions

Corresponding Interview Questions

IQ 2: What challenges have you personally
experienced in maintaining or increasing

employee satisfaction levels?

IQ 3: Why do you think there are so many
constraints in increasing employee satisfaction

levels?

RQ2: What strategies do human resource
managers utilize to overcome the

challenges of employee satisfaction?

IQ 4: What type of collaborative strategies are
utilized in your organization to increase employee
satisfaction levels?

IQ 5: How does the overall working environment
impact employee satisfaction levels?

IQ 6: What strategies have you deployed to

increase employee job satisfaction levels?

RQ3: How do human resource
executives define, measure, and track job

satisfaction levels?

IQ 7: What should human resources managers
measure to increase the awareness of job

satisfaction levels?

90




Research Questions Corresponding Interview Questions

IQ 8: How do you conduct employee performance
appraisals used to track employee job satisfaction

levels?

1Q 9: What tools do you use to determine the

level of job satisfaction within your workforce?

RQ4: What piece of advice do you wish | 1Q 10: What strategies have you successfully used
you were given when you first started to increase employee job satisfaction levels?

this position?
IQ 11: How does employee satisfaction results

influence your organization’s HRM policy?

Note. Table 3 Research Questions and Corresponding Interview Questions (Revised). This table
identifies four research questions and related interview questions with revisions based on
feedback from peer reviewers. Following this, subsequent changes were made to the order and
phrasing of questions within the interview protocol.
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Expert Review Validity. An expert review validity procedure was determined and

deployed to remedy suggested peer revisions to the research and interview questions where the

researcher disagreed. The dissertation committee provided the professional evaluation to decide

whether the researcher should implement the peer review recommendations in the interview

procedure. Some questions were modified, and the changes were incorporated during the expert

review process. The final changes are noted in Table 4.

Table 4

Expert Review Validity

Research Questions

Corresponding Interview Questions

RQ1: How do human resource executives
define, measure, and track desirable levels

of job satisfaction?

1Q 1: How would you define the desired level of
employee satisfaction you aspire to reach?

I1Q 2: How do you measure the level of
employee satisfaction?

IQ 3: What indicators do you use to track them?

RQ2: What strategies do human resource
managers utilize to overcome the

challenges of employee satisfaction?

1Q 4: If you had to pick one, what would you
say your single most effective strategy is to
increase employee satisfaction?

1Q 5: What other strategies do you use at your
organization to increase employee satisfaction?

IQ 6: How are these strategies arrived at?
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Research Questions Corresponding Interview Questions

RQ3: What challenges do human resource
managers encounter when trying to 1Q 7: What obstacles do you face in achieving

increase employee satisfaction levels? your desired level of employee satisfaction?

1Q 8: What internal and external resources do

you use?

1Q 9: Look for follow-up questions to get clarity

RQ4: What advice would human resource | 1Q 10: What strategy have you used to improve
executives give aspiring human resource employee satisfaction you would want NOT to
executives for increasing job satisfaction repeat? Why?

levels?
I1Q 11: What pitfalls would you warn aspiring

HR execs to avoid?

Note. Table 4 Research Questions and Corresponding Interview Questions (Revised). The table
identifies four research questions and related interview questions with revisions based on expert
reviewers' feedback (committee). Subsequent changes were made to the order and phrasing of
questions within the interview protocol.
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Reliability of the Study. The reliability of the study was determined by testing the
research data. This procedure is commonly performed in most other research methods, and good
qualitative research helps comprehend unclear phenomena. Unexplainable cases or situations can
provide better results in a qualitative study when the reliability is tested to check qualitative
research's preeminence. Coded data can help create an understanding of what the study intends to
investigate (Creswell & Creswell, 2017). Since the purpose of the research is to understand and
improve employee satisfaction levels, the qualitative process is reliable. Reliability can be
assessed when planning or undertaking qualitative studies, assessing study findings, and
determining the research condition.

Pilot Study. An initial pilot was tested to confirm if the process, as theorized, could be
put into practice. Many audio platforms that provide transcription services are available with a
wide selection of output variables. The reliability of the transcription process was tested through
trial audio that was transcribed by various transcription platforms. The application that provided
the most reliable and best transcription accuracy was selected as the final choice. Next, the test
transcription was imported into two competing qualitative analysis software packages. Although
both software's coding ability was similar, one software proved to be much easier to navigate and
use. The program also offered a robust selection of graphical features to help illustrate the data.
Therefore, this software was selected as the final option for use.

Statement of Personal Bias

Bias was excluded by explaining the findings and data collected during the interview
process. Consistency was preserved throughout the research study, and personal bias was
acknowledged and avoided during the interview process. The interview questions and the

interview results were processed by ensuring that the interview guestions included demographic
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criteria that were adequately vetted and directed to the correct participants. The power of
utilizing interviews can be seen when the items complement one another and boost the
consistency and validity of the data collected (Gentles et al., 2015). During the data collection
research, the knowledge obtained from each interview was complemented by the information
learned from the other questions.

Additionally, the interview questions were developed before data collection and were not
changed throughout the dissertation study. The static process helped in maintaining focus on the
goal of the research. The transcribed data collected from the interview respondents were
precisely checked for errors by scrutinizing the information. These tasks helped in ensuring the
reliability of this qualitative phenomenological exploratory research dissertation. Two additional
factors that could bias the data are personal knowledge of collaborative practices and the
potential issue of subject recall bias. Having intimate knowledge and awareness of collaborative
management practices could influence how the researcher asks the questions. To avoid this bias,
a strategy to not engage in personal stories or inquire about mutual understanding of experiences
was utilized.

Recall bias is initiated when people have trouble remembering past events accurately.
Interview subjects typically do not have a thorough or correct recollection of past events. To
avoid recall bias from causing inaccurate data collection, the questions were methodically
defined. Peer review was used to help ensure that there is no misunderstanding about what the
research question conveys. Choosing the right data collection method also helped the researcher
ensure that the data collected helped achieve the research goals (Schulz & Grimes, 2019).
Finally, the subjects were given sufficient time for recall of long-term memory to accurately

account for experiences and reduce recall bias
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Bracketing and Epoche

A phenomenological study has the potential power to create a nuanced understanding of a
lived experience. The findings of this research were kept free from bias by applying Husserl's
concept of epoche and bracketing of preconceived ideas from the researcher (Roberts, 2019).
During the bracketing process, ATLAS.ti Version 9 was used to conduct an initial review of
common themes. As the automated themes were reviewed, epoche was applied by the researcher
to any modifications performed to the selection set and applied to the coding system. As an
additional validation process for the codes generated by the software, a peer evaluation was
performed by two expert coders, and the dissertation committee approved the final codes and
process.
Data Analysis and Coding

Inter-rate reliability was used to consolidate the co-reviewer method. Interview questions
were evaluated independently, the key phrases and codes were developed, and significant
concepts and themes were developed. The researcher collected qualitative data by scrubbing the
transcribed audio and taking notes after each meeting. The researcher incorporated their thoughts
into the interviews and properly documented their experience in the notes. The information from
the interviews was collected then transcribed and imported into ATLAS.ti Version 9 for coding.
To ensure that the transcribed data was meticulously organized, the transcriptions were
categorized by their answers. In addition to this, the researcher wrote down specific notes that
they had throughout the interview.

The conversations were documented by recording the interviews on Zoom and through an
audio recording application as a backup. The recorded audio was then transcribed using the

Otter.Al software application. After the data was transcribed, the researcher reviewed the text
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and corrected transcription errors. Next, the transcribed data was scrubbed, and the data was
loaded into qualitative analytic software to search for the most relevant and common themes.
The themes were further reduced and then broken down into smaller categories. These themes
were also evaluated and presented to the committee for final approval.

Interrater Reliability and Validity

To make sure interrater reliability and validity are achieved, a four-step process was

utilized as follows:

4 Step Process:

e Baseline Themes — The initial three interviews were performed, the research was
transcribed, coded, and the main themes of the study were created for each research
question.

e Interviewer Review — The researcher shared the findings with two co-raters through
the transcriptions and the coding performed. The co-raters provided recommendations
for change to the codes and themes. The goal was to achieve agreement regarding the
final coding and themes of the research.

e Baseline Themes — Once an agreement has been reached, the researcher continued to
code the remaining twelve transcripts with the same system as the first three.

e Interrater Review — Step two was repeated after the remaining interviews were
performed, and the final codes and themes were developed and sent to the committee.

Data Presentation
The data generated by the coding process is presented in tabular and graphical formats.
ATLAS.ti 9 provides multiple outputs to help visualize the data. The first is using a word cloud

that enlarges the most common wording from the study and minimizes the least used words. In
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addition, a Sankey diagram will be presented to visualize the connections between different
coded themes. The numerical data results were tabulated by using bar charts and tables provided
in Microsoft Excel. The graphical data is presented in chapters four and five.
Chapter 3 Summary

The research utilized qualitative interviews to generate data for analytical purposes for
employee satisfaction levels. The fifteen research candidates were composed of human resources
directors from public agencies across the state of California. Data collection took place using a
phenomenological exploratory design methodology. The research questions were asked in a
semi-structured interview style. During the discussions, the audio was recorded, transcribed
verbatim, and then coded using qualitative software. Prima facie, research study content, and
peer review validity of the data collection methodology were discussed. The data was then
broken down into themes and further utilized to test the dissertation research hypothesis

presented in Chapter 4.
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Chapter 4: Findings
This quantitative study aimed to examine different ways to manage job satisfaction levels
in public organizations. The objective was to increase the understanding of various employee and
leadership interactions and how they benefit the organization. This chapter illustrates the
research questions and the results that the Researcher developed through the semi-structured
interview process. The research questions are:
e RQ1: How do human resource executives define, measure, and track desirable levels
of job satisfaction?
e RQ2: What strategies do human resource managers utilize to overcome the challenges
of employee satisfaction?
e RQ3: What challenges do human resource managers encounter when trying to
increase employee satisfaction levels?
e RQ4: What advice would human resource executives give to aspiring human resource
executives for increasing job satisfaction levels?
The Researcher utilized 11 interview questions to answer the four overriding research questions.
Since human resource directors are in the primary role of managing employees' satisfaction
levels within an organization, they were targeted to interview and answer the questions shown
below:
Icebreaker: How did you get started in the human resources field?
¢ How would you define the desired level of employee satisfaction you aspire to reach?
e How do you measure the level of employee satisfaction?

e What indicators do you use to track them?
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e If you had to pick one, what would be your single most effective strategy to increase

employee satisfaction?

e What other strategies do you use at your organization to increase employee

satisfaction?

e How do you finalize these strategies?

e What obstacles do you face in achieving your desired level of employee satisfaction?

e What internal and external resources do you use?

e Look for follow-up questions to get clarity

e What strategies to improve employee satisfaction would you NOT want to repeat?

And why?

e Against what pitfalls would you warn aspiring human resource executives?

The interview subjects replied to these questions by explaining their experiences with
managing employee satisfaction levels through their initiatives. The Researcher utilized a
conversational approach to obtain insights into the experiences and recorded each interview to
analyze the data and extract themes that could be coded. By examining the coded responses, the
Researcher developed the best practices utilized by human resource directors in planning
employee satisfaction initiatives. This chapter will provide points of interest to think about and
apply within their organizations.

Participants

The participants in this research study consisted of human resource directors employed in
California public agencies. Purposeful sampling was utilized to narrow the initial selection set
down to 44 participants. After sending 111 emails to qualified participants, and receiving

minimal response, follow-up phone calls were made to secure the final 15 interviewees. The
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selection process required meticulously selecting human resources directors who were
knowledgeable and experienced in managing employee satisfaction levels rather than using a
convenient sample. The 15 participants represented a small segment of the human resource
directors in California public agency sector. The types of organizations represented included
school districts, cities, special districts, and utilities.

Data Collection

After IRB approval was granted on February 25", 2021, the Researcher contacted the
potential subjects through email. The email addresses were obtained by searching the
organizations' websites and messaging the interviewees on LinkedIn. The Researcher followed-
up with phone calls to many of the potential subjects. Phone calls were made to confirm that the
message was received by the intended person and to potentially set an interview time. The
participants were all provided with the IRB-approved recruitment script. After the Researcher
confirmed the participants' availability through phone call, the Researcher provided them with an
IRB-approved consent form.

All the participants consented and agreed to participate in the interview. Before
conducting the interview, the Researcher informed the participants about the purpose of the
study. The participants were also told that the Researcher would not disclose their identities. The
subjects were then informed that the interview could be stopped at any time, and that during
opening conversations, the participants could ask questions about the research and how the
information would be summarized and documented.

The interview dates are shown in Table 4 and the time allotted for each interview was 60

minutes, the actual interviews took between 22-43 minutes with the average length being 34

minutes. The interviews were semi-structured to allow the participants the opportunity to expand
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on the questions with personal knowledge. The interviews were audio recorded using Otter.ai
transcription software. The transcriptions were then imported into ATLAS.ti qualitative analytic
software.

The informational data was collected using semi-structured interviews where participants
were encouraged to talk about employee satisfaction strategies openly. Notes were also used as a
backup to the semi-structured interview process. The notes helped document the informal
conversations and information obtained by the Researcher during the interview process and
served as a reference when coding the themes.
Table 5

Interview Dates

Participant Date

A 2/26/2021
B 2/26/2021
C 3/1/2021

D 3/1/2021

E 3/1/2021

F 3/2/2021

G 3/2/2021

H 3/2/2021
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Participant Date

I 3/2/2021
J 3/3/2021
K 3/3/2021
L 3/3/2021
M 3/4/2021
N 3/4/2021
@) 3/4/2021

Data Analysis

The Researcher carried out the qualitative data analysis using qualitative research
techniques. After reviewing the transcripts, the Researcher created a list of possible categories to
code the data. The initial examination revealed 46 keywords that were related to the research
questions. The Researcher independently broke down the interview questions into categories
after completion of the third interview. The Researcher and two peer reviewers completed the
second level of coding by examining the words that were combined into each theme. After
agreement on the coded words and completion of the interviews, the Researcher completed the
coding process. The ATLAS.ti program was used to manage the data and further examine the

frequency of the coded words.
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Inter-Rater Review Process

The Researcher met with a peer-review group through a Zoom session that included two
doctoral candidates from the Doctor of Education in Organizational Leadership (EDOL) at
Pepperdine University. During the initial meeting, there was discussion about how the
Researcher had applied the quantitative analysis to derive the initial codes and themes. Potential
changes to the theme organization were discussed and changes were made to the coded words in
each category. During the second meeting, additional coded words that the Researcher had
initially developed were rebranded to capture broader themes. Most of the coding performed by
the Researcher was agreed upon, but there was some disagreement about the meaning and
allocation of themes. After further discussions, the Researcher agreed with the peer group and
decided to regroup some of the coded words under different themes. The list was further
reviewed, refined, and agreed upon. The Researcher completed the remainder of the coding with
the agreed methodology. The Researcher then continued to transcribe the remaining interviews
and code and categorize the final transcriptions.
Data Display

The data was organized and presented in graphical form. The Researcher identified the
transcription questions of the related interview questions and then read and applied the coded
words. The Researcher then summarized the information based on the theme's frequency, and the
results are presented as a visual bar chart. The charts and graphs were organized by the
frequency of the response in descending order. Each research question was summarized and
described with a chart. Also, quotes obtained by the Researcher from the interview process were

utilized to tie the data together.

104



Table 6

Inter-Related Coding Table Edit Recommendations

Interview Inter-rater o _
Items Modification Applied
Question Recommendations
1 Satisfaction Expectation Expectation
1 Participation Happy Happy
4 Attitude Engagement Engagement
6 Feedback Communication Communication
7 Competent Accountability Accountability
9 Relations Community Community
10 Satisfaction Connected Satisfaction
11 Retention Compensation Compensation

Research Question 1

RQ1: How do human resource executives define, measure, and track desirable levels of

job satisfaction?

In relation to the RQ1, the participants answered the following three interview questions:

How do you measure the level of employee satisfaction?

What indicators do you use to track them?

How would you define the desired level of employee satisfaction you aspire to reach?

The subjects’ responses were evaluated and initially coded into eight categories to establish
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consistency. These were further refined and reported as five themes to answer RQ1.
Interview Question 1

How would you define the desired level of employee satisfaction you aspire to reach?
Figure 1

Interview Question 1

Interview Question 1 - Coding Results
n =15 multiple responses per interviewee

4
4
3 3
3
2
1
0
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Note. It is essential to know which words each participant used to describe employee satisfaction.

This graph shows the themes that were used to describe the answer to interview question 1. The
common themes were allocated based on the number of statements made by each participant who
was allotted that theme and were applied to all columns in the same fashion.

Following are the common themes and their descriptions:
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Perception. The word "perception™ is an important theme that emerged. The keyword
appeared in 8 (53%) of the 15 responses. Many of the participants described satisfaction as a
perceived measurement of employee disposition with the organization. In this case, perception of
employee satisfaction can be defined as an awareness through different senses. The participants
agreed that perception is based on experience; Participant 4 stated, "So the sum of perceptions
employees have about their interactions with the organization in which they work is the
employee experience; it's a really good definition for the employee experience.” Perception is an
important theme because the definition of employee satisfaction can be interpreted in many
different ways. The level of desired satisfaction is benchmarked differently by each organization.
Perception plays a role in satisfaction because there are different sensitivities to beliefs.

Expectation. One aspect of employee satisfaction expressed by the participants was
expectations from the workforce. In the participate responses there were 7 (47%) that indicated
expectations play a role in employee satisfaction levels. Participant 7 said, "Things that lead to

satisfaction are really the transaction or contractual part in the employer—employee relationship."

Managing employee satisfaction expectations is a challenge since it's tremendously difficult to
measure. In addition expectations can very between employees and managers which can create
tension between work groups that could cause employee satisfaction levels to worsen.
Contentment. Determining the level of satisfaction is a challenge. According to 4 (27%)
of the 15 respondents it is vital to keep employees engaged with limited resources; it is not easy
to accomplish and deliver a return on the investment. Participant 9 indicated, "Satisfaction is
really an important and foundational part of the employee experience.” This suggests the greater

need for benchmark data to measure satisfaction levels correctly. Ensuring employees are
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content is a base level need to maintain productivity levels and cohesiveness throughout the
organization.

Happiness. Striving to create a happy workforce can also improve satisfaction according
to 3 (20%) of the respondents. Participant 11 described how an unhappy workforce could
burnout employees: "Satisfaction elements related to the job and satisfaction can be anything
from just feeling burned out and stressed to feeling underpaid.” Happiness is a choice, and
helping employees learn to choose their sentiment can foster a more satisfied workforce.
Happiness can be fostered at a low cost through recognition and tokens of appreciation.

Communication. Without quality communication, employee satisfaction can quickly fall
apart. Communication is a critical component of any good organization. A good communication
model can help manage expectations and maintain high levels of employee satisfaction. Three
(20%) of the respondents discussed the importance of communication and Participant 9
confirmed this by stating, “If you see improved perceptions around communication, I'd say that
it's worth examining." Good communication is an essential component of employee satisfaction
and engagement. Without accurate and frequent communication employees can be left in the
dark guessing the goals and objectives of the organization. A clear and consistent communication
plan can help to foster increased employee satisfaction levels.

Interview Question 2

How do you measure the level of employee satisfaction?
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Figure 2

Interview Question 2

Interview Question 2 - Coding Results
n = 15 multiple responses per interviewee
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Note. This graph shows the themes that were used to describe the answer to interview question 2.

The common themes were allocated based on the number of statements made by each participant
who was allotted that theme and were applied to all columns in the same fashion. Following are
the common themes and their descriptions:

Engagement. Seven (47%) of the participants mentioned employee engagement during
the interviews. Some of the participants comingled engagement with satisfaction, and some
differentiated them. Participant 5 said, "Organizations that do not engage, that do not care about
engagement, do not think about engagement still have employees either engage or disengage

based on what they're doing in the organization; we call that passive." Disengaged employees
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can lead to decreased satisfaction levels. Employee engagement is better achieved by creating
emotional connections to the organization through symbolic elements.

Satisfaction. Measuring the level of satisfaction has proven to be a defining public
perception. Participant 11 stated, “If you just do a survey and have an organizational action plan
and call the day, you're at the measurement level, and that's okay, and you'll likely see some
improvement in the first couple of years." In total, 5 (33%) of the participants described
satisfaction when responding to the question. Changing attitudes seemed to be the best way to
improve employee satisfaction levels within organizations. It is important to establishing the
appropriate level of employee happiness or contentment desired by the organization to establish
a benchmark for satisfaction.

Feedback. Gathering employee feedback is critical to keeping connected to the pulse of
employee satisfaction. There are many ways to gather feedback and many opportunities
throughout an employee's career to gather information. Some of those opportunities that were
mentioned through the interviews include the employee onboarding process, an employee
suggestion box, pop surveys, and exit interviews. There were 5 (33%) of the participants that
discussed different methods of obtaining employee feedback and the importance of the data.
However, once the data is collected an action plan must be created to ensure the information is to
create a plan of action. Participant 9 confirmed the importance of an action plan by stating that “a
common concern is how do | take action on the feedback, taking action on survey data is the
single greatest challenge of an engagement program”.

Improvement. Starting within the company is the optimal place to develop an
organizational improvement plan. The plan must start with employees and include a robust

engagement program. Other strategies indicated through the interview process included the
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development of a strong mission and vision statement, a plan to leverage high impact leadership
practices, and methods to identify and remove internal roadblocks. Participant 7 stated that
“elements about growth and innovation focuses on achievement, guidance, and progress.« A total
of three (20%) of the participants descibed improvement as a theme when discussing employee
satisfaction measures.

Measurement. In all, there were three (20%) out of the 15 participants that indicated it
was important to measure employee satisfaction levels through a biannual survey. How
employee satisfaction is defined is subjective, as pointed out by Participant 1: "So a big part of
measurement challenge comes back to the issue of the definition.” Defining what employee
satisfaction is through the organization and developing measurement abilities is the first step in
achiving the desired level. For the purpose of this research employee satisfaction will be defined
as the level of employee contentness.

Interview Question 3

What indicators do you use to track them?
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Figure 3

Interview Question 3

Interview Question 3 - Coding Results
n = 15 multiple responses per interviewee
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Note. This graph shows the themes that were used to describe the answer to interview question 3.

The common themes were allocated based on the number of statements made by each participant
who was allotted that theme and were applied to all columns in the same fashion.

Following are the common themes and their descriptions:

Communication. Establishing acceptable communication practices was mentioned by 4
(27%) of the respondents for Interview Question 3. Even though few participants reported
communication as a theme, communication is important because the level and types of
communication that takes place can be an indicator of employee satisfaction levels. Indicators

such as employee sentiment is one fundamental way to track satisfaction levels. Employee
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sentiment is another indicator that can track both communication and employee satisfaction
levels. According to a statement by Participant 7, managers need to establish open
communication channels: "Conversations are essential for modeling that two-way
communication.” A communication model can help to establish organizational norms regarding
communication expectations. When expectations are managed appropriately levels of employee
satisfaction will rise.

Collaboration. Developing a collaborative organization allows employees to bring new
ideas to the table. These ideas can be tracked and utilized to better the organization. Participant
12 was quoted as saying, "Fostering community space design from an entire floor to a
department or simply added collaboration stations in the existing plan will bring people together
to be more productive.” A total of 3 (20%) of the participants indicated that collaboration is a
tracking method for employee satisfaction and actively soliciting employee ideas is a useful
indicator. Although collaboration was mentioned by few participants, for interview question 3,
when employees make decisions jointly employee engagement will increase.

Engagement. Developing an engagement program can foster increased employee
satisfaction and act as an indicator for organizational satisfaction as described by 2 (13%) of the
participants. Participant 9 went into detail about a new intranet program: "We've got
photographs; people are actually sharing all kinds of content. It's really helpful to understand
really what's top of mind for the organization. It's a great way to get that engagement and to help
sustain that engagement in between all of those different events that we're doing." Good
engagement strategies can help drive increases in employee satisfaction levels.

Attitude. Employee sentiment that comes through attitude can be used as an indicator.

Two (13%) of the 15 participants spoke of organizational change programs that change
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employee attitudes. Participant 3 spoke of different indicators that gauged satisfaction: "Since
job satisfaction is an attitude, we can't directly see or measure it." Developing a culture of
appriciative attitudes can be fostered by organizational leaders. Leaders set the tone for the
organization and their attitudes are reflected in the employees.
Summary of RQ1

There was no clear definition of what employee satisfaction is among all the participants.
However, there were overriding themes describing communication, engagement, and surveys,
which are frequently used to help manage and sustain employee satisfaction levels. Although
there is no best way to measure and describe employee satisfaction, key indicators such as
turnout at company events, optional staff meetings, and corporate morale can provide useful
indications of organizational satisfaction levels.
Research Question 2

RQ2: What strategies do human resource managers utilize to overcome the challenges of
employee satisfaction?

In relation to RQ2, the participants answered the following three interview questions:

4. If you had to pick one, what would be your single most effective strategy to increase
employee satisfaction?
5. What other strategies do you use at your organization to increase employee
satisfaction?
6. How do you finalize these strategies?

Interview Question 4
If you had to pick one, what would be your single most effective strategy to increase

employee satisfaction?
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Figure 4

Interview Question 4

Interview Question 4 - Coding Results
n = 15 multiple responses per interviewee
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Note. This graph shows the themes that were used to describe the answer to interview question 4.

The common themes were allocated based on the number of statements made by each participant
who was allotted that theme and were applied to all columns in the same fashion.

Following are the common themes and their descriptions:

Collaboration. According to four (27%) of the participants establishing collaboration in
the organization is one of the best tools to increase employee satisfaction levels. Getting
employees engaged leads to better decision-making in the organization. Participant 9 stated,
"There are many benefits in good collaboration, such as engaged and empowered members along

with an increased capacity to solve complex problems. Strong relationships grounded in trust,
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honesty, respect, efficient use of resources, and a greater overall impact.” These core functions
boost morale and increase organizational satisfaction levels.

Competence. Increasing emotional intelligence can lead to an overall more skilled staff.
Moreover, creating a more educated workforce brings organizational benefits at many levels as
noted by four (27%) of the participants. Some participants spoke about training programs that
have helped to increase the competence level of the organization. Participant 4 stated, "This last
year, | had opportunities at work to learn and grow employees that needed to be equipped to
perform, then positioned them for individual and team success.” Building employee expertise
can be accomplished with both internal knowledge transfer and through formal training
programs.

Communication. Another strategy to increase employee satisfaction is communication
models. An exemplary communication model has a well-defined multi-directional flow of
information among staff members. Participant 12 stated, "The managers struggle in community
gathering and getting communication from their employees, and employees almost always feel
negative about communication on balance in organizations.” The development of a
communication plan can help share organizational knowledge, boost morale, and increase
satisfaction. Communication is a recurring theme through many of the research questions and 3
(20%) of the participants considered communication as an effective strategy for increasing
employee satisfaction.

Expectation. Another strategy to develop satisfaction initiatives is to manage
expectations. Two (13%) of the interviewees indicated that it is essential to align employee
expectations with business growth, opportunities, and direction. Participant 8 discussed how to

manage expectations: "The fear is that you will set an expectation that you'll take action on all
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the suggestions. We believe the benefit of listening to your people outweighs the risk of
inaction.” Unrealistic expectations can lead to overall lower satisfacton levels. Its up to the
leadership to define the employee role and infrom on how they are connected and contributing to
the organization.

Engagement. The term engagement came up two (13%) times as a valuable strategy to
manage employee satisfaction. Participant 4 was quoted saying "We call them engagement
surveys, we still measure satisfaction elements because of how important they are to retaining
employees." Developing engagement strategies helps deliver more effective employee
satisfaction programs such as professional development opportunities and flexible work
schedules.

Interview Question 5

What other strategies do you use at your organization to increase employee satisfaction?

Figure 5

Interview Question 5

Interview Question 5 - Coding Results
n =15 multiple responses per interviewee
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Note. This graph shows the themes that were used to describe the answer to interview question 5.
The common themes were allocated based on the number of statements made by each participant
who was allotted that theme and were applied to all columns in the same fashion.

Following are the common themes and their descriptions:

Engagement. Developing engagement programs through initiatives such as training
programs, friendly competition, and employee perks helps achieve greater satisfaction levels.
Participant 6 spoke about measuring engagements: "What's important is that you have an
intentional engagement measurement strategy that relies on a model that you've created or that
you're leveraging from another source as a reference.” In total, 7 (47%) of the participants
described various engagement practices that help to increase employee satisfaction levels.

Retention. Developing a healthy retention plan is another way to increase employee
satisfaction as eluded to by 5 (33%) of the participants. Retention plans can include increased
pay and better benefits in a self-directed work environment. However, Participant 1 indicated,
"Be careful that your retention strategies don't keep the people that you don't want. Remember
you want to reward your A players, not everyone is a winner, and those that don't perform well
shouldn't get the same rewards." Managing an environment where people are treated equally can
be challenging when the high performers are compensated equally as all employees.

Competence. Developing organizational competence is another strategy to increase
employee satisfaction. Employee training plans can enhance and improve an organization and
increasing competence levels was sighted by 5 (33%) of the participants. According to
Participant 4, "Employees do things that they don't comprehend, things that are kind of behind or
beyond their skill set, but yet at the same time we want to be pulling our employees or associates

up constantly; we want to give them opportunities to succeed, opportunities to advance in our
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company.” Training to increase organizational competence levels is an ongoing need that all
executives need to be aware of to maintain appropriate satisfaction levels.

Collaboration. One common theme among many of the research questions was
collaboration. Related to this research question, there were 4 (27%) of the 15 participants that
described using collaboration as a strategy to increase satisfaction levels. Bringing employees
together to make decisions and engage in the organization's outcome boosts employee
satisfaction levels. Participant 13 said, "Once you have established your plan to foster
collaboration strategically, you need to take a look at how it can further others.” Some of the
participants described how collaborative policies could help maintain employee satisfaction
levels and create better buy-in to increase engagement.

Commitment. Developing committed employees is another strategy that four (27%) of
the participants discussed. Commitment level can be increased by establishing long-term plans
and sharing them between the employee and the organization. While discussing strategies to
achieve more significant commitment to increasing employee satisfaction levels, Participant 4
stated, ""So the pathway that you have to go to access these higher levels of maturity is through
commitment.” Increasing satisfaction levels can be attained by creating a committed and loyal

workforce where leaders attend to the needs of employees.
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Interview Question 6
How do you finalize these strategies?
Figure 6

Interview Question 6

Interview Question 6 - Coding Results
n = 15 multiple responses per interviewee
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Note. This graph shows the themes that were used to describe the answer to interview question 6.

The common themes were allocated based on the number of statements made by each participant
who was allotted that theme and were applied to all columns in the same fashion.

Following are the common themes and their descriptions:

Accountability. Making employees accountable is one way to increase employee
satisfaction as identified by six (40%) of the participants. Managers can develop accountability

through exemplary leadership. When employees are asked to be responsible for an initiative
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rather than being told what to do, accountability and satisfaction can rise together. Participant 13
described the measure as "putting it into a performance review to boost the level of
accountability you have for driving engagement through your leadership structure.” Increasing
dialoge and having difficult conversations can help to increase accountability and satisfaction
levels.

Communication. When goals are attained, an internal communication plan is important
to give employees encouragement and information to continue forward. Participant 7 stated that
"First determine the levels of employee satisfaction, then you spend time action planning, and
then it's time; you probably spend maybe not as much time on communication than actually
doing something about those results, and then it's time for another survey to come in." In total,
five (33%) of the participants cited communication as a way to finalize employee satisfaction
initiatives.

Community. Building community is an important strategy to bring the workforce
together and build bridges among other organizations and customers. Four (27%) of the
participants discussed community and Participant 9 described the strategy as a "new landscape to
enable and empower by providing choice, flexibility and fostering community space design from
an entire floor to a department.” Establishing a strong community is vital to building a sustained
and satisfied workforce.

Connection. Creating a connected workforce has been determined to be a good strategy
for maintaining employee satisfaction levels. According to four (27%) of the participants with
the rise in electronic forms of collaboration, it is now easier than ever for managers to create a
connected workforce. Participant 13 indicated, "Where a lot of employees work with reporting

relationships across lots of different time zones, remote teams working that are not connected in
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the same space have different challenges.” Making connections throughout the organization will
help to increase employee satisfaction at all levels.

Retention. Retaining employees is accomplished through a combination of good
leadership, competitive wages, and flexible work environment as noted by three (20%) of the
participants. More than ever, employees today expect to be treated with a personal and
professional dignity. Participant 1 stated "So where satisfaction helps to attract and retain
employees, engagement also helps with retention.” A solid retention plan is one of the best
strategies to manage employee satisfaction levels. Exit interviews can provide key insight to
organizational problems that can be fixed. Attention to these details can help to reduce turnover
and provide a path to increased employee satisfaction levels.

Summary of RQ2

Developing strategies to overcome the challenges of employee satisfaction is a critical
component of human resource positions. There are many options to consider, and many times
blending ideas and initiatives can lead to a win-win for the both the organization and the
employee. Crafting those plans takes experience and knowledge, but once mastered, these
initiatives can lead organizations to greatness.

Research Question 3

RQ3: What challenges do human resource managers encounter when trying to increase
employee satisfaction levels?

In relation to RQ3, the participants answered the following three interview questions:

7. What obstacles do you face in achieving your desired level of employee satisfaction?

8. What internal and external resources do you use?

9. Look for follow-up questions to get clarity.
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Interview Question 7

What obstacles do you face in achieving your desired level of employee satisfaction?

Figure 7

Interview Question 7

Interview Question 7 - Coding Results
n =15 multiple responses per interviewee
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Note: This graph shows the themes that were used to describe the answer to interview question 7.

The common themes were allocated based on the number of statements made by each participant
who was allotted that theme and were applied to all columns in the same fashion.

Following are the common themes and their descriptions:

Collaboration. There are many challenges human resource directors face while trying to
implement employee satisfaction programs. “We can do so much effective virtual collaboration
when you can't actually reach out and touch someone" was stated by Participant 11. Deploying

collaboration initiatives brings new challenges of getting all managers to buy into the
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collaborative methods was a theme in seven (47%) of the participant interviews. Understanding
how collaboration works is important to deployment within an organization. Many managers do
not understand how giving away power and decision-making can increase leadership ability.

Competence. Creating a competent workforce has many obstacles. Getting employees to
take ownership of their competencies is difficult. Participant 9 stated, "You might create an
environment as productive that's efficient, an environment in which your employees want to be
there." Creating a competent workforce can increase teamwork through the creation of
communities for practice. According to five (33%) of the interview participants once
competencies are developed, the entire workforce can achieve greater levels of employee
satisfaction.

Communication. Building effective communication models is critical to enhancing
employee satisfaction levels was noted by five (33%) of the interview participants. Here, the
more significant challenge is to get the workforce to understand and buy-in to the
communication model. Participant 14 indicated this by stating, "The key to employee satisfaction
is looking at the communication order and what is the benchmarking before or within your
industry and what are we going to do with the information when putting together a
communication strategy plan." Communication models are crucial to managing expectations that
can corallate with employee satisfaciton levels.

Accountability. One of the participants described some type of obstacle to creating
greater employee satisfaction through better worker accountability. For example, it is difficult to
get employees to discuss mistakes openly. Two (13%) other participants described accountability
issues as barriers to creating employee buy-in during the goal-setting process and providing and

accepting feedback. Participant 4 said, "That measure of victory accountability is really
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important not only for them to understand what are you looking for as an organization but for
them to be able to put up a measuring stick to themselves." Creating an environment where
accountability is role modeled is an importatn task for organizational leaders.

Interview Question 8

What internal and external resources do you use?
Figure 8
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Note. This graph shows the themes that were used to describe the answer to interview question 8.

The common themes were allocated based on the number of statements made by each participant
who was allotted that theme and were applied to all columns in the same fashion.

Following are the common themes and their descriptions:
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Collaboration. Collaborative training is essential so that everyone in the organization
understands what collaboration is and how it works to manage expectations correctly.
Organizational consultants can provide training exercises to teach and train both employees and
managers to collaborate appropriately and actively. Participant 13 said, "Collaboration at work is
like observing any high performance dance on some music band or sports team." It is the
teamwork and engagement that dictate the success of the collaborative environment and good
collaboration is essential according to seven (47%) of the interview participants.

Challenge. Any organization faces a multitude of challenges over time. Utilizing the
broad knowledge of employees can help confront challenging situations and build a coalition to
achieve organizational objectives appeared as a theme in six (40%) of the participant interviews.
Getting useful information from quality staff was mentioned by some of the participants.
Participant 4 commented, "I would say from a CEQ’s perspective, often the challenge is what are
we doing with that information, right." Creating a employee resiliance plan can help
organizations to wheather hard challenges and navagate through changing conditions while
maintaining employee satisfaction levels.

Connection. Bringing the workforce together can help increase employee satisfaction
through employee engagement. When leaders bring employees together in a non-threatening,
non-competitive environment, it gives employees opportunities to build better connections. Four
(27%) of the interviews described how utilizing external resources and event planning can help
create better relationships within the organization. Participant 9 said, "The typical approach to
dealing with these situations is highly unlikely to produce anything of success, which leads us to
realize that being in this overly connected internet age, the virtual collaboration that we have

figured out is how to work with people electronically."” Increasing connections is essential to give
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everyone a voice in the organization, including employees that do not have an electronic
connection.

Feedback. Sound employee practices dictate that managers should use surveys to gather
feedback. Four (27%) of the participants indicated using a 360-degree review to help provide
feedback to managers. Participant 3 said, "People feel like in an organization and it's impacting
engagement; people feel like they're never getting feedback." Creating a culture where feedback
is given and accepted is essential to maintaining good employee satisfaction levels.

Responsibility. Creating a core culture of responsibility is necessary to manage an
organization effectively. Participant 14 discussed an organizational model of accountability and
said, "From building their own models, employees need to understand the set of relationships
that are responsible for the way that things evolve." Pushing responsibility down to the lowest
level possible can help create an engaged workforce that can increase satisfaction levels was
noted by two (13%) of the interview participants.

Strategy. Developing a strategy and having a plan of action are needed to ensure that
internal and external resources are being used properly was described by two (13%) of the
participants. Having a system or process in place can help determine when to use internal or
external forces to accomplish work. According to Participant 12, "What's important is that you
have an intentional engagement measurement strategy that relies on a model that you've created."
Creating a clear expectation regarding the use of internal and external forces in an organization

can help maintain employee satisfaction levels.
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Interview Question 9
Look for follow-up questions to gain clarity.
Figure 9

Interview Question 9

Interview Question 9 - Coding Results
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Note. The follow-up questions varied among participants.

This graph shows the themes that were used to describe the answer to interview question 9. The
common themes were allocated based on the number of statements made by each participant who
was allotted that theme and were applied to all columns in the same fashion.

Following are the common themes and their descriptions:

Collaboration. Again, collaboration was a common theme among 12 (80%) of the

participant interviews. Building a collaborative organization is essential to make people feel
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valued. According to Participant 15, "Once you have established your agenda to strategically
foster collaboration, the plan must be carried out." An organization has a better chance of
achieving organizational goals when collaboration is embraced.

Communication. Without adequate communication, employee satisfaction levels suffer.
Determining whom to communicate with and how to communicate within the organization is
important. Nine (60%) of the participants described how a useful communication model can help
achieve organizational goals and increase employee satisfaction levels. Participant 8 said, "A key
element of engagement is open communication and teamwork."

Engagement. During the interviews, employee engagement was at times used
synonymously with employee satisfaction. Further research indicated that engagement is a
measure of an emotional connection with the organization rather then a satisfaction level.
Participant 14 said, "What's important is that you have an intentional engagement measurement
strategy that relies on a model that you've created.” Six (40%) of the participants agreed that
engagement is equally important as the transactional-based satisfaction level when managing an
organization. Leaders must plan for both engagement and satisfaction sentiment levels with
intent. Organizational initiatives need to be designed to achieve the desired level of output.

Trust. Three (20%) of the participants cited how building trust in an organization is
necessary to create commitment. Without trust, employees feel fearful, and building mutual trust
between organizational leaders and employees helps maintain high levels of employee
satisfaction. Participant 12 stated, "Strong relationships grounded in trust, honesty, and respect”
help preserve a robust and resilient workforce.

Community. Creating a culture that values community helps to both engage employees

and deliver higher satisfaction levels was a theme in three (20%) of the interviews. When
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employees value community, according to Participant 9, it "provides them with a better sense of
family, community, school, organization and in the world as a whole." Outreach programs help
employees develop a sense of community and can create wining initiatives that benefit everyone.
Summary of RQ3

When examining the obstacles, the internal and external resources, and the overall
objectives of employee satisfaction, the complications, the approach, and the methods for
attaining high employee satisfaction levels become much clearer. Successful initiatives to help
realize organizational goals of achieving and retaining quality employees can include surveys,
engagement plans, and collaborative efforts.
Research Question 4

RQ4: What advice would human resource executives give aspiring human resource

executives for increasing job satisfaction levels?
In relation to the RQ4, the participants answered the following two interview questions:

e What strategies to improve employee satisfaction would you NOT want to repeat? And

why?

e Against what pitfalls would you warn aspiring human resource executives?
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Interview Question 10

What strategies to improve employee satisfaction would you NOT want to repeat? And
why?
Figure 10
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Note. This graph shows the themes used to describe the answer to interview question 10.

The common themes were allocated based on the number of statements made by each participant
who was allotted that theme and were applied to all columns in the same fashion.

Following are the common themes and their descriptions:

Engagement. The most popular strategy noted by seven (47%) participants to maintain

employee satisfaction is by developing a robust employee engagement program. Therefore, it is
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critical that employee engagement is at the forefront of leadership. When the emotional
connections are formed and tied to the organization's satisfaction, employee commitment
increases. According to Participant 13, "The goal is going to be expand ownership of employee
engagement.” when employees take ownership of organizational goals, employee satisfaction
levels increase. Disregarding engagement practices will cause a decrease in employee
satisfaction levels.

Accountability. When employee accountability becomes standardized across the
organization, employee satisfaction levels become normalized. Participant 9 stated, "When
leaders set the expectations for the organization, we need to benchmark those expectations and
we need to hold people accountable to those expectations." As noted by four (27%) of the
participants, a standardized accountability policy brings stability and uniformity, which helps
manage expectations and increase employee satisfaction. When accountability is neglected,
discontentment grows.

Communication. Communication models can help develop employees and progress
organizational goals according to three (20%) of the interview participants. Participant 6
indicated, "Good communication is a way to cultivate an open and creative work environment;
poor communication, on the other hand, has proven to stifle creativity and innovation as
employees can be reluctant to voice concerns.” Poor work communication standards from top
leaders leave employees to fill in the gaps and potentially sabotage organizational goals. When
communication is clear and distributed frequently, both trust and employee satisfaction levels
can rise.

Survey. Assessments can help develop gaps in employee needs. Once the requirements

are defined, leadership needs to follow through and develop initiatives to fill the needs. This was
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apparent as a theme with three (20%) of the participant interviews. According to Participant 15,
"Some organizations do a really good job of getting engagement survey feedback in the hands of
their direct managers.” Survey assessments are one way to expand and develop better employee
engagement and satisfaction levels. Failure to check the contentment pulse of the organization
through surveys can lead to problems with satisfaction levels.

Satisfaction. Organizational leaders must choose the level of employee satisfaction they
desire appeared as a theme in two (13%) of the interviews. There are several components that
play a part in establishing job satisfaction. Participant 12 stated, "The lines of communication
will be better and the increased communication will lead to higher employee satisfaction levels."
Some additional components included recognition, advancement, pay, and autonomy. When
organizational leaders pay attention to satisfaction levels, it can lead to lower turnover, reduced
employee absenteeism, and higher productivity. Disregarding employee satisfaction will lead to

high turnover, bad culture, and increased operating costs.
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Interview Question 11
What pitfalls would you warn aspiring human resource executives?
Figure 11

Interview Question 11

Interview Question 11 - Coding Results
n = 15 multiple responses per interviewee
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Note. This graph shows themes that were used to describe the answer to interview question 11.

The common themes were allocated based on the number of statements made by each participant
who was allotted that theme and were applied to all columns in the same fashion.

Following are the common themes and their descriptions:

Retention. Maintaining a high level of employee satisfaction helps retain quality
employees. Participant 4 stated, "A lot of the work related to retention can be done with little
monetary investment and has more to do with effective leadership."” A common theme amongst

four (27%) of the participants indicated that sustatining high retention levels helps reduce
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training efforts and provide a more stable workforce. Just as workers need to be competitive,
employers need to be competitive as well. Organizations need to benchmark themselves to peers
in the industry to ensure they remain viable employers.

Motivated. Four (27%) of the participants indicated through the interviews that
employee motivation is enhanced when commitment and satisfaction levels are at their highest.
Motivated employees are better problem solvers and can bring better ideas when collaborating.
Participant 7 stated, "Engagement as well as the internal drivers of employee motivation™ and
high levels of motivated employees can help achieve organizational goals. Motivated employees
understand the relationship between job satisfaction and productivity.

Perception. Three (20%) of the participants indicated that the way workload balance is
perceived influences employee satisfaction. Maintaining a sense of fairness and equality is vital
to managing employee satisfaction levels. Participant 12 said, "Organizational perceptions are
not just about the bottom line, it’s actually about how people feel is a big part of the picture,”
indicating that getting all employees to engage and collaborate is important to managing
perceptions of fairness and equality. When inequalities exist in the workforce it can degrade trust
which can lead to a dissatisfied workforce.

Compensation. After many years of small pay increases, employee pay is rising as a
component of satisfaction levels. However, many other factors also contribute to the total
compensation value of an employee. Participant 4 stated, "The role of financial compensation
looms large in the minds of employees, and while money is important, it is by no means the
entire story," which indicates that employees also compare the competitiveness among other

organizations. Two (13%) of the participants discussed compensation and confirming that human
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resource directors need to evaluate pay levels and make sure all compensation is in line with
industry norms which is vital to retaining valuable staff members.

Expectations. The theme of expectations occurred in two (13%) of the participant
interviews. Managing employee expectations can help stabilize and maintain employee
satisfaction levels. Ambitious employees can have high expectations for their organization.
According to Participant 5, "Determining what the expectation that you've set for managers with
regard to giving feedback to their employees™ also plays a role in managing expectations.
Managers must understand the difference between satisfaction and engagement so that leaders
can manage expectations appropriately. When expectations are to low or high it can leave
employees frustrated and increase staff turnover.

Summary of RQ4

Some of the strategies regarding employee satisfaction include managing perceptions,
developing a retention plan, engaging employees, and assessing survey results. Improving
employee satisfaction involves industry-acceptable leadership practices and their application.
Developing a good communication model is a low-cost strategy and can have a multitude of
benefits. When employees and managers communicate frequently using an efficient
communication model, it fosters upward trust and increases employee satisfaction levels.
Employee surveys are useful tools to indicate the status and reveal the gaps regarding employee
satisfaction where leaders could improve. Once the gaps are uncovered, organizational leaders
must take action to resolve deficiencies between the desired environment and the status.

Avoiding pitfalls that could potentially waste time and resources is vital for
organizational leaders. Managing expectations so that employees are not disappointed when

initiatives are not deployed, developed, or do not progress is critical. Keeping employees
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motivated is important to sustaining employee satisfaction levels. Motivation primarily comes
from within the employee, but leaders can also use positive reinforcement as a motivating tool.
With acceptable retention practices, employees feel happy and fulfilled and bring stability to the
organization. This increases ability, collaboration, engagement, communication, and expectation
management help create high employee satisfaction levels.

Chapter 4 Summary

To summarize, the Researcher asked 11 semi-structured interview questions to reveal
answers to the following four research questions:

e RQ1: How do human resource executives define, measure, and track desirable levels

of job satisfaction?

e RQ2: What strategies do human resource managers utilize to overcome the challenges

of employee satisfaction?

e RQ3: What challenges do human resource managers encounter when trying to

increase employee satisfaction levels?

e RQ4: What advice would human resource executives give aspiring human resource

executives for increasing job satisfaction levels?

The inter-rater coding process was discussed along with the data collection process. The
Researcher asked the interview questions, and the findings were correlated and generalized with
the transcribed correspondence. The conversations were reported with quotations from the
participant transcripts. A presentation of the data was provided in both graphical and narrative
form. There were 46 different codes that were reduced to themes generated from the data
analysis. Table 5 indicates the common words that were frequently used by the participants

during the interviews. Chapter 5 provides the study results along with recommendations.
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Table 7

Summary of Themes for Four Research Questions

RQ1. How do human
resource executives
define, measure, and
track desirable levels

of job satisfaction?

RQ2. What strategies
do human resource
managers utilize to

overcome the
challenges of
employee

satisfaction?

RQ3. What
challenges do human
resource managers
encounter when trying
to increase employee

satisfaction levels?

RQ4. What advice
would human
resource executives
give aspiring human
resource executives
for increasing job

satisfaction levels?

Communication

Engagement

Collaboration

Engagement

Feedback Expectations Communication Expectations
Perceptions Improvement Community Equality
Culture Retention Accountability Culture
Collaboration Teamwork Connected Motivation
Satisfaction Survey Engagement Retention
Survey Improvement Empowerment Support
Expectations Competent Feedback Survey
Engagement Connected Competent Service
Competent Communication Ownership Satisfaction
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RQ1. How do human
resource executives
define, measure, and
track desirable levels

of job satisfaction?

RQ2. What strategies
do human resource
managers utilize to

overcome the
challenges of
employee

satisfaction?

RQ3. What
challenges do human
resource managers
encounter when trying
to increase employee

satisfaction levels?

RQ4. What advice
would human
resource executives
give aspiring human
resource executives
for increasing job

satisfaction levels?

Content Challenge Responsible Positivity
Empathy Commitment Recognition Ownership
Measurement Improvement Satisfaction Participation
Relations Environment Trust Responsible
Service Leadership Work Environment Commitment

Note: Top 15 themes for each research question are included, and they are not in order of

frequency.
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Chapter 5: Conclusions and Recommendations
Introduction of the Study

This phenomenological study of employee satisfaction aims to study and investigate the
best practices for managing employee satisfaction levels described by human resource managers.
The study’s findings on employee satisfaction levels outline the obstacles and challenges and
provide practical knowledge and suggestions to inform aspiring executive leaders. The study’s
findings will help businesses and government agencies manage employee satisfaction challenges
and develop a vision for how future surveys can track and measure their leadership success.

This study intended to generate a list of best practices for managing employee
satisfaction levels through human resource executives’ experiences. The study examined
challenges, strategies, techniques, achievements, and hazards through real-life experiences. The
survey findings will also help aspiring human resource trainees develop organizational plans
along with practical knowledge for deployment. The research also provides a model for
executives to deploy satisfaction initiatives within a corporate setting.

As the global pandemic draws to a close, human resource managers will be facing new
uncharted territory as employees start returning to work. Creating innovative work from home
policies and maintaining employee connections in a newly defined digital work environment will
be a challenge. Knowledge of best practices for managing employee satisfaction levels within the
community will help navigate these new employee expectations.

Summary of the Study
The study utilized a qualitative method of phenomenology. The researcher chose the

qualitative research path to help human resources managers navigate managing employee’s
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satisfaction levels. The semi-structured interviews allowed the executives to expand their
knowledge of the interview questions.

Chapter 1 provides the history and background of employee engagement, collaboration,
and satisfaction levels. Understanding the history of employee satisfaction helped to direct other
studies. Chapter 2 offers an in-depth literature review covering all components of employee
satisfaction. The literature review is peer-reviewed studies that contribute to the common
knowledge of the industry. Chapter 3 discusses the methodology and research design used to
collect life experiences from human resource managers. The researcher and expert review
committee conceived four research questions to extract the best practices in the industry so that
the knowledge could be shared and replicated:

e RQ1: How do human resource executives define, measure, and track desirable levels

of job satisfaction?

e RQ2: What strategies do human resource managers utilize to overcome the challenges

of employee satisfaction?

e RQ3: What challenges do human resource managers encounter when trying to

increase employee satisfaction levels?

e RQ4: What advice would human resource executives give aspiring human resource

executives for increasing job satisfaction levels?

Each research question had 2 to 3 interview questions that were designed to answer the
related research question. Interview data was collected and recorded, then transcribed and coded.
The researcher then categorized the coded data into broader themes to find shared meaning from
the interview subjects. Bracketing and epoche were applied to remove personal biases and

judgment from the researcher’s opinion. The researcher also used two doctoral students to
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perform inter-rater reliability and ensure the validity of the questions and interview procedures.
The researcher applied the choosing among five approaches by Creswell (2013) to ensure that a
quality qualitative study was performed. The internal review board reviewed and approved the
study’s methodology and nature to provide human subjects’ protection. After completing the
IRB process, the researcher sent an email blast with the approved recruitment script to 111
potential subjects.

Chapter 4 reintroduced the four research questions and presented an analysis of the
interview questions used to collect data for reporting the findings. The interview results were
transcribed and rendered through Otter.ai, creating a text document. Upon completion, the
researcher imported the transcribed text files into Atlas.ti version 9. The researcher used the
qualitative analysis program to reduce the text files to a one-word overriding theme. After the
preliminary coding was completed, the methodology and process underwent an inter-rater review
for accuracy from two doctoral students within the Researchers’ cohort. Upon concurrence with
the Researchers’ peers, the study’s findings were summarized in Chapter 4, including graphical
charts showing themes outlined from the participant’s interviews. Chapter 4 also includes one
emergent question resulted from the interview process. A final summary of the interview
process’s critical words is shown in Table 6 of Chapter 4.

Discussion of Findings

The study is aimed to determine the best practices to manage employee satisfaction
levels. A select group of human resource managers from across California was interviewed and
provided its experience in managing employee satisfaction levels. Table 6 provides an overview
of the summarized codes for each of the four interview questions discussed during the interview

process. An analysis of the results is provided for each question. This study’s findings can be
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used as a practical recommendation for organizational leaders to reference when undertaking
employee satisfaction initiatives.

The following research questions were created by combining recommendations of both a
peer review team and an expert review team. The questions help reveal and understand how
employee satisfaction plays a role in any organization’s success. Each research question had
related interview questions designed to inquire about human resource managers’ knowledge and
experiences while actively managing employee satisfaction levels. The findings will illustrate the
best practices utilized in the human resources industry to manage and maintain employee
satisfaction levels.

Results for Research Question 1 (RQ1)

The researcher asked the question, “How do human resource executives define, measure,
and track desirable levels of job satisfaction?” The results found the definition varied between
statements that resembled communication, happiness, content, expectation, and perceptions
during the interviews. Some of the subject’s interview statements are summarized below:

e Many different categories of events lead to employee satisfaction. Two primary types
are separated into factors that lead to satisfaction: transactional events and those that
lead to employee engagement: emotional-based connections.

e How one defines employee satisfaction will help to determine how to measure
satisfaction levels.

e Establishing employee experiences can be measured and monitored over time through
surveys.

e Satisfaction elements help to retain existing employees and acquire new employees.

e Employee satisfaction is measured through four elements: recognition, individual
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needs, engagement, and a state of mind.

e Understand the areas of concern from employees and develop improvement plans.

e Deploy employee satisfaction surveys that measure areas of employee growth, trust,
autonomy, and connections.

e Conducting one-on-one conversations with a standard series of questions can evaluate
satisfaction at the employee level and organizational sentiment.

e Performing organizational evaluations will help determine if compensation, employee
integration, and incentives are on par with similar organizations.

e The indicators for gauging employee satisfaction levels include employee turnover,
internal promotion rates, absenteeism rates, and an employee satisfaction index

collected during the annual performance review.

Figure 12
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Discussion of RQ1

The findings suggest that there is no uniform way to define employee satisfaction levels.
Many aspects of employee satisfaction levels can be attributed to communication and
collaboration. The interview participants discussed that managing the frequency of meetings and
sharing ideas is essential to ensure that effective organizational communication paths are
maintained. Employee satisfaction levels can begin to breakdown with ambiguous
communication according to Wiese (2011), which leads to distress in real existence. Meeting are
conducted mostly with social media platforms and technologies which have changed the future
path of organizational communication. Corporate leaders can increase workforce engagement
through collaborative technology that brings people together (Wandera et al., 2016).

Another aspect of the definition of employee satisfaction is the measurement of
contentment with their jobs. It is not easy to analyze satisfaction if employees like individual
elements of their careers and not others. Keeping employees content with their position will
significantly boost productivity levels as stated by De Silva et al. (2018). Huma resource
managers employee expectations that help to create accountability for the organization and can
be accomplished through collaborative measures. Creating shared accountability is a
responsibility that each employee and manager should value according to Riccucci and Van
Ryzin (2017).

The perception employees have about their interactions at the organization is the
employee experience. Human resource directors deemed engagement is an outcome of the
employee experience that is generated through the organizational culture. Many organizations
target the entire employee experience as a whole while seeking to develop positive

organizational experiences. According to Hallinger and Heck (2010), improving satisfaction and
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engagement levels requires an adjustment to the corporate culture. When employees are involved
in the decision-making process, ownership in the outcome becomes a priority.

Respectful conduct of employees seems to be straightforward and effortless when
employee satisfaction levels are high. There is a wide variety of challenges that come with
managing employee perceptions related to the workplace. These perceptions can range from
diversity and inclusion to workplace harassment and many other facets of the workplace. Olfert
and Partridge (2011) also agree that building a culture of equality and respect will create a
homogeneous home workforce that respects diversity. Workplace environments that create
fairness and allow employees to discuss and value opposing views will thrive with this
relationship intelligence level. Individual perceptions can be very different based on life
experiences.

The essential item to think about is how one can grow the organization in maturity. One
way to accomplish the progression of maturity, as described by human resource directors, is by
expanding ownership and develop employee engagement. Organizations that do not care about
engagement will have engaged and disengaged employees based on their organization’s role
according to Wheelan (2020). As soon as passive engagement is allowed, the measurement of
satisfaction and engagement can take place. When feedback is captured from employees, a big
part of the measurement challenge goes back to the definition of employee satisfaction. Olfert
and Partridge (2011) agreed that you cannot measure something that does not have an established
definition. Measurement of workplace satisfaction must be done continuously and in real-time
according to the responses from Interview Question 2. The feedback and measurement data have
to flow to the right people in the right place at the right time. Employee engagement is a tool that

can move the needle and give companies a productive environment. The word cloud below in
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Figure 13 indicates the most common words spoken in Interview Questions 1 through 3.
Results for RQ 2

The researcher asked the second question, “What strategies do human resource managers
utilize to overcome the challenges of employee satisfaction?”” There were several strategies
mentioned. Some of those are mentioned below:

e |tis establishing an environment where collaboration is valued and performed by all
members of the organization. When collaboration is a concentric theme in the
organization, satisfaction and engagement levels will rise.

e Virtual collaboration can be one strategy to increase employee satisfaction through
properly maintained engagement practices.

e Creating a happy environment at work can help to maintain satisfaction levels and
increase productivity.

e Asking for feedback through multiple venues, including face-to-face surveys and
employee events.

e Increasing the overall competence level through emotional intelligence training.
Going beyond emotional intelligence training to relational intelligence training is the
next step. Relations training teachers to value other abilities and viewpoints, which
can ultimately lead to increased satisfaction levels.

e Sponsoring employee events allows the organization to build the community.

e Giving extra perks can help to show employees that they are valued and appreciated.

e Developing a standardized accountability policy helps to maintain equity and fairness
across the organization. The perception of equality helps to maintain satisfaction

when all employees are treated in the same way.
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e Improving communication between managers and employees can allow staff
members to get to know each other better. Connecting employees gives them personal
knowledge and provides an opportunity to fulfill their needs. When employee needs
are met, satisfaction levels rise.

e Social media provides a platform to show gratitude for employees and their actions in
a public setting. Creating a workforce of gratitude generates appreciation and role-
model acts of kindness, which translates to increased satisfaction.

e Having an intentional engagement strategy that relies on a model of intrinsic

motivators that promote engagement and satisfaction measures.

Figure 13
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Discussion of RQ2

The responses from interview research question 2 indicate that there is no one way to
manage employee satisfaction levels. Everybody likes to be recognized, which can be low cost or
even free, such as a certificate mentioned in the employee newsletter as noted by the interview
participants. Recognition can create a sense of ownership and help people to feel valued. Leaders
can cultivate high levels of job satisfaction through a corporate attitude (Bernato, 2017). The
finding of the study indicates that boosting the morale of employees is essential to maintain
affectedness and dedication to go the extra mile.

Organizations need to focus more on positive attributes because leaders often focus on
fixing what goes wrong and not celebrating the good things. The goal is to create a workforce
community where teams freely exchange ideas, identify problems, and develop solutions.
According to Haugh and Talwar (2014), leaders must endorse behaviors that lead to these
exchange actions. Once the agenda has been set to foster collaboration, leaders must look at
routing the interaction environment. Workplace designers illustrate effective environments based
on workload and landscape that leaders can transform into a collaborative environment, as noted
by Orr and Bennett (2017). These unique renderings express the character and enhance the
qualities of the work experience. Leaders must foster flexibility into the community space
through a design that brings people together to be more productive.

Engagement is more than just a survey as mentioned by the interview participants. It is
about leaders being involved and taking action on the feedback that is received. After receiving
feedback from employees, managers should develop an action plan that can be acted upon to
make sure feedback is being heard. When one communicates new employee initiatives, it needs

to connect back to the survey data. Also, leaders should give credit to those who participate in
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providing survey data. According to Vande Brake (2010), doing a proper survey and developing an
action plan increases engagement through a reactive approach. Surveys intend to understand and
determine the level of engagement and satisfaction.

The researcher found through this study that leaders should model engagement
competencies at each level of the organization. The organization needs to provide tools and
training to educate the expectations of employees in managers. As Biech and Silberman (2015)
described, the competency model sets the framework for leadership practices in the organization.
To maximize participation in surveys and get candid feedback, employees expect they will be
anonymous. Mapping the results to indicators will help build pathways that can tie back to a
cultural model. When asking employees for potential solutions, there can be a fear that
employees will expect a corresponding action to all suggestions mentioned. Although one
interview participant stated that just listening to the workforce can outweigh the risk of inaction.

According to the Society for Human Resource Management (Society for Human
Resource Management, 2015), five factors contribute to employee satisfaction. The first is good
relations with an immediate supervisor. Good relations can help employees to feel valued and
maintain a positive working relationship which was also noted by the interview subjects. The
second factor is effective communication in a creative working environment. Effective
communication was a constant theme throughout the interview questions. Poor communication
can stifle creativity and innovation and leave employees reluctant to voice their ideas or concerns
which was also reported as a common theme in seven of the interview questions. The third factor
IS compensation; ensuring that the organization is compensating employees fairly is essential to
maintaining proper satisfaction levels. The fourth is job security, and the fifth is the ability to use

expertise and talent and to feel useful.
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Results for RQ 3

The researcher asked the participants the third question, “What challenges do human
resource managers encounter when trying to increase employee satisfaction levels?”” Human
resource managers often face methods to overcome challenges and reframe obstacles in
increasing satisfaction levels. The suggestions for overcoming these challenges are listed below:

e Creating a work-life balance is essential not just to avoid employee burnout but also
to maintain employee satisfaction levels. When employees are pushed too hard,
dissatisfaction sets in, and productivity falls.

e Employees need development opportunities when they are not learning, and growing
jobs become stagnant. Employees need an environment of growth and progression to
the desired outcome.

e Frequent communication is necessary to keep the workforce engaged, informed and
build trust. When employees do not have the information, they need or hear
organizational news through sources other than workplace leaders it reduces
employee satisfaction levels.

e Developing an appropriate reward system is critical to maintaining employee
engagement and satisfaction levels. Positive reinforcement is necessary to keep
employees’ productivity and morale high.

e Creating connections to the community is imperative for building rapport and positive
engagement. Without a sense of community, employees can lack a sense of purpose.
Finding ways to integrate employees into community events can be a helpful way to
avoid this obstacle.

e Employees need constant feedback given correctly and frequently. Without feedback,
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employees do not have a gauge of how they are doing. Feedback provides
information, knowledge, and potentially incentives if delivered correctly.

e Lack of alignment between personal values and organizational values gives an
additional obstacle in developing engaged, satisfied employees. Creating a bridge
between the employee’s values and the corporate values can be accomplished with
training exercises building connections between the organization and the individual.

o Establishing equality within the company is vital. So, personal feelings of injustice
should not infiltrate company culture. Ensuring that both managers and employees
follow policy and all employees are treated equally is essential to maintain employee

satisfaction levels.

Figure 14
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Discussion of RQ3

Many factors can influence an employees’ level of job satisfaction, according to the
participant interviews. Human resource managers are tasked with creating quality conditions and
working relationships. The concept of job satisfaction has increased in complex situations and
behavioral tendencies. The key factors that influence employee satisfaction include job security,
working conditions, leadership styles, and recognition of achievements, as noted by Collins and
Clark (2003). The effects of employee dissatisfaction could lead to a lack of engagement, high
turnover, and a lower productivity rate. Good management practices can help to remove or
diminish the obstacles and challenges of creating satisfied employees.

The findings from research question 3 indicate many challenges human resource
managers face while implementing employee satisfaction measures. Organizational initiatives
can be too big and complex for anyone to handle (Smith-Crowe et al., 2003). These challenges
require collaboration and commitment to the organization, which requires working together. As
defined by the interview participants, good collaboration means sharing the responsibilities, the
risk, the credit, and the benefits. Grant and Crutchfield (2008) noted that collaboration requires
all employees to work together toward a common goal. According to the interview participants,
building a collaborative workforce takes time, and when initiatives are competing for resources,
it can be challenging to make collaboration a priority. There are many benefits of good
collaboration, such as an engaged and empowered workforce ready to solve complex problems
through solid relationships built on trust, respect, and honesty, as indicated by the research
participants. This study found that the challenge human resource directors face is creating a

collaborative concentric organization that values teamwaork and relationships.
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The researcher found a variety of viewpoints related to the type and frequency of
employee surveys. The three primary components of engagement measures include baseline
surveys, employee listening, and impulse surveys. Baseline surveys typically have 12 to 16
questions that inquire about key engagement indicators that assess the organization’s overall
health condition (Burnett & Lisk, 2019). The interview participants sited baseline surveys at a 2-
year interval as the most common form of employee engagement feedback. Obtaining accurate
feedback can be challenging, but once collected, it can help formulate a strategic plan to build a
more engaged culture. Pulse surveys are typically four to six questions designed to dig deeper
and provide more specific data where leaders can act and were reported by the interview
participants to be an effective data collection tool. According to Burnett and Lisk (2019), the last
component of engagement is employee listening, which involves active listening tools that
measure engagement ingather information from individual employees throughout their
employment term.

It is vital to have an intentional engagement measurement strategy that relies on models
created within the organization, as noted by Barrick et al. (2015). The goal is to isolate one to
three low-scoring areas of engagement and drill down using a survey of four to six questions,
then a follow-up post-survey on improvements within the organization. Similarly, the study
participants described through the interview questions how leaders should repeat the use of
surveys every two to three years to contribute to employee engagement success. By
benchmarking satisfaction levels, human resource directors can focus on specific areas and
evaluate outcomes over time, reducing corporate problems.

Managing the challenges of employee satisfaction are at the forefront of human capital

struggles. Organizations must be prepared and ready to act with their employee satisfaction and
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engagement initiatives to retain and develop key performers and the changing business climate.
The interview participants were in parallel with Simon and Ferreiro (2018) when they discussed
creating an environment that promotes honest communication and offers employees
opportunities to voice concerns should be a top priority. Training managers need to seek out
opportunities for coaching, and employee assistance needs to be built into the culture and help
alleviate some of the challenges human resource managers face when attempting to increase
employee satisfaction levels. Achieving the most effective level of employee satisfaction is the
common goal among human resource managers. Achieving the goal has countless associated
challenges, as reported by the interview subjects.
Results for RQ 4

The researcher asked the participants the fourth question, “What advice would human
resource executives give aspiring human resource leaders for increasing job satisfaction levels?”
These are the suggestions of what not to do from the interview participants:

e Do not ignore signs of a toxic culture, monitor employee turnover and increased
absenteeism as indicators of a broader problem with employee satisfaction levels.

e Do not neglect employee development. Employees need to know that their employer
cares about their future and wants to see them succeed.

e Do not allow inequalities to exist in the organization. When employees and
workgroups are treated unequally, it strips away trust and degrades employee
satisfaction and morale.

e Do not lose touch with the workforce. Don’t undervalue personal relationships within
the organization. Healthy relationships are essential to maintain trust, increase

morale, and motivate employees.
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e Do not under-communicate goals and mission or leave employees in the dark. Poor
communication decreases employee productivity and increases mistakes.

e Do not allow employees to be micro-managed. It creates a stressful environment and
demotivates employees.

e Do not allow workplace conflict to persist. Continued workplace conflict can create a
contentious worker and erode employee satisfaction levels.

e Do not let department rivalry break the company teams. Developing a culture of

collaboration will help keep power struggles to a minimum and build camaraderie.

Figure 15
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Discussion of RQ4

The findings from research question four indicate that leaders should avoid many pitfalls
of employee engagement. The first mistake to be aware of when managing the workforce, as
noted by both the interview participants and McDonald et al. (2012), is avoiding an employee
engagement action plan. Without a proper plan in place, managers will not know how to handle
unsatisfied employees. When managers do not plan, employee engagement will decline and
maybe a challenge to recover. Prioritizing engagement initiatives and deploying achievable plans
can be the perfect tool to drive positive change in the organization.

Attempting to force employees to be happy and engaged will not work. Managers can't
force an employee to be happy and cheerful, as discussed with interview participants during
interview question one. Creating an environment that fosters a positive work environment will
help employees thrive in the right conditions (Mabey, 2013). Another pitfall noted from the
interview participants is to avoid over surveying the workforce. Filling out frequent surveys will
not increase engagement or satisfaction. Criticizing performance can be problematic when done
too frequently. Correcting behavior issues needs to be handled delicately and in private if
employee satisfaction is to remain high. The opportunity to correct diminishes when leaders can't
engage in conversation or get to the bottom of the problem, according to Lee and Bozeman
(2016). The interview participants indicated that a supervisor's or manager's questioning could
exacerbate the situation when they are inexperienced with managing people.

When organizational goals and initiatives are continually changing, it leaves employees
confused, leading to a lack of engagement (Axelrod, 2010). Poor communication by managers
can also wreck an organizational culture, as mentioned through seven themes of the interview

guestions. Communication is critical to employees both on a personal level and as an
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organization. When employees do not get clear and consistent communication, rumors can begin
as employees fill in communication gaps with assumptions (Kim, 2011). Workplace
communication allows employees to grow and mature with a better sense of the challenges that
organizations face.

Deciphering engagement initiatives and digging into what is working and what is not
helps to identify causes of staff engagement or disengagement. At the core of employee
satisfaction are collaboration, communication, and company leadership (Lehtinen et al., 2019).
The most common theme in the interview process was collaboration which was identified as a
theme in seven of the 11 research questions. The second most common was communication in
six of the 11 research interviews. Employees feel more valued when their voices and ideas are
heard then their ideas are put into action. When the human connection falls apart, and silos
develop, it has a detrimental effect on employee satisfaction levels. As businesses are reshaping,
the imminent future will be challenging for human resource managers to navigate. According to
Froman (2020), utilizing collaborative methods and engagement practices through technology
will be in greater demand, while leadership is needed to draw out employee's strengths and build
a better future.

Implications of the Study

The findings of this research can provide human resource executives and employees with
an upward path to employee engagement and satisfaction alike. As companies adopt socially
responsible behavior to attract and retain employees, leaders can also utilize these practices to
increase organizational performance. Companies that invest their resources in proactive
employee satisfaction and engagement measures can gain competitive advantages. These best

practices can promote a good corporate image and positively affect organizational outcomes. By

158



contributing to the literature and investigating experiences through a human resource manager’s
lens, leaders can blend emerging ideas with the knowledge and experience documented in this
research paper.

This information can be broadened into other industries and applied to human capital
management in various forms. The study examined employee satisfaction and engagement as
perceived by human resource managers and provided accounts of real-life situations. Business
leaders can use this information and determine the impact of these practices and initiatives on
their organization. This study has the potential to inspire researchers to expand beyond the field
of human capital and into other business-related areas.

Study Conclusion

Many significant themes repeatedly appeared throughout this study about job satisfaction
and employee engagement. The recommendations from this analysis indicated that fairness and
openness provide structural support for an institution and offer a venue to build its policy and
process. Human resource professionals recognize the importance of these concepts and
understand how to build a culture where leaders highlight open communication, trust, and
fairness as a strategy to maintain employee satisfaction levels and engagement (Di Domenico et
al., 2015). When leaders fail to integrate these components, employees can become apathetic,
hinder organizational objectives, and develop negative relationships.

With the high cost of lost workplace production, leaders must understand that
maintaining effective levels of employee satisfaction is an important step to ensure continued
success. Creating an annual satisfaction survey is not enough to create a sustainable workforce
with a high level of job satisfaction. The key is to engage all employees through interactions that

help them understand each other, and how their actions affect the bottom line. When the best
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practices as described by human resource directors are applied, employees will be more engaged,
more productive, and communication will improve.

In conclusion, leaders need an easy straight forward plan to help manage employee
satisfaction levels. The outcome from this research indicated that increasing employee
satisfaction can be made simple and straightforward. There are five basic components that can be
used to lead organizations to higher levels of employee satisfaction and engagement. Those
include:

e Build

e Learn

e Integrate

e Safe

e Support
Establishing an organization that centers on these concepts, better known as Martins’ Model of
Organizational B.L.1.S.S., will help human resource leaders create an organizational culture
where employees will thrive and aim the company in the right direction.

Application

With a rapidly changing environment, the workforce, and the work system’s delivery
engaging employees will be the key to competitive advantage. If we can show how engagement
construct can produce high productivity levels, managers will be more likely to invest in
engagement initiatives. The challenge of establishing a case for investing in engagement
methods can be simple. Companies that understand conditions and know how to apply
engagement practices will have accomplished complexities that competitors will find difficult to

imitate.
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Developing a department or culture that builds others and role-models quality leadership
ability is something human resource managers should consider. Utilizing Martins’ Model of
Organizational B.L.1.S.S. can give leaders a simple method for increasing employee satisfaction

and ultimately leading to better employee engagement.

Figure 16

Martins' Model of Organizational B.L.1.S.S.

B.L.I.S.S.

Integrate

Build. Organizational leaders need to build a solid business foundation through careful
planning. When business plans are constructed, leaders need to understand the impact corporate
design has on the human aspect of satisfaction. Based on the interview guestions, some key
themes discovered in the research related to building an organization include community,
improvement, and engagement. Creating a physical environment that supports satisfaction
initiatives has an essential impact on the way employees feel. There are many tools leaders have
at their disposal to develop a culture in an organization. Creating space for the community to

exist must happen first before collaboration and engagement can occur on a personal level.
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Learn. Developing a learning organization will help to meet the needs of many
employees and benefit the company at the same time. When learning becomes a core value, the
commitment to education helps to provide the necessary resources to support employees. Some
key themes from the uncovered during the research interviews included improvement,
collaboration, engagement, and competence. When leaders get involved with personalized
learning plans, it can make the experience more relevant to the organization. Higher levels of
employee satisfaction can occur when employees are more engaged in the process and can better
see the big picture. The learning environment created by the organization should support learning
and facilitate knowledge transfer between employees and managers. To maintain satisfaction
levels, employees need to feel like they are part of something bigger.

Integrate. Creating an integrated workforce focused on inclusion is essential for leaders
to develop a sense of equality. Inclusive behavior starts with leadership and progresses through
the development of workforce engagement and active listening. Employee inclusion can bring
different views to the decision-making process and develop better employee interactions. When
managing diversity, it's vital to cultivate inclusiveness through discussions and interactions.
Some themes relevant to integration developed through the participant interviews and included
connection, participation, commitment, and equality. Creating a diverse workforce and
addressing employee satisfaction levels can help carry a message of equivalence throughout the
organization. When managers identify underrepresented groups and balance the situation, it can
give employees the necessary support and resources needed to succeed. The extra support helps
create a culture where differences are valued, and people feel comfortable to bring themselves

and their ideas to work.
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Support. When leaders build a supportive culture based on appreciation and recognition.
Leaders need to listen to their employee's concerns and help to provide emotional support.
Supportive leaders actively make time to be involved and engaged with their employees. It's
important to remember that employees are human beings and need care. Some key themes
related to support discovered through the interview process included accountability,
compensation, and feedback. A supportive work environment understands and recognizes the
employee's need for work-life balance and reinforces trust in the relationship. When leaders
respect employees and their space, organizations can reach a higher level of performance. When
goals are achieved, leaders should recognize employees for their achievements and contributions
to a positive organizational culture. When employees receive praise, it gives the inspiration to
improve overall performance for the company.

Safe. Creating an environment where employees feel safe to express their opinions and
viewpoints can only increase employee satisfaction levels. Fostering an environment where
mistakes are allowed is a pathway to innovation. Businesses should reward leaders and
employees for going outside of the box and trying original ideas. This is where discoveries are
made, and employees can learn important lessons. Some common themes from the interview
participants regarding a safe business environment included engagement, happiness, satisfaction,
and collaboration. Leaders need to create an environment where employees do not feel judged.
Creating a safe environment where employees can try new ideas can foster innovative abilities
and bring new ideas to the forefront. Leaders can use words to strengthen relationships between a

workforce.
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Recommendations for Future Research

Employee satisfaction measures can take place in many forms and at different levels.
Collaborative activities are a determining factor in many human resource directors' strategies for
increasing employee job satisfaction and organizational commitment (Cox et al., 2009). The
present study identified several procedures and best practices in managing employee satisfaction
levels. This study has laid the groundwork for future research to be completed in an advanced
qualitative and quantitative methodology research setting.

Future research and assessments could employ a quantitative comparative non-
experimental research plan that would help gain insight into current opinions and employees
regarding workplace satisfaction. The current research is lacking when connecting best practices
to tested performance outcomes. A possible hypothesis could assume that if the recommended
best practices to increase job satisfaction from human resource directors were applied in an
organization, employee satisfaction levels would increase. A researcher could measure each best
practice through quantitative analysis to determine how dissatisfied or satisfied they are with
each recommended practice. The research could help to determine whether the best practices
applied in the workforce resolve employee dissatisfaction problems and increase aggregate job
satisfaction. The participants could be asked to fill out a survey using the Likert scale with
choices from very dissatisfied to very satisfied. The rationale of each research question would be
to evaluate the relationship between job satisfaction and the applied best practices. The
researcher could process descriptive statistics to report and summarize the aggregate data. The
goal of the analytic technique would be to add data to answer the additional research questions
and determine if the best practices as stated by human resource directors increased job

satisfaction through the lens of an employee.
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As a result of this study, further research could help employees increase their opinions on
satisfaction surveys. The following list is provided as inspiration for further research:

e Identification and better definition of success factors could indicate employee
satisfaction initiatives with proven success factors.

e Quantitative research studies that include frontline employees could be incorporated
into a mixed-method study.

e Qualitative research studies can research employee and manager experiences,
commonalities, and challenges during the employee satisfaction change process.

e A study of the correlation between the recommended best practices of this report to
organizational outcomes.

e Design a replication of this qualitative study that examines the best practices and
strategies with recommendations from other government officials. The researcher
could include other city administrators, politicians, employee associations, and
management-level positions in the study.

e The researcher could perform a cost-benefit analysis after the recommended strategies
have been deployed to determine if there are any cost advantages in developing a
satisfied and engaged employee workforce.

e Study the effect of the recommended best practices from the employee experience
and the challenge of implementation.

e Study of what the primary causes of low employee job and disengagement are.

Future items that human resource managers could study, would be evaluating the time lag

between employee satisfaction initiatives and the impact on organizational performance.

Researchers could incorporate some variables into a mixed-methods study that includes drivers
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and barriers to a company’s implementation of employee satisfaction initiatives. An analysis of
the firm’s objectives and plans could be further researched and examined. Additional factors to
study could be institutional knowledge, culture, and leadership style that could also affect
employee satisfaction and engagement programs.
Final Thoughts

In the competitive and fast-paced job market, organizational leaders must engage and
motivate the most valuable company asset. Many employees are satisfied and engaged in their
jobs, but many others are disengaged and pessimistic. Upon completion of the interviews, the
author reflected and realized how challenging managing the employee satisfaction level could
be. It has become more apparent than ever that high levels of employee satisfaction lead to
organizational success. Some of the benefits of high satisfaction levels include lower turnover,
increased creativity through collaboration, and higher productivity. Considering stakeholder’s
interests, questions can arise as to whether a corporation can create value by deploying employee
satisfaction initiatives. Higher levels of investment in employees will lead to higher operating
performance and increased value to the company. Corporate leaders have options to engage

employees and benefit not just the workforce but society at large.
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APPENDIX A

Recruitment Script

PEPPERDINE

~UNIVERSITY -

Dear [Name],

My name is Tom Martin, and | am a doctoral candidate in the Graduate School of
Education and Psychology at Pepperdine University. | am conducting a research study
examining strategies leaders utilize and what challenges they face when implementing
employee satisfaction strategies in a governmental organizational setting and you are invited to
participate in the study. If you agree, you are invited to participate in the interview process. The
interview is anticipated to take no more than 60 minutes and will be conducted via Zoom which
will be recorded.

Participation in this study is voluntary. Your identity as a participant will remain
confidential during and after the study. Confidentiality will be maintained using a password
protected laptop to store all data collected including informed consent, the recorded interview,
and the transcribed data. All data will also be deidentified using a pseudonym which will be
assigned to each individual recording. If you have questions or would like to participate,

Thank you for your participation,

Thomas Martin

Pepperdine University, GSEP

Doctoral Candidate
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APPENDIX B

Peer Reviewer Form

Dear reviewer:
Thank you for agreeing to participate in my research study. The table below is designed
to ensure that may research questions for the study are properly addressed with corresponding

interview questions.

In the table below, please review each research question and the corresponding interview
questions. For each interview question, consider how well the interview question addresses the
research question. If the interview question is directly relevant to the research question, please
mark “Keep as stated.” If the interview question is irrelevant to the research question, please
mark “Delete it.” Finally, if the interview question can be modified to best fit with the research
question, please suggest your modifications in the space provided. You may also recommend
additional interview questions you deem necessary.

Once you have completed your analysis, please return the completed form to me via

email. Thank you again for your participation.

Research Question Corresponding Interview Question

RQL1: Placeholder Placeholder
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Research Question

Corresponding Interview Question

a. The question is directly relevant to Research
question - Keep as stated

b. The question is irrelevant to research question —
Delete it

c. The question should be modified as suggested:

| recommend adding the following interview

questions:

RQ2: Placeholder

Placeholder

a. The question is directly relevant to Research
question - Keep as stated
b. The question is irrelevant to research question —

Delete it
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Research Question

Corresponding Interview Question

c. The question should be modified as suggested:

| recommend adding the following interview

questions:
RQ3: Placeholder Placeholder
RQ4: Placeholder Placeholder
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APPENDIX C

IRB Approval Notice

Pepperding Unlvarsity
24755 Pacific Cozst Highway
flalibu, C& F02E3

TEL: 310-505-2000

MOTICE OF APPROVAL FOR HUMAN RESEARCH
Dete: Febuary I3, M2
Prowenl Investggator Meme: Thomas Mamin
Prococil £ 201 1- 1460
Frogecs Tile: The Efects of Collebormive Mansgement on Employes Seosfaction Levels
School: Grsdaate School of Edscotion and Psychalogy
Lizar | hecamis Aartin:

Thank v for submazing your spplcotion for exemps review 1o Pepperdine Universty's Insieutional Beview Board {IKB . We sppescime the work vou have done on your
prapasel. The IR has reviewed your submimed IRE applicetion snd all ancillary matenzt. Upoa review, the IRH has desermaned that the shove enotled progon meets the
requarements for exempon under the federal regulations 43 CHE 6,100 that govem the protecisons of human subgecs,

Your research s he conducted according e the profesal dhat wis submited o the 1RE. 1f changes i the sppeoved peotncol accur. o revised protocol mes) be reviewead
aned appenved by the IRE before implementztion, For sy proposed chanpes m vour research progocod, please submit an smendment w the IRE. Since your siudy falls
under exempoion, there is no requaremen for continuing 1RE review of your prject. Mlesse be awsre that chimges i voar protncol may prevent the research from
qualifyeg for exempcn from 45 CFR 36 1H and require ssbmission of o new IRH application of other materisk i the IRH.

A poal of the IRH & 10 prevent negitive cocurmences daring any resesrch sudy. Hiwever, despse the hesl intent. undnresee Circumelsiees of evenls may anse during the
research. If an umexpecied sinsion or pdverse event kappers dunmg vour mvestigation, plesse noudy the IRH is s00n i possible. We will sk for 2 complee wrinen
explanation of the event snd your witien respanse. (uber &0tions olso may he required depending on the natuee of the evest. Details regarding the timeframe in which
mdverse events must he repomed oo the IRE and documenting the aiverse event can be found m the Peppesdine University Protection of Human Paricipants in
Researche Policies and Procedures Manual & comevmmy.pepperdine adufin.

Please refier v the protcol number denoed shove in all communicacion or cormespondence related oo vour applicaton and this spproval Should you have widmional
questions of requare ¢lirificatiom of the coneents of thas lener, plesse comsct the IRH (ffce. On behall of the IRE, | wish you success in this schaodarly pursan.

Suncerely,
Judy Ho, PRk IKE Chaar

ooz Mrs Koy Cam, Assistant Prownst for Reseorch
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APPENDIX D

Informed Consent

PEPPERDINE

*UNIVERSITY -

IRB Number #20-11-1469
Study Title:
The Effects of Collaborative Leadership Practice on Employee Satisfaction Levels

Dear Human Resources Leader,
My name is Thomas Martin. | am conducting a study regarding the effects of collaboration
on employee satisfaction levels. If you are 19 years of age or older and currently hold the
job title of Human Resource Director, you may participate in this research.
What is the reason for doing this research study?
This is a research project that focuses on how employee satisfaction levels are managed and
maintained. Increased knowledge of management techniques will help others in the human
resource field manage employee satisfaction levels. In order to participate you must be 19
years of age or older and lead employee satisfaction initiatives for your organization.
What will be done during this research study?
Participation in this study will require approximately 45 minutes of time. You will be asked
to describe your experiences managing employee satisfaction levels and the effects of the
programs with 11 questions. Participation will take place online via Zoom at a mutually

agreed time.
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What are the possible risks of being in this research study?
The risk associated with this study is minimal and may include potential stress regarding job
satisfaction.
What are the possible benefits to you?
The results of this study will be used to educate human resource executives with best practices
for managing job satisfaction levels in their organization.
How will information about you be protected?
Your responses to this survey will be kept confidential. Confidentiality will be maintained using
a password protected laptop to store all data collected including informed consent, the recorded
interview, and the transcribed data. All data will also be deidentified using a pseudonym which
will be assigned to each individual recording.
What are your rights as a research subject?
You may ask any questions concerning this research and have those questions answered
before agreeing to participate in or during the study.
For study related questions, please contact the investigator(s):
Tom Martin
Thomas.Martin@Pepperdine.edu
For questions concerning your rights or complaints about the research contact the
Institutional Review Board (IRB):
« Phone: 1(310)568-2305

e Email:gpsirb@pepperdine.edu
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What will happen if you decide not to be in this research study or decide to

stop participating once you start?

You can decide not to be in this research study, or you can stop being in this research study
(“withdraw’) at any time before, during, or after the research begins for any reason. Deciding
not to be in this research study or deciding to withdraw will not affect your relationship with
the investigator or with Pepperdine University.

You will not lose any benefits to which you are entitled.

Documentation of Informed Consent

You are voluntarily making a decision whether or not to participate in this research study. By
completing your interview responses, you have given consent to participate in this research. You

should print a copy of this page for your records.
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APPENDIX E

Human Subject Research CITI Certification
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