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ABSTRACT OF DISSERTATION

A QUALITATIVE ANALYSIS OF A COMMUNITY COLLEGE

MISSION STATEMENT AS IT APPEARS IN PRINT AND ON THE WEB

This basic, interpretive qualitative study’s purpose was to identify, describe, and
interpret community college mission statement messages as they appear in print and on
the web site. Of particular interest were the analyses of each institution’s similar,
different, and unique messages. The additional analyses of these messages across all four
community colleges examined in this study revealed unintended messages.

- ..e within-case inductive analysts was completed first to find emergent mission
statement messages in the print materials and on the web site for each community
college. Upon completion of the inductive analysis, a deductive analysis was conducted
next using Newsom and Hayes (1990) mission statement component framework.
Inductive and deductive cross-case analyses were completed to compare and contrast the
messages across all institutions. Additionally, message levels (strong, sufficient, and
weak) were assigned to each message as a further part of the analysis process.

The mission statement messages found in the study’s findings were presented in
relationship to the limited community college mission statement literature. The findings
propose the need to consider the addition of several messages found in the community

college literature, but not found in the mission statement literature. The recommendations

it



suggest institutions use an inductive and deductive checklist process to examine their
print materials and web site for message consistency between the two mediums and
alignment with the community college mission statement. The recognition of the web site
as a more commonly used medium for community college stakeholders to obtain

information supports the need to continually examine the web site for the community

college’s mission statement messages.

Diane Louise Hegeman
School of Education
Colorado State University
Fort Collins, CO 80523
Spring 2005
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CHAPTER ONE

INTRODUCTION

Mission statements are considered to be one of the world’s most popular
management tools. Today’s management books and journals hail the importance of
developing and communicating a mission statement. The mission statement should
answer basic questions such as who are we, what is our purpose, where are we going,
how are we going to accomplish it, and why do we exist? (Bart, 2001). Purpose appears
to be the most common mission statement element mentioned throughout the literature
(Bart & Baetz, 1998). Drucker’s (1974) agenda-setting work on mission statemen’t
importance as a management tool focuses attention on setting goals and purposes.
Recently, renewed attention and interest to the mission statement’s importance and
purpose has appeared (Campbell & Yeung, 1991; Piercy, 1994; Chamberlain, 1996;
Campbell, 1998; Cole, 2002). Mission statements define an institution’s purpose while
serving as the focal point for strategic planning and marketing functions. Mission
statements also serve as opportunity statements, state an institution’s present condition, or
describe future targets (Lang & Lopers-Sweetman, 1991). Most importantly, well defined
and clearly stated missions are necessary so that institutions can remain true to their core
commitments while strategically responding to internal and external forces.

Postsecondary educational institutions—particularly community colleges—feel

numerous internal and external forces. Internal forces include strategic planning and



marketing. Common external forces include increased competition, decreased funding,
and accreditation. These combined forces find community colleges balancing intellectual
pursuits with economic realities. Therefore, community colleges should seriously
consider the mission statement messages they are sending while responding to these
internal and external forces. Such an undertaking requires institutions to examine each
internal and external force in relation to the mission statement.

Strategic planning is the first internal force. Drucker (1974) states, “Strategy
determines what the key activities are in a given business. And strategy requires knowing
“what our business is and what it should be” (p. 75). Yet strategic planning is often one
of the most commonly neglected strategic management tasks. Gibson, Newton and
Cochran (1990) state, “The proper relationship of planning activities is developing the
overall mission, developing strategies, and formulating plans and programs” (p. 35). The
mission statement gets little recognition in most strategy applications. This could be due
to not understanding the importance of the mission statement or the critics’ views of
mission statements as being vague, directionless, or even worthles: ‘Ackoff, 1987;
David, 1989; Ireland & Hitt, 1992). Mission statements can help the organization focus
on what really matters to itself as well as to external stakeholders. A key reason for the
mission statement’s importance is that it guides strategic and day-to-day operational
planning decisions.

Postsecondary institutions’ mission statements often receive criticism for having
two major flaws. The first flaw is that institutions fail to use mission statements for

strategic planning. Newsom and Hayes (1990) discuss that most colleges regard the



mission statement as essential, but the statement’s content seems utterly unimportant. The
statement usually provides no guidelines for serious planning. Newsom and Hayes state,

If universities can find a way to substitute the vapid consensus of the present

statements for a sharp, specific definition of their distinctive role in a society, then

mission statements can be the proper beginning for activities like a planning

exercise, program reviews, curriculum design and admissions. (p. 30)

The second flaw occurs when mission statements provide broad definitions. The
statements usually describe lofty goals and immeasurable outcomes. Internal stakeholders
dismiss the importance and external stakeholders describe the mission statement as
meaningless (Finley, Rogers, & Galloway, 2001). Properly developed postsecondary
mission statements guide the institution’s members, distinguish the institution from
others, and market a unique or niche quality. Marketing is increasingly important for
postsecondary institutions from both an internal and external perspective.

Marketing the mission is the second internal force. It is important to internal
stakeholders for several reasons. The internal stakeholders must have a common mission
definition that helps guide the institution’s activities and employee behaviors. The
institution accomplishes creating this common mission through understanding the
learners’ needs and aligning programs, policies, and processes to establish a market niche
and provide value. Once the internal stakeholders have created and defined the mission,
they have a common direction. The “sense of mission” or strategic direction delivered
through the mission statement becomes a central focal point for employees to rally
around (Bart, 2001). Internally achieving this central focus makes it easier to
communicate the institution’s business. Unfortunately, some postsecondary institution

statements fail to realize the importance of the mission statement. The institutions

promote a general and simplistic statement that is often unclear and provides littie



guidance to the internal stakeholders. This simplicity and failure to communicate the
mission clearly often leaves external stakeholders confused as to the institution’s mission.

External stakeholders must clearly understand the institution’s business. A
clearly communicated mission makes it easier for external stakeholders to understand the
institution’s unique market niche and value. The institution’s specific niche distinguishes
its position relative to other competition. It serves to focus the attention of non-members
who may be considering a relationship with the organization (Cole, 2002). Defining the
niche assists the external stakeholder when making decisions about the institution. When
the mission statement is unclear and communicated ineffectively, the external stakeholder
is unsure of what the institution does and how it adds value. An effective mission
statement can contribute to effective strategic planning and marketing. Moreover, it .is
useful in addressing the external forces.

These external forces of increased competition, decreased funding, and
accreditation are as important to consider as the internal forces when developing and
communicating the mission statement. Increased competition evidences itself by the
increased market share of for-profit institutions during the last decade. These fully
accredited, for-profit institutions are becoming increasingly popular postsecondary
student options. A 2001 report by the Education Commission of the States (ECS)
indicates a 78% growth in the number of for-profit two-year degree-granting institutions
between 1988 and 1999 (Kelly, 2001). The two-year for-profit market share grew from
19% to 28% over the past decade (Kelly). For-profits have surged in popularity,

appealing to a growing segment of postsecondary learners.



One reason for this increasing appeal is that for-profit institutions contain many
student-friendly programs and services that attract postsecondary learners. The
institutions appeal to working adults in professional fields and adults developing job
skills. These working aduits are often parents with family obligations and are drawn to
for-profit schools because of fast-track programs, flexible scheduling options, and
locations close to work or home. Other appealing programs and services include a strong
customer orientation, academic and personal support services, technology-delivered or
enhanced instruction, and hands-on approaches to instruction (Kelly, 2001). Even though
public postsecondary institutions contain many of these same programs and services, the
for-profit institutions often hold great public appeal due to their work-related skill-based
programs. The for-profits also provide educational infrastructure and student-friendly
characteristics using private rather than public funds. The for-profits have created an
identifiable niche that expresses their uniqueness relative to other competition. They
provide students with an appealing option for postsecondary education without tapping
into already strained state budgets.

The decreasing amount of postsecondary institutions’ public funding is the
second external force. Two factors contribute to this force: an increasingly larger share of
state budgets being required for funding federal and state mandates and a legislative aim
of providing accessible and affordable postsecondary education. In the case of the first
factor, funded mandates in many states include K-12 funding, human services/health
care, and corrections. These mandates have stretched many state budgets, increasing the
struggle to balance budgets while funding these mandated priorities. For example, in

Colorado last year K-12 received 24.2% of the total state operating budget appropriation



while human services and corrections received 34.9% and 6% respectively. These
mandates comprise approximately 65% of the total operating budget appropriation,
leaving merely 35% for non-mandated items (State of Colorado Joint Budget Committee,
2003). Postsecondary education, a non-mandated item, recetved 12.3% of the total state
operating budget during the 2003-2004 fiscal year (State of Colorado Joint Budget
Committee). Of the postsecondary education allocation, the community college system
and local district colleges received only 14.3% (State of Colorado Joint Budget
Committee). This Colorado budgeting problem exemplifies the dilemma experienced in
most states. Ted Sanders, Education Commission of the States President (2003), states,

In a majority of states, the elements of a “perfect storm” are gathering. State

budget deficits have accelerated a decrease in the proportion of state funds

allocated for postsecondary education and training. Student tuition and fees are

also on the rise, while financial aid for needy students wanes. (p. 1)

The decreased public funding coupled with increased student tuition and fees conflicts
with the legislative mandates of keeping postsecondary education, especially at the
community college level, accessible and affordable, the second factor contributing to
decreased funding.

Despite the pressure to keep community colleges accessible and affordable, the
last several decades have seen dramatic increases in community college tuition and fees
to cover state funding shortfalls. Currently, these tuition rates still remain relatively low
compared to four-year institutions and continue to meet the legislative mandates of being
accessible and affordable. However, to cover state funding shortfalls, an increasingly
larger amount of the cost is being passed on to students through tuition and fees. From

1979-1980 through 2001-2002 community colleges average tuition and fees have risen

from $355 to $1,733 annually (College Board, 2001). An American Association of



Community College (AACC) tuition survey found that most states increased tuition rates
for the 2003-2004 year. The percentage of rate increases range from a low of 3% in
Georgia and Louisiana to as much as 42% in Virginia (AACC, 2003). These continual
tuition increases attempt to minimize the effect of decreased funding due to funding
mandates while still providing the most affordable and accessible postsecondary
education.

These two key contributing factors of this second external force should cause
postsecondary institutions to examine their mission. A clearly articulated mission tells the
public what the institution will do, and, by implication what it cannot (or will not) do as it
grapples with the increased fiscal struggle apparent in every state.

The last external force involving regional accreditation agencies comes as a result
of all six regional accreditation agencies requiring every institution to make a public
declaration of mission and purpose. For example, The Higher Learning Commission
North Central Association of Colleges and Schools (NCA) (2003) states, “The
Commission’s first Criterion of accreditation focuses the attention of the organization...
on the role of these mission documents in defining and shaping the operations and
priorities of the organization. All other Criteria in one way or another relate to Criterion
One” (p. 3). Institutions generally accept that they must create and publish a mission
statement as a means of giving the organization’s members a cohesive concept of the
institution’s internal and external role. The accreditation process plays an important role
by assisting postsecondary institutions in examining their mission.

The internal forces of strategic planning and marketing combined with the

external forces of increased competition, decreased funding, and accreditation are all



central to answering the basic questions of who, what, where, how and why while
developing the mission statement and clearly communicating the institution’s purpose.
Campbell (1989) contends that a sense of mission involves two tasks: defining the
purpose and communicating the mission to make the mission statement come alive.
Communicating the mission has primary importance for the institution, and two primary
mediums for achieving this goal are print and the web. In particular, the web has
provided an mnovative new medium for communicating the institution’s mission
statement. This study considers both print and the web as mediums to present the mission
statement.

Print changed society over 500 years ago by providing mass one-way
communication of information at a relaiively low cost. A public declaration of mission
commonly occurs through print. Print documents such as the catalog, schedule,
brochures, annual reports, and foundation solicitation letters usually contain the college’s
mission. Print as a communication medium continues to play an important role in
communicating the mission statement.

The World Wide Web (Web) is revolutionizing communication. Mass two-way
communication opportunities, low cost, currency, and increased accessibility make it
easy for all internal and external stakeholders to view the institution’s mission.
Institutions should closely examine this medium as a valuable means to communicat.: the
mission. The Web as a communication medium combined with the adoption rates of
computers and the Internet has been typically ur. errated. Oracle Corporation (1999)
states,

Predictions like these once range with hyperbole are being answered by stunning
facts about how Internet technologies are changing the way we work, play, and



learn. It took only four years for the World Wide Web to be regularly used by

more than a quarter of the U.S. population, a feat that took electricity 6 years, the

telephone 35 years, the radio 22 years, the television 26 years, and the personal

computer 16 years to achieve. (p. 2)

The Internet facilitates communication more effectively than any other medium since
Gutenberg pioneered the use of movable type 550 years ago (Darnell & Rosenthal, 2000-
2001). Today, over 51% of U.S. households have computers, and 41.5% have Internet
access (U.S. Department of Commerce, 2000). Minorities and lower-income households,
reflective of the community college student profile, present the largest increases
obtaining computers and Internet access (U.S. Department of Commerce). Accurately
portraying the mission to all constituents is important as 67% of Internet users over the
age of three use the Internet to search for information regarding a business or service
(U.S. Department of Commerce, 2002). Product/service purchases over the Internet are
made by 39% of online users (U.S. Department of Commerce). Not only has the public
quickly adopted the Internet as a method to obtain information and purchase goods and
services, but they also use it for education endeavors.

The Internet and the Web are increasingly used for a variety of educational
purposes. Online education enrollments represent 3.5% of Internet users (U.S.
Department of Commerce, 2002). A web presence exists for 66.5% of U.S. community
colleges (University of Texas-Austin, 2003). Community college websites also enable
students to register for courses (55.5%), purchase textbooks (43.2%), pay tuition (20.5%),
and offer online courses (74%) (Green, 2001) Educational programs and services will
continue to expand on the Web. Print and the Web as tech. >logical innovations and

communication media will continue to expand the ability to impart the institution’s

mission statement messages. The pervasiveness of these two media for providing



information related to education should prompt community colleges to examine the
messages found in their mission statements as they appear in print and on the website.

The literature contains a multitude of ¢pinion articles regarding mission statement
utility, but few quantitative studies and even fewer qualitative studies appear, especially
in relation to higher education in general and community colleges in particular. Several
studies do support the notion that one can analyze mission statements qualitatively for
messages (Pearce, 1982; Bart, 1998; Bart & Baetz, 1998). Such studies can reveal that a
mission statement may fail to clearly communicate its purpose if the community college’s
mission statement as it appears in print and on the website lacks clear messages.

Using an inductive and deductive analysis, I identified, described, and interpreted
the messages found in community college mission statements as they appear in print and
on the website, expanding upon techniques that Pearce and David (1987) and Newsom
and Hayes (1990) used. Studying both print and web media presentations of the mission
statements, 1 analyzed next the similarities and differences and unintended messages
found within each mission statement. Additionally, I employed a cross-case matrix to

analyze the similarities and differences of the messages found in these mission

statements.

Purpose of The Study

The study’s purpose is to identify, describe, and intery -et mission statement
messages as they appear in print and on the college website. The study’s research design
included a three phase research process. [ initially reviewed, identified, and selected
twelve community colleges for the purposive research sampl- In the Phase | pilot study,

I used a deductive process to identify and describe the mission statement messages found
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in each community college mission statement as it appeared in print and on the website
using the conceptual framework, and developed a cross-case matrix to compare and
analyze the similarities and differences of the messages found in a community college
mission statement as it appeared in print and on the website using the conceptual
framework that Newsom and Hayes (1990) designed.

Phase II used an inductive and deductive analysis process with four community
colleges to identify and describe the individual community college mission statement
messages as they appeared in print and on the website. | then compared and analyzed the
similar and different individual mission stalement messages as they appeared in print and
on the website. In Phase 111, I developed two cross-case matrices. The first cross-case
matrix examined the similar and different mission statement messages across all sites.
The second cross-case matrix examined the strength level of the mission statement

messages across all sites from an inductive and deductive perspective.

Research Study Questions

The grand tour question asks what community college mission statement
messages appear in print materials and on the website. Through an inductive and

deductive analysis I explored the following questions:

1. What mission statement messages are found in a community college’s mission

statement information as it appears in print?

2. What mission statement messages are found in a community college’s mission

statement information as it appears on the website?

3. What are the similarities and differences of the mission statement messages as they

appear in print and on the website?
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4. What are the similarities and differences of the mission statement messages found
across all community colleges as they appear in print and on the website?
The deductive analysis adheres to a conceptual framework that Pearce and David

(1987) designed, but which Newsom and Hayes (1990) modified for higher education

as a basis for examination and description.

Definitions

Print materials — Any institutional document that describes the institution. This
study’s print materials included application for admission form, college welcome letter,
admission procedures checklist, degree, certificate and diploma listing, general college
information pamphlet, and class schedule. When print materials were unavailable, a
college’s website pages containing similar information listed above was used to
determine the print mission statement messages.

Mission statement - A mission statement definition often quoted and originally
developed by Pearce (1982) and enhanced by David (1989) defines it as follows: “An
enduring statement of purpose that distinguishes one organization from other similar
enterprises, a mission statement is a declaration of an organization’s reason for being” (p.
90). For purposes of this study, an individual college’s print material and the wébsite
were used to determine the mission statement messages

Screen capture software — Software that allows a computer to capture images,
icons, web pages, web images, web flash, and video. The software saves an image of the

website pages. The image serves as a static *dcument used for the website mission

statement analysis.
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Website — A location on the World Wide Web that a community college creates to
promote the institution. It provides all visitors with varying amounts of a variety of
information about the college related to academics, student services, employment,
faculty, staff, and students. I used the individual websites to determine the website

mission statement messages.

Significance of Study

Most previous mission statement research has analyzed content using word counts
and has examined characteristics from primarily a quantitative perspective with a few
also being mixed methodology studies (Pearce, 1982; Pearce & David 1987; Bart, 1998,
Bart & Baetz, 1998; Bart & Tabone, 1999). Few studies exist on the relationship between
postsecondary education and mission statements (Newsom & Hayes, 1990; Mathieu,
1993; Stober, 1997). Apparently, no one has conducted a study specifically on
community college mission statements. [ discovered only one study that examines the
relationship between mission statements and the web (Bart, 2001), and none exist that
specifically discuss community college printed mission statements and the web.

This mission statement research should benefit those studying the inessages
mission statements communicate in print and web mediums for several reasons. First,
because of the scarcity of mission statement research, this study provides a variety of
groups, including business and non-profit industries but, in particular, postsecondary
education and specifically community colleges, with an analysis of the mission statement
messages as they appear not only in print but also on the web. Second, web research is
relatively new to the literature, and studies of its contributions are just now appearing.

This contributes to this literature body. Finally, this research can assist community
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colleges in communicating more effective mission statement messages especially as they
expand from print to the web to communicate the mission statement. By examining the
messages found in the community college mission statement in print and on the website
both separately and together institutions will have a better understanding of how these
media impact how audiences perceive the mission statement. Furthermore, this study
enables institutions to understand the messages that their mission statements convey,
which, in turn, will assist them when developing and communicating the mission. An
understanding of how audiences perceive the institution’s mission statement in both
mediums is important as more potential students use print and the web to research
information about the institution, make enrollment decisions, and use the web for
educational purposes.

Community colleges should be clear about who they are and what they want to
accomplish. We could be diverted from our fundamental mission, or the mission could be
distorted beyond recognition without vigilant attention to the underlying values, beliefs
and philosophical priorities that comprise the mission and without understanding and
accommodating the internal and external forces that shape it. Internal forces such as
strategic planning are an integral part of the planning process thus affecting all
institutional aspects (Drucker, 1974). These forces are also crucial to the marketing
process for internal and external stakeholders. Equally important are the exteraal mission
statement influences of increased competition, decreased funding, and accreditation.
Therefore, the internal community college stakeholders should seriously consider the

messages conveyed in the printed mission statement and website because of the effect
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these messages have not only on the internal stakeholders but also, and more
significantly, on the external stakeholders.

A study of community college mission statement messages found in print and on
the website is important for five reasons. First, the study adds to the scholarly research
literature because limited research appears on community college mission statements.
Most educational mission statement research use printed mission statements to conduct a
word count analysis but lack description, analysis, and interpretation of the mission
statement messages. Limited research exists on website messages in general, especially in
postsecondary education and particularly in community colleges. Second, this study also
examines messages found on a community college website. As more community colleges
develop their websites, this study will inform community college practice to
communicate mission statement messages more effectively to internal and external
stakeholders. Potential students may use print and web soutces as their only reference
points before deciding to attend the institution. Knowledge gained through this study will
create more awareness for community colleges communicating their mission statement
messages. Third, the study also provides a process that institutions can employ when
examining the mission statement messages as they appear in print and on the website.
Finally, the study may improve effectiveness of community colleges examining their
mission and the messages that are communicated to all stakeholders. A summary of this
importance of this study includes enhancing researchers’ tools while identifying,
describing, analyzing, and interpreting messages found in community college mission

statement messages wherever they appear.
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Researcher’s Perspective

My interest and expertise in this research stems from a long time association with
website development and distance learning initiatives. [ also have a marketing
background and am currently a community college administrator. I collaborated with an
outside vendor on developing my college’s first marketing website. I currently serve as a
member of the Webmaster committee that oversees the college’s marketing website. I am
also responsible for all distance learning initiatives as Associate Vice President of E-
Learning. My marketing interests began in high school and continued as a marketing
education professional for eleven years. It continues with my administrative
responsibilities for marketing a branch campus (communicating the mission), E-learning,
and other college program initiatives. My role as a community college administrator also
includes the responsibility for college-wide, division, and departmental strategic planning
that includes an annual mission statement and purpose review. My Ph.D. program study
included mission statement exploration and its important institutional guidance role.
These factors pique my interest in this topic. I also have conducted an extensive mission
statement and college website literature review to confirm research gaps. Examining the
literature has increased my interest in learning more about the mission statement
messages communicated through print materials and on the website.

Narrowing the topic from researching multiple approaches for communicating
with students to using two approaches (print and web) seems appropriate as more people
use print and the web to learn initially about an institution. The impact of the web on
community colleges is just beginning to emerge with little available literature. Studying

print and the web 1mpact is also a broad topic, so I chose to direct the research to mission
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statement interests. My interest in mission statements stems from previous research
focused on the institution as a learning community. The learning community literature
often speaks of developing mission statements that reflect group values and beliefs. |
finally decided that my combined background in working with websites and marketing
along with my interest and work in strategic planning would fit with my research topic.
Discovering the mission statement messages communicated through print materials and
on the website emerged as a specific topic through my continual immersion in the
literature and professional work involvement.

Mission statement literature predominantly examines the statement using word-
count, readability level, using primarily quantitative research designs. After significant
topic investigation, I discovered a noteworthy literature gap regarding websites and
postsecondary education. The literature reveals research regarding online instruction and
college websites. Substantial literature exists discussing printed mission statements
research that analyzes organizational values and beliefs, but the literature provides very
little mention of website mission statement research. The mission statement messages as
they appear in print and on the web reflects the institution’s culture using artifacts such as
a catalog, class schedule, general college information brochure, and the website to
communicate the community college’s mission. These two media forms should be
examined together to discover similarities and differences of the mission statement’s
messages. An accurate and consistent communicated mission statement and

accompanying messages reflects an important representation of the college to internal

and external stakeholders.
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Modern management theory recognizes mission statements as one of the
organization’s cornerstones (Pearce & David, 1987; Ireland & Hitt, 1992). The
conclusion in most discussions is that they are an essential factor contributing to an
organization’s enduring success. This conclusion has led all organization types (small,
large, non-profit, profit, education, etc.) to develop a mission statement as the
institution’s foundation.

The use of print media and the advent of the World Wide Web give anyone
(faculty, students, staff, community members, potential donors, et al.) an opportunity to
obtain information regarding the institution without having to speak to a college
representative. The community college mission statement messages as they appear in
print and on the web will continue to grow in importance as an increased number of
people wanting institutional information will first obtain it through non-oral

communication.
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CHAPTER TWO

REVIEW OF LITERATURE

This chapter explores the literature by developing and establishing a research
protocol for analyzing the community college mission statement messages as they appear
in print and on the web. Three relevant separate literature bodies comprise the three
major sections of this chapter. The first section discusses the mission statement or
institutional purpose statement, including definition, components, and research from
business, administrative, and non-profit perspectives. The second section presents
research concerning mission statement definition, mission statement components, and
research from a postsecondary or higher education perspective including specific
community college literature. The third section explores the technological innovations of
print and the World Wide Web as communication tools and their impact on the
community college. The chapter ends by discussing the research need to identify,
describe, analyze, and compare the similarities and differences community college

mission statement messages as they appear in print and on the website.

Mission Statement Business

Literature from a business, administrative, and non-profit perspective offers
specific information that helps define mission statements and their functions, their

components, and research pertaining to mission statements. The review of the literature in
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this section provides a basic overview of mission statements and sets the context for the
study.
Definition

No two writers use exactly the same identification labels for mission statement
nor define it the same way. Cochran and David (1986) list various terms used to label
mission statements, including “creed statement, statement of purpose, statement of
philosophy, statement of what is our business, or statement defining our business” (p.
109). My review of the literature attempted to find common ground and to synthesize
mission statement definition. A number of researchers concur that a mission statement
should define the organization’s purpose/reason for being, uniqueness, and direction
(Drucker, 1974; Pearce & David, 1987; David, 1989, Ireland & Hitt, 1992; Block, 1993;
Bart, 1997; O’Banion, 1997; Campbell, 1998; and Hesselbein & Cohen, 1999). Pearce
(1982) developed a definition of mission statement that David (1989) enhanced and
which is frequently quoted: “...as an enduring statement of purpose that distinguishes one
organization from other similar enterprises, a mission statement is a declaration of an
organization’s reason for being” (p. 90).

Defining the function of the mission statement is equally significant to
developing an understanding how the organization uses the mission statement. These
functions are often described from an internal and an external perspective. Campbell and
Yeung (1991) identified four internal functions: purpose, strategic planning, values, and
behavior.

Publicly communicating the institution’s purpose is the first internal function.

According to Cole (2002), “The mission statement is viewed as being important for the
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direction that it imparts to an organization’s employees and the organization’s purpose
that is communicated to non-members of the organization” (p. 3). Drucker (1974) and
Campbell and Yeung (1991) have each argued that a mission statement begins the
process of providing organizational members/employees with a meaning for their
existence. Drucker (1974) asserts, “Only a clear definition of the mission and purpose of
the business makes possible clear and realistic business objectives. It is the foundation for
priorities, strategies, plans and work assignments...and strategy requires knowing what
our business is and what it should be” (p. 75). A publicly communicated mission
statement also motivates employees toward common objectives, unifies expectations and
plans, provides performance evaluation criteria, and guides decision making.

Campbell (1989) and Bart and Tabone (1999) concur that communicating a
mission statement purpose motivates and inspires employees on a daily basis and
promotes a shared sense of expectations. A good mission statement provides employees’
self-motivation, direction, and performance rather than being dictated by evaluative tools.
It can excite employees and create passion to produce something worthwhile. Gibson,
Newton, and Cochran (1990) discuss how a mission statement guides the organization’s
day-to-day operational decisions. It also defines what the organization intends to
accomplish. Employees and other external stakeholders understand the company’s plans.
A well-defined purpose provides the basis for short- and long-term planning. Providing
motivation and inspiration to employees and guiding the organization are both important
reasons to communicate the organization’s purpose.

The mission statement also serves as the cornerstone for strategically planning the

organization’s future, the second internal function. Bart and Tabone (1999) contend,
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“Mission statements, moreover, are differentiated from objectives and other strategic
management due to their lack of a time frame, their lack of specific quantitative
measurements, and their passionate language” (p. 19). While goals and objectives are
more measurable and operational than mission, the goals and objectives should reflect the
institution’s stated mission and serve as a basis for planning. David (1989) discusses that
managers and academics widely recognize a carefully prepared mission statement as the
first strategic management step. A firm’s mission statement serves as a valvable tool in
directing, forming, and implementing a strategy. Pearce and David (1987) describe the
importance of mission statements as they relate to strategic planning and performance as

follows:

Developing a mission statement is an important first step in the strategic planning
process according to both practitioners and scholars....No reported attempts have
been made to link mission statements to corporate performance. The neglect is
surprising since several studies have concluded that firms that engage in

strategic planning out perform firms that do not. (p. 109)

The mission statement provides a critical ingredient in ascertaining the organization’s
strategic direction.

Additionally Gibson, Newton, and Cochran (1990) observe that mission
statements often receive little recognition in strategic planning due to lack of
understanding regarding the importance of the mission statement. The authors conclude
that a proper sequence for planning includes developing the mission, defining strategies,
and then determining plans and programs. They further discuss that strategic planning for

profit and non-profits may differ in that the former may focus on the bottom line while

the latter may focus on the goodness or the institution’s community value. Recognizing
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the mission statement’s importance provides the basis for strategic planning and is an
effective tool when grounded in a company’s clearly communicated values.

Values clarification, the third internal function, allows employees to accept the
mission voluntarily and to promote shared values and behaviors. Value-laden standards
provide meaning for employees in several ways. First, values give meaning to the
organization’s norms and behavior standards. Pearce (1982) discusses that a mission
statement consolidates values over time and across individuals and interest groups and
reflects in employees’ behaviors. Second, Campbell (1989) asserts that people are
motivated and work harder if they believe in what they are doing and trust the
organization. Stating values and standards allows employees to create a strong identity
sense within the organization. Third, Campbell (1989) further states, “Organizations that
have clear values find it easier to select, recruit, promote and develop the right kind of
people” (p. 4). Bart (1997) suggests that employees who do not “buy in” to values and
standards either quit or are encouraged to leave. Fourth, strong values can also help in
planning and decision-making. Campbell (1989) also contends, “While strong values
make the decisions at the top easier, they also make the daily decisions throughout the
organization easier” (p. 5). A good planning process should include stating values. The
values clarification process strengthens the organization when employees understand the
values, promote the behavior grounded in the viiues, and accept the values as guidance
when making decisions.

Behavior, the fourth internal function, interconnects the three previously
mentioned internal functions. Purpose, strategy, and values are ineffective unless

converted into behavioral principles that inspire daily employee actions. Behavior is not
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dictated; rather promoting a strong organizational identity and affiliation awareness
creates it. This organizational mission awareness creates pride, loyalty, commitment, and
affiliation and promotes an atmosphere that preserves and protects the strategies,
principles, and practices it promotes and publicizes. Campbell (1998) also attests to
mission statements as behavior guides “Like the 10 commandments or a set of new year’s
resolutions, these mission statements define values and behaviour standards of managers
and stakeholders” (p. 931). They provide a meaningful existence for employees which
transcends throughout all departments. Behavioral principles are the glue that binds the
organization’s functions.

A strong mission exists when the four elements reinforce each other. Campbell
and Yeung’s (1991) model combines the strategic (purpose, planning) school of thought
with the philosophical (values, behaviors) school of thought into a single description
stating, “It involves both the hearts (culture) and minds (strategy) of employees” (p. 11).
Campbell and Yeung further elaborate that a sense of mission “is an emotional
commitment felt by people towards the company’s mission” (p. 17). A sense of mission
occurs when there is congruency between the individual’s values and the organization’s
values. The four internal functions including purpose, planning, values, and behaviors,
combined with a sense of mission, convey an important message to internal and external
stakeholders. Institutions must examine these four functions also together with the two
external functions when defining the mission statement’s role. Lang and Lopers-
Sweetman (1991) suggested two mission statement external functions that include

creating business "wareness and serving as a marketing tool.
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Creating business awareness comprises the first external function and focuses the
company to describe the business in terms that all stakeholders understand. Internally, a
lack of creating business awareness for a company and its employees causes the
organization potentially to lose sight of its mission and function. Externally, a lack of
business awareness may cause a customer not to understand what the business does and
therefore to decide against purchasing from the company. Often, lack of business
awareness results in vague mission statements that are too general, provide lack of
direction, and cause misunderstanding of the business.

Using a mission statement as a marketing tool, the second external function,
involves ensuring that the mission statement is market-oriented, realistic, motivational,
and specific. Increased competition in a variety of industries forces mission statements to
describe customer benefits, and therefore it should focus on the market in which they are
trying to serve. Mission statements also must be realistic so as not to make promises or to
provide expectations that are undeliverable. A mission statement can be motivating to
both the internal and external stakeholders. A motivational mission statement may
encourage a commitment by employees to the business and may also cause a customer to
purchase the good or service. Finally the mission statement must be specific to
distinguish the business from similar ones. Sometimes people may view the mission
statement solely as a marketing ploy, but an effective statement successfully markets the
business and provides all stakeholders with an accurate business description.

Defining and descriting the mission statement functions are important first steps
in understanding the nission statement. The mission statement is often found in a

catalog, schedule, annual report, or other printed material. Increasingly, the web also
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contains a greater percentage of mission statements. This study does not assess the
organization’s mission statement development process or its effectiveness. Instead, the
research analyzes a community college’s mission statement messages as they appear in
print and on the web. The second component to understanding the mission statement
involves examining its components.

Components

This literature body promotes one mission statement component theory with some
adaptation and modification by researchers. The most often referred to work is Pearce
(1982), which other researchers, including Cochran, David and Gibson, 1985; Pearce and
David, 1987, David, 1989; and Lapoint, 2002, have replicated. Pearce’s work identified
eight components that are grouped into three categories.

The first category defines basic products and services. It also includes the
organization’s primary market and the technology used in producing or delivering the
product. These functions combined define the organization’s present and potential
business activity. The components comprising this category include: (1) target customers
and markets, (2) principal products and services, (3) geographic domain, and (4) core
technologies.

The economic goals of the organization comprise the second category. A
company’s mission should reflect the organization’s desire to secure its future. Unless a
firm can survive, it will unlikely satisfy any of the stakeholders’ goals. This category
includes only the fifth component: commitment to survival, growth, and profitability.

The final three components appear within the third category—the company’s

philosophy. The philosophy states the basic beliefs, values, aspirations, and philosophical
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priorities that decision makers use to guide the firm. Discerning differences between
organizations solely through these components remains difficult. However, these
philosophical components combined with products and services components and
economic components can uniquely identify an organization. These philosophic
components include: (6) company philosophy, (7) company self-concept, and (8) desired
public image.

Pearce (1982) defined these components well in his “mission statement
components” study, which served as the basis for Pearce and David’s (1987) study of
mission statements in Fortune 500 companies. Table 2.1 lists each of the eight
components under each of four categories (product or service, economic goals,
philosophy, and public image) and provides an explanation of each component.

Ackoff, 1987; Campbell, 1989; Piercy, 1994; Bart, 1998 refined Pearce and David
(1987) original work defining and using these components for research. These four
researchers structure Pearce and David’s specific components into four broad categories
that include product-market definitions, success factors, values, and philosophy.
Although the components and categories may be labeled slightly differently by each
author, the distinct components that Pearce and David originally developed provide the
foundation for most business mission statement research.

Ackoff (1987) believes that a mission statement “should not commit a firm to
what it must do in order to survive, but to what it chooses to do in order to survive” (p.
30). He further defines mission statement components according to the following
functions: provide measurable objectives, establish company’s differentiation, define the

business the company wants to be in, not necessarily is in, pertain to all internal and
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Table 2.1

Mission Statement Components

Component

Explanation

Product or Service
Target customers and markets
Principal products or services

Geographic domain

Core technologies

Economic Goals
Concern for survival, growth,
and profitability

Philosophy

Company philosophy

Self-concept
Public Image

Desired public image

Specifies the intended major custorers or target markets
Conveys the commitment to major products or services

Specifies the firm’s intended geographic domain for
marketing purposes

Explains the basic technologies used in producing or
delivering the product or service

Reflects the organization’s economic goals
regarding survival, growth, and target profitability
levels

Discloses the basic beliefs, values, aspirations, and
philosophical priorities, including indicators of
strategic, operational, and human resources
philosophies

Explains the firm’s ¢ ympetitive strength, and
expresses the company’s view of itself

Expresses how a company wishes to be perceived;
present and potential customer’s attributions of
certain qualities to a certain business

Adapted from Pearce and David (1987).

external stakeholders, motivate employees at all levels within the organization, and excite

and inspire all participants (p. 31). Ackoff’s mission statement examination finds most

statements meaningless for two reasons. First, the statements often identify lofty,
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immeasurable goals. Second, he asserts that to determine if something should be included
in the mission statement is to see if it can be disagreed with reasonably. If not, it is
probably not worth saying. Strong meaningful mission statements assist the company in
determining what it should do to survive.

Campbell’s (1989) Ashridge mission statement model relies upon a strong link
between the components organized into four categories including purpose (why the
organization exists), values (beliefs, ethics, and relation to employees and other
stakeholders), standards and behaviors (policy and behavior patterns that guide the
company’s operation), and strategy (organization’s activities and its positioning to
organizations in the same line of work). Communicating these mission statement
components throughout the organization creates four benefits: inspiring a sense of
loyalty and employee commitment; facilitating easier employee selection, recruitment,
promotion, and development through clearly defining these components; promoting
greater cooperation and trust throughout all organizational levels; and assisting with
decision making.

According to Piercy (1994) four major categories define a holistic mission
statement. Organizational philosophy, the first category, involves identifying what the
organization wants to be and what it stands for. The second category of product-market
domain defines where the organization operates and constitutes an essential strategic
planning element. Also involved in this category are identifying market opportunities and
specific target customers and markets. The third category defines organizational key
values. Defining the key value components provides organizational members with guides

to action and motivates employees to achieve the organization’s objectives. The fourth
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category includes what is needed for the organization to be good at and to achieve
marketplace success. Components in this category include identifying market
differentiation, benchmarking customer satisfaction, and recognizing customer service
needs.

Bart’s (1998) own literature survey supports his identified mission statement
components and also expands upon Pearce and David’s (1987) original work. These 10
identified components involve taking the following actions: provide a common
direction/unity of purpose transcending individual and department needs; define the
organization’s scope of operations/activities; enable top managers (especially the CEQ)
to assert authority over the firm’s activities; create standards of behavior for the
organization’s members; enable employees to identify with the organization’s
purpose/direction and to encourage those who do not to leave; promote a strong corporate
culture (shared values); ensure that the interest of key external stakeholder are not
ignored; motivate/inspire organization members; refocus the organization during a crisis;
and provide a basts for allocating resources (p. 58). Bart’s work concluded that all
constituents feel commitment, involvement, and satisfaction when the mission statement
is frequently communicated, mutually understood by all, and when it guides actions and
decisions. Bart’s ten components assist in sharpening a business’s focus and providing
direction for the organization.

Although fairly minimal mission statement research exists, the research
consistently uses some adaptation of Pearce’s (1982) original work and Pearce and
David’s (1987) expanded work that identifies the distinct categories and components.

Since Pearce’s original work in 1982, subsequent researchers have not identified new
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core components. Instead, researchers have merely expanded upon the initial definitions
or modified language to allow for new terminology introduced during the last 20 years.
These recurring components, based on Pearce and David’s (1987) work, indicate a strong
conceptual framework that organizations can use as the basis for mission statement
research.
Research

Smith, Heady, Carson, and Carson’s (2002) research establishes a comprehensive
review of published mission statement empirical studies. The researchers identify seven
unique research topics that most empirical and anecdotal mission statement studies are
based upon, including motivations for development of mission statements; arguments
against and reasons for not developing mission statements; comparison of performance of
firms with mission statements versus those without mission statements; mission statement
content; comparison of performance of firms with “high-content™ mission statements
versus those with “low-content” mission statements; behavioral and subjective measures
of performance; and subjective attitudes toward mission statements (pp. 2-5). Limited
mission statement research studies exist. Research related to business and administration,
hospitals, and non-profit organizations contain most empirical mission statement studies.
To examine each topic helps one to gain a better understanding of the existing mission
statement research.

The first research topic concerns motivation for development of mission
statements. Drucker’s (1974) work focuses on determining the importance of business
mission and promoting the motivation for development of a mission statement as a tool.

Much of this early work relating to organizational goals and purposes has received
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renewed attention during the last 30 years. This research includes several descriptive
surveys of organizational practices and use (Pearce, 1982; Pearce & David, 1987; Ireland
& Hitt, 1992) and prescriptive literature that advocate mission statement development
(Ackoff, 1987; Campbell, 1989; Campbell & Yeung, 1991; Bart, 1998).

Along with a research team from the Ashridge Strategic Management Centre,
Campbell and Yeung (1991) conducted a study to understand the motivation for mission
statement development and use. Forty-two companies expressed an interest in the
research project and provided responses as to how they developed and used their mission
statements. The researchers discovered that a number of companies in the sample had a
strong sense of purpose or culture. Next, Campbell and Yeung identified companies that
seemed to have a strong sense of purpose supported by a strong cultural or values sense.
The researchers also examined four cases in which managers were developing a new
mission and philosophy. They interviewed managers and employees at different locations
and documented detailed interviews, full case studies, and discussion of personal
experiences. The research also includes cases which other researchers have well
documented. The research identifies evidence for four interrelated components of
purpose, values, behavior standards, and strategy as part of the mission statement
development. Campbell and Yeung contend that understanding the motivation for
developing and using a mission statement is important for an organization.

The second research topic discusses arguments against and reasons for not
developing mission statements. Most mission statement literature tends to praise the
benefits of well-designed and communicated mission statements. Other research studies

argue against the mission statement value, particularly when discussing the wasted time
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and energy used to formulate the statement (David, 1989; Ireland & Hitt, 1992). The
authors cite examples of well-run companies prosper without a mission statement. In fact,
a mission statement can be harmful if not written with all groups participating and buying
into the mission’s message (Leonard, 2000).

David’s (1989) study, consisting of mailing a personal letter to the chief executive
officer (CEO) of all Business Week 1000 firms, supports the argument for not developing
a mission statement. The letter asked for the company’s mission statement. David
received 181 responses, in which 75 firmis (41%) provided a mission statement, and 106
CEOs (59%) indicated that their company had no formal mission statement. A further
analysis of the qualifying firms revealed three reasons as to why a company lacked a
formal statement.

The question of “what is our business?” led to the first reason a company lacked
a formal mission statement. This question frequently reveals differences among the
organization’s employees, especially at the top levels. An organization’s diversification
can lead to this question and results in fundamental disagreement regarding the business’
function. A second reason may be a disagreement regarding organizational direction.
Drucker (1974) emphasizes the importance of the mission decision. The mission decision
should be made with careful thought and should never be made hastily or painlessly.
Many organizations lack mission statements because of the time involved and the
direction clarification needed. Finally, David (1989) suggests that firms may lack a
mission statement because top-level managers spend all of their time on administrative

and implementation issues rather than looking strategically.

33



Ireland and Hitt (1992) provide the most comprehensive list indicating reasons for
not developing a mission statement. These nine reasons include difficulty in bringing
together a large and diverse stakeholder group; too much time and effort involved in
developing the statement; comfort with the status quo; the statement may reveal
confidential information; controversial among organizational members; top members
involved with operational vs. strategic matters; lack of a general view rather than a
narrow focus; organizational autonomy; and lack of formality with planning processes
(pp. 37-39). These reasons are mostly obtained anecdotally and not grounded in formal
research. Other research expands upon these reasons.

Leonard (2000) discusses a June 2000 survey the Ethics Resource Center (ERC)
conducted. The survey found that corporate mission statements may actually lower
morale if viewed as nothing more than “paper tigers,” suffering from being too vague,
having involved too few stakeholders, and being replete with hollow clichés. The mission
statement must do more than presented on a business card, hung on a lobby wall, posted
on the internal intranet, or posted on the company’s external internet website.
Organizations with mission statements should provide employee training and information
regarding the statement and actively take steps to live by the statement. David’s (1989)
study results combined with Ireland and Hitt’s (1992) reasons and further substantiated
with Leonard’s (2000) survey results provide substantial reasons for not having a formal
mission statement.

The third research topic describes mission statement research comparing
performance of firms with mission statements versus those without mission statements.

Limited, conflicting, and inconclusive research efforts appear regarding companies with
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mission statements increased performance as opposed to those without statements. David
(1989) did not find any relationship between performance (sales, assets, and profits;
return on investment) and firms with mission statements. Campbell (1989) reported a
positive relationship between companies with a mission statement and performance.
Unfortunately, the same performance indicators (sales, profits, etc.) are not always used
consistently from study to study. It then becomes difficult to draw sufficient conclusions
from the studies. However, most studies appear to consider organizational longevity as a
performance measure. Researchers need to conduct additional studies using consistent
performance indicators in business organizations to compare performance of companies
with a mission statement versus those without a mission statement. Several studies that
contain more conclusive research regarding the relationship between mission statements
and organizational performance seem to be available in the non-profit area. Bart (1997),
Bart and Baetz (1998), and Bart and Tabone (1999) are frequently cited as leading
researchers examining non-profit organizations particularly hospital mission statements’
components or content as it relates to organizations’ performance.

Bart and Tabone (1999) assert, “Although recent attempts have been made at
linking the content of a mission statement with an organization’s performance, the lack of
information on not-for-profit sector organizations, especially hospitals is evident” (p. 18).
Their study includes several relevant questions, including, “Does the inclusion of a
particular mission statement component appear to make a difference in terms of
performance outcome measures?” (p. 20). They mailed a questionnaire to 496 Canadian

hospitals’ top managers, 103 (20.8%) of whom responded. They used seven outcome
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measures to assess the relationship between mission statement content and performance

outcome measures.

The seven performance outcome measures included: (1) satisfaction with the
current mission statement; (2) degree to which the mission is an energy source; (3) degree
to which organizations use the mission statement as a guide for decision making; (4)
extent to which the mission influences the responder’s behavior; (5) extent to which it
influences the behavior of organization members; (6) extent to which members
throughout the organization are committed to the mission; (7) and a qualitative perceptual
measure of the organization’s financial performance (deemed appropriate because of the
not-for-profit business nature) (pp. 21-22). Bart and Tabone ranked these seven
performance outcome measures were ranked against 25 specific mission statement
components that they had identified through literature review. The study’s findings
revealed five interesting cortrelations between mission statement content and the seven
performance outcome measures.

First, the mission statement components that showed significant positive
correlations with five performance outcomes measures including distinctive
competence/strength, specific customers (patients) served, unique identity, and concern
for satisfying customers (patients) (p. 23). Second, 14 mission statement components
revealed significant correlation with at least six of the seven performance outcome
measures. Third, only 10 mission statement components correlated with financial
performance satisfaction. Fourth, two components appeared for which they found no
significant relationships: concern for survival and concern for suppliers. Las.'y, no

mission statement components exhibited negative correlations with any performance
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outcome measures'. The study’s correlations exhibit consistencies found in most not-for-
profit organizations and provide some relevant conclusions regarding mission statement
content and performance outcomes.

The fourth research topic identifies mission statement content or components.
David’s (1982) original work and Pearce and David’s (1987) expanded research
identifies eight original mission statement components, including target customers and
markets, principal products or services, geographic domain, core technologies, concern
for growth, survival and profitability, company philosophy, self-concept and desired
public image. Other researchers expand upon these original content or component areas.

Campbell’s (1989) Ashridge Mission Model consists of four content areas
including purpose, strategy, values, and behavior standards. Campbell and Yeung (1991)
enhance the Ashridge Mission Model by adding more detailed definitions for the four
content areas and explaining the interwoven nature of the content areas. Bart and Tabone
(1999) identify 23 mission statement content areas. Although other researchers may
modify or further define the terms, they base the content or components upon the
research work Pearce and David (1987) originally conducted.

Research in the fifth mission statement research topic compares performance of
firms with high content mission statements versus those with low cowntent mission
statements. Pearce and David’s (1987) research study used a Fortune 500 company
sample and concluded that higher performing organizations have more comprehensive
mission statements. A descriptive organizational practice and us 2 survey compared firms’
performance with “high-content” mission statements components versus those with “low-

content” mission statements components.
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A letter was sent to Fortune 500 corporations’ chief executive officers (CEQ)
requesting the organization’s mission statement. The study addressed the hypothesis thai
high performing Fortune 500 companies exhibit more of the desired high-content mission
statement components than those of low-performing Fortune 500 firms. They used a
frequency count to analyze mission message content according to Pearce and David’s
(1987) eight mission statement components. Of those surveyed, 218 companies returned
them for a 43.6% response rate. Forty percent of those responded reported that the
organization had no mission statement. Only 6! responses or 28% contained useable
mission statements. The analysis of these 61 responses contained some common mission
statement components.

All eight mission statement components were found in the surveyed companies;
they appeared with a 66% average frequency. Nearly all corporate mission statements
included concern for survival (90%) and desired public image (87%) components. Lower
percentages suggest that companies omitted geographic domain (41%) and core
technology (19%) in mission statements. The highest performing (top quartile of a profit
margin distribution) Fortune 500 firms exhibited three components—philosophy, self-
concept, and public image—whereas the lowest performing firms lacked these
components.

Pearce and David also performed a t-test analysis to test their hypothesis about
what characterizes mission statements of high-performing Fortune 500 companies exhibit
versus those of low-performing Fortune 500 firms. Significant difference found at the .05
level indicated the highest-performing firms exhibited philosophy, self-concept, and

public image and the mean scores were greater than those of the lowest performers for six
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of the eight components. Low performers mean score was higher only for product/service
and customer/market. These results support the hypothesis that inclusion of the three
mission statement components associates positively with a firm’s high financial
performance.

Other varables may affect organizational performance, so the findings do not
suggest that including desired components in a company’s mission statement will directly
improve performance. However, the research points out two important findings that
support including high-content components within mission statements. First, philosophy,
self-concept, and public image are especially important components to include in a
mission statement. Second, specific high-content mission statement components may
drive the organization’s behaviors and subjective performance. This performance reason
may be at least as important as financial performance when examining high-content and
low-content mission statements.

The sixth research stream relates to findings that not all research investigating
mission statement efficacies have used direct indicators such as profit, return-on-
investment, and sales as performance outcomes. Germain and Cooper (1990) and Bart
and Baetz (1998) both argue that superiority of behavioral and subjective measures may
be more direct indicators of an organization’s success than financial performance.
Subjective measures may include items such as involvement level and satisfaction with
the mission statement development process. This involvement and satisfaction with the
mission statement development process often create a strong employee affinity, which

employee behavior reflects. Motivated employees who strive to achieve high financial
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performance results demonstrate this positive employee behavior. Additionally, the
literature mentions customer service performance as a subjective performance measure

Germain and Cooper (1990) conducted a survey of customer service managers.
They discovered that companies with mission statements addressing customers as
primary stakeholders are more likely to survey customers and maintain specific
quantitative customer-service performance measures. Germain and Cooper state, “A
customer service mission statement appears to be an important competitive weapon used
by firms to ensure that customer service goals are actually being realized” (p. 53). A
company with a customer-service oriented mission statement indicates high customer
service performance measures.

Germain and Cooper sent a self-administered questionnaire to 2,350 members of
the International Customer Service Association (ICSA) to study relationships between a
written customer service mission statement and the extent of customer service
performance measures. They received 475 useable questionnaires, representing
manufacturers as well as industrial and customer service firms. Of the sample firms
41.9% had a written customer service statement.

The questionnaire also asked the firms whether they conduct customer surveys
and keep quantitative measures of customer service performance. Companies with
customer-service mission statements conducting customer surveys more frequently and
were more active in seeking customer opinions and perceptions. Results from all firms
with customer-service mission statements indicate a higher percentage of them keeping
quantitative measures of customer service performance compared to firms that lack this

component in their mission statement; however, the majority of firms without a
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customer-service mission statement do monitor customer service performance. This
finding suggests that an organization that values customer service performance makes
more effort to include customer service performance in their mission statement.

The study also investigated customer service quantitatively through 13
performance measures. Differences appeared according to firm type, but the mean
number of performance measures firms used was higher for firms having a customer-
service mission statement than firms lacking a customer-service mission statement. These
author’s findings suggest that employees’ behaviors and actions demonstrate that the
employees may have internalized the mission statement’s values more than thought,
demonstrated by employees’ behaviors and actions. These behaviors and actions reflect
the employees’ subjective attitudes and directly influence an organization’s success.

The final research topic examines subjective attitudes toward mission statements.
One study particularly illustrates this research topic. Gibson, ix2wton, and Cochran
(1990) examined subjective attitudes of hospital managers in 176 not-for-profit hospitals
to gain insight into how they view mission statements and what components they
consider important. They discovered that the results concerning hospital mission
statement components offered little empirical evidence related to how hospital managers
view mission statements and what components they consider important.

Using a systematic sample, they selected 700 members of the Society for Hospital
Planning and Marketing of the American Hospital Association. Individuals selected also
personally engaged in the organization’s strategic planning process. The survey included
only organizations with mission statements. These two criteria ensured that responses

came from personal experiences with and knowledge about hospital mission statements.
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Respondents received a questionnaire consisting of four parts: information about the
organization for categorizing responses according to factors such as bed size; information
about planning and mission statements in the particular organization; twelve Likert-
scaled questions concerning the use of mission statements in the organization; and a
section concerning mission statement components using Pearce’s (1982) components list
as a guide (p. 38). The 176 useable responses received represented about 25% of the
sample population.

The three factors of competitive situation, mission statement development, and
use in respondent’s organization and mission statement comprised the discussion. First,
surveyed organizations tended to reflect a concern regarding competition and its effect on
the future of hospitals. Over half of the respondents reported that they faced strong
competition in their environments. Occupancy trends also reflect this competitive
environment. Second, these two factors of strong competition and occupancy trends
support the need for mission statement development to help with decision making during
difficult times. Third, the individuals sampled demonstrated that hospitals tended to use
and view mission statements much in the same way as business organizations. The results
showed that mission statements appeared in 84.2% of the organizations. The researchers
determined mean levels according to Likert scaled agreement levels (1-strongly disagree
to 5- strong agree) on various planning aspects; low medium and high competition levels;
and low, medium, and high occupancy levels. Lastly, the final analysis examined the
relevancy versus irrelevancy of mission statement components and whether the

respondents’ mission statements included them.
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Results supported three conclusions. Most importantly that dialogue must occur
within the health care industry concerning which components to include within the
mission statement. Although most individuals thought the listed components relevant, a
number of components often failed to appear in the individuals’ hospital mission
statements. Those most often included were customer or primary market and
organizational philosophy; the least included were technology and self-concept.

The second conclusion is that many organizations have philosophy or value
statements but lack a strategic mission statement focus. The study’s findings raise
particular concern in environments with increased competition and low occupancy rates.
A focused mission statement guides organizational goals and objectives development. A
mission statement also provides strategic direction in hard times when hospitals must
make difficult decisions.

The third conclusion demonstrates involving more management levels in mission
statement development and communicating more frequently regarding actions needed to
achieve the organization’s mission increase a commitment to the organization’s strategic
direction. Hospitals that did not involve several organizational levels in mission statement
discussion either disagreed or were neutral toward the statement. The hospitals
categorized in the medium occupancy group revealed some interesting statistics. First,
52.1% believed their mission statements lacked clarity and usefulness. Second, 49.3% did
not believe that mission statement development involved several management levels.
Finally, 49.3% disagreed that shared commitment for mission statement development was
high. Increased involvement throughout all organization levels in mission statement

development creates clarity and promotes a shared commitment to the strategic direction.
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This mission statement study shows the importance of subjective attitudes toward the
organization without financial linkages as a performance measure.

Despite the reviewed studies in each research stream that Smith, Heady, Carson,
and Carson (2002) identified, one question, that Pearce and David (1987) first identified,
still remains largely unanswered, and that question is “What is the link between mission
statements and organizational performance?” (p. 113). The results are still somewhat
inconclusive and conflict at times. Expanding research on organizational values,
reconsidering the definition of financial performance indicators and consistently
measuring the same financial indicators, and increasing consideration of organization
longevity as a performance indicator could help better define this relationship. Because
longevity is an outcome that is difficult to manipulate or misinterpret, it could become the
primary measure used in further mission statement research to determine the link between
mission statements and organizational performance.

I chose not to add to any of the research topics Smith, Heady, Carson, and Carson
(2002) identified, but I presented this information as a foundation for the proposed
research study. The first literature review section, which discussed mission statement
definition, components, and research from a business, administrative, and non-profit
perspective, provides groundwork for the literature related to mission statements in

postsecondary education, particularly references to community colleges that comprise the

next section.

Mission Statement Postsecondary

This section contains three parts pertaining to mission statements. The first part

examines mission statement definition and functions from both a postsecondary (also
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referred to as higher education) and a community college (also referred to as junior
college) perspective. The second part describes the postsecondary mission statement
components. The final part reviews the limited postsecondary mission statement research.
Definition

The higher education studies cited in this literature review provide a
postsecondary mission statement definition that closely parallels the business mission
statement definition. Lang and Lopers-Sweetman (1991) discuss postsecondary mission
statements as “‘a way to encapsulate its peculiar raison d’etre, or what it seeks to
accomplish in the larger environment” (p. 600). According to Newsom and Hayes (1990),
“The mission statement should be a declaration of the special purposes of an institution
and whom it intends to serve. It is a revelation of the college’s reason for being” (p. 28).
Finally, the mission statement’s primary purpose is to set the institution’s nature, shape,
and character (Myran & Howdyshell, 1994). A mission statement may also indicate how
institutions are alike and how they are different. It is a public declaration of how the
institution internally perceives its role and usually closely relates to how others perceive
the institution’s role. Community college authors provide a more focused mission
statement definition.

The community college mission statement definition varies slightly among
authors but often includes terms such as role, function, and purpose. For example, Bogart
(1994) asserts that ... the mission is what the institution purports to do” (p. 60). The
American Association of Community Colleges writes, “A mission statement is a
collective statement by an organization’s internal stakeholders describing their highest

sense of purpose in serving society’s needs (2003, para 8).
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Five components comprise the community college mission statement definition
according to Vaughan (1988): higher education institution; mirrors society; teaching
institution; open access; and comprehensive program (pp. 25-27). Lorenzo (1994)
concurs that the community college mission statement definition includes serving a
distinct role as part of higher education, reflecting the unique needs of the community it
serves, and providing accessible and affordable education. I chose to expand upon three
of the roles that community colleges play, as Vaughan and Lorenzo listed, that contribute
to the mission statement definition: as a higher education institution; as a mirror of
society by providing programs that match the needs of the local community; and as a
provider of postsecondary educational opportunities through open access and affordable
education.

The first component includes the role of the community college as a part of a
four-year higher education model by providing transfer opportunities. Some junior
colleges (later named community colleges) were positioned as part of a structured
secondary school system, but most were seen as part of a four-year institution or as a
separate entity. The primary purpose as part of a higher education institution was to
provide transfer opportunities. As Phelan (1977) contends, “From their beginnings in the
early 1900s, community and junior colleges had a clear purpose Their mission was to fill
the near-singular niche of providing pre-baccalaureate courses intended for transfer” (p.
30). Any junior college mission included a commitment to ensure that students’ course
work would transfer. These students would then complete the third and fourth year at the
university. The junior college offered a solution for providing higher education’s first two

years. Today, even community college critics such as Pincus and Archer (as cited in
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Pincus, 1994) agree that transfer is the community college’s primary function. This
distinction between the first two years and the last two years of a higher education
experience fulfilled the visions of university leaders who created the junior college as
part of the higher education model.

The second component defines the community college role in mirroring society
by providing programs that the local community needs. Training teachers demonstrated
an early example of meeting community needs. This community need began in the 1900s
as a larger numbers of teachers were necessary due to mandated student attendance
policies and more formalized teacher standards. This community need manifested itself
as the normal school movement, which aimed to prepare women, primarily, for local high
school teaching. A movement to provide a post-high-school, one-year teaching certificate
for graduates allowed for the junior college development at the high school in some
states. The course work was then allowed to transfer to the junior college as more women
pursued continued education. The early years of junior colleges used this transfer model.
This example reflects the community college role of mirroring society by providing
programs that meet local community needs.

The third component deals with the role of community colleges as providers of
open access and affordable education for individuals desiring to pursue postsecondary
educational opportunities. A number of researchers concur that the community college
mission promotes open access and affordable postsecondary education congruent with the
United States democratic values and philosophy (Bailey & Averianova, 1988; Cohen &
Brawer, 2003; Brewer, 2000; Mellow, 2000). This democratic sense of mission began as

part of a national movement to expand higher education as three different time periods
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illustrate. The first time period encompasses the early beginnings of providing open
access for postsecondary education. The first Morrill Act, passed in 1862, expanded
public higher education access for agriculture and mechanical arts programs while
providing lower cost alternatives to private colleges. The second Morrill Act, passed in
1890, extended access to African Americans. These Acts helped found the democratic
notion of open access and affordable education for those desiring postsecondary
educational opportunities, leading to William Raney Harper’s founding Joliet Junior
College, the first public junior college, in 1901 (Mellow).

The 1940s mark the second time period during which the notion of open access
and providing affordable educational opportunities expanded. The 1944 G.1. Bill of
Rights and the 1947 Truman’s Commission on Higher Education expanded the role of
community colleges. Both led to the further break down of economic and geographic
barriers by extending public education to millions of Americans previously excluded
from higher education. Providing public community colleges that charged little o~ no
tuition and providing financial support for those who couldn’t afford it broke down
economic barriers. Establishing community colleges in areas where students reside
minimized the geographic barrier, thus further expanding educational opportunities.

The third time period that illustrates providing open access and affordable
education extends from the 1960s to today. The 1960s marked a period of community
college expansion. Community colleges became a national network with the opening of
457 public community colleges during the 1960s (American Association of Community
Colleges (AACC), 2002). Today, community colleges serve as a primary gateway to

postsecondary education for many students (Rendén & Valadez, 1994), and 1,171 public,
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private, and tribal community colleges enrollment consists of over 8.6 million in
unduplicated headcount in credit courses and 44% of all U.S undergraduates (AACC).
Today’s average annual tuition is $1,518 (AACC).

Besides having an understanding of these three major roles that community
colleges play, defining the postsecondary mission statement functional role is also critical
for understanding the use of the mission statement.

Lang and Lopers-Sweetman (1991) suggest postsecondary mission statements
include five functional roles. Postsecondary mission statement literature frequently
describes these five functions. A detailed description of these functions as suggested by

Lang and Lopers-Sweetman appear below.

1. Goal clarification as part of the planning process makes educational institution’s
purpose known to the public in order to gain support of the public in matters
concerning them. Goal clarification is essential to the institution’s well-being. It
assists in projecting a forceful image and shows the public a plan of action.

2. Smoke screens for opportunism can be seen as a snapshot depiction describing the
institution’s current state, an image that is desired, or a combination that describes the
past, combines it with the current status along with future aspirations.

3. Describing things as they are can also be an effective mission statement function. It

describes the institution “as is” and avoids some distant, unattainable inodel but does
describe the past and future.

4. Mission statements can be seen as aspirations or hope of what the organizations
intends to become in the future.

5. Mission statements serve as marketing tools. The statement should be market-
oriented, feasible, motivating and specific. They are developed to distinguish one
institution from others. (605-612)

These five postsecondary mission statement functions are similar to the functional roles

that the business, administration, hospital, and non-profit literature.
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The first postsecondary mission statement function concerns clarifying goals
through a planning process. Internally, mission statements provide the foundation for
planning. Newsom and Hayes (1990) discuss the relationship between educational

mission statements and planning as follows:

Most devotees of academic planning believe the planning process should begin
with a mission statement or a clear statement of what a college or university does,
for whom, how and why. The mission statement should be a declaration of the
special purposes of an institution and whom it intends to serve. It is a revelation of

the college’s reason for being. (p. 28)

Externally, clarifying goals through the planning process built upon the mission statement
shows legislators, outside funders, and other stakeholders that the postsecondary
institution has a feasible and focused direction.

Part of the goal clarification planning process should also include a values
examination. A postsecondary institution must clarify its values and agree upon them
prior to setting goals for the internal stakeholders to carry out the institution’s goals.
Gleazer (2000) discusses five fundamental values from an internal perspective that
provide guidance and serve well in future goal setting: people — every decision stems
from the people in the community; learning — it extends beyond the physical building to
all people in the community throughout their lives; connections — community colleges
must connect with the community conditions such as housing, jobs, health, and
environment and relate to other community and civic organizations; opportunity —
colleges must offer students essential learning experiences that mold who they are to
become; and better lives — leamners are seeking better lives and the way to get what they

want 1s through learning (p. 1). Value clarification is an important task and helps to

describe the organization internally. Some, externally, may sometimes view the value
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clarification process as part of goal clarification and planning as a smokescreen for
opportunism according to Lang and Lopers-Sweetman (1991).

The second function describes mission statements as smoke screens for
opportunism. Internally, some can view and interpret the smokescreen as a way to depict
the institution’s current state, desired 1mage, or combine past and present with the future
from a general viewpoint. Unfortunately, these broad generalities depicting the institution
often generate vague mission statements. Most institutions lean toward vagueness to
allow for maximum flexibility and every possible funding opportunity. As resources
become scarce, institutions may avoid divulging specific outcomes or future direction
through the mission statement. Declaring a specific plan may expose ideas and cause
external examination that could eliminate potential funding opportunities. Not declaring a
specific plan discourages differentiation and forces institutions to look similar to one
another from a mission statement perspective. Externally, the smokescreen for
opportunism assumes a negative perspective as external stakeholders try to understand
current status and future goals of the institution.

The third postsecondary mission statement function identifies the institution “as
is” according to Lang and Lopers-Sweetman (1991). It should describe where the
institution has been, where it would like to go, and also what it does not believe about
itself. An organization reluctantly expresses what it is not about, instead of “stick to the
knitting” as Peters and Waterman (1982) describes an organization that builds upon some
central skill or strength. Describing what the organization has done in the past as well as
what it currently does and does not do communicate a clear message to external

constituents. Postsecondary critics often state that institutional mission statements contain
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wonderful statements with which no one can disagree but which are ambiguous and serve
little purpose. Creating a clear mission statement that describes the reality of the
institution as it is for both internal and external audiences present a difficult and
challenging task. Furthermore, equally difficult is the task for mission statements to
communicate institutional aspirations, the fourth internal postsecondary mission
statement function.

Measuring the institution’s future aspirations presents difficulties for internal
constituents. A broad, lofty statement such as “becoming the best community college in
the world” often appears as an unrealistic goal for internal stakeholder. Such statements
often cause disputes regarding evaluation, and institutions rarely use them for planning or
as an effective internal decision-making tool. Examining future aspirations from an
external perspective is generally not useful unless the wish list triggers notice from a
nontraditional funding source for program development or expansion. Unfortunately,
most internal stakeholders see mission statements as promotional devices aimed at
external stakeholders according to Lang and Lopers- Sweetman (1991).

The final mission statement function includes using the mission statement as a
marketing tool. A mission statement is usually viewed as an internal function, but interest
in examining it as an external function is growing. An institution can market its products
and services through the mission statement. Describing an institution’s products and
services can distinguish one institution from other similar ones and help external
constituents, including students, competitors, and funding agencies, tc understand the
institution’s role better. Cole (2002) states, “While the statement can serve to focus the

efforts of the members of the organization, it can also serve to focus the attention of non-
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members who may have a relationship with the organization” (p. 1). Lang and Lopers-
Sweetman (1991) describe the mission statement’s five functional roles from a broad
postsecondary viewpoint. Examining the mission statement functions specifically from a
community college perspective provides useful information.

Community college advocates applaud the comprehensiveness and complexity of
the functions of the institution. Although the reasons for multiple functions are many and
complex, the willingness of community colleges to provide comprehensive and complex
functions signals flexibility and responsiveness to local needs. An examination of
community college functions assists in better understanding the mission of the
community college.

Traditional community college functions, often defined within the mission
statement, include academic education, occupational preparation, remedial education,
customized training and other economic development activities, and community service
(Baker, 1994; Cohen & Brawer, 2003). Grubb (as cited in Carnevale & Descrochers,
2001) further defines the community college’s mission by adding focus on English
language development focused on English language learners, including the foreign born;
public job training for disadvantaged clientele; and public or private credentialing,
licensing, and certification (p. 19). Vaughan (1988) suggested that the mission statement
changes less than what it appears. He contends that society’s circurnstances and
conditions change, but the mission remains relatively constant over the years. The
community focus function emphasizes mission aspects rather than changing the mission
statement. Other current influences such as the use of technology for teaching and

learning will continue to augment the community college’s mission, but the five
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functions that have been present for much of the community college’s history appear to
remain as part of their future.

Postsecondary mission statements critics, including Rowley, Lujan, and Dolence
(as cited in Finley, Rogers & Galloway, 2001); conclude that “mission statements are
very similar, making it difficult or impossible to distinguish one institution from
another....For purposes of providing a strategic focus and a foundation upon which to
base planning activities, most mission statements are less than effective” (p. 44).
Newsom and Hayes’s (1990) study regarding college mission statements indicates that
most are “amazingly vague, evasive, or rhetorical, lacking specificity or clear purposes”
(p- 29). Their study further concludes that colleges view the mission statement as
essential, but its content seems unimportant. The mission statement critics agree that it is
a key tool for organizational positioning and marketing, but they often find it too
simplistic to give direction and provide substance when differentiating and positioning
any organization.

Community college mission statement critics such as Bailey and Averianova
(1988) suggest that community colleges provide such a broad variety of functions that
colleges “have lost their way, abandoning missions that form the foundation of a
democratic society, and squandering efforts and resources in an attempt to ‘be all things

7

to all people’” (p. 1). Community college mission statements tend to sound similar and
fail to define distinguishing institutional characteristics. Community colleges
responsiveness to changing demographics including economic and geographic shifts

continues. These changing demographics often trigger mission statements that appear to

serve anyone by providing unlimited programs and services rather than meeting the
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community needs. A closer examination of postsecondary mission statement components
may provide additional insight to the postsecondary and community college’s mission
statement definition and functions and serve as another research process step.
Components

Distinct postsecondary mission statement component research appears
nonexistent in the literature, and what does receive some discussion has been adapted
from the existing business literature. Only Newsom and Hayes (1990) and Chamberlain
(1996) describe a postsecondary mission statement component framework but in the
context of component 1esearch from business sources. Postsecondary literature reveals
that a postsecondary component framework can help an institution discover its unique
role, create meaning, and communicate a distinctive message to constituents.

Newsom and Hayes (1990) adapted Pearce and David (1987) study, detailed
above, and then applied it for postsecondary education to study the mission statements of
142 institutions. They demonstrated the feasibility of extending Pearce and David (1987)
mission statement component analysis to postsecondary institutions.

These postsecondary mission statement components serve as the deductive
conceptual framework used in this study’s methodology. Explanations of these
components in Table 2.2 provide further insight into this postsecondary conceptual
framework.

To describe the institution’s distinct attrioutes, Chamberlain (1996) adapted a
mission statement component framework that Parsonage (1978) had originally created.
Eight different components comprise this framework. Each component represents a wide

range of ideals. Chamberlain views each component as describing the institution’s means
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— how it constructs its campus environment to achieve its objectives. A mission statement
then describes the institution’s ends, or education objectives, for each component. The
framework component provides a foundation to describe the institution’s uniqueness.

The extent to which each component exists within the institution and its perceived
importance level provide a unique, distinct institutional profile. Chamberlain’s (1996)
components include moral, intellectual, egalitarian, spiritual, socio-political, humane,

Table 2.2

Postsecondary Mission Statement Components

Component Explanation
Target clienteles Defines the constituencies the college wants to serve.
Products Specifies the outputs beyond general teaching and service.
Geography Explains the specific location the college serves.
Commitment Reflects what will be emphasized for survival or growth.
Philosophy Discloses the college’s specific beliefs, values and

philosophical priorities.

Self definition Expresses how the college views itself.
Public image Defines the reputation the college wishes to have among
the public.

Note. Adapted from Newsom and Hayes (1990).

internally may help an institution examine its story (mission) more effectively by

examining its own values, traditions, and ambitions. It also helps to describe its distinct
attributes to external stakeholders more effectively. As an institution looks at declining
resources, increased competition, and increased marketing efforts, this framework may

help communicate the institution’s unique role. This mission statement framework

56



provides another way to assist the institution in understanding and describing what is
special about the institution. Unfortunately, Chamberlain’s research examines only four
colleges and exemplifies the limitations of the limited postsecondary and community
college mission statement research that exists.

Research

There are limited postsecondary mission statement research studies. The four
identified studies analyze mission statement through content analysis or word counts to
define relationships and themes. Adapting the mission statement’s component framework
of Pearce and David (1987), Newsom and Hayes (1990) conducted the first identified
study regarding college mission statements indicates that most are “amazingly vague,
evasive, or rhetorical, lacking specificity or clear purposes” (p. 29). The study provides
interesting results.

Newsom and Hayes (1990) selected 142 institutions in 11 southeastern states
using systematic sampling and classifying each as public, private, or sectarian. Each
president received a questionnaire and a request for a copy of the mission statement was
requested. Ninety-three colleges (65%) responded, providing their mission statements for
the researchers to read and analyze. They used seven components adapted from Pearce
and David’s (1987) original eight components and examined each statement to determine
which of the seven components the mission statement contained. Newsom and Hayes
also looked for any additional elements through the questionnaire. They then analyzed
the mission statement component results and categorized according to each institutional

classification.
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The results revealed that a relatively small percentage of institutions were specific
in most of the seven components (Newsom & Hayes, 1990). Public universities were
more specific about geographic regions while private and sectarian institutions revealed
more about philosophy and public image. The study indicated percentages for each
component according to college classification. Newsom and Hayes determined that
mission statements in their present form were generally a waste of time, provided little
direction for planning, curriculum, or admissions, and were too general to communicate
an institution’s unique characteristics. This limited content analysis research study was
valuable as it extended Pearce and David’s (1987) mission statement component and
content analysis techniques to postsecondary institutions.

Content analysis also provided the approach that Mathieu (1993) took. Mathieu
obtained mission statements directly from college catalogs, not by way of requesting the
mission statement from the institution as did Newsom and Hayes (1990). Mathieu’s study
examined mission statements from 84 small, private liberal arts colleges from the
Midwest using content analysis to examine the extent to which the mission statement
reflected the institution’s rural or urban environment.

Mathieu’s examination focused on institutional setting and looked for reference to
any of the following as ways to distinguish institutions: geographic area, socioeconomic
area, communities, service area constituencies, and targeted subgroups. Mathieu found
that only 19% of the examined colleges included references to setting in their mission
statement. His study results also indicated no significant difference between rural and

urban institutions’ mission statements in terms of setting, constituencies, and subgroups.
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This content analysis study also confirmed Newsom and Hayes’s (1990) findings that

colleges lack mission distinctiveness.

Stober (1997) took a different approach to study postsecondary mission
statements by using word count and content analysis. Stober selected 120 college and
universities accredited by the Middle States Association of Colleges and Schools. Next,
he categorized each college and university according to a modified Carnegie
Classification system. Obtaining the published mission statement for each college and
university, Stober then conducted the two-part analysis, first using word counts and then
analyzing the content.

[n the first part of his analysis, Stober used word counts to construct meaning
across each comparison group using computer-generated word profiling. His results
reveal that most institutions described themselves using descriptors not found in the
Carnegie Classification system. His research also examined, “content analysis to include
tone and readability measures” (p. v). In this second part of his analysis, he used the
mission statement component framework from Newsom and Hayes (1990) to examine
content, Stober’s discussion included how colleges distinguish themselves by Carnegie
classification and through words and content. Stober’s word count and content analysis
study provides the postsecondary community with an analytical approach to enhance an
understanding of how people view mission statement as well as a guide to mission
statement development.

Like Stober, Rios-Maldonado (2000) used content analysis but to examine the
strategic alignment of information technology with academic strategy through

examination of 78 research universities websites. The study first categorizes the
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institutions according to whether they were public or private. She then compared the
institutions in terms of the content of academic and information technology strategies, the
integration of acacemic and information technology strategies, the strategic uses of
information technology in teaching research and administration, and the relationship
between the content of academic and information technology strategies and the strategic
uses of information technology. The first step involved downloading the universities’
web page as text. In this mixed method study, Rios-Maldonado then used an emergent
coding scheme to analyze the text and Chi-square independence test to test the null
hypothesis of no difference between public and private institutions and no relation
between variables.

The results of this study confirmed that students used academic and information
technology strategies for electronic inquiries and online inquiries undergraduate and
graduate admissions. The author found no statistically significant relationship between
strategic alignment of information technology and the strategic uses of websites in
teaching and research. Rios-Maldonado (2000) asserts, “The findings overwhelmingly
suggest that universities are using the Web strategically and beginning to realize the need
to align their institutional missions and technology plans” (Abstract, para 1). This
research study adds to the literature of using content analysis to study postsecondary
websites.

Apparently, only three research studies that analyze postsecondary mission
statement messages as they appear in print exist. Additionally, only one research study
uses content analysis to examine messages delivered on university websites. As potential

students and the general public quickly adopt the Internet and the World Wide Web as
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communication tools, discovery of how the web along with print media deliver
postsecondary mission statement messages increases in importance. The next section

discusses how print and the Word Wide Web will impact mission statement messages.

Print and World Wide Web Media

The printing press and the Internet have revolutionized communication
technology. Both have many similarities, and both have had important consequences in
bringing about societal changes. They also have obvious differences. One significant
difference is that the printing press took almost 400 years to evolve from introduction to
mass use while the Internet took merely twelve years for wide diffusion once society
recognized the computer as a communication technology (Rogers, 2000). Explaining the
mediums impact on society illustrates why postsecondary institutions need to be aware of
the print and web messages it delivers.

The first innovation revolutionizing communication technology was the advent of
the printing press. China’s Pi Sheen invented moveable type made out of clay in 1041
(Rogers, 2000). It aliowed for printing imperial publications. They printed only a limited
number and distributed them to a select few. Johann Gutenberg is generally given credit
for the moveable type or printing press invention in 1456. Society changed three ways
because of the printing press invention.

First, the printing press increased the speed of copying books. Society no longer
needed scribes to copy books by hand. Additionally, prior to Gutenberg’s invention
people chained books to desks, thus extremely limiting access. So the second societal
change involved releasing books, literally, from their chains (Rogers, 2000). The third

change involved the dissemination of knowledge to the general public through book
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distribution. Although the second and third changes, in particular, were evolutionary, the
real impact of the printing press did not transpire until the newspaper made the mass
communication revolution possible by using print technology to reach a public audience.
In the United States the first such mass distribution newspaper The New York Sun
appeared in 1833 (Hollander & Germain, 1995).

In relation to postsecondary education, the significance of mass distribution
publicizing manifests itself when institutions advertise themselves through magazine ads.
N. W. Ayer & Son advertising agency placed advertisements for postsecondary
institutions in 11 religious magazines beginning in 1869 (Hollander & Germain, 1995).
Mr. Ayer, a former teacher, determined to spread the word of education and encouraged
schools and universities to advertise. Additionally, newspaper articles also disseminated
information regarding postsecondary education. Significantly, college personnel wrote
more newspaper articles than advertisements to promote higher educational institutions
beginning in the early 1900s. Hollander and Germain also found Radcliffe and Vasser
colleges featured in an 1890 article appearing in Ladies Home Journal. The mass
distribution of information through magazines and newspapers provided the general
public with information regarding postsecondary education.

The impact of the printing press on mass distribution evolved slowly.
Postsecondary education promotion through newspapers and magazines first occurred
about 400 years after Gutenberg’s invention. Some suggest that the mass distribution
diffusion rate depends partly on the infrastructure. Printing, in part, needed widespread

literacy as part of the infrastructure to enable mass dissemination of information.
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Not since the printing press has an invention revolutionized communication
technology. Computer accessibility has dramatically changed how people communicate
and interact with one another. The advent of the Internet and the World Wide Web
profoundly influence society by providing computational and communication networking
tools. This dramatic society change continues today and will continue to revolutionize
communication technology.

Using computers as computational tools began around 1945 by the U.S. military.
ENIAQC, the first large-scale electronic computer, calculated artillery shell paths.
Computers also enabled users to sort data, calculate complicated mathematical equations,
and issue payrolls within large organizations (Rogers, 2000). Developers then
transformed computers into a communication tool.

Computers had evolved into a communication networking tool as early as 1968
(Stober, 1997). During the 1970s and early 1980s, innovations such as the personal
computer, the mouse, and laser printing became available for public use, and the term
“desktop” computing first appeared. The 1984 Apple Macintosh release commercialized
the computer and provided for mass dissemination. By 1989, reasonably priced
computers, used primarily as a communication tool, became commonly available to
businesses, schools, and homes.

A U.S. Department of Commerce (2000) study indicated that 51% of all U.S.
homes at that time had a computer and the U.S. had more computers than the rest of the
combined world. A U.S. Department of Commerce (2002) study indicates that in
September 2001, *“174 million people or 66% of the population in the United States used

computers” (p. 1). The 45 years needed for computer adoption and accessibility is more
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rapid than any innovation in human history (Rogers, 2000). Mass distribution of
information through the Internet required such prevalent computer accessibility. The
computer infrastructure paved the way for the explosion of the Internet as a
communication tool and the World Wide Web as a communication medium. Massive
diffusion of the Internet has taken only 12 years (Rogers, 2000).

The worldwide Internet growth rate is phenomenal. The United States and Canada
contain 41% of the global population using the Internet. Europe, the Middle East, and
Africa contain 27% of the Internet users. South America contains only 4% of the Internet
users. Sweden has the highest percentage of home Internet connections at 61% while
Spain only has 20% of homes connected (Digital Divide Network, 2003). An estimated
377 million people are using the Internet, only half of whom live in the United States
(U.S. Department of Web-Based Education, 2000).

More than half of the U.S. 1s using the Internet from home, libraries, work, or
school. A U.S. Department Commerce (2002) study indicates, “In September 2001, 143
million Americans, or about 54% of the population were using the Internet. The rate of
growth of Internet use in the United States s currently two million new Internet users per
month” (p. 1). Increased home, library, work, or school Internet access contributes to this
rapid growth.

The percentage of U.S. homes with Internet access is 41.5% (U.S. Department of
Commerce, 2000). Home Internet access allows people to perform a wide variety of
tasks. The U.S. Department of Commerce also found the most common Internet home
uses include emailing (84.8%); shopping and paying biils online (33.6%); checking for

news, weather, or sports (46%); using the Internet to search for information
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(approximately 59%); and using the Internet for job-related tasks (28%). Email as the
most common home use varies little across geography whether the user lives in a rural,
urban, or central city area (U.S. Department of Commerce, 2000). For those with no

home Internet access, a variety of other venues provide easy access.

Easy Internet access locations include libraries, work, and school. A U.S.
Department of Commerce (1999) report states, “People without home computers are
almost 1.5 times more likely to obtain outside Internet access through public libraries or
community centers” (p. 1). Approximately 8% use public libraries as an access point.
Additional access points outside the home include work and school. More than half
(56.3%) of Americans who use the Internet outside of the home access the Internet from
work. Since 1994, schools have made the most significant increases in providing
computers and Internet access.

By Fall 2000, almost all United States public schools had internet access, and
98% percent were connected (National Center for Education Statistics, 2001). NCES also
indicated that virtually no differences identified by school characteristics appeared,
including instructional level (elementary and secondary), school size (less than 300, 300-
999 and 1000 or more), metropolitan status (city, urban fringe, town, rural), percent
minority enrollment (less than 6%, 6 to 20%, 21 to 49%, 50% or more), and percent of
students eligible for free or reduced-price school lunch (less than 35%, 35 to 49%, 50 to
74%, and 75% or more). Ninety-five percent of schools in 2002 with 50% or more
minority enrollment and 75% or more students eligible for free or reduced-price school
lunch had Internet access. Making the Internet accessible outside of regular school hours

to allow access for students who would otherwise not have it appeared as a reason in the
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responses of 54% of those surveyed. Secondary schools (80%) were more likely to make
Internet access available outside school hours than elementary schools (46%). In
addition, schools with the highest minority populations report outside school hours
Internet accessibility more frequently (61%) as compared to schools with lowest minority
enrollments (46%) (NCES, 2001). This statistical report indicates that computer
availability and Internet access is moving in a positive direction for all students, but
especially for those students that mirror the community college student profile.

Public two-year institutions, commonly know as community colleges, enrolled
42% of all undergraduates in 1999-2000 (U.S. Department of Education, 2003).
Approximately 45% of all first-time college freshmen enroll in community colleges
(American Association of Community Colleges, 2003). Groups that traditionally have
been considered the digital divide “have-nots” reflect the community college student
profile characteristics of ethnicity, gender, employment status, location, and family
income level. The community college student profile represents significant diversity.
First, over 46% of African Americans, 55% of Hispanics, 46% of Asian
American/Pacific Islanders, 55% of Native Americans and 65% White are part of the
profile (AACC). Second, 58% of community college students in are female, and 42% are
maie (AACC). Only 37% of community college students attend full time, and 63% attend
part time (AACC). Part-time enrollment status is often due to family commitments and
employment status. Geographic barriers and financial concerns also serve as barriers for
community college students. Of community college students, 33% receive Pell Grants
(AACC). Likewise, community colleges tend to enroll students who do not own their

own computer. Only 58% percent of all postsecond..ry students own a computer while
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only 40 % of those students attending public two-year institutions own computers (U.S.
Department of Education Web-Based Education Commission, 2000). Percentage of
computer users and Internet access from any location as described by the community
college student profile groups appears in Table 2.3.

Huge gaps still exist for computer ownership and Internet access for some
community college student students. According to de los Santos, de los Santos, Jr., and
Milliron (2001), “America’s community colleges are well positioned to assist in bridging
the Digital Divide”; they rightfully call on community colleges to “move beyond
definition and dialogue about the Digital Divide and take action” (p. 10). Community
colleges will continue to play an important role in bridging this divide by providing
computer use and Internet access.

The digital divide will decrease as more users gain computer use and Internet
access from home, work, or school. As previously discussed, approximately 59% of the
population uses the Internet to search for information and 33.6% shop and pay bills
online (U.S. Department of Commerce, 2000). This general demand for obtaining
information and paying for goods and services through the Internet extends to community
college students, who expect community colleges to provide these services, too (Green,
2001). Increasingly, community college websites are working to meet this demand for
information and services.

The United States currently has 1,171 public, private and tribal community
college institutions (American Association of Community Colleges, 2003). The
University of Texas-Austin website lists regionally accredited community colleges and

provides links to those with a web presence. The list includes two-year institutions and
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Table 2.3

Percent of Computer Use and Internet Use as Determined by Ethnicity, Gender, Location
and Income Typical of the Community College Profile

Computer Use

Internet Use

Category Oct. 1997 Sept. 2001 Oct. 1997 Sept. 2001
Ethnicity
African-American 43.6% 55.7% 13.2% 39.8%
Asian America/Pacific Isl. 57.5% 71.2% 26.4% 60.4%
Hispanic 38.0% 48.8% 11.0% 31.6%
White 57.5% 70.0% 25.3% 59.9%
American Indians (sampled group too small for results)
Gender
Femalce 53.3% 65.8% 20.2% 53.8%
Male 53.8% 65.5% 24.3% 53.9%
Employment Status
Employed 61.7% 73.2% 28.5% 65.4%
Not employed 24.8% 40.8% 12.4% 36.9%
Location
Rural 39.9% 50.4% n/a 52.9%
Urban 42.9% 51.5% n/a 54.2%
Central City 38.5% 53.7% 24.5% 37.7%
Family Income Levels
Less than $15,000 29.8% 37.3% 9.2% 25.0%
$15,000 - 24,999 37.4% 46.8% 11.6% 33.4%
$25,000 - 34,999 49.3% 57.7% 17.1% 44.1%

Note. Adapted from A nation online: How Americans are expanding their use of the Internet
(U.S. Department of Commerce, 2002) and Falling through the net: toward digital conclusion
(U.S. Department of Commerce, 2000)
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the branch campuses of four-year institutions. Currently, 779, or approximately 66.5%,
have a web presence (University of Texas-Austin, 2003).

This large number of community college websites lends itself to students’
increased website usage for gathering campus information. Guernsey (1998) asserts,
“About 78 percent reported that they had used colleges’ Websites during the hunt for
campus information last fall—up from 58 percent in the 1997 survey and only 4 percent
n 1996” (p. A12). Printed catalogs still ranked as very important, but students value both
print and website information (Guernsey). Providing community college campus
information through websites, in addition to traditional print documents, is becoming an
increasingly important communication method.

The print and web as two communication methods continue to grow in
importance to obtain information, purchase educational services and communicate the
community college’s mission. Analyzing the community college’s mission statement
messages as they appear in print and on the web serves as an important research need.

The community college staff may no longer receive importam -aluable visual
cues through face-to-face interaction about the community college’s mission statement
messages because of the increased use of the web and the Internet by potential or current
students. The potential or current students may receive different messages by looking at
the print and web mediums, or even receive unintended messages. The community
college may be unsure of the messages it sends unless it takes the time to analyze its
mission statement messages.

The college website now becomes the institution’s virtual front door and serves as

~ the college welcome mat. The students’ first interaction with the college may occur



through its website. The student’s ongoing interaction with the college may occur only
through the college’s website. The community college’s print material may serve in the
same capacity. Just as a physical front door and surrounding environment create a first
impression, so does printed material such as the catalog, schedule or view book and the
college’s website. Mission statement messages should be similar if the student walks
through a physical door on campus and talks with a college representative, uses a printed
course catalog or schedule, or gathers information located on the community college
website. This proposed research study analyzes the messages found in a community
college’s mission statement as it appears in print and on the website to gain
understanding of these two communication methods that students may use as a potential
entryway.

As shown in this chapter, mission statement research is very limited. Business
mission statement research studies include motivation for developing mission statements,
arguments for not forming mission statements, organizational performance, mission
statement content, and attitudes toward mission statements. The limited postsecondary
mission statement research uses content analysis and word counts to primarily examine
relationships and themes. The literature review indicates three mission statement research
voids: limited research on community college mission statements, iimited research on
community college websites, and limited research analyzing thc messages of a
community college’s mission statement as it appears in print and on the website.

The primary purposes of this literature review were three fold. First, it provided
information regarding the mission statement definition, function, components, and

research from a business and postsecondary education perspective including community
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college references. Second, the literature review discussed the technological innovations
of the printing press and the World Wide Web as communication methods including
impact on changing society, including community colleges. Third, the literature review

concluded by demonstrating the need for the proposed research.
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CHAPTER THREE

METHODOLOGY

Six sections comprise Chapter Three. The first section discusses the research
design and rationale using a qualitative approach and discusses the specific qualitative
methodology used in this study. The next section focuses on the participants and sites
used, followed by the third section describing data collection procedures. The fourth
section presents the data analysis procedures. Section five outlines the pilot study
conducted to test the research feasibility. The final section identifies trustworthiness

procedures that I used to verify the study.

Research Design and Rationale

This research serves as a beginning contribution to evaluating the mission
statements of community colleges as they appear in print and on the website. As many
qualitative researchers suggest (Creswell, 1994; Creswell, 1998; Jones, 1999; Mann &
Stewart, 2000), the researcher may conduct the research in a variety of ways, and each
new perspective adds to an increased understanding. This research study used two
specific approaches to evaluating messages found in the community college mission
statements.

I used both an inductive and a deductive approach to conduct the evaluation. For
the inductive approach I used basic interpretive qualitative research as described by

Merriam (2002). I employed the conceptual framework that Pearce and David (1987)



originally designed and that Newsom and Hayes (1990) modified for postsecondary

education for the deductive approach.

Merriam (2001) describes the basic qualitative research characteristics as ones
aimed to, “simply seek to discover and understand a phenomenon, a process, or the
perspectives and worldviews of the people involved” (p. 11). Following the basic
interpretive qualitative research approach that Merriam (2002) suggests, | identified and
interpreted a community college’s mission statement as it appears in print and on the
website. This methodology enabled me to view the mission statement messages as they
appear in print and on the web using an inductive approach.

Using this inductive approach, | examined the print and website documents for
mission statement messages. This approach to examining the naturally occurring
phenomena allowed me a better understanding and facilitated my analysis. After
understanding the phenomenon or process, I identified and interpreted the messages and
context through rich and thick descriptions. I employed these rich and thick descriptions
to compare and analyze the similarities and differences of the messages of a mission
statement from one community college.

I then employed a deductive approach by applying the conceptual framework that
Pearce and David (1987) originally designed. Other researchers investigating mission
statements still frequently cite and replicate Pearce and David’s (1987) mission statement
component framework (Cochran, David & Gibson, 1985; David, 1989; and Lapoint,
2002). Other researchers have refined Pearce and David’s mission statement component
framework with minor modit.cations (Ackoff, 1987; Campbell, 1989; Piercy, 1994; Bart,

1998). The distinct categories that Pearce and David developed provide the foundation
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for most mission statement research including Newsom and Hayes (1990) educational
adaptation that I used as criteria for my deductive approach. Newsom and Hayes (1990)
adapted framework grouped Pearce and David’s original work into four categories and
eight components. The first category explains the product or service and includes the
following: target customers and market.., principal products or services; geographic
domain; and core technologies. The second category explains the economic goals and
includes concern for survival, growth, and profitability. The components of community
college philosophy and self-concept fall within the third category. The fourth category
explains public image and includes only one component: desired public image.

Newsom and Hayes’ (1990) content analysis study examined 93 mission
statements of public, private, and sectarian postsecondary institutions. They adapted
Pearce and David’s (1987) original work by using a variation of the eight original
components. The variation included seven components, which appear in Table 3.1 along
with the definitions Newsom and Hayes (1990) used. These components serve as the
deductive framework for this study.

The inductive and deductive approaches provided a structure for my research
design and facilitated a three-phase research process. This process provided a guide for
sample selection, data collection, and the multiple analyses. Phase I involved constructing
the sample selection, identifying 12 sample sites, and then piloting the research process to
determine appropriateness. Using Newsom and Hayes’s (1990) deductive conceptual
framework, I initially identified and described the messages found in the mission
statements of two community colleges as they appeared in print and on the website. Next,

I compared and analyzed the similarities and differences of the messages found in each
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Table 3.1

Postsecondary Mission Statement Components

Component Explanation
Target clicnteles Decfines the constituencies the college wants to serve.
Products Spccifies the outputs beyond general teaching and service.
Geography Explains the specific location the college serves.
Commitment Reflects what will be emphasized for survival or growth.,
Philosophy Discloses the college’s specific beliefs, values and

philosophical priorities.

Self definition Expresses how the college views itself.
Public image Defines the reputation the college wishes to have among
the public.

Note. Adapted from Newsom and Hayes (1990).

mission statement as it appeared in both media. I used a cross-case matrix that Miles and
Huberman (1994) recommended to compare the similarities and differences of the
messages of the mission statements as they appear in both forms. The matrix analysis
design allowed me to develop and understand the information 1 gained from the print and
website media. [ was then able to refine the proposed research process that I used in
Phases Il and 1II of the study.

Three steps comprised the research process in Phase Il in which I used an
inductive approach and then deductive approach as the basis for the research. In the first
step I identified and interpreted the messages found in sites’ community college mission
statements information as it appeared in print. Step two involved identifying and

interpreting the messages 1 found in the same mission statement information as it
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appeared on the website. The thick, rich descriptions from the identification and
interpretation of statements found in the mission statement information as they appeared
in print and on the website enabled me to develop the inductive messages. [ used the
same information as it appeared in print and on the website to validate the messages used
in the deductive framework. In step three, I compared and analyzed the similar and
different individual community college mission statement messages as they appeared in
print and on the website from an inductive perspective and repeated the process from the
deductive perspective. Three steps comprised Phase Ill. I re-examined the mission
statement messages found in print and on the website across all sites. 1 developed a cross-
case matrix illustrating the similar and different messages found across all sites. I then
presented another cross-case matrix illustrating message level strength across all sites as
an additional analysis step for both print and web irom an inductive and deductive
perspective. The goal of Phases Il and IlI research was to determine what similaritics and
differences are within and between community college mission statements as they appear
in print and on the website from an inductive and deductive perspective. Figure 3.1

describes the three-phase research process.
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Phase I (Pilot)

Review, evaluate, and select 12 community colleges
for research sample.

Pilot sample mission statements from two community
colleges as they appear in print and on the website to
determine research design appropriateness.

Identify and describe the messages Identify and describe the messages found
found in each community college in each community college mission
mission statement as they appear statement as they appear on the website
in print using the conceptual framework. using the conceptual framework.

Develop a cross-case matrix to analyze the
similarities and differences of the messages
found across all the cominunity college
mission statemeits as they appear in print and
on the website using the conceptual framework.

Identify and describe the messages Identify and describe the messages

found in each community college found in each community college mission
mission statement as they appear statement as they appear on the website
in print using the conceptual framework. using the conceptual framework.

Phase 11 (Inductive and Deductive)

Examine the mission statement information
from the four community colleges as it appears
in print and on the website.

Identify and describe the individual Identify and describe the individual
community college mission statement communtity college mission statemeat
messages as they appear in print, messages as they appear on the website.

Compare and analyze the similar and different
individual community college mission statement
messages as they appear in print and on the website.

Phase 111 (Inductive and Deductive)

Re-examine the four community college mission statement
messages as they appear in print and on the website.

Develop a cross-case matrix to analyze the similar and
different community college mission statement messages

found across all sites as they appear in print and on the
website.

Develop a cross-case matrix to analyze the message level

strength of the community college mission statement

messages across all sites as they appear in print and on the
website.

Figure 3.1. The three-phase research process.
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Community Colleges

Three key features are often associated with qualitative sampling. Qualitative
research uses purposeful sampling. The purposeful sampling rests on the assumption that
the researcher wants to discover, understand, and gain insight about the phenomenon
under study. The selection process is not random and uses participants that are logical for
the study. Miles and Huberman (1994) suggest that qualitative sampling involves two
features: setting boundaries and creating a frame. Setting boundaries involves finding
samples that will directly connect to the research questions. Additionally, Miles and
Huberman state, “...at the same time, you need to create a frame to help you uncover,
confirm or qualify the basic processes or constructs that undergird your study” (p. 27).
Purposeful sampling, setting boundaries, and creating a frame guided my selection of
participants.

In addition to these three features, I also used a criterion sampling strategy
typology that Patton (1990) defined and which Miles and Huberman (1994) cite.
Criterion sampling requires that all cases meet some criterion. This sampling is useful for
quality assurance. I used two initial criteria to define my sample. First, | identified states
that employ independent state boards to govern community colleges and/ or technical
institutions. Then, | identified comprehensive community colleges located in an identified
state. Comprehensive community colleges grant Associate of Arts, Associate of Science,
and Associate of Applied Science degrees; offer general and liberal education; provide
career and vocational degrees and certificates; and offer adult and continuing education
and developmental education (Cohen & Brawer, 2003). Cohen, Brawer and Associates

(1994) identify additional community college structure variables such as organizational
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type, board composition, and trustee organization. I also used dimensions of these
variables to further define the criteria. I located community colleges that are not part of a
university organizational structure, not governed by a local board, and have no local
trustees. Additionally, I also examined institutions that are non-residential and have
similar annualized fulltime equivalent status. Each institution also had to have its own
individual website. These stated criteria guided the selection of the participants.

I continued to gather participants using the same selection criteria until [ reached
saturation, no new information (Creswell, 1998). In addition, Hoepfl (1997) contends,
“The decision to stop sampling must take into account the research goals, the need to
achieve depth through triangulation of data sources, and the possibility of greater breadth
through examination of a variety of sampling sites” (p. 9). Data saturation also assures
that an in-depth understanding of the phenomenon occurs. This sampling technique will
also assist with study replication and triangulation. The selected participants drove the

site selection and provided the basis for the data collection procedure print documents

and the websites.

Data Collection Procedure

Research literature supports using print documents and web pages as sample data.
Qualitative research studies use physical structures, print, television, photography,
computers, and the Internet (Baym. 1995; Jones, 1995; Bart, 2001). Website research and
Internet communication are emerging research fields. Researchers have conducted most
previous mission statement research using only print material and usually from a
quantitative paradigm. As indicated in the literature review, these researchers have

usually restricted mission statement examination to word-count analysis and have
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typically linked it to quantifiable business success factors such as financial performance.
I have found few studies that link mission statements and the web. No research appears
using print documents and web pages as sample data together to examine the messages in
community college mission statements.

I collected data only from print documents and web pages as the information
sources for this study. Using documents offers severz' advantages. First, the information
is publicly available and relatively easy to locate. It is also a noninvasive method of
collecting data. Additionally, I could access it at a time convenient to me. The third
advantage is that documented information allowed me to access information that
participants might not have shared in an interview (Mann & Stewart, 2000). The most
important advantage to me was that I saw this information for the first time in the same
manner as anyone else. Also, I understood that some distinct disadvantages of using only
documents as data sources exist: the information may be incomplete and inaccurate, and
it may be difficult to interpret. I kept these advantages and disadvantages in mind as I
conducted the research using print documents and websites as the information sources.

I collected data in two ways. After identifying a community college, I went to the
institution’s website looking for a request for information hyperlink. If located, 1
requested print documents that contained mission statement information. Print material
examples included general college information brochure, schedule, degree, certificate and
diplomas listing pamphlet, and career services brochure. Secondly, I used a typical search
engine such as Google to locate the uniform resource locator (URL) for the website of

each identified community college. 1 then bookmarked the site to locate it again easily

when conducting the research.
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For the website data collection, | used a system configuration comprised of a Dell
Dimension Pentium [V desktop, with a 17-inch monitor containing an internal 56K dial-
up modem with an average speed of 42K to 46K. The web browser software was
Microsoft Internet Explorer (IE) 6.0 located on a Microsoft XP Home Edition 2002
operating system. | attempted to replicate the experience that a typical viewer would have
visiting a community college website from a home desktop. According to de los Santos,
de los Santos Jr. and Milliron (2003), “In effect broadband higher-speed access services
were used by only 10.7 percent of those households with access to the Internet in August
20007 (p. 19). I undertook this website data collection using what appears to be a system
configuration typical of most home Internet users.

Upon examining the site for the first time, [ used the Adobe Acrobat screen
capture function. This software captured the web page to the computer and identifies file
type, size, date and time. I kept an additional copy of the file on my computer hard drive
as well as another back up on a compact disk. I used the print screen function to make a
printed copy of the website including date and time and kept on file. This research will be
based upon an initial website snapshot at a specific time knowing that website may
change on a regular basis. I attempted to drill down no more than two links from any
main page to obtain information. This will accommodate home pages that contain limited
information and may be hard to identify statements that support mission statement
messages. The home page will be considered page one for this research study. Additional
clicks from the home page will then be numbered as subsequent pages. This process will
be used for all websites to assure access consistency. All of these items including date,

time, and page location information will be noted to be used for future study replication.
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Data Analysis

Researchers use no one specific qualitative research analytical process; however,
most qualitative researchers follow some pattern containing several common
characteristics. For example, Merriam (1988) contends that data collection and analysis is
a simultaneous process in qualitative research. Bogdan and Biklen (1992) define the
qualitative data analysis process as “working with data, organizing it, breaking it into
manageable units, synthesizing it, search for patterns, discovering what is important and
what is to be learned, and deciding what you will tell others” (p. 145). Miles and
Huberman (1994) describe qualitative analysis as being comprised of three activities:
data reduction, data display, and conclusion drawing and verification. Creswell (1994)
suggests that data analysis is a simultaneous activity that moves recursively between data
collection, data interpretation, and narrative report writing. According to Creswell (1998),
all qualitative traditions create and organize files, read, and memo to make general sense
of the data, and then follow with some type of description. For this study I followed the
qualitative research analytical process that Miles and Huberman (1994) outline for both
the inductive and deductive analysis.

During the inductive step | identified and interpreted the mission statement
messages as they appear in print and on the website. Then I engaged in data reduction by
writing summaries and coding. The data reduction established patterns or themes that
linked categories. Categories and themes emerged as [ used a constant comparison
approach to analyze the data. Category revision occurred until | reached a saturation
point. I then used these categories for the remaining analyses. In the third step [ used a

data display, which Miles and Huberman (1994) describe as the interaction with the text.
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Taking the form of within-case and cross-case matrices, these displays enabled me to
organize the data into a format that is readable and manageable. I used additional
matrices as | progressed from exploratory or initial discovery to final or phenomena
explanation. In the final steps, [ described and interpreted the information contained in
the matrices through a narrative format. I verified the conclusions through extensive
review and reflection to establish the validity. The same interwoven model allowed me to
continually review the data collection, data interpretation and narrative and use data
reduction, data display, and conclusion drawing and verification for analyzing the data
using the inductive approach of this study.

After completing the inductive analysis, I then anaiyzed the data deductively. I re-
examined the same print material and website for each site. | used a categorical
aggregation to transform the identified print and web statements using the conceptual
deductive mission statement framework that Newsom and Hayes (1990) designed. Excel
assisted me in organizing and sorting the data. These established deductive message
categories provided the basis for the data display. As with the inductive process described
above, I again used within-case and cross-case matrices that assemble and display the
information in an organized manner and an easy-to-read format. In the final steps, I
described and interpreted the information contained in the matrices through a narrative
format. [ verified the conclusions through extension review and reflection to establish the
validity. Lastly, 1 drew conclusions, or naturalistic generalizations, that the reader can
apply to other situations.

The applicability to a particular situation depends upon the conditions of the

situation and the usefulness of the research findings to the individual reader. [ also
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compared and contrasted these generalizations with the existing literature. As part of this
analysis, 1 also included a detailed, rich description of each community college.

I conducted a pilot study that supported the three-phase design process, including
data site selection, data collection, and description from a deductive perspective using the
mission statement framework Newsom and Hayes (1990) designed. The pilot study
identified, described, and analyzed the messages found in two sites’ mission statement
information as they appear in print and on the website. The pilot stu&y also used a cross-

case matrix display to analyze the similarities and differences of the messages found

across both sites and in both media.

Pilot Study

The first step in the pilot study consisted of evaluating the data participant and site
selectior Tused the proposed criteria to identify 12 sites, choosing two sites that met the
criteria for the pilot research study. I discovered that to find the information to assure that
the site met the criteria was difficult. The process also taught me the average amount of
time necessary to select each site for additional participants. In the second step |
evaluated the data collection process. The print materials were easy to obtain. I located
the community college’s mission statement information from either a current schedule or
course catalog. | then leamed how to use the screen shot software to capture text, visuals,
audio, and video, which enabled me then to capture each community college website. By
learning how to organize the files for each identified participant, I was able to access the
information easily. I discovered that the website’s homepage rarely contained much

information. Clicking through the many pages on the community college website ensured
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that I had obtained all desired information. The data collection process gave me greater

insights into how to collect the data, especially from the website.

The next step involved analyzing the messages found in each community college
inission statement as it appears in print and on the website. The messages appearing in
print were fairly easy to identify and describe. From each college’s website I identified
and described the messages from the text and visual information located there.
Describing the messages from the website proved a much more difficult process due to
the enormous amount of information. I then used a cross-case matrix to analyze the
similarities between the printed mission statement messages and the messages appearing
on the website. By conducting thts pilot analysis process, | learned that first I had to
develop a process to identify and describe the messages found in each mission statement
as they appear both in print and on the website. [ initially had used a yes/no process to
identify if the print material or website contained the component without giving enough
space for an adequate description. Through the use of a better identification and
description process, I was able to complete the individual within-case matrix for each site
more easily. Additionally, I developed an easier process to complete the cross-case
matrix, which enabled easier analysis of similarities and differences of the mission
statement messages found across all community colleges as they appear in print and on
the website. The pilot study provided a foundation for the data participant and site

selection, data collection, and data analyses. Tables 3.2 — 3.4 summarize the findings

from the pilot study.
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Table 3.2

Messages Found in Each Community College Mission Statement as they Appear in Print
using the Deductive Conceptual Framework

Mission Statement

Components CC A Location CCB Location

1. Target Clienteles Yes Beneath mission Yes 1* paragraph
and under purpose
statement bullets
1,2,3,4,5,and 6

2. Products or Services Yes Beneath mission Yes 1¥ and last
and under purpose paragraph
statement bullets
1,2,3,4,5,and 6

3. Geography n/a n/a Yes 2" paragraph

4, Commitment Yes Beneath mission Yes 3" paragraph
and under purpose
statement bullets
1,2,3,4,5,and 6

5. Philosophy Yes 1* sentence of Yes 1,3 and
mission statement last

paragraph

6. Self-definition Yes Beneath mission Yes 2" paragraph
and under purpose
statement bullets
1,2,3,4,5,and 6

7. Public Image Yes 1* sentence of Yes 2™ paragraph

purpose statement
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Table 3.3

Messages Found in Each Community College Mission Statement as they Appear on the
Website using the Deductive Conceptual Framework

Mission Statement

Components CC A Location CCB Location
1. Target Clienteles Yes Home page Yes Home page
Page 1 Page 1
2. Products or Services Yes Home page Yes Message from
Page 1 the President
Page 2
3. Geography Yes Home page Yes Prospective
Page 1 Students
Page 2
4. Commitment Yes Home page Yes Employers-
Page 1 Workforce
Services
Page 2
Current Students
Page 2
5. Philosophy Yes Home page Yes Message from
Page 1 the President
Page 2
6. Self-definition Yes Home page Yes Home page
Page 1 Page 1
7. Public Image Yes Home page Yes Prospective
Page 1 Students
Page 2

Current Students
Page 2
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Table 3.4

Comparison of the Messages Found in each Coi munity College Mission Statement as
they Appear in Print and on the Website using the Deductive Conceptual Framework

Target Products Self- Public
Clienteles or Geography Commitment Philosophy definition Image
Services
CCA No No N/A No No No No
Evidence
found only
in website
CCB Yes Yes Yes Yes No No No

Comments: The actual mission statement text was located only on CC B. A reference to
the CC A mission statement appeared three links from the home page. [ located the actual
mission statement after downloading a file. The CC B mission statement appeared one

link from the home page.

Trustworthiness

Data trustworthiness refers to the believability of the findings and increases the
verification of the results. | established trustworthiness through credibility, transferability,
dependability, and conformability techniques.

Credibility

I used reflexivity and peer examination to create credibility. Reflexivity involved
my reflecting critically on myself as the researcher. I identified my biases at the onset of
this study, including my website development experience, my role as a community
college administrator, and my involvement with a community college strategic planning
process, which included ongoing mission statement examination. I continually used self-
reflection to examine assumptions and biases relating to this study. Using this technique

enabled me to maintain an objective opinion about the material and to approach the
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research each time as if someone new were examining the information. Memoing and
journaling provided two primary reflexivity techniques. Peer examination involved
colleagues and advisors reviewing data and process throughout the study. My committee
members provided continual feedback as they read documents and commented on the
analysis. These two techniques assured the credibility of the study.
Transferability

I employed two transferability techniques in this study: providing rich, thick
description and using analytic generalization. Providing rich, thick description is the
strategy qualitative researchers most often use for transferability or the ability to
generalize or apply to other situations (Geeriz, 1973; Miles & Huberman, 1994; Creswell,
1998; Merriam, 2001 ; Merriam, 2002). Merriam (2001) characterizes rich, thick
description as providing enough information that readers can determine whether they can
generalize findings to their own situation. I used words and pictures rather than numbers
to describe the participants, the data collection, and the outcome. The data description
includes printed and website quotes and paraphrases. Providing detailed information will
allow the reader to determine how closely related their situation matches the study and
whether the findings are transferable. Miles and Huberman also discuss the value of rich,
thick description stating, “Another feature of qualitative data is their richness and holism,
with strong potential for revealing complexity; such data provide ‘thick descriptions’ that
are vivid, nested in a real context, and have a ring of truth that has a strong impact on the
reader” (p. 10).

The second transferability method is analytic generalization, which involved the

development of the within-case and cross-case matrices. The deductive perspective
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provided predetermined categories as New.om and Hayes (1990) established. The
inductive perspective mission statement messages from the data. I then used these
message categories for analyzing the data. I then employed these message categories to
establish the within-case and cross-case matrices. This replicated matrix for each
institution and across all community colleges will enhance the generalizability of the
study if someone replicates it. These two techniques assured transferability.
Dependability

Dependability concern whether the results are consistent with the data collected.
Practice and a detailed audit trail were the two techniques I used to ensure dependability.
Since I am the primary instrument of data collection, it is important to establish
dependability through practice. The pilot study assisted with establishing dependability
through multiple document observations. Having another researcher follow an audit trail
and arrive at the same conclusions offers another means to ensure the dependability of a
study. The audit trail provides a clear picture of how and why the researcher conducted
the study. I described in detail the data collection, category derivation, and decision-
making processes for this study. Through memos, reflections, questions, and decisions
that I identified through a research journal, I created such an audit trail. These two
techniques of practice and a detailed audit trail enhance the dependability of the study.
Conformability

Conformability concerns the degree to which the findings adhere to the research
conditions. Due to the nature of qualitative research, eliminating bias completely is
difficult. Creswell (1998) suggests the researcher state biases and values up front. Strauss

and Corbin (1998) contend that researchers have learned that a state of complete
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objectivity i1s impossible and that an element of subjectivity exists in every research
piece.

The researcher plays a prominent role collecting data in a basic qualitative inquiry
methodology. The data quality depends on the researcher’s ability to collect and analyze
the gathered data. Lincoln and Guba (1985) identify the characteristics that make humans
the “ir.trument of choice” for naturalistic inquiry. Humans are responsive to
environmental cues and are able to interact with the situation. They can collect
information at multiple levels concurrently and perceive situations holistically. Humans
can also process data as soon as it becomes available, provide immediate feedback, ask
for data verification - can explore unexpected or unusual responses. Chapter One
outlines my rescarcher pecspective as well as my biases. I paid particular attention to my

biases throughout the study to assure conformability.

Web-Based Ethical Considerations

Besides the issues related to trustworthiness, I also examined web-based ethical
considerations. Researchers have identified a number of ethical concerns associated with
qualitative online research (Jones, 1995; Sharf, 1999; Mann & Stewart, 2000). Due to
constant flux in technology and ongoing evolution, which includes Internet and web
research, incomplete issue awareness occurs, and few guidelines on research procedures
exist. Most researchers agree that privacy issues, confidentiality, informed consent,
participant risk, and the ability to disguise the researcher and the participants are
important concerns. Additional relevant issues include obtaining specific participant data
through online interviews or autobiographical data or from not specifically requested data

obtained from online environments such as newsgroups or chat rooms. Mann and Stewart
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(2000) further relate that, “Many areas need further legal definition including jurisdiction,
intellectual property, security, encryption, signature and certification” (p. 38). After
reviewing these multiple ethical qualitative online research concerns, I concluded that
obtaining, viewing, and analyzing printed documents and websites in the public domain
are appropriate actions. Anyone may access this public information by obtaining a
catalog, schedule, or other printed documents and by viewing the corresponding website.
This research does not involve any ethical concerns that may occur in other types of web-
related research.

Other ethical issues involve identities and data confidentiality of institutions. I
maintained an archived copy of the data, including all print and website material. I
protected institu! ~unal identity through assigning an alternate identification. Additionally,
[ ensured data confidentiality through elimination of specific names when referencing
people, places, or other items that would identify an institution. Scharf (1999)
summarizes Internet ethical concerns through the following statement: “A final ethical
concern is that of potential exploitation in regard to how the result of the research will be
used, to what purpose, in which context, and to whose benefit or expense” (p. 249).
Throughout my study, I considered and followed all ethical guidelines involving identity
and data confidentiality to ensure that I would not exploii any community college to

either its benefit or harm.
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CHAPTER FOUR

WITHIN-CASE ANALYSIS AND FINDINGS

This chapter provides the within-case analysis for this study’s sites. The
identification, description, and analysis of information follow the basic interpretive
qualitative process discussed by Merriam (2002). Discovering what each institution
communicates through the mediums allowed me to gain an understanding of print and
web mission statement messages. My goal was to answer the first three research
questions posed in this study’s methodology including identifying messages from the
print materials and website from an inductive and deductive perspective and analyzing
the similarities and differences observed in each site’s messages using both mediums.

I used purposeful criteria to determine the study’s sites. The criteria allowed me to
examine similar sites including governance structure at the state and local level, program
and service offerings, non-residential status, individual website, and full-time enrollment
equivalencies. I ordered the chapter’s site presentations from strongest to weakest based
on the number of similar messages between the two mediums. DCC and ECTC both
shared six common messages, JRCC shared five common messages and DGCTC shared
four common messages in print and on the website.

I used the website as my entry point for obtaining print materials. [ located the
site’s website and searched for a web page allowing me to request print materials. DCC’s

website contained an information hyperlink on the home page. The link directed me to a
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web page that contained a hyperlink to request more information regarding programs,
class schedule, and degrees. 1 then checked on a box indicating my preference to receive
the materials through postal mail. DGCTC’s home page contained a hyperlink that led me
to a request for information checklist form. This checklist form contained options for
sending an admissions application, general college and financial aid information, and
choosing a program of interest. [ then submitted my request to receive the information
through postal mail. ECTC and JRCC lacked a request for information page on their
websites. | used ECTC’s and JRCC'’s website to obtain information similar to the print
information received from DCC and DGCTC. I printed the materials from the website
and used this information for discovering the print messages. I next bookmarked the
website address of each college on my computer to have easy access for obtaining my
website information. [ used screen capture software to record individual web pages. This
technique allowed a static look at a website recognizing that website content may change
frequently and therefore potentially changing its messages.

My analysis process began by looking at each site’s print materials and website
from an inductive perspective. The inductive process included examining each item and
recording key statements, constructing a coding scheme, devising emergent message
terminology, illustrating messages through data displays, writing descriptive narrative,
and drawing conclusions by comparing similar and different messages between the print
and web to draw conclusions. The analysis procedures follow Miles and Huberman
(1994) analysis steps of data reduction, data display, and conclusion drawing/verification.

I next examined each site’s print materials and website from a deductive

perspective. The deductive process used an adapted mission statement framework
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developed by Newsom and Hayes (1990). They developed the framework based on
Pearce and David (1987) earlier study of devising a mission statement framework. [
adapted Newsom and Hayes (1990) framework by changing mission statements
components to messages. These messages included target clienteles, products, geography,
commitment, philosophy, self-definition and public image described in Chapter 2. The
analysis steps included examining the print materials and website, recording key
statements, assigning statements to the aucductive messages, developing data displays,
writing descriptive narrative, and comparing print and web messages by describing
similarities and differences to draw conclusions.

The inductive and deductive analysis process repeats for all four sites. The

chapter’s content contai:s a site description following this outlined analysis process.

Site Description — Dave Community College (DCC)

DCC is located in a state that has six separate governing boards overseeing the
state’s higher education institutions including universities and community colleges
(Education Commission of the States, 2003). The governor appoints a {3-member Board
of Trustees as part of an independent State Board to govern this state’s community
college system. Divided into 16 regions, the community college system contains 23
campuses serving the state (DCC- About Dave Community College, 2003). While each
region usually contains at least two campuses, DCC is the only campus in its region.
Each region has its own seven-member Board of Trustees. The local Board of Trustees’
responsibility is to keep the campus in touch with the local area by recommending
regional educational and training needs as well as budget and policies (State General

Assembly), but the Board has no decision-making authority.
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DCC is a public comprehensive community college that offers assocate degrees;
certificates; and workforce, continuing, and developmental education programs (DCC,
2004). The college has no residential facilities. DCC’s 2002-2003 annualized full-time
equivalent enrollment is 3547 (DCC - Office of Institutional Research 2003).

Inductive Print Messages

[ requested the print materials from the information hyperlink located on DCC’s
home page. This page allowed me to check my interest areas and also provided a check
box for me to indicate how 1 would like to receive the materials. This option included
delivery of requested information by postal mail, telephone, or email. Upon completion, 1
then submitted my request form online. The interest areas I checked included general
education support services, class schedule, and Associate of Science degree information.
[ also checked the appropriate box to receive the requested materials by postal mail. [
received three informational pieces, including a career services brochure, an application
for admission packet, and a current course schedule, within three days of my request. |
received the schedule, as requested, but did not receive the other materials, including
general education support services and Associate of Science degree information. The
career services brochure insert provided me with information regarding available
services, including career planning, employment, college transfer, and college work
study. The cover of the brochure provided the college mission statement and included
comments about the importance of linking jobs to education. The application for
admission packet contained a cover letter from the admission’s director, an application

form, an admission procedures checklist, and a skills assessment success tips sheet. The
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schedule listed all Summer 2004 courses as well as gave registration instructions. Eight
messages emerged as | inductively analyzed these print materials:

1. Community connection: identified through DCC’s active participation in local
programs;

2. Economic/workforce development: defined by DCC’s contribution to local and
statewide workforce programs;

3. Quality: illustrated through student and employer endorsements and accreditation
statements;

4. Service area: shown by DCC’s defined area in which it deliver its services;
5. Student focus: demonstrated through DCC’s academic and support services;

6. Linchpin to K-12 and four-year schools: demonstrated by its high school and
college dual-credit offerings and four-year transfer agreements;

7. Statewide community college connection: illustrated through text and graphic
design examples; and

8. Access: defined from only a financial perspective.
The first five messages had a strong message level, which 1 defined as any combination
of multiple, diverse, or repeated messages found in text, graphics, or photos. The
materials defined the linchpin to K-12 and four-year schools and connection to a
statewide community college system at a sufficient level. I categorized access at a weak
message level. My inductive print message analysis began by describing DCC'’s five
strong messages.

Community focus. A community-focused college, as defined by DCC’s print
messages, included a college that actively participates and supports community initiatives
and provides programs and services that support and respond to the community’s
interests and needs. The printed document repeats the word community multiple times.

The use of the word community when describing customized programs and
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responsiveness to meeting local needs conveys messages of active community
involvement. One such message found in the mission statement says, “Community
service to individuals, communities and business and industries...” (para 1), which
demonstrates its commitment to the local community. These examples demonstrate the
strong community-focused message.

Economic/workforce development. Economic/workforce development messages
appear throughout the print documents. DCC defines economic/workforce development
as programs, offerings, or initiatives that assist the local or state economy and workforce
growth. Print message examples support the state’s economic development initiatives,
match students’ educational goals with employability, and provide technical education
programs for workforce training. A College Mission Statement message includes the
phrase, “support the economic development of State” (para 2), illustrating its support of
statewide economic development initiatives. These examples strongly state the
economic/workforce development message.

Quality. DCC’s references its perception of quality through multiple print
messages. DCC first defines quality through student endorsements acknowledging DCC’s
excellent programs and services. An example illustrating quality found in the Admissions
Letter states, “So kindly review these materials and please keep in mind these important
factors that have made DCC a top choice for students” (para 4). This quality message
refers to statements listed below the quote, including the variety of degrees and
certificates, class sizes and flexible schedules, affordable tuition rates, and career and
employment services. Another message appearing in the Admissions letter says,

“Employers want our graduates” (para 4), implying the college’s quality reputation.
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A regional external accrediting agency determines a college’s accreditation status.

Accreditation occurs when an institution meets standards and measurements deemed by
an accrediting agency. College accreditation represents a statement of quality and
excellence, and federal, state, and other funding agencies require college accreditation to
qualify to receive funds. Educational institutions also require accreditation when
establishing articulation agreements or considering other partnership initiatives. Upon
approval, a college receives accreditation status for a time period. DCC uses its
accreditation approval to define its quality. As the college states in the Admissions Letter,
“DCC 1is fully accredited by the North Central Association of College and Schools” (para
5). DCC’s published accreditation statement represents a quality measure. DCC’s
perception of quality, which it demonstrates through student and employer testimonials
and its accreditation statement, emerged as a strong inductive message.

Service area. DCC'’s printed mission statement defines its service area by listing
specific counties, cities, and regions as well as numbers the college serves. Although only
one message defining service area appears, [ still considered it at the strong message level
because of the specificity. The message, which is in Linking Jobs to Education text,
asserts, “The local campus serves a population of 530,000 in the counties of A, B, C, D,
E, F, G, H, and I (para 1) provides a clearly definition of DCC’s service area.

Student focus. Messages concerning a commitment to individual student success
while attending DCC represent DCC’s student focus. The print documents contain
multiple messages. A student-focused message | found in the mission statement refers to,
“counseling and related services” (para 1) that supports the students’ academic and career

goals. The Admissions Letter text states, “We are proud of our reputation for putting
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students first in every aspect of our operations” (para 2), demonstrating DCC’s
understanding of students as customers throughout the entire organization. According to
the College Mission Statement, “The College’s mission is to enable individuals to
develop to their fullest potential...” (para 1), illustrating DCC’s focus on helping each
student achieve his or her goals. DCC communicates its student-focused messages
strongly by mentioning how it provides programs and services to assist the student,
stating its understanding of the importance of the student as a customer, and asserting its
desire to help each student achieve his or her goals.

While the inductive process identified the first five messages as at strong message
levels, I considered the messages related to DCC’s connection to K-12 school and four-
year institutions and its relationship to the statewide community college system to be
only at the sufficient message level. I classified these two messages at a sufficient level
either because DCC’s communicates a general broad message without defining the
message or DCC states the message only once.

Linchpin to K-12 and four-year schools. DCC identifies it :If as an integral
partner to K-12 and four-year schools. DCC serves as a linchpin or as a connection to
both educational entities. One message example from the College Mission Statement text
says, “DCC promotes educational mobility through partnerships with local schools and
other higher education institutions” (para 1). DCC’s demonstrates its K-12 connection by
offering classes at local high schools for high school and college credit (College Course
Schedule). DCC has course and transfer agreements with many colleges and universities.
Another message example asserts that DCC provides the education needed for higher

education continuation, thus implying the connection to four-year schools. DCC sees
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itself as the connecting entity in providing transition from K-12 to four-year institutions.
DCC states this message sufficiently but through broadly stated messages.

Statewide community college system connection. DCC is part of a large statewide
community college system comprised of 14 regions and 23 campuses. The college
demonstrates this connection through several strongly stated messages. First, DCC does
not have its own college logo. The logo used on all print and website documents is a state
system logo. Second, DCC connects to the state community college system through its
individual college name. All print materials containing the college name begin with the
state system name and then the college region. For instance, the application for admission
brochure cover page contains the community college system logo followed by the words
Community College System: Region. [ also found the following message in Linking Jobs
to Education text: “Fourteen regional institutions compose the College System, now the
second largest College in State” (para 2), which shows its connection to a statewide
community college system. These general messages indicate that DCC is one of many
campuses that comprise a statewide community college system.

Access. Access was the last message I identified in the print materials. DCC’s first
message defines access from only a financial perspective. DCC presents its second
message concerning being accessible very broadly, and accessible remains undefined in
the print message. I considered the messages are weak due to DCC’s limited definition of
accessible in one statement and accessible being undefined in second. Financial access
provided a limited perspective of accessibility. The DCC Admissions letter states, “We
participate in all financial aid programs available to us” (para 5), showing a limited

reference to accessibility. The Admissions letter also states that the college is very
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affordable. This statement serves as another example of financial accessibility. I located
the second message relating to accessibility in the college mission text: “DCC is a public,
statewide, open access...” (para 1). No further explanation defining open access appears
within the print materials. I consider DCC’s accessible print messages to be at a weak
message level due to the limited definition of accessible in one statement and the broad
undefined use of the term “access” in the second statement.

In total, DCC’s print documents contain eight messages. Besides their
appearance in the print materials, DCC’s messages also emerge from the website.
Inductive Web Messages

I began my inductive examination of DCC’s website by examining the home
page. The college system name along with the local campus name appears in the top
section of the page. The home page contains 12 hyperlinks. I located eight of these links
on the far left side of the page, and the name of one link is, specifically, “DCC, About the
System, Certification, Class schedules, Degrees & Programs, Distance Education,
Information, and Registration” (DCC Home page). The last four hyperlinks appear on the
bottom of the home page and include, “My Portal Page, Web Access for Students, Web
Access for Faculty, and SOS (student online services)” (DCC Home Page). The middle
section of the home page bordered by the hyperlinks on the left and bottom sides seem to
show DCC’s campus buildings. I located all web messages for my inductive analysis no
more than two clicks from the home page. Eight inductive web messages emerged from
my analysis:

1. Access: demonstrated through DCC’s comprehensive explanation and examples;
2. Community connection: defined through DCC’s involvement and partnership

initiatives;
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3. Comprehensive community college: illustrated through DCC’s programs and
services;

4. Economic/workforce development: defined through programs offered for local
and state business partners;

5. Student focus: described by DCC’s numerous programs and services;

6. Statewide community college system connection: illustrated through photos,
graphics and text message;

7. Technological tools: used to provide student, faculty, and staff support; and

8. Service area: defined by DCC’s description of regions for delivering educational
programs and service.

The first seven messages [ defined as having a strong message level because they have
any combination of mulitiple, diverse, or repeated messages found in text, graphics, or
photos. Service area was defined at the sufficient message level. I begin my inductive

web message analysis by describing the seven strong messages.

Access. DCC defined accessible through numerous messages. The accessible
messages included access to information, college personnel, programs and services, and
financial access. Access to information was demonstrated in two ways. First, every main
web page contained the college address and a toll-free number to make college
accessibility easy for anyone. A second message example included the website itself. It
provided information regarding all college programs and services and included the
current class schedule demonstrating the college’s accessibility to information. Access to
college personnel was demonstrated through published toll-free phone numbers, and
program specific and individual staff email addresses located in a website directory
demonstrating the accessibility to college personnel. Programs and services were

identified through individual web pages that included detailed degree, certificate, diploma
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and continuing education descriptions. Financial access was demonstrated through
information pages describing financial aid opportunities and included the ﬁnancial aid
application located one click from the Admissions page. The financial aid application
could be submitted online allowing for easy access. DCC best demonstrated its accessible
message through the registration and admissions’ pages. Registration and admission can
be completed on campus, by phone, or on the website (Registration & Advising
Procedures) making it easy for students to enroll at DCC through a variety of methods.
DCC equates accessibility through messages related to information, communication with
college personnel, identification of programs and services, and financial access
information.

Community connection. There were diverse community focused messages. DCC
defined community focused by providing programs and services designed to meet the
business and community needs. A community focused message example included
building new campus facilities in response to community demand (History of the
College). The Local Board of Trustees is responsible for keeping DCC in touch with the
local community. Identification of the Local Board of Trustees that keeps the college
connected to the community served as an additional community focused message
example. Additional message examples included the corporate and continuing education
purpose and role described on a separate web page demonstrating DCC’s commitment to
providing programs and services benefiting the local workforce and community citizens.
The actual course offerings provided customized training offerings as well as courses for
cultural enrichment and fun (Corporate and Continuing Education Services). These

strong messages demonstrated DCC’s community focused commitment.
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Comprehensive community college. Comprehensive programs and services
emerged as another inductive message on the website. DCC defined its comprehensive
programs and services through academic, occupational and occupational preparation
program offerings; remedial education services; customized and other economic
development activities; and community services. The comprehensive programs and
services message was documented through numerous separate web pages that described
degrees and programs, information technology certification, general education and
support services, academic skills support services, and corporate and continuing
education programs. A message stated in the System Mission Statement included,
“Purposes include meeting needs of State’s employers and contribute to the economy,
general education, transfer, developmental, student development and services, continuing
education, community service, diversity, and continuous improvement” (para 2)
demonstrating DCC’s comprehensive programs and services. The comprehensive
programs and services messages were stated strongly throughout the website.

Economic/workforce development. Economic/workforce development messages
were expressed strongly throughout the website. DCC’s economic/workforce
development definition included commitment to local and regional employers and
designing programs to meet future local, state, and world workforce needs. DCC’s
specific economic/workforce development examples included nursing programs to offset
health care shortages and corporate and continuing education offerings to meet workforce
demands. One example is a program called FastTrack. FastTrack was created by DCC’s
Technology division providing an accelerated education option for employees who have

limited time to learning a new skill. Another message found on the certification web page
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