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Abstract 
 

The Kalamazoo College Council of Student Representatives (KCCSR) was 

officially established in 2019 with the ratification of its constitution. As a new body, it is 

critical that the internal strength of the organization be as strong as the external 

perceptions. Therefore, it is vital to have an organizational culture that promotes the 

engagement and commitment of its members above and beyond expectations. Bolman 

and Deal (1997), describe four frames, Structural, Human Resource, Political and 

Symbolic, to understand how organizations operate and the culture in which they 

develop. In addition, Self-Determination Theory, a motivational theory, states that both 

extrinsic and intrinsic factors motivate people (Deci and Ryan 2000). Utilizing these 

theories, I analyze the past and present forms of Kalamazoo College’s Student 

Government as well as how these theories can be used to create a strong organization.  

I then develop these three elements that will help establish the foundation of such 

an organization. These elements include, the creation of mission, vision and values 

statements, a KCCSR Orientation Handbook, and a Recognition Program to be 

introduced to KCCSR. These programs intertwine with one another to establish the 

foundation of a multi-frame culture. Furthermore, the Recognition Program is designed to 

effectively motivate both extrinsically and intrinsically motivated individuals. With a 

foundation culture in place, future leaders of KCCSR can develop these further to ensure 

a strong and effective organization. 
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Introduction 

A strong organizational culture has been shown to increase the internal strength of 

an organization by empowering its members to do their job effectively (Spreitzer, 1995). 

Furthermore, a strong culture can increase member commitment and encourage 

organizational behaviors that go above and beyond the expectations of the group (Meyer 

and Allen, 1984). Thus, organizational culture can increase the effectiveness and 

performance of an organization by focusing on the internal aspects. In 2018, Forbes listed 

Drift, a leading conversational marketing company, as one of the top three best 

small/midsized companies for company culture, saying that there is a definite 

“willingness to help” from everyone in the company (Montanez, 2018). Within the 

organization, all are trusted, and no micromanaging of the leadership is present. Through 

this culture, there is a willingness to help others and to go above and beyond expectations 

resulting in increased innovation and steady growth. It is in this aspect that the benefits of 

a healthy organizational culture become apparent.  

The need for a healthy organizational culture for successful operations is not 

unique to the business world. Universities also utilize their culture to motivate faculty, 

staff and students to do their respective work effectively (Kezar 2011). University 

campuses, however, have distinctive cultures that differ from those of other organizations 

(Kezar 2011), and it is necessary to be cognizant of these unique features so as to develop 

a healthy culture. Unlike companies of the business world, universities are noted for 

having “complex and contrasting” systems of beliefs to shape culture (Kezar 2011). For 

example, each separate academic discipline has distinctive beliefs and is socialized to its 

particular profession: mathematicians stress logic and reason, while artists stress 
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creativity and interpretation. It is, therefore, necessary to recognize this difference in 

university environments to better navigate the development of a healthy campus culture. 

In this way, universities have shared belief systems to connect the contrasting disciplines. 

For example, many universities have come to realize the necessity of a campus culture 

that develops the “whole student” (Moore 1998). This means it is important to integrate 

student involvement outside of just the academic classroom into the learning and 

development of students. Kalamazoo College, for example, has a strong focus on 

“Experiential Education” and has various programs and entire centers dedicated to 

facilitating this culture, such as the Arcus Centre for Social Justice Leadership, Center for 

Civic Engagement, Center for Career and Professional Development, Center for 

International Programs and more recently, the Center for Environmental Stewardship 

(“Fast Facts”, 2019).  

Furthermore, many students enrolled at Kalamazoo College are often socialized in 

student organizations. While the campus community can affect the culture of a student 

organization, each organization is specialized in its own way toward its common interest 

or purpose. Therefore, it is important to have a healthy organizational culture to drive the 

organization’s efficiency and empower its members to work towards a common goal 

(Spreitzer, 1995). The Kalamazoo College Council of Student Representatives (KCCSR) 

is a student organization at Kalamazoo College, similar to that of a student government, 

that I have been a part of for the past 4 years. I wish to encourage the foundation of a 

strong organizational culture within KCCSR by using Drift as a cultural vision while 

recognizing the uniqueness of a college campus. Establishing a culture, however, means 
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one must understand the underlying organizational and motivational theories that create a 

strong organization. 

 

Organizational Theories 

Organizational theories are essential to understanding the success of 

organizations, as they provide the underlying framework for functionality. They can 

explain not only leadership and organizational change but also address organizational 

culture (Kezar 2011).  

 

The four frames 

Bolman and Deal (1997) analyzed thousands of studies about organizational 

behavior and theory, through which they created four frames to understand how 

organizations operate and the culture in which they develop. These frames are Structural, 

Human Resource, Political and Symbolic (Bolman and Deal 1997).  

A Structural Frame is the most common and well-known frame in terms of how 

people view the organization of organizations (Bolman and Deal 1997). It focuses on 

rules, definitions, and objectives as a means to organize people and create efficiency in 

the group. Goals and purpose, therefore, drive the way people think about their work and 

direct activities. A Structural Frame has a focus on specializing tasks and ensuring there 

is a clear division of work and power. Also, it relies on rationality in decision making and 

makes navigating ambiguity difficult. As Adrianna Kezar (2011) says, a Structural Frame 

can be best described as the typical “organizational chart” which clearly outlines the 

roles, duties, and divisions of labor amongst members. Organizations using structural 
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frames have been known to value “fiscal responsibility, efficiency, and effective 

supervision” (Kezar 2011). In terms of college campuses, it has been noted that this 

frame is mostly found on large campuses where there is less “face-to-face” interaction 

(Kezar 2011). Thus, in order to avoid ambiguity that can arise from a lack of face-to-face 

communication, a clear definition and structural view can be useful in ensuring the 

strength of the organization. 

A Human Resource Frame of an organization is a looser form of structure that is 

built upon relationships, motivation and the commitment of its members to function 

effectively (Bolman and Deal 1997). A Human Resource Frame is built upon the 

recognition and value of the internal members of the organization. Organizations in this 

framework view human capital as the most critical aspect in the group and therefore 

seeks to satisfy the needs of the members in order to produce commitment. Through the 

process of recognizing and rewarding members, as well as encouraging regular 

participation, commitment and efficiency are produced through a Human Resource 

Frame (Bolman and Deal 1997). Moreover, a focus on relationships within this frame 

results in members of all rankings respecting and having admiration for one another. 

These values of a Human Resource Frame enable it to operate smoothly. In terms of 

higher education, Birnbaum (1988) suggests that a Human Resources Frame is found 

more on the campuses of liberal arts colleges where the communities are smaller and 

there is more face-to-face interaction with people. 

A Political Frame includes organizations that have diverse individuals and groups 

(Bolman and Deal 1997). Each group has differing opinions, views, and values, which 

result in communication happening in small circles among “like-minded” people (Kezar 
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2011).  Resources within this kind of organization, such as budgets, are considered 

scarce. Therefore, conflict arises between various interest groups and an “us” versus 

“them” mentality becomes a central role in the culture of the organization (Kezar 2011). 

Organizations in a Political Frame use persuasion and compromise often in decision 

making in order to mobilize people towards a common direction. Also, within this frame, 

conflict does not have a negative connotation, but instead is an essential aspect in the 

decision making and solutions.  

Lastly, a Symbolic Frame is built upon the assumption that people need meaning 

for their work and demonstrates the necessity of mission and vision statements for 

organizations (Bolman and Deal 1997). The mission and vision statements provide a 

purpose and an “image for the future” for which to aim (Kezar 2011). Organizations in a 

Symbolic Frame have multiple activities or rituals to refocus the group towards shared 

values and a purpose. Within this frame, the physical product of an event is less critical 

than the journey and the underlying meaning of the event. This frame values “faith, 

purpose, emotions, values, and spirit” and it utilizes these aspects to unite people and 

encourage an efficient organization (Kezar 2011).  

Each frame has its strengths and weaknesses; thus, no frame is better than another 

in creating an effective organization. Accordingly, in the studies of Bolman and Deal 

(1997), they suggest that the most successful organizations are ones that utilize more than 

one frame. Often leaders within an organization are biased towards a particular frame, 

which can lead to the dysfunctionality and ineffectiveness of the group (Kezar 2011). For 

example, as a leader, I could lead and make decisions within a Structural Frame, a frame 

that has become popular with many organizational leaders (Bolman and Deal 1997). 
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While this would be effective with individuals who work well in a frame that values 

structure, rationality, and control, those that are more Human Resources focused, who 

value interpersonal relationships more, would not be as inclined and active due to 

differing values of an organization. Therefore, leaders of an organization should utilize a 

multi-frame view in leading and decision making in order to be more effective in creating 

an inclusive and effective culture for the organization.  

 

Values and ethical context 

Through the definitions of each frame, it should become apparent that 

organizational values are necessary. While a Symbolic Frame emphasizes the importance 

of shared values in the functionality of the organization, each framework has specific 

values pertaining to the organization. This aspect of values is vital for a strong 

organizational culture. They indicate how the organization identifies itself and its purpose 

among others in the community (Rokeach, 1979).  A clear definition of an organization’s 

values can act as a guide to its members by providing a structure in how members should 

behave, as well as allow for a basis in setting and prioritizing decisions (Christensen, 

2001; Megilno and Ravlin, 1998). Values, therefore, can be described as fundamental 

elements in creating an organizational culture because they act as a platform for the 

development of behaviors, and decisions (Schein, 1992). By acting as a base for an 

organizational culture, these values in turn act as moral guides in many aspects of inter 

and intrapersonal relations of members (Sharma, Borna and Stearns, 2009).  

On this same note, the values of an organization aid in the development of an 

ethical guide that sets bounds for what is expected behavior, which can be described as 
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the ethical context. The ethical context is another aspect that heavily influences the 

culture of an organization. Similar to the values, the ethical context influences the 

members to behave in a certain way as well as facilitate the overarching internal attitude 

of the organization (Trevino et al. 1998). By doing so, the ethical context acts as a critical 

element in the maintenance of a healthy organizational culture.  

Two constructs embody the creation of an ethical context: the ethical climate and 

ethical culture. The ethical climate is described by Victor and Cullen (1988) as the 

perceptions of the work that the organization produces and thus “determines what 

constitutes ethical behavior.” Concerning KCCSR, this would be described as the 

perceptions of fellow KCCSR members on the work of their KCCSR peers. The response 

to certain actions would thus be the perceptions of such work. The ethical culture is 

created by “formal and informal control systems” (e.g., rules, rewards systems) that are 

used to influence the behavior of individuals (Trevino et al. 1998). Utilizing KCCSR as 

another example, a formal attendance program would create an ethical culture that 

directly influences the behavior of members to attend meetings. 

The compliance and behavior of members within an organization have been 

shown to have a relationship with the organizational values that are portrayed through the 

ethical climate (Weaver and Trevino 1999). In a study conducted by Weaver and Trevino 

(1999), they constructed two definitions that indicate this relationship. A compliance-

oriented system relies on the punishment of members in order to exert behavioral control 

and enforce the values and goals. This behavioral control is in response to actions and 

decision making of members in relation to the organizations' values and objectives 

(Trevino and Weaver 2003). An example would be an organization that punishes or 
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penalizes a member for turning in a project late. The second system that they define is a 

values-oriented system. This system is described as an organization that supports the 

development of its members with congruence to the development of shared values 

(Weaver and Trevino 1999). An example here would be a company that does not punish 

members for turning in a project late, but instead provides workshops and developmental 

programs to teach and encourage time management. While both of these systems have the 

same goal of encouraging the members to align with the values of the organization, they 

have two different perceptions that result from their program execution. 

 A compliance-oriented system insinuates that the members cannot be trusted in 

making their own decisions. In contrast, a values-oriented system suggests that members 

can be trusted in their own decision making. Thus, the perception produced from a 

values-oriented system is more positive than that of a compliance-oriented system. 

Weaver and Trevino’s (1999) research indicates that a company with an ethical climate 

that is comprised of a values-oriented system has a more substantial effect on unethical 

behavior than does a compliance-oriented company. 

 

Motivational Theories 

Members of an organization that are engaged actively in helping achieve the goals 

and mission of the organization are considered motivated, and thereby increase the 

productivity and effectiveness of the organization (Ryan and Deci 2000). Therefore, in 

order to increase the level of productivity and effectiveness of an organization, an 

organization should strive to create an organizational culture that motivates their 

members to go above and beyond expectations. Deci and Ryan (1985) define several 
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theories that can help explain how people are motivated in an organizational 

environment. Self-Determination Theory (SDT) distinguishes differing types of 

motivation that influence the level of drive towards a given action. Two of these types of 

motivation described through SDT are intrinsic and extrinsic motivation (Deci and Ryan 

1985). Intrinsic motivation comes from within an individual, such as one’s passion, 

interests, and enjoyment in the respective action or subject. Extrinsic motivation, on the 

other hand, comes from external sources, such as rewards, benefits or money.  

 

Intrinsic motivation 

Intrinsic motivation has been found to result in long term productivity and is often 

seen as the most effective form of motivation because it is internally focused (Ryan and 

Deci 2000). Since intrinsic motivation has proved effective in motivating people, there 

has been extensive research into what enhances and subdues it. For example, Deci and 

Ryan (1985) state that interpersonal relations can enhance intrinsic motivation.  

Furthermore, organizations that value interpersonal relations have been shown to 

have greater commitment and retention of their members (Sheridan 1992). These 

interpersonal relations can be developed within the organizational culture via systems 

that include rewards, positive feedback, and a value placed on optimal communication 

between members of the group. However, on this same note, many studies have also 

indicated that expected tangible rewards for completing an action have resulted in the 

diminishment of intrinsic motivation (Lepper, Greene, and Nisbett, 1973). Therefore, 

organizations that utilize non-expected tangible reward systems are effectively increasing 

intrinsic motivation. When discussing intrinsic motivation, however, there is an 
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assumption that the individual has a general interest in the action or subject. However, 

not every action will be inherently attractive to individuals; for these actions, one must 

utilize extrinsic methods to motivate them to perform it. 

 

Extrinsic motivation 

SDT suggests that there are various levels of extrinsic motivation that lead to 

varying levels of productivity and engagement (Ryan and Deci 2000). For example, 

people can be motivated through external factors to do actions but do so with resentment 

or disinterest. As an example, if put in terms of an athlete working out, this type of 

extrinsic motivation would be an athlete who only does cardio when the coach supplies a 

reward for the member of the team with the best endurance. The action to perform in this 

case is cardio and the extrinsic motivator is the reward for the member with the best 

endurance. This form of motivation leads to short-term productivity because they will not 

be motivated to continue doing cardio once the coach stops offering a reward. On the 

other hand, people can also be extrinsically motivated with willingness because they 

understand the importance and value of the action. For example, a person could willingly 

do cardio every morning because they understand the value of doing cardio to one’s 

physical health. Though both are motivated by external factors, the coach and wanting to 

be healthy, the latter action is “self-endorsed” and internally adopted (Ryan and Deci 

2000). These different types of extrinsic motivation fall along a spectrum of motivation 

which include varying level of willingness (Ryan and Deci 2000; Figure 1). 

Furthermore, in an organizational setting, there will be times in which actions 

need to be completed in order to move further towards the mission and vision; however, 
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these actions may seem dull or uninteresting. The latter type of extrinsic motivation is 

pertinent in this case as it promotes a more “active and volitional” group culture rather 

than a culture surrounded by control (Deci and Ryan 1985).  

 

 

Figure 1: Continuum of Motivation showing the type of motivation based on level of 
willingness and associated processes. Adapted from Ryan and Deci’s Taxonomy of 
Human Motivation (2000). 

 
 

It is also important to note that a person who is exposed to a new action can fall 

anywhere along the continuum of motivation, and the placement along the spectrum can 

change through time. An individual who is at first reluctant to participate in an activity 

and thus motivated by external factors, such as rewards, could recognize the intrinsically 

interesting factors and value of the activity and thus undergo a shift in the motivational 

continuum towards more willingness or even an intrinsic motivation.  

Furthermore, it is essential to recognize the role of social systems and groups in 

the type of motivation present. As previously stated, extrinsically motivated behaviors are 

naturally uninteresting to the individual and must be prompted by external factors. 

Studies show that individuals are most willing to participate in an activity or action when 

others, whom they find significant, value that activity or action (Sheldon 1995). Thus, the 
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internalization of the value of an activity is correlated to the level of cohesiveness of a 

group and its culture. A higher level of cohesion within a group can then improve 

performance as member’s expectations, and goals align with each other and thus increase 

motivation (Dobre 2013).  

 Through the review of organizational and motivational theories, it becomes more 

apparent how to create a strong organizational culture. In order to be effective, an 

organization must integrate into their organizational culture all four frames: Structural, 

Human Resources, Political and Symbolic. Furthermore, a healthy organizational culture 

should recognize the importance of a strong ethical context that utilizes a values-oriented 

system in order to influence member’s behaviors. In addition, it must recognize the 

different types of motivation in order to increase engagement and commitment within the 

group. Through SDT, an organization should strive to produce cohesiveness and 

programs that effectively motivate both intrinsically and extrinsically motivated people. 

With this background theory, it is pertinent to review the history of KCCSR and how 

theories may be applied to understand and improve on this organization’s performance. 

 

KCCSR History 

In 2015, Kalamazoo College’s student government, known as Student 

Commission, dismantled itself after 99 years of functionality, due to an identity crisis 

(“Senate” 1916; Brown 2015). The commissioners at the time no longer understood their 

role as a body in the forces of the greater Kalamazoo College community (Brown 2015). 

Balancing the role of a full-time student, distributing funds to student organizations, 

advocating for the student body and representing the student body on the various faculty 
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and staff committees of Kalamazoo College became too much for the group of students 

and the work that was being done felt more like busy work, rather than effective work 

(Brown 2015). Meetings became overrun with budget approvals, while Student 

Commissioners’ roles as representatives began to be sidelined by the need for distributing 

funds (Brown 2015). There was more emphasis on the procedures and rules of meetings 

and allocating money rather than placing significant value on having discussions and 

implementing change and creating relationships with students and student organizations 

(Brown 2015). The commissioners at the time felt that they were viewed more like a 

“bank” than as a representative body (Grant and Marsh 2015). Somewhere in the 99 

years, the primary identity of Student Commission shifted from making effective change 

on campus and advocating for the student body to allocating money for others. They 

found themselves in a power structure that did not allow for an effective organization. 

Without a clear mission and vision for the organization, the commissioners lost their 

purpose for the work they were performing, and the only option was to dismantle the 

organization and start from scratch.  

A Political and Structural Frame (Bolman and Deal 1997) had too heavily 

influenced Student Commission. It had become polarized to focus on firmly structured 

meetings and the differing opinions and political aspects of the college. An emphasis on 

distributing funds created an environment of “scare resources” such that these discussions 

took up the entire meeting. Both of these frames can create similar issues, as they often 

both rely on rationality and can cause anxiety and stress if used too strongly. In this 

aspect, the negative side of both frames can be seen. While structure might be needed in 

some degree for efficiency, too much structure can lead to ineffectiveness as the rules and 
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procedures begin to pile on one another. Without taking steps to ensure the presence of 

the other two frames that focus on interpersonal relationships and symbolic values within 

the body, the stress of both a Political and Structural Frame caused the breakdown of the 

Student Commission.  

Upon the dismantling of Student Commission, two new bodies were formed: the 

Funding Board and the Kalamazoo College Council of Student Representatives 

(KCCSR). These bodies hoped to address the issues of identity and improper work-life 

balance in Student Commission by separating its two main functions. The Funding Board 

allocates the funds to the student organizations, while KCCSR advocates for the best 

interests of the student body and acts as the voice of all students on the various faculty, 

staff and Board of Trustee committees of Kalamazoo College.  

The freedom as a new body to define itself and its roles is an exciting opportunity, 

as it allows for the flexibility of organizational change, and the opportunity to create a 

strong organizational culture. However, the aspects that arise from an ambiguous body 

have also created many challenges. To build the structure of a new organization from the 

ground up is an agonizingly slow process. Thus, after nearly four years, the KCCSR 

structure is only just beginning to be solidified. However, as mentioned, the solidification 

of a structure has produced its own issues. While I cannot speak for the Funding Board, I 

can speak on behalf of KCCSR. I have been a member since my First-Year, the President 

in the 2017-2018 academic year and Vice President in the 2018-2019 academic year. I, 

therefore, have a unique view of KCCSR as both a member, leader, and mentor. In this 

thesis, I lay out the challenges KCCSR has faced and propose solutions for future 

KCCSR generations to consider when leading the group.  
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The challenges of KCCSR 

The purpose of separating the roles of Student Commission, distributing funds to 

student organizations and advocating for the student body, was to solve the previous 

issues of the Student Commission. However, the creation of an entirely new body also 

caused a number of other challenges to arise. The challenges that I identify below need to 

be addressed in order to develop a healthy organizational culture. These challenges 

include a lack in purpose, continuity and motivation.  

These challenges will be described and addressed via various aspects of the 

organizational and motivational theories. Moreover, these theories will then be used to 

create elements that help solve these challenges and build a foundation for a strong 

organizational culture to develop within KCCSR.  

The first challenge to address is issues surrounding a lack of clear objectives and 

purpose of KCCSR, as well member engagement. The KCCSR objectives have remained 

undefined and thus have created a sense of ambiguity amongst the KCCSR body.  

Therefore, the primary goals of KCCSR for each academic year, since the dismantling of 

Student Commission, mostly take the form of those stated by the President. The 

ambiguity thus creates a lack in direction and understanding of the primary purpose of 

KCCSR from year to year, not only amongst the student body but also amongst KCCSR 

members themselves. This results in unengaged KCCSR members, and therefore an 

ineffective group (Shuck and Wollard 2008). The meaning behind their work is not 

present, and thus there is inconsistent motivation. This issue would best be addressed via 

a Symbolic Frame (Bolman and Deal 1997). More specifically, mission, vision and 
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values statements specific to KCCSR need to be created. The mission, vision and values 

statements would focus KCCSR members on the organization’s goals and objectives to 

guide members through decision-making processes.  

 The second challenge to address is inconsistencies with the continuity between 

years. This challenge is produced via a lack in the memory of rules, responsibilities and 

the overall composition of KCCSR, as well as ineffective meeting times.  As stated 

earlier, a cohesive group has been shown to be important in motivating members both 

intrinsically and extrinsically (Dobre 2013). However, this can be difficult to achieve at 

Kalamazoo College owing to the turnover in KCCSR membership each year.. 

 Being a form of student government and therefore established via elected 

positions, the members involved in KCCSR can drastically change from year to year. 

Also, the large culture of study abroad acts as another variable that continues to rotate 

individuals and leadership in and out of KCCSR. These aspects lead to the membership 

of KCCSR being comprised of individuals who are both returners and new members. 

This becomes an issue when juniors, who are looking to lead the group the following year 

as seniors, come back from study abroad after 6 months and enter a group dynamic that 

could be entirely different than when they left. This semi-conservative replication of 

KCCSR each year produces a collective knowledge that is not inherently congruent to the 

development of a strong organizational culture. It is, therefore, important that all 

members of KCCSR have a full and unified grasp of KCCSR and its role within the 

greater Kalamazoo College campus as soon as possible so that they can work together 

seamlessly and be effective advocates for the student body on the various faculty and 

staff committees.  
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The lack of continuity in collective knowledge within KCCSR stems in part from 

the fact that, as of now, there is no physical representation of the rules, responsibilities 

and expectations of KCCSR. Therefore, as new people enter KCCSR, it is relatively 

ambiguous as to how meetings are conducted and what the expectations are for everyone. 

It is instead reliant upon either the new members reaching out to returning members or 

the leaders of the group reminding everyone. Both options, however, are often ineffective 

as they rely on KCCSR members to remember each role and responsibility themselves. 

Due to inconsistencies with memory, it often results in the constant use of valuable 

meeting time to provide reminders of expectations and responsibilities. 

A Structural Frame (Bolman and Deal 1997) could be used to address the 

challenges of transitions and a lack in collective knowledge. By encompassing aspects of 

a Structural Frame, a handbook could address these challenges through defining the 

hierarchical structure, responsibilities and resources available to KCCSR.  

The third challenge to address is the motivation within KCCSR. As with all 

organizations, having members that are committed, engaged and satisfied with the work 

they do is something to strive for, as it is correlated to the overall performance of the 

group (Dobre 2013). However, KCCSR often falls short of achieving such an aspect, and 

therefore the performance of the group falls short of expectations. As Ovidiu-Iliuta Dobre 

(2013) mentions, motivation is a reliable tool that can be used to increase member 

satisfaction and overall organizational effectiveness. Thus, motivational theories could be 

used to address this issue. Dobre also states that motivation can increase the performance 

of members even in stressful situations, which is an ever-looming aspect of a Kalamazoo 
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College students’ life, especially when extra- and co-curricular activities require 

significant time commitments (Dobre 2013).  

KCCSR members not only commit themselves to an hour and a half of at-large 

meetings1 every week but also have a commitment to attend the external2 and internal3 

committees that they sit on as representatives. Therefore, the time spent doing KCCSR 

related activities can range from two to six hours a week. Compensation in the form of 

financial recognition is one of the most substantial incentives and among the first 

strategies used to motivate and retain members of an organization (Rynes et al. 2005), 

including among various student governments across the country. Note, however, that 

this type of motivator is considered purely extrinsic, and unlikely to generate intrinsic 

motivation. Moreover, this form of fixed and consistent monetary recognition for 

everyone is not currently feasible for Kalamazoo College due to the lack of sufficient 

funds. Nor is this type of motivation the most desirable if the goal is to build community 

and intrinsic motivation amongst members. Instead, a non-monetary system could be 

utilized, one that focuses on interpersonal relationships.  

Interpersonal relationships are encompassed within the Human Resource Frame. 

Development of these interpersonal relationships can significantly increase the 

cohesiveness of a group and help establish better intrinsic and extrinsic motivation among 

members. One way to develop such relationships is through some sort of non-monetary 

                                                
1 Each week the entirety of KCCSR meets to discuss the faculty and staff committees that they sit as 
representatives on, as well as discuss other KCCSR matters. 
2 External Committees are the various faculty and staff committees the run Kalamazoo College 
3 Internal Committees are committees comprised only of KCCSR members that are specialized to specific 
functions. There is the Student Affairs Committee that is specialized to ensure we are engaging with the 
student body. The Communications Committee ensures information from KCCSR is reaching the students 
and positively reflects KCCSR. The Committee of Internal Affairs ensures all members are upholding the 
constitution and bylaws. 
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recognition program. Such a program, would help establish stronger relationships within 

KCCSR by increasing the respect and admiration for all members within the 

organization.  

Since interests vary among people and because not every KCCSR activity or 

responsibility is inherently exciting, it is crucial to create a program that enhances both 

intrinsic and extrinsic motivation for any given action/responsibility. This is important to 

ensure that a majority of members will continually be motivated to perform such action 

or responsibility. One goal of the recognition program would be to produce motivation 

that is willing or intrinsically motivated (Figure 1). For example, the program itself could 

motivate an extrinsically motivated individual to perform a new action through 

unwillingness. But then through progress or completion of the action, the individual 

discovers the value or intrinsically interesting aspects of the actions. This would cause the 

individual’s motivation for the action to shift from unwillingness to more willingness or 

even an intrinsically motivated action (Figure 1), and thus promote a culture of more 

engaged and committed KCCSR members. 

In recognizing the overall culture of Kalamazoo College as a small liberal arts 

school, a Human Resource frame should be a primary focus when seeking to develop a 

healthy organizational culture. However, as noted by others, a multi-frame view is 

necessary for the success of an organization (Bolman and Teal 1997). While it has been 

noted that an organization’s culture is considered a long-term strategy (Williams 2002), 

the purpose of this thesis is to apply a multi-frame foundation to help establish a healthy 

organizational culture within KCCSR. This will be done by creating three elements that 

reinforce one another to promote a sense of purpose, continuity and motivation. These 
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elements are the creation of mission, vision and value statements, an Orientation 

Handbook and a Recognition Program (Table 1).  
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Table 1. Use of Organizational and Motivational Theories to create elements that 
promote a healthy organizational culture. The three elements (Mission, Vision, Values 
Statements, Orientation Handbook, and a Recognition Program) were created to address 
challenges of sense of purpose, continuity and motivation within KCCSR and thereby 
promote a healthy organizational culture. Each element is described in greater detail 
within the body of this thesis.  
 

Theory  Frame Focus KCCSR Element KCCSR Challenges 
Addressed 

O
rg

an
iz

at
io

na
l  

Th
eo

rie
s  

 

4 
Fr

am
es

  

Symbolic 
Provides purpose and 

basis for decision 
making/strategy 

Mission, Vision, 
Values  

Statements and 
Recognition 

Program 

Sense of purpose 

Structural 

Defines 
rules/expectations. 

Establishes a 
collective knowledge. 

Acts as a  
consistent element. 

Orientation 
Handbook 

Continuity in transitions 
between years; 

organizational structure, 
roles, expectations and 

resources 

Human 
Resources 

Utilizes interpersonal  
relations and 
peer-to-peer  
recognition 

Recognition 
Program 

Member engagement and  
motivation 

Political 
Compromise between 

various interest 
groups 

Inherently present 
within KCCSR as a 

Student  
Government who 

advocates for 
various interest 

groups in Student 
Body 

 _ 

Et
hi

ca
l 
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nt
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t  

Ethical 
Climate/Culture Values-oriented Recognition 

Program Member behavior 

M
ot
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l  
Th
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ry

 

Se
lf 

D
et
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n 

Th
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Intrinsic and  
Extrinsic 

Increase level of 
group cohesion, 

Interpersonal 
relations. Uses non-

expected gifts 

Recognition 
Program 

Member engagement and  
motivation 

 
 
 
 



23 
 

Methods 

Mission, Vision, Values 

Because shared values are important in aiding the development of an effective 

organization, I wanted to ensure everyone presently in KCCSR was able to participate in, 

and have an opinion on, the creation of a mission, vision and values statement of 

KCCSR. Therefore, a winter retreat on January 4th- 6th, 2019, comprised of 25 KCCSR 

members, including myself, was based around the creation of such statements.  

After a day of team bonding activities, I facilitated a group activity to help in the 

creation of mission, vision and values statements. I separated the remaining 24 KCCSR 

members into three equally sized groups, and I led a small discussion on the importance 

and difference between mission, vision and values statements. Once understood, each 

group was left undisturbed for 45 minutes to discuss and brainstorm their own proposed 

statements. Afterward, each group presented their proposed statements without any 

follow up discussion. After every group presented their statements, a 20-minute 

discussion took place encompassing all information and touching on similarities, 

differences as well as likes and dislikes. The results of the presentations and discussion 

were then left to the Board4 to finalize the mission, vision and values statements. The 

finalized mission, vision and values statements were then presented to the KCCSR body 

at a later date and approved by three-fourths vote of the KCCSR body. 

 

                                                
4 The Board is the KCCSR term used for the Executive Board: President, Vice President, Secretary and 
Treasurer 
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Orientation Handbook 

There was a lack in the availability and access of handbooks from Student 

Governments at other Higher Education institutions, thus to construct the KCCSR 

handbook I used industry known company handbooks for inspiration. I first did a web 

search utilizing key phrases such as “best company handbooks” and “most effective 

handbooks” so that I could better understand techniques I could use to create a useful 

KCCSR handbook. The handbooks of Zaarly (“Zaarly” n.d.), Motley Fools (“Fools” 

n.d.), Sterling (“Sterling” n.d.), and Disqus (“Disqus” n.d.) were mainly used as 

inspiration for various aspects of the KCCSR handbook because of their focus on 

inspiring their employees to work effectively and create relationships.  

 While each handbook was vastly different in terms of look and structure, they did 

have some overarching qualities in common. All were informative but not overwhelming 

with detail. They included the basic information necessary for employees to survive and 

succeed in their first few weeks. However, specific details were intentionally removed to 

encourage communication between leadership and members, thus intentionally providing 

a system to create better relationships, and allowing for the presence of a Human 

Resource frame, even amongst a Structural aspect. 

In addition, each handbook was enjoyable and easy to read. The necessary 

information was present, but it was also presented aesthetically. For example, in 

describing the history of Disqus, their handbook avoided long lines of texts and focused 

instead on the main ideas and aesthetics to make the history more interesting to read 

(“Disqus” n.d.). This aspect of a handbook is important as I want to ensure that KCCSR 

members are reading the information. 
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Most importantly, while reading each handbook, I got a glimpse of the company 

culture. Without actually visiting the company itself, I could tell each one embraced a 

strong and employee focused culture. The KCCSR handbook is the first glimpse of the 

group that members will see; therefore, it should reflect the ideal culture of the body. 

Though just a simple grouping of paper, the handbook can act as an important stepping 

stone in setting the tone for the group.  

Lastly, I wanted to ensure that the handbook was a living document that can 

change through the years so that it can be adapted to best reflect the group at the time. 

Therefore, Microsoft Publisher, which is available to all Kalamazoo College students for 

free via the Microsoft 365 Education package, was used to create the handbook 

 

Recognition Program 

The recognition program was a challenge at first. I had initially modeled it off of 

an idea from a fellow KCCSR member, who wanted to use a point system to keep track 

of attendance (e.g., missing a meeting = 1 point). Once a certain threshold was reached, 

the member was asked to leave KCCSR. This process, however, utilized a compliance-

oriented system to motivate and control its members and therefore would create an 

ethical climate and culture that is not suitable for long term success. Moreover, this 

system relied on an extrinsic motivator that would have produced results in the short-

term, lying to the far left of the motivational spectrum (Figure 1) and producing a culture 

of control (Kezar 2011).  

 As discussed earlier, Weaver and Trevino (1999) showed that a values-oriented 

system is much more effective in motivating members to act in a certain way. Therefore, 
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I wanted to model a program that utilized this sort of system. Furthermore, I wanted to 

effectively instill extrinsic motivation that encompasses a high level of willingness within 

members who do not have an interest in a particular activity, while also making sure not 

to diminish intrinsic motivation within others. Therefore, I needed to ensure that any 

separate motivator is not an expected tangible reward for doing a specific action. 

 At first, the idea of points from the initial program was intriguing; therefore, I 

adapted this idea to keep track of positives instead. Every time a member goes above and 

beyond expectations, they received a point. However, this idea was also met with distaste 

from the group because it came across as micromanaging and controlling. I was reminded 

of the group dynamic: Kalamazoo College students at a liberal arts college are notorious 

for being against centralized power and in favor of more horizontal leadership. Therefore, 

to reflect this ideology, I was challenged to make not only an effective program that is 

values-oriented but also one that utilizes a Human Resources frame that includes 

everyone in the decision and gives the power of incentives to the group as a whole. 

 To design such a program, I researched companies that were known for a strong 

company culture with the hopes of reviewing their incentive programs. However, finding 

details of their incentive and benefits programs proved difficult, as most of this 

information is kept private. However, I found a short description of an incentive program 

within Motley Fools, a financial services company, (Appendix I) that caught my eye and 

inspired the creation of my own program, as it seemed to combine both social and 

extrinsic benefits to motivate their employees. 
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Results and Discussion 

Three elements were created through this thesis in order to address issues 

resulting from a lack in purpose and direction, lack in collective knowledge and issues of 

transitions, as well as a lack in the motivation of members within KCCSR. These 

elements, outlined below, collectively utilize a multi-frame structure so as to best create a 

foundation for a healthy organizational culture.  

 

Mission, Vision and Values  

The first element developed for KCCSR, the mission, vision and values 

statements, was created by the Board – of which I was a part, with input from the 

presentations and discussion of the general KCCSR body.  These statements are as 

follows: 

 

Mission: To connect students to the K College community through transparent 

and recognizable actions that attempt to improve the lives of the student body. 

 

Vision: To be a trusted and unified group of representative students that advocates 

for the best interests of the K student body and accordingly makes effective 

change on campus.  

 

Values: Altruism, Leadership, Inclusivity 
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These statements will refocus the group towards a shared purpose and provide 

meaning to the work, while also helping increase the level of group cohesiveness, which 

is important for increasing motivation amongst members (Kezar 2011; Ovidiu-Illiuta 

Dobre 2013). These aspects of a shared purpose are vital to ensure future KCCSR 

generations do not lose their identity as did Student Commission. In this same way, these 

statements will also help provide continuity, consistency, and credibility both internally 

and externally between years (Urde, 2003). 

 The mission statement will help shape KCCSR strategy and serves as the 

statement of purpose. It creates an identity for members and clearly defines the 

relationship KCCSR has with the Student Body and the administration. 

 The vision statement serves as the ideal future (Tallant 2009). A well-created 

vision statement will bridge the present with the future, thus further giving meaning to 

member’s roles on KCCSR. The mission statement, therefore, is more actionable on what 

KCCSR is presently trying to achieve in order to reach the vision.  

 The values of the organization tell members what they should embody. They 

provide the stepping blocks for how each individual can aid in the accomplishment of the 

mission and vision and provide a basis for setting and prioritizing decisions as they serve 

as member behavioral and ethical guides (Magee 2011). In this way, the values will help 

establish an ethical context and thereby aid in the creation of a strong culture.  

  



29 
 

Orientation Handbook 

The finalized draft of the Orientation Handbook can be seen in full in Appendix 

II. Since the 2018-2019 KCCSR body is past the stage of needing an Orientation 

Handbook, the handbook found in the appendix is my proposed handbook for the 

following years. The overall general content and structure should remain relatively 

constant so as to continue the Structural Frame but may be edited as necessary by the 

respective Board to better reflect the KCCSR body at the time.  This should be relatively 

easy as I created it using Microsoft Publisher and the software is available on all campus 

computers. Lastly, the Handbook was created to not only provide structure but also to 

help guide members toward understanding the mission, vision and values statements by 

clearly defining them at the beginning of the handbook. Overall, the handbook could 

increase efficiency of the organization by clearly defining the responsibilities, 

expectations, and resources of the KCCSR body. For example, there will be less 

ambiguity about the roles of internal committees by clearly defining the responsibilities 

of each and explaining how they function inside of KCCSR. Moreover, while people will 

rotate in and out annually, the handbook would remain relatively consistent between 

years.  This will aid in the development of a collective knowledge right at the beginning 

of the year and thereby address the challenge of continuity.  It will also provide a 

stepping stone and basis for a culture to develop within KCCSR. 

 

Recognition Program 

The Recognition Program I created will be officially implemented in the spring of 

2019. The KCCSR Recognition Program is designed not only to address previous issues 
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of motivation but also concerns of centralized power and micromanaging by allowing 

every member the chance to recognize their fellow members for their work. The success 

of this program is based upon the idea that those who do the most for KCCSR will 

receive the most recognition from their peers.  

 This program is described in full in Appendix III. Briefly, the Recognition 

Program uses Giftable and Redeemable honey combs to recognize members. Each active 

member is given 10 giftable honey combs (Figure 2). These honey combs are each 

marked with a unique identification number so that each honey comb can be tracked (C). 

In addition, every honey comb has a place for the recipient (A) and a reason for why this 

person is receiving a honey comb (B, D).  

 

Figure 2: The honey combs used for Recognition Program. A designates to which person 
the comb will be gifted to. B signifies which value the recipient has embodied to deserve 
such recognition. C is the identification number of the honey comb. D allows for any 
additional comments the donor would like to make to the recipient. 
 

Each person has the chance to recognize another individual (A) and why (B, D). 

In order to keep the program anonymous, a third party will be utilized, the Committee of 
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Internal Affairs (CIA) 5, that collects and distributes the combs. Members, who are 

intending to recognize a fellow member, will turn the completed comb into the CIA, who 

will record the information. 

 Once the information is recorded by the CIA, they will distribute the combs to the 

respective recipients. The combs have now been used to recognize another member and 

are considered Redeemable Combs. The recipients can redeem their Redeemable Combs 

for gifts via the CIA. Each gift equates to a certain number of combs. Gifts and their 

values will already have been decided on by the CIA in accordance with the college’s gift 

policy. In addition, gifts procured by the CIA should be done with environmental 

responsibility and sustainability in mind.  

 Through the peer-to-peer recognition of the Recognition Program, it should not 

only enhance interpersonal relations, but also increase cohesiveness and belongingness 

amongst members. Through this process, it will further act as a proper extrinsic motivator 

without diminishing intrinsic motivation and thus help establish a Human Resources 

frame through the use of these interpersonal relations. Similarly, by adding the section to 

the program that requires members to state the value that the recognized member 

embodied, it reaffirms the values of the organization through a ritual (as described by a 

Symbolic Frame). Furthermore, the trust invoked via the peer-to-peer process and the 

emphasis on values should support the development of members towards behaving in a 

certain ethical climate that is suitable for a strong culture, thus adhering to both a values-

oriented system and also a Symbolic Frame. However, while it is supposed to facilitate a 

Human Resource and Symbolic frame (Bolman and Deal 1997) that is values-oriented, 

                                                
5 The CIA is an internal committee of KCCSR.  
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the program will only be useful if the leaders of the group embody the values themselves 

and are consistently integrating these values into the decision-making process and 

making them apparent. If these values are not integrated beyond just the program, then 

the programs purpose of creating interpersonal relationships and motivated members will 

not be realized. 

 To ensure that intrinsic motivation is not being diminished through this program, 

it is important that any gifts remain unknown and not expected until recipients are able to 

redeem the combs. Furthermore, intrinsic motivation should not be diminished because 

the program is not based upon the completion of any specific responsibility or action; 

therefore, members should not expect any specific tangible reward for any specific action 

(Lepper, Greene, and Nisbett 1973).  

 With this same idea comes a note of caution about the Recognition Program for 

future leaders of KCCSR. There is a fine line between using extrinsic motivators to 

enhance versus diminish the motivation of members. One does not want members to 

become dependent on any reward should they behave in a certain way or complete a 

particular action. Therefore, keeping any gifts simple, unknown and not expected is 

necessary.  

 

Developing a KCCSR Culture 

Through the effective implementation of the three elements described in this 

thesis, a multi-frame organizational structure can be established as a foundation for the 

development of a strong culture within KCCSR that will promote engagement in and 

commitment to KCCSR. The mission, vision and values statements use a Symbolic 
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Frame (Bolman and Deal 1997) to provide meaning, direction, and purpose for members 

of KCCSR and provide a basis for decision making and strategy. The Orientation 

Handbook acts as a nod to a Structural Frame (Bolman and Deal 1997) by increasing the 

efficiency of transitions from year to year and establishing a collective knowledge of its 

members through clearly defining the duties, roles, and purpose of KCCSR. The 

Recognition Program will help establish a Human Resources and Symbolic frame 

(Bolman and Deal 1997) by utilizing a peer-to-peer values-oriented system that focuses 

on a motivational strategy that should appeal extrinsically and intrinsically motivated 

people.  

 A Political Frame (Bolman and Deal 1997) was purposefully not included in the 

development of the three elements as this frame will be inherently present in the 

organization due to the purpose of a Student Government. If the mission and vision of 

KCCSR are to adequately represent all students and make a change on campus, a political 

frame will be apparent because everyone will have their own opinions and views of how 

the campus should operate. Therefore, I wanted to create elements that focused more on 

the other three frames so as to ensure that all four frames had a presence on the body and 

thus a foundation for a multi-frame culture. 

 

Future directions of KCCSR.  

 In looking towards the future, it is important to remember that the three elements 

outlined in this thesis only act as a foundation for creating a healthy culture. To further 

develop a strong culture, all of the leaders of KCCSR at that time will need to own the 

culture and actively integrate these aspects and frames into the daily activities of the 
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group (Schein 1984). It will, therefore, be the responsibility of the leaders of KCCSR to 

ensure that bias is not given to any particular organizational frame.  

 On the same note of looking towards the future, there is currently a concern that 

there is a financial barrier to KCCSR involvement because of the time commitment 

required by KCCSR members. In this way, KCCSR is limiting the chance and 

opportunity for a large group of students to be a part of the organization. If the barrier is 

truly financial, then KCCSR members should be paid in some way for their service. 

Some examples could include financial payments like various other campus jobs or 

stipends and scholarships that go towards their tuition. The Recognition Program had 

been created as a stepping stone to address this issue as it involves two separate systems, 

one of recognition and one of reward, that can operate separately. If KCCSR members 

become paid for their time, then the gift portion of the Recognition Program should 

discontinue because it acts as a substitute for an extrinsic motivator while also ensuring 

that students from all backgrounds can join KCCSR without any hesitation of financial 

limitations. The recognition portion of the program (e.g. the combs) should continue or 

evolve into a similar program because of its importance in promoting strong interpersonal 

relations and reaffirming the values of KCCSR.  

 The Kalamazoo College Council of Student Representatives should place 

importance on the internal aspects of the organization and how various aspects and 

actions can influence the members. Mission, vision, and values, though just three 

statements, can be used to give direction and meaning to people. An Orientation 

Handbook, though just a simple inanimate object, can provide basic definitions, 

information and procedures that allows people to perform their responsibilities 
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effectively. A Recognition Program, though it may seem like just a fun activity, has an 

underlying importance in motivating members to engage and be productive. By taking 

these aspects and their underlying purpose and developing them further, one can create a 

culture that encourages actively engaged members that can effectively work towards the 

mission and vision by effectively advocating for the best interests of the student body. 

Thus, I recommended that members of KCCSR not only focus on the external factors and 

goals of the KCCSR body, but also not forget the driving force behind all successful 

operations: the people. 
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Appendix I. 

Motley Fools Incentive Program as outlined in their Employee Handbook (“Fools” n.d.). 
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Appendix II 
KCCSR Handbook  
By Ian Freshwater 
 
Each of the following pages consists of two pages worth of the Handbook. The table of 
contents utilizes the page numbers of the handbook, not of this paper. 
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Appendix III. 
KCCSR Recognition Program 
By Ian Freshwater 
 
Purpose  
The main purpose of this program is to create an enthusiastic student government whose 

members are excited to be a part of KCCSR and to make effective change on our campus, 

while proudly representing the Student Body. The KCCSR Recognition Program will 

achieve this purpose by touching on these principles: 

• Recognition: Give KCCSR members recognition for their work and promotes 

commitment to the organization and the College.  

• Motivation: Encourage KCCSR members to actively participate in the work and 

activities of KCCSR and interact with the Student Body. 

 

Motivation and Recognition 
Overview 

A two-stage system of Giftable and Redeemable Honey Combs will be used in this 

program to recognize fellow members. At the end of each quarter, every KCCSR member 

will be issued a fixed certain number of Giftable Combs, as determined by the CIA and 

available funds, that they can then gift to other individuals to recognize them for their 

work. Recipients of Giftable Combs can then redeem the combs for gifts.  

 

Stage 1: Giftable Combs 

Every KCCSR member will receive the same amount of Giftable combs at the end of the 

quarter. These combs are strictly giftable and cannot be redeemed. Each individual gets 
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to decide to whom they would like to gift their combs (Figure 1). When deciding to 

whom to gift the combs, members should consider the level of attendance, commitment, 

enthusiasm and any other avenues by which someone embodies the KCCSR values. Each 

comb has an identification number so as to keep track of the combs throughout the 

program. 

 

 

Figure 1: The honey combs used for Recognition Program. A designates to which person 
the comb will be gifted to. B signifies which value the recipient has embodied to deserve 
such recognition. C is the identification number of the honey comb. D allows for any 
additional comments the individual would like to say for the recipient. 
 

Once combs are filled out, they are to be turned into the Committee of Internal Affairs 

(CIA) where the information on the comb can be recorded. 

 
Stage 2: Redeemable Combs 

Once the CIA has recorded the information, they will mark the combs in an identifiable 

way to signify the shift from Giftable to Redeemable Combs. The combs will then be 
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dispersed to the designated recipients. The combs marked by the CIA and received by the 

recipient are referred to as Redeemable Combs. The recipient may redeem their combs 

for gifts.  

 

Additional redeemable combs will be gifted to individuals by the discretion of the CIA 

(e.g. members who have been to 90% of the KCCSR body meetings).  

 

Program Maintenance 

The Recognition Program will be maintained and run by the CIA with the Vice President 

of KCCSR acting as the ex-officio head. The Recognition Program will be funded 

entirely by the Developmental Fund6.  

 

At the beginning of each academic year, the VP will determine how much money from 

the Developmental Fund will be allocated to the Recognition Program. The CIA will use 

this allocated amount to determine the number of combs that will be at-play during each 

term. In addition, the CIA will determine the gifts and the corresponding number of 

Redeemable Combs needed for such gifts. The gifts must be in accordance with the 

Colleges gift policy, and should be decided with sustainability in mind. The CIA Chair 

will correspond with any outside sources to ensure gifts will be feasible for such 

program, all of which must be approved via signature by the Vice President of KCCSR. 

 

                                                
6 The Developmental Fund is a fund of the Vice President that is used to promote the personal and 
professional development of KCCSR members. It is also used to promote cohesiveness of the group. 
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Moreover, before any Giftable Combs have been dispersed to the recipients, the results 

from Stage 1 should be presented to the VP and approved via signature. Once approved, 

the Redeemable Combs can be dispersed. 

 

Lastly, the process by which members redeem their gifts for this will be determined by 

the CIA each year and approved by VP. 

 
 




