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ABSTRACT 

This organizational leadership project focused on the practices of teamwork and collaborative 

capacity. Using a mixed-methods approach and aspects of appreciative inquiry, this research 

project explored the research question: How can Jewish Family Service Calgary enhance 

teamwork and collaborative capacity within their organization? The employees of Jewish Family 

Service Calgary volunteered to participate in this project to share their viewpoints and 

experiences. The data gathering tools used were an online survey and face-to-face interviews. A 

focus group was utilized so that the leadership team could examine the overarching themes and 

subthemes, look at future considerations, and determine recommendations. The study 

recommendations include: establish activities to encourage collaboration, practice effective 

communication, provide feedback to team members through meetings and debriefings, and 

enhance relationships through teambuilding and training. Throughout this research project, the 

rights of participants were protected and the Royal Roads University (2007) guiding principles 

for ethical research were adhered to. 
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CHAPTER ONE: FOCUS AND FRAMING 

Introduction 

The intent of this organizational leadership project was to explore how the teams at 

Jewish Family Service Calgary (JFSC) could meet the organizational goal of providing 

comprehensive care to individuals and families and to address client issues simultaneously to the 

best of the ability of the agency and its teams (Jewish Family Service Calgary [JFSC], 2009b), 

through the practices of teamwork and collaborative capacity. The JFSC is a team-based, 

charitable, nonprofit organization that functions as a broadly-based social support and safety net 

to families and individuals in need (JFSC, 2009b). Guided by its mission to strengthen the 

community by helping individuals and families in need (JFSC, 2009e), the teams at JFSC strive 

to meet their goal, which has not changed in over 49 years. 

Teamwork and collaborative capacity have emerged as important facilitators for the JFSC 

teams to enhance their current team-based framework. Mathieu and Rapp (2009) emphasized 

that teamwork is a set of actions and behaviours that contribute to a team‘s ability to achieve a 

specific, shared, and valued organizational goal. DeChurch and Mesmer-Magnus (2010) agreed, 

and added that the success of teamwork hinges on collaborative capacity (i.e., how individual 

members of a team enhance each other‘s performance and productivity by sharing resources and 

by exchanging knowledge and information for the mutual benefit of the team and organization). 

To achieve their organizational goal, the JFSC teams needed to identify their strengths and 

explore opportunities to build upon existing teamwork and collaborative capacity. 

My interest in the JFSC organization arose from my involvement as a sponsor since 

2004. Curious to learn how the JFSC organization meets its organizational goal in a time of 

financial constraint, I contacted their Executive Director and discovered that we have a mutual 
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interest in the topics of teamwork and collaboration. Specifically, the Executive Director 

identified an organizational need to enhance teamwork and collaboration and asked how the 

employees could work together and collaborate as a team to be more effective and better 

equipped to serve each other, their clients, and the organization. As an external researcher, this 

project provided me with the opportunity to support the JFSC organization in their efforts to 

enhance their current teamwork and collaborative framework and offered the teams within the 

organization the opportunity to identify and build on their strengths and successes to meet their 

organizational goal. 

The research question for this organizational leadership project was: How can Jewish 

Family Service Calgary enhance teamwork and collaborative capacity within their organization? 

To help answer this question, the following sub-questions were considered: 

1. What does teamwork and collaborative capacity mean to the current teams within the 

Jewish Family Service Calgary organization? 

2. What are the strengths of the teams in relation to teamwork and collaborative 

capacity? 

3. What are the challenges or opportunities to build upon existing teamwork and 

collaborative capacity? 

The Opportunity and its Significance 

The JFSC organization was interested in this project because the research question 

paralleled the organization‘s own commitment to continually reflect on its guiding principles and 

organizational goal. This project directly supported two of JFSC‘s guiding principles: ―We must 

work together to strengthen our community, recognizing the value of participation and 

collaboration‖ (JFSC, 2009a, p. 2), and ―We must adapt to the changing needs of the community 
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and continually search for the best ways to meet those needs‖ (JFSC, 2009a, p. 2). While the 

JFSC teams aim to strengthen the community by helping individuals and families in need (JFSC, 

2009e), the teams also strive to meet the organizational goal. This project challenged JFSC‘s 

team members‘ current understanding of teamwork and collaborative capacity and provided a 

significant opportunity for the teams to increase their awareness of how they are functioning or 

need to function as a team to achieve the goal of the organization. 

For the past decade, the teams at JFSC have operated under the same structure. The 

Executive Director questioned if the teams were truly effective for clients and if the teams were 

utilizing all of the resources available to them to collaborate to capacity (B. Sheckter, personal 

communication, March 21, 2010). Balancing service delivery with limited resources is a 

challenge confronting JFSC. A downturn in the economy and limitations of funding have forced 

the Executive Director to re-examine existing team processes to better position the teams to meet 

the future needs of clients. While changes in the economy and funding sources are of concern, 

mounting pressures on staff resources threaten to affect service delivery. Comparing the 2010 

Annual Report to the 2009 Annual Report there has been a 69% increase in the number of clients 

and a 40% increase in new programs and services (JFSC, 2009a, 2010). These increases 

challenged the JFSC organization do more with less and compelled the organization to take an 

honest, pensive look at the needs they were trying to satisfy compared with their ability to meet 

those needs. This project offered the opportunity to work collaboratively with the teams to reach 

a common understanding of how teamwork and collaboration is currently being carried out, and 

how teamwork and collaboration could be enhanced within the JFSC organization in the interest 

of balancing service delivery with limited resources. 
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For the JFSC teams, the benefits of this project were to build on their strengths, broaden 

their reach and impact, and enhance teamwork and collaboration, through which the teams could 

increase each other‘s efficiency and effectiveness by sharing resources, knowledge, perspectives, 

and information (Fitzgerald, 2004; Senge, 2006; Stringer, 2007). Building a strong team results 

in a collaborative effort that filters through an entire organization, maximizing its internal 

capacity. A team environment encourages each team member to focus beyond his or her narrow 

duties to a broader role, such as exploring what they are doing well and helping others to build 

on their strengths and successes (Labianca, Gray, & Brass, 2000; Lick, 2005; Tarricone & Luca, 

2002). 

To thrive in today‘s business environment, organizations (including charitable nonprofit 

organizations) need to continually explore new ways of doing things to enhance teamwork and 

collaboration to serve clients efficiently and effectively (Fraser & Hvolby, 2010; Tarricone & 

Luca, 2002; Wheatley, 2006). The continuous and reflective nature of the action research process 

provided JFSC with the platform for their teams to explore their experiences, gain greater clarity 

and understanding of teamwork and collaboration, and use that extended understanding to create 

positive change (Stringer, 2007). Throughout the process of inquiry, JFSC involved the teams in 

a collective way to create their own future. 

The JFSC teams are driven to meet the expectations of a wide range of stakeholders, 

including a Board of Directors, Executive Director, clients, and private sponsors. Any 

undertaking to maximize the effectiveness of the JFSC organization through teamwork and 

collaboration is a benefit to all stakeholders (JFSC, 2009d). 

This project proffered an opportunity for teams within JFSC to collectively consider 

change within a larger context. For example, the Executive Director‘s comment is quite 
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revealing: ―If you ask them, they [the teams] will tell you that they already collaborate. However, 

they are focused only on their own teams, often oblivious to the bigger organizational picture‖ 

(B. Sheckter, personal communication, March 21, 2010). If this lack of awareness of the bigger 

organizational picture continues, the effectiveness of the teams may diminish over time, 

compromising the organization‘s guiding principles and organizational goal. The Executive 

Director put it this way: ―The time has come for new ideas and insights, new perspectives and 

out-of-the-box thinking‖ (B. Sheckter, personal communication, March 21, 2010). This 

statement expressed the timeliness and relevance of this research opportunity. 

To enhance teamwork and collaborative capacity, the JFSC teams needed to explore 

change—new ways of doing things and creative ways to generate capacity through teamwork 

and collaboration. By sharing knowledge, perspectives, and experiences, the JFSC teams were 

able to broaden their reach and positively affect all stakeholders, enhancing their ability to meet 

the organizational goal by seeing the bigger organizational picture. Without this research, it is 

improbable that the JFSC teams would have had the opportunity to take an objective and 

reflective view of their teamwork and collaborative capacity As an external researcher, I 

explored how the teams within the JFSC organization worked and collaborated to build on their 

strengths and successes. I observed how the teams at JFSC contributed to enhance each other‘s 

performance and productivity by sharing resources and by exchanging knowledge and 

information for the mutual benefit of the teams and organization. My leadership role was to 

engage in action research and make recommendations that influenced and strengthened the JFSC 

organization in a meaningful and sustainable way, which was a stretch for me. 
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Systems Analysis of the Opportunity 

Annually, JFSC (2009a) operates on a 1.5-million-dollar budget. The JFSC 

organization‘s income has not increased for the past 3 years, despite the fact that operating costs 

(e.g., insurance, utilities, supplies and salaries) have increased (B. Sheckter, personal 

communication, July 2, 2010). Over the past 49 years, individuals and families going to JFSC 

receive comprehensive care; clients‘ issues are addressed simultaneously to the best of the ability 

of the agency and its teams (JFSC, 2009b). Each year, the communities served by JFSC demand 

more programs and services in order to meet the growing needs of their clients. If additional 

funding sources are not found, the organization must learn to do more with less or the client base 

will suffer (B. Sheckter, personal communication, March 20, 2010). 

Major JFSC supporters and partners include Alberta Health Services, the Calgary Inter-

Faith Food Bank, Calgary Jewish Council—United Jewish Appeal, Calgary Police Services, 

Catholic Family Service, the City of Calgary Family and Community Support Services, Jewish 

Immigrant Aid Services, Mazon Canada, Mobile Response Team, Red Cross, Southwest 

Communities Resource Centre, and United Way of Calgary and Area. Other sources of funding 

consist of numerous funds (e.g., educational, housing, and professional development): 

endowments, private sponsors, community grants, municipal government grants, and community 

fundraisers (JFSC, 2009a). While community fundraising events remain worthwhile, community 

grants and municipal government grants have failed to keep pace with the needs of the clients 

that JFSC serves. Relative to the needs of the clients, the decline in these grants has challenged 

the JFSC organization to search for new private sponsors. 

While funding sources are of concern, the mounting pressures on staff resources impact 

the JFSC organization at its core. The main strength of JFSC is its holistic approach. The teams 
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within the organization provide one-on-one service to each new and existing client. JFSC‘s 

(2009a) 2009 Annual Report stated: 

Though the global economy has taken a downturn in the past fiscal year, our attitude is 

much like the goals we strive for with our clients—build upon your strengths. Our vision 

remains clear and though the demand for our services increases we continue to review 

our priorities and build upon our strengths to meet the needs of our clients. (p. 3) 

In this past year, some of the traditional social service resources in the greater Calgary 

community are no longer accepting referrals, as a result those individuals and families are being 

directed towards the JFSC for help. JFSC, an organization that traditionally has not turned people 

away, now finds itself accommodating those referrals, which has strained its resources. Longer 

wait times for clients and insufficient funds to manage all of their needs have directly affected 

service delivery. 

While the JFSC organization provides assistance to individuals and families with 

immediate needs, its programs and services reach far into the community and their influence 

goes beyond those immediately affected. The 2010 Annual Report revealed JFSC‘s reach and 

influence in a number of ways (JFSC, 2010). Individuals and families in financial crisis are 

receiving assistance to (a) meet their emergency needs to prevent homelessness, eliminate 

hunger, and escape poverty; (b) enhance their economic well-being and independence, and 

(c) promote integration and participation in the community (JFSC, 2010, p. 7). Newcomers to 

Canada from international destinations are encouraged and empowered to become settled, 

independent, adjusted and self-sustaining, enabling them to participate in the community and 

assist other immigrants (JFSC, 2010, p. 8). JFSC collaborates with community partners to offer a 

range of psychosocial and educational programs aimed to enhance personal growth, build self-

esteem, strengthen and sustain their families (JFSC, 2010, p. 9). Counselling helps clients in the 
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broader community with challenges in diverse areas such as mental health, trauma, separation 

and divorce, abuse, domestic violence, grief and loss, parenting, relationships and transitions 

(JFSC, 2010, p. 9). JFSC strives to empower older adults in independent decision-making, 

healthy aging, age-related transitions, and enhanced social connections (JFSC, 2010, p. 12). 

JFSC‘s programs and services extend to the global and national community and address aspects 

of education, social, professional, and cultural life. 

Decreased revenues, increased client referrals, and the addition of new programs and 

services put the JFSC organizational goal at risk. Consequently, JFSC teams had little time to 

consider how the mounting pressures impacted their ability to demonstrate teamwork and 

collaborate. Building teamwork and collaborative capacity is one significant way to improve 

efficiency and strengthen the teams and the organization. 

Organizational Context 

JFSC is an accredited nondenominational social service and psychoeducational nonprofit 

agency that was founded in September 1960 as the Jewish Family Service Bureau (JFSB). JFSB 

was incorporated under the Alberta Societies Act (2000) in May 1961, and operations started 

with one volunteer social worker providing counselling and financial assistance to clients within 

the community (JFSC, 2009c). In 1986, the JFSB changed its name to Jewish Family Service 

Calgary. JFSC currently employs 22 staff and oversees up to 120 volunteers (B. Sheckter, 

personal communication, March 21, 2010). 

JFSC provides services and programs to Jewish and non-Jewish individuals and families 

in need (JFSC, 2009c). The JFSC organization is comprised of a volunteer Board of Directors 

that governs the agency in accordance with the Alberta Societies Act (2000) and the governing 

documents of the organization. The board oversees the Executive Director, who manages the 
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day-to-day operations of JFSC. Reporting to the Executive Director are five teams: 

administration, basic needs, counselling, seniors‘ outreach, and community resources (see Figure 

1). The administration team provides support to the entire JFSC organization. The basic needs 

team offers clients financial assistance, assistance to prevent homelessness, a kosher food pantry, 

vocational support, integration services, and resettlement. The counselling team provides clients 

with a variety of services and therapy approaches for individuals, couples, and families with 

challenges in the areas of separation and divorce, abuse, family violence, grief and loss, 

parenting, relationships and transitions. The seniors‘ outreach team provides services and support 

to seniors. The community resources team manages volunteer services. 

 
Figure 1. Jewish Family Service Calgary organizational chart (B. Sheckter, personal 

communication, March 21, 2010). 

Note. JOLT = Jewish Immigrant Aid Services Opportunity for Leadership Training. 
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JFSC‘s organizational goal is to provide comprehensive care to individuals and families 

and address client issues simultaneously to the best of the ability of the agency and its teams 

(JFSC, 2009b). JFSC‘s mission (JFSC, 2009e) is to strengthen the community by helping 

individuals and families in the spirit of Jewish tradition and values. JFSC‘s guiding principles 

are: 

 We strive to be barrier free, accessible to and inclusive of everyone. 

 Jewish values and beliefs and the principles of social justice are the guiding principles 

of our treatment of others and each other. 

 We are accountable to our clients and the community. 

 We must work together to strengthen our community recognizing the value of 

participation and collaboration. 

 We must adapt to the changing needs of the community and continually search for the 

best ways to meet those needs. 

 We respect the uniqueness and dignity of each individual. (JFSC, 2009d, Our Guiding 

Principles section, para. 1–6) 

In January 2007, the Board of Directors, the Executive Director, and the JFSC teams 

completed a strategic plan (JFSC, 2009b). To help focus the direction of the organization over 

the next 3 to 5 years, the JFSC organization is working towards the following goals: 

 Individuals and families in financial crisis are receiving assistance; 

 Fewer people are hungry because kosher food is readily accessible to those who need 

it; 

 Jewish families in need enjoy Jewish traditions and holidays; 

 Newcomer resettlement and integration takes place to allow people to become settled, 

adjusted and self-sustaining, enabling them to participate in the community and assist 

other immigrants; 

 Clients find suitable employment that sustains their families; 

 Counselling strengthens individuals and families in their relationships, contributing to 

healthy communities; 

 Clients impacted by abuse no longer feel stigmatized, reaching out for help and 

resources; 

 Fewer children are falling through the gaps; 

 More seniors are living with dignity; 

 Volunteers complement professional staff in delivering effective programming. 

(JFSC, 2009b, para. 4–13) 
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Under the guidance of the Executive Director, the five teams act as the vehicle through 

which the organization fulfills its goal. JFSC is a team-based organization challenged to meet the 

needs of its clients with limited resources. To meet this challenge, the JFSC organization aligns 

its programs and services to its mission (JFSC, 2009e), the guiding principles (JFSC, 2009d), and 

its strategic plan objectives (JFSC, 2009b). To meet the organizational goal, the teams need to 

consider how they can work together more efficiently and effectively. Enhancing teamwork and 

collaborative capacity will have a direct positive impact on the overall function of the JFSC 

organization. While this chapter provided the foundation, framework, and focus that surrounded 

this organizational leadership project, the next chapter examines previous research and scholarly 

work that supports this project. 



Teamwork and Collaborative Capacity   12 

CHAPTER TWO: LITERATURE REVIEW 

Introduction 

This chapter examines previous research and scholarly work relevant to the research 

question: How can Jewish Family Service Calgary enhance teamwork and collaborative capacity 

within their organization? While funding sources are a concern, the mounting pressures on JFSC 

team members influence the teams‘ ability to work together and to collaborate within the 

organization (Salas, Sims, & Burke, 2005; Tarricone & Luca, 2002). Through the literature 

review, I explored two main topics that emerged while addressing the research question. The first 

topic, teamwork and collaborative capacity, provided JFSC with an overview of different 

scholarly perspectives on the topic with insights into building collaborative capacity and 

communication in collaborative relationships. The second topic provided an overview of culture 

and teamwork as a key to organizational change with insights into nurturing a teamwork culture 

and resistance to change. 

Teamwork and Collaborative Capacity 

This section of the literature review examines the perspectives of teamwork and 

collaborative capacity, the significance of building collaborative capacity, and how 

communication influences collaborative relationships. According to Glesne (2006), ―You can 

learn different things from the work of others depending on what you already have learned and 

what you need to know‖ (p. 25). The literature review challenged the JFSC teams‘ current 

understanding of teamwork and collaborative capacity and provided a significant opportunity for 

the teams to explore how they were functioning. Increased awareness compelled the JFSC teams 

to seek ways to enhance the positive aspects and diminish the negative aspects of teamwork and 

collaborative capacity and to consider how members of the teams contribute to enhance each 



Teamwork and Collaborative Capacity   13 

other‘s performance by building collaborative capacity and collaborative relationships. The 

Executive Director stated, ―If you ask them, they [the teams] will tell you that they already 

collaborate however, they are focused only on their own teams‖ (B. Sheckter, personal 

communication, March 21, 2010); this statement expressed the need to explore how the JFSC 

teams could build capacity to meet the organizational goal. 

Perspectives of Teamwork and Collaborative Capacity 

Teamwork refers to the actions and behaviours that contribute to a team‘s ability to 

achieve a specific, shared, and valued organizational goal (Jackson, Chuang, Harden, & Jiang, 

2006; Katzenbach & Smith, 1993; Procter & Currie, 2004; Salas et al., 2005; Seibold & Kang, 

2008). As a dynamic and elusive phenomenon (Day, Gronn, & Salas, 2004; Salas, Cooke, & 

Rosen, 2008), teamwork has emerged as one of the most important ways for an organization to 

stay flexible (Conti & Kleiner, 1997; Cortez, Nussbaum, Woywood, & Aravena, 2008). Salas et 

al. (2005) emphasized that teamwork offers greater adaptability, productivity, and creativity to 

an organization than any one individual can offer. According to Lencioni (2005), when 

employees set aside their individual needs for the good of the whole, they can accomplish what 

might seem to be impossible. For JFSC, the synergy of teamwork could enhance team 

performance, improve team effectiveness, and overcome significant obstacles (Katzenbach & 

Smith, 1993; Mathieu & Rapp, 2009). 

Despite the fact that some leaders espouse the importance of employee teamwork and 

collaboration, they often look for tangible results and solutions that foster competition that is 

often counterproductive to a collaborative effort (Jackson et al., 2006; Stone, 2004). Nurmi 

(1996) and Stone (2004) argued that teamwork could erode the organization because it can bury 

issues and camouflage autocratic management; moreover, when applied incorrectly, teamwork 
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could lack synergy and could result in undesirable consequences. Conti and Kleiner (1997), Ding 

and Ding (2008), and Lencioni (2003) agreed and elaborated that poor application of teamwork 

could slow down productivity, decision-making, and create an environment in which political 

infighting and departmental silos are the norm. 

Limited funding and increased programs and services have strained JFSC‘s resources and 

challenged team members to do more with less. The literature cautioned the teams; to better 

serve each other, the clients, and the organization, JFSC team members need to work together. 

Notwithstanding the positive and negative aspects of teamwork, organizations, like JFSC, often 

adopt a goal to strive for better teamwork and see collaboration as a way to achieve this goal. 

Building on this concept, DeChurch and Mesmer-Magnus (2010) stated that an organization‘s 

success hinges upon teamwork and the ability for teams to collaborate effectively and build their 

collaborative capacity. 

Collaborative capacity refers to how individual members of a team enhance each other‘s 

performance and productivity by sharing resources and exchanging knowledge and information 

for mutual benefit of the team and the organization (Fitzgerald, 2004; Nemiro, Hanifah, & Wang, 

2005; Weber, Lovrich, & Gaffney 2007). Senge (2006) added that collaborative capacity is an 

organic, flexible, fluid, adaptable process in which team members work together to create value. 

Stringer (2007) and Weber et al. (2007) came to a similar conclusion and built on these ideas by 

considering collaborative capacity as an outcome that is central to problem solving. Weber et al. 

elaborated that collaboration-based solutions to problems need to be measured using a 

framework that determines whether capacity is enhanced, stays the same, or is diminished. For 

the JFSC team members, the benefit of a collaborative approach is to build positive working 
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relationships in which solutions to problems are reached through dialogue and negotiation 

(Stringer, 2007). 

Alternatively, Koch (2005) argued that while collaborative capacity contributes to the 

value of the organization, any knowledge, skills, and competencies shared by team members 

remain in the possession of those team members. This leaves the organization vulnerable since a 

team member, and the talent he or she possesses, could leave the organization at any time. 

Nemiro et al. (2005) suggested that collaborative capacity, an organization‘s most valuable 

resource, is promoted and even nurtured by an organization for the sole purpose of financial 

gain. This concept is a negative collaborative force for all but the organization. By sharing 

resources and exchanging knowledge and information JFSC team members contribute to their 

teams‘ ability to achieve a shared and valued organizational goal. 

For JFSC to enhance teamwork and collaborative capacity within their organization, team 

members will need to focus on enhancing the positive and diminishing the negative aspects of 

teamwork and collaborative capacity. The positive and negative influences of teamwork and 

collaborative capacity within the organization have emerged as important facilitators that work 

synergistically to advance the organization to achieve its goals (Cairns, Harris, & Young, 2005). 

By maintaining a holistic view and remaining flexible, fluid, and adaptable, the JFSC teams 

could move beyond team boundaries and recognize that teamwork and collaborative capacity 

would strengthen the teams and the organization. 

Building Collaborative Capacity 

Organizations typically build capacity in two ways: individual expertise and 

organizational procedures and resources (Schuh & Leviton, 2006; Sobeck & Agius, 2007). 

Individual expertise includes the skills, knowledge, and experience that team members bring to a 
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team and the organization. Organizational resources and procedures allow the teams and the 

organization to use individual expertise productively. The research literature suggested that 

collaborative capacity, when enhanced or fully developed, would improve the success of the 

team and the organization (Letts, Ryan, & Grossman, 1999; Schuh & Leviton, 2006; Sobeck & 

Agius, 2007). 

Light (2004) argued that capacity building involved a range of activities that were used to 

modify elements of an organization‘s environment, which in turn improved team member 

knowledge and productivity. Langille et al. (2008) agreed that building collaborative capacity 

occurred through a number of interconnected processes: 

[The] creation of inclusive cultures and supportive environments; shared decision 

making; definition of clear [team] member and staff roles; use of innovative forms of 

communication and consultation; provision of opportunities for reflection and analysis; 

seeking and responding to feedback and evaluation data; developing a learning 

community and related expertise; and celebrating success. (p. 37) 

Sobeck (2008) disagreed and emphasized that organizations were not always prepared to take 

advantage of shared information, decision-making, reflection, and newfound skills. Role 

overload and tension around priorities are significant negative influences on an organization‘s 

ability to build collaborative capacity. In contrast, Shaw and Lindsay (2008) posited that team 

inclusion would provide team members with the opportunity to share resources and exchange 

knowledge and information to build collaborative capacity. This opportunity to build 

collaborative capacity would contribute to the teams‘ ability to achieve a shared and valued 

organizational goal. 

Sullivan, Barnes, and Matka (2006) stated that capacity building is not without its 

challenges; however, a collaborative organizational culture with a demonstrated orientation 

towards developing a learning community is ideal for addressing the complex issues that an 
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organization faces. In keeping with the theme of collaboration, Shaw and Lindsay (2008) 

suggested that all team members move forward when activities to build capacity support the 

goals of the organization. Sobek and Agius (2007) concluded that teams that foster opportunities 

for sharing resources, exchanging knowledge, and information would build sustainable 

collaborative capacity. This opportunity to build sustainable collaborative capacity exists within 

the JFSC organization and would contribute to the teams‘ ability to achieve a shared and valued 

organizational goal. 

Communication in Collaborative Relationships 

One of the most powerful influences on collaborative relationships is communication. 

Covey (1989) and Schermerhorn, Hunt, and Osborn (1991) stated that open and effective 

communication are central to team effectiveness and the key to success for any organization. By 

contrast, Mankin, Cohen, and Fitzgerald (2004) argued that communication is not always 

effective especially when team members believe they are disconnected from the rest of the team. 

Further, Schermerhorn et al. (1991) elaborated that communication is effective when all team 

members interpret a message in the same way, and the most efficient way to ensure accurate 

interpretation is through face-to-face communication. Mankin et al. (2004) argued that if an 

organization wanted to build and maintain team member relationships, that organization needed 

to encourage face-to-face communication. 

Salas, Burke, and Cannon-Bowers (2000) emphasized that face-to-face communication 

was important and added that effective communication involves more than the ability to 

converse with each other; effective communication involves the act of listening to each other. 

Covey (2004) explained that active listening is a process in which the listener receives messages, 

processes the message, and then responds in such a way as to encourage further communication. 
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Further, Salas et al. (2000) added that active listening is not limited to verbal messages it also 

included non-verbal messages (e.g., body language). Kouzes and Posner (2007) concluded that 

active listening is a process of asking questions to gain understanding, and paraphrasing to 

confirm comprehension of both the verbal and non-verbal messages. By promoting open and 

effective communication and active listening, JFSC has an opportunity to build collaborative 

relationships in a manner that generates productive teams that work synergistically towards the 

organizational goal. 

Culture and Teamwork – The Keys to Organizational Change 

This section of the literature review addresses how the organization could nurture a 

teamwork culture and manage resistance to change. For any degree of organizational or cultural 

change to be successful, those leading the change need to appreciate how team members would 

perceive, adapt, and respond to that change (Bolman & Deal, 2008). The Executive Director of 

JFSC expressed the need to understand how the employees could work together as a team and 

collaborate more effectively to better serve each other, the clients, and the organization. By 

fostering teamwork, an organization could create a culture that values collaboration (Yukl, 

2010). When an organization encourages that same culture to expand, improve, flourish, and be 

successful, the organization is said to be nurturing a teamwork culture (Castka, Bamber, & 

Sharp, 2003). As the JFSC teams become increasingly aware of the positive impact of nurturing 

a teamwork culture, team members could take the opportunity to create a culture that builds 

teamwork and collaboration into the fabric of the organization. According to Yukl (2010), 

understanding an organization‘s culture is essential to reducing uncertainty, anxiety, and 

resistance to change. By taking the time to hear team members‘ ideas, suggestions, and concerns, 

JFSC would increase team members‘ involvement and reduce resistance to change. 
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Nurture a Teamwork Culture 

According to Schein (1992), organizational culture is a pattern of shared basic 

assumptions that a team invented, discovered, or developed in learning to cope with its problems 

of internal integration and external adaptation. Schein viewed culture as the reflection of a 

team‘s effort to cope and learn from its changing internal and external environments, making 

culture the residue of the teams‘ shared learning, beliefs, language, values, and norms. O‘Toole 

(1996) added that ―culture is the unique whole—the shared ideas, customs, assumptions, 

expectations, philosophy, traditions and values—that determine how a group of people will 

behave‖ (p. 72). Farrell, Schmitt, and Heinemann (2001) argued that a teamwork culture was 

achieved when a team shared a set of unambiguous, consensually approved expectations and 

when team members achieved consensus about their mission, the division of labour, and 

expectations of one another. Building on this argument, Westby and Ford (1993) believed that a 

teamwork culture is an essential part of making an organization successful and that the patterns 

of shared learning, beliefs, language, values, and norms bind an organization together 

influencing its culture and eventually becoming the strategies through which an organization is 

able to achieve its goals. To Westby and Ford (1993) a teamwork culture provides team members 

with a set of guidelines for acceptable and unacceptable (or undesirable) team interactions. 

Kaliprasad (2006) agreed with Farrell et al. (2001), Schein (1992), and Westby and Ford 

(1993) on the impacts of teamwork culture on internal integration. Kaliprasad believed that 

external adaptation was equally important to teamwork culture. Sadri and Lees (2001) proposed 

that an organization‘s external environment has a significant influence on a teamwork culture 

both directly (e.g., stakeholders, government bodies, and legislation) and indirectly (e.g., team 

member expectations and desire to reach organizational goals). By considering cultural internal 
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integration and external adaptation equally, the JFSC teams would positively affect all 

stakeholders. 

By contrast, Beersma et al. (2003) and Callanan (2004) investigated the influence of a 

teamwork culture on organizational success and concluded that a teamwork culture is a major 

liability for an organization. While the needs of the organization are met through teamwork and 

collaboration, team members inherently seek individual accomplishment. The need for individual 

accomplishment stimulates competition. Competition drives team members to outperform each 

other by working faster, smarter, or cheaper, and the belief is that this activity will serve the 

long-term needs of the organization. Baker (1980) disagreed, favouring teamwork by arguing 

that when team members are competitive they withdraw from the team, become rigid, and are 

insular. When team roles become specialized, controlled, or bureaucratic, team members become 

isolated from each other and from decisions affecting their work. Team members communicate 

less and begin to identify more with their own needs rather than the needs of the team and the 

organization as a whole. By contrast, Allred, Snow, and Miles (1996) supported Baker‘s (1980) 

argument and added that nurturing a teamwork culture is an essential part of making an 

organization successful in the long term. 

Baker (1980), Callanan (2004), and Kaliprasad (2006) offered suggestions to nurture and 

sustain a teamwork culture. Baker suggested that consistency was the key to maintaining a 

healthy teamwork culture. Through consistent role modelling, positive reinforcement, 

communication and training, the JFSC organization could reinforce the attitudes, beliefs, values, 

and norms it wants to develop and nurture. Callanan suggested that the key to developing a 

collaborative workforce is to nurture attitudes, beliefs, values, and norms that build teamwork 

into the fabric of the organization. A teamwork culture rewards team goals ahead of individual 
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goals, encourages team members to help one another achieve their goals, promotes and supports 

team interactions by listening and demonstrating that all issues are open to discussion, and treats 

each team member with equality and respect. Kaliprasad offered a different perspective: an 

organization nurtures a teamwork culture by embracing the concept of teamwork. This teamwork 

culture provides outstanding service to the stakeholders, encourages creative thinking, and 

supports open communication with the freedom to voice opinions, share ideas, and make 

decisions. A teamwork culture encourages continuous improvement and continuously seeks 

ways to remove unnecessary bureaucracy and red tape. To nurture a teamwork culture, 

Kaliprasad concluded that it is necessary for the organization to maintain a simple and consistent 

system of checks and balances, guidelines, principles, and performance standards. 

Resistance to Change 

Anyone who has ever tried to bring about change in an organization has experienced 

resistance (Burke, Lake, & Paine, 2009; Hultman, 1995; Labianca et al., 2000; Piderit, 2000). 

Resistance to change, typically regarded as an obstacle or barrier to change (van Dijk & van 

Dick, 2009), could have a significant impact and influence upon the success of an intended or 

proposed change initiative within an organization (Lines, 2004; van Dijk & van Dick, 2009). At 

the onset of any organizational change, as at JFSC, it is difficult to predict the outcomes of the 

change and their effect on each individual in the organization. Many change initiatives fail 

because the organization does not anticipate effectively the impact on human systems (Price & 

Chahal, 2006; Rhodie, 2000; Sonnichsen, 2000). Wheatley (as cited in Maurer, 1996) challenged 

this idea and stated, 

I absolutely believe that the whole focus on resistance to change is just a by-product of 

very bad change processes. The resistance we are experiencing in organizations says 
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nothing about human nature or our innate ability to deal with change in a changing world. 

(p. 51) 

Kotter (1995) furthered this idea by suggesting that resistance is an obstacle in an organization‘s 

structure and that the organization‘s history or track record related to change is the reason for the 

resistance. Yukl (2010) agreed that the failure of previous change initiatives creates cynicism and 

makes individuals within the organization doubtful that the next change attempt will be any 

better. 

Other researchers argued that resistance to change has less to do with the organization 

and more to do with displayed attitudes, beliefs, and behaviours of the team members (Bridges, 

2009; Lines, 2004; van Dijk & van Dick, 2009). Hultman (1995) and Schermerhorn et al. (1991) 

illustrated this by contrasting two extremes of resistance: active and passive. Active resistance 

includes behaviours such as being critical, using selective facts, sabotaging, and starting 

rumours. Passive resistance displays behaviours such as lack of support, lack of motivation, 

procrastination, withholding information, and failure to implement the change. Yukl (2010) 

opposed the idea that active and passive resistance were contrasting extremes; both forms of 

resistance indicate the presence of strong beliefs and emotions that could develop and grow 

fervent enough to prevent a change initiative from being implemented successfully. 

Nevertheless, for a number of different reasons, team members could react differently to change 

from passively resisting it to actively trying to undermine it (Kotter & Schlesinger, 2008). 

Dent and Goldberg (1999) argued that people do not resist change itself, rather it is the 

anticipated consequences or expected effects that may be associated with the change such as 

uncertainty, job security, reduction in pay or benefits that are resisted. Furthermore, team 

members‘ perceptions of the change, even if they perceive the change as being appropriate for 
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the organization, will prompt them to resist the change. Even those individuals who might 

eventually benefit from the change are resentful, unsure, and skeptical, initially displaying 

resistance (Dent & Goldberg, 1999; Hultman, 1995; Schermerhorn et al., 1991; Sonnichsen, 

2000). Like Schermerhorn et al. (1991), Dent and Goldberg believed that organizations 

overcome resistance when leaders address the resistance quickly and in a positive way through 

communication, facilitation, negotiation, and agreement. Logical explanations of the rationale 

and predicted consequences of imminent change are essential to acceptance by employees. 

Restricting access to change information only feeds rumour mills, builds mistrust, and initiates 

destructive behaviour among employees (Hultman, 1995; Schermerhorn et al., 1991; Sonnichsen, 

2000). Wheatley (as cited in Sonnichsen, 2000) suggested, 

When [an] organization is willing to give public voice to the information—to listen to 

different interpretations and to process them together—the information becomes 

amplified. In this process of shared reflection, a small finding can grow as it feeds back 

on itself, building in significance with each new perception or interpretation. . . [This] 

simple process of iteration eventually reveals the complexity hidden within the issue. 

From this level of understanding, creative responses emerge and significant change 

becomes possible. (p. 115) 

Adequate communication during the change process at JFSC could ensure that change 

recommendations are understood and implemented. Schermerhorn et al. (1991) proposed that 

resistance would continue to be a major impediment to the acceptance of change unless the 

organization could view resistance to change as a valuable passion and feedback tool: ―The 

presence of resistance typically suggests that something can be done to achieve a better ‗fit‘ 

among the change, the situation, and the people the change will affect‖ (p. 503). Jick (1990) 

stated that the presence of strong values, beliefs, and emotions denotes a natural reaction to 

change, and listening to resistance may be important to the overall change effort. 
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As JFSC continues to move forward to enhance teamwork and collaborative capacity, 

understanding resistance to change is essential. As Piderit (2000) and Thaspia (as cited in Price 

& Chahal, 2006) explained, resistance to change is a process rather than an event, and success is 

more likely when an organization understands the process, the impact, and the influence of 

resistance. This statement supported van Dijk and van Dick‘s (2009) notion: 

When navigating organizational change and resistance, it may be that the differential 

factor in successful transformation begins with shifting our starting point away from 

looking at how change and change management affects what we do. Perhaps a more 

useful framework begins with looking at how the change and change management affects 

who we are—how we perceive ourselves, how we see others as perceiving us—as 

individuals, organizational members and, ultimately, our collective organization as a 

whole. (p. 161) 

For JFSC, understanding resistance to change would allow for more progress towards achieving 

an organizational goal or change initiative. 

This chapter examined previous research and scholarly work. The next chapter introduces 

the inquiry approach and the research team, describes the participants and the data collection 

process, and concludes with a review of the ethical obligations of this research project. 
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CHAPTER THREE: INQUIRY APPROACH AND METHODOLOGY 

A community-based action research approach was conducted to answer the research 

question: How can Jewish Family Service Calgary enhance teamwork and collaborative capacity 

within their organization? This chapter provides a detailed overview of the inquiry approach, 

project participants, and explains the inquiry methods, data collection tools, the data collection 

process, and analysis used to answer the research question. I concluded this chapter with a 

discussion of ethical considerations surrounding this organizational leadership project. 

Inquiry Approach 

Community-based action research was a suitable approach for this project because the 

concept of teamwork and collaboration was evident in both the research question and in the 

research methodology. Coghlan and Brannick (2009) described action research as a collaborative 

approach that seeks to provide a climate in which teams work harmoniously and productively to 

achieve a set of goals. Stringer (2007) described action research as a collaborative and systemic 

approach to investigation that enables participants to find effective solutions to problems they 

confront in their everyday lives. According to Stringer, collaboration in action research refers to 

the active engagement of a research participant in the cyclical research process of inquiry. As 

participants worked through a three-phase process of observation, reflection, and action, there 

was an opportunity to develop increased understanding of the issues that confronted them. As 

participants shared and explored knowledge and experiences and reflected on their situation 

together, they created solutions to their problems in a constructive and collaborative fashion. My 

role as a research facilitator was to engage participants in the cyclical research process ―and to 

support them as they work toward effective solutions to the issues that concern them‖ (Stringer, 

2007, p. 24). 
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The research methodologies for this project included a mix of both qualitative and 

quantitative methods and involved those who were affected by the research question (Coghlan & 

Brannick, 2009). Fundamentally, action research is grounded in qualitative methods, and I used 

this methodology throughout the project. I sampled participants using quantitative methods first 

and then used these data to focus on the areas that could benefit from qualitative methods and 

analysis. The mixed-method approach was relevant for the JFSC organization because 

historically the organizational leaders have relied upon quantitative assessments to determine the 

value of change. The quantitative assessment provided motivation for the organization to assess 

the value of the change, whereas the qualitative assessment provided motivation for the 

organization to assess the benefits of the change. Those results and findings provided 

information to the stakeholders and provided the Executive Director with facts and information 

that could be used to support change where needed. 

To build on existing teamwork and collaborative capacity in the JFSC organization, 

aspects of appreciative inquiry (AI) were integrated into this project. Bushe (2001) stated that AI 

is an approach that focuses on the positive qualities and capabilities of people and organizations 

rather than their weaknesses. Cooperrider and Whitney (2005) added that AI ―is based on the 

simple assumption that every organization has something that works well, and those strengths 

can be the starting point for creating positive change‖ (p. 3). The intent of this project was not to 

address problems but to look at an opportunity to enhance or build upon existing teamwork and 

collaborative capacity. AI involved searching out what was best about the organization and then 

creating a vision of what might be in store for the future (Cooperrider, Whitney, & Stavros, 

2008). 
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Project Participants 

The action research (AR) team for this project included me as the researcher, two 

research assistants, three members of the board of directors, JFSC‘s executive assistant, and an 

editor. Each member of the AR team signed a Letter of Agreement (see Appendix A) to ensure 

participant and organizational confidentiality. 

The criteria for selecting the project participants was to include those individuals within 

the organization who were closest to and directly affected by the research question. The project 

participants comprised of all 22 staff of the organization: 16 frontline and 6 leadership team 

members. Stringer (2007) asserted that the nature of the AR process is a collaborative one, and 

this project sought to enact an approach to inquiry that included all relevant stakeholders. 

The mode of communication for the all three cycles of AR planned was email, as it was 

the preferred format within the JFSC organization according to the Executive Director 

(B. Sheckter, personal communication, July 2, 2010). The Executive Assistant of the JFSC 

organization emailed the online invitations to the staff. Each online invitation provided 

information about the research project, my role as a researcher, the date, time, and location of the 

event, and provided any information required to attend the event (Stringer, 2007). Confidentiality 

of the participant‘s response was clearly communicated, in writing, before each AR cycle. I 

made every effort to ensure that the protection of individual identities was honoured and 

respected. For methods in which individual privacy and confidentiality could not be offered, 

participants were asked to treat all information as confidential and to not share research 

information outside the group. 

JFSC is accustomed to online surveys; therefore, the first AR cycle selected was an 

online survey. All 22 staff members were invited to participate (see Appendix B). These 
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participants represented those individuals who were closest to and directly affected by the 

research question. The results to the invitation showed that 16 participants entered the online 

survey; however, only 15 participants completed the online survey. One participant exited the 

online survey after responding to demographic questions one and two (see Figures C1 and C2 in 

Appendix C). Of the 15 participants that participated in the online survey, each team was 

represented by at least one team member. The second AR cycle selected was a world café. All 16 

frontline team members were invited to participate (see Appendix D); however, the response rate 

for the world café was low, as only two participants were confirmed. I decided in advance that I 

needed at least nine participants to host a world café, and if I received less than nine responses 

then I would replace the world café with an alternate method. The alternate method discussed, 

agreed upon, and approved by the project sponsor and my faculty supervisor was a face-to-face 

interview. After the world café was cancelled, each of the 16 frontline team members were 

informed of the change by email and were invited to participate in a face-to-face interview (see 

Appendix E). Five frontline team members expressed interest and participated in face-to-face 

interviews. The intended purpose of the face-to-face interview was to further explore the 

research question and to capture more depth and insight from the individual participant. The 

third AR cycle selected was a focus group and all six leadership team members were invited to 

participate (see Appendix F). Five leadership team members attended the focus group session. 

Those participants represented the individuals with the ability to support and facilitate change. 

Inquiry Methods 

The subtopics in this section are: data collection tools, study conduct, and data analysis. 

Data collection tools describe the inquiry methods and organizational interventions that occurred 

during this research project. The three methods used were an online survey, face-to-face 
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interviews, and a focus group. Study conduct offers a description of how the data were collected 

and of all the methods considered during the project. Data analysis describes how the data were 

carefully analyzed and organized to advance the research towards reaching conclusions and 

recommendations. 

Data Collection Tools 

Both Berg (2004) and Glesne (2006) recommended the use of multiple research 

techniques as a way to enhance authenticity and trustworthiness of the resulting data. The 

methods selected for this research study were online survey, face-to-face interviews, and a focus 

group. Throughout this research study I communicated the purpose of the study; provided 

detailed descriptions of the activities within the study; and explained the participant, researcher, 

and AR team roles, and how themes and results would be reported. All data gathered through the 

survey were stored securely on a computer drive; data gathered through the interviews and focus 

group were transcribed verbatim and the recordings and transcripts, flip charts, and handwritten 

notes were stored in the privacy of my home office in secured files. 

On-line survey method. Collecting data from a survey can generate a significant amount 

of information quickly and at a minimal cost (Palys & Atchison, 2008). The JFSC organization is 

accustomed to surveys; therefore, the first research method selected was a survey that mixed 

both qualitative and quantitative questions using aspects of AI. The survey questions developed 

were influenced by the research question and sub-questions. Prior to launching the survey to the 

participants, three of JFSC‘s board of directors and my AR team pilot-tested the survey questions 

for language and to reflect critically on the usability of the questions (Glesne, 2006) within the 

context of the organization. From the feedback provided, changes to the survey were made to 

improve the clarity and substance of the questions. 
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The emailed letter of invitation (see Appendix B), included a link to the survey preamble 

(see Appendix G), a link to launch the survey (see Appendix H), and informed the participant 

that the survey tool used, SurveyMonkey (2010), was subject to the laws of the United States 

including the Patriot Act (2001). The SurveyMonkey tool provided a narrative text 

representation of the qualitative data collected, and a precise, graphical representation of the 

quantitative data collected. When the survey closed, the qualitative data were downloaded to a 

portable document format (PDF) file and the quantitative data were downloaded into a Microsoft 

Excel file. 

World café method. The second research method intended was a world café. The 

purpose of the world café was to harness the wisdom and creativity that participants have within 

them and to engage them in the research in a collaborative way to create a shared purpose, and to 

shape a collective future (Brown, 2005). Using aspects of AI, the world café questions were 

influenced by the themed results from the survey. The world café questions were pilot-tested by 

three of JFSC‘s Board of Directors and my AR team. 

A small number of responses were received from the emailed letter of invitation (see 

Appendix D), which included the proposed world café questions (see Appendix I) and a consent 

form (see Appendix J). The world café was cancelled, and an alternate method, interviews, was 

chosen by the project sponsor and approved by my faculty supervisor. The interview was 

selected to accommodate the work schedules of the participants and provided participants with 

an opportunity to respond to questions in more detail and depth. Palys and Atchison (2008) 

agreed, ―face-to-face interviews tend to be more detailed, tend to seek greater depth of response, 

and tend to be more open-ended in their construction‖ (p. 158). 
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Face-to-face interview method. Prior to conducting the interviews, I completed a series 

of steps to obtain ethics approval for this method. I finalized the interview letter of invitation (see 

Appendix E), the interview questions (see Appendix K), the consent form (see Appendix L), and 

forwarded these along with my project sponsor‘s approval to my faculty supervisor. Once ethics 

approval was received, I contacted my faculty supervisor, the project sponsor, and my AR team 

to discuss the interview questions. The world café questions (see Appendix I) were believed to 

be appropriate open-ended questions for the interviews (see Appendix K) and were not pilot-

tested a second time. 

An emailed letter of invitation (see Appendix E) that included the proposed interview 

questions (see Appendix K) and a consent form (see Appendix L) proffered each participant to 

attend an interview. The interview questions were open-ended and structured using aspects of 

AI. Open-ended questions were used to solicit more detail and to gather considerable data on 

participants‘ experiences, feelings, knowledge, and information (Glesne, 2006). Throughout the 

interview, participants were encouraged to elaborate on their responses (Palys & Atchison, 2008) 

and to articulate their experiences (Stringer, 2007). This method provided a confidential 

environment that allowed participants to share more information surrounding their experiences. 

Focus group method. The third research method selected was a focus group. Focus 

groups are a useful tool that allow topics, issues, solutions, and differences of opinion or outlook 

to be highlighted, discussed and even negotiated, thereby enabling perspectives of the group to 

emerge collectively (Glesne, 2006). Palys and Atchison (2008) suggested that a focus group 

could be utilized following other data gathering as a means of interpreting the data and providing 

perspectives on future considerations. The purpose of the focus group was to examine future 

considerations, determine recommendations, and formulate action plans that are supported by 
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those with the ability to facilitate change. The focus group questions were based on data gathered 

from the survey and the interviews and were pilot-tested by three of JFSC‘s board of directors 

and my AR team along with input from my faculty supervisor. Valuable feedback was 

incorporated into the final version of the questions. 

All members of the leadership team were invited to attend the focus group by email, 

which included a letter of invitation (see Appendix F), focus group questions (see Appendix M), 

and a consent form (see Appendix N). It was anticipated that if the leadership team were 

involved in the change process, they would be committed to the resulting steps that needed to 

take place and that the recommendations of the final report would be an accurate representation 

of the needs within the JFSC organization. This method was successful in determining what 

steps the teams should take to enhance teamwork and collaborative capacity at JFSC. After the 

session, action plans that were developed by the participants were emailed to the participant 

group. 

Study Conduct 

Survey questions were prepared and entered into the online survey program 

(SurveyMonkey, 2010). The questions were pilot tested by three members of JFSC‘s board of 

directors and my AR team. From the feedback provided, changes to the pilot survey were made 

to improve the clarity and substance of the questions. All staff at JFSC were emailed a letter of 

invitation (see Appendix B), which provided an overview of the research, my role as a 

researcher, and information on confidentiality and protection of participants‘ privacy. A 

preamble explained the survey, the consent process, and each participant‘s option to withdraw at 

anytime during the survey (see Appendix G). When the participant acknowledged the preamble, 

the survey was launched (see Appendix H). The survey was open to participants for 7 days, took 
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15 minutes to complete, and passwords were not required for this tool. When the survey closed, 

the qualitative data were downloaded into a PDF file; the quantitative data were downloaded into 

a Microsoft Excel file in the form of graphics. All data were themed and saved on a secure 

computer drive in a secure location. Themes were emailed to the participant group, and those 

themes assisted in the development of the open-ended questions for the next cycle of research, a 

world café. 

Due to a low response rate, the world café was replaced by interviews. The planned 

world café questions (see Appendix I) were pilot tested by three members of JFSC‘s board of 

directors and my AR team. The world café questions (see Appendix I) used an AI approach and 

were believed to be appropriate for the interviews (see Appendix K). Three days prior to the 

world café, all frontline team members of JFSC were emailed a letter of invitation (see Appendix 

E), which included the proposed interview questions (see Appendix K). The 40-minute 

interviews were scheduled and were conducted in a JFSC office at a time convenient to each 

participant. I started each interview with an introduction, explained the purpose of the research, 

my role as a researcher, the role of the participant, and asked if they had any questions. Each 

interview participant signed a letter of consent (see Appendix L), which outlined confidentiality 

and the participant‘s right to withdraw from the process at any time. The interviews were 

conducted privately, were digitally recorded, and handwritten notes were taken. Once the 

interviews were completed, the data were transcribed into a Microsoft Word document and the 

transcripts were given to each participant to confirm and validate the transcription. After the 

participants validated their transcripts all data were themed and saved on a secure computer drive 

in a secure location. Themes were emailed to the participant group, and those themes assisted in 

the development of the open-ended questions for the next cycle of research, a focus group. 
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The focus group questions, using an AI approach, were pilot tested by two members of 

JFSC‘s board of directors and my AR team. Feedback was incorporated into the final version of 

the questions. Three days prior to the focus group session, all leadership team members of JFSC 

were emailed a letter of invitation (see Appendix F) and the proposed focus group questions (see 

Appendix M). The 90-minute session was held in the main JFSC boardroom. Before 

commencing the session, I introduced my AR team and their roles, explained the process, the 

purpose of the research, my role as a researcher and facilitator, the role of the participant, and 

asked if the participants had any questions. Each participant signed a letter of consent (see 

Appendix N), which outlined confidentiality and the participant‘s right to withdraw from the 

process at any time. The session was digitally recorded and two members of my AR team took 

notes; one on a flip chart and one on a laptop computer. Before the session concluded, ideas, 

comments, and action plans developed by the participants were reviewed with the participants 

and recorded on the flip chart paper. When the session ended, the data from the digital recorder 

were transcribed to a Microsoft Word document and all data files were saved on a secure 

computer drive in a secure location. The data on the flip chart paper were added to the laptop 

computer file and saved on the computer in a secure location. The ideas, comments, and action 

plans developed in the focus group session were emailed to the participant group. 

Data Analysis 

Glesne (2006) stated that action researchers could take different approaches to organizing 

and understanding what is seen, heard, and read. Palys and Atchison (2008) contended that data 

gathering and analysis is an iterative process. In the early stages of the research, the data 

gathered and analyzed were quite broad. As the research study evolved, data were categorized 

and synthesized to identify overarching themes and subthemes. According to Stringer (2007), the 
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foremost aim of data analysis is to identify information that clearly represents the perspectives 

and experiences of the participants. 

Quantitative data analysis. There were 25 quantitative questions asked in the survey. To 

analyze the data, questions were placed into three categories: teamwork, collaborative capacity, 

and demographic. To measure teamwork 11 questions were asked: 8 using a 5-point scale 

ranging from 1 (never) to 5 (always) intended to describe participant perception, and 3 using a 7-

point scale ranging from 1 (very dissatisfied) to 7 (very satisfied) intended to describe participant 

preference of teamwork. To measure collaborative capacity 11 questions were asked: 8 using a 

5-point scale ranging from 1 (never) to 5 (always) intended to describe participant perception, 

and 3 using a 7-point scale ranging from 1 (very dissatisfied) to 7 (very satisfied) intended to 

describe participant preference of collaboration. Demographic consisted of three questions. 

Question 1 intended to gather data on the number of participants that completed the survey. 

Question 2 revealed the number of participants from each team that completed the survey. 

Question 29 was intended to measure participants‘ knowledge of the organizational goals. The 

quantitative data were downloaded to a Microsoft Excel file in a graphical format and labelled as 

Figures C1 through C16 in Appendix C; these data were analyzed using the percentage 

measurements generated by SurveyMonkey (2010). After the data were downloaded, a final 

analysis was performed. The percentage measurements were averaged to reflect a composite 

measure of teamwork and of collaborative capacity and were saved in a Microsoft Excel file (see 

Figures C17 and C18 in Appendix C). The percentage and composite measures were consulted in 

all subsequent qualitative data analysis. Jick (1979) asserted that quantitative results should be 

―used largely to supplement qualitative data‖ (p. 606) and that quantitative data are ―more 

meaningful when interpreted in light of critical qualitative information‖ (p. 606). 
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Qualitative data analysis. The qualitative data analysis were based on the survey and the 

interview questions using aspects of AI. The survey had four qualitative questions that were 

downloaded into a PDF file using the SurveyMonkey (2010) online program. The questions were 

labelled S1, S2, S3, and S4. The data were analyzed in three phases. In the first phase of analysis 

common words, key phrases, and repetitive statements were highlighted and themed. Using a 

Microsoft Word file, I listed the reoccurring words, phrases, and statements and entered the 

number of times each word, phrase, and statement appeared in the data. In the second phase of 

analysis, each participant‘s textual response was examined sentence by sentence and a theme for 

each sentence was noted in the margin. Reoccurring words, phrases, and statements were 

quantified and added into the Microsoft Word file. In the third phase of analysis, the themes from 

the first and second phase were amalgamated. Three themes and 12 subthemes emerged from the 

amalgamated data and were recorded in the Microsoft Excel file. As I worked with the 

qualitative data, the quantitative data from the survey were referred to continually. 

The five interviews that consisted of six qualitative questions were transcribed and 

labelled I1 through to I5 (for each participant). In this phase of the data analysis, I reviewed the 

transcripts and highlighted common words, key phrases, repetitive statements, and transferred 

them onto flip chart paper sorting them into related groups and categories, and themed the data. 

Six themes and 18 subthemes emerged and were entered into the Microsoft Excel file. 

Reoccurring words, phrases, and statements were quantified and recorded in the Microsoft Word 

file. 

Combined data analysis. I categorized and synthesized the qualitative data from the 

survey and the interviews. Three themes and eight subthemes emerged and were entered into the 

Microsoft Excel file. To validate these themes and subthemes I looked to the Microsoft Word file 
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to compare the two data sets. Each reoccurring word, phrase, and statement was reflected in the 

three themes and eight subthemes. In this phase of the analysis, it was obvious that the 

overarching themes and subthemes had the highest rate of occurrence in the data. Throughout the 

qualitative data analysis process, I consulted the quantitative data gathered. According to Jick 

(1979), qualitative data ―function[s] as the glue that cements the interpretation‖ (p. 609) of the 

quantitative results. 

The primary purpose of the focus group was to have the leadership team discuss the 

overarching themes and the subthemes, reflect on the conditions that gave rise to the data, 

examine limitations, and determine what future action plans were required to enhance teamwork 

and collaborative capacity. For JFSC, determining future action plans is the process of 

establishing an agreed upon recommendation and assigning one or more team members 

responsible for taking action to achieve the recommendation within a specified timeline. The 

focus group consisted of six qualitative questions that were transcribed and labelled FG1 through 

to FG6. Key words, common phrases, ideas, change initiatives, and action plans were 

documented on flip chart paper and recorded into a Microsoft Word file. In this phase of 

analysis, the three overarching themes and eight subthemes were acknowledged and validated by 

the participant group and are elaborated upon in Chapter 4. Action plans and recommendations 

were identified and are detailed in Chapter 5. 

Ethical Issues 

This organizational leadership project has met the humanistic and scientific ethical 

obligations as outlined in the Royal Roads University‘s (2007) Research Ethics Policy in 

accordance with the Tri-Council Policy Statement: Ethical Conduct for Research Involving 

Humans (Canadian Institute of Health Research, Natural Sciences and Engineering Council of 
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Canada, & Social Sciences and Humanities Council of Canada [Tri-Council], 1998). This section 

discusses the eight guiding principles outlined in the Tri-Council Policy Statement (Tri-Council, 

1998): (a) respect for human dignity, (b) respect for free and informed consent, (c) respect for 

vulnerable persons, (d) respect for privacy and confidentiality, (e) respect for justice and 

inclusiveness, (f) balancing harms and benefits, (g) minimizing harm, and (h) maximizing 

benefits. 

Respect for Human Dignity 

Respect for human dignity refers to placing the needs of the participant ahead of the 

research requirements. Throughout the study, I communicated intentions and processes openly, 

treated all participants with dignity, and protected each participant‘s information equally. 

Respect for Free and Informed Consent 

Written consent was obtained from each participant prior to data collection. Participants 

were clearly informed about the purpose of the study. Participants were free to choose whether 

they wanted to participate and were advised that they could withdraw from the study at any time. 

Respect for Vulnerable Persons. 

No participants were considered vulnerable persons; however, I was aware that 

participants might feel overwhelmed or vulnerable throughout the research process. Free and 

informed consent limited the effects of the perceived vulnerability. 

Respect for Privacy and Confidentiality 

To safeguard the integrity of the research study, I ensured that individual identities were 

protected and individual data were de-identified. During the focus group session, individual 

privacy and confidentiality could not be offered; therefore, participants were asked to treat all 

information as confidential and not to be shared outside the group. All data files, recordings, and 
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signed consent forms gathered during the research study were stored and retained on a secure 

computer in a secure location. Upon completion of this study, all stored data were safely 

destroyed. 

Respect for Justice and Inclusiveness 

All staff were invited to participate in this research project. These individuals within the 

organization were closest to and directly affected by the research question. 

Balancing Harms and Benefits by Minimizing Harm and Maximizing Benefits 

Integrity of the research process was paramount in balancing harms and benefits. To 

minimize potential harm, confidentiality and informed consent ensured that privacy and 

anonymity concerns were addressed. To maximize benefits, the information gathered during the 

research study was shared with participants through the final report. Individuals that chose to 

participate in this study enhanced their own learning through the opportunity to examine and 

reflect on their own perceptions. The information gathered from this study could help the 

organization to consider ways in which a collaborative team approach could enhance teamwork 

and collaboration. The benefits of this research study outweigh the potential harms of conducting 

the study. 

Researcher Bias 

As a researcher, I entered into the research project with my own personal history, 

experience, and value system, each of which had the potential of interfering with the process and 

increase researcher bias. Through self-reflection, I regularly monitored my own perceptions, 

judgments, and assumptions. I maintained a professional presence and independence. To further 

minimize researcher bias, my AR team members provided objective input, comments, and 

suggestions about my interpretation of the data. 
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This chapter provided a detailed overview of the inquiry approach, project participants, 

inquiry methods, and ethical considerations. The next chapter provides in detail the study 

findings that emerged from participants‘ responses to the research question, the study 

conclusions based on these findings, and the scope and limitations of this research study. 
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CHAPTER FOUR: ACTION INQUIRY PROJECT RESULTS AND CONCLUSIONS 

This chapter presents the study findings, study conclusions, and scope and limitations of 

the inquiry related to the research question: How can Jewish Family Service Calgary enhance 

teamwork and collaborative capacity within their organization? The following three sub-

questions sought to inform and support the research question and were used as a framework to 

generate ideas and discussion: 

1. What does teamwork and collaborative capacity mean to the current teams within the 

Jewish Family Service Calgary organization? 

2. What are the strengths of the teams in relation to teamwork and collaborative 

capacity? 

3. What are the challenges or opportunities to build upon existing teamwork and 

collaborative capacity? 

To meet the challenge of limited funding and increased programs and services JFSC team 

members needed to examine their strengths and look for opportunities to build upon existing 

teamwork and collaborative capacity. This project looked at ways in which all the JFSC teams 

could enhance teamwork and collaborative capacity to strengthen the organization in a 

meaningful and sustainable way. 

The study findings are reported for each of the three overarching themes: enhance 

teamwork and collaborative capacity, improve face-to-face communication, and build 

relationships within the organization. A summary of the overarching themes and subthemes 

generated by the research participants are presented in Table 1. To protect the anonymity of the 

participants, I referenced their input and direct quotations under the general headings of survey 

(S) and interview (I). 
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Table 1 

Summary of Overarching Themes 

Theme Subthemes 

Number of 

Occurrences 

Number of 

Participants 

Appearance 

in Tools 

Overall 

% 

Enhance 

Teamwork and 

Collaborative 

Capacity  

 Encourage the 

sharing of 

information, 

knowledge, and 

ideas 

30 

20 

15 

5 

S 

I 

48% 

 Respect individual 

perspectives 

23 

15 

 

15 

5 

S 

I 

37% 

 Leadership 

availability 

9 

7 

 

15 

5 

S 

I 

15% 

Improve Face-

to-Face 

Communication 
 Active listening 

19 

14 

 

15 

5 

S 

I 

35% 

 Respect individual 

perspectives 

17 

15 

 

15 

5 

S 

I 

33% 

 More face-to-face 

communication 

16 

14 

 

15 

5 

S 

I 

32% 

Build 

Relationships 

within the 

Organization 

 Meetings and 

debriefings to 

update teams 

11 

16 

15 

5 

S 

I 

61% 

 Teambuilding 

retreats 

7 

10 

15 

5 

S 

I 

39% 

Note. S = survey; I = interview. 
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In the quantitative data, I maintained participant anonymity and identified participants‘ 

responses as percentage measurements as they related to the survey question. In the qualitative 

data, I maintained survey participant anonymity and identified participants‘ quotes as S1.#, S2.#, 

S3.#, and S4.#. The pound sign (#) represents the number that SurveyMonkey (2010) assigned to 

a specific participant. To maintain interview participant anonymity, those interview quotes used 

as evidence in the findings were identified as I1 through to I5. 

The focus group established recommendations and actions plans based on the themes and 

subthemes presented. To maintain focus group participant anonymity, those focus group quotes 

used as evidence in the findings were identified as F1 through to F5. 

Study Findings 

Study findings from this research project are based on a quantitative and qualitative 

survey and qualitative interviews. The quantitative data were analyzed first then the qualitative 

data were analyzed. Next, the quantitative and qualitative data from the survey and interviews 

were combined to form the focus group questions, which resulted in the overarching themes. 

The online survey was designed to generate a significant amount of information in a way 

that the JFSC organization was accustomed to. This method mixed both quantitative and 

qualitative questions using aspects of AI and provided 22 of JFSC‘s staff an opportunity to 

respond to 25 quantitative and 4 qualitative questions (see Appendix H). Included in the 25 

quantitative questions were 3 demographic questions that revealed the number of participants 

who entered and completed the survey, the number of participants from each team that entered 

the survey, and the number of participants familiar with the organizational goals (see Figures C1, 

C2, and C16 in Appendix C). Of the 16 participants who entered the survey, 15 participants 

completed the survey; one participant exited the survey after responding to the demographic 
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questions 1 and 2. The 15 participants who completed the survey accounted for 68.2% of the 

total JFSC population. To establish a base of understanding, participants were asked to identify if 

they knew what the organization‘s goals were; 86.7% responded positively. 

Face-to-face interviews were offered to 16 of JFSC‘s frontline staff aimed at capturing 

considerable data on participants‘ experiences, beliefs, and knowledge. Of the 16 potential 

participants, 32% or 5 staff took part in the interview method. Each of the five JFSC teams were 

represented and using aspects of AI, participants were asked six qualitative questions (see 

Appendix K). 

The overarching themes that emerged as a result of a systematic analysis and integration 

of the quantitative and qualitative survey data and the qualitative interview data were: enhance 

teamwork and collaborative capacity, improve face-to-face communication, and build 

relationships within the organization. To validate the findings and determine what action plans 

were required to answer the research question, a focus group was utilized to engage the 

leadership team in a discussion of the overarching themes and subthemes. The focus group was 

offered to six members of JFSC‘s leadership team. Of the six potential participants, five or 

83.3% of the leadership team attended the focus group session. Using aspects of AI, participants 

were asked six qualitative questions (see Appendix M). The focus group data were analyzed and 

recommendations and action plans were presented to address each overarching theme. 

Theme #1: Enhance Teamwork and Collaborative Capacity 

In all methods of research, teamwork and collaborative capacity emerged as a primary 

theme. In the quantitative data, the importance of enhancing teamwork was reflected through the 

responses to survey questions 6 and 21 (see Figures C5 and C13 in Appendix C). Survey 

question 6 revealed that 20% of the participants believed that they always team with other 
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members on their team to get work done yet, survey question 21 identified that only 6.7% of 

participants were very satisfied with how well team members worked together. The importance 

of enhancing collaborative capacity was reflected through the responses to survey questions 15 

and 22 (see Figures C10 and C14 in Appendix C). Survey question 15 revealed that 100% of the 

participants believed that there was no smooth flow of information and knowledge between 

teams and departments. Survey question 22 supported this finding, and when asked not one 

participant reported that they were very satisfied with how team members shared information 

and knowledge between the teams. While teamwork and collaboration appeared to fall short 

within the JFSC organization, other comments in the qualitative data revealed that the majority 

of participants viewed teamwork and collaborative capacity as an important way to achieve 

common goals and move the organization forward. One participant stated, ―teamwork to me 

means . . . coming together to brainstorm ideas, share knowledge, and experience and work 

toward a common goal‖ (S1.3). Another participant illustrated the point further: ―teamwork is 

working in collaboration with other colleagues and sharing information, knowledge, and ideas 

. . . towards a common goal . . . [that] move[s] the organization forward in a positive direction‖ 

(S1.2). Participant S1.12 added that teamwork meant ―working together, sharing information for 

the betterment of the organization.‖ To enhance teamwork and collaborative capacity, three 

subthemes emerged: (a) encourage the sharing of information, knowledge, and ideas; (b) respect 

individual perspectives; and (c) leadership availability (see Table 1). 

Encourage the sharing of information, knowledge, and ideas. In the quantitative data 

survey question 13 revealed that 53.3% of the participants believed that the leadership team 

always encouraged the sharing of resources, knowledge, and information (see Figure C9 in 

Appendix C). The quantitative data suggested the onus to encourage the sharing of information, 
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knowledge, and ideas was on the leadership team, however, the qualitative data proposed that the 

onus falls on all team members: 50% of the participants proposed that all team members needed 

to encourage the sharing of information, knowledge, and ideas (see Table 1). One participant 

expressed the importance for team members ―to get actively involved‖ (I1) and added that team 

members encourage ―the different perspectives by asking questions [and by] being open-mined 

to another person‘s approach‖ (I1). In contrast, participant I5 stated, ―When it comes to 

collaborative capacity, we don‘t utilize that strength.‖ Participant I1 commented that team 

members ―might not volunteer their information on a particular issue because it is not their 

domain‖ and added that team members need to ―encourage participation and foster 

understanding.‖ Participant I5 advanced these statements by taking a holistic view: ―when we 

have a mutual client . . . why [wouldn‘t] the whole team [get together and] share [information] 

. . . to get viewpoints [from] within the multi-disciplines . . . so we don‘t reinvent the wheel for 

our clients.‖ Along that similar vein, participant S1.10 identified the need to encourage the 

―sharing [of] knowledge and resources‖ and stressed that the teams need to ―work 

collaboratively [because] the whole is greater than the sum of the parts.‖ All focus group 

participants acknowledged that team members needed to take an active role to promote 

collaboration. One participant stated that building relationships was a way to encourage each 

other to share and noted when ―we [recently] hosted a dinner . . . that was delightful . . . [team 

members] rejuvenated and connected on different levels, . . . when we get to be with each other 

in a different way . . . we get to see each other in a different light‖ (FG3). Participant FG5 

suggested, ―We need to consider training as a strategy . . . active listening sessions, diversity 

training, and sensitivity training‖ will give us the tools to see each other from another viewpoint. 
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Respect individual perspectives. In the quantitative data, only 46.7% of the participants 

indicated that they were always accepting of the perspectives of other team members (see Figure 

C6 in Appendix C). Further, only 33.3% of participants believed that their perspectives were 

always valued (see Figure C12 in Appendix C). The sense of being valued, recognized, and 

appreciated by their team members is also echoed in the qualitative data where 37% of the 

participants wanted team members to respect individual perspectives (see Table 1). One 

participant expressed that the teams need to work on how they can ―gain skills and techniques 

that allow for a greater level of acceptance, acknowledgement, and integration of new or 

different perspectives‖ (S2.13). Another participant noted, ―It can be challenging to integrate 

these different perspectives‖ (S4.13). Participant I2 suggested that ―all [team members] need to 

exercise understanding for [another‘s] point of view . . . open up their ears, their minds, and their 

hearts to try to understand another‘s perspective.‖ Participant S3.10 indicated that there needed 

to be a ―willingness of each team member to be open to the influence of each other.‖ The focus 

group participants jointly agreed that respecting individual perspectives directly impacts the 

team‘s ability to collaborate effectively. One participant mentioned that ―about a month ago 

someone asked . . . if it was possible to do a job [cross training] for a morning‖ (FG5) and 

participant FG2 added, ―and, a job shadow would be fun . . . both would help team members 

understand other teams.‖ Participant FG3 cautioned, ―for those of us that work directly with 

clients there is . . . client consent and client confidentiality‖ to consider. Participant FG2 

wondered, ―If we are all bound by confidentiality . . . why are we worried . . . if we ask, maybe 

there is a client that would be willing to participate.‖ Participant FG5 replied, ―We need to talk 

about it . . . maybe there is an alternative, like a day-in-the-life [self-guided] training where team 

members highlight what they have done in the week‖ Participant FG3 responded, ―Yes, team 
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members used to share that kind of information . . . with time constraints and growth we have 

lost something here . . . a richness to what we do and we need to share it.‖ Participant FG5 

added, ―I suggest . . . training . . . it is the best way to begin to respect individual perspectives.‖ 

Leadership availability. In the quantitative data, the lack of leadership availability was 

uncovered when 13.3% of the participants identified that their supervisor seldom resolved 

barriers and challenges that resulted in improved teamwork (see Figure C8 in Appendix C). This 

finding paralleled the qualitative data, which revealed that 15% of the participants wanted the 

leadership team to be more available to them (see Table 1). One participant stated, ―The 

leadership team could be more assessable . . . too many closed doors‖ (I3). Another commented, 

―They [the leadership team] are so busy‖ (I1), and lately, they are ―not always available when 

[they are] needed‖ (S4.7). All of the focus group participants believed they were always 

available for team members. Participant FG1 suggested, ―We have an open door policy‖ and ―we 

also have an informal code of conduct,‖ which should address leadership availability. If team 

members believe that we are not available when they need us, perhaps we should ―review our 

policies and procedures . . . we could start with [a review of] the organization‘s open door policy 

and the informal code of conduct‖ (FG1). 

Theme #2: Improve Face-To-Face Communication 

In the quantitative data, no questions on communication were asked; therefore, there are 

no quantitative findings to report under the subthemes active listening, respect individual 

perspectives, and more face-to-face communication (see Table 1). This theme emerged from the 

qualitative data within the survey and the interviews. In survey question 2, participants were 

asked: If you could do more of one thing in relation to teamwork, what might that be? The 

responses were: ―I would like to have [a] more open style communication‖ (S2.6), we need to 
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―increase communication between teams‖ (S2.9), and we need to ―communicate better‖ (S2.15). 

Another participant put it succinctly, ―The most important thing about teamwork is 

communication‖ (S2.7). The significance of communication was further advanced when 

participants began connecting the importance of communication to the method of 

communication. One participant captured the essence of many other comments by saying, ―Face-

to-face [communication] provides the opportunity . . . [to] clarify both parties‘ understanding‖ 

(I2). 

Active listening. In the qualitative data, several participants saw a connection between 

face-to-face communication and active listening. One participant stated that team members 

needed to ―show respect to each individual and listen . . . to hear the other person‖ (S1.6). Other 

comments stressed the need for team members to ―listen, really listen‖ (I1) and to ―recognize 

other viewpoints‖ (I5). These statements were reinforced by I2 who exclaimed, ―If I understood 

your [needs] I might agree with you!‖ Similarly, I1 stated, ―If we listen there are opportunities to 

get people involved [in the conversation] . . . to foster an understanding about why something is 

important [and] to foster equality and importance for every idea.‖ Participant I2 pointed out that 

many good ideas never reach their full potential because team members can ―jump to their own 

conclusions based on their [own] biases.‖ The focus group participants agreed that active 

listening was the cornerstone to creating a work environment that supported different 

perspectives. One participant mentioned that the leadership team could be more ―mindful to the 

needs and wants of each team member by practicing active listening‖ (FG5). Participant FG3 

added that the leadership team has ―an opportunity to walk the talk and . . . rather than assume 

that we are actually doing it [active listening] . . . we need to check ourselves . . . that we are 

being respectful of different perspectives.‖ Other participants added, ―All team members have a 
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responsibility [to practice active listening]‖ (FG2) and encourage an environment of sharing 

(FG2; FG3; FG5). 

Respect individual perspectives. Interestingly, respect individual perspectives emerged 

twice in the data, first under the theme enhance teamwork and collaborative capacity and then 

under this theme, improve face-to-face communication. To improve face-to-face communication, 

33% of the participants wanted team members to respect individual perspectives (see Table 1). 

Many participants spoke of their admiration for the different personalities within the teams and 

for the unique contribution team members could make if they were more open to each other‘s 

ideas. We are a group of ―strong . . . motivated, skilled, [and] intelligent individuals‖ (S3.14) 

with ―different personalities, levels of experience, and perspectives‖ (S3.3); however, ―there is 

not an openness . . . to discuss things‖ (S4.6). Participant S3.14 explained, ―Open means to 

express diverse ideas,‖ and participant S3.3 added that, when we are open, ―when it works, [it] 

allows me to see from many perspectives.‖ Participant 4.13 explained, ―Said another way . . . 

when different professionals work together, but have different training backgrounds and adhere 

to different philosophical frameworks, it can be challenging to integrate these different 

perspectives and arrive at a mutually satisfactory goal or direction.‖ While these comments 

suggested that personalities and individual differences have been a factor in influencing the flow 

of communication within the teams another participant added, ―Not everyone is able to see 

different individual perspectives or understand a particular perspective‖ (FG5). ―When we all 

have different training backgrounds it is difficult to respect different perspectives if you don‘t 

know where the other person is coming from‖ (FG5). Participant FG1 concluded, ―We are all 

different but to work together means that we take the time to speak with each other‖ so that we 

can ―communicate in such a way that we understand the different perspectives.‖ 
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More face-to-face communication. In the qualitative data, face-to-face communication 

was cited as having a direct bearing on accepting and appreciating team members‘ individual 

perspectives. Participants expressed the need and the importance of understanding each other and 

clarifying miscommunications as they occur. ―Other methods [of communication] leave holes for 

misunderstandings‖ (I2). ―We need to come together‖ (S1.3) and ―in person to get [a] sense of 

the conversation‖ (I2). Participant I1 stated, ―Face-to-face communication works best for me‖ 

because it can ―help me understand why something is important to you . . . and [I can] clarify any 

miscommunication, right there, in the moment.‖ Participant I2 explained a preference for 

face-to-face [communication] because it provides the opportunity for explanations and 

questions . . . which can help clarify both parties‘ understanding of the situation . . . when 

I see facial expressions, hear the tone of voice, [I] can clear misunderstandings or get 

more information to get a clearer picture. 

Participant I5 discussed the importance of ―face-to-face communication . . . simply because I 

interact well by paying attention to body language . . . [and] if I am not understanding, [I] can 

ask for clarification‖ (I5). All of the focus group participants agreed that face-to-face 

communication was important, and one participant mentioned, ―Most of our communication is 

face-to-face‖ (FG3). One participant decided to approach the subtheme from a different angle 

and stated, ―I think there is more to this‖ (FG2). Another participant agreed and added ―all of the 

themes and subthemes are connected‖ (FG3). Participant FG5 concluded, ―we need to draw out 

what they [the team members] would like . . . and for those team members who are 

uncomfortable with sharing openly . . . we could [create] a suggestion box.‖ On that note, 

participant FG2 added, ―Okay, [we] recognize that this method is not face-to-face,‖ however, 

―we want to be inclusive and respectful of individual perspectives.‖ 
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Theme #3: Build relationships Within the Organization 

In the quantitative data, the value of building relationships within the organization was 

reflected in survey questions 5 and 16 (see Figures C4 and C11 in Appendix C). When 

participants were asked if there was an overlap of duties among team members and if team-based 

functions were shared across team boundaries, only 13.3% responded with always. This response 

may indicate that there was a lack of shared experience between team members and, therefore, 

an 86.7% opportunity for team members to take a more active role in fostering and ―nurturing 

social relationships,‖ as suggested by participant I4. To build relationships within the 

organization, two subthemes emerged: (a) meetings and debriefings to update teams, and 

(b) teambuilding retreats (see Table 1). 

Meetings and debriefings to update teams. The quantitative data revealed that 93.3% 

of the leadership team do not always evaluate the team‘s performance and productivity through 

meetings and debriefings (see Figure C7 in Appendix C). This finding is supported throughout 

the qualitative data, in which an emphasis on being informed with accurate information through 

meetings and debriefings was important to 61% of the participants (see Table 1). Several 

participants indicated that JFSC already has monthly meetings; however, participants noted that 

―if I have something specific I take it to my supervisor‖ (I5) and ―my supervisor speaks on my 

behalf at the meeting‖ (I2). Participant S2.6 added, ―When we don‘t have a voice . . . things [are 

not] communicated accurately . . . it sets up barriers between [teams].‖ Participant I5 mentioned 

that meetings provided staff with a better understanding when ―we share what is going on . . . 

right out in the open, when we are all there, and we all hear it at the same time.‖ Participant I2 

added that meetings are valuable when issues are ―discussed with all [the] people who need to 

know about the issue.‖ While meetings provided an ―opportunity for team members to share 
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information, knowledge, and ideas‖ (S1.10), another participant suggested that ―some of the 

ways information is provided to [team members]‖ (S4.15) is most challenging because ―different 

teams do not understand what the needs of other teams are‖ (S4.6). To resolve the lack of 

understanding, participant I5 proposed that team members ―debrief with each other as needed.‖ 

Participant I1 concluded, ―With debriefs we get [team] input, support, and [we can] strengthen 

our skills.‖ Focus group participants validated that meetings and debriefings were a valuable 

communication tool. One participant stated, ―Team members used to have a voice at meetings 

. . . when we were a much smaller organization‖ (FG4). Another participant suggested that 

―maybe we need to change the format of the team meetings‖ (FG5). Participant FG4 elaborated, 

―We could give everyone a voice at meetings however, we would need to give everyone a time 

limit and . . . if team members came prepared to speak, everyone could have a voice‖ (FG4). 

Participant FG3 suggested, ―There is a possibility to have different teams meet one-on-one . . . 

not formal . . . just sharing between the teams.‖ Participant FG5 added, ―To enhance teamwork 

and collaboration, I think they [meetings and debriefings] need to be a round table format where 

they [team members] are face-to-face.‖ 

Teambuilding retreats. The importance of teambuilding was reflected in the 

quantitative data through the responses to survey question 3; participants revealed that 66.6% 

often or always enjoyed working on team-based activities (see Figure C3 in Appendix C). While 

participants considered team-based activities valuable, survey question 24 identified that only 

46.7% of the participants were satisfied with how teamwork was promoted within the 

organization (see Figure C15 in Appendix C). The following comments revealed that there is an 

opportunity for JFSC to promote teambuilding activities: ―activities or retreats [and] general 

teambuilding on a less formal basis would be fun‖ (I4), ―we need to nurture social relationships‖ 
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(I5), ―morale is extremely important‖ (I2), and ―we are here to work hard . . . we are here to 

enjoy and have fun too‖ (I3)! The focus group participants were surprised that teambuilding 

retreats emerged from the data. Participant FG1 acknowledged that ―the last teambuilding retreat 

was eighteen months ago‖ and added, ―traditionally, we have a teambuilding retreat in the spring 

or the fall . . . I think we have an opportunity to do one after the spring conference.‖ One 

participant suggested that the teambuilding retreat include ―facilitated sessions with activities 

like personality profiles‖ (FG2) to build relationships. Participant FG1 agreed to source an 

external training facilitator to deliver a cost effective teambuilding activity at the next retreat. 

Study Conclusions 

The study conclusions were developed from participant responses to the survey, the 

interviews, validation from the focus group, and a review of the related literature. Using aspects 

of AI, the intent of this research project was to look at the opportunities to enhance teamwork 

and collaborative capacity within the JFSC organization. Through the study findings, several 

opportunities emerged from the data. Based on the findings the following study conclusions have 

been identified: (a) team members need to take an active role to promote collaborative capacity 

by sharing information, knowledge, and ideas; (b) team members need to recognize and 

appreciate individual perspectives; (c) open and effective communication is essential; and 

(d) team members would like to have fun. 

Conclusion 1: Team Members need to Take an Active Role to Promote Collaborative 

Capacity by Sharing Information, Knowledge, and Ideas 

From the results of the survey and interviews, an interesting perception emerged from the 

participant responses when it came to who was responsible to encourage the sharing of 

information, knowledge, and ideas in ways that enhanced team productivity. On one hand, 53.5% 
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of the participants believed that the onus for encouraging the sharing of information, knowledge, 

and ideas was on the leadership team; on the other hand, 50% of the participants opined that the 

onus was on all team members. Shaw and Lindsay (2008) emphasized that all team members 

need to take responsibility for their own actions to share information, knowledge, and ideas. 

Sobeck and Agius (2007) added that taking personal responsibility is an important component to 

a collaborative effort and concluded that when team members do not work together, the teams 

will not function effectively. 

Referring back to the literature review, Weber et al. (2007) defined collaborative capacity 

as how individual team members enhanced each other‘s performance by sharing resources and 

information, exchanging knowledge, and ideas for the mutual benefit of the team and the 

organization. Within the data gathered, participants identified a willingness to collaborate with 

comments like ―we need to get actively involved‖ (I1) and ―we need to share viewpoints within 

the multi-disciplines‖ (I5). The literature indicated that collaboration is a reciprocal process that 

must be embraced by all team members in order to achieve a shared and valued organizational 

goal (Shaw & Lindsay, 2008). At a time when the JFSC organization is faced with limited 

funding, increased client referrals, and the addition of new programs and services, team members 

need to make a conscious effort to focus on their strengths and on how they could enhance each 

other‘s performance through the sharing of information, knowledge, and ideas to achieve 

organizational goals. Kouzes and Posner (2007) asserted that ―when conditions are extremely 

challenging . . . [and when] turbulence in the marketplace demands even more [from team 

members] . . . collaboration is a critical competency for achieving and sustaining high 

performance‖ (p. 224). Sobeck and Agius (2007) concluded that for an organization to build 

capacity it needed to focus on the strengths, the expertise, and the potential of its teams. 



Teamwork and Collaborative Capacity   56 

Conclusion 2: Team Members Need to Recognize and Appreciate Individual Perspectives 

A finding that echoed throughout the data was that survey and interview participants 

wanted to be valued, recognized, and appreciated by their team members. As noted in the 

literature review, when team members valued and embraced different perspectives they enriched 

the quality of their teams (Lencioni, 2003; O‘Toole, 1996). Participants expressed the need to be 

recognized and appreciated for their different individual perspectives, knowledge, experience, 

and ideas. Also highlighted was the need for team members to encourage each other to be open 

to different ideas and embrace perspectives different from their own. It was suggested that while 

team members needed to encourage each other, they also needed to demonstrate a willingness to 

be open to the influence of each other (I1; S1.6). Tarricone and Luca (2002) concurred that team 

members who value each other tend to care for and encourage one another to contribute to the 

success of the team and the organization. Kouzes and Posner (2007) explained that if a team 

member can be willing and open to another‘s influence, that team member can contribute to 

building a relationship that enables another team member to be more open to their influence. 

Covey (1989) and Schermerhorn et al. (1991) concluded, in order to fully recognize individual 

perspectives, team members need to listen to each other so that they can appreciate the other‘s 

unique points of view and that this act of listening demonstrated respect for others and their 

ideas. As JFSC continues to move forward to enhance teamwork and collaborative capacity, 

understanding how team members can value, recognize, and appreciate individual perspectives is 

essential. 

Within the findings, participants noted that the JFSC organization could create 

opportunities for team members to recognize individual perspectives and build collaborative 

relationships through periodic meetings, debriefings, and teambuilding activities. As explained 
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by Jackson et al. (2006), opportunities for recognizing individual perspectives often arise beyond 

the boundaries of work teams and emerge in the form of organizational activities. For JFSC, 

recognizing individual perspectives is one significant way to improve efficiency, strengthen the 

teams, and the organization. 

Conclusion 3: Open and Effective Communication is Essential 

The data gathered revealed the need for team members to practice open and effective 

communication. Covey (1989) and Schermerhorn et al. (1991) stated that open and effective 

communication was the key to success for any organization. The significance of communication 

was disclosed when participants stated that communication was the cornerstone to teamwork and 

that communication was directly linked to how the participants build relationships. Through the 

inquiry process, it became clear that participants wanted to work together, understand each other, 

and clarify misunderstandings when they arise. As Baker (1980) stated, collaborative 

relationships and a healthy teamwork culture are promoted through effective communication. 

Schermerhorn et al. concluded that communication is effective when all parties interpret a 

message in the same way, and the most efficient way to do this is through face-to-face 

communication. Interestingly, the findings revealed that the majority of the survey and interview 

participants recognized the value of and expressed a preference for face-to-face communication. 

Participants viewed face-to-face communication as a method to clearly and accurately exchange 

information with an opportunity to acknowledge or clarify the information received. As Mankin 

et al. (2004) stated, face-to-face communication is still one of the most important means of 

communicating, not just for sharing information and working together but also for building and 

maintaining relationships. 
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While participants identified that face-to-face communication was an effective method of 

sharing information, they believed that team members would benefit if they could develop active 

listening skills. Through the data gathered, participants understood that communication was 

reciprocal and one participant put it succinctly, ―not only do we need to develop the skill of 

making ourselves understood clearly and accurately, we need to put some effort into 

understanding what the other person is saying by actively listening‖ (I1). Salas et al. (2000) 

agreed that effective communication involved more than the ability to converse with others it 

involved the act of listening. Covey (2004) elaborated, 

To truly listen means to transcend your own autobiography, to get out of your frame of 

reference, out of your own value system, out of your own history and judging tendencies, 

and to get deeply into the frame of reference or viewpoint of another person. (p. 192) 

Kouzes and Posner (2007) concluded that active listening is a process of asking questions to gain 

clarification or to paraphrase what a team member has said. To be actively listening is to pay 

attention to the wants and needs of another. Effective communication and active listening skills 

are naturally tied together, and JFSC has an opportunity to build on existing teamwork and 

collaborative capacity through promoting open and effective communication. 

Conclusion 4: Team Members Would Like to Have Fun 

During this research project the survey and interview participants expressed the need to 

have fun and provided JFSC with a specific suggestion—teambuilding retreats. Kouzes and 

Posner (2007) concurred that when team members have fun together they build relationships, 

develop a common purpose in an atmosphere of trust and collaboration, and they feel more 

committed to the organization. Without social interactions, 

people  might come to believe that the organization revolves around individual work . . . 

social interactions remind [team members] that they‘re in it together, that they need each 
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other, [and] that their work gets done because they‘re connected and caught up in each 

other‘s lives. (Kouzes & Posner, 2007, p. 318) 

While JFSC already hosts social dinners, pot luck lunches, and yearly retreats, participants 

pointed out that these events needed to continue and echoed a preference for these events to be 

timely, facilitated, and filled with opportunity to collaborate and build relationships. For the 

JFSC organization, scheduled teambuilding retreats and events serve a dual purpose; first, to 

build relationships and second, to create a sense of community where team members can see that 

they belong to something bigger than just themselves (Farrell et al., 2001; Westby & Ford, 

1993). An opportunity exists for the JFSC organization to promote a teamwork culture, build 

collaborative relationships, and have fun all at the same time. 

The findings and conclusions of this research project served to reinforce the opportunities 

that JFSC has to enhance teamwork and collaborative capacity within their organization. 

Supported by literature, the conclusions addressed the significant issues that surfaced in the data 

provided by those individuals that were closest to the research question. The conclusions were 

considered in the final recommendations made in the next chapter. 

Scope and Limitations of the Inquiry 

The purpose of this research was to explore ways to enhance teamwork and collaborative 

capacity at JFSC. To meet the challenge of limited funding and increased programs and services 

this project sought to discover ways that the five JFSC teams could build upon existing 

teamwork and collaborative capacity to strengthen the organization in a meaningful and 

sustainable way. The participant group consisted of staff with frontline responsibilities and staff 

in leadership roles and data collection relied on the voluntary participation of team members. It 

should be noted that this research study took place during a time when JFSC was extremely busy 
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with an accreditation process and applications for annual funding. Some staff expressed that their 

workload or client appointments prevented them from participating in the research study. Despite 

this, the data gathered from the survey, the interviews, and the focus group is an acceptable first 

step to understand how to enhance teamwork and collaboration within the JFSC organization 

(Palys & Atchison, 2008). 

The Online Survey 

Through the organization‘s email service a 15-minute survey was accessible to 22 of 

JFSC‘s staff. Of the 16 participants that entered the survey, 15 participants completed the survey 

and one participant exited the survey after responding to the demographic questions one and two. 

The 15 responses, which represent 68.2% of the JFSC organization, were received intermittently 

throughout the 7-day duration that the survey was available to the participants. The data gathered 

from the participants was invaluable, yet there were limitations to this research method that need 

to be acknowledged. Even though the 15 participants that completed the survey provided 

adequate representation to ensure the quality of the data, the results should not be generalized as 

representing the total population; 31.8% of participants did not complete the survey, therefore, 

not all voices within the JFSC organization were heard. 

The Face-to-Face Interviews 

The 40-minute face-to-face interview was offered to 16 JFSC frontline staff. Of the 16 

potential participants, only 5 took part in the interview method. Each of the five JFSC teams was 

represented, and the data gathered from the five participants was rich, in-depth, and informative; 

however, their responses may not be reflective of all frontline staff. A lower than expected 

participation rate may have reduced participant contributions to the themes and subthemes; 

therefore, the smaller number of participants limited the scope of the research method, and 
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because the results are based only on 32% participation, a generalization of the findings should 

not be made. 

The Focus Group 

A 90-minute focus group was offered to six of JFSC‘s leadership team. Of the six 

potential participants, five participated in the focus group method. The focus group dialogue was 

dynamic and thought provoking. Each participant presented and discussed differences in 

opinions, articulated their perspectives, and through comprehensive interaction provided insight 

into the team‘s dynamic. While 83.3% of the leadership team substantiated the themes and 

subthemes and determined what action plans were required to enhance teamwork and 

collaborative capacity, their recommendations are limited by the methods of data collection and 

overall staff participation within those methods. Despite the success of the focus group, the 

participants were only privy to the overarching themes and subthemes of the research project, 

which opened discussion to the conditions that gave rise to the data. Collectively, these 

limitations have the potential to influence the recommendations and action plans. 

This chapter provided a detailed overview of the study findings, study conclusions, and 

scope and limitations of the inquiry. As a result of what was learned during the survey and 

interviews, a focus group was held involving the JFSC leadership team. The purpose of the focus 

group was to determine recommendations and action plans. The next chapter provides in detail 

the study recommendations, organizational implications, and implications for future inquiry. 
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CHAPTER FIVE: INQUIRY IMPLICATIONS 

The intent of this research project was to answer the research question: How can Jewish 

Family Service Calgary enhance teamwork and collaborative capacity within their organization? 

This chapter provides recommendations based on the findings and conclusions presented in the 

previous chapter. The chapter also discusses organizational implications of this research project 

and concludes with an insight into the implications for future inquiry. 

Study Recommendations 

Based on the themes and subthemes developed through analysis of the survey and 

interview data, the leadership team identified four recommendations to enhance teamwork and 

collaborative capacity within the JFSC organization: 

1. Establish activities to encourage collaboration. 

2. Practice effective communication. 

3. Provide feedback to team members through meetings and debriefings. 

4. Enhance relationships through teambuilding and training. 

For JFSC, determining future action plans is the process of establishing an agreed upon 

recommendation and assigning one or more team members the responsibility for taking action to 

achieve the assigned action plan within a specified timeline. Lines (2004) asserted that when 

stakeholders with positional authority participate in the development of recommendations, the 

probability that the recommendations will be realized increased significantly. By including the 

leadership team in the decision making process, it was anticipated that the leadership team would 

accept responsibility for the action plans and see the recommendations through to 

implementation (Stringer, 2007). 
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Recommendation 1: Establish Activities to Encourage Collaboration 

The survey and interview participants identified that they were willing to collaborate with 

each other; however, they expressed the need to be valued, recognized, and appreciated for their 

individual perspectives by other members on the team. As Jackson et al. (2006) explained, 

opportunities to recognize and appreciate team members often occur beyond the boundaries of 

work teams and transpire in the form of organizational activities. To achieve this 

recommendation, the leadership team agreed upon the following action plans: (a) implement a 

suggestion box to encourage the sharing of ideas, and (b) continue with potlucks and 

celebrations. 

Implement a suggestion box to encourage the sharing of ideas. The leadership team 

acknowledged that the JFSC team members need to see the value of sharing information, 

knowledge, and ideas and encourage each other to contribute to the teams. Tarricone and Luca 

(2002) wrote that team members who value each other tend to care for and encourage one 

another to contribute to the success of the team. Determined to provide all team members with an 

opportunity to have a voice, the suggestion box emerged as a tool to encourage team members to 

contribute their knowledge, ideas, and suggestions. According to Kouzes and Posner (2007), 

organizations that are serious about building relationships and getting team members to listen to 

each other ―make gathering new ideas an [organizational] priority‖ (p. 186). The entire 

leadership team embraced this recommendation, and the team member assigned to lead this 

action plan intended to raise this initiative at the March 2011 monthly team meeting to gather 

team member input and prepare an implementation plan. 

To implement this action plan the assigned team leader needs to be prepared to discuss 

with team members the purpose and guidelines of the suggestion box initiative. The purpose and 
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guidelines should be in writing and include where the suggestion box will be located, who will 

review the suggestions, how often the suggestions will be reviewed, and how the suggestions 

will be selected and then addressed. While the leadership team discussed several options on 

where to locate the suggestion box and who might prepare the paper forms, they did not consider 

an online alternative. SurveyMonkey (2010) could be utilized as an online tool to allow team 

members to access the suggestion box through the Internet and at their convenience. 

SurveyMonkey has the capability to store all suggestions in one area where the data is easily 

retrieved and anonymous and would also provide a cost savings on material resources. To sustain 

this initiative, the leadership team might consider the suggestion box as another business policy 

and include the guidelines and a brief statement about the initiative in the employee handbook. 

Shaw and Lindsay (2008) explained that teams are successful and effective when the leaders of 

an organization make a conscious effort and commitment to provide team members with an 

opportunity to be involved and contribute in different ways. Lines (2004) added that efforts to 

involve team members and provide them with a greater voice in organizational initiatives 

positively impacts team member performance (Lines, 2004). 

Continue with potlucks and celebrations. The study findings were clear, team members 

wanted to build relationships and have fun together. The leadership team acknowledged the 

preference for these events to be timely and supported the continuation of potlucks, celebration 

lunches, and dinners. According to Kouzes and Posner (2007), putting celebrations on the 

organization‘s calendar is another way to create a sense of community and a collaborative 

environment. For JFSC, this action plan is a significant opportunity to bring team members 

together, to create team spirit, and to build relationships and support. The leadership team 
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selected a team member to lead this action plan and intended to communicate their support to all 

JFSC team members at the March 2011 monthly team meeting. 

When communicating support for the continuation of potlucks, celebration lunches, and 

dinners it may be beneficial for the leadership team to canvass team members to determine what 

dates generate interest for a potluck and what dates generate interest for a celebration. Knowing 

what team members are interested in (e.g., birthday, service date, calendar, or milestones 

celebrations) will help determine the schedule of the potlucks and celebrations. Informal 

activities and events encourage team members to build relationships, which in turn creates a 

work environment that is energized and sustains collaborative capacity (Jackson et al., 2006; 

Nemiro et al., 2005). To make this action item a part of organizational life, an annual schedule 

could be communicated and posted to a bulletin board. Kouzes and Posner (2007) stated that if 

an organization wants to increase team member performance and then sustain productivity it 

must embrace celebratory events so that ―working with others [is] rejuvenating, inspirational, 

and fun‖ (p. 317). 

Recommendation 2: Practice Effective Communication 

The survey and interview participants revealed that they wanted to work together, 

understand each other, and clarify misunderstandings as they arose. Baker (1980) and 

Schermerhorn et al. (1991) suggested that open and effective communication was central to 

cultivating sincere involvement from team members, which reinforces a healthy teamwork 

culture and enhances collaborative relationships. To achieve this recommendation the leadership 

team agreed upon the following action plans: (a) practice active listening, and (b) recommunicate 

policies and procedures. 
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Practice active listening. The leadership team recognized that in order to create a work 

environment that supports different perspectives, all JFSC team members need to practice active 

listening. According to Covey (2004), to practice active listening, team members need to set 

aside their own perceptions in order to embrace the viewpoints and perspectives of another. 

Jointly, the leadership team agreed to practice active listening and to be actively involved in 

developing those skills within their teams. At the March 2011 monthly meeting, the leadership 

team communicated this initiative to the entire JFSC organization. 

One way to implement this action plan is for the leadership team to set the example and 

practice active listening in the day-to-day interactions with team members. When the leadership 

team practices active listening they need to be consistent and bear in mind that they are ―always 

in the spotlight, and their actions are carefully examined by [team members] in a search for 

hidden meanings [therefore] . . . ambiguous remarks may be misinterpreted and innocent actions 

may be misrepresented‖ (Yukl, 2010, p. 159). Another way to implement this action plan is for 

JFSC to host an active listening experiential training session so that all team members have the 

same experience and understanding of active listening (Salas et al., 2000; Stone, 2004). Either 

way, the most important component to this implementation plan is for team members to set up a 

system to monitor progress and to ensure that active listening is sustained for the long-term. 

Team members might consider adding the topic of active listening to the agenda of team 

meetings or debriefings. Alternatively, the organization might develop a short survey, using 

SurveyMonkey (2010), to monitor progress and then communicate the results to team members. 

According to Salas et al. (2005), when team members are trained on a communication 

dimension, like active listening, those team members tend to perform better and as a result of 
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improved communication, team members will begin to recognize and appreciate individual 

perspectives and build collaborative relationships. 

Recommunicate policies and procedures. The leadership team recognized that open 

and effective communication was the foundation to teamwork and that communication was 

directly linked to how team members build relationships and work together. Sobeck (2008) 

stated that policies and procedures can strengthen the organization by engaging individual 

expertise productively to build collaborative capacity. The JFSC organization recently updated 

all of their policies and procedures; for this reason, it is an opportune time to communicate any 

updates, additions, or changes to the existing policies and procedures. Sobeck and Agius (2007) 

concluded that before an organization can take advantage of teamwork its members needed to 

have a basic understanding of the organization‘s policies and procedures essential to achieving 

the organizational goal. The leadership team agreed to recommunicate the policies and 

procedures and concluded that the entire organization would benefit from a consistent message 

that aligns with the organization‘s guiding principles. The leadership team selected a team 

member to lead this action plan. At the March 2011 monthly team meeting, this initiative was 

implemented within the JFSC organization. 

Ongoing consistent two-way communication is the key to successfully implementing and 

sustaining this action plan. To follow policies and procedures, team members need to understand 

them and to believe that they can openly discuss their purpose and the procedures to follow them 

through (Seibold & Kang, 2008). The leadership team will need to create a schedule to review 

each policy and procedure beginning with the two policies that emerged from the study findings; 

the informal code of conduct and the open door policy. Seibold and Kang (2008) added, ―In 

teams where members attain strong teamwork with each other . . . [there are] standard operating 
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procedures‖ (p. 428) that make the team more ―flexible and responsive to the changing needs 

[with]in the team‖ (p. 428) and the organization. As a result of recommunicating policies and 

procedures, team member knowledge and productivity will improve, which should ultimately 

strengthen the organization‘s ability to meet the needs of its clients. 

Recommendation 3: Provide Feedback to Team Members through Meetings and 

Debriefings 

Survey and interview participants indicated that JFSC already held monthly team 

meetings and periodic team debriefings; however, these meetings and debriefings were most 

valuable when all team members had a voice, when issues were discussed openly, and when all 

team members could hear organizational news, team news, and feedback simultaneously. 

According to Salas et al. (2000) meetings and debriefings encourage communication; when an 

organization provides ongoing news and feedback, team members become more self and 

situationally aware of what is happening in the environment around them. To achieve this 

recommendation, the leadership team agreed upon the following action plans: (a) give everyone 

a voice at monthly meetings, and (b) structure debriefings. 

Give everyone a voice at monthly team meetings. The leadership team acknowledged 

that team members wanted to be more involved at the monthly meetings. Castka et al. (2003) 

stated that meetings are a formal system of the organization designed to channel behaviour 

toward the organizational goals and fulfill team member needs. The leadership team discussed 

several options for team meetings and expressed that they were willing to explore a new process 

that would give all team members a voice. While the leadership team did not settle on a format 

or structure for the team meetings they did select a team member who would lead this action plan 
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and then suggested that this action plan be discussed during March 2011 monthly team meeting 

to gather team member input on the format before an implementation date was confirmed. 

Since monthly team meetings are already long, the leadership team wrestled with the idea 

of making them longer by giving everyone a voice. Wisely, the leadership team decided to ask 

team members for their input and suggestions. After the leadership team considers all team 

member input and suggestions equally, they need to communicate the agreed upon format and 

any other meeting or agenda details back to the team members so that everyone knows what to 

expect at the next team meeting. I would recommend that the leadership team consider adding or 

finding 10 minutes in the existing agenda to allow team members to book into that time slot prior 

to the meeting. As a result and for an allotted time, a team member at their choice would have a 

voice. Salas et al. (2000) emphasized that team learning and feedback occurs when a team 

member‘s perspective or voice is integrated with the perspectives of other team members. To 

ensure that all team members hear organizational news, team news, and feedback 

simultaneously, the leadership team might consider a brief weekly team meeting designed to 

discuss these items solely and to promote active listening and create a culture that values 

communication and collaboration. According to Fitzgerald (2004), when team members alter 

their activities to enhance each other‘s capacity, they enhance the organization‘s ability to foster 

collaborative capacity. With this action plan, team members can take an active role in sharing 

information, knowledge, and ideas and practice their communication and active listening skills. 

Structure debriefings. The leadership team agreed that team debriefings provided team 

members with input, support, and an opportunity to learn from each other—to strengthen their 

skills. Kouzes and Posner (2007) elaborated, debriefings provide team members with an 

opportunity to build on their strengths and ―no matter what your position . . . learning from 
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mistakes—yours and others—is key‖ (p. 212). To encourage collaboration among team 

members, the leadership team determined that it would be beneficial to hold scheduled round 

table sessions with time allotted for team members to ask questions. All leadership team 

members agreed to the implementation of structured debriefings and have established an action 

plan to determine a format for the debriefing sessions, then meet with team members to seek 

their input to finalize the process by June 2011. 

Prior to finalizing the structure and format of the debriefings, team members might 

consider an agenda to include the item to be debriefed and ask each team member what they 

learned, how the organizational objective was met, what ideas could be added to the discussion, 

what could be done differently in the future, what additional support team members might 

require, and if the debriefing was a worthwhile exercise. These questions would make the 

debriefings interesting and informative, encourage open communication where team members 

can ask questions, clarify understandings, and ultimately share their different perspectives. 

Castka et al. (2003) reported, organizations that encourage team members to get involved are 

more likely to experience ―increased levels of teamwork, sharing [of] information, [and] 

openness to new ideas‖ (p. 152). 

Recommendation 4: Enhance Relationships through Teambuilding and Training 

Survey and interview participants expressed a need to build relationships with other team 

members and to have fun together. Day et al. (2004) stated that teambuilding activities are 

enhanced when team members are supported by a teamwork culture. Baker (1980) added that 

―training is another technique of indirect culture management‖ (p. 12). Kouzes and Posner 

(2007) concluded that making time for fun, even at work, sustains productivity. To achieve this 
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recommendation, the leadership team agreed upon the following action plans: (a) continue 

teambuilding retreats, and (b) develop a cost-effective training program. 

Continue teambuilding retreats. The leadership team was surprised that teambuilding 

retreats emerged from the data and acknowledged that the last teambuilding retreat was 18 

months ago. According to Westby and Ford (1993) successful teambuilding requires a culture 

that supports a team approach and leaders who are willing to invest time and energy into the 

process. The leadership team agreed that to nurture a teamwork culture JFSC should continue to 

host teambuilding retreats. The team member assigned to lead this action plan suggested that this 

item be placed on the agenda for discussion at the September 2011 monthly team meeting. The 

Executive Director indicated that there may be a budgetary obstacle for this action item, and to 

mitigate this obstacle the leadership team will need to utilize appropriate networks and source an 

external training facilitator to deliver a cost-effective teambuilding activity at upcoming retreats. 

When communicating support for the continuation of teambuilding retreats it may be 

advantageous for the leadership team to ask team members when they would prefer to have these 

retreats and what activities they would like on the agenda. Once the date is confirmed, team 

members can begin to explore the suggested teambuilding activities. Since teambuilding 

activities are typically linked to the organizational goal, I would recommend that an external 

facilitator be utilized to ensure the activity is designed and delivered in a meaningful way. If 

there are budgetary concerns, the leadership team could canvas their volunteer membership to 

see if any volunteers have experience in the delivery of teambuilding activities, or they could 

place an ad in their quarterly newsletter. When an organization utilizes all of its resources 

including team member and volunteer resources the probability that a change effort is successful 

improves significantly (Schuh & Leviton, 2006). The study findings indicated that team 
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members wanted to have fun; therefore, after each teambuilding retreat, the leadership team 

needs to follow-up with team members to gather feedback and find out whether or not the retreat 

was instrumental in bringing about the results the organization was trying to achieve. 

Develop a cost-effective training program. The leadership team believed that internal 

and external training would be a strategy to enhance teamwork, build relationships, encourage 

continuous improvement, and increase productivity. Day et al. (2004) agreed that the most 

general way to develop teamwork and increase productivity is through team training. 

Collectively, the leadership team agreed to support training and considered a mixture of training 

to include: (a) cross-training, in which team members are given exposure to, and practice on, 

other team members‘ tasks; (b) self-guided training, in which team members think about and 

discuss team roles and responsibilities; (c) job shadow training, in which team members have an 

opportunity to learn the roles and responsibilities of another team member; and (c) external 

training, in which an outside facilitator delivers specific training courses (e.g., active listening 

skills, sensitivity training, and diversity training). The leadership team established that they 

would jointly lead this action plan and concluded that by August 2011 they plan to communicate 

the timing for the cross-training, self-guided training, and the job shadow training. The 

leadership team identified a risk to cross-training, self-guided training, and the job shadow 

training—client consent and confidentiality. To mitigate this risk, all team members will need to 

ensure that client consent is provided and that client confidentiality is protected when engaging 

in the cross-training, self-guided training, and the job shadow training. The leadership team 

selected a team member to lead the external component of this action plan who will network and 

source an external training facilitator to deliver the recommended cost-effective external training 

in November 2011. 
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During the initial stages of implementation, the leadership team might consider meeting 

with all JFSC team members to provide a framework for training and then solicit team member 

input and suggestions. From this meeting, the leadership team could develop a training schedule 

to address organization requirements, team member interest, and team schedules and availability. 

Salas et al. (2008) indicated that a well-designed team-training program would increase the 

quality of team processes and overall team performance if it met the needs of team members, met 

organizational requirements, employed a form of measurement, and incorporated team member 

feedback. 

Throughout the stages of implementation, communication will be crucial and the 

leadership team will need to demonstrate a steadfast commitment to all training efforts, provide 

ongoing reviews of the program, and be mindful of the impact that training will have on team 

members. Referring back to the literature review, many change initiatives fail because the 

organization did not anticipate the impact on and the resistance from team members (Price & 

Chahal, 2006; Rhodie, 2000). To minimize the resistance to change, the leadership team must be 

cognizant of active and passive resistance, demonstrate their commitment by providing ongoing 

communication, and hold regular meetings to review the results and provide training program 

updates (Hultman, 1995; Kotter & Schlesinger, 2008; Schermerhorn et al., 1991; Yukl, 2010). 

Organizational Implications 

The JFSC leadership team has already started to implement some of the 

recommendations outlined in this chapter. As the focus group was designed for the leadership 

team to determine recommendations and future action plans, it was anticipated that the 

aforementioned recommendations would be implemented within the JFSC organization. This 

was consistent with Lines‘s (2004) thoughts on utilizing positional authority to increase the 
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probability that recommendations will be realized within an organization and van Dijk and van 

Dick‘s (2009) thoughts on increasing the chances of successful change by engaging those with 

authority to make change. 

As JFSC implements the aforementioned recommendations, the leadership team will 

need to provide the optimal conditions for team members to participate in and embrace new 

initiatives. Coghlan and Brannick (2009) cautioned, there are implications for the sponsoring 

organization that should be considered to prepare the organization and its team members for the 

future. To strengthen the JFSC organization in a meaningful and sustainable way, the leadership 

team will need to plan for the change process by being mindful of time, financial and material 

resources, resistance to change, and the implications if the recommendations are not 

implemented. By providing team members with the time to engage in organizational activities, to 

have a voice at meetings, to attend the debriefing sessions, and take part in training, the 

leadership team will enhance teamwork and collaborative capacity within their organization. 

The first recommendation, establish activities to encourage collaboration, will utilize 

minimal team member time and minimal financial and material resources. To implement a 

suggestion box to encourage the sharing of ideas, the leadership team will need to support this 

initiative and consistently communicate the importance of team member ideas. Further, the 

leadership team identified that they will continue with potlucks and celebrations. According to 

Callanan (2004), informal team activities encourage ―greater participation, teamwork, and 

collaboration at all levels‖ (p. 82) within the organization. This is an opportunity for the JFSC 

organization to demonstrate their commitment to establishing activities to encourage 

collaboration and to incorporate teambuilding activities to reinforce the mission and guiding 

principles. 
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The second recommendation, practice effective communication, is the most cost-effective 

of all the recommendations; however, it will require long-term support and dedication from all 

team members to implement. As the teams explore new ways of listening to each other, they 

encourage collaboration and effective communication (Covey, 2004; Salas et al., 2008; Stone, 

2004; Tarricone & Luca, 2002). Recommunicating policies and procedures is an ongoing 

process, and the JFSC leadership team needs to place this recommendation on the team meeting 

agenda where key organizational policies and procedures are reviewed consistently over time 

(Castka et al., 2003; Sobeck & Agius, 2007). According to Day et al. (2004), when organizations 

create space to communicate policies and procedures, the result is increased team member 

performance and productivity. 

The third recommendation, to provide feedback to team members through meetings and 

debriefings, will have minimal effect on team member time because meetings and debriefings 

already take place within the organization. This recommendation requires all team members to 

agree upon a team meeting format and agenda and to finalize a format and a process for 

structured debriefings. Organizations that involve team members in meetings and other activities 

promote collaboration; when that organization provides feedback to team members, it reinforces 

that collaborative effort (Hultman, 1995). 

The fourth recommendation, to enhance relationships through teambuilding and training, 

will significantly challenge the JFSC‘s organizational budget and team member time. Even 

though the leadership team agreed that the JFSC organization would continue teambuilding 

retreats, funding will need to be available to host these retreats. For internal training, the 

leadership team will need to develop a team-training schedule and ensure that each team member 

has equal access to partake in the training. Salas et al. (2008) stated that increased attention to the 
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needs of team members improves communication, participation, and team performance. To 

lessen the financial burden of external training, the leadership team should initiate conversations 

within their networks to uncover cost-effective programs that are being used within other 

organizations. Alternatively, the leadership team might canvas their volunteer membership to see 

if any volunteers have experience in delivering training and development programs. 

Throughout the stages of implementation, the leadership team must demonstrate a 

steadfast commitment to all training efforts and be mindful of the impact that training will have 

on team members. Many change initiatives fail because the organization‘s leadership team did 

not anticipate the impact of change and how team members express resistance (Piderit, 2000; 

Price & Chahal, 2006; Rhodie, 2000). To minimize the resistance to change, all team members 

must be willing to understand team roles and processes, must solicit input and feedback from 

each other, and must be committed to regular team meetings to review progress and training 

program results (Dent & Goldberg, 1999; Hultman, 1995). Team members need to acknowledge 

that resistance to change is inevitable and that open and effective communication along with 

active listening will help diminish team member resistance. 

While the action plans and recommendations provide JFSC team members with an 

opportunity to work together, build collaborative relationships, and generate capacity, the 

leadership team will need to continue to support and encourage team members as they implement 

those recommendations. The leadership team needs to encourage two-way communication and 

provide ongoing updates and results so that team members can celebrate milestones and discuss 

what the future at JFSC might look like. Additionally, it is essential that all team members listen 

to the concerns raised by one another during the implementation, as many of these concerns will 

be valuable to the change effort (Price & Chahal, 2006; Rhodie, 2000). 
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As a consequence of this research project, team members within the JFSC organization 

have had an opportunity to take an objective and reflective look at how they can work together 

more efficiently and effectively to meet the needs of the teams, the needs of the client, and to 

meet the organizational goal. If the recommendations are not implemented, team members 

seeking ways to make a difference and make a positive contribution to teamwork and 

collaboration will realize that opportunities to contribute are limited. A viewpoint in which team 

members believe that opportunities to contribute are limited or that opportunities are not 

supported by the leadership team may foster team member disillusionment and dissatisfaction, 

which will have an impact on the organization‘s ability to sustain teamwork and collaborative 

capacity (van Dijk & van Dick, 2009). 

Implications for Future Inquiry 

Stringer (2007) explained, 

A good action research project often has no well-defined ending. As people explore their 

lifeworlds together and work toward solutions to their common problems, new realities 

emerge that extend the processes of inquiry. (p. 164) 

The research project focused on the practices of teamwork and collaborative capacity. While this 

project produced rich data and recommendations generated by the leadership team, there 

remained areas of interest yet to be explored. This section outlines the topics for future inquiry: 

(a) employee engagement, and (b) teambuilding and team training. 

Employee Engagement 

The purpose of this research project was to explore ways to enhance teamwork and 

collaborative capacity with 22 of the JFSC staff. Unfortunately, not all staff participated in the 

research process; therefore, not all voices within the organization were heard. A starting point for 

future inquiry would be to understand what factors lead to more engaged employees. In other 
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words, research could be conducted to explore what influences employee engagement and what 

team or organizational enhancements could be made to encourage employee participation. Lines 

(2004) wrote that organizations benefit in many ways when employees are engaged. Spector (as 

cited in Lines, 2004) added that when employees are engaged, the benefits to the organization 

are: organizational commitment, employee satisfaction, and increased team member 

productivity. 

Teambuilding and Team Training 

This research project identified teambuilding and team training as areas of development. 

While decisions need to be made on the delivery of cost-effective teambuilding and training 

activities there is an opportunity for JFSC to inform those decisions through future inquiry. 

Specifically, smaller, targeted cycles of research would provide team members an opportunity to 

build relationships and take part in the development of a cost-effective teambuilding and training 

program that meets the needs of the team members and the organization. 

Over the past 49 years, JFSC has provided comprehensive care to individuals and 

families and addressed client issues simultaneously to the best of the ability of the agency and its 

teams (JFSC, 2009b). The findings and recommendations from this organizational leadership 

project have provided the JFSC organization with information to examine challenges, explore 

opportunities, and build on their strengths. JFSC needs to continue to improve on its ability to 

team and collaborate and these recommendations are put forward to support the organization in 

its efforts to enhance teamwork and collaborative capacity. 
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APPENDIX A: ACTION RESEARCH TEAM MEMBER LETTER OF AGREEMENT 

In partial fulfillment of the requirement for a Master of Arts in Leadership Degree at Royal 

Roads University, Gloria Colleen Lily Winston (the Researcher) will be conducting an action 

research study at Jewish Family Service Calgary to identify how Jewish Family Service Calgary 

can enhance teamwork and collaborative capacity within their organization to meet 

organizational goals. The Researcher‘s credentials with Royal Roads University can be 

established by calling Dr. Niels Agger-Gupta, Acting Program Head, MA-Leadership, School of 

Leadership Studies, at [phone number] or [email address]. 

Research Team Member Role Description 

As a volunteer Research Team Member assisting the Researcher with this project, your role may 

include one or more of the following: providing advice on the relevance and wording of 

questions and letters of invitation, supporting the logistics of the data-gathering methods, 

including observing, assisting, or facilitating an interview or focus group, taking notes, 

transcribing, or analyzing data, to assist the Researcher and the Jewish Family Service Calgary 

organizational change process. In the course of this activity, you may be privy to confidential 

research data. 

Confidentiality of Research Data 

In compliance with the Royal Roads University Research Ethics Policy, under which this 

research project is being conducted, all personal identifiers and any other confidential 

information generated or accessed by the research team advisor will only be used in the 

performance of the functions of this project, and must not be disclosed to anyone other than 

persons authorized to receive it, both during the research period and beyond it. Recorded 

information in all formats is covered by this agreement. Personal identifiers include participant 

names, contact information, personally identifying turns of phrase or comments, and any other 

personally identifying information. 

Bridging Researcher’s Potential or Actual Ethical Conflict 

In situations where potential participants in a work setting report directly to the Researcher, you, 

as a neutral third party with no supervisory relationship with either the researcher or potential 

participants, may be asked to work closely with the Researcher to bridge this potential or actual 

conflict of interest in this study. Such requests may include asking the Research Team Member 

to: send out the letter of invitation to potential participants, receive letters/emails of interest in 

participation from potential participants, independently make a selection of received participant 

requests based on criteria you and the researcher will have worked out previously, formalize the 

logistics for the data-gather method, including contacting the participants about the time and 

location of the interview or focus group, conduct the interviews (usually 3-5 maximum) or focus 

group (usually no more than one) with the selected participants (without the Researcher‘s 

presence or knowledge of which participants were chosen) using the protocol and questions 

worked out previously with the Researcher, and producing written transcripts of the interviews or 
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focus groups with all personal identifiers removed before the transcripts are brought back to the 

researcher for the data analysis phase of the study. 

This strategy means that potential participants with a direct reporting relationship will be assured 

they can confidentially turn down the participation request from their supervisor (the 

Researcher), as this process conceals from the Researcher which potential participants chose not 

to participate or simply were not selected by you, the third party, because they were out of the 

selection criteria range (they might have been a participant request coming after the number of 

participants sought, for example, interview request number 6 when only 5 participants are 

sought, or focus group request number 10 when up to 9 participants would be selected for a focus 

group). Research Team Members asked to take on such 3
rd

 party duties in this study will be 

under the direction of the Researcher and will be fully briefed by the Researcher as to how this 

process will work, including specific expectations, and the methods to be employed in 

conducting the elements of the research with the Researcher‘s direct reports, and will be given 

every support possible by the Researcher, except where such support would reveal the identities 

of the actual participants. 

Personal information will be collected, recorded, corrected, accessed, altered, used, disclosed, 

retained, secured, and destroyed as directed by the Researcher, under direction of the Royal 

Roads Academic Supervisor. 

Action Research Team Members who are uncertain whether any information they may wish to 

share about the project they are working on is personal or confidential will verify this with 

Gloria Colleen Lily Winston, the Researcher. 

Statement of Informed Consent: 

I have read and understand this agreement. 

 

 

 

 

 

___________________________________ _________________________ ____________ 
Name (Please Print)    Signature    Date 

 

 

 

Researcher contact information: 

 

Gloria Colleen Lily Winston 

Email: [email address] 

Telephone: [phone number] 
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APPENDIX B: ONLINE SURVEY LETTER OF INVITATION 

December 31, 2010 

Dear Participant, 

My name is Gloria Colleen Lily Winston, and I would like to invite you to be a part of a research 

project that I am conducting. This research project, Teamwork and Collaborative Capacity, is 

part of the requirement for a Master of Arts in Leadership Degree at Royal Roads University. My 

credentials with Royal Roads University can be established by calling Dr. Niels Agger-Gupta, 

Acting Program Head, MA-Leadership, School of Leadership Studies, at [phone number] or 

[email address]. 

The purpose of my research project is to determine how Jewish Family Service Calgary can 

enhance teamwork and collaborative capacity within their organization to meet organizational 

goals. The research will consist of this on-line survey and is foreseen to take approximately 15 

minutes to complete. This research project is supported by the Executive Director of Jewish 

Family Service Calgary and the foreseen questions will refer to teamwork and collaborative 

capacity. In addition to submitting my final report to Royal Roads University in partial 

fulfillment for a Master of Arts in Leadership, I will also be sharing my research findings with 

the research participants and the Executive Director of Jewish Family Service Calgary. Please 

note, that a copy of the final report will be published. A copy will reside within Royal Roads 

University, within the National Archives of Canada, a copy will be available online through 

UMI/Proquest and the Thesis Canada portal and will be publicly accessible. Access and 

distribution will be unrestricted and may be used in journal articles, books, presentations and on 

the Jewish Family Service Calgary website. 

Information provided will be summarized, in an anonymous format, in the body of the final 

report. At no time will any specific comments be attributed to any individual unless your specific 

agreement has been obtained beforehand. Any data presented will be group data to protect 

participant confidentiality and in instances where group data is not possible, individual data will 

be de-identified. All documentation will be kept strictly confidential. All data, data files, notes, 

flipcharts, recordings and signed consent forms will be locked and stored in a secure location. 

All electronic data will be password-protected and retained on a secure computer in a secure 

location. Upon completion of this action research project, all stored data will be appropriately 

destroyed no later than December 31, 2011. 

The Researcher and Research Team are aware that relationships with our participants may create 

bias within our research. In order to mitigate the possibility of conflict of interest, any identified 

conflict will be disclosed immediately. If you, as a participant feel that there is a conflict of 

interest, please disclose your concern to any member of the Research Team and immediate steps 

will be taken to manage the conflict. Alternatively, you may declare the conflict and end your 

participation at any time. 

For this on-line survey, the survey tool used will be SurveyMonkey (2010). Please note, this is a 

US survey provider and your responses are subject to the Patriot Act. In the event that your 



Teamwork and Collaborative Capacity   89 

survey response is processed and stored in the United States, you are advised that its 

governments, courts, or law enforcement and regulatory agencies may be able to obtain 

disclosure of the data through the laws of the United States. 

You are not compelled to participate in this research project. Participation in the research project 

is entirely voluntary and will have no effect upon your employment or advancement. If you do 

choose to participate, you are free to withdraw at any time without prejudice by notifying the 

Researcher and this information will be held in confidence. If you choose to withdraw after 

participating, it may not be possible to remove your contributions as they will be interconnected 

among the information from other participants. If you choose not to participate in this research 

project, this information will be kept confidential. 

Please note that your completion of this survey will constitute your free and informed consent to 

participate in this action research project. Your responses will assist in the development of the 

open-ended questions for the second cycle of action research. The survey will be open for one 

week ending 11:45 p.m. on Friday, January 7, 2011. 

 

(link to the preamble) 
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APPENDIX C: QUANTITATIVE RESULTS FROM THE ONLINE SURVEY 

 
 

Figure C1. Survey Question 1: I understand that participation in the research project is entirely 

voluntary. If I choose to participate in this action research project, I am free to withdraw at any 

time. If I choose to withdraw after participating, I understand that it may not be possible to 

remove my contribution as my responses will be interconnected among the information from 

other participants. I understand that completion of this survey will constitute my free and 

informed consent to participate in this action research project. 

 

 

 

Figure C2. Survey Question 2: Which team are you a member of? 
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Figure C3. Survey Question 3: I enjoy working on team-based activities and assignments. 

 

 

 
 

Figure C4. Survey Question 5: On my team there is overlap of duties among team members. 
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Figure C5. Survey Question 6: I am able to team with other members of my team to get work 

done. 

 

 

 

 
 

Figure C6. Survey Question 9: I accept insights, knowledge, and perspectives brought forward 

by other team members. 
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Figure C7. Survey Question 11: My supervisor evaluates my team‘s performance and 

productivity. 

 

 

 
 

Figure C8. Survey Question 12: My supervisor resolves barriers and challenges that results in 

improved teamwork. 
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Figure C9. Survey Question 13: My supervisor encourages the sharing of resources, knowledge, 

and information. 

 

 

 

 

 
 

Figure C10. Survey Question 15: Between teams/departments there is a smooth flow of 

information and knowledge. 

 

 



Teamwork and Collaborative Capacity   95 

 
 

Figure C11. Survey Question 16: Team-based functions are shared across team boundaries. 

 

 

 
 

Figure C12. Survey Question 17: My insights, knowledge, and perspectives are valued in my 

organization. 
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Figure C13. Survey Question 21: I am _______ that members of my team work well together. 

 

 

 
 

Figure C14. Survey Question 22: I am _______ with how team members share information, 

knowledge, and information between teams. 
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Figure C15. Survey Question 24: I am _______ with how teamwork is promoted in my 

organization. 

 

 

 
Figure C16. Survey Question 29: Do I know what the organizational goals are? 
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Figure C17. Survey question analysis, averaged results, perception of teamwork and 

collaborative capacity. 
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Figure C18. Survey question analysis, averaged results, preference to teamwork and 

collaborative capacity. 
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APPENDIX D: WORLD CAFÉ LETTER OF INVITATION 

January 27, 2011 

Dear Participant, 

My name is Gloria Colleen Lily Winston, and I would like to invite you to be a part of a research 

project that I am conducting. This research project, Teamwork and Collaborative Capacity, is 

part of the requirement for a Master of Arts in Leadership Degree at Royal Roads University. My 

credentials with Royal Roads University can be established by calling Dr. Niels Agger-Gupta, 

Acting Program Head, MA-Leadership, School of Leadership Studies, at [phone number] or 

[email address]. 

 

The purpose of my research project is to determine how Jewish Family Service Calgary can 

enhance teamwork and collaborative capacity within their organization to meet organizational 

goals. This research project is supported by the Executive Director of Jewish Family Service 

Calgary and will consist of conducting a 90-minute World Café at a date and time pre-approved 

by the Executive Director of Jewish Family Service Calgary as noted below: 

 

Date: Wednesday, February 2. 2011 

Time: 12:00 p.m. to 1:30 p.m. 

Location: JFSC Boardroom 1 and 2 

 

This research methodology is a very interactive and participative process that uses a series of 

roundtable discussion centered on various aspects of teamwork and collaborative capacity. This 

style of research relies on the input and participation of a wide variety of stakeholders who have 

an interest in the well being of Jewish Family Service Calgary. Participants move from table to 

table in an informal yet structured environment, adding input to each of eight research questions. 

After all participants have addressed all questions, themes will be drawn from the data and action 

plans created to follow-up on the knowledge generated. The event is scheduled to last one hour 

with lunch and refreshments provided. The Executive Director of Jewish Family Service Calgary 

supports this project and your name was chosen to be a participant because the Executive 

Director has identified you as someone who would add valuable insight into the research 

process. 

 

In addition to submitting my final report to Royal Roads University, I will share my research 

findings with the research participants and the Executive Director of Jewish Family Service 

Calgary. Please note, that a copy of the final report will be published. A copy will reside within 

Royal Roads University, within the National Archives of Canada, a copy will be available online 

through UMI/Proquest and the Thesis Canada portal and will be publicly accessible. Access and 

distribution will be unrestricted and may be used in journal articles, books, presentations and on 

the Jewish Family Service Calgary website. 

 

The Researcher and Research Team are aware that relationships with our participants may create 

bias within our research. To minimize this potential for bias, a balance of transparency and 
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confidentiality are sought. In order to mitigate the possibility of conflict of interest, any 

identified conflict will be disclosed immediately. If you, as a participant feel that there is a 

conflict of interest, please disclose your concern to any member of the Research Team and 

immediate steps will be taken to manage the conflict. Alternatively, you may declare the conflict 

and end your participation at any time. 

 

Information will be recorded using a voice recorder and members of a Research Team will 

record data on a laptop and flip charts. Information, where appropriate, will be summarized in 

anonymous format in the body of the final report. At no time will any specific comments be 

attributed to any individual. All documentation will be kept strictly confidential. All data, data 

files, notes, flipcharts, recordings and signed consent forms will be locked and stored in a secure 

location. All electronic data will be password-protected and retained on a secure computer in a 

secure location. Upon completion of this action research project, all stored data will be 

appropriately destroyed no later than December 31, 2011. 

 

You are not compelled to participate in this research project. Participation in the research project 

is entirely voluntary and will have no effect upon your employment or advancement. If you do 

choose to participate, you are free to withdraw at any time without prejudice by notifying the 

Researcher and this information will be held in confidence. If you choose to withdraw after 

participating, it may not be possible to remove your contributions as they will be interconnected 

among the information from other participants. If you choose not to participate in this research 

project, this information will be kept confidential. 

 

During the World Café process, due to the format, individual privacy and confidentiality cannot 

be offered therefore participants will be asked to treat all information as confidential and not to 

be shared outside the group. The researcher will make every effort to ensure that the protection 

of individual identities is honored and respected. In addition, part of the World Café process 

includes a debriefing on the findings of the round table discussions as well as outlines of the 

action plans created. Your responses and participation will assist in the development of the open-

ended questions and analysis technique for the third cycle of action research, a focus group. 

 

Thank you for your consideration of this action research project. I welcome your questions about 

any aspects or concerns about this research project. Please feel free to contact me at the number 

listed below. If you would like to participate in the World Café, please complete the attached 

World Café Consent Form, scan and email it directly to the address noted below. 

 

 

Researcher contact information: 

 

Gloria Colleen Lily Winston 

Email: [email address] 

Telephone: [phone number] 
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APPENDIX E: FACE-TO-FACE INTERVIEW LETTER OF INVITATION 

February 2, 2011 

Dear Participant, 

My name is Gloria Colleen Lily Winston, and I would like to invite you to be a part of a research 

project that I am conducting. This research project, Teamwork and Collaborative Capacity, is 

part of the requirement for a Master of Arts in Leadership Degree at Royal Roads University. My 

credentials with Royal Roads University can be established by calling Dr. Niels Agger-Gupta, 

Acting Program Head, MA-Leadership, School of Leadership Studies, at [phone number] or 

[email address]. 

 

The purpose of this research project is to determine how Jewish Family Service Calgary can 

enhance teamwork and collaborative capacity within their organization to meet organizational 

goals. Your perspective is a very important in giving context to this research project therefore I 

am inviting you to be interviewed by me. The research will consist of a 40-minute interview and 

the foreseen interview questions will refer to teamwork and collaborative capacity and may be as 

follows: 

 

1. Which methods of communication provide the most benefit to you? Why? 

2. Thinking about building on your strengths, what are all the ways you can imagine to 

make the existing communication at JFSC better? Within your team? Between teams? 

With the leadership team? 

3. What three strategies does your team use to support teamwork? 

4. How could team members support each other to enhance teamwork and collaborative 

efforts? 

5. How could the JFSC leadership team support you in your teamwork and collaborative 

efforts? 

6. Imagine bringing forward three recommendations to nurture and sustain a strong 

collaborative team. What would those recommendations be? 

 

If you would like to participate, please complete the attached Interview Consent Form, scan and 

email it directly to the address noted below indicating a date and time convenient for you within 

the noted schedule: 

 

Interview Schedule: 

Date: Daily from Wednesday, February 2 through to Wednesday, February 9, 2011 

Time: Anytime between 9:00 a.m. to 5:00 p.m. 

Location: JFSC West Office 

 

In addition to submitting my final report to Royal Roads University, I will share my research 

findings with the research participants and the Executive Director of Jewish Family Service 

mailto:niels.agger-gupta@royalroads.ca
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Calgary. Please note, that a copy of the final report will be published. A copy will reside within 

Royal Roads University, within the National Archives of Canada, a copy will be available online 

through UMI/Proquest and the Thesis Canada portal and will be publicly accessible. Access and 

distribution will be unrestricted and may be used in journal articles, books, presentations and on 

the Jewish Family Service Calgary website. 

 

Information will be recorded through hand-written notes and digitally recorded using a voice 

recorder to ensure ideas and words are captured accurately. Information, where appropriate, will 

be summarized in anonymous format in the body of the final report. At no time will any specific 

comments be attributed to any individual; specific comments will be coded to ensure anonymity, 

not names will be included in any documentation. All documentation will be kept strictly 

confidential. All individuals (the Researcher and the Research Team) involved in the analysis of 

the data will be required to sign a confidentiality agreement beforehand. All data, data files, 

notes, recordings, and signed consent forms will be locked and stored in a secure location. All 

electronic data will be password-protected and retained on a secure computer in a secure 

location. Upon completion of this action research project, all stored data will be appropriately 

destroyed no later than December 31, 2011. 

 

The Researcher and Research Team are aware that relationships with our participants may create 

bias within our research. In order to mitigate the possibility of conflict of interest, any identified 

conflict will be disclosed immediately. If you, as a participant feel that there is a conflict of 

interest, please disclose your concern to any member of the Research Team and immediate steps 

will be taken to manage the conflict. Alternatively, you may declare the conflict and end your 

participation at any time. 

 

You are not compelled to participate in this research project. Participation in the research project 

is entirely voluntary and will have no effect upon your employment or advancement. If you do 

choose to participate, you are free to withdraw at any time without prejudice by notifying the 

Researcher and this information will be held in confidence. If you choose to withdraw after 

participating, it may not be possible to remove your contributions as they will be interconnected 

among the information from other participants. If you choose not to participate in this research 

project, this information will be kept confidential. Your responses and participation will assist in 

the development of the open-ended questions and analysis technique for the third cycle of action 

research, a focus group. 

 

Thank you for your consideration of this action research project. I welcome your questions about 

any aspects or concerns about this research project. Please feel free to contact me at the number 

listed below. 

 

Researcher contact information: 

 

Gloria Colleen Lily Winston 

Email: [email address] 

Telephone: [phone number] 
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APPENDIX F: FOCUS GROUP LETTER OF INVITATION 

January 17, 2011 

 

Dear Participant, 

 

My name is Gloria Colleen Lily Winston, and I would like to invite you to be a part of a research 

project that I am conducting. This research project, Teamwork and Collaborative Capacity, is 

part of the requirement for a Master of Arts in Leadership Degree at Royal Roads University. My 

credentials with Royal Roads University can be established by calling Dr. Niels Agger-Gupta, 

Acting Program Head, MA-Leadership, School of Leadership Studies, at [phone numbers] or 

[email address]. 

 

The purpose of my research project is to determine how Jewish Family Service Calgary can 

enhance teamwork and collaborative capacity within their organization. This research project is 

supported by the Executive Director of Jewish Family Service Calgary and will consist of 

conducting a 90-minute Focus Group at a date and time pre-approved by the Executive Director 

of Jewish Family Service Calgary as noted below: 

 

Date: Tuesday, February 22, 2011 

Time: 3:00 p.m. to 4:30 p.m. 

Location: JFSC Main Boardroom 

 

This research methodology is a very interactive and participative process that uses a series of 

roundtable discussions centered on various aspects of teamwork and collaborative capacity. This 

style of research relies on the input and participation of stakeholders who have an interest in the 

well being of Jewish Family Service Calgary. Throughout the process, expect a rich discussion, 

debate, and dialogue to emerge. After concerns, problems, issues, symptoms, and solutions are 

identified, there is a review and where there is consensus for change, recommendations will be 

formulated followed by action plans. This event is scheduled to last one and a half hours with 

snacks and refreshments provided. Your name was chosen to be a prospective participant 

because the Executive Director has identified you as someone who would add valuable insight 

into the research process. 

 

In addition to submitting my final report to Royal Roads University, I will share my research 

findings with the research participants and the Executive Director of Jewish Family Service 

Calgary. Please note, that a copy of the final report will be published. A copy will reside within 

Royal Roads University, within the National Archives of Canada, a copy will be available online 

through UMI/Proquest and the Thesis Canada portal and will be publicly accessible. Access and 

distribution will be unrestricted and may be used in journal articles, books, presentations and on 

the Jewish Family Service Calgary website. 

 

The Researcher and Research Team are aware that relationships with our participants may create 

bias within our research. To minimize this potential for bias, a balance of transparency and 

confidentiality are sought. In order to mitigate the possibility of conflict of interest, any 

mailto:niels.agger-gupta@royalroads.ca
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identified conflict will be disclosed immediately. If you, as a participant feel that there is a 

conflict of interest, please disclose your concern to any member of the Research Team and 

immediate steps will be taken to manage the conflict. Alternatively, you may declare the conflict 

and end your participation at any time. 

 

Information will be recorded using a voice recorder and members of a Research Team will 

record data on a laptop and flip charts. Information, where appropriate, will be summarized in 

anonymous format in the body of the final report. At no time will any specific comments be 

attributed to any individual. All documentation will be kept strictly confidential. All data, data 

files, notes, flipcharts, recordings and signed consent forms will be locked and stored in a secure 

location. All electronic data will be password-protected and retained on a secure computer in a 

secure location. Upon completion of this action research project, all stored data will be 

appropriately destroyed no later than December 31, 2011. 

 

You are not compelled to participate in this research project. Participation in the research project 

is entirely voluntary and will have no effect upon your employment or advancement. If you do 

choose to participate, you are free to withdraw at any time without prejudice by notifying the 

Researcher and this information will be held in confidence. If you choose to withdraw after 

participating, it may not be possible to remove your contributions as they will be interconnected 

among the information from other participants. If you choose not to participate in this research 

project, this information will be kept confidential. 

 

During the Focus Group process, due to the format, individual privacy and confidentiality cannot 

be offered therefore participants will be asked to treat all information as confidential and not to 

be shared outside the group. The researcher will make every effort to ensure that the protection 

of individual identities is honored and respected. In addition, part of the Focus Group process 

includes a debriefing on the findings of the round table discussions. Your responses and 

participation will assist in determining recommendations and action plans. 

 

Thank you for your consideration of this action research project. I welcome your questions about 

any aspects or concerns about this research project. Please feel free to contact me at the number 

listed below. If you would like to participate in the Focus Group, please complete the attached 

Focus Group Consent Form and bring it with you to the Focus Group session. 

 

Researcher contact information: 

Gloria Colleen Lily Winston 

Email: [email address] 

Telephone: [phone number] 
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APPENDIX G: ONLINE SURVEY PREAMBLE LETTER OF CONSENT 

My name is Gloria Colleen Lily Winston, and I would like to invite you to be a part of a research 

project that I am conducting. This research project, Teamwork and Collaborative Capacity, is 

part of the requirement for a Master of Arts in Leadership Degree at Royal Roads University. My 

credentials with Royal Roads University can be established by calling Dr. Niels Agger-Gupta, 

Acting Program Head, MA-Leadership, School of Leadership Studies, at [phone number] or 

[email address]. 

The purpose of this research project is to determine how Jewish Family Service Calgary can 

enhance teamwork and collaborative capacity within their organization to meet organizational 

goals. Teamwork refers to the actions and behaviors that contribute to a team‘s ability to achieve 

a specific, shared, and valued organizational goal. Collaborative capacity refers to how 

individual members of a team enhance each other‘s performance and productivity by sharing 

resources, exchanging knowledge, and information for mutual benefit of the team and 

organization. The research will consist of this on-line survey and is estimated to take 

approximately 15 minutes to complete. The Executive Director of Jewish Family Service 

Calgary supports this research project. The questions will refer to teamwork and collaborative 

capacity. Your responses are essential to assist in the development of the open-ended questions 

for the second cycle of action research. 

The survey tool used for this on-line survey is SurveyMonkeyTM. Please note, this survey 

provider will store your responses on a USA server and those responses are subject to the USA 

Patriot Act meaning that its governments, courts, or law enforcement and regulatory agencies 

may be able to obtain disclosure of the data through the laws of the United States. The 

Researcher and Research Team are aware that relationships with our participants may create bias 

within our research. In order to mitigate the possibility of conflict of interest, any identified 

conflict will be disclosed immediately. If you, as a participant feel that there is a conflict of 

interest, please disclose your concern to any member of the Research Team and immediate steps 

will be taken to manage the conflict. Alternatively, you may declare the conflict and end your 

participation at any time. 

Participation in the research project is entirely voluntary and will have no effect upon your 

employment or advancement. If you choose to participate in this action research project, you are 

free to withdraw at any time. If you choose to withdraw after participating, it may not be possible 

to remove your contributions as they will be interconnected among the information from other 

participants. Please note that completion of this survey will constitute your free and informed 

consent to participate in this action research project. 

Thank you in advance for participating in this action research project. I welcome your questions 

about any aspects or concerns about this research project. Please feel free to contact me at [phone 

number]. The survey will be open for one week ending 11:45 p.m. on Friday, January 7, 2011. 

To enter the survey, please click on the link below: 

[survey link] 

mailto:niels.agger-gupta@royalroads.ca
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APPENDIX H: QUESTIONS FOR ONLINE SURVEY 

1. I understand that participation in the research project is entirely voluntary. If I choose to 

participate in this action research project, I am free to withdraw at any time. If I choose to 

withdraw after participating, I understand that it may not be possible to remove my contribution 

as my responses will be interconnected among the information from other participants. I 

understand that completion of this survey will constitute my free and informed consent to 

participate in this action research project. 

 

 EXIT On-Line Survey      ENTER On-Line Survey 

 

 

Teamwork and Collaborative Capacity 
2. General Background Information 
 

In this section, you are asked to identify the team that you are presently associated with. Please 

select one of the following. 

 

I am a member of team …  

Leadership Team (you report to either the Executive Director or the Board of 

Directors) 

  

Administration Team   

Basic Needs Team   

Clinical Team   

Senior‘s Outreach Team   

 

 

Teamwork and Collaborative Capacity 
Perceptions on Teamwork and Collaboration 
 

In this section, you are asked to rate a series of statements as they relate to your job, your 

supervisor, and the JFSC organization as a whole. 

 

3.   Never Seldom Sometimes Often Always 

I enjoy working on team-based 

activities and assignments  
          

4.  Abilities, knowledge and 

experience are utilized on my 

team 

          

5.  On my team there is overlap of 

duties among team members 
          

6.  I am able to team with other 

members of my team to get work 

done 

          
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7.  I am able to team with other 

members of the organization to 

get work done 

          

8.  I enjoy sharing knowledge and 

information with other teams 
          

 

  Never Seldom Sometimes Often Always 

9.  I accept insights, knowledge, and 

perspectives brought forward by 

other team members 

          

10.  My supervisor encourages 

teamwork 
          

11.  My supervisor evaluates my 

team‘s performance and 

productivity 

          

12.  My supervisor resolves barriers 

and challenges that results in 

improved teamwork 

          

13.  My supervisor encourages the 

sharing of resources, knowledge 

and information 

          

 

  Never Seldom Sometimes Often Always 

14.  Organizational goals are clearly 

understood  
          

15.  Between teams/departments there 

is a smooth flow of information 

and knowledge 

          

16.  Team-based functions are shared 

across team boundaries 
          

17. My insights, knowledge, and 

perspectives are valued in my 

organization 

          

18. Team members share their 

experience and expertise in ways 

that enhance productivity and 

development within JFSC 

          
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Teamwork and Collaborative Capacity 
Teamwork and Collaboration Preferences 
 

In this section, you are asked to read the series of questions filling in the blank with the most 

appropriate statement. 
 

 VD D SD N SS S VS 

19. I am _______ 

with how I team 

with members in 

my own team 

              

20. On my team I am 

_______ with the 

flow of 

information 

among team 

members 

              

21. I am _______ that 

members of my 

team work well 

together 

              

22. I am _______ 

with how team 

members share 

information, 

knowledge, and 

information 

between teams 

              

23. I am _______ 

with how I team 

with members in 

other teams 

              

24. I am _______ 

with how 

teamwork is 

promoted in my 

organization 

              

Note. VD = Very Dissatisfied; D = Dissatisfied; SD = Somewhat Dissatisfied; N = Neutral; 

SS = Somewhat Satisfied; S = Satisfied; VS = Very Satisfied. 
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Teamwork and Collaborative Capacity 
Thoughts on Teamwork and Collaborative Capacity 
 

25. What does teamwork mean to you? 

 

  
 

26. In relation to teamwork, if you could do more of one thing, what might that be? 

 

 
 

27. In your opinion, what are the strengths of your team? 

 

 
 

28. Thinking about teamwork, what do you find most challenging at the JFSC organization? 

 

 
 

29. Do you know what the organizational goals of Jewish Family Service Calgary are? 

 

 Yes, I know what the organizational goals are 

 No, I do not know what the organizational goals are 
 

 

Teamwork and Collaborative Capacity 
Online Survey Complete 

 

You have successfully completed the Online Survey. 
 

Teamwork and Collaborative Capacity 
Exit Online Survey 

 

Thank you! 
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APPENDIX I: WORLD CAFÉ QUESTIONS 

Table One: 

1. Which methods of communication provide the most benefit to you? Why? 

2. Thinking about building on your strengths, what are all the ways you can imagine to 

make the existing communication at JFSC better? Within your team? Between teams? 

With the leadership team? 

Table Two: 

3. What three strategies does your team use to support teamwork? 

4. How could team members support each other to enhance teamwork and collaborative 

efforts? 

5. How could the JFSC leadership team support you in your teamwork and collaborative 

efforts? 

Table Three: 

6. Imagine bringing forward three recommendations to nurture and sustain a strong 

collaborative team. What would those recommendations be? 
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APPENDIX J: WORLD CAFÉ CONSENT FORM 

My name is Gloria Colleen Lily Winston, and I would like to invite you to be a part of a research 

project that I am conducting. This research project, Teamwork and Collaborative Capacity, is 

part of the requirement for a Master of Arts in Leadership Degree at Royal Roads University. My 

credentials with Royal Roads University can be established by calling Dr. Niels Agger-Gupta, 

Acting Program Head, MA-Leadership, School of Leadership Studies, at [phone number] or 

[email address]. 

 

The purpose of my research project is to determine how Jewish Family Service Calgary can 

enhance teamwork and collaborative capacity within their organization to meet organizational 

goals. The research will consist of a 90-minute World Café. This research methodology is a very 

interactive and participative process that uses a series of roundtable discussion centered on 

various aspects of teamwork and collaborative capacity. This style of research relies on the input 

and participation of a wide variety of stakeholders who have an interest in the well being of 

Jewish Family Service Calgary. The World Café will include open-ended questions. The 

foreseen questions will refer to teamwork and collaborative capacity and may be as follows: 

 

1. Which methods of communication provide the most benefit to you? Why? 

2. Thinking about building on your strengths, what are all the ways you can imagine to 

make the existing communication at JFSC better? Within your team? Between teams? 

With the leadership team? 

3. What three strategies does your team use to support teamwork? 

4. How could team members support each other to enhance teamwork and collaborative 

efforts? 

5. How could the JFSC leadership team support you in your teamwork and collaborative 

efforts? 

6. Imagine bringing forward three recommendations to nurture and sustain a strong 

collaborative team. What would those recommendations be? 

 

In addition to submitting my final report to Royal Roads University, I will share my research 

findings with the research participants and the Executive Director of Jewish Family Service 

Calgary. Please note, that a copy of the final report will be published. A copy will reside within 

Royal Roads University, within the National Archives of Canada, a copy will be available online 

through UMI/Proquest and the Thesis Canada portal and will be publicly accessible. Access and 

distribution will be unrestricted and may be used in journal articles, books, presentations and on 

the Jewish Family Service Calgary website. 

 

Information will be recorded using a voice recorder and members of a Research Team will 

record data on a laptop and flip charts. Information, where appropriate, will be summarized in 

anonymous format in the body of the final report. At no time will any specific comments be 

attributed to any individual. All documentation will be kept strictly confidential. All data, data 

files, notes, flipcharts, recordings and signed consent forms will be locked and stored in a secure 
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location. All electronic data will be password-protected and retained on a secure computer in a 

secure location. Upon completion of this action research project, all stored data will be 

appropriately destroyed no later than December 31, 2011. 

 

The Researcher and Research Team are aware that relationships with our participants may create 

bias within our research. In order to mitigate the possibility of conflict of interest, any identified 

conflict will be disclosed immediately. If you, as a participant feel that there is a conflict of 

interest, please disclose your concern to any member of the Research Team and immediate steps 

will be taken to manage the conflict. Alternatively, you may declare the conflict and end your 

participation at any time. 

 

You are not compelled to participate in this research project. Participation in the research project 

is entirely voluntary and will have no effect upon your employment or advancement. If you do 

choose to participate, you are free to withdraw at any time without prejudice by notifying the 

Researcher and this information will be held in confidence. If you choose to withdraw after 

participating, it may not be possible to remove your contributions as they will be interconnected 

among the information from other participants. If you choose not to participate in this research 

project, this information will be kept confidential. 

 

During the World Café process, due to the format, individual privacy and confidentiality cannot 

be offered therefore participants will be asked to treat all information as confidential and not to 

be shared outside the group. The researcher will make every effort to ensure that the protection 

of individual identities is honored and respected. In addition, part of the World Café process 

includes a debriefing on the findings of the round table discussions as well as outlines of the 

action plans created. Your responses and participation will assist in the development of the open-

ended questions and analysis technique for the third cycle of action research, a focus group. 

 

Thank you for your consideration of this action research project. I welcome your questions about 

any aspects or concerns about this research project. Please feel free to contact me at the number 

listed below. If you would like to participate in the World Café, please complete the attached 

World Café Consent Form, scan and email it directly to the address noted below. 

 

By signing this letter, you give free and informed consent to participate in this project. 

 

___________________________________ _________________________ ____________ 
 

Name (Please Print)    Signature   Date 

 

 

Researcher contact information: 

 

Gloria Colleen Lily Winston 

Email: [email address] 

Telephone: [phone number] 
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APPENDIX K: FACE-TO-FACE INTERVIEW QUESTIONS 

1. Which methods of communication provide the most benefit to you? Why? 

2. Thinking about building on your strengths, what are all the ways you can imagine to 

make the existing communication at JFSC better? Within your team? Between teams? 

With the leadership team? 

3. What three strategies does your team use to support teamwork? 

4. How could team members support each other to enhance teamwork and collaborative 

efforts? 

5. How could the JFSC leadership team support you in your teamwork and collaborative 

efforts? 

6. Imagine bringing forward three recommendations to nurture and sustain a strong 

collaborative team. What would those recommendations be? 
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APPENDIX L: FACE-TO-FACE INTERVIEW CONSENT FORM 

My name is Gloria Colleen Lily Winston, and I would like to invite you to be a part of a research 

project that I am conducting. This research project, Teamwork and Collaborative Capacity, is 

part of the requirement for a Master of Arts in Leadership Degree at Royal Roads University. My 

credentials with Royal Roads University can be established by calling Dr. Niels Agger-Gupta, 

Acting Program Head, MA-Leadership, School of Leadership Studies, at [phone number] or 

[email address]. 

 

The purpose of my research project is to determine how Jewish Family Service Calgary can 

enhance teamwork and collaborative capacity within their organization to meet organizational 

goals. The research will consist of a 40-minute face-to-face interview and the foreseen interview 

questions will refer to teamwork and collaborative capacity and may be as follows: 

 

1. Which methods of communication provide the most benefit to you? Why? 

2. Thinking about building on your strengths, what are all the ways you can imagine to 

make the existing communication at JFSC better? Within your team? Between teams? 

With the leadership team? 

3. What three strategies does your team use to support teamwork? 

4. How could team members support each other to enhance teamwork and collaborative 

efforts? 

5. How could the JFSC leadership team support you in your teamwork and collaborative 

efforts? 

6. Imagine bringing forward three recommendations to nurture and sustain a strong 

collaborative team. What would those recommendations be? 

 

In addition to submitting my final report to Royal Roads University, I will share my research 

findings with the research participants and the Executive Director of Jewish Family Service 

Calgary. Please note, that a copy of the final report will be published. A copy will reside within 

Royal Roads University, within the National Archives of Canada, a copy will be available online 

through UMI/Proquest and the Thesis Canada portal and will be publicly accessible. Access and 

distribution will be unrestricted and may be used in journal articles, books, presentations and on 

the Jewish Family Service Calgary website. 

 

Information will be recorded through hand-written notes and digitally recorded using a voice 

recorder to ensure ideas and words are captured accurately. Information, where appropriate, will 

be summarized in anonymous format in the body of the final report. At no time will any specific 

comments be attributed to any individual; specific comments will be coded to ensure anonymity, 

not names will be included in any documentation. All documentation will be kept strictly 

confidential. All individuals (the Researcher and the Research Team) involved in the analysis of 

the data will be required to sign a confidentiality agreement beforehand. All data, data files, 

notes, recordings, and signed consent forms will be locked and stored in a secure location. All 

electronic data will be password-protected and retained on a secure computer in a secure 
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location. Upon completion of this action research project, all stored data will be appropriately 

destroyed no later than December 31, 2011. 

 

The Researcher and Research Team are aware that relationships with our participants may create 

bias within our research. In order to mitigate the possibility of conflict of interest, any identified 

conflict will be disclosed immediately. If you, as a participant feel that there is a conflict of 

interest, please disclose your concern to any member of the Research Team and immediate steps 

will be taken to manage the conflict. Alternatively, you may declare the conflict and end your 

participation at any time. 

 

You are not compelled to participate in this research project. Participation in the research project 

is entirely voluntary and will have no effect upon your employment or advancement. If you do 

choose to participate, you are free to withdraw at any time without prejudice by notifying the 

Researcher and this information will be held in confidence. If you choose to withdraw after 

participating, it may not be possible to remove your contributions as they will be interconnected 

among the information from other participants. If you choose not to participate in this research 

project, this information will be kept confidential. Your responses and participation will assist in 

the development of the open-ended questions and analysis technique for the third cycle of action 

research, a focus group. 

 

Thank you for your consideration of this action research project. I welcome your questions about 

any aspects or concerns about this research project. Please feel free to contact me at the number 

listed below. If you would like to participate, please complete the attached Interview Consent 

Form, scan and email it directly to the address noted below. 

 

By signing this letter, you give free and informed consent to participate in this project. 

 

_______________________________ _____________________ ____________ 
 

Name (Please Print)    Signature   Date 
 

 

Researcher contact information: 

 

Gloria Colleen Lily Winston 

Email: [email address] 

Telephone: [phone number] 
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APPENDIX M: FOCUS GROUP QUESTIONS 

1. Of the themes and subthemes revealed, as leaders, where do you see possibilities to: 

improve face-to-face communication, enhance teamwork and collaborative capacity, and 

build relationships within the organization? 

2. What changes could this leadership team recommend? 

3. Are there any obstacles or risks to the recommendation(s)? 

4. How do we mitigate these risks? 

5. Who needs to be involved? 

6. Who will lead the change initiative? 
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APPENDIX N: FOCUS GROUP CONSENT FORM 

My name is Gloria Colleen Lily Winston, and I would like to invite you to be a part of a research 

project that I am conducting. This research project, Teamwork and Collaborative Capacity, is 

part of the requirement for a Master of Arts in Leadership Degree at Royal Roads University. My 

credentials with Royal Roads University can be established by calling Dr. Niels Agger-Gupta, 

Acting Program Head, MA-Leadership, School of Leadership Studies, at [phone number] or 

[email address]. 

 

The purpose of my research project is to determine how Jewish Family Service Calgary can 

enhance teamwork and collaborative capacity within their organization. The research will 

consist of a 90-minute Focus Group session. The Focus Group session will include open-ended 

questions. The foreseen questions will refer to teamwork and collaborative capacity. This 

research methodology is a very interactive and participative process that is centered on various 

aspects of teamwork and collaborative capacity. This style of research relies on the input and 

participation of stakeholders who have an interest in the well being of Jewish Family Service 

Calgary. 

 

In addition to submitting my final report to Royal Roads University, I will share my research 

findings with the research participants and the Executive Director of Jewish Family Service 

Calgary. Please note, that a copy of the final report will be published. A copy will reside within 

Royal Roads University, within the National Archives of Canada, a copy will be available online 

through UMI/Proquest and the Thesis Canada portal and will be publicly accessible. Access and 

distribution will be unrestricted and may be used in journal articles, books, presentations and on 

the Jewish Family Service Calgary website. 

 

Information will be recorded using a voice recorder and members of a Research Team will 

record data on a laptop and flip charts. Information, where appropriate, will be summarized in 

anonymous format in the body of the final report. At no time will any specific comments be 

attributed to any individual. All documentation will be kept strictly confidential. All data, data 

files, notes, flipcharts, recordings and signed consent forms will be locked and stored in a secure 

location. All electronic data will be password-protected and retained on a secure computer in a 

secure location. Upon completion of this action research project, all stored data will be 

appropriately destroyed no later than December 31, 2011. 

 

The Researcher and Research Team are aware that relationships with our participants may create 

bias within our research. In order to mitigate the possibility of conflict of interest, any identified 

conflict will be disclosed immediately. If you, as a participant feel that there is a conflict of 

interest, please disclose your concern to any member of the Research Team and immediate steps 

will be taken to manage the conflict. Alternatively, you may declare the conflict and end your 

participation at any time. 

 

You are not compelled to participate in this research project. Participation in the research project 

is entirely voluntary and will have no effect upon your employment or advancement. If you do 

choose to participate, you are free to withdraw at any time without prejudice by notifying the 
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Researcher and this information will be held in confidence. If you choose to withdraw after 

participating, it may not be possible to remove your contributions as they will be interconnected 

among the information from other participants. If you choose not to participate in this research 

project, this information will be kept confidential. All data, data files, notes, flipcharts, 

recordings and signed consent forms will be locked and stored in a secure location. All electronic 

data will be password-protected and retained on a secure computer in a secure location. Upon 

completion of this action research project, all stored data will be appropriately destroyed no later 

than December 31, 2011. 

 

During the Focus Group process, due to the format, individual privacy and confidentiality cannot 

be offered therefore participants will be asked to treat all information as confidential and not to 

be shared outside the group. The researcher will make every effort to ensure that the protection 

of individual identities is honored and respected. In addition, part of the Focus Group process 

includes a debriefing on the findings of the round table discussions as well as outlines of the 

action plans created. Your responses and participation will assist in the development of the open-

ended questions and analysis technique for the third cycle of action research, a focus group. 

 

Thank you for your consideration of this action research project. I welcome your questions about 

any aspects or concerns about this research project. Please feel free to contact me at the number 

listed below. If you would like to participate in the Focus Group, please complete the attached 

Focus Group Consent Form and bring it with you to the Focus Group session. 

 

By signing this letter, you give free and informed consent to participate in this project. 

 

___________________________________ _________________________ ____________ 
 

Name (Please Print)    Signature    Date 

 

 

Researcher contact information: 

 

Gloria Colleen Lily Winston 

Email: [email address] 

Telephone: [phone number] 

 

 

 


