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ABSTRACT 

The purpose of this research was to explore how a medium-sized, not-for-profit social services 

organization could strategically engage culturally diverse women in Canada between the ages of 

30–50 in activities that would help to achieve the organization’s strategic objectives. Research 

was related to determining the current state of engaging this population and the actions SOS 

could take to enhance engagement. Action research involved staff, volunteers, donors and 

representatives of other organizations. Research findings revealed a connection between 

engaging stakeholders and growing the organization, in particular engagement through dialogue 

on issues associated with orphaned and abandoned children using methods that address the 

diverse preferences of this population. Recommendations included targeting corporate marketing 

and communication efforts to create meaningful interactions, creating messages centred on 

issues, and developing organizational capacity to strategically plan and manage this kind of 

stakeholder engagement. This study was of minimal risk and adhered to RRU Ethical Guidelines. 
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CHAPTER ONE: FOCUS AND FRAMING 

A powerful brand that portrays the mission can increase funding, public awareness, 
consumer confidence, and donor support. In addition, it can unite an organization’s 
employees and supporters around your mission and goals. (Bosc, 2002, p. 29) 

This chapter provides context for the inquiry topic. Specifically, the characteristics of 

SOS Children’s Villages Canada (SOS Canada) are described along with the context within 

which it operates. The main research question and subquestions are introduced. It also outlines 

how I became interested in this particular topic, the significance of this inquiry to a variety of 

stakeholders, and the possible consequences to SOS Canada of not exploring these opportunities 

now. 

SOS Children’s Villages International is an independent, nongovernmental social 

development organization, which has been active in the field of children’s needs, concerns, and 

rights since 1949. Its activities focus on neglected and abandoned children and orphans, as well 

as disadvantaged families (SOS Children’s Villages Canada, n.d.d). SOS Children’s Villages 

International provides long-term child protection services through SOS children’s villages in 

more than 130 countries, including Canada. SOS Canada is a small organization with a 

fundraising mandate to support the programs and services provided through the international 

organization. The number of children raised in SOS Children’s Villages was a key performance 

indicator for the international organization, with a current goal of one million children by 2020 

(L. Brittain, personal communication1, November 1, 2012). Revenue growth was the primary key 

performance indicator for SOS Canada and pressure from head office to improve fundraising 

performance in Canada has intensified due to a significant increase in the global demand for safe, 

                                                 
1 All personal communications in this report are used with permission. 
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healthy places for orphaned and abandoned children to live and due to a decrease in available 

financial capital resulting from global economic instability. 

As a sales organization, the roles, processes and organizational structure shaped 

fundraising activities and staff priorities. The desire to achieve ambitious strategic revenue 

growth objectives presented a leadership challenge for SOS Canada with regard to establishing a 

trusted visible brand that resonated in the Canadian market and inspired people to engage with 

the organization. Revenue growth required access to new sources of capital (e.g., financial 

donations and people involvement), and SOS Canada was not well known nationally despite a 

40-year presence in Ottawa and the establishment of children’s villages in Nova Scotia and 

British Columbia as part of the children’s aid system. Laidler-Kylander, Quelch, and Simonin 

(2007) stated that a “brand must be flexible enough to embrace three evolving objectives: 

enhancing fundraising, ensuring the implementation of the organization’s mission, and 

expanding the future scope of the organization” (p. 261). Head office roles, processes, and tools 

were all focused on achieving the fundraising mandate, and there was a desire to expand the 

operational focus to achieve broader strategic goals (B. McBride, personal communication, April 

5, 2013). Kaplan (2002) suggested that it is necessary for an organization like SOS to understand 

the various internal “levers” that can help them achieve their desired impact in the marketplace. 

One of these levers for SOS Canada was to increase the effectiveness of a national support 

network. More specifically it required finding new ways for staff and volunteers to engage 

stakeholder groups in ways that help the organization achieve strategic goals. Research revealed 

many different definitions of engagement, so for the purposes of this research it was defined as 

an individual’s emotional and intellectual commitment to an organization (Shaw, 2005, p. 6). It 

is characterized by what Maslach, Schaufelli, and Leiter (2001) defined as energy, involvement, 
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and efficacy, demonstrated through opportunities for people to contribute to long-term and short-

term solutions to issues such as child protection in the countries SOS Children’s Villages serves. 

Finding innovative ways for SOS Canada to establish and leverage valuable support networks 

could create a competitive advantage in the Canadian market and help to differentiate the 

organization from other fundraising nongovernmental organizations (NGOs). Within the context 

of their strategic plan, SOS Canada needs to decide how they will invest in developing 

organizational capacity to access, build, and employ social capital, which is engaging a network 

of reciprocal, trusting relationships that facilitate cooperation and exchange of valuable resources 

within the Canadian market (Bauer, Guzman, & Santos, 2012; Cropanzano & Mitchell, 2005; 

Kadushin, 2004; Maak, 2007; Marti, 2004; Prell, 2006; Schneider, 2009). In order to do this, 

SOS Canada would need to better understand who to engage, how to engage them, and what may 

need to change within the organization to make it happen. 

I have been a supporter of SOS Canada through financial donations and sponsoring a 

child in the all-Canadian Green Family SOS Children’s Village in Ondangwa, Namibia. In 

developing a professional relationship with Layla Brittain, the Toronto representative, I gained a 

deeper appreciation for the complexities and challenges of sustaining and growing this 

organization as it pursued its global mission. I have always been passionate about addressing 

child protection issues and finding ways to apply my business experience to helping the not-for-

profit sector grow as an important contributor to our Canadian economy. Donaldson (2008) 

differentiated between organizations that advocate out of “self-interest (organizational survival) 

or to create a more inclusive and just society (progressive advocacy)” (p. 34). This action 

research project was designed to help SOS Canada think differently about how they achieve their 

mandate in Canada and to help them to become even more effective, sustainable agents of 
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change in their area of expertise. I was an external inquirer throughout the action research 

process. 

Identifying engagement activities for individuals within a target demographic was the 

subject of this organizational inquiry. In partnership with SOS Canada, I explored the inquiry 

question: What are innovative ways the staff at SOS Children’s Villages Canada can engage 

culturally diverse women in Canada between the ages of 30–50 in activities that help to achieve 

the strategic objectives of the organization? The subquestions in support of the primary question 

were: 

1. What is SOS Canada’s current perspective on their desired social impact in Canada? 

2. What engagement practices are currently in place at SOS? 

3. What types of activities would broaden SOS’ network of culturally diverse women in 

Canada between the ages of 30–50? 

Significance of the Inquiry 

The purpose of this inquiry was to study how SOS Canada engaged key stakeholder 

groups to achieve their fundraising mandate. The focus was specifically on the strategic 

engagement of diverse women ages 30–50 within the Canadian market. These individuals were 

already a significant source of child sponsorship and corporate donations and were recognized by 

the organization as playing a strategic role in helping SOS Canada achieve revenue growth. This 

is supported by Wellman and Frank (2000) who performed multilevel analysis of networks and 

found that “networks containing many women are more likely to provide support over and above 

the likelihood of each individual woman in that network to be supportive” (p. 16). The intention 

of this research was to identify how the organization could become more strategic about how 

they engaged with this important demographic. The organization would then need to determine 
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how to create the organizational capabilities for successfully implementing engagement tactics. 

The benefits of being strategic about generating organizational social capital through 

engagement activities have been explored and documented in research findings and were 

expected to have a positive impact on the organization’s ability to achieve their strategic 

objectives. 

Over the past 10 years, the organization has engaged in various strategic planning 

activities. Boyd McBride, president and CEO of SOS Canada, initiated a fundraising review to 

identify ways to achieve growth objectives that supported his vision of delivering tangible 

benefits to society, as illustrated in Figure 1 (B. McBride, personal communication, April 5, 

2013). 

 

Figure 1. SOS model for delivering benefits to society. 

Revenue growth was historically dependent on external investment from organizations 

within the SOS federation. This is in part due to the constraints not-for-profit organizations have 

with using donation dollars to fund operational activities and growth. Within the context of SOS 

Canada’s current strategic planning process, differentiating the organization in the Canadian 

market in a way that is meaningful to a segment of the market that can strengthen their networks 

of major, corporate or individual donors would require raising greater awareness about the 

organization across the country. The organization has a desire to do more within the reality of 
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their current operating model. The recommendations resulting from research were expected to 

reveal opportunities for the organization to create a more engaged network of diverse women in 

Canada ages 30–50 that could contribute to creating alternative channels of investment for 

revenue growth. Working through a network can enhance organizational credibility, perceived 

legitimacy and funding opportunities for their global programs (Johansen & LeRoux, 2013; 

Mosley, Maronick, & Katz, 2012). Aligning revenue growth with engagement activities would 

require a shift in mindset for the organization, particularly with how they choose to invest in 

strengthening their internal capabilities for developing and sustaining networks of engaged 

stakeholders. The outcome would be creating a more agile, flexible organization that could 

respond faster to the changing market conditions. 

The organizational stakeholders applicable to this research were the paid executive 

leaders, communication and administrative roles, and relationship roles that interact with current 

and potential sponsors, partners, donors and volunteers. Potential benefits for stakeholders 

participating in the research were personal development, renewed engagement in purposeful 

discourse about why sustaining SOS Canada is important, and direct contribution to activities 

that can help to achieve the organization’s growth imperative. The target demographic was also 

considered to be a stakeholder group as individuals in this demographic were already 

contributing financially to the organization and would end up having more reason and 

opportunity to contribute to the growth of SOS Canada. If recommendations for building 

valuable social capital through different kinds of network engagement with this target 

demographic were not addressed, the options for achieving strategic objectives could be limited. 

Without a way to engage the people who can sustain the organization and contribute to 

strengthening its relevance and importance in society, the onus would be on current staff to either 
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do more with less resources or the achievement of strategic goals would remain dependent on an 

influx of investment dollars through partnerships that could further restrict the choices SOS 

Canada could make about how they operate. 

Organizational Context 

Many contextual factors influence how successful SOS Canada is at engaging people in 

the Canadian market. These are related to SOS Canada’s structure, interaction model, culture, 

and business strategy. At the time of this research, SOS Children’s Villages International had 28 

member organizations in 133 countries around the world. The first part of SOS Children’s 

Villages International mission statement was to “provide children in need with a caring, loving, 

and secure family environment where basic needs for food, health, shelter, and education are 

met” (SOS Children’s Villages Canada, n.d.a). This holistic approach to raising orphaned and 

abandoned children by mothers who are trained, paid caregivers within an SOS family setting 

and having these permanent family units exist in a village community, revealed the types of 

stakeholders from different systems they would regularly interact with to deliver services. The 

delivery work of this international organization was summarized as follows: 

559 SOS Children’s Villages and some 400 youth homes for over 80,000 children and 
young people; 614 SOS Social Centres and Family Strengthening Programs for some 
430,000 children and adults; 242 SOS Kindergartens, 194 SOS Schools and 105 SOS 
Vocational Training Centres for more than 158,000 children, teenagers and young adults; 
80 SOS Medical Centres providing over 455,000 treatments per year; In 2011-12 we ran 
Emergency Relief Programs in Somalia, Ethiopia, Kenya, Haiti, Pakistan and India, 
among others, benefitting 1,137,733 individuals. (SOS Children’s Villages Canada, 2012, 
p. 16) 

The second part of the mission stated, “SOS Children’s Villages creates opportunities for 

children to become responsible, contributing members of society by providing Villages and 

community support where stable, nurturing homes exist to meet family, social, emotional, 

physical, and spiritual needs of children” (SOS Children’s Villages Canada, n.d.c), which 
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provides insight into the desired outcome of their services. As a member organization of the 

international federation, SOS Canada was 

SOS Children’s Villages Canada was established in 1969 as a fundraising charity that 

engaged Canadians in raising money to support the work of SOS Children’s Villages 

internationally. Since then, the organization has grown and evolved into a national office with 

staff who continue to do fundraising work across the country and across the globe (SOS 

Children’s Villages Canada, n.d.b). 

There were approximately 13 head office roles, with an organization structure that 

resembled a web of reporting relationships. Formal authority across these internal relationships 

was less prevalent than informal influence, although it was clear that the president and CEO had 

direct accountability to the governing board and, therefore, would have the final say on strategic 

decisions. This operating structure implied a more decentralized model of decision-making, 

which empowered everyone to maximize their capabilities for the achievement of SOS Canada’s 

strategic objectives. Staff relationships were characterized as that of a family, demonstrating 

their core value of healthy families, healthy societies (L. Brittain, personal communication, 

November 1, 2012). 
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Figure 2. SOS Children’s Villages Canada interaction model. 

With regard to internal and external stakeholder interactions, Figure 2 illustrates the 

complexity of SOS Canada’s relationships. It also highlights the separation of the fundraising 

(head office) and service delivery (children’s village) mandates for SOS member organizations. 

Role accountabilities and organizational processes were closely aligned with fundraising 

objectives and individual staff performance was measured accordingly. SOS Canada was staffed 

with people who were passionate about international development work and possessed 

fundraising and communication experience and skills. How staff interacted with the international 

head office, board of directors, honorary board of directors and advisory council impacted their 

ability to influence strategic planning and their ability to influence external stakeholders. 

Volunteers historically played a significant role in the success of service delivery for this 
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charitable organization, demonstrating their belief that “to raise an SOS Village requires the 

efforts of a global village of volunteers who dedicate their time, talents, connections and life 

experience to help raise awareness and funds for SOS Children’s Villages Canada” (SOS 

Children’s Villages Canada, 2012, p. 12). The number of fundraising volunteers across Canada 

varied as they were primarily engaged in governance roles or in ad hoc events and internships. 

The issues and opportunities that face not-for-profit organizations, for example SOS 

Canada’s need for capital growth, can be characterized by what Aronson (1996) described as 

depending “a great deal . . . on the past or on the actions of others, and those stemming from 

ineffective coordination among those involved” (The Systems Thinking Approach section, 

para. 2). At the industry level, the not-for-profit sector is a competitive landscape with many 

organizations addressing similar issues (such as those pertaining to child protection, health, and 

education). SOS Canada set an ambitious 5-year strategic plan, which included significantly 

increasing revenues and improving engagement through advocacy and community activities. The 

strategic planning process was a collaborative effort with the SOS international head office. A 

traditional business approach was used to establish this plan and “competing” large international 

NGOs were used as benchmarks for organizational performance and action planning. The SOS 

international head office influenced the context of this plan, highlighting a gap between the 

traditional approach to fundraising and the need for innovative approaches to creating a 

competitive advantage in the Canadian market. 

Figure 2 illustrates how stakeholder interactions across stakeholder groups were shaped 

by an extensive shared history of mission and global operations. Schein (2010) stated, “Culture is 

pervasive and influences all aspects of how an organization deals with its primary task, its 

various environments, and its internal operations” (p. 17). The regular way people interacted at 



Strategic Approach to Stakeholder Engagement    19 

SOS Canada was “the product of joint learning leading to shared assumptions about how to 

perform and relate internally” (Schein, 2010, p. 21). Network stakeholder engagement is 

supported by Baker (2003) who stated, “You have to collaborate to develop the real power and 

potential of a value web” (p. 53). SOS Canada’s history of service and philanthropy shaped a 

shared principle of the children they serve as being “at the heart of everything” (L. Brittain, 

personal communication, November 1, 2012). The practice of European SOS organizations 

investing in the growth of other member organizations further influenced SOS Canada’s 

corporate culture and operations, creating a more internal view of stakeholder engagement, 

which was focused on SOS member firms and service delivery partners. Similarly, staff-donor 

relationships were established through value alignment, in particular that of staying focused on 

whom they serve. This approach to developing strong ties seemed to contribute to a more risk 

adverse corporate culture at SOS Canada. 

Successful stakeholder interactions would require individuals within the organization to 

see “the enterprise as systems of functions that work together to create value for stakeholders” 

(Leonard, 2013). Therefore, exploring a broader, strategic approach to stakeholder engagement 

and the connection between internal and external engagement practices aligned with the 

organization’s desire to make a broader impact within Canada and abroad. This impact was to 

involve as many Canadians as possible in their work as donors, volunteers or advocates. It was 

expected that the outcomes of this research would primarily impact head office staff and the 

volunteer leadership group (board of directors) as the assessment and implementation of 

recommendations would occur within the context of their strategic plan. The director of 

communications would most likely feel the greatest impact, and he was primarily responsible for 

developing and delivering on strategic plans related to communications, public relations, brand 
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and advocacy for the organization. It was expected that the outcomes of this inquiry could help 

to inform the types of programs that could be included in those plans. 

Systems Analysis of the Inquiry  

All organizations sit within larger systems-industries, communities, and larger living 
systems. In one sense, it is illogical to think that the well-being of a company can be 
advanced independent of the well-being of its industry, its society, and the natural 
systems upon which it depends. (Senge, 2006, p. 342) 

Systems thinking enables an organization like SOS Canada to see their role in influencing 

stakeholder behaviours and filling social service gaps as part of a large complex problem. The 

systems perspective emphasizes the relationship among a system’s parts, rather than the parts 

themselves. As Aronson (1996) explained, “This means that instead of isolating smaller and 

smaller parts of the system being studied, systems thinking works by expanding its view to take 

into account larger and larger numbers of interactions as an issue is being studied” (The Systems 

Thinking Approach section, para. 1). The stakeholders illustrated in the SOS Canada interaction 

model (see Figure 2) and further analyzed in the SOS Canada stakeholder analysis (see Appendix 

A) were associated with each of the systems illustrated in Figure 3. 

These stakeholder groups indicate a wide range of socioeconomic status and distribution 

of power. Therefore, the individual and shared values of external financial donors and partners 

can influence the way SOS Canada operates, including the organization’s ability to advocate on 

important issues, influence policies and shape stakeholder networks. How individuals and groups 

with influence answer the questions depicted in Figure 3 has direct implications on the ability of 

SOS Canada to achieve the desired social impact of their fundraising activities. Therefore, 

helping stakeholders see the ‘big picture’ of solving an issue and not just their part of it would be 

important. 
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Figure 3. SOS Children’s Villages systems diagram. 

Note. Adapted from Problem picturing [Video file] by Ideasresearch [Screen name], (2010, July 
28). Retrieved from http://www.youtube.com/watch?v=YHONXvSyHa8&feature=youtu.be 

From a political perspective the approach and cost of delivering services in SOS 

Children’s Villages was impacted by the global situation for families and children, the decisions 

made by foreign governments and the available resources in communities where SOS Children’s 

Villages have been established. This in turn puts pressure on the fundraising organizations to 

grow revenue to support the increasing costs of delivery. The value placed on children within the 

different societal and cultural contexts that SOS Children’s Villages operates also impacts the 

availability of financial and human capital for the organization. For instance, Canada’s 

philosophy of creating healthy families, protecting children and raising orphaned and abandoned 

children, which is evident in how the country addresses child poverty and related issues, impacts 
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the relevance and optics of SOS Canada within their own borders. This can impact how willing 

Canadians are to engage with and support the organization. 

Within SOS Canada people understood the value they brought to the team and were 

passionate about their efforts to raise awareness and funds for the work of the international 

organization. There were high levels of trust between staff and positive working relations, which 

were evident in low turnover. Executive staff and volunteer board of director members also had 

good working relationships as evident in their ability to make strategic decisions and support 

staff in creating action plans that contributed to achieving strategic objectives. With respect to 

the children’s villages they supported, SOS Canada’s connections to the various systems 

depicted in Figure 3 were primarily through the international head office. Within Canada, their 

system interactions were focused on raising funds through government, corporate and private 

donors. 

Chapter Summary 

This chapter explained the context for studying the inquiry topic at SOS Canada. This 

organization was well respected internationally for its long history in providing a quality solution 

to significant global issues. In order to achieve their growth objectives within Canada they have 

an opportunity to better understand and strengthen stakeholder relationships that generate 

valuable resources for the organization. Creating a competitive advantage for raising funds 

within a crowded social sector in Canada will minimize their dependency on investment from 

SOS member firms and enable them to be more relevant and agile in the Canadian marketplace. 

In the following chapter, I will explore the key theories and concepts that inform research 

activities and data analysis, drawing on academic and practitioner literature. In subsequent 

chapters, I will continue by outlining the inquiry approach used to study how SOS Canada can be 
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innovative in their approach to engaging a target stakeholder group. This document will conclude 

by presenting findings, conclusions, and recommendations from this research. 
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CHAPTER TWO: LITERATURE REVIEW  

The literature review gathered important insights related to the inquiry question: What are 

innovative ways the staff at SOS Children’s Villages Canada can engage culturally diverse 

women in Canada between the ages of 30–50 in activities that help to achieve the strategic 

objectives of the organization? First, literature related to organizational social capital as a 

strategic objective is reviewed. In this context, building social capital for the organization 

requires engaging with networks of key stakeholders that can generate value for the organization. 

Then the topic of organizational stakeholder engagement, particularly as it relates to the 

stakeholder group in question, is explored. 

Topic 1: Organizational Social Capital 

At SOS Canada the broader context and significance of this inquiry is the strategic 

planning process and many authors concur that a strategic focus on developing social capital can 

positively impact the viability and sustainability of not-for-profit organizations (Baker, 2003; 

Bauer et al., 2012; Bushnell, Bergthold, & Agger-Gupta, 2002; Chenhall, Hall, & Smith, 2010; 

Cohen & Prusak, 2001; Hitt & Ireland, 2002; Marti, 2004; McElroy, 2002; Schneider, 2009; 

Svendsen, Abbott, Boutilier, & Wheeler, 2001). Strategic planning is, among other things, about 

determining where to focus finite organizational resources to achieve the greatest gain. 

Identifying and balancing the various drivers of a strategic plan (both financial and nonfinancial) 

has received greater focus in public, private, and not-for-profit organizations. Hitt and Ireland 

(2002) underscored this idea by stating, “While financial resources contribute to strategic 

flexibility, more important is a firm’s knowledge and capabilities which are based primarily on 

human and social capital” (p. 11). Numerous authors comment on the importance of taking a 

resource based view of how an organization deploys scarce resources to create value; suggesting 
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this is done by creating links between competitive success and resources (including tangible and 

intangible assets, relationships and competencies), preserving and building financial, human and 

social capital and ultimately focusing on what the firm has versus what the firm does (Hitt & 

Ireland, 2002; Marti, 2004; Svendson et al., 2001). 

This literature review includes findings from research performed with social economy 

and profit maximizing organizations as both contexts provide insights into understanding the 

importance of taking a strategic approach to engaging with a particular demographic or 

stakeholder group. Research reveals many different definitions and applications of the term 

“social capital” depending on the discipline it is being viewed from (e.g., sociology, economics, 

anthropology, or psychology), the focus on interpersonal or intergroup interactions, and the use 

of an internal or external organizational perspective. The authors reviewed agree that social 

capital is generated by building and managing networks of social relationships that are of value 

to individuals or organizations (Bauer et al., 2012; Kadushin, 2004; Maak, 2007; Marti, 2004; 

Prell, 2006; Putnam, 2000; Sagawa & Jospin, 2008). There were no counter arguments to this 

idea found in the literature review. This definition reinforces that the network is where value is 

created and, therefore, 

Organizations should look at the networks that their institutional and individual 
contributors are enmeshed in, seeking to understand and develop them further . . . a 
review of major donor literature indicates that major donors are best cultivated through 
developing long-term, reciprocal relationships . . . the same pattern is true for volunteers 
as they come through community networks and organizational ties more often than 
simply through individual interactions or volunteering web sites. (Schneider, 2009, 
p. 655) 

Fundraising organizations need relationships with supporters who trust in both their 

operations and output. Maak (2007) commented on the desired outcome of network engagement 

and said, “Social capital is as essential for the well-being of communities as it is for individual or 
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organizational success” (p. 332). The idea that social capital creates value for those who are in an 

organization’s network as well as beneficiaries who are not directly involved, lends itself to 

exploring the connection between social capital and social impact. If social capital is understood 

to be the personal and business networks of an organization that exhibit patterns of reciprocal, 

enforceable, trust-based relationships and provide access to valuable resources (e.g., ideas, 

influence, information, opportunities, services, capabilities, volunteers, or funding) that an 

organization can use to achieve desired strategic goals, than social impact can be understood as 

the effect an organization’s strategic activities have on the social fabric of the community (or 

market) in which it operates and the well-being of stakeholder groups. There was a lack of 

available research findings specific to the social capital of fundraising organizations (as distinct 

from service delivery) in the not-for-profit sector. 

Stakeholder theory emphasizes the importance of defining which individuals or groups 

need to be a part of an organization’s network. The focus of this inquiry is on one market 

segment that most closely identifies with the work of the organization and has both the 

willingness and capability to provide different types of support. Generating social capital in large 

part depends on forming networks and there is an underlying assumption that in creating network 

relationships stakeholders are both impacted by and can influence the success of an organization. 

Prell (2006) concluded there was agreement among the researchers in her review that the 

strength of social capital “lies in the notion that relations make a difference in the way 

individuals and groups perform the sorts of resources they acquire, and their general well-being” 

(p. 4) and that the data from her own research “shows how social relations, trust and resources 

are strongly related and that larger networks composed of week ties tend to place one in a better 

position for both giving and receiving various types of resources (p. 18). Boutilier (2009) 
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suggested that a 2-level approach to network analysis is necessary because “it pays attention to 

both individual stakeholders and the networks they form through their interactions” (p. 4). This 

individual versus group perspective is an important consideration for most concepts related to 

this inquiry, in particular social capital and stakeholder engagement. Ultimately, having the right 

stakeholder networks for the type of work an organization performs can create a competitive 

advantage in the marketplace. The work of Svendsen et al. (2001) supported this idea by 

suggesting, “Stakeholder relationships create competitive advantage in terms of reputation, 

expanded markets and opportunities, and brand value . . . a dense network of relationships 

provides resources and information necessary for the development of new markets and 

opportunities” (p. 9). The challenge becomes how to measure the amount of social capital an 

organization creates and the impact of stakeholder relationships on achieving strategic 

objectives. 

Although authors may not all agree on how to integrate social capital objectives into the 

strategic planning process or how to develop valuable networks with target groups, I did not find 

research that spoke to the contrary on the benefits of social capital for not-for-profit 

organizations. Understanding what social capital can mean to a fundraising organization like 

SOS seems to be of particular relevance to the demographic in question, so the first topic to be 

explored is social capital as an organizational strategic objective. 

Social capital as a strategic objective 

Many authors agree on the importance of strategy in not-for-profit organizations, since it 

guides organizational behaviour and determines operational outcomes (Akinbola, 2006; Cohen & 

Prusak, 2001; Kaplan, 2002; Marti, 2004; Svendsen et al., 2001). The specific ways that not-for-

profit firms operate in the social sector presents unique challenges for successfully adapting to 
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changes in their operating environment. Understanding the different types of resources an 

organization has or needs to be successful can help to create a more agile organization. Marti 

(2004) supported this by stating “recent strategy theorists suggest that intangible resources and in 

particular core competencies and relationships, are the most important critical drivers of 

sustainable competitive advantage” (p. 427) 

Organizational social capital places emphasis on relationships as a valuable resource. A 

strategic objective of developing social capital aligns with this broader resource-based view of an 

organization and acknowledges that “the three types of capital [social, physical and financial] 

always go together because access to physical and financial capital is always done through social 

capital” (Marti, 2004, p. 436). A not-for-profit organization’s strategic choice to build inter-

organizational linkages and networks is an adaptive strategy to enhance the resources required 

for the organization to survive (Akinbola, 2006, p. 269). Mosley, Maronick, and Katz (2012) 

explored the organizational factors influencing the adoption of different adaptive tactics during 

times of economic uncertainty; their research revealed that the more not-for-profit organizations 

needed certain resources, and the more they depended on external entities for those resources, the 

more likely those external entities would influence how and when an organization adopted 

adaptive tactics (pp. 283–284). Making strategic choices about scarce resources requires social 

firms to balance the needs of their internal and external stakeholders. Therefore, it is also 

important to understand the impact and influence of different stakeholder groups on the 

organization, particularly within the context of the strategic planning process. 

Targeting network engagement at stakeholder groups that can help an organization 

achieve strategic objectives informs the type of structure, roles and interactions that would 

provide the most value for the organization. Cohen and Prusak (2001) stated, “Networks and 
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communities are at once the source and shape of social capital in organizations, the primary 

manifestation of cooperative connections between people. Analyzing them reveals information 

about existing social capital; supporting them encourages social capital growth” (p. 55). From 

the perspective of organizational social capital, individuals are viewed as part of networks of 

agencies and communities rather than as independent actors” (Schneider, 2009, p. 656). This is 

of particular importance to how SOS can be strategic in engaging diverse women ages 30–50 

across Canada. It is not just a one-to-one relationship with each woman; it is access to their 

community network ties as well. Boutilier (2009) stated, “Social movements are stakeholder 

networks. The community is the stakeholder network and the corporation is one player in the 

network” (p. 59). Therefore, analyzing SOS Canada’s network also includes understanding the 

organization’s role in the network. Organizational behaviour within the network can create both 

the dependencies and opportunities that shape strategic choices. 

This idea of analyzing networks suggests the importance of being able to measure social 

capital as a strategic objective. Prell (2006) wrote, “In the world of not-for-profit organizations, 

an organizational actor might very well make highly strategic choices on whom to form ties with, 

as time and energy for ‘networking’ needs to have a clear payback” (Section 11.3). Adopting the 

right strategic performance measures is something Kaplan (2002) described as requiring a shift 

in focus from what the organization plans to do (mission or mandate) to what it intends to 

accomplish (social impact). A balanced scorecard has become popular as a way to align business 

activities to the strategy and monitor performance of strategic goals over time. This measurement 

system has the flexibility to include different types of nonfinancial performance indicators such 

as relationship-based metrics. For example, if the strategic plan for SOS Canada is only built 

around the mandate and vision of raising more funds in Canada than all measures would be 
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financial in nature. Kaplan (2002) suggested if the strategic plan is built on a desired social 

impact, such as SOS Canada creating life-long change agents across Canada who raise awareness 

about the work of the organization and the issues this organization seeks to address, the result 

would be identification of new operational levers that could be pulled in order to achieve the 

fundraising mandate and different strategic measures (p. 5). The research of Marti (2004) 

focused on the social capital benchmarking system as a means to identify the relevant factors and 

criteria that allow the best network construction for a specific business activity (p. 434); the 

intent of social capital benchmarking system is not only to benchmark core capabilities but also 

the underlying resources that make such organizational capabilities possible (p. 438). The 

expanded value added statement (EVAS) captures the contribution of its multiple stakeholders to 

the value created by nonprofits (Mook, Richmond, & Quarter, 2003). Regardless of approach, 

using measures to assess the value of all resources available to an organization makes it visible to 

all stakeholders. 

Although there doesn’t seem to be agreement yet among researchers on the best form of 

measuring nonfinancial strategic objectives, there are options that can help an organization track 

the growth of social capital. A limitation of the available research is a lack of findings related to 

the connection between engagement activities such as advocacy campaigns or community-based 

work and fundraising outcomes. This is significant to medium-sized fundraising organizations as 

ultimately measurement systems would inform how the organization chooses to invest in raising 

all forms of capital, including engagement activities that can generate networks of relationships 

that contribute to achieving strategic goals. 
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Ways to generate social capital 

This inquiry topic seeks to better understand what actions organizations like SOS Canada 

can take to create a valuable network of diverse women ages 30–50. Mosley et al. (2012) 

concluded that organizational efforts to start or expand activities that create a more influential 

voice and organizational presence in the marketplace is an adaptive tactic for resource dependent 

organizations like SOS, where “survival hinges on the ability to acquire and maintain scarce 

resources” (p. 283). Determining the kinds of organizational activities that could create the 

conditions for achieving this type of strategic objective first requires an understanding of the 

different dimensions of social capital. 

A number of authors referred to the research of Nahapiet and Ghoshal (1998) with regard 

to the three dimensions of social capital they identified as useful when putting the development 

of social capital theory into practice (Boutilier, 2009; Chenhall et al., 2010; Maak, 2007; Marti, 

2004; McElroy, 2002; Svendsen et al., 2001; Weisinger & Salipante, 2005). These dimensions 

are structural, cognitive, and relational. Within the context of this inquiry, addressing the 

structural dimension requires an organization to explore how their network looks and operates 

(that is where and how they occur as well as the strength and intensity of those relationships). 

This has been raised as a challenge for organizations, noting a research gap in coming up with 

concrete ways to identify the patterns of connections and defining characteristics of the social 

system or network (McElroy, 2002). 
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Figure 4. Network depiction of social capital as bonding, bridging, and linking at SOS Canada. 

Stakeholder relationships within networks are consistently described in research as 

patterns of bridging, bonding and linking social capital. Figure 5 illustrates the application of 

Boutilier’s (2009) network depiction of social capital as bonding, bridging, and linking (p. 60) to 

SOS Canada. The figure indicates how these different types of social capital can be generated 

through the configuration of stakeholder relationships. Diverse women, ages 30–50 across 

Canada, are represented as the local-level network. The kinds of relationships present within this 

network—that is bonding, bridging, and linking connections—can be identified by looking at the 

characteristics of these relationships. 

Thomas (2002) described the kind of relationships necessary to generate social capital, 

which are those characterized by belonging, trust, respect and cohesion (p. 10). McElroy (2002) 

took this idea further by stating, 

Social capital points to the value of relationships between people in firms and between 
firms and other firms. Trust, reciprocity, shared values, networking and norms are all 
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things that, according to social capital theory, add value in a firm, or between firms, by 
speeding the transfer of information and the development of new knowledge. (p. 31) 

For instance, shared values are particularly applicable to bonding relationships and 

Bussell and Forbes (2002) highlighted how research suggests that values are a primary motivator 

for many volunteers (p. 249), which is the exchange of human resources. This suggests that 

providing individuals in SOS Canada’s target demographic with attractive opportunities to act on 

or express shared core values and beliefs will help to generate social capital within that network. 

Linking social capital as illustrated in Figure 5 is vertical bridging, reflecting the 

hierarchies present in a network. This can be necessary when “community networks are 

embedded in regional and national networks which, in turn, are embedded in global networks 

(Boutilier, 2009, p. 62). Linking activities could be partnering with the government to fund 

specific programs, partnering with an international head office in strategic planning and 

investment funding or through connections with advisory boards. The research of Wellman and 

Frank (2000) revealed that it is the nature of the network (network composition, network 

structure, and cross-level effects of the composition and characteristics of people in the network) 

that facilitates capitalization on supportive ties (p. 19). Nahapiet and Ghoshal (1998) further 

stated, “The fundamental proposition of social capital theory is that network ties provide access 

to resources” (p. 252). 

With all of these dimensions and network patterns in mind, one of the key indicators of 

network structure for SOS Canada would be the frequency, type and outcome of communication 

with the target demographic of this inquiry. For instance, bonding communication would be very 

frequent and characterized by value alignment; something that could describe the bilateral 

relationship SOS Canada has with each child sponsor in this demographic. Communicating 

through a spokesperson could also contribute to bonding relationships between individuals and 
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the organization as a spokesperson reinforces value alignment and encourages engagement 

through financial support of the work of SOS Children’s Villages. Bridging communication, or 

the exchange of what Boutilier (2009) described as “information, influence and solidarity” 

(p. 61), can be done by identifying an individual or group that is respected by different 

stakeholders and can create ties that bind for the good of the organization. Mosley et al. (2012) 

suggested that expanding or starting a joint program through collaboration and starting or 

expanding advocacy involvement are both potential bridging tactics that can be adopted during 

times of financial uncertainty (pp. 287–288). Both types of bridging activities can open channels 

to additional funding opportunities through new relationships with stakeholders or through 

advocacy, which helps to ensure that the work of an organization remains on the public agenda. 

Often funding partnerships are an act of linking (as well as bonding) for an organization as there 

is generally a need to tap into existing power hierarchy to access funds. 

The cognitive dimension of social capital is about understanding how the different actors 

in the network think and how closely they share language, values, goals, and visions of the 

future. In particular, organizations would be interested in how stakeholders think about the 

activities that occur within a network. Just as there may be a distinct set of common values and 

norms across the demographic in question for SOS Canada, how the organization thinks about 

establishing and maintaining relationships may lend itself to more bonding or bridging type 

activities. For instance, the research of Foster and Meinhard (2005) found that “women’s 

organizations in Canada are significantly more likely than gender –neutral organizations to have 

bridging collaborations” (p. 152). This finding suggests that how people think about human 

connection shapes the relationships they form. 
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With regard to the relational dimension of social capital, “Stakeholders act as gatekeepers 

to the resources firms need—relationships enable flow and use of resources. Organizations need 

the ability to build and sustain trustful, reciprocal relationships” (Svendsen et al., 2001, p. 14). 

Bauer, Guzman, and Santos (2012) described the conditions an organization needs to create for 

this dimension to succeed by suggesting that their relationships and networks “stem from strong 

links (bonding social capital) or weak links (bridging social capital) which allow their aims to be 

attained and which generate trust and reciprocity. [These relationships and networks] likewise 

stimulate economic relationships” (p. 446). Although there was no research found that made a 

direct connection between generating more social capital and raising more funds for an 

organization, the previous statement implies that deeper connections and engagement with 

stakeholders can create economic relationships by stimulating a desire to support the work of a 

not-for-profit organization through time and money. An example of this would be the 

relationship that volunteer board of director members have with the organization and the extent 

to which they tap into their own network to raise funds. Influence-oriented activities are relevant 

when building a strong support network, particularly with respect to establishing a trusted brand 

in the marketplace that represents a promise that is kept—further establishing trust with 

stakeholders (Laidler-Kylander, Quelch, & Simonin, 2007). Using stakeholder engagement as a 

way to build greater trust, collaboration and cooperation across diverse stakeholder groups is 

further explored in the next topic of organizational stakeholder engagement. 

Overall, the reasons for an organization to include the development of organizational 

social capital as a strategic imperative is clear; how an organizations in the not-for-profit sector 

can achieve this goal requires further research. Baker’s (2003) comment that “the amount of 

social capital for an organization depends heavily on the quality, quantity and nature of personal 



Strategic Approach to Stakeholder Engagement    36 

and business relationships among stakeholders” (p. 12) reinforces the key elements of where an 

organization needs to place its focus when creating valuable networks. This is of particular 

relevance from a leadership perspective. Authors who focused on strategic leadership as it relates 

to building human and social capital for organizations seem to agree on the idea that leaders need 

to take an integrative approach, that is integrating bridging and bonding tactics with stakeholders 

to build social capital and integrating resources leveraged from both internal and external 

resources to create greater value for organization (Hitt & Ireland, 2002; Maak, 2007). Although 

research on social capital is still limited, there is agreement across the findings included in this 

review around the idea that just as other forms of capital require investment dollars, social capital 

requires an investment of resources in human relationships in order to grow (Bauer et al., 2012; 

Cohen & Prusak, 2001; Kadushin, 2004). Creating engagement opportunities that form valuable 

relationships for the organization is the focus of the next topic on organizational stakeholder 

engagement. 

Topic 2: Organizational Stakeholder Engagement 

This literature review explores what it means for an organization to engage with 

stakeholders in ways that serve a specific strategic purpose. As previously indicated, “Social 

capital networks are more than simply connections; they are ties that people and organizations 

use over time to get access to the resources they need. These ties are reciprocal, enforceable, and 

durable” (Schneider, 2009, p. 647). So how does an organization create those types of ties that 

bind stakeholders across their networks? In order for SOS to create a valuable network of diverse 

women in Canada between the ages of 30–50, research highlighted the importance of the 

following: clarifying which aspects of their message and work resonate with a market segment 

and inspires or motivates them to engage with the organization’s network as a donor, volunteer, 
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or advocate; and, exploring how the organization creates and supports engagement activities that 

leverage stakeholders and the networks they bring (Bhalla, 2011; Cohen & Prusak, 2001; Dees, 

1998; Sagawa & Jospin, 2008; Saks, 2006; Studer & von Schnurbein, 2013). 

Focusing communication on a particular market segment helps an organization tailor 

their message in ways that speak to the needs and preferences of a particular demographic. 

Information exchange can be two-way, for instance soliciting input and feedback from the target 

market through network activities can increase the effectiveness of communication efforts. In 

addition, communication messages with a call to action around a particular issue or idea provides 

both reason and purpose for engagement with stakeholders. Saks (2005) asserted, “Engagement 

is not an attitude, it’s the degree to which an individual is attentive and absorbed in the work of 

an organization” (p. 602), which suggests that the goal of information exchange is to better 

understand the characteristics and needs of a target demographic in order to make it easy for 

them to interact with a not-for-profit organization as part of their daily lives. 

Segmenting the market or classifying stakeholder networks also helps an organization 

better understand what motivates stakeholder participation in their networks. Studer and von 

Schnurbein (2013) highlighted research that “applied methodologies from the field of marketing 

to volunteer research introducing the idea of segmenting volunteers within the volunteer market 

and several studies that provided evidence that different organizations attract different types of 

volunteers” (pp. 419–420). The motivation of different types of stakeholders may differ 

depending on the role they play in the network, such as a board or community, volunteer or a 

financial donor. For example, SOS Canada has created a network of child sponsors that have a 

bonding relationship with the organization but not with each other. Diverse women in Canada 

ages 30–50 make up a significant portion of the child sponsor stakeholder group, which could 



Strategic Approach to Stakeholder Engagement    38 

indicate these individuals have the financial resources but don’t have the time or haven’t been 

given a meaningful reason to engage with the organization in other ways, including as 

volunteers. Bussell and Forbes (2002) suggested an organization needs to define for themselves 

the four Ws of volunteering—what (definition), where (context), who (characteristics of 

volunteers) and why (motivation)—reinforcing the importance of being deliberate about an 

approach to engagement and making the distinction between people who donate time to a 

specific project for a cause or formally affiliate with an organization (p. 246). 

With regard to defining the purpose and context for volunteering, much of the pressure is 

on the volunteer-involving organizations to move with the times and project an image that will 

appeal to a target demographic (Smith, 1999, p. 377). This requires an organization to be clear on 

the intended outcomes of engagement, particularly as they relate to strategic goals. Bhalla (2011) 

suggested, “For stakeholder engagement to be meaningful and mutually satisfying, the company 

needs a basis for focusing and channelling stakeholder interests and passions” (p. 66). Creating 

an environment within which engagement activities occur involves understanding how corporate 

culture and staff and volunteer relations impact the attraction and retention of volunteers. In 

addition, understanding how to structure roles and processes to support social exchange activities 

is also important to determine if the form of network exchange is relational or transactional 

(Cropanzano & Mitchell, 2005, p. 888). Understanding how to create an environment conducive 

to engagement highlights a research gap as more studies to date have examined the relational 

aspects of engagement, such as social exchange theory, with little to no attention on the 

processes of social exchange, such as becoming a donor or volunteer (Bussell & Forbes, 2002; 

Cropanzano & Mitchell, 2005). How an organization uses communication to engage with a 

stakeholder network is examined first. 
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Communicating for stakeholder engagement 

This literature topic explores organizational stakeholder communication as the medium 

for attracting and engaging stakeholder networks. The nature of interactions with stakeholders 

can influence their decision to engage and existing research indicates that personal contact with 

trusted individuals along with messages that are tailored in both content and delivery to meet the 

needs of a target demographic are both important considerations (Adkins, 1999; Bhalla, 2011; 

Bussell & Forbes, 2002). Effectively communicating the mandate and mission of the 

organization is of primary importance as research indicates “the most important organizational 

feature influencing the attractiveness of volunteering is the organization’s aim” (Studer & von 

Schnurbein, 2013, p. 420). Adkins (1999) supported this by stating that organizations must “give 

balanced emphasis to the business and the cause and communicate to all the stakeholders in the 

appropriate way, leveraging all communications tools and opportunities as appropriate” (Chapter 

25, Communication, para. 1). Creating a call to action about the cause that elicits a response 

requires communication channels that are conducive to two-way communication with the 

organization and across stakeholder groups. 

Determining what motivates a particular demographic to take action on information 

received from an organization also informs the appropriate delivery channels and communication 

tactics. Communicating the right message to the right audience in the right way creates 

resonance, and research suggests that individuals who engage in the process of resonance 

actively pursue interesting activities that allow them to live an authentic life by expressing core 

values and beliefs and passing them on to others (Bussell & Forbes, 2002; Newburg, Kimiecik, 

Durand-Bush, & Doell, 2002). Performing a stakeholder analysis to reveal the traits and 

characteristics of people within a particular demographic can help to craft the right message. In 
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addition, exploring the different forms of how individuals engage with a not-for-profit 

organization, for instance time, expertise or money, can provide greater clarity on the types of 

engagement opportunities that create resonance. For example, with regard to diverse women in 

Canada between the ages of 30–50, it would be important for SOS Canada to understand what 

communication practices inspired them to connect with organization. Bussell and Forbes (2002) 

cited how several studies found volunteering to be gender specific (p. 248) with higher 

engagement levels from females than males, although age and type of activity were variables that 

impacted the likelihood to volunteer. This is reflected in the results of Statistics Canada’s (2012) 

“Caring Canadians, Involved Canadians: Tables Report 2010,” which revealed that women ages 

35–55 engage in the highest total annual volunteer hours and percentage of total volunteer hours. 

Understanding the attitudes or motivating factors that encourage and support this type of 

behaviour helps to inform the nature and timing of network communication. 

Choosing the appropriate methods to deliver messages to targeted stakeholders requires 

an understanding of the needs and preferences of the intended receiver. For instance, Bhalla 

(2011) suggested that multi-way interaction between organizations and customers reaches full 

potential “when customers are able to interact with one another on their own terms, and the 

company sponsoring the engagement chooses to facilitate, not control the proceedings” (p. 57); 

achieving multi-way interactions includes engagement through social media sites as there is 

“increasing evidence to suggest that people access social media sites not just to meet their 

personal and social needs, but also to interact and engage with companies and their brands” 

(p. 65). Spreading messages word of mouth through personal relationships is an import medium 

as research has made connections between how much social capital an individual has through 

their own networks and their tendency to volunteer, suggesting “social contacts usually 
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encourage volunteerism, either by direct request or setting an example” (Haski-Leventhal, 2009, 

p. 283). Communication plays an important role in establishing relationships and facilitating the 

exchange of valuable resources within organizational networks, which in turn creates 

interpersonal attachment. How an organization can make this happen is the focus of the next 

topic. 

Operationalizing stakeholder engagement 

The ability to attract and retain valuable support networks through a process of 

engagement means organizations need to determine “interventions that can create a sense of 

obligation and leads individuals to reciprocate with higher levels of engagement” (Saks, 2006, 

p. 614). What these interventions are and what types of resources are exchanged between actors 

in a network is in part determined by the desired outcomes. Research has put forward various 

ideas that can help organizations understand why people engage with not-for-profit 

organizations. Social exchange theory suggests that people give their time to help others in order 

to receive something in return such as prestige, social approval, or the attainment of social or 

development goals. Social exchange theory “illustrates that obligations are generated through a 

series of interactions between parties who are in a state of reciprocal interdependence” (Saks, 

2006, p. 603). This application of reciprocal relationships places emphasis on the rules of 

exchange, which Cropanzano and Mitchell (2005) argued go beyond reciprocity and negotiated 

agreement to include other rules such as altruism that can influence different socioemotional 

outcomes and different types of resources being exchanged. 

SOS Canada focuses strategic planning and the allocation of organizational resources on 

economic outcomes that address individual and corporate financial needs. In contrast, research 

suggests that volunteers engaged with not-for-profit organizations like SOS Canada desire more 
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socioemotional outcomes “that address one’s social and esteem needs” (p. 881) and, therefore, 

would have different resource exchange rules or expectations. Insights on the predictors of 

engagement for a target demographic that are within the organization’s control can inform 

decisions on how to shape the experiences of donors, volunteers, or advocates for different types 

of engagement activities. 

Volunteering research suggests the importance of considering multiple levels of analysis 

(i.e., individual, interpersonal, organizational, and broader societal levels) for different stages 

(i.e., antecedents, experiences, and consequences) in the life course of volunteers (Hustinx, 

Handy, & Cnaan, 2010; Saks, 2006; Studer & von Schnurbein, 2013). For instance, approaching 

engagement from the individual perspective could include opportunities that allow people to live 

their dreams and “enjoy the process of expanding one’s self out in the world in an authentic 

way” (Newburg et al., 2002, p. 252) or to fulfill their own development needs through “short-

term volunteering assignments or discrete task-specific volunteering projects, which commit 

them to particular tasks or times rather than a long term commitment to an organization” 

(Hustinx et al., 2010, p. 79). Taking an individual needs-based approach to stakeholder 

engagement would also shape the content, timing and delivery of messages to stakeholders with 

potentially significant implications on how an organization delivers the function of 

communication. The interpersonal perspective could reveal the nature of reciprocal relationships 

between an organization and its network, which highlights the potential need to change internal 

interactions that could affect the experiences of volunteers at the staff, people leader and board 

levels. 

The idea raised by Cropanzano and Mitchell (2005) that “exchanges alter the nature of 

relationships and relationships alter the nature of exchanges” (p. 888) is supported by various 
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authors who explored variables related to the individual (sociodemographic variables and 

personality traits), the context (i.e., industry or sector), and the encompassing social norms and 

values, and institutions with which people align themselves (Bussell & Forbes, 2002; Gagné, 

2003; Haski-Leventhal, 2009; Studer & von Schnurbein, 2013). Research findings on prosocial 

behaviour engagement suggest that if organizations want to create conditions that enable people 

to act prosocially, that is to act in ways that benefit other people, they will need to create social 

structures (such as value creating networks) that fulfill the basic psychological needs of 

autonomy, competence and relatedness (Gagné, 2003, p. 220). For instance, internal staff 

engagement and organizational engagement of volunteers often occurs because people feel they 

have specific skills that benefit an organization (Bussell & Forbes, 2002, p. 249). Core 

competencies can be built through training and development and through networked 

relationships that allow access to the core competencies of other individuals or organizations; 

this could include partnerships with organizations or individual virtual volunteering where 

people provide a specific skill set to complete a task (Hustinx et al., 2010, p. 79). The challenge 

for organizations is often around how to manage the tension between a desire for autonomy and 

relatedness. Hustinx, Handy, and Cnaan (2010) suggested, “Volunteer activities are embedded in 

interpersonal relationships with other volunteers, paid staff, and recipients of the services, as well 

as in specific organizational programs and settings and broader societal characteristics and 

dynamics” (p. 79). Creating positive engagement experiences are in part achieved through 

healthy, trusting staff and volunteer relations. 

In their literature review of organizational factors affecting volunteers, Studer and von 

Schnurbein (2013) highlighted the importance of recognizing and addressing the potential 

conflict that can emerge between paid staff and volunteers. This can occur because volunteers 
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and paid staff constitute different resources for the organization, and different perceptions exist 

about the nature of the relationship between them (e.g., with respect to work quality standards 

and the balance of power; p. 414). Misalignment between these organizational resources can 

create barriers for engagement whereas alignment can differentiate an organization in the 

marketplace by creating access to needed resources. Alignment as it pertains to stakeholder 

engagement is essentially a function of leadership. Researchers have described this in terms of 

how responsible or strategic leader’s relationships with internal and external stakeholders keep 

the organization in synch with the many stakeholders around it; leaders both encourage their own 

people to strengthen their network ties to external stakeholders and build community within the 

organization and they act as the broker and facilitator of external stakeholder relationship that 

can create competitive advantage for the organization (Hitt & Ireland, 2002; Maak, 2007). 

Chapter Summary 

This chapter reviewed the literature that informed the application of research methods 

and analysis of data for this inquiry. Social capital research, particularly as it pertains to not-for-

profit organizations in the social sector, is still quite new and, therefore, has little consistency in 

research methodology and findings. Despite those differences, findings have sparked general 

agreement with the idea that when organizations are strategic in their approach to investing in the 

development of individual and group or networked relationships it can have a positive impact on 

the organization’s success in the marketplace. There was also consistency in connecting 

stakeholder engagement with an organization’s ability to generate internal and external social 

capital, although there was wide recognition that not all stakeholder interactions and 

relationships produce valuable social capital. There is clearly opportunity to better understand 

what organizations—and, more specifically, what their leaders—can do to create the kinds of 
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relationships that open access to valuable capital through social exchange, particularly within the 

context of organizational networks. This inquiry topic further explores the intersection of 

stakeholder engagement and social capital with regard to a specific market segment that is 

deemed to be an important stakeholder group for SOS Canada. The following chapter will 

outline the methodology used to explore the inquiry topic in partnership with the sponsor 

organization. 
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CHAPTER THREE: INQUIRY APPROACH AND METHDOLOGY 

This chapter outlines the approach taken for completing research in partnership with SOS 

Children’s Villages Canada on the inquiry question: What are innovative ways the staff at SOS 

Children’s Villages Canada can engage culturally diverse women in Canada between the ages of 

30–50 in activities that help to achieve the strategic objectives of the organization? I also outline 

the approach used to address the following subquestions: 

1. What is SOS Canada’s current perspective on their desired social impact? 

2. What engagement practices are currently in place at SOS Canada? 

3. What types of activities would broaden SOS Canada’s network of culturally diverse 

women in Canada between the ages of 30–50? 

Specifically, I discuss the applicability of action research methodology for this study, the 

engagement of project participants, the research methods used, the way data were analyzed, and 

the ethical considerations that were addressed. 

Inquiry Approach 

Action research methodology was used to explore the inquiry topic, which is a 

“collaborative approach to inquiry or investigation that provides people with the means to take 

systematic action to resolve specific problems” (Stringer, 2007, p. 8). The premise of this 

methodology is that all stakeholders who could be affected by the outcomes of research are 

engaged in the inquiry process because “as they rigorously explore and reflect on their situation 

together, they can repudiate social myths, misconceptions, and misrepresentations and formulate 

more constructive analysis of their situation” (Stringer, 2007, p. 11). An appreciative stance was 

the overarching framing of inquiry methods to be incorporated within the action research. 

Appreciative inquiry (AI) is a set of principles applied to research activities, which “allow for an 
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ongoing generative conversation amongst practitioners and researchers” (Bushe, 2012, p. 10). AI 

was described by Bushnell, Bergthold, and Agger-Gupta (2002) as “utilizing a highly relational 

process that is revealing of the positive core of the organization and thus the positive core of all 

its members and constituents when it is applied to guide a deliberate reassessment of 

organizational aspirations” (p. 54). 

The intent of action research methodology is to engage SOS Canada in an open and 

honest dialogue that produces practical knowing specific to their situation and shapes their action 

in the moment as well as their future actions (Coghlan & Brannick, 2010, p. 36). Glesne (2011) 

reinforced the idea that: 

The art and craft of action research include the careful management of research activities 
so that stakeholders can jointly construct definitions of the situation that are meaningful 
to them and provide the basis for formulating effective solutions to the research problem. 
(p. 41) 

The small size and close-knit family nature of this organization lends itself well to an 

empowering, participatory approach to research and to change readiness through engagement in 

the “look” (Stringer, 2007, p. 40) and “think” (p. 40) cycles of the organizational action research 

process. Overall an action research approach allowed me to engage with SOS Canada as a 

research facilitator rather than a directive or expert outsider, enabling their acquisition of 

knowledge to be a collective process (Stringer, 2007, p. 11). 

Integrating AI principles into the action research methodology enabled key stakeholders 

across SOS Canada’s network to appreciate and follow the good energy of the organization while 

infusing valuable information and perspectives into the research process. The application of the 

AI principles to this research methodology included; creating research questions for individual 

and group interviews that reflect the constructionist principle, emphasizing the importance of 

language and conversations in socially creating SOS’s world; approaching research methods as 
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both an intervention and change catalyst for participants as per the simultaneity principle; co-

creating the inquiry topic and questions for each method with organization representatives in 

order to direct their attention to areas of desired change that could benefit from ongoing study 

and learning as per the poetic principle; ensuring that the answers from one research method 

informs the questions and dialogue of the next method to create a clear image of the future to 

fulfill the anticipatory principle; and finally creating research activities and interactions that build 

momentum for change through positive affect and social bonding resulting in positive outcomes, 

as per the positive principle (Centre for Appreciative Inquiry, 2013). The appropriateness of 

applying an appreciative stance to this inquiry with SOS Canada is further supported by findings 

from Bushnell et al. (2002) that revealed, “The process associated with Appreciative Inquiry is 

particularly supportive of the relational and affirmative qualities of work in the nonprofit sector” 

(p. 52). 

Applying social constructionism to this research context, specifically the idea that 

research only makes sense within a community of discourse, and that social science research in 

particular constructs the world it studies (Bushe, 2012, p. 7), ultimately determined the choice of 

inquiry methods used during the study. The intent was to facilitate a process that would enable 

SOS Canada’s stakeholder groups, who held different perspectives on the inquiry topic, to jointly 

construct a meaning of the situation that made sense to them all. Stringer (2007) explained this as 

a hermeneutic dialectic process where “new meanings emerge as divergent views are compared 

and contrasted” (p. 41). 

Finally, the framework of human centred design (HCD) was employed for this project to 

shape the sequence of research activities and provide guidance on how participants could 

transform data into actionable ideas within the timelines of the action research project. HCD 
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acknowledges that the people involved in the process are the experts and “they are the ones who 

know best what the right solutions are . . . [human centred design] gives voice to communities 

and allows their desires to guide the creation and implementation of solutions” (IDEO, 2011, 

p. 5). HCD emerged from a design thinking approach to innovation in public and private sectors 

and the HCD toolkit was designed specifically for NGOs and social enterprises that work 

with impoverished communities around the globe. This framework takes a collaborative 

systems approach to designing solutions, integrating qualitative group research methods in a way 

that lends itself to the intended purpose and outcomes of this research project. From IDEO’s 

perspective, 

thinking like a designer can transform the way organizations develop products, services, 
processes and strategy. This approach, which IDEO calls design thinking, brings together 
what is desirable from a human point of view with what is technologically feasible and 
economically viable. (IDEO, 2014) 

A mix of qualitative and quantitative research methods were used to facilitate the action 

inquiry process. This included individual interviews with SOS Canada staff and volunteers, a 

survey of donors in the target demographic and a group cocreation session that focused on 

identifying solutions that address the inquiry topic findings. All of these methods provided an 

opportunity for different, relevant stakeholder groups to connect with SOS Canada and provide 

input to recommendations that staff would ultimately own and implement. 

Project Participants 

The participants in each research method for this inquiry reflected the findings of the 

stakeholder analysis (see Appendix A), which identified who could be impacted by the 

implementation of recommendations from research findings and how much influence these 

stakeholders could have on the process, both internal and external to the organizations—what 

Stringer (2007) referred to as “opinion leaders or gatekeepers” (p. 45). In order to maintain a 
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focus on “collective learning through shared experience” (Nahapiet & Ghoshal, 1998, p. 248), all 

stakeholders were considered when selecting individual participants, with the goal of 

achieving diversity of thought as shaped by age, gender, and culture. Although there was no 

formal inquiry team, the project sponsor and director of communications worked closely with 

me throughout the project due to their role authority, ability to move things forward and 

ultimate ownership of the outcomes of this research. Other staff and volunteers were brought 

in as needed to support the implementation of research methods. The intent was to select for a 

wide range of perspectives and experience with SOS Canada, specifically individuals who 

worked for the organization and who interacted with the organization as representatives of other 

organizations: 

For research meant to inspire new opportunities, it is useful to find people who represent 
“extremes.” Extreme participants help to unearth unarticulated behaviours, desires, and 
needs of the rest of the population, but are easier to observe and identify because they 
feel the effects more powerfully than others. By including both ends of your spectrum as 
well as some people in the middle, the full range of behaviours, beliefs, and perspectives 
will be heard even with a small number of participants. (IDEO, 2011, p. 40) 

Although the target was diverse women in Canada aged 30–50, invited participants were 

men and women to gather different perspectives on the target group. Including this full range of 

perspectives was deemed to be important for informing each subsequent research method. 

Similarly, Nahapiet, and Ghoshal (1998) stated, “Scholars widely recognize that innovation 

generally occurs through combining different knowledge and experience and that diversity of 

opinion is a way of expanding knowledge” (p. 253). In this way, the process was also meant to 

model how SOS Canada would address the recommendations associated with this inquiry 

question. 

Initially the selection of a combined total of 32 project participants across all methods, 

was a more closed, collaborative effort with the project sponsor and director of communications. 
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However, through interview discussions and an interview findings review with the project 

sponsor, director of communications and deputy director participants for the survey and final 

group event were further refined, indicating the use of network sampling that occurs during the 

process of data collection (Glesne, 2011, p. 45). 

For the first method of interviews, operational staff from SOS International (head office), 

SOS USA, and SOS Canada, as well as volunteer members of SOS Canada’s board of directors, 

were identified to participate. Those selected to participate reflected a mix of tenure and 

experience with SOS Canada. Of the nine individuals invited, nine individuals responded and 

completed the interview for a participation rate of 100%. This overwhelming positive response 

seemed to indicate the organization was ready for this conversation and the right method was 

selected to start the action research project. 

The second method of an online survey went to female monthly donors and lapsed donors 

with demographic questions to determine age and cultural background. The online survey was 

sent to 525 women in the SOS Canada donor database—10 active monthly donors and 425 

lapsed monthly donors. Although survey recipients could only be segmented by gender in the 

database, the demographic information provided by respondents revealed that of the eight 

complete answer sets received, six respondents were diverse women ages 30–50. 

Participants for the final group cocreation event were identified through a process of 

tapping into the networks of staff and volunteers. Selected participants were a mix of donors 

(financial or human resource) and staff. Seven of the participants were of the target demographic 

and within the context of the SOS Children’s Villages Canada interaction model (see Figure 2), 

participants represented three stakeholder groups—five from community relations, two from 
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donor relations, two from the board of directors, two from strategy initiator and three from 

annual plan execution and guidance (internal staff). 

As recommendations from research findings could fundamentally change how SOS 

Canada engages with key stakeholders going forward, the focus was on selecting participants 

from stakeholder groups at the operational and strategy levels of the organizational. Therefore, 

no vulnerable populations or individuals with limited capacity were invited to participate in the 

research process. 

Inquiry Methods 

Data collection tools 

Emphasis was placed on using methods of data collection that enabled individual and 

collective learning, systems involvement and clear ownership of outcomes. It was important that 

this was “not simply collecting data, but was also generating learning data for both the researcher 

and the individual concerned . . . Accordingly, it is more appropriate to speak of data generation 

than data gathering” (Coghlan & Brannick, 2010, p. 74). The framework of HCD was selected to 

shape the data generating process for this project and the research methods of individual 

interviews, online survey, and group cocreation event aligned with the phases of the HCD 

framework—hear, create, and deliver. This collection of methods contributed to important social 

analysis of the sponsor organization, which Stringer (2007) stated, “Is imperative for getting to 

know the interacting networks of social groups and identities that cut across the boundaries of 

the formal organization” (p. 49). 

The project was formally launched with the sponsor and director of communications 

through a phone conversation about what the project was trying to achieve (primarily to check 

for understanding and gain buy-in to the thesis proposal), what they could expect in terms of 
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activities and timelines, and what their roles would be throughout the duration of the project. 

Together we confirmed next steps on completing the first research method of individual 

interviews. 

Individual interviews 

The first research method was interviews with individuals who both fit the target 

demographic and could provide a different perspective on the target demographic. The 

purpose of the interview conversations was to “ask about, and listen to, what people themselves 

tell about their lived world, about their dreams, fears and hopes, hears their views and opinions 

in their own words” (Kvale, 2007, p. 2) with respect to the inquiry topic. This was an appropriate 

way to start the research as it created an immediate personal connection between stakeholders 

and the inquiry topic and was a “reflective process that enables the interviewee to explore his or 

her experience in detail and to reveal the many features of that experience that have an effect on 

the issue investigated” (Stringer, 2007, p. 69). Similarly, the researcher was able to enter into the 

process through an informal conversation and close interaction with participants (Glesne, 2011, 

p. 134). 

Interview questions were all open ended, specific questions that probed into various 

aspects of their interactions with SOS Canada (see Appendix B). These questions were 

developed by the researcher and were reviewed by the project sponsor and director of 

communication, an approach that maintained researcher control in determining the direction of 

the interaction, something that Glesne (2011) called a colonizing approach to gathering research 

data versus that of co-constructing knowledge (p. 136). The flow of questions remained the same 

for all interviews, but the semi-structured approach enabled the researcher to “develop new 

questions to follow unexpected leads that arise in the course of interviewing” (Glesne, 2011, 
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p. 134) and probe deeper into responses. As all interview participants were either staff or 

volunteers of SOS Canada, the intent was for each conversation to gather different individual 

perspectives and to uncover two unique understandings of stakeholder interactions with the SOS 

Canada organization. 

Survey 

The purpose of the survey was to include financial donors in the “hear” phase of this 

research as a significant number of current financial donors fall within the demographic of 

diverse women in Canada between the ages of 30–50. Surveys are considered by some to be of 

limited use early on in the action research process as they are prone to “reflect the perspectives, 

interests, and agendas of the research” (Stringer, 2007, p. 78); therefore, this survey was 

introduced later on as a tool for “extending data collection to a broader range of participants” 

(p. 78). Specifically the decision to include the donor stakeholder group in the research process 

was informed by the interview findings, which indicated a need to hear from more individuals 

from the demographic in question. The survey questions focused on how financial donors to SOS 

Canada viewed their engagement with the organization and how they wanted to engage with the 

organization (see Appendix C). In this way, the survey functioned as more than a method of 

collecting information, it became what Coghlan and Brannick (2010) defined as an intervention, 

revealing more about how the organization historically engaged with this population, and 

through the process of creating and deploying the survey, any potential challenges that could 

arise going forward with engaging this stakeholder group in the research process (p. 98). 

In addition to expanding stakeholder participation in the research, there were other 

reasons why the use of a donor survey was appropriate for SOS Canada. First, SOS Canada 

included communication and advocacy goals in their strategic plan, so using a survey fulfilled the 
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need for both qualitative and quantitative metrics to assess interaction with this stakeholder 

group. In addition, the results of this survey could be used to establish a benchmark on their 

engagement with financial donors and inform how they measure the effectiveness of 

communication and engagement interventions over time (Nadler, as cited in Burke, Lake, & 

Pain, 2009, p. 304). 

Researchers have raised issues with using surveys as an action research method, 

specifically issues related to how they are administered, representational sampling as determined 

by response rate and the structure of the survey (Krosnick, 1999; Schein, 2010). First, with regard 

to survey structure, the survey for this research contained both closed and open-ended questions 

that were based on ideas shared through the individual interviews. Closed questions were utilized 

to keep the survey quick and easy, but as Krosnick (1999) highlighted, a number of studies 

suggested, “Open-ended questions in surveys seem to be more viable research tools than 

previously thought” (p. 8). Therefore, open-ended questions were used to probe respondents for 

ideas about engagement as they relate to the inquiry questions. In addition, I initially developed 

the survey questions and then put the draft through a process of review and revision process with 

the director of communications, project sponsor, and deputy director to test how they understood 

or interpreted the questions. 

Second, with regard to representational sampling as determined by response rate, this 

donor survey was kept open for ten days and received a response rate of 2%. With this type of 

probability sampling it may appear that this response rate would jeopardize the validity of 

findings, but Krosnick (1999) argued, “It is not necessarily true that representativeness increases 

monotonically with increasing response rate. Remarkably, recent research has shown that 
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surveys with very low response rates can be more accurate than surveys with much higher 

response rates” (p. 541). 

Finally, the SOS Canada survey was administered using the online Survey Monkey tool 

with an introduction page that provide information about how the survey responses would be 

used by the organization and for the purposes of the research project (see Appendix C). 

Therefore, the survey was self-administered by respondents using a computer rather than 

administered by an interviewer through conversation. Krosnick (1999) highlighted, “Although 

these innovations have clear advantages for improving the quality and efficiency of questionnaire 

administration . . . perhaps technological innovation has gone one step too far, because without a 

live interviewer, conversational questioning is impossible” (p. 8). To address this, the survey was 

timed to occur before the final group method so the findings could be further analyzed, validated, 

and explored through group activities. 

Group participant cocreation session 

The final session was a group participant cocreation session (IDEO, 2011, p. 84). 

Cocreation is about collectively developing deeper understanding and translating that 

understanding into new innovations. The intent was to gather new information and stories 

using a variety of creative group discussion approaches in order to “give objective data about 

the system’s functioning to the system members so that they can change or improve selected 

aspects of the system” (French & Bell, 1990, p. 171). The selection of diverse stakeholder 

representation was intended to achieve the goal of bringing the whole system into the room and 

provide internal and external stakeholders with a forum that “enabled significant dialogue in a 

short time and a high level of participant cooperation and responsibility for action” (Weisbord & 

Janoff, 2000, p. xiv). 
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The agenda for this session was designed to enable participants to collaboratively gather 

ideas and insights, analyze the data as a group, and synthesize ideas to deepen understanding of 

the inquiry topic through an interview matrix activity (see Appendix D). The next step was to 

identify tangible solutions through a “Make a World” (Gray, Brown, & Macanufo, 2010, p. 184) 

activity that created a vision board prototype of the desired future state (see Appendix E), which 

is SOS Canada’s future engagement strategy targeted to diverse women in Canada ages 30–50, 

that could be communicated to others. 

These creative activities were selected as simple strategies and practices that make an 

innovative approach possible for people who aren’t trained as designer to collaboratively explore 

solutions (Gray et al., 2010; IDEO, 2011). Although bringing everyone together for a one-time 

event saved time and travel, Stringer (2007) pointed out challenges that can arise with 

confidentiality and maintaining a safe environment for probing deeper into shared ideas (p. 131). 

This cocreation session was essentially a workshop “with a set of tools and strategies for 

examining things deeply, for exploring new ideas, and for performing experiments and testing 

hypotheses, to generate new and surprising insights and results” (Gray et al., 2010, xvi). In order 

to accomplish these objectives, workshop procedures such as roundtable debriefs and small 

group activities were put in place to encourage all participants to have an “equal opportunity to 

express perceptions and concerns and to have them included in the meeting’s generated 

statements and accounts” (Stringer, 2007, p. 90). 

The agenda included introductions and the placement of participants within the 

interaction model so everyone knew who was in the room. The first activity was an interview 

matrix, which gathered existing knowledge and new perspectives on how to create an engaged 

organizational network of diverse women ages 30–50 in Canada. This approach to group 
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interviewing gave everyone the opportunity to provide input to the same four questions related to 

the inquiry topic and to record and analyze the findings as a group (see Appendix F). The final 

activity enabled participants to prototype a solution by having participants imagine the future and 

take action to create a first version of it. The purpose was to create a vision board of the desired 

future state—that was SOS Canada’s future engagement strategy targeted to diverse women ages 

30–50 in Canada. This community discovery accomplished three primary goals: generated new 

data through individual and group input on the inquiry topic, analyze the information gathered 

to reveal collective insights and themes, and created innovative solutions. 

Study Conduct 

I worked closely with my project sponsor, Boyd McBride, president and CEO for 

directional input and decision-making, and he identified Graeme Burk, director of 

communications, as my primary point of contact for implementing the research methods. The 

three of us informally acted as the inquiry project team throughout the deployment of research 

methods. Graeme was given the responsible for acting on research outcomes and he worked 

closely with me to plan and deploy each research method. 

During the hear phase of data generation, the inquiry process consisted of a series of 

individual interviews followed by a survey. The interview questions included in the proposal 

were reviewed with the communications specialist and piloted with the project sponsor. The 

order of questions was slightly revised as a result of the review and pilot process. Once the 

questions were finalized, the project sponsor and director of communications identified nine 

potential interviewees from SOS Canada’s staff and board of directors. Only a couple of 

individuals within these stakeholder groups fit in the target demographic. The director of 

communications invited these individuals via email on my behalf. Project information was 
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included in the invitation email (see Appendix G) explaining the research project, purpose for 

the interview, the reasons they were selected, and my contact information for scheduling the 

interview. All participants were given the option of being interviewed in person or via phone 

depending on their preference and/or location. All of the selected participants responded within 

a couple of days, and I followed up on each response to schedule the interviews. Once a date and 

time was confirmed, I provided the interview questions (see Appendix B) and a consent form 

(see Appendix H), which outlined “the purpose, aims, use of results, and likely consequences” 

(Stringer, 2007, p. 55) of the project. 

All nine interviews occurred via phone and each interview took a semi-structured 

approach, open to probing and adding questions (Glesne, 2011, p. 102). At the start of each 

interview, I reiterated my role as a student researcher, the purpose of the research project, and 

the details of informed consent, in particular the details of how information would be captured 

by audio recording and transcribed for analysis. This introduction enabled me to address any 

additional questions from participants. Consistent with the AI philosophy of discovery, during 

interviews the participants were asked to reflect on their own lived experience in relation to the 

opportunity being explored and how aspects of their experience impact or affect the opportunity 

(Stringer, 2007, p. 69). Specifically, interview questions concentrated on the storytelling aspect 

of AI, which helped to “to draw out the best of the past, to understand what [participants] 

wanted more of, and . . . set the stage for effective visualization of the future” (Cooperrider, 

Whitney, & Stavros, 2008, pp. 3–4) within the context of the research topic. Each interview 

was recorded and transcribed, and these data were then used to inform content for the donor 

survey and the group cocreation event. 
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The second method used to during the hear phase of this inquiry research was a survey. 

This was an approved change to the proposed methodology, replacing an interview matrix group 

event as the second method. This change in methodology occurred to address a stakeholder gap 

that emerged during interviews, which was engaging donors in the research process who were a 

part of the demographic in question. The survey questions focused on how financial donors to 

SOS Canada viewed their engagement with the organization. I initially developed the questions 

based on knowledge gained from the interviews, and this draft went through a process of review 

and revision with the director of communications, project sponsor, and deputy director. The 

director of communications used the SurveyMonkey tool to put the final version of the questions 

online with an introduction explaining the purpose of the survey, intended use of data, anonymity 

and confidentiality of responses, and the consent process (SurveyMonkey, 2014; see Appendix 

C). Included in the survey introduction was the option of requesting more information about the 

research project, for which an information sheet was prepared (see Appendix I). The online 

survey was sent via email to 525 women in the SOS donor database. Twenty survey invitations 

were returned due to invalid emails. The organization decided to include only active and lapsed 

monthly donors in the survey sample in order to mitigate a potentially negative outcome of the 

survey, defined as donor loss. The survey was kept open for 10 days and nine responses were 

received for a response rate of 2%. With the majority of survey recipients being lapsed donors, it 

seemed their lack of engagement with the organization may have translated into a lack of 

response to the survey. The survey tool provided the raw data and reports that consolidated 

responses for each question using charts and graphs. Further analysis was then done to identify 

themes, which were then compared and contrasted with the interview data findings. 
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Due to some unforeseen events within the organization, both the survey and group event 

were pushed out a couple of months, which meant planning for the “create” phase happened 

concurrently with the analysis of interview and survey data from the hear phase. Initial 

discussion about the participants and approach to the group participatory co-design session 

started in December during the interview findings discussion with Boyd, Graeme, and Dave. The 

process for identifying participants in this session was similar to the interviews, with the 

organization sending invitations (see Appendix J), containing project information and my contact 

details. However, as these were personalized invitations the organization confirmed attendance 

and provided session details on my behalf (see Appendix K). There were a total of 25 invited 

with 15 confirmed to participate and 14 attended. 

The workshop opened with participant introductions, a review of the consent form (see 

Appendix K) and an overview of the agenda. In order to achieve the desired outcome of this 

session, which was to create innovative ways to address the inquiry topic, there were two 

group activities on the agenda. The first activity was an interview matrix activity that gave 

everyone the opportunity to provide input to the same four questions related to the inquiry topic 

(see Appendix F). Participants were given one of the four questions in their welcome package 

and they were directed through the activity as outlined in Appendix D. A debrief that included 

an opportunity to share their experience and ask clarifying questions on what they saw on the 

flipcharts concluded the activity. The second “Make a World” (Gray et al., 2010, p. 184) 

activity encouraged participants to prototype a solution by having participants imagine the future 

and take action to create a first version of it (see Appendix E). Participants were divided into 

three groups and using Bristol board and art materials they created a visual of how to solve the 

“design challenge” of creating an engaged network of diverse women ages 30–50 in Canada. 
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Each group explained their vision and there was dialogue around each vision board and how the 

different ideas related to each other. 

The facilitated dialogue and activities included in this group method were determined in 

advance through discussion with the project sponsor and director of communications in order to 

test how the conversation would be shaped and driven. Information was gathered throughout the 

session using interview worksheets, flip charts, visual pictures, and audio-recording of group 

activity debriefs. The data from this session was analyzed within the same data analysis 

framework as the individual interviews and the survey. 

The final review session with my project sponsor and the director of communications 

established a common understanding of the findings and recommendations in order to 

transition them into the “delivery” phase of taking action on recommendations. It included a 

discussion on next steps for sharing recommendations and preparing an implementation plan 

with the broader leadership team. 

Data Analysis 

As this action research was designed to generate primarily qualitative data gathered 

through different kinds of interaction with participants, it was essential to put checks in place 

to ensure the trustworthiness of data, such that findings “did not merely reflect the particular 

perspectives, biases, or worldview of the researcher and that they were not based solely on 

superficial or simplistic analysis of the issues investigated” (Stringer, 2007, p. 57). This was 

accomplished in a few ways throughout the 6-month action research process. First, multiple 

sources of information, including data from interview, survey, and group discussion research 

methods, were incorporated into the study. This triangulation or “practice of relying on 

multiple methods for obtaining data” (Glesne, 2011, p. 47) provided diversity of stakeholder 
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perspectives for analysis. Second, appropriate channels of communication were established to 

report findings from all methods back to the organization. I made myself available to 

participants who needed an opportunity to debrief their experience with the research activities, 

“focusing on the feelings and responses of the participants rather than the information 

participants provided” (Stringer, 2007, p. 58). Finally, a rigorous approach to data analysis 

was adopted to create meaning from the information gathered and to integrate findings from 

the different research methods. 

The data generated from each research method was analyzed and interpreted according 

to Stringer’s (2007) procedure of categorizing and coding information. The first step was 

reviewing the collected data to become familiar with the content overall. The interview 

transcripts were my first source of data, and I transcribed all of the recordings in order to become 

intimately familiar with the content. This transcription process enabled me to reflect on my own 

subjectivity in terms of what I noticed and to stay alert to my own biases and theoretical 

predispositions when interpreting what I reviewed (Glesne, 2011, p. 211). Through this 

reflection process, I recognized my tendency to create inferences from the data that would lead 

to a solution, and I had to actively manage myself during this extensive review with regard to 

seeing the data for what it was. One of the ways I identified a bias or preconceived notion about 

the data was when I would immediately make connections between the data findings and 

literature review to justify or explain the finding. The review of survey responses was done 

through studying three reports generated by the survey tool, including a PDF view of aggregated 

responses to each question with charts, a PDF view of each individual response the questions, 

and an Excel document containing the raw data for each question by respondent that could be 

sorted for analysis. Data from the group method activities were also reviewed. The interview 
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matrix activity produced sheets with individual responses to each question and flip charts 

containing the themes that emerged from those individual responses. The “Make a World” (Gray 

et al., 2010, p. 184) activity produced vision boards and group debrief discussion notes that were 

transcribed from an audio recording. 

The second step was unitizing the data by identifying the discrete ideas, concepts, 

events, and experiences in their responses (words, phrases, sentences, or sequences of sentences 

that identify the features of significant events or experiences). Initially key ideas from all 

individual interviews, interview matrix, and survey findings were organized in separate charts by 

question, applying the verbatim principle of using terms and concepts drawn from the words of 

participants. A comparison of responses for each question was made, noting the similarities and 

differences in responses. The interview data were generated by two stakeholder groups, paid 

staff and volunteer members of the leadership team (board of directors), and differences in 

responses for each question between the two stakeholder groups were also noted. The survey 

responses reflected input from the financial donor stakeholder group, and the group event data 

reflected input from a variety of stakeholders, so these data were initially unitized as findings 

from separate stakeholder groups. 

The third step was categorizing and coding the data by sorting the units of meaning 

(elements that composed the detailed aspects of that experience) into related groups or 

categories. The groupings were then labelled as an overall dimension. The following dimensions 

emerged through the process of sorting or categorizing units of data from the interviews: 

• Value—worth of organization to society and beneficiaries, worth of staff and 

volunteers to organization, and worth of Canadian organization to the SOS 

international federation 
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• Operations—strategic planning; corporate success measures; internal process 

(fundraising); organizational capital (financial, human and social) 

• Engagement—how interviewees experience meaningful engagement with the 

organization; how the organization creates meaningful engagement with Canadians; 

what engagement with the target demographic could look like 

The survey primarily explored the engagement dimension with some focus on the value 

dimension as a driver of engagement. There were nine survey responses and eight complete 

question sets, with six of those eight respondents being within the target demographic of this 

research. Both a quantitative and qualitative approach to analysis was done with the survey 

results. From a quantitative perspective, survey statistics on responses in total and by question 

were compiled along with demographic statistics on the gender, age, and cultural background of 

respondents. This data further informed applicability of responses to these categories. In 

addition, the online survey contained seven statements that were rated on a 4-point scale from 

strongly agree to strongly disagree. The total potential score for this section of the survey, if 

every response-set had scored maximum points was 224, which was seven questions multiplied 

by the maximum of four points per question multiplied by the eight response sets. A score of 

higher than 168 indicated overall interest in engagement; a score of less than 112 was considered 

minimal to no interest in engagement beyond the current donor capacity. The overall score for all 

response sets for this statement section came to 180 out of 224 indicating overall positive interest 

in engaging with the organization. 

A qualitative review of nine multiple choice questions exploring different characteristics 

or aspects of engagement for the six respondents aged 30–50 revealed the following: only one 

individual had been engaged with the organization for more than 5 years; the majority decided to 
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engage with the organization because of a trusted individual—a mix of spokesperson and people 

they knew; intrinsic motivation to engage with the organization was driven for some by very 

personal life experiences associated with orphaned or abandoned children and a more general 

familiarity with the issues listed in the survey; the majority of respondents wanted to know more 

about those issues; there was a mix of how often these respondents spoke about SOS to others, 

with most selecting sometimes or less; and media played a significant role in raising awareness 

about the organization for this group. The majority indicated they received occasional 

communication from the organization, and the preference for receiving that communication was 

split between mail and email—only one selected social media. All indicated an interest in 

engaging beyond being a donor with the majority of selections being of the in-person kind 

(workshops in my community or trip to the field with SOS). Three also selected media-driven 

messages through the SOS Canada website and blogs. Four of the six expressed a desire to 

volunteer for special events, and two offered specific skill sets. 

The group event also explored the dimensions of engagement and value with a mix of 

stakeholders, specifically what meaningful engagement could look and feel like, how perceived 

value of the organization influences engagement, and what it would take for SOS Canada to 

create an active network of diverse women ages 30–50 in Canada. Words and ideas that emerged 

were: create connections (personal, peer, beneficiary, network of networks); use existing 

structures; target interactions (communication, marketing, supporter); make interaction easy (go 

where they are); listen to donors and respect preferences; be transparent about the work and 

results of the organization (demonstrate impact of support); understand diversity (needs of target 

demographic, methods for engagement); show commitment to political and social issues that are 
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meaningful; and put the work of SOS Canada within the context of the person or community 

being engaged. 

The fourth step was identifying themes that were held in common across stakeholder 

groups by comparing categories and subcategories. Thematic analysis allowed for the isolation 

of important events and processes at SOS Canada that are related to the inquiry topic (Glesne, 

2011, p. 187). The categories were placed on sticky notes and organized into thematic groupings. 

From the interview data, categories emerged three themes that were consistent between staff and 

volunteer board members: strategic tension between the mandate of SOS Canada and the mission 

of SOS International, relationship between stakeholder engagement and organizational growth, 

and communication as a vehicle for differentiation and engagement. 

The survey focused on gathering more information about how the target demographic 

could be engaged, as this was where the interviews revealed the biggest opportunity for further 

input. Therefore, thematic analysis of the survey data focused on identifying the current level of 

engagement with donors and their ideas on how they would like to engage with the organization. 

In particular, the open text responses provided the data for theme identification. The coding 

system established with the first round of data analysis was applied to the survey findings; 

specifically, questions were mapped to either the value or engagement dimensions. The 

responses to open text questions that spoke to the personal and societal value of the organization 

were very aligned with what was heard in the interviews. A number of them articulated the 

bigger picture of the work being done—the story of SOS has resonance in terms of what 

differentiates this organization from others doing similar work. Three key insights emerged from 

the survey. First, respondents differentiated between how they want to be communicated with by 

the organization and how they prefer to engage with issues the organization is addressing. 
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Communication was seen as a one-on-one activity with SOS Canada; however, engaging with 

the social issues being addressed by the organization was seen as a network activity. Second, 

they all supported the growth of the organization, but their responses suggested a lack of 

understanding of how speaking with others and engaging with issues could help the organization 

grow. Third, the value of the organization was brought to life through personal experience and 

interaction with the issues (how to address them rather than a focus on the need). 

Themes from the group method were as follows: fundraising is a relationship activity, 

targeted messages enable meaningful dialogue, engagement is a “pull” marketing strategy (where 

donor or volunteer seeks the SOS brand as a trusted way to address issues that are important to 

them), network connections are complex, and meaning is derived from involvement with the 

organization. 

A comparative analysis of the themes from the individual interview, survey, and 

group event findings explored differences and commonalities or relationships within the 

information gathered. As Glesne (2011) stated, “The coding, categorizing, and theme 

searching . . . is a time when you think with your data, reflecting on what you have learned, 

making new connections and gaining new insights, and imagining how the final write-up will 

appear” (p. 198). These commonalities were reflected as follows:  a relationship exists 

between organizational agility and strategic stakeholder engagement; the perception of 

organizational value for this target demographic is brought to life through dialogue about 

issues and how SOS Canada is addressing them as well as applicability of these issues 

within the Canadian context (a focus on taking action to address issues rather than a focus 

on the need); engagement with SOS Canada requires the organization to create meaningful 

experiences for people; communication needs to be 2-way, and messages need to provide 
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people with something to engage with; and individuals within this target demographic are 

diverse with different preferences and motivations for engagement, so it is important to use 

different vehicles or methods of communicating and engaging. 

The fifth step was organizing a category system, which was “creating a framework of 

relational categories for the data” (Glesne, 2011, p. 195). The research subquestions became the 

framework of relational categories for data from all research methods. This enabled integration 

of findings and alignment of themes with ideas from the literature review. This framework 

helped to reveal the relationships between things and to raise questions about gaps in the 

information provided. The output of this step is outlined in the conclusions section of 

Chapter 4. 

The final step was developing a report framework, which was the combination of 

discussion documents that were used to share research findings with the organization throughout 

the process and the final thesis report (Glesne, 2011, pp. 99–102). Following the analysis and 

interpretation of interview findings, a discussion document was prepared that included the 

following discussion topics: research methodology overview, interview analysis themes, 

interview finding conclusions, and group cocreation session planning. The interview findings 

review session with the project sponsor, director of communication, and deputy director 

provided the opportunity for additional participation in interpreting the data. The outcomes 

of this discussion were a validation of themes and additional input into determining the 

content that would be used for the final large group method, which included the 

following: evidence of what the target demographic does, thinks, and feels about 

interacting with SOS Canada and what innovative solutions for engaging this target 

demographic might look like in practice. 
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Both the formal research methods and the discussions in between were how I spent 

time building sound relationships with participants as contribution to trustworthy data 

(Glesne, 2011, p. 211). I provided an opportunity for people involved in the research to 

confirm that what had been described was what actually happened, in essence reinforcing the 

dependability and confirmability of research outcomes (Stringer, 2007, p. 59). This included 

preparing a detailed description of the procedures for each research method as they occurred 

and a complete “trail” of the data analysis, instruments, and other artifacts related to 

generating data and the data analysis. 

Ethical Issues 

In Canada it is the Tri-Council Policy Statement: Ethical Conduct for Research Involving 

Humans that guides the researcher in “identifying ethical issues in the design, conduct and 

oversight of research and to point the way to arriving at reasoned and ethical response to these 

issues” (Canadian Institutes of Health Research, Natural Sciences, and Engineering Research 

Council of Canada, & Social Sciences and Humanities Research Council of Canada [TCPS], 

2010, p. 8). Each research method that I used had ethical implications to consider; for instance, 

“The human interaction in the interview affects the interviewees and the knowledge produced by 

an interview inquiry affects our understanding of the human condition. Consequently, interview 

research is saturated with moral and ethical issues” (Kvale, 2007, p. 23). This could be said of 

the survey and group methods as well. Potential issues that could arise from stakeholder 

interactions during research were discussed with the organization and addressed in the design of 

the method, the consent process, and the approach to data analysis. As a researcher working with 

people connected to SOS Canada, respect for human dignity is the underlying value 
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demonstrated through the application of three core principles to research activities—the 

principles of respect for persons, concern for welfare, and justice (TCPS, 2010, p. 8). 

Respect for persons 

As appropriate for each research method, all potential participants were given the chance 

to refuse participation. Autonomy in research is “the requirement to seek their free, informed 

and ongoing consent” (TCPS, 2010, p. 9); therefore, those who chose to participate went 

through a process of informed consent to participate, specifically the review and signing of 

consent forms. In addition, it was important to minimize any undue influence with regard to 

participation by authority figures such as the president and CEO of SOS Canada, particularly 

during the recruitment process. This was mitigated by sending invitations through the director 

of communications with me, the researcher, as the main point of contact. I was not an employee 

of the organization so I was able to remain a neutral facilitator of the process for managing 

research activities and addressing any questions from participants. This helped to ensure the 

contributions of staff to research activities were not connected with any organizational 

processes that could impact their position or reputation within the organization. Taking these 

steps provided the consideration that participants were due: “respecting autonomy by giving due 

deference to a person’s judgment and ensuring that the person is free to choose without 

interference” (TCPS, 2010, p. 8). 

Part of the selection process was to ensure all potential participants had full capacity to 

fully safeguard their own interests within the context of this research project. 

Concern for welfare 

The research methodology aimed to “protect the welfare of participants” (TCPS, 2010, 

p. 190) by focusing discussion on opportunities and by generating ideas rather than solving 
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problems. This minimized the possibility of conflict and engaged staff in discussions that aligned 

with broader organizational strategic objectives. In addition, controlling the information about 

participants “according to the free, informed and ongoing consent of the person who was the 

source of the information” (TCPS, 2010, p. 9) demonstrated concern for their well-being in all 

aspects of life. Every research activity included reiterating for all participants the right to 

withdraw from the process at any time and the specific implications of withdrawal on data 

collection. In the case of interviews the data would have been removed; however, with the group 

method, the data couldn’t be removed even if the participant left the group setting. This was not 

an issue that arose during the research process. 

Maintaining strict confidentiality of data was another way of minimizing risk or harm to 

participants. This included coding data to separate participant names from reported information 

and keeping all data in secure places. Any photographs, videos, or sound recordings were stored 

locally on my password-protected computer with a back-up locked away in a safe. Participants 

were asked permission for disposal of media, and they were told how and when this would occur. 

Participants were notified of their right to decline electronic recording. This happened with one 

interview participant and, in this case, the participant’s agreed to a different, anonymous data 

collection method of taking notes and then sharing those notes with the participant for correction 

or clarification. The collection of personal contact information from research participants to 

enable planning and logistics of research methods was gathered through the project sponsor and 

director of communication. Contact information was not shared throughout the duration of the 

project and all related information was scheduled to be shredded and deleted from my computer 

with a third party witness within a month of graduation. 
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Finally, concern for welfare means that researchers “should attempt to achieve the most 

favorable balance of risk and potential benefit” (TCPS, 2010, p. 10) for participants. In this case, 

representatives of SOS Canada actively engaged in generating and analyzing data and in 

identifying recommendations that they will own and implement post-transition. The benefits of 

increasing the engagement of staff and external stakeholders in creating capacity for the 

organization to achieve strategic outcomes outweighed any potential risk of revealing 

information that might have reputational impact on the organization. 

Justice 

Multiple stakeholders were engaged in this research and, therefore, it was important 

to understand the audience with regard to needs and sensitivities, as “treating people fairly 

and equitably does not always mean treating people in the same way” (TCPS, 2010, p. 10). A 

comprehensive stakeholder analysis was part of preparation for individual and group 

activities. 

With regard to equity, this research was structured to distribute “the benefits and 

burdens of research participation in such a way that no segment of the population is unduly 

burdened by the harms of research or denied the benefits of the knowledge generated from it” 

(TCPS, 2010, p. 194). This is a small organization so the risk of people feeling excluded from 

the process was minimal as most staff members were engaged at some point in the process. 

Part of the discussions during transition was addressing how the organization could realize the 

benefits of this research and how the impact of changes within the organization could be 

managed when implementing recommendations. 
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Chapter Summary 

In this chapter, I outlined the approach used to conduct this inquiry. This included an 

explanation of why action research and HCD were appropriate frameworks to use in the study 

of this inquiry topic, and why I chose the interview, survey, and group data collection methods. 

I outlined specifics on how the research methodology was conducted as well as the ethical 

considerations that were made as part of the process. In the following chapters, I will discuss the 

findings that emerged from this inquiry, the conclusions I drew from those findings, and the 

recommendations for SOS Canada to address the opportunity of strategically engaging diverse 

women in Canada ages 30–50. 
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CHAPTER FOUR: ACTION INQUIRY PROJECT RESULTS AND CO NCLUSIONS 

This action inquiry project engaged staff and stakeholders of SOS Canada in an 

exploration of how the organization could more effectively engage culturally diverse women in 

Canada between the ages of 30–50 in activities that help to achieve the strategic objectives of the 

organization. Research methods focused on uncovering what the organization’s current 

perspective was on the inquiry topic, what engagement practices were already in place and what 

types of engagement practices could be undertaken to broaden SOS Canada’s interactions with 

this population in Canada. To attribute quotes to those who were interviewed, I coded each 

interviewee I1 through I9. Survey respondents were coded S1 through S6 and, lastly, any data 

retrieved from the large group method were coded as Group 1, Group 2, and Group 3. In this 

chapter, I outline the findings from the inquiry, discuss the conclusions drawn from the analysis 

of interviews, survey, and large group method, how these findings are informed by the literature, 

and finally describe scope and limitations of these inquiry findings. 

Study Findings 

The findings highlighted in this section reflect the experiences and opinions of staff, 

volunteers, donors and other stakeholder groups of SOS Children’s Villages Canada. The data 

were gathered through individual interviews with staff and members of the board of directors 

(volunteer leaders), a survey of monthly and lapsed donors and a group cocreation event 

involving individuals who have funding, operational, community and volunteer governance 

relationships with SOS Canada. Overall findings across research methods confirmed the 

importance of SOS Canada engaging with the demographic in question to achieve their growth 

objectives in Canada. Interviewee I6 suggested that the population of diverse women in Canada 

ages 30–50 cares about creating global citizens and changing the world in part because their day-
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to-day lives are focused on what SOS Children’s Villages is trying to do around the world, which 

is creating family based care and making long-term commitments to develop healthy, successful 

human beings. Participants of the group method took this idea a step further by explaining how 

women in this demographic are already connected through their professions and personal 

interests, and how mothers in particular bond with the mission of the organization. With this 

validation of the market segment in mind, analysis of the research data across methods revealed 

the following three key findings: 

1. There is a connection between stakeholder engagement and organizational growth for 

this organization. 

2. An understanding of the issues associated with orphaned and abandoned children 

influences the choice of diverse women ages 30–50 to engage with the organization. 

3. Individuals within this population are diverse with different preferences and 

motivations for how they engage with SOS Canada. 

Each finding is discussed in depth, with supporting evidence from the interviews, survey, 

and group event findings and with anonymous direct quotes from all of these research methods. 

Finding 1: There is a connection between targeted stakeholder engagement and 

organizational growth for this organization 

Most interviewees listed organizational growth as a top aspiration for the organization, 

articulated as revenue, scale of operations and impact (number of children cared for in villages). 

Constraints on the growth of SOS Canada were described by staff and board members in terms 

of limited staff and investment funds. As a member firm of the large international NGO, it has 

remained a medium-sized fundraising organization in Canada. Increasing their presence in 

Canada could uncover local growth investment opportunities; however, as interviewee I4 
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remarked, “Engaging Canadians in activities that help the organization achieve its mission is not 

currently an area we excel in and is one of the reasons why we’re going through a strategic 

review.” Interviewee I9 echoed this sentiment by stating, “In terms of truly engaging Canadians 

in our mission it’s a work in progress and something we’re improving on . . . something we need 

to improve on to get more support from Canadians.” Taking a broad approach to increasing 

brand awareness in the market through television media and a celebrity spokesperson campaign 

with Mike Holmes required financial resources from an external investor. Although financial 

results confirmed the campaign increased organizational revenue by adding a significant number 

of child sponsors, responses to the group interview matrix question, “How can SOS Canada 

establish a presence in the daily lives of diverse women ages 30–50 in Canada?” revealed the 

desire to have a spokesperson that more closely represented this demographic. This finding 

highlighted the importance of segmenting the market for access to the most valuable stakeholder 

groups, in this case diverse women ages 30–50, and soliciting their opinions and preferences in 

order to get the highest return on investment for future awareness campaigns. 

There was also evidence of limited input from this stakeholder group into the 

organization’s strategic decision-making process. Women were underrepresented at the staff 

executive (0 of 3) and board of director (3 of 13) levels and, although they made up the majority 

of child sponsors in the SOS Canada database, there was primarily one-way communication 

between the organization and the sponsors in the form of online newsletters and email messages. 

Eighty-one percent of survey respondents from this population either agreed or strongly agreed 

with the statement, “I would like to see SOS Children’s Villages Canada grow so it can support 

the delivery of quality family-based care to many more orphaned and abandoned children around 

the world.” However, when correlated with responses to the question, “How often do you talk 
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about the work of SOS to others?” which were either “sometimes” or “not at all,” there appeared 

to be a lack of connection made by these respondents between organizational growth and their 

individual efforts to generate support for SOS Canada within their own social and professional 

networks. 

To measure the interest of women donors in engaging with the organization, the online 

survey contained seven statements that were rated on a 4-point scale from strongly agree to 

strongly disagree, depicted in Table 1. Eight completed response sets were received. The total 

potential score for this section of the survey was 224, which was calculated as seven questions 

multiplied by the maximum of four points per question multiplied by the eight response sets. A 

score of higher than 168 indicated overall interest in engagement; a score of less than 112 was 

considered minimal to no interest in engagement beyond the current donor capacity. The overall 

score for all response sets for this statement section came to 180 out of 224 indicating overall 

interest in engaging with the organization.  
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Table 1 

Donor Engagement Survey Summary Scores 

 

The online survey also revealed respondent interest in doing more than giving money. 

There was a 71% positive response to the question, “I would like to contribute to growing a 

strong SOS Children’s Villages Canada in other ways,” followed by responses to the question, 

“If you agree with the previous question, please select the ways you would like to contribute to 

growing the organization in Canada.” Responses indicated preferences for volunteering for 

special events (4 out of 6 in the target demographic) and providing a specific skill set (2 out of 6 

respondents in the target demographic). These preferences aligned with those provided by 

interviewees about their reasons for joining the organization as staff or volunteer and in their 

descriptions of peak experiences with the organization, highlighting how opportunities for 

engagement create relationships that generate value for the organization. For instance, 

interviewees described how board members who spent time in the field demonstrated greater 

efforts to open their network to the organization, field visits by staff increased their commitment 

Question
Total % 
score

Strongly 
Disagree

Disagree Agree
Strongly 

Agree
Total Points 

out of 32

1 point per 
response

2 points per 
response

3 points per 
response

4 points per 
response

Q9 SOS Children's Villages is different from other child-
centered, nongovernmental organizations.

81% 6 2 26

Q10 I understand how SOS Children's Villages works with 
children at risk.

84% 1 7 1 27

Q11 I understand the issues associated with abandoned and 
orphaned children and children at risk around the globe.

78% 1 5 2 25

Q12 I would be interested in learning more about the issues 
affecting the children and families at risk that SOS Children’s 
Villages serves.

78% 1 5 2 25

Q14 I would like to see SOS Children’s Villages increase its 
visibility with the Canadian Public.

88% 4 4 28

Q15 I would like to see SOS Children’s Villages Canada grow 
so it can support the delivery of quality family-based care* to 
many more orphaned and abandoned children around the 
world. 

81% 1 3 4 26

Q17 I would like to contribute to growing a strong SOS 
Children’s Villages Canada in other ways

72% 1 7 23
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to the organization and to achieving fundraising goals, and special events opened up new 

networks for raising funds. 

The role engagement played in a not-for-profit organization successfully achieving their 

mandate was further explored during the group interview matrix activity using the question, 

“What has been a meaningful engagement experience with a not-for-profit organization?” The 

responses to this question highlighted activities that contributed to improving the capacity of not-

for-profit organizations to operate, including the use of their skills, knowledge and expertise for 

operational purposes and exposing them to the work they do and to the beneficiaries of that work 

in order to create passionate advocates for the organization. The opportunity for SOS Canada to 

engage women in these types of activities was identified by I4 who identified a need for 

“expanded opportunities for volunteer engagement because we’re still a small organization and 

we have to be conscious of our fundraising ratio . . . we should think about how new engagement 

opportunities for Canadians can really help if we can get a message out to the critical mass to get 

engaged.” In addition, I7 commented, 

The whole organization needs to bring what we’re doing in the field better and more 
clearly to Canadians . . . dialogue and communication that brings the feeling and reality 
on the ground back to Canadians so they can be involved. 

Creating a major advocacy initiative that increases SOS Canada’s profile and influence 

within the development community of Canada and gives them an active voice on maternal and 

child health discussions and an active voice on the children’s rights forums was cited by many 

interviewees as a key success factor for growing the presence of the organization in Canada. 
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Finding 2: An awareness of issues associated with orphaned and abandoned children 

influences the choice of diverse women ages 30–50 to engage with the organization 

Individuals from the different stakeholder groups consistently cited alignment with the 

mission of the organization and a personal connection with the issues associated with orphaned 

and abandoned children as the motivation to affiliate with SOS Canada. Similarly, many staff 

revealed in interviews how they started with the organization as volunteers or interns, motivated 

by an interest in international work and a personal belief in the delivery of quality, long-term 

family-based care. With regard to the board of directors, I9 recognized, “Our most engaged 

leadership volunteers have a personal experience with an SOS village . . . you can’t engage 

people if you’re not that into it.” Similarly, meaningful engagement was also defined by 

participants of the interview matrix activity as “seeing the work first hand—being able to feel the 

work, the reality of it, interacting with those being helped, engagement with locals to determine 

issues and seeing the organization’s results—that your work or money is making a difference in 

the organization.” Group commentary on making fundraising a meaningful engagement activity 

further highlighted the importance of defining the challenges or issues and providing clarity on 

how much support is needed to address the issue (e.g., SOS Canada wants to support x number 

of children this year and it costs x dollars to raise a child in a village; therefore, the goal is to 

raise a total of x dollars). 

The survey also revealed a connection between a respondent’s desire to be engaged and 

their understanding of the issues driving the need for SOS Children’s Villages and Family 

Strengthening programs worldwide, aligning with I7’s statement: “It’s not good fundraising to 

not show what the issues are that we’re trying to solve.” Survey responses to the question “Why 

is it important to you to help the organization achieve the mission statement below?” revealed 
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individual understanding of how the SOS Children’s Villages model addresses broader issues, 

such as “A loving start to life is our best hope for an equitable, safe, and healthy future” (S2), 

“Growing positive community helps everyone and spreads the positive movement” (S1), “I think 

every child deserves a safe home, where he/she feels wanted and loved” (S4). More specifically, 

five of the six respondents within the target demographic agreed or strongly agreed with the 

statement, “I understand the issues associated with abandoned and orphaned children and 

children at risk around the globe,” with four of those five describing the issues in their own 

words. All five indicated an interest in finding out more about the issues outlined in the survey, 

including child poverty, maternal and child health, child protection, education, and strengthening 

families. It is unclear if the outlying disagree response to this statement was the intended 

selection or an error (see Table 1). 

The majority of interviewees commented on the need for messages to be issue centred, 

clarifying the issues associated with orphaned and abandoned children as both a national and 

international concern. Interviewee I9 made the local connection by stating, “Kids often come out 

of our foster care system not having received everything they need to thrive and survive in 

society . . . just because related issues stay pretty hidden in Canada doesn’t mean it doesn’t exist 

here.” Interviewee I8 summarized the issue-centred approach by stating, 

Currently this organization only communicates for fundraising but it can be a different 
story when we say we have an opinion about a problem or issue. If we haven’t 
communicated about advocacy topics externally than of course there is nothing for people 
to engage with. 

Findings from all of the research methods suggest that external engagement requires 

more than brand recognition or presence in the marketplace. Interviewee I7 stated that in order to 

greatly increase our presence, footprint, engagement—multiple ways of saying the same 
thing—in Canada, it is more than brand awareness. We need to better engage and have 
Canadians actively involved but first they need to know who we are. 
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SOS Canada has been operating for 40 years in Ottawa, and the tenure of many staff and 

board members was on average greater than 5 years. However, five of the six survey respondents 

within the target demographic had been a supporter of SOS Canada for less than 5 years. 

Responses to the group interview matrix question, “How can SOS Canada establish a presence in 

the daily lives of diverse women ages 30–50 in Canada?” reinforced the idea of creating a bond 

between people that’s more of a long-term relationship and recognizing that people are 

tangentially involved and, therefore, the organization could network out from those who know 

what SOS does and have them engage with others about the work of SOS Canada. There was 

general agreement across the research method findings that understanding and relating to the 

issues associated with child welfare and child protection created a personal connection with the 

work of SOS Canada and, as I2 stated, “Advocacy can only help with fundraising—the more 

committed and engaged they are with the organization the more they are inclined to donate.” 

Although this research did not prove a connection between advocacy and financial support, the 

survey results suggested a connection between understanding the issues that are central to the 

mission of SOS Canada and a desire to engage with the organization beyond making a financial 

donation. 

Finding 3: Individuals within this population are diverse with different preferences 

and motivations for how they engage with SOS Canada 

Both the challenge and opportunity associated with the diversity of women in the target 

population was raised in all research methods. Comments in response to the interview matrix 

question, “How can SOS Canada establish a presence in the daily lives of women ages 30–50 in 

Canada?” were about targeting communication to the interests of individuals as not all women in 

this demographic are the same. The key differences raised were the role they play in family, 
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community, and work. With regard to family, SOS can use the “mother” role as a way to appeal 

to this population; however, not all of these women are mothers so it would be important to also 

appeal to the idea that everyone has a mother and what SOS Children’s Villages and programs 

do is fulfill parenting needs that aren’t being fulfilled in other ways. The idea conveyed in Group 

3’s vision board was to take that idea of parenting a step further by explaining, “Parenting 

doesn’t always have to happen by women or mothers, it can be men, Aunts, Grandmas,” so the 

messages need to be about the value of those parent relationships for developing children into 

healthy adults. 

Specific to community and work, the vision board for Group 2 highlighted the diversity 

of this group in terms of culture, occupation, and interests, conveying the idea that 

there are already sub-groups and groups that have come together like the South East 
Asian women’s group of Canada and Francophone women in Quebec, those connections 
are already made but then we can connect those groups together in different ways. Within 
any of those populations you have groups depending on their professions . . . and you can 
build on connections that are already formed based on people’s interests. (Member of 
Group 3, personal communication, January 31, 2014) 

Comments from the interviews supported this idea of culture and gender diversity, with 

I1 stating, “The diversity of Canada and the fact that we work in so many places is a strength,” 

and I6 suggesting, “Women are the keys to the community, within personal social circles and 

within organizations; increasing in influence and power.” Interviewee I8 further commented on 

the diversity of behaviour within this population, suggesting women in their 30s tend to be more 

interested in abstract things preferring to engage in Facebook and something that is more global. 

Whereas 50-year-old women tend to be interested in local things, more concrete things related to 

experiences they had contributing to the community when they were 25 or 30 years old. This 

research did not test differences in preferences or characteristics of women ages 30–50 and could 

be an area of future research to further inform the choices SOS Canada could make about 
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engagement tactics. Group 1 depicted in their vision board the idea that “it’s not just about 

reaching out, it’s about SOS connecting each one of the women within Canada.” If SOS is a 

catalyst for connecting people in this population, group discussion raised the importance of 

identifying leaders and spokespeople with influence in the community and understanding where 

these individuals are within their own networks, in order to get the most uptake from marketing 

or engagement initiatives. Participants in all research methods raised the key challenge of 

making engagement with SOS Canada meaningful in the day-to-day lives of women in Canada 

ages 30–50. 

Overall the importance of making it easy for this population to engage with SOS Canada 

was raised in both interviews and the group method. For example, I6 stated, “The most success 

with engaging this demographic is in the workplace when it’s a part of their job,” which is a 

sentiment echoed in the group interview matrix comment that the workplace is the common 

denominator for SOS Canada establishing a presence in the lives of this population. The most 

consistent suggestion made in interviews, the survey and group discussion was to understand and 

respect the donor’s communication preferences. Interview matrix participants suggested 

providing opportunities to engage this population in conversation by going to where the women 

already are, such as book clubs, social groups, work and family, children’s schools and sports 

activities, geographic areas, and religious venues. They also specified different methods of 

engagement that would enable people to choose their own level of involvement, including 

mobile applications (Skype), internet chat rooms or discussion forums, social media tools, email, 

print media such as local community newspapers, relational databases and/or a spokesperson 

from the population. This aligned with what the survey revealed about the greatest influence on a 

personal choice to engage with SOS Canada, which were media (e.g., television, radio, print ad), 
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followed by a spokesperson and then someone they knew. In addition, answers to the survey 

question, “What is your preferred method of communicating with SOS Children’s Villages 

Canada?” revealed a mix of preferences for mail and email, with only one selecting social media. 

No survey question explored how frequently and by which method respondents preferred to 

interact with issues in a network capacity, which might have revealed different preferences. 

Similarly findings from each research method about what to communicate revealed that 

issues are made relevant to this population through the creation of personal connections. 

Responses to the interview matrix question, “How can fundraising become a meaningful 

engagement activity?” revealed the importance of fulfilling the need for affiliation, such as 

creating links to friends, teams, and co-workers. Meaningful engagement also included providing 

opportunities to give in different ways, developing women as champions for the kinds of 

fundraising activities they’ve determined are appropriate and fit with the work they do, 

addressing how the mission of SOS relates to communities in Canada, and demonstrating sincere 

commitment to issues as they relate to women. Responses to the interview matrix question, 

“What would an active network of diverse women ages 30–50 in Canada look like?” supported 

this idea of utilizing existing structures to build a network of networks where people are bound 

by common interests, such as career, international development or issues associated with 

orphaned and abandoned children. Within this context the roles women could play for SOS 

Canada were identified as advisors, fundraisers, network mobilizers, donors, child sponsors, 

volunteers, information disseminators and educators, and spokespeople. 
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Study Conclusions 

Based on the study findings, and supported by relevant literature, I have drawn the 

following conclusions about SOS Children’s Villages Canada’s engagement of diverse women in 

Canada ages 30–50: 

1. SOS Canada has not fully defined the social impact of their fundraising activities 

within Canada. 

2. SOS Canada has limited engagement opportunities that are meaningful for this 

population. 

3. Communication and marketing efforts that meet the diverse needs of this population 

influence their engagement with SOS Canada. 

Defining SOS Canada’s aspiration with regard to social impact, clarifying where the 

organization will play in the market, and establishing how the organization will win in the 

market through engagement of this target demographic will be discussed in relation to the three 

inquiry subquestions. Each of these conclusions is considered individually in the sections below. 

Conclusion 1: SOS Canada has not fully defined the social impact of their 

fundraising activities within Canada 

In response to the first subquestion of this inquiry, “What is SOS Canada’s current 

perspective on their desired social impact?” I conclude that SOS Canada has not fully defined the 

social impact of their fundraising activities within Canada. The literature supported the 

importance of not-for-profit organizations understanding what impact they want business 

activities to have in a market and who they are impacting in order to successfully sustain or grow 

operations through the development of valuable stakeholder relationships or social capital 

(Chenhall et al., 2010; Kaplan, 2002; Marti, 2004; Svendson et al., 2001). 
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SOS Canada’s impact from a business mandate perspective was primarily defined in 

terms of how much money was raised and sent to SOS Children’s Villages in other countries. 

Growth was measured in terms of increasing revenue and the organization was structured to 

facilitate fundraising processes with limited human resources. A vision of SOS Canada 

becoming more than a fundraising organization was articulated by I1 as becoming “an active 

participant in program development and service delivery and a recognized voice on issues 

affecting children in out-of-home care or at risk children in the global market,” similar to what 

Chenhall, Hall, and Smith (2010) described as “NGOs developing an identity to deliver 

humanitarian services and to attract economic capital to fund operations (p. 737); however, they 

added the idea that “social capital has a potential role in delivering services and attracting 

resources and in managing the tension between the two” (p. 738). Including an organizational 

focus on social capital when defining business activities reinforces the importance of 

relationships in creating capacity for growth and the need to understand how organizational 

activities impact stakeholders who contribute to achieving strategic objectives. 

As Svendson et al. (2001) concluded, “The quality of a company’s relationships with its 

stakeholders can be seen as an indicator of the organization’s capability to access valuable 

resources” (p. 14). This reinforces the importance of understanding how the organization’s 

fundraising activities impact the Canadian market and the well-being of stakeholder groups. 

Identifying who is impacted by the organization and who can most influence others to support 

the organization informs the kinds of relationships that can be mutually beneficial. To reiterate, 

Svendsen et al. (2001) suggested, “Stakeholder relationships create competitive advantage in 

terms of reputation, expanded markets and opportunities, and brand value . . . a dense network of 
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relationships provides resources and information necessary for the development of new markets 

and opportunities” (p. 9). 

The connection between understanding the social impact of business activities, in this 

case fundraising, and creating meaningful experiences for stakeholder groups to engage in those 

business activities is supported by Boutilier (2009) who stated, “Social movements are 

stakeholder networks. The community is the stakeholder network and the corporation is one 

player in the network” (p. 59). Focusing engagement efforts on a particular population in 

Canada, such as diverse women ages 30–50, to raise awareness about the cause and generate 

valuable relationships is further supported in business strategy and marketing literature. 

“Collaboration is a way to promote stability, increase efficiency, and gain influence over 

potential funding streams and similarly starting or expanding advocacy involvement can help 

organizations exert some control over their environments and may help create collaborative 

partners or allies” (Mosley et al., 2012, pp. 287–289). The strategy literature reinforces the 

importance of; analyzing an organization’s network to better understand the different roles being 

played, and of measuring the success of efforts to cultivate meaningful engagement with 

stakeholders using financial and nonfinancial indicators. With regard to network analysis, 

Schneider (2009) suggested, “Organizations should look at the networks their institutional and 

individual contributors are enmeshed in, seeking to understand and develop them further” 

(p. 655). Chenhall et al. (2010) used the concept of structural bridging to analyze networks of 

social ties, and relational bonding to examine how individuals are predisposed towards mutually 

beneficial collective action (p. 738). Similarly research revealed that organizations develop long-

term collaborative relationships with each other through bonding, bridging and linking social 

capital . . . understanding collaboration involves looking at organizational social capital on 
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several levels: networks among staff with different functions, networks among organizations 

belonging to appropriate bonding or bridging social capital networks and links to government or 

other nonprofits (Schneider, 2009, p. 657). 

With regard to measurement the success of these networks in generating social capital, 

Kaplan (2002) suggested that building a strategic plan around social impact rather than mandate 

helps the organization to identify appropriate metrics. Metrics enable informed choices on how 

resources are invested in organizational activities. Maak (2007) contended, “Adequate 

investment in reciprocity” (p. 334) is needed to build and use social capital for organizational 

benefit, and Kadushin (2004) stated, “The idea of investment is in turn tied to motivation to 

engage in social capital accumulation or to participate in passing it on” (p. 86). Understanding 

how different stakeholders contribute value to the organization helps inform decisions about 

where to focus relationship-building efforts. 

Marketing is about a process of interactions with customers that create value, and Helmig 

and Thaler (2010) outlined different approaches that can be part of a nonprofit organization’s 

marketing approach. The approaches relevant to SOS Canada are social marketing campaigns, 

strategic relationship marketing, and fundraising marketing campaigns. First, social marketing 

campaigns do not focus on or require interaction with an organization, but “people can contribute 

to fulfilling an organization’s goals by changing their attitudes and behaviours rather than, say, 

contributing as a donor” (Helmig & Thaler, 2010, p. 156). The focus is on raising awareness, 

establishing credibility through demonstrated expertise, and motivating action around clear 

issues and messages. This aligns with SOS Canada’s aspirations for advocacy, as I5 explained, 

“We have a responsibility to share our experience in child protection and an institutional model 

of family-based care from the past 60 years.” Second, strategic relationship marketing is about 
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using brand to orient external customers and donors to the organization and using sound on 

boarding tactics with internal customers who contribute their time and know-how for better 

tenure and identification with the organization. The desired outcome is to influence 

organizational performance or received donations in the nonprofit context (Helmig & Thaler, 

2010, p. 158). This can support SOS Canada’s aspirations for strong brand recognition in Canada 

and greater awareness of what they do around the world. Finally, fundraising marketing 

campaigns focus on targeting a customer group of donors to raise resources from donations. This 

requires an understanding of donor behaviour motives and attitudes and can include relationship 

fundraising tactics that appeal to donors and maximize funds per donor over a long-term by 

creating unique and special relationships between a nonprofit and each supporter (Helmig and 

Thaler, 2010, pp. 159–160). This has been a focus of the communication SOS Canada delivers 

through direct mail, online and media channels in Canada, with primarily a one-size-fits-all 

approach to fundraising (except for internal processes that distinguish between individual and 

corporation stakeholders). 

Conclusion 2: SOS Canada has limited engagement opportunities that are 

meaningful for this population 

In response to the second subquestion of this inquiry, “What engagement practices are 

currently in place at SOS?” I concluded that SOS Canada had limited engagement opportunities 

that were meaningful for the population in question. The literature supported the idea that 

organizations are social in nature and that “relationships make a difference in the way individuals 

and groups perform the sorts of resources they acquire and their general well-being” (Prell, 2006, 

Section 2.8). Cropanzano and Mitchell (2005) further commented on relationships as 

opportunities for reciprocal transactions by concluding, “The essence of Social Exchange Theory 
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(SET) is that social exchange comprises actions contingent on the rewarding reactions of others, 

which over time provide for mutually and rewarding transactions and relationships” (p. 890); 

therefore, limiting these relationships could limit opportunities for exchange. 

Child sponsorship was raised by research participants as the primary engagement activity 

of SOS Canada as it allowed people to have a connection with one child and showed what they 

do through the children they were serving. A significant number of child sponsors in their 

database were women ages 30–50 with diverse cultural backgrounds, and the child sponsorship 

program was described by I4 as, “The pillar of success in engaging Canadians, but there’s still 

more to do.” From a social capital perspective this type of engagement is what Nahapiet and 

Ghoshal (1998) would call bonding social capital, a one-to-one relationship between the 

organization and the sponsor, which is driven by value alignment and trust. This dominant type 

of relationship dictated the structure of SOS Canada’s network, which aligns with Foster and 

Meinhard’s (2005) finding: “Organizational mandate can impact the predisposition to bridge or 

bond relationships, research with women’s voluntary organization indicated that those 

organizations having a social services focus were significantly more likely to bond and less 

likely to bridge” (p. 155). 

With regard to the structural dimension of social capital, there was some evidence of 

bridging relationships across stakeholders of SOS Canada through special one-time events 

(education, sport, and fundraising), which were also cited as successful engagement 

opportunities with Canadians. However, these events were primarily organized and facilitated by 

staff with limited roles and/or timeframes for involving volunteers. Another bridging tactic was 

the use of Mike Holmes as a celebrity spokesperson to engage Canadians in the work of SOS 

through TV media, although this is one-way communication with Canadians. In contrast, the 
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organization’s desire to engage in advocacy to raise awareness of issues and create champions 

for their work is a bridging tactic that could potentially generate dialogue between stakeholders 

(Moseley, Maronick, & Katz, 2012, pp. 287–288). Group research participants and survey 

respondents revealed a preference for more personal or intimate engagement with what the 

organization does as well as a desire to engage in broader dialogue about the issues associated 

with orphaned and abandoned children. The issues people connect with are the entry point for 

existing networks and can stimulate the creation of new networks—both of which can serve the 

strategic purpose of generating financial and other types of support. The galvanizing issues that 

would engage stakeholder groups in dialogue had not yet been defined. 

There were also limited feedback channels to gather input from diverse women in Canada 

ages 30–50 that would help to inform the choices SOS Canada makes in structuring roles and 

processes to support relational or transactional network exchanges (Bussell & Forbes, 2002; 

Cropanzano & Mitchell, 2005). This input is a critical success factor for engagement, as 

The objective of social firms tends to be the satisfaction of the needs of their members, 
workers or the rest of the stakeholders. Externally, it is to deal with the interests of the 
target society of the goods and services they produce or even to resolve social problems 
that affect their local community (Bauer et al., 2012, p. 439) 

This suggests the organization may need to operate differently in order to create meaningful 

engagement opportunities. 

A few interview participants described SOS international as risk averse, and this is 

evident in how they controlled internal operations and external interactions. Maintaining one-to-

one bonding relationships with supporters is a safe, controlled interaction; however, Chenhall et 

al.’s (2010) research findings showed how “belief systems can currently help to develop bonding 

around core values of the organization; yet such strong bonding leads to an inward focus and 

inhibited openness to developing bridging with other agencies” (p. 753). Similarly, Foster and 
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Meinhard (2005) stated, “When homogeneous organizations develop a bonding relationship, they 

become inwardly focused . . . organizations that bridge, that focus on networking and linking 

across diverse groups are more equipped to overcome the challenges in their operating 

environment” (p. 144). During group discussion of the vision boards concerns were raised by 

staff about when to distance the organization from network activities and dialogue and when to 

monitor and control it. Bhalla (2010) suggested that multi-way interaction between organizations 

and customers reaches full potential “when customers are able to interact with one another on 

their own terms, and the company sponsoring the engagement chooses to facilitate, not control 

the proceedings” (p. 57), highlighting the need to create clear ownership of formal channels for 

sharing (and the role SOS Canada would play in maintaining and monitoring those channels) as 

well as cultivating well-informed people who function as a node for information, someone who 

is attached to a network and is prepared and capable of sending, receiving, or forwarding 

information over a communication channel. Maak (2007) stated “The leader’s central task is to 

create and engage in structures that enable the access to these resources inherent in the nodes and 

relations of a stakeholder network . . . the responsible leader acts as a weaver of stakeholder 

relationships and as a broker of social capital in the pursuit of responsible change” (Maak, 2007, 

p. 337–338). 

Without the processes to facilitate informed dialogue within a network, it is difficult for 

the organization to provide clarity on how stakeholders can interact with them or gather 

information on how willing and able stakeholders are to take action in support of growing the 

presence and impact of SOS within Canada. As Sagawa and Jospin (2008) concluded, 

“Charismatic organizations build an appealing culture and make it easy for people to become 

engaged in their cause, not just as donors, but also as volunteers, advisors and advocates” (p. 25). 
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This leads to what the research revealed about what SOS Canada can do to become more 

engaged with this population in question. 

Conclusion 3: Communication and marketing efforts that meet the diverse needs of 

this population influence their engagement with SOS Canada 

To address the third subtopic question of “What types of activities would broaden SOS’ 

network of culturally diverse women in Canada between the ages of 30–50?” interview 

participants were asked for opinions on what they believed would entice diverse women ages 

30–50 to become more engaged with the organization. Survey participants were asked for their 

preferred method of communicating with SOS Children’s Villages Canada (phone, mail, social 

media, local awareness events, other) and what ways they would prefer to be further engaged in 

the issues associated with abandoned and orphaned children and children at risk around the globe 

(newsletter, alerts to articles on the SOS Canada website, workshops in my community, blogs, 

social media forums, a trip to the field with SOS). Group method participants were asked what 

an active network of diverse women ages 30–50 in Canada would look like and were given the 

challenge of creating a picture of what SOS Canada’s future targeted engagement strategy might 

look like. The common responses that emerged from each method specific to how SOS Canada 

could generate valuable relationships with this target population, included the following: 

soliciting input from this population on their interests and preferences (understanding the 

audience), creating messages that resonate with this audience about what SOS Canada does 

(targeting marketing), interacting with women in existing structures and networks to create 

dialogue around messages (raising awareness), and providing engagement opportunities that 

reflect the interests and preferences of this population (mobilizing engagement). 
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The previously mentioned ideas that were raised by research participants to address how 

the organization could create an engaged network of diverse women ages 30–50 challenged the 

tendency of not-for-profit organizations to take a competitive, protective approach to operations 

which can limit relationships and information flow with external stakeholders. For example, 

evidence of that at SOS Canada is in the traditional approach to strategic planning and 

fundraising that has limited input from external stakeholders. The findings aligned with the idea 

that building stakeholder capital is the “ability to build and sustain trustful relationships with 

diverse stakeholders” (Maak, 2007, p. 332). Developing a strong network of advocates and 

change agents that raise awareness and money for the organization speaks to the “intangible 

resources and core competencies and relationships that are the most important critical drivers of 

sustainable competitive advantage” (Marti, 2004, p. 427). Interviews revealed a number of 

perspectives on the role volunteers can play in helping the organization achieve its strategic plan, 

including I4’s belief that they need “expanded opportunity for volunteer engagement because 

you know we’re still a small organization and we have to be conscious of our fundraising ratio” 

and I6’s assertion that in order to improve engagement they’d have “a strong group of volunteers 

doing fundraising at an executive level and spreading messages at the community level . . . just 

having a staff person do it isn’t feasible” and I4’s suggestion to “Combine raising awareness 

with volunteer community engagement work.” Similarly, Andriof and Waddock (as cited in 

Maak, 2002)  concluded, “In an era of networked stakeholder relationships, understanding social 

capital is essential to learning how to construct and maintain corporation—stakeholder 

connections” (p. 331). 

SOS Canada has not created the conditions for targeted marketing and communication in 

terms of engaging in regular dialogue with key stakeholders about their needs and preferences. 
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Communicating for engagement includes understanding how to best reach the audience and how 

frequently to be in contact. A common theme that emerged from interviews, survey responses, 

and group method dialogue was the importance of using different channels to communicate and 

the power of spreading messages through personal, trusted relationships. This was supported by 

Adkins (1999) who stated that organizations must “give balanced emphasis to the business and 

the cause and communicate to all the stakeholders in the appropriate way, leveraging all 

communications tools and opportunities as appropriate” (Chapter 25, Communication, para. 1). 

Further to the idea of meeting people where they are, through diverse communication methods, is 

understanding what messages will resonate and inspire action. 

Communication was performed as a broad organizational function, with tailored 

messages being crafted by staff and volunteers as the need arose for specific individuals or 

groups. With respect to diverse women in Canada ages 30–50, I7 raised the need to “tweak our 

messaging to better explain what we do, what our roles are on the ground and provide real 

examples of anything that’s gender related.” This is supported by literature, which suggested that 

understanding why people affiliate with an organization informs how to best position messages, 

for instance, speaking to the issues and potential solutions that are of interest to the audience 

(Adkins, 1999; Bhalla, 2011; Bussell & Forbes, 2002). This is also stressed in change 

management literature as appealing to the “what’s in it for me” of the impacted stakeholder 

group (Lewis, Hamel, & Richardson, 2001; Kotter, 2002). 

Research participants spoke of communication and network engagement activities as two 

sides of the same coin or in a cause and effect relationship—if more people knew about what 

SOS Canada did, they would be motivated to support the organization. This is not explicitly 

supported by the literature. However, the connection between communication and network 
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engagement highlights the importance of creating and supporting engagement activities that 

leverage the resources of stakeholders and the networks they bring “since social capital is 

networked resources, actors act so as to maximize these resources. Such activity is an 

investment” (Kadushin, 2004, p. 86). Another theme that arose through interviews and group 

discussion was meeting the target population where they are, in particular with respect to the 

workplace. This is supported by Leonard and Onyx (as cited in Schneider, 2009) who concluded, 

“Bridging relationships involved primarily strong ties or ties among professionals that drew on 

their institutional networks” (p. 654). This implies that engagement activities with the population 

in question, both individuals and across networks are to some degree co-created to maximize 

reciprocity. 

Scope and Limitations of the Inquiry 

The degree to which the outcomes of this research are considered transferable to other 

situations is potentially impacted by four issues: the sample characteristics, the validity and 

reliability of the survey questionnaire, limited research specific to the context and topic, and the 

choice of words used in the research questions. 

Research participants were individuals with established relationships with the 

organization. This was part of their motivation to participate and may have skewed data to be 

more favourable or agreeable than if they had minimal to no connection with the work of SOS 

Canada or the research outcomes. Although almost half of the participants represented the 

demographic in question, the recommendations may have been more innovative or “out of the 

box” if participants did not have a history with the organization and existing relationships with 

staff and volunteers. Therefore, the reader is cautioned not to generalize the results and 

conclusions beyond the specifics of this study. 
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The survey was added to the research methodology following completion of the first 

research method. It was designed by the researcher and the organization and was not tested for 

reliability in terms of consistency of survey results or for validity in terms of measuring what it 

was supposed to measure. In addition, the survey sample was chosen based on risk mitigation 

criteria from the organization, specifically monthly donors and lapsed donors who were deemed 

the least likely to have an adverse reaction, defined by SOS Canada as terminated support, to this 

type of request. It is unclear how well this sample represented the SOS donor population. 

Limited information in the database made it difficult to select a representative sample and only 

sending it to two types of donor groups meant it was not a completely random sample. Therefore, 

the results are not necessarily applicable to groups other than those that participated in the 

survey. 

There was limited research available specific to not-for-profit social service organizations 

and that considered the combined elements of this research question. Although a fully exhaustive 

search was not completed for all related literature worldwide, the literature that was reviewed 

didn’t provide significant points of disagreement with my findings specific to not-for-profit 

engagement, communication and marketing, volunteerism, or social capital and the combination 

thereof. 

Finally, the research questions were crafted early in the process based on limited 

information about the organization and research methodology. Therefore, some elements of the 

questions were not explored in enough detail to be meaningful to the research and a different 

choice in language may have resulted in better research outcomes. For instance, enough data 

weren’t gathered on the diversity (cultural or other) of research participants to draw conclusions 

on how significant this characteristic is for SOS Canada in planning engagement activities or 
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generating network social capital. Similarly, the reference to innovation was more of an 

aspiration than the reality of research method outcomes. Finally, the main question started as, 

“What are innovative ways the staff at SOS Children’s Villages Canada can engage culturally 

diverse women in Canada between the ages of 30–50 in activities that increase the social impact 

of the organization?” and ended up as “What are innovative ways the staff at SOS Children’s 

Villages Canada can engage culturally diverse women in Canada between the ages of 30–50 in 

activities that help to achieve the strategic objectives of the organization?” because the focus of 

the questions and findings were within the context of SOS Canada’s strategic plan, and social 

impact is only one element of organizational strategy. 

Chapter Summary 

The inquiry topic was selected to explore a potential opportunity for the organization and 

the findings confirm the significance of addressing this opportunity in the future. Taking a 

targeted approach to network stakeholder engagement could potentially contribute to 

organizational growth through greater awareness and support. The population in question is a 

key stakeholder group, evident in that they are already a significant portion of child sponsors, 

corporate champions, and individual donors for SOS Canada. They have the resources and 

interest that the organization needs. Increasing engagement with this demographic and 

encouraging the exchange of valuable resource enables both broader awareness of what the 

organization does and increases organization capacity to provide meaningful engagement 

opportunities. In addition, SOS Canada had wanted this research to inform an advocacy plan as 

part of their strategic objectives. These findings confirmed that connecting people to the 

organization through education and dialogue about issues that resonate increases their motivation 

to engage, reinforces value alignment, and provides an entry point to existing networks of 

women. Similar to increasing input from key stakeholders into the strategic planning process, 
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findings highlighted the importance of getting to know the diverse needs and preferences of this 

demographic to facilitate better engagement with this group. The conclusions made from 

research findings identify key aspects of this opportunity to focus on—specifically identification 

of meaningful fundraising activities that can have a positive social impact in Canada, the 

organizational constraints that limit meaningful engagement opportunities, and the role of 

targeted communication and marketing in desired network interactions with stakeholders. The 

final chapter provides recommendations for taking a strategic organizational approach to 

engaging the population in question. 
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CHAPTER FIVE: INQUIRY IMPLICATIONS 

In this final chapter, I discuss some recommended actions SOS Canada can take to 

engage diverse women in Canada ages 30–50. As this research process confirmed interest in 

engaging with this demographic as part of a broader community engagement and advocacy plan, 

the recommendations are focused on what the organization can do to create valuable network 

relationships, rather than focusing on system-wide changes. I further discuss the implications of 

making these changes on the organization and the people who would be involved with 

implementing the recommendations, with a particular focus on leadership implications. Finally, a 

summary of how organization leaders responded to these findings and recommendations is 

provided along with what they believe their next steps are in delivering on the findings of this 

inquiry topic. 

Study Recommendations 

The results from the interviews, survey and group method indicated a desire to target 

engagement with diverse women in Canada ages 30–50 and the ways this engagement could 

occur. Although SOS Canada established operational processes that target donor groups based on 

type of donor (child sponsor, monthly donor, corporate or major donors), demographic 

segmentation of the population is a new approach. Therefore, the recommendations focus on 

what SOS Canada can do to engage this population to achieve their strategic objectives. The 

initiatives to consider specific to diverse women in Canada ages 30–50 are as follows: 

1. Interact with individuals and across networks “from the inside out” by targeting 

marketing and communication efforts to raise awareness and motivate engagement. 
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2. Be a catalyst for connections by investing in activities that build and sustain valuable 

network relationships and by providing meaningful opportunities for stakeholders to 

engage with the organization and with others about the organization. 

3. Operationalize stakeholder management by strategically planning and managing 

stakeholder engagement through network analysis and measurement. 

Recommendation 1: Interact with individuals and across networks “from the inside 

out” by targeting marketing and communication efforts to raise awareness and motivate 

engagement 

SOS Canada has a communication function with staff dedicated to producing corporate 

fundraising communications, so targeted marketing and communication to diverse women in 

Canada ages 30–50 would require building on current communication practice to include what 

Lewis, Hamel, and Richardson (2001) called a model of “selective communication philosophy” 

(p. 24). Establishing a process for constructing messages specific to individuals or groups can 

include “carefully thinking through and planning arguments, gathering as much information as 

possible about perceptions and attitudes on issues and analyzing the audience (Lewis et al., 2001, 

pp. 25–26). Implementing this first recommendation requires soliciting and organizing input 

from the population in question. 

Changing stakeholder expectations and communication tools have shifted how 

organizations interact with stakeholders and generate two-way dialogue. Interviewee I8 

suggested SOS Canada “needs to adapt to the information society,” and a top aspiration 

articulated by I4 was “to figure out how to use social media and emerging trends in social media 

and have it be one of the vehicles for increasing awareness, strengthening brand and ultimately 

raising funds.” Social media tools can capture useful information about needs and preferences, 
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making it easy to reach individuals where they are, a theme raised in the group research method. 

Bhalla (2011) stated there is “increasing evidence to suggest that people access social media 

sites, not just to meet their personal and social needs, but also to interact and engage with 

companies and their brands” (p. 65). Creating opportunities for face-to-face communication 

through focus groups similar to the group method used for this research can also generate deeper 

dialogue and strengthen relationships with key stakeholders. Finally, increasing representation of 

the targeted demographic in staff and volunteer roles can provide easy, timely access to input. 

Once channels for input have been created and opened, the next steps would be crafting 

messages that resonate. 

Resonance was defined by Newburg, Kimiecik, Durand-Bush, and Doell (2002) as “a 

seamless fit between an individual’s self—the feelings one wants to have—and their external 

environment” (p. 249), and many researchers agree that individuals who engage in the process of 

resonance actively pursue interesting activities that allow them to live an authentic life by 

expressing core values and beliefs and passing them on to others (Bussell & Forbes, 2002; 

Newburg et al., 2002). Responses to the interview matrix question, “What has been a meaningful 

engagement experience for you with a not-for-profit organization?” revealed drivers of 

resonance including open, transparent relations with the organization, flexibility in the roles 

volunteers could play, opportunity to contribute skills and expertise, alignment of values, and 

personal connection with issues and beneficiaries. Responses to the question, “How can 

fundraising become a meaningful engagement activity?” provided additional insights on 

affiliation needs and motivation to engage with SOS Canada, including making the experience 

personal, providing choice for how people can contribute, providing ways to create links with 

friends and colleagues, establishing longer-term relationships, and providing opportunities to 
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share opinions and ideas. What resonated most with research participants who were of the target 

population varied depending on the roles they played or the nature of their internal or external 

relationships with the organization. Understanding the difference their efforts and contributions 

made were raised in response to both questions. For corporations, bringing compelling stories, 

images, and videos was important, but also having the ability to get their people into programs 

that would help them see what SOS does in person. Similarly, staff and members of the board of 

directors wanted confirmation on how they provided value to the organization whereas 

volunteers wanted to understand how their contribution made a difference. 

Part of making communication personal is generating trust through transparency or 

visibility into the organization. The use of a spokesperson like Mike Holmes helps to reinforce 

the organization’s credibility and generate public trust and, as I8 stated,  

With the internet and other social media tools people have access to so much information. 
People now want a different kind of respect and trust with people and organizations—
they want to trust the person doing the job, they don’t necessarily have to see the child. 

This suggests that communicating a clear identity and being transparent about what 

people are engaging with can differentiate the organization and generate brand recognition. For 

instance, many interviewees commented on how awareness about the organization came through 

word of mouth and intimate experiences with what the organization does, and some survey 

responses identified people they knew as the reason for engaging with SOS Canada. Providing 

powerful stories to tell enables messages to be shared through word of mouth across personal 

and network relationships. In addition, research participants from the demographic in question 

indicated that they both understand issues associated with orphaned and abandoned children, and 

they want to know more. For those research participants who have engaged with not-for-profit 

organizations like as SOS Canada, resonance was expressed as feeling like they were making a 
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difference; therefore, educating this stakeholder group on key issues could create advocates for 

the work of the organization. 

Recommendation 2: Be a catalyst for connections by investing in activities that build 

and sustain valuable network relationships and providing meaningful opportunities for 

stakeholders to engage with the organization and with others about the organization 

Achievement of the vision of a broader social impact in Canada, in which SOS Canada 

becomes a catalyst for creating connections and raising awareness of important issues, aligns 

with Schneider’s (2009) definition of organizational social capital, which refers to “established, 

trust-based networks among organizations or communities supporting a particular nonprofit, that 

an organization can use to further its goals” (p. 644). The focus of this recommendation is on 

understanding how a key stakeholder group sees value in engaging with SOS Canada. Cohen and 

Prusak (2001) stated, “Networks and communities are at once the source and shape of social 

capital in organizations, the primary manifestation of cooperative connections between people. 

Analyzing them reveals information about existing social capital; supporting them encourages 

social capital growth” (p. 55). This suggests the need for organizations to strategically create 

network connections that generate dialogue and bring the words or messages from the 

organization to life within the context of that population. For SOS Canada, the primary purpose 

of creating valuable network relationships was to grow the capacity and reach of the organization 

to achieve strategic objectives. 

Reciprocal relationships are those in which valuable resources are available to members, 

supporters and organization involved (Cropanzano & Mitchell, 2005; Schneider, 2009). The 

cognitive dimension of social capital, in this context how diverse women ages 30–50 think about 

topics or issues associated with the work of SOS Canada and the language, values and goals that 
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are shared within their networks, can both influence and be influenced by the structural 

dimension of social capital (Nahapiet & Ghoshal, 1998; Svendson et al., 2001). For instance, 

participants of the group research method raised the possibility of tapping into existing network 

structures in which diverse women ages 30–50 belong, including membership in groups that 

have existing connections with the issues at hand such as mother and parent networks, child 

welfare and protection networks, and women’s and children’s health networks or professional 

networks associated with different careers such as realtors or lawyers or special interest groups 

that are more social in nature related to children’s activities, health and wellness or hobbies. 

Inherent in these networks is a shared context, language, code, and narrative the extent of which 

can determine bonding versus bridging relationships (Nahapiet & Ghoshal, 1998, p. 253–254). 

Bonding relationships are characterized by strong connections built on trust, cohesion and a 

homogenous culture and are more exclusive, such as those between donors and SOS Canada or 

between members of a closed network; bridging relationships are characterized by weaker 

connections that are more open and able to cross cultural boundaries and are more inclusive, 

such as the connections created between SOS Canada and special interest groups for specific 

events; and linking relationships happen within power hierarchies such those between SOS 

Canada and government offices or executives of corporate donors (Boutilier, 2009; Schneider, 

2009; Weisinger & Salipante, 2005). As I9 pointed out, 

We need to strengthen our leadership group (board of directors) and get them more 
engaged, productive and proactive . . . our staff can perform well but we don’t necessarily 
have access to the information and affluence that our leadership group does. 

There is a prevailing belief expressed in the literature that maintaining a mix of different 

structural relationships can help not-for-profit organizations grow social capital as each one 

facilitates the exchange of different types of resources and all are import for detecting and 
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seizing opportunities (Bauer et al., 2012; Chenhall et al., 2010), although more research is 

needed in this area. 

The relational dimension reveals the activities and outcomes of these relationships, which 

determine how valuable the interactions are for network members, including the organization. 

The relational elements of social capital include social relations (communication, norms, and 

culture), trust, and reciprocity (Bauer et al., 2012; Nahapiet & Ghoshal, 1998; Prell, 2006; 

Schneider, 2009). The nature and frequency of communication as well as the culture of the 

organization and the networks they interact with can shape the kind of relationships that develop 

(e.g., bonding or bridging); the structure of the network can impact the degree to which trust 

exists, which in turn impacts the degree to which reciprocity occurs and the value of network 

activities are ultimately realized. As Nahapiet and Ghoshal (1998) explained, “Scholars have 

shown that cognitive and relational dimensions of social capital accumulate in network structures 

where linkages are strong, multidimensional and reciprocal” (p. 258). Cropanzano and Mitchell 

(2005) concluded, from their social exchange theory research, “that relationships with others 

have the potential to become ever stronger, and that potential is fostered in reciprocal 

transactions” (p. 890). Reciprocity is of particular interest because it refers to the act of resource 

exchange, something that can be monitored and measured as part of the strategic planning 

process. 

Recommendation 3: Operationalize stakeholder management by strategically 

planning and managing stakeholder engagement through network analysis and 

measurement 

In order for SOS Canada to build and sustain activities associated with the first two 

recommendations, it will be important to integrate desired outcomes into the strategic plan and 
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establish appropriate measures of success. The focus of this recommendation is on SOS Canada 

understanding the business value of relationships with diverse women in Canada ages 30–50. 

Schneider (2009) raised the importance of not-for-profit organizations: “Developing measures 

that look at network quality and duration, specific resources available through the network, the 

role of culture, and specific trust” (p. 658) but also acknowledged that little research is available 

to guide organizations in this endeavor. Network social capital provides access to valuable 

resources, and “the resource-based view of an organization provides a link to the language of 

resources (including tangible and intangible assets, relationships, and competencies) and thus to 

the notion of preserving and building capital: economic, social and natural” (Svendson et al., 

2001, p. 13). This aligns with Marti’s (2004) definition: “The resource-based view [of strategy 

management] focuses on what the firm has, whereas the activity based view focuses on what the 

firm does” (p. 427) and with the interviews, survey, and group method findings which suggested 

that the primary resources exchanged between network members and SOS Canada would be 

financial and human resources. 

The literature reviewed could not confirm a direct relationship between stakeholder 

efforts to raise awareness or advocate on issues and the growth of financial support; however, 

earnings could be isolated to community engagement initiatives and other special events. In 

addition, year-over-year trends could be reviewed to see if there is a correlation between an 

increase in stakeholder engagement activities and an increase in overall earnings. Tracking 

representation of diverse women ages 30–50 as donors, volunteers, and staff along with 

contributions from this population could also indicate the success of communication, marketing, 

and engagement activities targeted at this population. These types of measures are easier to 

incorporate into a strategic plan that is driven by financial metrics. A greater challenge is 
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tracking and integrating nonfinancial measures. Kaplan (2002) described the use of a balanced 

scorecard for not-for-profit organization as “shifting from what the organization plans to do to 

what it intends to accomplish” (p. 231), including outcomes such as those described by Chenhall 

et al. (2010) as “leadership or authority, sharing of information, solidarity on topics or issues, 

faster dispute resolution and access to resources, information, skills and knowledge” (p. 741). 

The outcomes associated with the exchange of human capital are examined next. 

Human capital or staffing constraints were raised in interviews, such as I9’s comment 

that “as an NGO we always have to be concerned about administrative expenses and not 

spending too much and staffing up like crazy is not an option.” Therefore, utilizing the skills and 

experience of volunteers to support operations can be beneficial and network interactions can 

open access to this type of resource. Marti (2004) stated, “In a knowledge economy, companies 

and organizations build sustainable competitive advantage not only relying on their internal core 

competencies but also on the core competencies of other companies, organizations and 

institutions particularly within the area of where the organization is located” (p. 428). Marti went 

on to suggest that “leveraging cooperative relationships with other companies when building 

internal core competencies defines a network organization” (p. 432). Survey respondents 

indicated a desire to contribute skills, and group method participants revealed how contributing 

skills to a not-for-profit organization was an aspect of meaningful volunteer experiences. This 

aligns with what Cropanzano and Mitchell (2005) called “socioemotional outcomes which are 

those that address one’s social and esteem needs” (p. 881). Understanding skills gaps or areas of 

opportunity specific to internal operations and establishing processes and success metrics for 

finding and utilizing volunteer skill sets to fill those gaps can be both a purpose and outcome of 

network relationships. 
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Finally, it’s important to understand organizational culture as either facilitating or 

creating a barrier to collaboration and network relationships within Canada. As Schneider (2009) 

suggested, 

Understanding collaboration involves looking at organization social capital on several 
levels: networks among staff with different functions, networks among organizations 
belonging to appropriate bonding or bridging social capital networks and links to 
government and other for profit or not-for-profit organizations. (p. 657) 

This was supported by the work of Bauer et al. (2012), who used the degree of formal 

and informal cooperation of the firms in their study as the fundamental indicator of social capital 

(p. 438). Diverse women ages 30–50 participate in all of these networks, and it is up to SOS 

Canada to create a corporate culture that both seeks and welcomes this collaboration. 

Ultimately taking a deliberate approach to tracking and measuring the value of network 

interactions is important to avoid the most commented on limitation of investing in network 

social capital, which is a potentially high cost of creating and maintaining network relationships 

(Nahapiet & Ghoshal, 1998; Svendsen et al., 2001). All of the recommendations have 

organizational implications that are explored next. 

Organizational Implications 

This research revealed ways in which SOS Canada can take a strategic approach to 

engaging key stakeholder groups to help them achieve strategic objectives. Multiple stakeholder 

perspectives, including individuals from the demographic in question, participated in the 

research to shape the recommendations. All of the recommendations are specific to what is 

within the organization’s control. Therefore, if they are implemented, the stakeholders who are 

influencing and being impacted by these recommendations would be internal staff with 

communication or community relationship responsibilities and external individuals and groups of 

diverse women ages 30–50 who become involved in network interactions with the organization. 
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Action research is “both a sequence of events and an approach to problem solving” 

(Coghlan & Brannick, 2010, p. 5) that is done through collaborative, democratic partnership with 

others. The cyclical process of acting, reflecting, and responding to new findings keeps action 

research in motion. This process doesn’t end as an academic exercise because it is grounded in 

the world of practice and, therefore, lives on through organizational change and learning; that is 

when the organization makes the recommendations their own through the implementation 

process, reviews the results of that implementation, improves on them or applies them to other 

situations and, finally, enables transformation by questioning their points of view and developing 

new perspectives specific to the change (Coghlan & Brannick, 2010, pp. 96–97). Just as this 

research methodology used appreciative inquiry to create a reflective, supportive environment 

for change, bringing in a new developmental metaphor of change could help them continue to 

“build on the past and lead to better performance over time” (Marshak, 1993, p. 47). Similarly, 

just as the methodology for this action research project was collaborative and transparent, 

implementing the recommendations would require taking a participatory approach that helps 

others accept and implement the change agenda specific to each recommendation. 

In order for SOS Canada to target marketing and communication efforts in order to raise 

awareness and motivate action, they would need to review the communication and marketing 

function to determine how the staff in that area could incorporate interactions with the target 

population into regular process. This could include establishing relationships with people who 

participate in a regular process of input and review and establishing broader feedback 

mechanisms to assess the effectiveness of the marketing and communication efforts for this 

population. There may also need to be a new staff or volunteer role specific to community 

engagement that represents this target population and is responsible for researching key 
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individuals and networks, contributing to content development, and for facilitating ongoing 

dialogue through formal communication channels. These types of responsibilities could also be 

integrated into an existing communication or relationship role. The types of changes this 

recommendation would introduce are related to organization structure, interactions, and process. 

Second, in order to identify the best approach to building and sustaining valuable network 

relationships with diverse women ages 30–50, SOS Canada would need to establish and maintain 

ongoing collaboration and dialogue with individuals and groups from the target demographic that 

represent different cultures, professions, and interests. Input into what SOS Canada can do to 

provide meaningful engagement opportunities for this population would need to be tracked and 

assessed as part of the strategic planning process to make informed decisions about where to 

invest organizational time and resources. 

Finally, network analysis capabilities would need to be identified or developed internally 

or leveraged from external resources, and appropriate metrics for engagement activities would 

require the attention of staff leaders and members of the board of directors to ensure actions are 

taken that align with and support the strategic plan. 

Managing the impact of those changes on the people involved would be critical for 

achieving the benefits of a new ways of doing things for the organization. The greatest perceived 

risk to manage from the organization’s perspective seemed to be the informal interactions within 

networks about topics and issues specific to the work of SOS Canada that may not directly 

involve members of the organization. As was raised during group method, it would be important 

for the SOS Canada to confirm which formal activities they would own and what their role 

would be as a member of stakeholder networks. Although the key structure, process, or 

behaviour changes specific to these recommendations would occur within the organization, there 



Strategic Approach to Stakeholder Engagement    115 

would also be visible change to external stakeholders in terms of the nature or frequency of 

communication and perhaps even the role SOS Canada plays as an advocate and expert within 

child protection circles in Canada. Diverse women ages 30–50 could represent many or all of the 

systems that SOS Canada interacts with as part of their regular operations (see Figure 3), and a 

shift in tactics to achieve new outcomes would be felt by some of these stakeholders as they 

come in contact with organization. 

As SOS Canada moves into the delivery stage for these recommendations, establishing a 

clear process for managing change would help them clarify and communicate ‘what’ needs to be 

done, and ‘how’ leaders can support those who are driving delivery and those who are impacted 

by the change. In Kotter’s (2002) eight steps for successful large-scale change, one of the steps 

in this model is “building the guiding team” (p. 7), which stressed the importance of forming a 

group powerful enough to guide a big change and work well together. But it isn’t the steps that 

would make the difference; as de Goias (1989) suggested, change is about growth, which 

requires individuals to create an understanding of the change in a way that challenges any current 

understanding and that seeks fulfillment to fuel the creativity required for increasing the 

momentum of change and expanding that understanding (pp. 114–115). The research 

methodology helped to set the foundation for building the guiding team and creating momentum; 

however, it will take more than having the right process to implement these recommendations—

the operational and governance leaders at SOS Canada Leaders are critical to the change process. 

The leadership of SOS Canada was involved in the development of this inquiry topic, 

first engaged through a relay of discussions facilitated through Layla Brittain, and solidified 

through an in-person discussion with Boyd McBride. As I was not physically located in the same 

city as the SOS Canada head office, many phone calls led up to the approval of the thesis 
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proposal. One of the roles of a change leader is to continually shift the lens through which he or 

she looks at a particular challenge, in this case stakeholder engagement through network activity 

(Bolman & Deal, 2008). Changing the lens of how this organization engages with diverse 

women ages 30–50 for the purpose of achieving growth objectives will enable more innovative 

approaches to fundraising. Change management practitioners, such as John Kotter (2001), 

believe that effective change leadership has a significant impact on generating the willingness of 

people to change by helping to create the conditions for change. The right conditions are created 

by revealing the need for change and defining the types of change staff will experience when 

recommendations are implemented. 

The executive leaders who are paid staff at SOS Canada and who were very involved in 

the research process may find it challenging to bring some members of the board of directors, 

their volunteer leaders, along on this journey. However, it would be worth spending the time to 

do so as this leadership alignment is often critical to the success of implementing the 

recommendations. As one interviewee stated, “Inspirational, fully informed leaders open doors 

and build followership” (I9). Alignment would help to avoid the behaviour that Fullan and 

Stiefelbauer (1991) described during and after transition, which was “to change ‘on the surface’ 

by endorsing certain goals, using specific materials, and even imitating behavior without 

specifically understanding the principles and rationale of the change” (p. 40). The project 

sponsor would need to communicate a clear vision, establish clarity of roles for implementation, 

understand potential areas of resistance, and to determine his response to resistance (Burke et al., 

2009). In addition, continuing the participatory approach to defining and implementing the 

change plan would help bring people along and inform the best ways to support people 

throughout the transition period. 
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Implications for Future Inquiry 

This project sought to explore the interplay of business strategy, networks, engagement, 

communication, and marketing as elements of social capital within the context of a not-for-profit 

organization. Research was available on all of these topics, some more applicable than others, 

and sometimes a combination of these topics, but nothing was found that synthesized all of these 

concepts as it relates to organizational growth. The research methodology was designed to enable 

input from different stakeholder groups and to triangulate findings on these elements. The 

objective of identifying ways in which the organization could improve and grow interactions 

with a key stakeholder group was achieved; however, opportunities for future research were 

revealed through the data analysis process. These opportunities are outlined next. 

Research participants were able to visualize how a network of diverse women ages 30–50 

would look; however, further research could be done on how a not-for-profit organization could 

mobilize valuable networks of targeted stakeholders and navigate the complexities of these 

network relationships. 

Further exploring the characteristics of network social capital would also provide 

guidance on how an organization could best analyze current networks and be more strategic 

about planning the development of future networks that are of value to the organization. 

This research on stakeholder engagement was done within the context of not-for-profit 

corporate strategy; however, the focus was not on how to integrate social capital objectives into 

the strategic planning process. A better understanding of how organizations in the not-for-profit 

sector could achieve organizational social capital as a strategic imperative requires further 

research. In addition, identifying metrics specific to network social capital would further support 

the importance of including both financial and nonfinancial metrics in a strategic plan because, 
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as Kadushin (2004) cited from the work of Fernandez and Castilla, “If ‘capital’ is like ‘real’ 

capital, organizations should be able to isolate the value of the investment, the rates of return, 

and the means by which returns are realized” (p. 85). 

Finally, not-for-profit organizations can benefit from a better understanding of how 

targeted stakeholder engagement through network activities generates revenue. This relates to 

understanding the value of relationships as not all connections generate social capital or provide 

access to other kinds of capital. In particular, an examination of the processes of social exchange 

between an organization and its network of stakeholders (e.g., donor, volunteer, and advocate) 

would provide insight into what is exchanged and how the parties benefit. 

Report Summary 

This section described the recommendations for SOS Canada to develop a strategic 

approach to engaging diverse women in Canada ages 30–50 in the work of the organization. 

These recommendations are ways SOS Canada could act on the research findings and 

conclusions, including; targeting corporate marketing and communication efforts to create 

meaningful interactions with this population, creating messages that are centred around important 

issues associated with orphaned and abandoned children and creating organizational capacity to 

strategically plan and manage this kind of networked stakeholder engagement. 

The implications of this work on future research were also explored, as the questions and 

findings introduce many concepts that were not fully addressed through this research 

methodology. Opportunities for further research included: determining concrete ways a not-for-

profit organization could mobilize valuable networks of targeted stakeholders and navigate the 

complexities of these network relationships, identifying characteristics of network social capital 

that could help an organization analyze their networks, defining how to best integrate social 
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capital objectives into the strategic planning process, and exploring any connections between 

revenue generation and targeted stakeholder engagement through network activities. 

A transition discussion with the project sponsor and director of communications included 

a review of the findings, conclusions, and recommendations and an exchange of ideas about how 

to approach implementation. These leaders confirmed the intent to engage their broader 

leadership team in assessing the project recommendations within the context of their corporate 

strategy and integrating the actions they agree on into fundraising operations. They also 

expressed a desire to establish an implementation plan with actions and timelines. I was asked to 

support this broader transition of research into organizational practice by sharing expertise on the 

action inquiry topic and by facilitating discussion about the process and outcomes of the research 

project. 



Strategic Approach to Stakeholder Engagement    120 

REFERENCES 

Adkins, S. (1999). Cause related marketing: Who cares wins [Electronic version]. Retrieved 
from http://www.books24x7.com 

Akinbola, K. (2006). Strategic choices and change in non-profit organizations. Strategic Change, 
15(6), 265–281. doi:10.1002/jsc.772 

Aronson, D. (1996) Introduction to systems thinking [Video file]. Retrieved from 
http://www.thinking.net/Systems_Thinking/Intro_to_ST/intro_to_st.html 

Aronson, D. (1996). Overview of systems thinking. Retrieved from 
http://www.thinking.net/Systems_Thinking/OverviewSTarticle.pdf 

Bhalla, G. (2011). Collaboration and co-creation: New platforms for marketing and innovation. 
New York, NY: Springer. doi:10.1007/978-1-4419-7082-4_4 

Baker, W. (2003). Building collaborative relationships. Leader to Leader, 2003(28), 11–15. 
doi:10.1002/ltl.28 

Bauer, C. M, Guzman, C., & Santos, F. J. (2012). Social capital as a distinctive feature of Social 
Economy Firms. International Entrepreneurship and Management Journal, 8,  
437–448. doi:10.1007/s11365-012-0230-7 

Bolman, L. G., & Deal, T. E. (2008). Reframing organizations: Artistry, choice and leadership. 
San Francisco, CA: Jossey-Bass. 

Bosc, J. (2002). Brands: They need to work just as hard as you do! Nonprofit World, 20, 29–30.  

Boutilier, R. (2009). Stakeholder politics: Social capital, sustainable development and the 
corporation. Redwood City, CA: Stanford University Press. 

Burke, W. W., Lake, D. G. & Paine, J. W. (Eds). (2009). Organization change: a comprehensive 
reader. San Francisco, CA: Jossey-Bass. 

Bushe, G. R. (2012). Foundations of appreciative inquiry: History, criticism, and potential. 
Retrieved from http://www.gervasebushe.ca/Foundations_AI.pdf 

Bushnell, D., Bergthold, K., & Agger-Gupta, N. (2002). Building social capital and 
organizational capacity in community-based nonprofit organizations through 
appreciative inquiry. Retrieved from 
https://dl.dropboxusercontent.com/u/62359698/Bushnell_et_al.pdf 

Bussell, H., & Forbes, D. (2002). Understanding the volunteer market: The what, where, who 
and why of volunteering. International Journal of Nonprofit & Voluntary Sector 
Marketing, 7(3), 244–257. doi:10.1002/nvsm.183 



Strategic Approach to Stakeholder Engagement    121 

Canadian Institutes of Health Research, Natural Sciences and Engineering Research Council of 
Canada, and Social Sciences and Humanities Research Council of Canada. (2010, 
December). Tri-council policy statement: Ethical conduct for research involving humans. 
Retrieved from http://www.ethics.gc.ca/pdf/eng/tcps2/TCPS_2_FINAL_Web.pdf 

Centre for Appreciative Inquiry. (2013). Principles of appreciative inquiry. Retrieved from 
http://centerforappreciativeinquiry.net/more-on-ai/principles-of-appreciative-inquiry/ 

Chenhall, R. H., Hall, M., & Smith, D. (2010). Social capital and management control systems: 
A study of a non-government organization. Accounting, Organizations and Society, 
38(8), 737–756. doi:10.1016/j.aos.2010.09.006 

Coghlan, D., & Brannick, T. (2010). Doing action research in your organization (3rd ed.). 
Thousand Oaks, CA: Sage. 

Cohen, D., & Prusak, L. (2001). In good company: How social capital makes organizations 
work. Boston, MA: Harvard Business School Press. 

Cooperrider, D. L., Whitney, D., & Stavros, J. M. (2008). Appreciative inquiry handbook: For 
leaders of change. Brunswick, OH: Crown Custom. 

Cropanzano, R., & Mitchell, M. (2005). Social exchange theory: An interdisciplinary review. 
Journal of Management, 31(6), 874–900. doi:10.1177/0149206305279602 

Dees, G. (1998). Enterprising nonprofits. Harvard Business Review. 76(1). 54–67.  

de Goias, A. R. (1989). Understanding change: And being a competent resource for your 
dependents in a changing society. Toronto, ON, Canada: T. H. Best Printing. 

Foster, M. K., & Meinhard, A. G. (2005). Women’s voluntary organizations in Canada: Bridgers, 
bonders or both? Voluntas: International Journal of Voluntary and Nonprofit 
Organizations, 16(2), 143–159. doi:10.1007/s11266-005-5695-03 

French, W. L., & Bell, C. H. (1990). Organization development: Behaviour science interventions 
for organization improvement (4th ed.). New Jersey, NJ: Prentice-Hall. 

Fullan, M. G., & Stiefelbauer, S. (1991). The new meaning of educational change 
(2nd ed). New York, NY: Teachers College Press. 

Gagné, M. (2003). The role of autonomy support and autonomy orientation in prosocial behavior 
management. Motivation and Emotion, 27(3), 199–223. doi:10.1023/A:1025007614869 

Glesne, C. (2011). Becoming qualitative researchers: An introduction (4th ed.). New York, NY: 
Longman. 

Gray, D., Brown, S., & Macanufo, J. (2010). Gamestorming: A playbook for innovators, 
rulebreakers, and changemakers. Sebastopol, CA: O'Reilly Media. 



Strategic Approach to Stakeholder Engagement    122 

Haski-Leventhal, D. (2009). Altruism and volunteerism: The perceptions of altruism in four 
disciplines and their impact on the study of volunteerism. Journal for the Theory of 
Social Behaviour, 39(3), 271–299.  

Helmig, B., & Thaler, J. (2010). Nonprofit marketing. In R. Taylor (Ed.), Third Sector Research 
(pp. 151–169). New York, NY: Springer. doi:10.1007/978-1-4419-5707-8_12 

Hitt, M. A., & Ireland, R. D. (2002). The essence of strategic leadership: Managing human and 
social capital. Journal of Leadership & Organizational Studies, 9(1), 3–14. 

Hustinx, L., Handy, F., & Cnaan, R. A. (2010). Volunteering. In R. Taylor (Ed.). Third Sector 
Research, (pp. 73–89). New York, NY: Springer. doi:10.1007/978-1-4419-5707-8_7 

IDEO. (2011). Human centered design toolkit (2nd ed.). Retrieved from 
http://www.ideo.com/images/uploads/hcd_toolkit/IDEO_HCD_ToolKit.pdf 

IDEO. (2014). About IDEO. Retrieved from http://www.ideo.com/about/ 

Johansen, M., & LeRoux, K. (2013). Managerial networking in nonprofit organizations: The 
impact of networking on organizational and advocacy effectiveness. Public 
Administration Review, 73(2), 355–363. doi:10.1111/puar.12017 

Kadushin, C. (2004). Too much investment in social capital? Social Networks, 26(1), 75–90. 
doi:10.1016/j.socnet.2004.01.009 

Kaplan, R. S. (2002). The balanced scorecard and nonprofit organizations. Harvard Business 
School Publishing Corporation, November-December, 231–234. Retrieved from 
http://hbr.org/product/balanced-scorecard-and-nonprofit-organizations/an/B0211A-PDF-
ENG 

Kotter, J. P. (2001). What leaders really do. Harvard Business Review, 79(11), 85–96. Kotter, J. 
P. (2002). The heart of change. Boston, MA: Harvard Business School. 

Krosnick, J. (1999). Survey research. Annual Review of Psychology, 50, 537–567. 
doi:10.1146/annurev.psych.50.1.537 

Kvale, S. (Ed.). (2007). Doing interviews [Electronic version]. Retrieved from 
doi:10.4135/9781849208963 

Laidler-Kylander, N., Quelch, J. A., & Simonin, B. L. (2007). Building and valuing global 
brands in the nonprofit sector. Nonprofit Management and Leadership, 17(3), 253–277. 
doi:10.1002/nml.149 

Leonard, M. [Screen name]. (2013, April 26). Systems thinking [Video file]. Retrieved from 
http://www.youtube.com/watch?v=97KnG2Q4U6Q 



Strategic Approach to Stakeholder Engagement    123 

Lewis, L. K., Hamel, S. A., & Richardson, B. K. (2001). Communicating change to nonprofit 
stakeholders: Models and predictors of implementers’ approaches. Management 
Communication Quarterly, 15(1), 5–41. doi:10.1177/0893318901151001 

Ludema, J. D., Cooperrider, D. L., & Barrett, F. J. (2006). Appreciative inquiry: The power of 
the unconditional positive question. Retrieved from http://www.2012waic.com/wp-
content/uploads/2012/05/Ludema-Cooperrider-Barrett-goed.pdf 

Maak, T. (2007). Responsible leadership, stakeholder engagement, and the emergence of social 
capital. Journal of Business Ethics, 74, 329–343. doi:10.1007/s10551-007-9510-5 

Marti, J. M. V. (2004). Social capital benchmarking system: Profiting from social capital when 
building network organizations. Journal of Intellectual Capital, 5(3), 426–442. 
doi:10.1108/14691930410550381 

Marshak, R. J. (1993). Managing the metaphors of change. Organizational Dynamics, 22(1), 
|44–56. 

Maslach, C., Schaufelli, W. B., & Leiter, M. P. (2001). Job burnout. Annual Review of 
Psychology, 52, 397–422.  

McElroy, M. W. (2002). Social innovation capital. Journal of Intellectual Capital, 3(1), 30–39. 
doi:10.1108/14691930210412827 

Mook, L., Richmond, B. J., & Quarter, J. (2003). Integrated social accounting for nonprofits: A 
case from Canada. Voluntas: International journal of voluntary and nonprofit 
organizations, 14(3), 283–297. 

Mosley, J. E., Maronick, M. P., & Katz, H. (2012). How organization characteristics affect 
adaptive tactic used by human services nonprofit managers confronting financial 
uncertainty. Nonprofit Management and Leadership, 22(3), 281–303. 
doi:10.1002/nml.20055 

Nahapiet, J., & Ghoshal, S. (1998). Social capital, intellectual capital, and the organizational 
advantage. Academy of Management Review, 23(2), 242–266. doi:10.2307/259373 

Newburg, D., Kimiecik, J., Durand-Bush, N., & Doell, K. (2002). The role of resonance in 
performance excellence and life engagement. Journal of Applied Sport Psychology, 
14(4), 249–267. doi:10.1080/10413200290103545 

Putnam, R. (2000). Bowling alone: The collapse and revival of American community. New York, 
NY: Simon and Schuster. 

Prell, C. (2006). Social capital as network capital: Looking at the role of networks among not-
for-profits. Retrieved from http://www.socresonline.org.uk/11/4/prell.html 



Strategic Approach to Stakeholder Engagement    124 

Sagawa S., & Jospin, D. (2008, November 27). ‘Social Capital' is a charity's best investment. The 
Chronicle of Philanthropy, 21(4), 25.  

Saks, A. M. (2006). Antecedents and consequences of employee engagement. Journal of 
Managerial Psychology, 21(7), 600–619. doi:10.1108/02683940610690169 

Schein, E. H. (2010). Organizational culture and leadership (4th ed.). San Francisco, CA: 
Jossey-Bass. 

Schneider, J. (2009). Organizational social capital and nonprofits. Nonprofit and Voluntary 
Sector Quarterly, 38(4), 643–662. doi:10.1177/0899764009333956 

Senge, P. (2006). The fifth discipline: The art and practice of the learning organization. New 
York, NY: Doubleday.  

Shaw, K. (2005). An engagement strategy process for communicators. Strategic Communication 
Management, 9(3), 26–29.  

Smith, J. D. (1999). Poor marketing or the decline of altruism? Young people and volunteering 
in the United Kingdom. International Journal of Nonprofit and Voluntary Sector 
Marketing, 4(4), 372–377. doi:10.1002/nvsm.89 

SOS Children’s Villages Canada. (2012). 2011–12 annual report. Retrieved from 
https://www.soschildrensvillages.ca/About-us/annual-report/Documents/SOS_AR_2011-
12.pdf 

SOS Children’s Villages Canada. (n.d.a). SOS Children’s Villages. Retrieved from 
http://www.soschildrensvillages.ca/sos-childrens-villages 

SOS Children’s Villages Canada. (n.d.b). SOS Children’s Villages: A brief history. Retrieved 
from http://www.soschildrensvillages.ca/sos-childrens-villages-brief-history 

SOS Children’s Villages Canada. (n.d.c). SOS Children's Villages Canada mission statement. 
Retrieved from http://www.soschildrensvillages.ca/sos-childrens-villages-canada-
mission-statement 

SOS Children’s Villages Canada. (n.d.d). What we do: Mission. Retrieved from 
http://www.soschildrensvillages.ca/what-we-do 

Statistics Canada. (2012). Caring Canadians, involved Canadians: Tables report, 2010. 
Retrieved from http://www.statcan.gc.ca/pub/89-649-x/89-649-x2011001-eng.pdf 

Stringer, E. T. (2007). Action research (3rd ed.). Thousand Oaks, CA: Sage. 

Studer, S., & von Schnurbein, G. (2013). Organizational factors affecting volunteers: A literature 
review on volunteer coordination, Voluntas, 24, 403–440. doi:10.1007/s11266-012-9268-
y 



Strategic Approach to Stakeholder Engagement    125 

Sullivan, M. (2004). The promise of appreciative inquiry in library organizations. Retrieved 
from 
http://www.ala.org/llama/sites/ala.org.llama/files/content/committees/maes/ALA_LAMA
_MAES_EX_1.pdf 

Svendsen, A., Boutilier, R., Abbott, R., & Wheeler, D. (2001). Measuring the business value of 
stakeholder relationships: Part 1. Retrieved from 
http://www.camagazine.com/archives/print-
edition/2003/aug/regulars/camagazine23750.pdf 

Thomas, M. (2002). Thoughts on building a just market society. Journal of Public Affairs, 2(2), 
9–15. doi:101002/pa89 

Weisbord, M., & Janoff, S. (2000). Future search: An action guide to finding common ground in 
organizations and communities. San Francisco, CA: Berrett-Koehler. 

Weisinger, J., & Salipante, P. F. (2005). A grounded theory for building ethnically bridging 
social capital in voluntary organizations. Nonprofit and Voluntary Sector Quarterly, 
34(1), 29–55. doi:10.1177/0899764004270069 

Wellman, B., & Frank, K. A. (2000). Network capital in a multilevel world: Getting support 
from personal communities. Retrieved from 
http://homes.chass.utoronto.ca/~wellman/publications/networkcapital/hlmnan10.pdf 



Strategic Approach to Stakeholder Engagement    126 

APPENDIX A: SOS CANADA STAKEHOLDER ANALYSIS 

This stakeholder analysis was completed within the context of systems thinking. 
Stakeholders were defined as individuals or groups that influence and/or are impacted by the 
outcomes of this action research project. 

 

 

All groups or individuals 
impacted by the change

Dominant Social 
Economic Status 
(Lower, middle, 

upper)

Sponsor, Target, 
Agent, Advocate

Economic / 
Business

Board of Directors and 
Honorary Board

Middle to Upper Advocate

Economic / 
Business

Advisory Council Middle to Upper Advocate

Economic / 
Business

Global Head Office (staff) Middle to Upper Advocate

Economic / 
Business

SOS Member Organizations 
(staff)

Middle to Upper Advocate

Economic / 
Business

Corporate donors N/A Target

Economic / 
Business

Not for Profit sector (child 
services organizations, advocacy 

groups, 'competing' NGOs)
N/A Target

Economic / 
Business

Child Sponsors, monthly donors, 
corporate donors 

Middle to Upper Target

Political Canadian Government Funding N/A Target

Political
Canadian Government Ministries 

(e.g. Child services, health, 
education)

N/A Target

Organization
SOS Canada President and 

CEO
Middle Sponsor 

Organization SOS Canada Deputy Director Middle Agent
Organization SOS Staff Middle Agent
Organization Village operations staff Lower to middle Advocate

Community 
Volunteers or non-financial 

supporters e.g. mission 
advocates, interns, SMEs

All Target

Education
Village school educators; 
National education system

Lower to middle N/A

Family 
Members of SIS Villages 

families; participants in family 
strengthening programs

Lower  N/A

System

Stakeholder Group SES Change Role
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APPENDIX B: APPRECIATIVE INQUIRY INTERVIEW QUESTION S 

Applying AI principles to research methods such as interviews, releases an outpouring 
of new constructive conversations that refocus an organization’s attention away from 
problems and a dialogue of deficit or dependency towards more hopeful, energizing 
possibilities for the future (Ludema, Cooperrider, & Barrett, 2006; Sullivan, 2004). 

 

1. What influenced your choice to become involved with SOS Children’s Villages Canada 
(SOS)? 

2. What about SOS sets it apart from other child protection organizations? 
3. How would you describe the value you bring to SOS? 
4. In your experience with SOS, when have you felt most effective and engaged in 

contributing to the mission of the organization? What was this like? What made this 
situation possible? 

5. In what ways does SOS excel in providing opportunities for Canadians to engage in 
activities that help the organization achieve its mission? 

6. What was a peak experience you’ve had engaging with Canadians on behalf of SOS? 
What was it about your situation, organization, colleagues, or you that enabled this peak 
experience to occur? 

7. What do you believe would entice diverse women ages 30-50 to become more engaged 
with the organization? 

8. What do you appreciate most about how SOS makes the mission and activities of the 
organization meaningful for Canadians? 

9. What are the top three most important aspirations for the future of this organization? 
10. Imagine you fell asleep and woke up a year from now to find SOS had achieved 

everything in the strategic plan, what has been going on within the organization to make 
that possible? 
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APPENDIX C: ONLINE SURVEY CONTENT 

Introduction 

SOS Children’s Villages values the opinions of its supporters and we need your assistance. We 
are looking for your feedback in a survey about how to best engage our donor base in activities 
that would enable our supporters to deepen their relationship with SOS and the work it does. 

The survey consists of 19 questions and would take approximately 20 minutes to complete. The 
questions focus on how you, as a financial supporter of SOS Children’s Villages Canada view 
your engagement with the organization. 

All survey responses are completely anonymous and the data received will be kept confidential. 
Survey response will be aggregated and summarized, in anonymous format, in the body of a final 
report. At no time will any specific comments be attributed to any individual survey respondent. 

This survey is also being done as research for a thesis by Gwendolyn Julien-Medeiros of Royal 
Roads University. For details on her thesis please contact us at [email address] 

This survey is completely voluntary and you are not required to participate. If you do choose to 
participate, you are free to withdraw your survey responses at any time without prejudice. Your 
completion of this survey will constitute your informed consent. 

We ask for your participation by January 24, 2014. Thanks for assisting SOS Children’s 
Villages! 

Please select one or more options in response to the following questions: 

11. My age is: 
a. Less than 20 years 
b. 20-29 years 
c. 30-39 years 
d. 40-49 years 
e. 50-65 
f. 65 years and over 

12. My gender is: 
a. Female 
b. Male 

13. I describe my cultural background as: 
[open text] 

14. My choice to support the work of SOS Children’s Villages Canada was influenced by: 
a. Media (e.g. television, radio, print ad) 
b. Spokesperson (e.g. Mike Homes) 
c. Someone I know 
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d. Other [Open Text] 
15. If you selected option c, was it a: 

a. Family member 
b. Colleague 
c. Friend 
d. Other [Open Text] 

16. Select the way(s) you currently support SOS 
a. Sponsor a child 
b. Financial donation 
c. Corporate donation 
d. Volunteer 
e. Legacy or life insurance commitment 
f. All of the above 

17. How long have you been a supporter of SOS Children’s Villages? 
a. Less than 2 years 
b. 2-5 years 
c. 6-10 years 
d. More than 10 years 

18. How often do you talk about the work of SOS to others? 
a. Not at all 
b. Rarely 
c. Sometimes 
d. Often 

 
Please respond to each statement by selecting one of the following responses 

  1= Strongly Disagree, 2 = Disagree, 3=Agree, 4 = Strongly Agree 

19. SOS Children’s Villages is different from other child centred non-governmental 
organizations 

a. If you agree, how would you describe the difference? [open text] 
20. I understand how SOS Children’s Villages Canada works with children at risk 
21. I understand the issues associated with abandoned and orphaned children and children at 

risk around the globe 
b. If you agree, what would you say those issues are? [open text] 

22. I would like to see SOS Children’s Villages increase its visibility with the Canadian 
Public 

23. I would like to see SOS Children’s Villages Canada grow so it can support the delivery 
of quality family-based care* to many more orphaned and abandoned children around the 
world 

24. I would be interested in learning more about the issues affecting the children and families 
at risk that SOS Children’s Villages serves. 

a. If you agree, please select the issues would you be interested in understanding 
better? (select as many as you like) 

i. Child poverty 
ii.  Maternal and child health 

iii.  Child protection 
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iv. Education 
v. Strengthening families 

vi. Other [open text] 
b. In what way would you prefer to be further engaged in those issues? (select as 

many as you like) 
i. A newsletter 

ii.  Alerts to articles on the SOS Children’s Villages Canada website 
iii.  Workshops in my community 
iv. Blogs 
v. Social media postings 

vi. A trip to the field with SOS 
25. I would like to contribute to growing a strong SOS Children’s Villages Canada in other 

ways 
a. If you agree, please select the ways you would like to contribute to growing the 

organization in Canada 
i. Volunteer for special events 

ii.  Become a community spokesperson 
iii.  Provide a specific skill e.g. research, social media tools and techniques. 

Please describe your skill [open text] 
iv. Other [open text] 

*The SOS family-centred child-care concept is based on the four pillars of a mother, a house, 
brothers and sisters, and a village. 

 
Open-ended Questions [open text] 

26. Why is it important to you to help the organization achieve the mission statement below? 
SOS Children’s Villages provides children in need with a caring, loving, and secure 
family environment where basic needs for food, health, shelter, and education are met. 
SOS Children’s Villages creates opportunities for children to become responsible, 
contributing members of society by providing villages and community support where 
stable, nurturing homes exist to meet family, social, emotional, physical, and spiritual 
needs of children. 

27. What do you think is important for potential donors to hear about SOS? 
28. How often do you receive communications from SOS Children’s Villages 

a. Rarely 
b. Occasionally 
c. Often 
d. Too Frequently 

29. What is your preferred method of communicating with SOS Children’s Villages Canada? 
a. Phone 
b. Mail 
c. Social media (e.g. twitter, facebook) 
d. Local awareness events 

Thank you for completing the survey! 
If you are interested in hearing more about the results of this survey and/or are 

located in the Ottawa area and would like to participate in a collaborative group discussion 
about this research please contact Gwendolyn Julien-Medeiros at [email address] 
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APPENDIX D: INTERVIEW MATRIX INSTRUCTIONS 

Phase One Interviews 
• The participants are placed into 4 equal groups with each group having one question. 
• Participants will conduct an interview for their assigned question with one person from a 

different group (according to a specified interview pattern i.e. individuals from Group 1 
interview individuals from Group 2). 

• Participants will be interviewed 3 times: one interview per group 
• Responses are recorded by the interviewers on the provided handout 

 
Phase 2: Group Sharing and theme identification 
• Each group reviews the responses on their question sheet and discusses the responses to 

reach consensus on themes emerging from their different responses. 
• Groups share their collective themes with all participants 

 
Phase 3: Gallery Walk 
• Participants travel to each of the four stations and add to the themes. 
• Debrief of themes across all questions ends in a discussion about forming an early hypotheses 

about how to solve the Design Challenge / Inquiry question. 
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APPENDIX E: GROUP “MAKE A WORLD” ACTIVITY INSTRUCTI ONS 

Background 

This activity let’s participants imagine the future and take action to create a first version of it 
(bring the idea to life). According to IDEO, prototyping is about building to think in order to: 

1. Develop a deeper understanding of what an idea means and to reveal questions the 

organization needs to answer. 

2. Create an internal dialogue about how the concept works and external communication 

about the concept. 

Therefore, the purpose of this activity is to create a picture of the vision or desired future state - 
that is SOS Canada’s future engagement strategy targeted to diverse women ages 30-50 - that 
can be communicated to others for the purpose of improving on the idea. 

Instructions 

1. Participants are in divided into small groups and are given access to a large sheet of 

paper, markers, sticky notes, and other supplies that can be used to create a vision or 

story board 

2. Based on the findings from the Interview Matrix activity, as a group determine a 

hypotheses about how to solve this organizational challenge (10 minutes) 

3. Agree on how the group would like to “build” a visual of the solution and create it using 

the supplies provided (40 minutes) 

4. Create a slogan or tagline to summarize this solution (5 minutes) 

5. Debrief the activity by having each group showcase their vision and give the others 

insight into what it offers (35 minutes) 

*Source: Gray, D., Brown, S., Macanufo, J. (2010). Gamestorming: A playbook for innovators, 
rulebreakers, and changemakers. O’Reilly Media, Inc. 
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APPENDIX F: INTERVIEW MATRIX QUESTIONS 

The Interview Matrix is a group method that enables people with diverse knowledge and 
experience to explore a topic from different perspectives. The following questions were used 
for the Interview Matrix group activity: 

 
1. What has been a meaningful engagement experience for you with a not-for-profit 

organization? (SOS Children’s Villages or other organizations) 

Specific to diverse women ages 30-50 in Canada: 

2.   How can SOS Canada establish a presence in their daily lives? 

3.   How can fundraising become a meaningful engagement activity? 

4.   What would an active network look like? 
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APPENDIX G: LETTER OF INVITATION FOR INDIVIDUAL INT ERVIEW 

Dear [Prospective Participant], 
 

My name is Gwendolyn Julien-Medeiros; I would like to invite you to be part of a research 
project that I am conducting. This project is part of the requirement for a Master’s Degree in 
Leadership, at Royal Roads University; my credentials with Royal Roads University can be 
established by contacting Dr. Brigitte Harris, Director, School of Leadership Studies [email 
address] or [phone number]. 

Purpose of the study and sponsoring organization 
The objective of my research project is to identify innovative ways the staff at SOS Children’s 
Villages Canada can engage culturally diverse Canadian women between the ages of 30-50 in 
activities that increase the social impact of the organization. 

This phase of my research project will consist of individual interviews using open-ended 
questions.  This is an invitation to participate in a 30 to 60 minute interview. The anticipated 
interview questions will explore your experience with SOS Children’s Villages Canada, 
specifically what you believe they do well to engage culturally diverse Canadian women 
between the ages of 30-50 in activities that contribute to achieving the strategic objectives of the 
organization and what possibilities exist to further improve their capacity to do so. 

Your participation 
Your name was chosen as a prospective participant because of your experience with SOS 
Children’s Villages Canada. Insights gained through interviews will be used to inform further 
group research methods. 

You are not compelled to participate in this research project. If you do choose to participate, you 
are free to withdraw at any time without prejudice. Similarly, if you choose not to participate in 
this research project, this information will also be maintained in confidence. 

How information will be collected and confidentiality maintained 
Information will be documented in hand-written and audio-recorded formats, and where 
appropriate summarized, in anonymous format, in the body of the final report. At no time will 
any specific comments be attributed to any individual; pseudonyms will be used where required 
to maintain the anonymity of the participants. 

All documentation will be kept strictly confidential and secured in a locked cabinet or password 
protected electronic files for the duration of the project. Upon graduation of the researcher – 
Gwendolyn Julien-Medeiros – Master’s Degree in Leadership, all raw data will be destroyed. 

Sharing results 
In addition to submitting my final report to Royal Roads University in partial fulfillment for a 
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Masters of Arts in Leadership, I will also be sharing my research findings with senior leaders of 
SOS Children’s Villages Canada. A copy of the final report will be published and archived in the 
RRU Library, as well as in the Thesis Canada Portal of Library and Archives Canada, and 
ProQuest/UMI. The findings may also be submitted for journal article publication. 

I am not employed by SOS Children’s Villages Canada and during the course of this research 
inquiry I will be acting as a facilitator and researcher. Please feel free to contact me at any time 
should you have additional questions regarding the project and its outcomes. 

If you would like to participate in my research project, please contact me at [Email address] or 
[Phone number] 
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APPENDIX H: CONSENT FORM FOR INDIVIDUAL INTERVIEW  

In partial fulfillment of the requirement for a Master of Arts in Leadership Degree at Royal 
Roads University, Gwendolyn Julien-Medeiros (the Student) will be conducting an inquiry 
research study at SOS Children’s Villages Canada (SOS). The Student’s credentials with Royal 
Roads University can be established by contacting Dr. Brigitte Harris, Director, School of 
Leadership Studies [email address] or [phone number]. 

This document constitutes an agreement to take part in an individual interview, the objective of 
which is to gather your insights on your own experience with SOS as it relates to the research 
topic. The time required will be approximately 60 minutes. 

The research topic, questions and methods have been approved by the RRU Academic Council 
and the SOS Project Sponsor (Boyd McBride). The interview will consist of open and closed-
ended questions that are designed to inform the overall research question: “What are innovative 
ways the staff at SOS Children’s Villages Canada can engage culturally diverse Canadian 
women between the ages of 30-50 in activities that contribute to the strategic objectives of the 
organization?” 

Information will be documented in hand-written and audio-recorded formats, and where 
appropriate summarized, in anonymous format, in the body of the final report. At no time will 
any specific comments be attributed to any individual unless specific agreement has been 
obtained beforehand. 

All raw documentation will be kept strictly confidential within the activities of this action 
research project. This means that it will be used for purposes of this research only.  
Documentation will be secured in a locked cabinet or password protected electronic files for the 
duration of the project. Upon graduation of the Student – Gwendolyn Julien-Medeiros – from the 
Masters of Art in Leadership program, all raw data (written and recorded) will be destroyed. 

By signing this form, you agree that you are over the age of 19 and have read the information 
provided about this study. Your signature states that you are giving your voluntary and informed 
consent to participate in this project. You are also free to withdraw at any time without prejudice, 
and all data provided during the interview may be removed from the study. 

Please feel free to contact me at any time should you have additional questions regarding the 
project and its outcomes at [Email address] or [Telephone number] 

 I consent to the audio recording of the interview 

Name: (Please Print): ____________________________________________________ 
Signed: ____________________________________________________ 
Date: ____________________________________________________ 
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APPENDIX I: INFORMATION PAGE FOR ONLINE SURVEY 

My name is Gwendolyn Julien-Medeiros; I would like to invite you to be part of a research 
project that I am conducting. This project is part of the requirement for a Master’s Degree in 
Leadership, at Royal Roads University; my credentials with Royal Roads University can be 
established by contacting Dr. Brigitte Harris, Director, School of Leadership Studies [email 
address] or [phone number]. 

Purpose of the study and sponsoring organization 

The objective of my research project is to identify innovative ways the staff at SOS Children’s 
Villages Canada can engage culturally diverse Canadian women between the ages of 30-50 in 
activities that contribute to achieving the strategic objectives of the organization. 

SOS Children’s Villages Canada believes the outcomes of this research will support their 
organizational goals particularly with regard to increasing opportunities for people within 
Canada to engage with the mission of the organization and have greater visibility into their work 
with orphans and abandoned children in 130 countries. 

Your participation 

The research methodology includes individual interviews, a donor survey and a cocreation group 
event. All of this will occur over a six-month period. The intent is to provide all applicable 
stakeholders with an opportunity to contribute information and ideas relevant to the research 
question. The desire is to include a wide-range of perspectives on the topic. Your participation 
will help to inform the outcomes of this research, including concrete action the organization can 
take going forward. 

You are not compelled to participate in this research project. If you do choose to participate, you 
are free to withdraw at any time without prejudice. Similarly, if you choose not to participate in 
this research project, this information will also be maintained in confidence. 

Benefits and risks to participation 

Individual participants in this research are given a unique opportunity to engage with the 
organization and help to define appropriate engagement tactics. Representatives of SOS will help 
to generate and analyze data that can shape the recommendations they will ultimately own and 
implement. Society also benefits from the efforts of SOS Children’s Villages Canada to increase 
the engagement of staff and external stakeholders for the purpose of achieving strategic goals, as 
it can create even more capacity for the organization to make a positive impact on orphaned and 
abandoned children around the world. 
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Research team 

The President and CEO of SOS Children’s Villages Canada, Boyd McBride, is the acting 
sponsor of this research project, providing directional input and decision-making. The Director 
of Communications, Graeme Burk, is working closely with me throughout the project to support 
planning and delivery of each research method. This research also has the support of other 
organizational leaders, including the Board of Directors. 

How information will be collected and confidentiality maintained 

I will work to protect your privacy throughout this study. All information I collect will be 
maintained in confidence with hard copies stored in a locked filing cabinet in my home office. 
Electronic data (such as transcripts, audio files or survey data) will be stored on a password-
protected computer. Information will be documented in hand-written and audio-recorded 
formats, and where appropriate summarized, in anonymous format, in the body of the final 
report. At no time will any specific comments be attributed to any individual; pseudonyms will 
be used where required to maintain the anonymity of the participants. 

All documentation will be kept strictly confidential and secured in a locked cabinet or password 
protected electronic files for the duration of the project. Upon graduation of the researcher – 
Gwendolyn Julien-Medeiros – from the Master’s Degree in Leadership, all raw data will be 
destroyed. 

Sharing results 

In addition to submitting my final report to Royal Roads University in partial fulfillment for a 
Masters of Arts in Leadership, I will also be sharing my research findings with senior leaders of 
SOS Children’s Villages Canada. A copy of the final report will be published and archived in the 
RRU Library, as well as in the Thesis Canada Portal of Library and Archives Canada, and 
ProQuest/UMI. The findings may also be submitted for journal article publication. 

Procedure for withdrawing from the study 

You are not required to participate in this research project. By participating in the research 
interviews, survey or group event you indicate that you have read and understand the information 
above and give your free and informed consent to participate in this project. 

I am not employed by SOS Children’s Villages Canada and during the course of this research 
inquiry I will be acting as a facilitator and researcher. Please feel free to contact me at any time 
should you have additional questions regarding the project and its outcomes. 

[Email address] 
[Telephone number] 
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APPENDIX J: LETTER OF INVITATION FOR GROUP METHOD ( PARTICIPATORY 
CO-DESIGN SESSION) 

 

Hi [Name], 

SOS Children’s Villages Canada is sponsoring a Master’s degree research project that will help 
us develop a strategic approach to donor engagement – particularly with Canadian women. The 
goal of this is to help SOS to develop relevant and meaningful advocacy programming. 

For the final phase of this project, we’re holding a workshop on Friday, January 31st from 1 – 
4 pm. The workshop will be held at a location that couldn’t be more convenient for you: the 
board room in the [location]!  Lunch and refreshments will be provided. 

Participants in the workshop will not only help with understanding the research done thus far but 
actually help us construct solutions that will help SOS Children’s Villages work going forward. 
It’s an interactive process that will definitely assist us in future. 

Please see the information below for details about the research project. Feel free to reach out to 
myself or the student researcher, Gwendolyn Julien-Medeiros, with any questions about 
participating. 

I appreciate your support with this initiative and hope you can join us.  In your case, the 
combination of convenience and a chance to help us in another way may be overwhelming – 
hope so! 

Please let me know if you can do this. 

Best wishes, 

Boyd  

*** 

My name is Gwendolyn Julien-Medeiros; I would like to invite you to be part of a research 
project that I am conducting. This project is part of the requirement for a Master’s Degree in 
Leadership, at Royal Roads University; my credentials with Royal Roads University can be 
established by contacting Dr. Brigitte Harris, Director, School of Leadership Studies [email 
address] or [phone number]. 

Purpose of the study and sponsoring organization 

The objective of my research project is to identify innovative ways the staff at SOS Children’s 
Villages Canada can engage culturally diverse women in Canada between the ages of 30-50 in 
activities that contribute to achieving the strategic goals of the organization.  This phase of my 
research project will consist of a group cocreation workshop that will use a variety of group 
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discussion approaches to produce innovative solutions related to the research topic for SOS 
Children’s Villages Canada. All participants will collaboratively explore interview and survey 
data findings from previously conducted research for this project and participate in gathering, 
organizing and analyzing newly generated data during the session. 

Your participation 

Insights gained through this workshop will be integrated with the analysis of the previous 
research methods to form conclusions and recommendations for the thesis report. 

You are not compelled to participate in this research project. If you do choose to participate, you 
are free to withdraw at any time without prejudice. However, data already provided in the course 
of the group activity will remain with the project, as your comments will have influenced others 
in the group. Similarly, if you choose not to participate in this research project, this information 
will also be maintained in confidence. 

How information will be collected and confidentiality maintained 

Information will be documented in hand-written and audio-recorded formats, and where 
appropriate summarized, in anonymous format, in the body of the final report. At no time will 
any specific comments be attributed to any individual; pseudonyms will be used where required 
to maintain the anonymity of the participants. 

All documentation will be kept strictly confidential and secured in a locked cabinet or password 
protected electronic files for the duration of the project. Upon graduation of the researcher – 
Gwendolyn Julien-Medeiros – Master’s Degree in Leadership, all raw data will be destroyed. 

Sharing results 

In addition to submitting my final report to Royal Roads University in partial fulfillment for a 
Masters of Arts in Leadership, I will also be sharing my research findings with senior leaders of 
SOS Children’s Villages Canada. A copy of the final report will be published and archived in the 
RRU Library, as well as in the Thesis Canada Portal of Library and Archives Canada, and 
ProQuest/UMI. The findings may also be submitted for journal article publication. 

I am not employed by SOS Children’s Villages Canada and during the course of this research 
inquiry I will be acting as a facilitator and researcher. Please feel free to contact me at any time 
should you have additional questions regarding the project and its outcomes. 

If you would like to participate in my research project, please contact me at [Email address] or 
[Telephone number]. 

Sincerely, 
Gwendolyn Julien 
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APPENDIX K: CONSENT FORM FOR GROUP CO-CREATION RESE ARCH 

METHOD 

In partial fulfillment of the requirement for a Master of Arts in Leadership Degree at Royal 
Roads University, Gwendolyn Julien-Medeiros (the Student) will be conducting an inquiry 
research study at SOS Children’s Villages Canada. The Student’s credentials with Royal Roads 
University can be established by contacting Dr. Brigitte Harris, Director, School of Leadership 
Studies [email address] or [phone number]. 

Purpose of the study and sponsoring organization 

The objective of my research project is to identify innovative ways the staff at SOS Children’s 
Villages Canada can engage culturally diverse women in Canada between the ages of 30-50 in 
activities that increase the social impact of the organization. The research topic and methods 
have been approved by the RRU Academic Council and the SOS Project Sponsor (Boyd 
McBride). 

SOS Children’s Villages Canada believes the outcomes of this research will support their 
strategic goals for growing the organization, particularly with regard to increasing opportunities 
for people within Canada to engage with the mission of the organization and have greater 
visibility into their work with orphans and abandoned children in 130 countries. 

Your participation 

This document constitutes an agreement to take part in the final phase of this research, which is 
a group cocreation workshop. This event will be 4 hours in length and will include activities and 
discussions designed to inform the overall research question: “What are innovative ways the 
staff at SOS Children’s Villages Canada can engage culturally diverse women in Canada 
between the ages of 30-50 in activities that contribute to achieving the strategic objectives of the 
organization?” The intent is to provide a wide range of stakeholders with an opportunity to 
contribute information and ideas relevant to the research question and create visual solutions that 
incorporate the themes and ideas generated during the session. Your participation will help to 
inform the outcomes of this research, including concrete action the organization can take going 
forward. 

How information will be collected and confidentiality maintained 

I will work to protect your privacy throughout this study. Information will be collected in hand-
written and audio-recorded formats, and where appropriate summarized, in anonymous format, 
in the body of the final report.  All information I collect will be maintained in confidence with 
hard copies stored in a locked filing cabinet in my home office. Electronic data (such as 
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transcripts and audio files) will be stored on a password-protected computer. Because of the 
inclusion of many participants in the group, individual anonymity cannot be assured. However, 
collected data will be coded to eliminate personal identification, and reported anonymously. At 
no time will any specific comments be attributed to any individual; pseudonyms will be used 
where required to maintain the anonymity of the participants. 

All documentation will be kept strictly confidential and secured in a locked cabinet or password 
protected electronic files for the duration of the project. Upon graduation of the researcher – 
Gwendolyn Julien-Medeiros – from the Master’s Degree in Leadership, all raw data will be 
destroyed. 

Sharing results 

In addition to submitting my final report to Royal Roads University in partial fulfillment for a 
Masters of Arts in Leadership, I will also be sharing my research findings with senior leaders of 
SOS Children’s Villages Canada. A copy of the final report will be published and archived in the 
RRU Library, as well as in the Thesis Canada Portal of Library and Archives Canada, and 
ProQuest/UMI. The findings may also be submitted for journal article publication. 

Procedure for withdrawing from the study 

By signing this form, you agree that you are over the age of 19 and have read the information 
provided about this study. Your signature states that you are giving your voluntary and informed 
consent to participate in this project. You are also free to withdraw at any time during the session 
without prejudice, however any input provided will remain a part of the information collected. 

I am not employed by SOS Children’s Villages Canada and during the course of this research 
inquiry I will be acting as a facilitator and researcher. Please feel free to contact me at any time 
should you have additional questions regarding the project and its outcomes. 

[Email address] 

[Telephone number] 

 

 I consent to the audio recording of group activities during this session 

Name: (Please Print): ____________________________________________________ 

Signed: ____________________________________________________ 

Date: January 31, 2014 


