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ABSTRACT 

The Regional Municipality of York (York Region) is the third largest upper-tier municipality in 

Ontario, a government organization performing 16 core functions across almost 200 work 

locations.  Its growth rate is the third highest in Canada.  The organization wished to explore 

opportunities to improve internal collaboration, including building upon what is currently 

working.  This inquiry utilized action research, specifically through the use of storytelling and 

world café methods with participants from the leadership community, to ascertain the 

organization‘s current success stories, explore its own definition, and identify the leadership and 

organizational factors required for effective interdepartmental collaboration.  Seven findings 

confirmed the existence of success stories and identified process, relational, leadership, and 

organizational factors which impact collaboration.  Six recommendations emerged from the 

findings and may assist York Region in taking steps to continuously improve in this area.  This 

inquiry adhered to Royal Roads University Research Ethics Policy. 
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CHAPTER ONE: FOCUS AND FRAMING 

 The inquiry took place at the Regional Municipality of York (York Region), and addressed 

how to improve interdepartmental collaboration.  The goal of the inquiry was to discover 

methods to increase collaboration that could support the organizational values and strategic 

goals.  York Region has just released an updated four-year strategic plan for the years 2015-2019 

and is in the midst of developing its Human Capital Plan that includes a review of leader and 

employee competencies.  The strategic planning process has identified interdepartmental 

collaboration as a key organizational challenge, which was directly related to York Region‘s 

commitment to continuous quality improvement.  It was therefore a priority area, which is 

recognized as having an impact on the organization‘s ability to accomplish its strategic goals.  

Additionally, during my two years as a student in the MA Leadership program, I had multiple 

conversations with a variety of colleagues from a variety of roles and departments for the 

purpose of completing course assignments. Internal collaboration emerged regularly as a key 

topic of conversation, thus reinforcing its status as a priority area.  Along with my sponsor, I 

believed that this inquiry was timed quite well as part of this overall review process and will 

provide a framework which can assist in moving forward. 

 I have worked for York Region for 14 years; for the last six of those years, my role has 

been the Manager of the Workplace Health, Safety, and Wellness Division within the Human 

Resource Services Branch of the Corporate Services Department.  The inquiry topic was 

purposefully outside of the scope of my current role; however, the nature of my work has 

provided a foundation on which I could build.  Specifically, in my daily work, our clients are 

internal as we support the operational areas of the organization.  Therefore, the successes of the 

initiatives led by my division are largely dependent on the quality of the collaborative processes 



IMPROVING INTERDEPARTMENTAL COLLABORATION 12 

 

with our peers and clients.  These peer and client groups represent both other areas within our 

own department as well as operational departments within York Region, respectively.   

While involved in this inquiry, I represented the Office of the Chief Administrative Officer 

(CAO) which holds, as part of its mandate, organizational effectiveness and leadership 

development.  As I do not directly report to this department, this approach helped provide clarity 

to my role as an internal researcher and assisted me in separating from my daily role in the 

organization to become a ―detached, theoretic, objective and neutral observer‖ (Coghlan & 

Brannick, 2014, p. 119) while conducting this inquiry.  This is explained in more detail in 

Chapter 3. 

The inquiry question was: How can York Region improve interdepartmental collaboration?  

The subquestions that were explored as part of this inquiry were: 

1. What are York Region‘s stories of effective/successful interdepartmental 

collaboration? 

2. What does interdepartmental collaboration look like at York Region? 

3. What leadership and organizational factors are required for effective 

interdepartmental collaboration? 

Significance of the Inquiry 

The change goal associated with this inquiry was to improve overall organizational 

efficiency and effectiveness, leading to the successful implementation of York Region‘s strategic 

plan.   

York Region conducts employee surveys every four years, with the next survey planned 

for the fall of 2015.  According to the most recent employee survey conducted in 2011, overall 

employee satisfaction is 67.7%.  Trust in one‘s supervisor was addressed in two areas: overall 
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job satisfaction with a score of 79.9% and organizational engagement with a score of 74.4%.  

The survey also identified that these items do vary by department/work area.  The most direct 

question related to collaboration in the survey was around cooperation.  The overall score for 

cooperation was 67.2%; however, the importance rating was 81.7%, which indicates a potential 

area for improvement. 

This inquiry involved stakeholders at several levels of the organization, from middle 

management to senior leadership.  York Region‘s senior leadership will likely benefit most from 

this inquiry since it involves consideration of issues which would enhance organizational 

effectiveness and efficiency and assist in achieving the strategic goals.  Hopefully, middle 

management will also benefit from this initiative, as improved quality in services and 

relationships will positively influence business results, improving project completion timelines 

and overall quality.  This inquiry could also benefit the front line employee stakeholder group. 

Through collaboration, they may gain improved working relationships with clients and other 

departments by becoming involved in cross departmental projects earlier and by increasing the 

awareness of available internal resources.  More timely engagement could provide front line 

employees with clarity around roles and expectations.  York Region‘s clients are those who are 

direct customers of our services and are also considered stakeholders in this inquiry as they 

would benefit from the enhanced services made possible through the achievement of its strategic 

objectives.  These direct customers include residents in long term care facilities, transit riders, 

and Ontario Works recipients, to name a few.  The taxpayers at large are also stakeholders and 

would presumably benefit because York Region would be operating in an even more efficient 

and effective manner.  Financial accountability within the organization benefits the Region‘s 
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clients and taxpayers alike by continuously improving services and responsibly managing tax 

revenue. 

Organizations that do not effectively collaborate internally may miss out on the 

opportunity to provide more robust solutions to complex problems requiring an interdisciplinary 

approach, utilize the full potential of employees, and build the relationships that foster 

engagement and commitment.  This inquiry presents an occasion to integrate collaboration into 

work processes and corporate culture, which will help the organization in achieving its strategic 

goals, particularly in this period of rapid growth.  Building on this is the chance to utilize the 

existing success stories and ideas of those already internal to the organization as a springboard to 

progress forward.  

Organizational Context 

York Region is the third largest upper tier municipality in Ontario, serving a population of 

over one million in nine lower tier cities and towns.  Its growth rate is the third highest census 

division in Canada and the Ontario Government estimates a population of over 1.5 million by the 

year 2031.  The municipality spans a geographic area of 1,762 square kilometres from Lake 

Simcoe in the north to the city of Toronto in the south, with its eastern border shared with 

Durham Region and western border shared with Peel Region.  Simcoe County is to the 

northwest.    

The municipality conducts 16 identified core businesses in almost 200 locations.  York 

Region is landlocked, therefore requiring partnerships with other municipalities to provide 

essential services ranging from the construction and maintenance of infrastructure through to 

health and social services such as public health, long term care and family and children services.  

There are approximately 3500 employees in six departments and the turnover rate is 5.5% (York 
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Region Strategic Plan 2011-2015).  Regional departments are led by Commissioners, who report 

to the CAO.  The organization is governed by a council of 20 elected officials from the nine local 

municipalities, led by the Regional Chair.   

 York Region‘s vision is ―Creating Strong, Caring, Safe Communities‖, with a mission 

statement reading ―York Region staff are committed to providing cost effective, quality services 

that respond to the needs of our rapidly growing communities‖ (York Region Strategic Plan 

2011-2015).  The organizational values are combined in the acronym for ―I CARE‖: Integrity, 

Commitment, Accountability, Respect, and Excellence (see Appendix A).  The organization has 

linked the espousal of these values by its employees to achieving its vision and mission through 

service excellence.  Effective collaboration helps to build the capacity within the organization to 

enable excellent service to York Region residents.  

 Included in the current and recently released strategic plan for years 2015-2019 are four 

strategic priority areas:  Economic Vitality, Healthy Communities, Sustainable Environment, and 

Good Government (see Appendix B).  Within all four of these strategic priority areas are 

objectives and success measures which involve multiple and interconnected areas of York 

Region and requires internal and external collaboration and partnerships.  It was clear from the 

inquiry process, that included a review of the literature as well as participant responses, that 

effective internal collaboration is critical to York Region‘s success, particularly in light of 

shrinking public sector resources (Getha-Taylor, 2008) and the increasing complexity of the 

issues facing government (O‘Leary & Vij, 2012).    

Systems Analysis of the Inquiry 

 With 16 disparate business functions inside one organization, along with various external 

pressures to which a municipality is exposed, consideration of York Region within the full 
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system is helpful to understanding the context of this inquiry.  Understanding of the full system 

is noted by Senge (2007), who stated ―systems thinking is a conceptual framework, a body of 

knowledge and tools that has been developed over the past fifty years, to make the full patterns 

clearer, and to help us see how to change them effectively‖ (p. 7).  For example, since one of the 

Region‘s strategic goals is to ―ensure a fiscally prudent and efficient Region‖ (York Region 

Strategic Plan, 2015-2019), the increasing demand for infrastructure and other services due to the 

rapid growth necessitate other means of cost reduction or reprioritization.  The complexity of the 

issues facing York Region necessitates what Senge (2006) called ―process thinking‖ rather than 

―snapshot thinking‖, which means that focus is placed on change over time as opposed to short-

term (p. 65).  York Region has acknowledged this need within its strategic plan, a four-year plan 

aimed towards achieving the longer range Vision 2051 (York Region Strategic Plan, 2015-2019). 

 In his overview of literature on systems thinking, Williams (2008) outlined three key  

concepts: inter-relationships, perspectives, and boundaries. I will use two of these – inter-

relationships and perspectives – as the framework for this analysis.     

 Inter-relationships 

Inter-relationships refer to the connectedness between system elements of the system, 

including dynamic, non-linear, context sensitivity, and complexity (Williams, 2008).  Corporate 

culture varies across the departments, branches, and divisions of York Region.  In fact, due to the 

diversity of Regional operations, number of geographic sites, and the influence of politics on 

policy decisions on resource allocation, the Region is made up of many micro-cultures.  Katapol 

(2007) claimed these micro-cultures are common to municipal government due to the diversity 

of services provided, but may contribute to competition between departments, communication 

challenges, and strained relationships.    



IMPROVING INTERDEPARTMENTAL COLLABORATION 17 

 

As a way of understanding interrelationships, Bronfenbrenner‘s (1994) ecological model is 

useful insofar as it is ―conceived of a set of nested structures, each inside the other like a set of 

Russian dolls‖ (p. 39).  The innermost doll is the micro-system, the activity patterns, roles and 

relationships within the set environment; this can be likened to York Region‘s culture and micro-

cultures and the impacts that has on the level of collaboration within and between work units.  

Figure 1 illustrates the internal and external influences on York Region using this model. 

 

Figure 1. Systems map of York Region. 

 

The meso-system includes the processes between two or more settings, which can be 

translated to the inter-relations between Regional departments.  Next are the exo, macro and 

chrono-systems, all of which are external factors which can put pressure or otherwise impact on 

the system in a larger scale.  These factors certainly influence the landscape in which the 
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organization operates and can include customers, regulatory bodies, and the community socio-

political environment which guide and shape the organizational priorities. 

A lack of collaboration may appear as departmental silos, which may encourage 

decentralized decision making and can be problematic with respect to consistency and overall 

quality and efficiency.  As in many government organizations, decisions are often made only 

after passing through multiple levels of bureaucracy.  When the inter-relationships are not 

identified and, when combined with multiple levels of decision making, this can lead to 

significant time delays, incomplete decision making, and create the need for re-work. 

 Perspectives 

A systemic approach is not just about seeing the big picture, but about how one looks at the 

picture (Williams, 2008).  Once the inter-connections are seen, they can still be interpreted in 

many different ways and the concept of perspectives enables us to focus on alternative 

viewpoints and options.  Senge  (2007) presented another means to describe perspectives in 

terms of mental models, the ―deeply held internal images of how the world works, images that 

limit us to familiar ways of thinking and acting‖ (p. 163).  These deeply held beliefs most 

certainly impact the perspectives and therefore the behaviours and actions, of individuals in York 

Region.  Weisbord (2012) discussed a general reluctance to look at things from all angles, in a 

desire to ―get on with it‖ (p. 257).  He further posited that ―systems can be improved only to the 

extent that everyone who works in them understands how they work [and] that takes deep 

engagement‖ (p. 285).  Given the micro-cultures within, size, and diversity of York Region, the 

presence of existing mental models most certainly impacts the varying perspectives necessary for 

collaboration. 
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As a tool for expanding perspectives, Bolman and Deal (2003) suggested a four-frame 

model where each frame represents a different lens one can use to analyze or understand an 

issue.  These four frames can assist in establishing a comprehensive understanding of 

interdepartmental collaboration.  Figure 2 illustrates a high-level analysis.   

Structural Human Resource Political Symbolic 
• Clarity of expectations  

• Centralized verses de-

centralized planning 

• Alignment level 

between departmental 

goals  

• Policies and 

procedures which 

encourage or 

discourage 

collaboration 

• The presence and use 

of technology to foster 

collaboration and 

knowledge exchange 

• Employee and 

leadership 

competencies 

• Recruitment of 

collaborative verses 

individualistic 

employees and leaders 

• Training and coaching 

of collaboration related 

skills 

• Quality of 

relationships within 

and between 

departments 

 

• Leadership practices and 

level of shared power 

• Acceptance level of 

interdepartmental 

conflicts  

• Interdepartmental 

competition for 

resources and 

recognition 

• Impact of external 

political pressures  

• Level of espousal of 

organizational values 

• Consistency of 

corporate culture, 

including unwritten 

rules 

• Perceived 

meaningfulness of 

collaborative work 

• Presence of absence of 

shared vision and goals 

• Celebration of 

collaboration 

 

Table 1. Analysis using Bolman and Deal‘s (2003) four frames. 

 

 Addressing the inquiry from the four frames perspective helps to understand the full scope 

and impacts of interdepartmental collaboration.  This inquiry has been addressed through these 

four frames based on the openness of the subquestions; however, it is most clear in the third 

subquestion, which aimed to examine both the leadership and organizational factors necessary 

for effective interdepartmental collaboration.  

Overview of the Thesis 

This thesis is organized as follows:  

Chapter 2 provides an overview of literature which will provide a foundation in the areas 

of defining collaboration, collaborative decision making and leadership and organizational 

factors necessary for collaboration.  Chapter 3 then outlines the inquiry approach, project 

participants, inquiry methods, study conduct, and ethical issues associated with this study.  Next, 
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Chapter 4 reveals the seven inquiry findings and conclusions.  Finally, Chapter 5 offers six 

recommendations which are based on a synthesis of the inquiry findings and literature and 

outlines the organization and leadership implications, as well as the implications for future 

inquiry. 

Chapter Summary 

In this chapter, I provided an introduction to the inquiry, including an overview of its 

significance to the organization, the context in which the inquiry is placed, and a systems 

analysis of interdepartmental collaboration factors at York Region.  Having provided this 

overview and an outline of the way in which this thesis is organized, I turn now to a description 

of the key concepts and theories essential to understanding this study. 
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CHAPTER TWO: LITERATURE REVIEW 

  The literature review provides a foundation for the inquiry question, as well as support for 

the subquestions and overall change goal.  The topics covered in the review of the literature are 

all interrelated and interconnected.  Firstly, the literature will facilitate an understanding of 

collaboration by exploring definitions and benefits, particularly in complex systems which 

sufficiently addresses the challenges of a large, operationally diverse organization such as a 

municipality.  Secondly, the concepts of diversity, interdisciplinary collaboration and team 

decision making, and the associated relationship building considerations, will be explored to 

establish a strong rationale for utilizing these tools to maximize the quality of the collaboration.  

Lastly, the third area of literature to be explored is the leadership and organizational factors 

necessary to build and sustain an organizational culture of collaboration, which is crucial for 

understanding the organization‘s current strengths, culture, and readiness for change in order to 

make realistic and comprehensive plans for enhancement and improvement.  These are 

summarized in Table 1. 

Topic Sub topic 

Understanding Collaboration   Collaboration defined 

 Benefits of collaboration 

 Collaboration in complex systems 

 

Collaborative Decision Making  Interdisciplinary collaboration 

 Diversity 

 Relationships and trust 

 

Leadership and Organizational Factors Necessary 

for Collaboration 
 Leadership factors 

 Organizational factors 

 

Table 2. Literature review topics. 
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Understanding Collaboration 

This inquiry was focused on internal collaboration both intradepartmentally across work 

units and interdepartmentally.  In order to realize the benefits of interdepartmental collaboration 

an understanding of what collaboration looks like in a large municipality with such diverse 

operations is critical.  This section outlines the definitions of collaboration, benefits associated 

with collaboration, and collaboration in complex systems. 

 Collaboration defined  

Collaboration is a topic that is well researched.  Getha-Taylor (2008) suggested that it is 

viewed by many as the way business needs to be conducted, particularly in the public sector 

where issues span multiple organizations including private, non-profit and public sectors.  There 

is a vast amount of research (see, for example, Baker, 2003; Beyerlein, Freedman, McGee & 

Moran, 2003; Cuijpers, Guenter, & Hussinger, 2004; Hansen, 2009; Hardwick, Anderson, & 

Cruickshank, 2013; Sandow & Allen, 2005, among others) on interorganizational collaboration 

with respect to marketing partnerships between customers and organizations, multiple 

organizations, and even competing organizations; however, there is significantly less on 

intraorganizational collaboration.  This observation was supported by Diamond and Rush (2012), 

who stated: 

Whilst this may be seen as an oversimplification of a more complex situation we are aware 

of the ways in which organizations and agencies have over the past 20 years sought to 

develop more co-operative and co-ordinated forms of working through partnerships or 

multi-agency fora. Yet, the internal sets of relationships and structures of organizations 

have–to some extent–remained outside the influence of these changes. (p. 288) 
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Through a review of literature relating to both internal and external collaboration, I noticed that 

there are many similarities between them.  While this inquiry focuses on internal collaboration, 

these similarities represent an opportunity to utilize similar collaboration strategies both 

internally and externally to the organization (see, for example, Baker, 2003; Beyerlein, et al., 

2003; Cuijpers et al., 2004; Diamond & Rush, 2012; Hansen, 2009; Harwich et al., 2013; Haines, 

Godley, & Hawe, 2011; Patel, Pettitt, & Wilson, 2011; Nokes-Malach, Meade & Morrow, 2012, 

among others).  Additionally, I assert that these similarities are particularly relevant to an 

organization such as a municipality, due to the operational diversity and organizational structure, 

which can be likened to a contained set of several organizations. 

Defining collaboration, including collaborative behaviours, is vital to understanding what 

is currently working within the organization and what may not; the definition is also directly 

linked to the overall purpose and utility for collaborating cross functionally.  Within the 

literature, there are countless definitions of collaboration.  Patel et al. (2012) stated that there was 

a surprising lack of clear definition and understating of collaboration and how to best support 

and improve collaborative working.  They further posited that the definitions are often tailored to 

the environment or context in which they may be used, but identified the emergence of some 

common themes, ―collaboration involves two or more people engaged in interaction with each 

other, within a single episode or series of episodes, working towards common goals‖ (p. 1).  

Wildman, DiazGranados, Salazard, Kramer, and Salas (2012) asserted that this lack of clear 

definition and understanding of what collaboration is has represented an impediment to its 

effectiveness and turned collaboration into a buzzword.  They defined collaboration as a process 

rather than an outcome, requiring two or more social entities, reciprocation (if collaboration is 
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not mutual it is actually delegation or coercion), and joint participation in accomplishing a shared 

goal.   

In addition to there not being consistency in defining collaboration, the definitions also 

vary with respect to their verbosity.  Diamond and Rush (2012) concisely defined collaboration 

as ―a complex process concerned with ‗knowledge transfer‘ and ‗knowledge creation‘, i.e. 

learning.‖ (p. 287), while others‘ definitions include the purpose and even process requirements.  

In reviewing numerous definitions of collaboration, several common themes emerged.  The 

presence of individuals, groups, or organizations working towards a shared purpose or goal was 

the most prominent concept within the definitions (see, for example, Mankin, Cohen, & 

Fitzgerald, 2004; O‘Leary & Vij, 2005; Sandow & Allen, 2005; Thomson & Perry, 2008, among 

others) and largely focused on the solving of problems which requires input and/action from 

multiple participants (Getha-Taylor, 2008; O‘Leary & Vij, 2005).  Reciprocity and mutual 

benefits were also a strong theme (O‘Leary & Vij, 2005; Thomson & Perry, 2006). 

Many definitions focused on the process and outcomes, while some included relational 

elements.  For example, Sandow and Allen (2005) stated that ―collaboration is the social 

coordination of action and occurs in a social system of relations therein everyone in the network 

is accepted by everyone else in the network as a contributor toward a shared purpose‖ (p. 9).  

The relational aspects of collaboration were also incorporated into the explanation provided by 

Thomson and Perry (2006), who described an understanding of shared power arrangements 

which encompassed respect for others‘ opinions, agreement on how decisions are made, open 

information sharing, and the acceptance of lengthy negotiations with the understanding that goals 

are shared and everyone is equally committed.  They also counted trust as one of the five 

dimensions of collaborative public management.  Warm (2011) defined collaboration specific to 
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local government, by stating that it ―involves working across institutional boundaries to engage 

outside individuals and entities in a highly connected way that essentially reshapes the processes 

of decision making or service delivery‖ (p. 61).  He also differentiated between collaboration and 

networking, coordinating and cooperating, stating that collaboration combines creativity, 

expertise, knowledge, and other resources into a mutual endeavour and that it entails joint 

responsibility and shared risks and rewards to achieve a common goal.   

Overall, regardless of whether the definition is focused on the process or relational aspects, 

the most dominant themes are multiple individuals working together to accomplish a shared goal.  

Central to the literature reviewed is a strong indication that, once collaboration is understood, 

there are numerous benefits to doing it well.  

 Benefits of collaboration 

The benefits and risks, of collaboration are outlined in this section in order to provide a 

rationale for expending resources to improve in this area.  Collaboration has been coined a 

―critical success factor for any community–at work and outside work–is the extent to which it 

can coordinate itself to communicate and achieve common goals‖ (Patel et al., 2011, p. 1).  In 

particular, collaboration can assist the specific public sector challenges including a shrinking 

managerial workforce, flattening organizational structures, and increasing demands for improved 

performance (Getha-Taylor, 2008, p. 103).  Exploring the benefits of collaboration is essential 

because it is difficult to measure as it is not a result or output; rather, collaboration facilitates a 

variety of positive results and outcomes within an organization.  This variation may be related to 

the multitude of definitions and lack of common understanding of collaboration, or to the 

difficulty to measure.  The benefits are outlined in Figure 3.  
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Benefit Description References 

Innovation and creativity Invention, better 

ideas 

Baker, 2003; Beyerlein et al., 

2003; Cuijpers et al., 2004; 

Diamond & Rush, 2012; 

Haines et al., 2011; Hansen, 

2009; Harwich et al., 2013; 

Hattori & Lapidus, 2004;  

Patel et al., 2011; Sandow & 

Allen, 2005 

Strategic alliances information 

exchange 

Baker, 2003; Cuijpers, et al., 

2004 

Organizational learning  shared 

knowledge, 

transfer of best 

practices, 

improved 

decision making 

Baker, 2003; Beyerlein et al., 

2003; Hansen, 2009; Nokes-

Malach, et al., 2012; Patel et 

al., 2011; Sandow & Allen, 

2005 

Acquisition of financing Increased sales 

and profits 

Baker, 2003; Hansen, 2009; 

Patel et al., 2011 

Results achievement -- Hansen, 2009; Martin & 

Eisenhardt, 2010 

Word of mouth marketing -- Baker, 2003 

Employee participation Motivation, 

productivity, part 

of decision 

making, 

ownership 

Sandow &Allen, 2005; 

Haines et al., 2011; 

Korsynsky, 2013; Piggot-

Irvine, 2012 

Social capital  -- Sandow &Allen, 2005; 

Increased efficiency -- Beyerlein et al., 2003; Patel 

et al., 2011; Sandow & 

Allen, 2005; Southern, 2005 

Increased workforce flexibility -- Beyerlein et al., 2003; 

Cuijpers et al., 2004  

  

goals spanning 

 

Beyerlein et al., 2003; 
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Ability to reach and pursue broader goals one or more 

distributed units, 

increased 

complexity 

Nokes-Malach et al., 2012; 

Patel et al., 2011; Southern, 

2005 

Managing complexity -- Mankin et al., 2003; 

Southern, 2005 

Adaptable organizations -- Beyerlein et al., 2003  

Table 3. Benefits of Collaboration. 

 

Though the benefits of collaboration are well-documented, it is not without risks and 

drawbacks, which are also wide-ranging.  For example, Cuijpers et al. (2004) listed less efficient 

decision making, conflicts over resources and technical issues, budget overruns, project failure 

(p. 565) as collaboration risks which need to be managed.  Hansen (2009) also listed delays as a 

drawback of collaboration.  He stated that knowing when to collaborate is the key to successful 

collaboration and that organizations often failed to consider conflicts between groups, competing 

individual objectives and organizational challenges when giving the green light for collaboration 

(p. 85).  Piggot-Irvine (2012) also listed delays as a drawback and added that it can overwhelm 

participants and may leave non-participants feeling excluded.  Another perspective comes from 

Martin and Eisenhardt (2010), who asserted that the economic value associated with 

collaboration is often not realized, suggesting that successful cross business unit collaboration is 

difficult to achieve (p. 266).  O‘Leary and Vij (2005) identified that accountability is a challenge 

associated with collaboration and that this stems from the flexibility associated with 

collaborative decision making.   

Concluding advice from Thomson and Perry‘s (2006) review, which aligns well with the 

risks outlined above, was ―don‘t collaborate unless you are willing to thoughtfully consider and 

educate yourself about the nature of the process involved‖ (p. 28) and that collaboration for 
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collaboration‘s sake, or to achieve an individual goal, is likely to result in failure due to the 

complexity of the collaborative process.  Collaboration poses both risks and benefits; however, it 

is clear that the many benefits that can be realized from collaboration are, as one might expect, 

based on the quality of the collaboration itself and the appropriateness of its use based on the 

specific circumstances.   

 Collaboration in complex systems 

Complexity merits exploration in the context of this inquiry as York Region is a complex 

organization which is faced with complex challenges and issues.  Senge (2006) asserted that 

organizations do a poor job of systemic understanding of problems and that: 

Interdependency is growing dramatically, and those organizations that make even modest 

progress in developing capacity to understand and work with complexity will have real 

advantages. We have already seen many occasions where seeing systemic patterns and 

adopting sound complex systems strategies have paid off in intelligent and adaptive 

solutions to otherwise intractable business problems. (p. 315)  

The Cynefin framework (http://www.cognitive-edge.com) can be used to help understand 

complexity.  The framework differentiates between four domains: simple, complicated, complex, 

and chaotic.  The simple and complicated domains are ordered and there is clear cause and 

effect; the complex and chaotic domains are unordered, with no immediately evident cause and 

effect, or the relationship between them is only perceivable in retrospect.  Snowden and Boone 

(2007) posited that fact-based decision making is suitable within the simple and complicated 

domains, often relying on technical experts, whereas decision making in the complex and chaotic 

domains is based on emerging patterns, where there is more than one right answer.  York Region 

is faced with issues in all four of the Cynefin domains; however, the organization is itself a 
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complex system, a collection of ―diverse, connected, interdependent entity‖ (Page, 2011, p. 6). 

Many of the issues and challenges faced by York Region fit within the complexity definition 

provided by Mankin et al. (2004), as they include high task uncertainty, multiple individuals, 

diverse goals/mandates/cultures, varying goals and agendas, and multiple locations which 

necessitate communication through technological means (p. 3).    

In the context of public sector organizations, O‘Leary and Vij (2012) discussed the overall 

shift from government to governance and an increased focus on intergovernmental collaboration 

and private-public-non-profit sector partnerships.  They posited that complexity arises due to: 

multiple members each having their own interests, those members bringing different and 

common missions, organizations involved having different cultures, organizations differing in 

degrees of hierarchy, varying stakeholders and funders, multiple forums for decision making, 

varying governance structures, and conflict with public who have diverse, and perhaps 

conflicting, needs.  Though their comments seems externally focused (i.e., collaboration between 

multiple organizations), these factors can relate to internal collaboration as well.  Moreover, as I 

outlined earlier, a municipality can be viewed as multiple, distinct organizations.   

Several authors addressed the relationship between managing complexity with bureaucracy 

and hierarchy, which directly relates to the processes needed for collaboration.  Cuijpers et al. 

(2011) stated that: 

The more bureaucratic and rigid organizational structures are, the more difficult it is for 

firms to exchange and use large amounts of complex information. More flexible forms of 

within-firm structures, such as inter-departmental relationships, expand the capacity of 

work units to exchange and use information more effectively and thus provide better means 

to cope with uncertainty. (p. 566) 
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Mayer and Dale (2010) asserted that decentralized structure is more effective in complex 

situations than a centralized structure and that ―the type of task and group structure is likely to 

influence the cognitive processes of groups, such that the variation in structural make-up and 

complexity of a task may require differing cognitive capabilities‖ (p. 25).  Kramer and Crespy 

(2011) also supported flexible structures, declaring top down hierarchical decision making 

maladaptive to the increasing complexity facing organizations.  Crosby and Bryson (2010), 

concurred, stating that ―Collaborative structure–and therefore leadership effectiveness–is 

influenced by environmental factors, such as system stability and the collaboration's strategic 

purpose.  Astute leaders will ensure that the structure of the collaboration is flexible and adaptive 

enough to deal with system shifts and accomplish strategic purposes‖ (p. 224).  Alternatively, 

research conducted by Mankin et al. (2003) demonstrated that structured collaboration is most 

effective when solving complex issues and that the level of structure increases proportionately to 

the complexity.  Finally, Martin and Eisenhardt (2010) posited that complex systems require 

both formalized, top-down and emergent collaboration.   

Based on this brief review of complexity theory, it is clear that collaboration is a useful 

tool in managing complex issues.  Specifically, increased participation, communication, and 

diversity of opinions, all of which are part of the collaborative process, is clearly advantageous to 

decision making in ambiguous, complex situations. 

In summary, though collaboration is a concept with a substantial number of varied 

definitions, it is clear that collaboration involves multiple entities working together towards a 

shared goal/outcome.  When done well, collaboration can help groups, teams, and organizations 

realize a wide variety of benefits and positive outcomes.  These benefits largely articulate the 
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value of multiple perspectives on an issue as part of the decision making process, particularly 

surrounding complex matters. 

Collaborative Decision Making 

The value of collaboration is directly related to people sharing the decision making 

process.  This warrants a review of interdisciplinary collaboration, team decision making, and 

diversity.  

 Interdisciplinary collaboration and team decision making 

Interdisciplinary collaboration and team decision making are becoming more prevalent in 

organizations, due to rapid technological changes, generational differences, increasing 

complexity, and diminishing resources (Baker, 2003; Beyerlein et al., 2003; Korsynsky, 2013; 

Sandow & Allen, 2005).  This evolution and resulting complexity of organizational life is 

changing the way work is conducted, enhancing the need for collaboration.   

Cohen (2014) stated that ―interdisciplinarity includes the ways that experts in different 

disciplines might interact as they study societal issues and problems for which no single 

discipline can provide solutions‖ (p. 115).  One of the primary benefits of interdisciplinary 

collaboration is comprehensive decision making which incorporates the input and suggestions 

from the areas which are involved or associated with the issue.  This is especially true with 

respect to solving problems and developing strategies in complex situations using individuals 

with varied skill sets (Beyerlein et al., 2003; Nokes-Malach et al., 2012).  Overall performance is 

enhanced when experts from different professional backgrounds collaborate, because ―they can 

quickly identify problems and focus on the most critical features of the task, providing an 

opportunity for constructive and interactive processes to create a common ground for a task that 

is sufficiently challenging‖ (Nokes-Malach et al., 2012, p. 54).  In an environment like York 
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Region with such diversity in mandates and range of professionals, these varying perspectives 

have the potential to significantly enhance decision making. 

It is well documented that, in many situations, group accomplishments are larger than those 

achievable by an individual (Allan & Sandow, 2005; Beyerlein et al., 2003; Nokes-Malach et al., 

2012).  Kaner (2007) summarized the benefits of team decision making as ―better thinking, better 

buy-in, better decisions all-around‖ (Introduction, paragraph 1).  Organizational capacity can be 

built through collaborative practices, because ―those who collaborate bring their unique skills, 

resources, expertise, experience, perspectives, knowledge, diverse educational and cultural 

backgrounds, as well as values to collaborative endeavours‖ (O‘Leary & Vij, 2012, p. 512), from 

which individuals can learn from one another.  Baker (2003) asserted that this learning helps 

build an organization‘s social capital (p. 12), which can lead to innovation, strategic alliances, 

organizational learning, acquisition of financing, and word-of-mouth marketing.  Similarly, 

Senge (2006) discussed the notion of a five-dimensional learning organization which includes 

systems thinking, personal mastery, mental models, building shared vision and team learning; he 

has conveyed that team learning contributes to organizational learning as it provides insight into 

complex issues, generates innovative and coordinated action, and fosters continual learning 

across work areas (p. 219).  Martin and Eisenhardt (2010) also connected  ―multibusiness‖ team 

decisions with learning and linked it with high performing collaboration: 

By adding important, specific information.  In particular, high participation and task 

disagreement on means (e.g., appropriate business model, necessary resources) engender 

extensive debate. As reflected in prior research on groups, such debate is likely to improve 

collaboration ideas by stimulating problem solving, enhancing understanding, and ensuring 

a comprehensive airing of key issues. (p. 287) 
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This open debate can help organizations make fulsome decisions.  When managed well, the 

diverse perspectives and opinions can provide the creative tension which helps bring about a 

variety of positive results. 

 Diversity 

In the literature, diversity is a term that is most commonly associated with race, gender, 

sexual orientation, ability, religion, language, and so on, with an inclusivity focus.  There is 

significantly less research on other types of diversity which can impact organizations such as 

personality (see e.g., Myers-Briggs Type Indicator) and other cognitive traits (see e.g., Hermann 

Brain Dominance Index); however, the concepts in what does exist are similar to those 

introduced in the broader context of collaboration.  This section highlights the value and risks of 

diversity, as well as the conditions to support and encourage diversity specific to the 

collaborative process. 

Though much of their research is focused on cultural diversity, Vangen and Winchester‘s 

(2014) broad definition for diversity is helpful, as a reference to ―partners‘ ‗habitual ways of 

being and acting‘ that stem from the distinct professional, organizational and national cultures to 

which they belong‖ (p. 687).  As stated earlier, the benefits associated with diversity are similar 

to those of collaboration and include improved productivity, innovation, production of collective 

knowledge, accelerating ideas, adaptability and resilience, and shared understanding (Fenwick, 

2011; Kim, Kaplan, & Zaccaro, 2008; Nishii & Goncalo, 2008; Page, 2007; Page, 2011; Vangen 

& Winchester, 2014).  One unique benefit of diversity is ―essential to gaining genuine synergistic 

advantage from the collaborations‖ (Vangen & Winchester, 2014).  Page (2011) stated that the 

most important element that diversity can provide is the ability to ―sustain further diversity‖ (p. 

3).  Hierarchical diversity was only directly addressed by Crosby and Bryson (2010), who stated 
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that ―cross-sector collaborations are more likely to succeed if they have committed sponsors and 

effective champions at many levels who provide formal and informal leadership‖ (p. 222); 

however, they did not address the challenge of psychological safety within mixed status groups.   

Leadership behaviour can either create or detract from participant psychological safety 

(Nembhard & Edmonston, 2006) by encouraging or discouraging diverse opinions and asking 

questions.   

The factors which make diversity worthwhile are similar to the associated risks.  

Interestingly, the diverse opinions and styles which ignite innovation and creativity can also 

contribute to conflict, delays, increased complexity, and unproductive behaviours (Fenwick, 

2011; Kim et al., 2008; Page, 2011).  Kim et al. (2008) studied the role of metaperceptions in 

diversity; that is, the way we think we are perceived by others.  Negative metaperceptions may 

increase anxiety and cause reluctance to participate in activities involving diverse partners.  This 

reluctance may be expressed as withdrawal or overt behaviours, such as flaunting one‘s 

achievements, both of which stifle the voicing of diverse viewpoints.   

Accepting diversity requires a willingness to let go of your own perspective.  Page (2007) 

contemplated that common perspectives allow quick and error-free communication and protect 

individual insecurity, which may contribute to a reluctance to embrace diversity.  Nishii and 

Goncalo (2008) concurred, positing that psychosocial safety is requisite for diversity, that 

individuals need to feel safe in order to share diverse perspectives, and that it also impacts the 

quality of communication across boundaries.  They further asserted that diverse perspectives 

alone are insufficient to lead to creativity and innovation and discussed an additional requirement 

to have willing participants who are open to the ideas of others.  Lastly, they stated that: 
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When people encourage self-disclosure, they can start to feel known and understood by the 

group, and safe about behaving authentically and expressing their unique ideas.  As a 

consequence, the number of divergent ideas expressed should increase and creative idea 

generation should flourish, since the presumed obstacle to the idea generation will be 

removed. (p. 15)  

Caruso and Wooley (2008) also used a learning focus, contending that the key to diversity is task 

interdependence, that ―superior performance often depends critically on the extent to which team 

members learn from each other‘s varied perspectives, as well as on the vigorous and interactive 

processing of task-relevant information‖ (p. 246).  They further stated that managers need ―team 

members to develop the expectation to voluntarily share and process task-relevant information 

with one another in conducting the team‘s work‖ (p. 247) because diverse collaborative 

initiatives often bring individuals together to solve complex issues, the team relationships do not 

always have time to develop.   

Although it is clear that interdisciplinary collaboration, team decision making, and 

diversity can be constructive, they challenge some hierarchical notions of leadership.  

Additionally, there are organizational and cultural factors connected to these concepts, which can 

encourage and cultivate, or discourage, this type of collaboration. 

 Relationships and trust  

Relationships have an impact, both positive and negative, on the willingness to collaborate, 

the quality of the collaborative process, and the outcomes or results.  One of the most prevalent 

relational elements associated with collaboration is trust.  This section is intended to provide an 

overview of their impact on collaboration and trust in particular.   



IMPROVING INTERDEPARTMENTAL COLLABORATION 36 

 

 Relationships between individuals and groups can pre-exist collaborative initiatives or 

develop as an outcome of them.  Prins (2010) asserted that relationships are foundational to  

balancing formalization and flexibility, dealing with mutual dependency for success, dealing 

with asymmetries (power, resources, social network), dealing with tensions around diversity, and 

allowing the development of collaborative relationships.  Sandow and Allen (2005) also related 

collaboration to relationships, specifically related to crossing organizational boundaries: 

Organizational value is created in dynamic social systems that cross the boundaries of 

traditional organizational charts – charts that are becoming increasingly irrelevant. We 

maintain that these collaborative social systems are our natural social order. They are 

networks of relations that, like language and learning, are innate building blocks of 

human, social, and organizational development. (p. 2) 

Many other authors and researchers have documented this.  Cross, Cunningham, Showers, and 

Thomas (2010) contended that informal, horizontal networks are critical to collaboration and 

Patel et al. (2011) claimed that personal and professional networks provide a forum for 

discussion that can increase awareness for possible collaborations.  Patel et al. (2011) also 

maintained that informal networks facilitate the effectiveness of daily work by allowing 

individuals to know whom to contact when the formal channels are not working and that social 

support is associated with improved work productivity, communication flow, employee 

satisfaction, and wellbeing.  Relationships can be viewed pragmatically as an investment of 

resources, anticipating that it will one day result in benefits (Camén, Gottfridsson, & Rundh, 

2011) or altruistically like Baker (2003), who claimed that reciprocity, i.e., ―we are helped 

because we help others‖ (p. 13), was the key to long-lasting collaborative relationships.  

Whatever philosophy drives the formation of relationships, there is little doubt that they are 
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important to the success of collaboration.  Norris-Tirrell and Clay (2010) stated that this success 

is dependent on ―the ability of participants to develop sound relationships and to create a climate 

that allows for the open exchange of ideas and critique‖ (chapter 3.6, paragraph 2).  Kramer and 

Crespy (2011) also highlighted the importance of relationships as a tool to help address the 

inevitable tension that is part of the collaborative process.  

Trust is seen by many is the primary factor for building collaborative relationships and also 

a requirement for effective collaboration.  It is explained in the following sections with respect to 

its overall importance to the collaboration process, then in terms of trust in relationships versus 

processes. The next section likewise addresses whether trust is a requirement for or a result of 

collaboration. 

Because trust ―reduces complexity and transaction costs more quickly that other forms of 

organization‖ (Thomson & Perry, 2012, p. 28), it is crucial to collaboration (Hattori & Lapidus, 

2004; Huxham & Vangen, 2005; Linden, 2014).  It also helps to overcome the structural, 

societal, process, and leadership barriers to collaboration within local government (Warm, 2011) 

and helps overcome the tension between knowledge sharing and protection (Hardwick et al., 

2012).  Trust is also an important component of a collaborative organization (Straus, 2002).     

Though consistently viewed as a critical component to collaboration, the complexity of 

trust is contained within a varied body of related literature.  It can been differentiated between 

professional and interpersonal trust (Camén et al., 2011; Crosby & Bryson, 2010; Hardwick et 

al., 2013), one representing the trust that one has in an organization, process, or a role and the 

other representing trust in an individual in a social context.  Hardwick et al. (2013) found that 

different types of trust are needed at different stages of collaboration, but that part of building 

trust is done through social interaction.  They asserted that this type of trust enables collaboration 
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as it builds confidence in both the ability and reliability of the partner(s) to deliver.  Martin and 

Eisenhardt (2010) also found this, stating that ―a more recent view from social network theory 

emphasizes that social relationships among [business unit] executives may also facilitate creation 

of high-performing cross-BU collaborations by improving familiarity and trust‖ (p. 266).  

McDonald, Jayasuriya, and Harris (2012) provided a balanced response, stating that power 

dynamics and trust affected choices made by their research participants about whether to 

collaborate, with whom, and to what level, but that trust and respect can be fostered through 

building personal relationships and establishing agreed rules that govern collaborative care that 

are perceived as fair.  A non-relational factor of trust is the natural linkage to accountability, as 

outlined by Norris-Tirell and Clay (2010), who focused on this notion.  They also discussed trust 

non-relationally related to collaboration as one having trust in the process or the program as 

opposed to the individuals.  Patel et al. (2011) included both relational and process related trust 

in their discussion, asserting that interpersonal trust is required for team performance but also 

that these teams need to trust that they are being supported within organizational structures.  

While many of the authors mentioned made observations around trust in relationships verses 

processes as an either/or situation, I surmise that it may be one of both/and as they are highly 

interrelated. 

Another discussion context addresses the question of whether trust is a prerequisite for or 

consequence of collaboration.  Diamond and Rush (2012) stated that ―the development of models 

of trust and accountability are necessary pre-conditions for the start of discussions at 

departmental levels‖ (p. 296).  Some collaborators prefer to work with others with whom they 

have a previous history of relationships or associations, as an element of trust is already built in 

between them (Tschirhart, Amezcua, & Anker, 2009).  Although pre-existing trust may 
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contribute to a higher willingness to collaborate, O‘Leary and Vij (2012) wrote that trust can be 

developed among new collaborators, through clear communication, reciprocity, goal alignment, 

transparency, information, and knowledge sharing and by demonstrating competency, good 

intentions, and follow-through.  Coleman (2013), concurred with this, emphasizing the utility of 

trust in collaboration, but stating that understanding the context is more important in the 

beginning stages and that this can help to develop trust.  Crosby and Bryson (2010) added to this, 

stating that, because trusting relationship are not always present, ―trust-building is an ongoing 

requirement for successful collaborations… Collaboration partners build trust by sharing 

information and knowledge and demonstrating competency, good intentions, and follow through; 

conversely, failure to follow through and unilateral action undermine trust‖ (p. 223).  Piggot-

Irvine (2012) also asserted that trust is not a prerequisite for collaboration, but an outcome of it.  

The use of contracts as a clear communication tool to reduce risk and uncertainty where trust is 

not pre-existing is suggested by Camén et al. (2011) to help in building trust by focusing on 

outcomes and behaviours to which all partners agree.  Warm (2011) discussed trust building 

specifically in the public sector, stating that ―trust is built through mutual respect, open 

communication, and an abiding commitment to public interest (p. 64).  Open communication in 

collaboration was explored by others as well.  For example, Piggot-Irvine (2012) suggested that 

trust emerges through complex interactions and does not result from a need to be liked.  She 

asserted that authentic collaboration requires overcoming defensive strategies of avoidance, 

power, and control which is precipitated from a perceived threat, unwanted change, or differing 

opinions.  Hattori and Lapidus (2004) also focused on the importance of authenticity and posited 

that those highly invested demonstrate the following four attributes of trust: 



IMPROVING INTERDEPARTMENTAL COLLABORATION 40 

 

That is, a) the parties are authentic in their interactions with each other—they say what 

they mean and mean what they say; b) they have a history of delivering on their promises, 

c) they are able to fulfill their responsibilities within the specific domain of action; and 

finally, d) they are clearly interested and involved in how their actions will affect each 

other‘s well-being. This highly invested state is one necessary precondition for 

collaborative innovation. (p.98) 

Such authentic dialogue requires risk taking.  Short (1998) stated that ―when we do not take risks 

and share our stories, what we truly risk is that fear and mistrust will rule‖ (p. 11).  Argyris 

(1991) explained the role that the fear of failure precipitates both defensive and non-reflexive 

patterns which prevent the vulnerability associated with acknowledging mistakes and identifying 

areas for quality improvement.  Lencioni (2002) also linked asserted that vulnerability and risk 

taking were necessary for trust within a team, and that: 

As ‗soft‘ as all of this might sound, it is only when team members are truly comfortable 

being exposed to one another that they begin to act without concern for protecting 

themselves. As a result, they can focus their energy and attention completely on the job at 

hand, rather than on being strategically disingenuous or political with one another.  

(chapter 5, paragraph 6) 

Specifically, there is also evidence to suggest that one needs to trust in order to be trusted 

(Kouzes & Posner, 2012; Short, 1998).   

It is clear that there is value in pro-actively building trusting relationships to facilitate 

collaboration; however, this is not always realistic in a large organization where people move 

around, work on a diverse projects in a variety of settings.  The literature also suggested that 

there are tools available to build and maintain trust within collaborative partnerships where it is 
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not pre-existing.  Specifically, Lencioni (2002) provided a range of activities which can be used 

to build trust, from starting a meeting with sharing a short personal history to initiate personal 

relationships, to riskier activities that can be done within existing teams, to personality testing 

such as the Myers-Briggs Type Indicator (MBTI) and 360 degree assessments.  Both Lencioni 

(2002) and Argyris (1991) posited that in order to reduce defensive behaviours, leaders needed to 

be the first to take this step.  The variety in the literature caused me to conclude that trust 

building is both situational and contextual, but that it is of such significance to the effectiveness 

of collaboration that a variety of methods are required to build and sustain it.   

Leadership and Organizational Factors Necessary for Collaboration 

As a final pillar in framing this study, understanding the leadership and organizational 

factors necessary to increase collaboration is critical to the assessment of the current competency 

level, cultural factors, and the role of the organizational structure on collaboration.  It helps to 

identify current areas of strength upon which the organization can build and also provides insight 

into new ways to encourage interdepartmental collaboration.  The specific areas of exploration 

covered in this section are collaborative leadership and organizational support. 

 Collaborative leadership  

Given the leader‘s role and influence within an organization, understanding the leadership 

factors associated with collaboration is essential to any efforts made to advance organizationally 

in this area.  This section provides a brief summary to effective leadership, then moves on to 

specifically address collaborative leadership, with respect to its meaning, significance, and 

required competencies. 

There is an immense amount of research, literature, and theories regarding effective 

leadership.  Kouzes and Posner (2012) listed five principles of exemplary leadership which are a 
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helpful overview: (1) model the way – clarify values and set the example, (2) inspire a shared 

vision – envision the future and enlist others, (3) challenge the process – search for opportunities, 

experiment, and take risks, (4) enable others to act – foster collaboration and strengthen others, 

and (5) encourage the heart – recognize contributions and celebrate the values and victories.    

Leadership and collaboration are well correlated.  Their connection has been listed 

countless times, both in the form of leadership as a requirement for collaboration (see, for 

example, Bedwell et al., 2012; Coleman, 2013; Huxham, 2000; Patel et al., 2012; Sullivan, 

Williams & Jeffares, 2011, among others) and collaborative capacity as a necessity for good 

leadership (see, for example, Heyman, 2011; Hill, 2008; Kouzes & Posner, 2012; Leavitt, 2005; 

Molinaro, 2013; Straus & Milton, 2003, among others).  Kouzes and Pozner (2012) asserted that 

―collaboration is a critical competency for achieving and sustaining high performance‖ (p. 218), 

particularly in increasingly diverse organizations.  Kramer and Crepsy (2011) also claimed that 

―subordinates in collaborative relationships [with their superiors] experience a wide range of 

positive outcomes such as increased productivity, satisfaction and success‖ (p. 1025).  In a 

diverse organization such as York Region, collaborative leadership styles are significant to the 

overall effectiveness of the organization.   

The nature of leadership is changing.  In learning organizations, the traditional view of 

leadership as a position of authority is being replaced with leaders who play the roles of 

―designers, teachers and stewards‖ (Senge, 2006, p. 321) and groups that perform best are led by 

those who are cooperatively inclined (Gächter, Nosenzo, Renner & Sefton, 2012).  It then 

follows that leading by example is a central component to effective leadership (Hermalin, 2007; 

Messianu, 2014; Yaffe & Kark, 2011).  This less hierarchical focus represents a significant 

change in many areas of York Region, where the term leader continues to be synonymous with 
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manager, director, and commissioner due to organizational practices which drive most decision 

making to positions of formal authority.  To realize the benefits associated with collaboration, 

leaders will need to ―become curators of talent who motivate group members to action rather 

than givers of directives and orders‖ (Kramer & Crepsy, 2011, p. 1025).  Understanding 

employee motivation is an important part of leadership in general (Cho & Perry, 2012; Grant and 

Summanth, 2009; Nohria, Groysber, & Lee, 2008; Parker, Bindl, & Strauss, 2010; Wright & 

Christensen, 2010), with benefits that include: advancement/gain; bonding and mutual support; 

challenge, variety, and learning; justice; autonomy; and serving others (Kouzes & Posner, 2012; 

Nohria et al., 2008; and Weisbord, 2012).  The evolution towards collaboration shifts the focus 

to the skill of influence rather than on authority.  As stated by Linden (2003): 

Collaborative leadership is the art of pulling people together from different units 

or organizations to accomplish a task that none of them could accomplish – at all 

or as well – individually… They must use persuasion, technical competence, 

relationship skills, and political smarts to get and keep the coalition together and 

produce the desired goal. (p.42) 

Building on this definition, other authors have characterized collaborative leadership to include 

the following: building relationships (Archer & Cameron , 2012; Baker 2003, Kramer & Crespy, 

2011), handling conflict (Archer and Cameron, 2012; Crosby & Bryson, 2010), sharing power 

(Archer and Cameron, 2012; Coleman, 2013; Crosby & Bryson, 2010; Hill, 2008; Huxham, 

2000; Kramer & Crespy, 2011), obtaining results across boundaries, including internal and 

external silos (Archer & Cameron, 2012), realizing value in differences/diversity (Archer & 

Cameron, 2012), motivating others (Coleman, 2013), and team approach (Crosby & Bryson, 

2010; Hill, 2008).   
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Crosby and Bryson (2005) presented an approach to collaborative leadership, the 

―leadership for the common good framework‖, which they claim is highly relevant to the public 

sector.  The framework considers multiple levels of action: personal, team, organizational, and 

societal and highlights the importance of context and of individual and collective efficacy.  

Pontefract (2013) formulated a ―Collaborative Leader Action Model‖, which includes the six 

steps of connect, consider, communicate, create, confirm, and congratulate (p. 69).  

As collaborative leadership is essential in complex situations (Mankin et al., 2004), it will 

be essential to improving interdepartmental collaboration at York Region, given the nature of the 

business conducted.  It is also necessary to facilitate systems thinking and knowledge 

management (Linden, 2003; Senge, 2007), which are both highly relevant to many areas of the 

public sector due to scarce, and seemingly shrinking, resources.  Thomson and Perry (2006) 

specifically addressed the relevance of collaboration in government organizations, stating that 

―collaboration is becoming an imperative for public managers.  Devolution, rapid technological 

change, scarce resources and rising interdependencies are driving increasing levels of 

collaboration‖ (p. 20).  Maddock (2011) also wrote on the relevance to collaborative leadership, 

specifically citing municipal government application, due to financial constraints as well as the 

complexity of issues and the need for transformational skills. 

There are, however, paradoxes associated with collaborative leadership; O‘Leary and Vij 

(2012) outlined several of these paradoxes: the presence of both autonomy and interdependence, 

common and diverse goals, fewer numbers and greater variety, participative and authoritative 

styles.  They asserted that there are no ―one size fits all‖ recipes (p. 512).    
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The role of leaders in fostering interdepartmental collaboration is well-established, 

including relationship building and sharing of power.  This provides a need to delve into 

organizational, including horizontal, relationships and their impact on collaboration.   

 Organizational support 

A variety of organizational supports are required to enable, foster, and promote 

interdepartmental collaboration.  The roles of organizational structure, organizational culture, 

and collaborative space will be explored in this section. 

Organizations provide the foundation, structure, and boundaries (functional responsibility 

and authority) to formal and informal individual/team roles.  Organizational structures and 

policies may be influenced by, and may also influence, the organization‘s collaborative 

relationships and should therefore be designed in order to support and facilitate collaborative 

work.  Getha-Taylor (2008) found the following competencies linked to collaborative behaviour: 

initiative, information seeking, interpersonal understanding, organizational awareness, 

relationship building, teamwork and cooperation, team leadership, analytical thinking, 

conceptual thinking, organizational commitment, self-confidence, and flexibility.  Kramer and 

Crespy (2011) emphasized the importance of recruiting for collaborative competencies.  

Bronstein (2003) took a resource based approach, identifying the structural characteristics 

relevant to interdisciplinary collaboration as ―a manageable caseload, an agency culture that 

supports interdisciplinary collaboration, administrative support, professional autonomy, and the 

time and space for collaboration to occur‖ (p. 303).  Organizations which have considered how 

to promote intraorganizational collaboration share some similar characteristics; according to 

Diamond and Rush (2012):  
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They are likely to have promoted devolved managements structures, encouraged working 

across departmental/organizational boundaries, facilitated problem solving (or task and 

finish) approaches to joint working, legitimised time to discuss approaches and explicitly 

promoted reflection as a way of identifying positive/promising practices; and they are 

likely to have developed clear systems of accountability and leadership across and within 

the organization. (p. 288) 

Though each organization is structured differently, it is clear the specifics within the structure 

need to enable, support, and reward interdepartmental collaboration.   

Closely related to, but different from, organizational structure is organizational culture.  

Culture is an enormous topic unto itself, therefore I have provided a brief overview as it relates 

to this inquiry.  Ghinea and Bratiănu (2012) defined culture as:   

Metaphors and symbols, stories and myths, ceremonies and rituals, norms and 

rules of the games, the organization‘s philosophy (attitudes and beliefs), declared and 

undeclared values, as well as the most profound convictions, all these represent 

elements of the organizational culture. None of these, individually, means 

organizational culture, but all of them together reflect the concept of organizational 

culture. This is not something given to an organization, but rather what that 

organization actually is. (p. 258)  

From this general definition of culture, Beyerlein et al. (2003) specifically addressed 

collaborative culture, claiming that a it requires a shift from authoritarian and submissive 

behaviours to those where trust, respect, and a sense of equality exist.  Definitions of 

collaborative culture include: trust and respect (Beyerlein et al., 2003; Linden, 2014), egalitarian 

attitudes at all levels (Beyerlein et al., 2003), expertise and accountability based power 
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(Beyerlein et al., 2003), shared leadership (Beyerlein et al., 2003; Southern, 2005), value for 

diversity (Beyerlein et al., 2003; Southern, 2005), commitment to collective success (Beyerlein 

et al., 2003), value for truth (Beyerlein et al., 2003), commitment to continuous improvement 

(Beyerlein et al., 2003), active learning (Beyerlein et al., 2003; Southern, 2005; Valmohammadi 

& Ahmadi, 2015), personal responsibility (Beyerlein et al., 2003), shared purpose (Linden, 2014; 

Southern, 2005), partners want to pursue a solution and are willing to contribute to the effort 

(Linden, 2014), appropriate people at the table (Linden, 2014), open and credible process 

(Linden, 2014), and passionate champions with credibility and clout (Linden, 2014).  Though 

there are various definitions of collaborative culture, there is far less on how to create one, 

particularly with respect to ―the complexity of developing organizational cultures where 

collaboration is a pattern of action that is expected, facilitated by supporting structures and 

recognized as critical to organizational success and sustainability‖ (Southern, 2005, p. 34).  The 

culture of an organization influences the behaviour of its members, as they help guide decisions 

and actions (Gregory, Harris, Armenakis, & Shook, 2009; Ghinea & Bratiănu, 2012; Katapol, 

2007; Yu, 2004) and strong culture has been linked to organizational performance (Ghinea & 

Bratiănu, 2012; Yu, 2004) and morale (Katapol, 2007).  Though the role of department or team 

subcultures or what Beyerlein et al. (2003) called nested cultures, cannot be explored in this 

inquiry, the diversity and structure of York Region enable their development.  This formation of 

subcultures may influence behaviour which is may cause misalignment, conflict, and 

competition among groups (Beyerlein et al., 2003; Katapol, 2007).   

Organizational structures and cultures within collaborative organizations create a space for 

collaboration.  I refer to the physical, virtual and mental spaces based on the Japanese idea of ba, 

meaning place within a context (Krogh, Ichijo, & Nonaka, 2000).   
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Though slightly dated, Mark (2002) conducted research conducted on ―war room‖ style 

configurations where there were no partitions between desks and work groups sat beside and 

facing one another.  She found that the openness of the work area allowed increased 

communication and spotting of errors; however, the limitation of this set up was that it did not 

suit all personality types and that ―team members unable to adapt to an unstructured environment 

[did] not last long on the team‖ (p. 92).  A more recent study posited that environmental factors 

such as noise can negatively influence the willingness to collaborate (Patel et al., 2012, p. 4).  

Doorley and Wittholft (2012) posited that most office spaces are designed for ―I‖ and not ―we‖, 

with partitions and hallways, with boardrooms with large tables which create distance between 

meeting participants.  They also suggested that ―There‘s not just one ideal design for a 

collaborative space.  The people using it should be able to transform it themselves, move things 

around, and create what they need for the work they‘re doing at the moment‖ (p. 5).  Straus 

(2002) suggested that collaborative meetings are ideal when chairs are in a semi-circle and 

without tables wherever possible.  He also suggested that these spaces have blank walls to hang 

flip chart paper.  It is clear that flexible, adaptable space to have conversations and share 

information in different settings is beneficial, as is having private, quiet spaces to complement 

them. 

York Region has many locations, with employees communicating through technology in 

both standard workstations as well as mobile.  Since increased communication is positively 

correlated with information exchange (Beer & Walton, 1987), virtual systems can be useful in 

creating and sustaining collaboration (Cuijpers et al., 2004; Patel et al., 2011; Southern, 2005) as 

well as managing organizational knowledge (Isăilă & Nicolau, 2011).  Patel et al. (2011) claimed 

that technology that is compatible with the individual‘s, group‘s, team‘s, and organization‘s 
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needs, as well as with the organizational culture, structure, and work practices, can promote the 

effectiveness of work systems.  The effective use of technology can enable individuals to easily 

access information and experts (Patel et al., 2011; Yu, 2012), connect people, and facilitate 

knowledge sharing (Isăilă & Nicolau, 2011; McNamee, Schoch, Oelschlaeger, & Huskey, 2010).  

Communication through technology cannot fully replace the face to face contact, but can be a 

helpful collaboration tool.  

Authentic collaboration requires risk taking (Southern, 2005), therefore it is essential that 

the environment is psychologically safe for it to occur.  Baer and Frese (2003) correlated the 

climate for psychological safety with performance and collaboration and Kramer and Crespy 

(2011) outlined that part of a collaborative leader‘s role is to create safety for members to 

collaborate.  Collaboration involves the free sharing of knowledge, opinions, and information, 

which has been associated ―as much with the social competence of knowledge holders as with 

their technical competence.  Social competence in those contexts refers to perceived 

trustworthiness, reliability, and approachability‖ (Shain, Arnold, & GermAnn, 2012, pp. 149-

150).  Nishii and Goncalo (2008) posited that evaluation apprehension is a barrier to individuals 

contributing to the idea generation process and, without support from like-minded others, groups 

are less likely to capitalize on diversity.  Senge (2006) also outlined the challenges associated 

with divergent opinions, specifically related to hierarchy.  He asserted that, in order for a 

dialogue to occur, ―everyone involved must truly want the benefits of dialogue more than he 

wants to hold onto his privileges of rank‖ (p.228).  Piggot-Irvine (2012) discussed the impacts of 

participants feeling threatened, which include covering up/withholding important information or 

evidence, bypassing threatening conversations and communicating ambiguously. All of these are 
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barriers to authentic collaboration.  I found no evidence which challenges the idea that authentic, 

effective collaboration requires psychological safety; in fact, it appears foundational.   

In conclusion, several types of organizational supports are required for effective 

interdepartmental collaboration.  Structural factors are important, constructing the framework 

within which collaboration exists.  An organizational culture which supports collaboration is also 

required, as is the literal and metaphorical space for it to materialize. 

Chapter Summary 

This chapter provided a review of the academic literature to collaboration, from several 

angles.  Firstly, I delved into the various definitions of collaboration, outlined its benefits, and 

explored collaboration in its relationship to complexity.  Secondly, I navigated the topics 

diversity, interdisciplinary collaboration and relationship/trust building within the collaboration 

frame.  And, lastly, I provided an outline of the leadership and organizational factors associated 

with effective collaboration. 
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CHAPTER THREE: INQUIRY APPROACH AND METHODOLOGY 

This chapter describes the inquiry approach and methodology which was designed to 

answer the inquiry question and subquestions.  The inquiry question was: How can York Region 

improve interdepartmental collaboration?  The subquestions that were explored as part of this 

inquiry were: 

1. What are York Region‘s stories of effective/successful interdepartmental 

collaboration? 

2. What does interdepartmental collaboration look like at York Region? 

3. What leadership and organizational factors are required for effective 

interdepartmental collaboration? 

This description includes inquiry approach, project participants, inquiry methods, study conduct, 

data analysis, and ethical issues. 

Inquiry Approach  

This project used the methodology of action research.  Action research is beneficial to 

organizations as it enables solution building through the participation of the individuals who 

work within it (Coghlan & Brannick, 2014; Glesne, 2011; Stringer, 2014; Whyte, 1991).  As 

stated in Coghlan and Brannick (2014), action research is defined in four broad ways: it is 

research in action rather than about action, includes partnerships that are collaborative and 

democratic, occurs concurrently with action, and is an approach to problem solving (p. 4).  This 

methodology was of particular relevance to this inquiry, as Rowe, Graf, Agger-Gupta, Piggot-

Irvine, and Harris (2013) listed collaboration, along with thoughtful inquiry, dialogue and 

reflection, as ways to progressing change initiatives.  One could alliterate that this inquiry 

approach involves collaborating on collaboration, a process which could be a beginning in the 
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journey towards organizational change (Rowe et al., 2013) and continuous improvement in this 

area.   

I was drawn to the concept of appreciative inquiry within this methodology, as it ―aims at 

large system change through an appreciative focus on what already works in a system, rather 

than a focus on what is deficient‖ (Coghlan & Brannick, 2014, p. 47).  However, to allow for 

greater flexibility outside of appreciative inquiry‘s set framework of ―Discovery, Dream, Design, 

and Destiny‖ which focuses on appreciating the current assets, envisioning a desired future, co-

creating goals, and achieving sustainability (p. 47), I used this concept philosophically by taking 

an appreciative, strength-based stance to this project.  This was accomplished by framing the 

inquiry subquestions positively by ―asking unconditionally positive questions that strengthen a 

system‘s capacity to apprehend, anticipate, and heighten positive potential‖ (Cooperrider & 

Whitney, 2005, p. 8) by focusing on what is already working well as well as ideas on how to 

make things better.  

Due to the nature of the topic, I used qualitative methods only.  The first method was an 

online storyboard, where Program Managers and Managers shared their own success stories of 

interdepartmental collaboration.  This allowed for first-person reflective practice (Wicks & 

Reason, 2009) and directly addressed one of the inquiry subquestions.  The second method was a 

world café format for senior management participants.  This second method helped to provide 

open communicative space through face-to-face cooperative inquiry (274) where the dialogue is 

―facilitated toward the development path… [which is] more likely to articulate and legitimize the 

shared lifeworld of participants‖ (Wicks & Reason, 2009, p. 249).  These methods were 

instrumental to the understanding of the current realities of the individuals within the 
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organization and in order to utilize their experience in co-creation of ways to move the 

organization forward.  

Project Participants  

Action research is based on the assumption that people who affect or are affected by an 

issue should be included in the inquiry (Stringer, 2014, p. 6), so this has been the basis on which 

the inquiry participants were selected.  The participants were from two groupings based on their 

roles within the organization: the Leaders‘ Group (a pre-existing network which includes the 

CAO, Commissioners, Directors and select Managers) and middle management (Managers and 

Program Managers).  There were approximately 75 and 300 individuals in each population 

group, respectively.     

This was a qualitative and nonprobabalistic study (Hussey, 2010), which means that I did 

not set out to recruit a representative sample.  Instead, I used a combination of a convenience 

(i.e., first to reply, discussed further below) and homogenous sampling technique, the latter 

assuming  that there was an even distribution of characteristics within the populations from 

which I recruited in that they were all in the same position classification across the organization 

(Glesne, 2011, p. 45).  

Middle management group members were the participants in the first inquiry method, the 

online storyboard.  The first 50 volunteers to post a story would have been included in the data 

set, making this a combination of a purposeful and convenience sample of the management 

group (Marshall, 1996, p. 523).  Thirteen stories were submitted, a response rate of five percent.  

Similar sampling techniques were used in the second method, though with a different population. 

Members of the Leaders‘ Group were selected as participants in the second inquiry 

method, a world café.  Seventy-nine individuals in three main job classifications: Director, 
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Commissioner, and CAO were invited and 19 participated, a response rate of 24 percent.  

Though there are three job classifications within this sample, I likewise considered the group a 

homogenous sample (Glesne, 2011), as they together form York Region‘s Leaders‘ Group, who 

are accustomed to planning and strategizing together.   

Both inquiry groups were in positions where they can both impact levels of collaboration 

within the organization and realize its benefits.  Program Managers and Managers are in 

positions where they can make local changes and influence larger scale changes laterally and 

vertically.  The Leaders‘ Group is the participant group with the most authority and influence to 

enable any larger-changes as a result of this inquiry based on the breadth of the areas they 

oversee.  

Although they were not participants, there was another group who were involved in the 

planning of this study, the inquiry team.  This team consisted of: the project sponsor and two 

members of her staff, the Manager of Corporate Learning and Workforce Development and one 

member of her staff, a hired transcriptionist, and four fellow learners from my cohort. 

Inquiry Methods  

Included in this section is an outline of the data collection methods I used in this inquiry, 

how the inquiry was conducted, and how the data was collated and analyzed.  Although this 

study‘s findings were not meant to be generalizable outside of this context, the process outlined 

in this section was intended to provide sufficient detail should the inquiry be repeated by another 

researcher wishing to adapt elements of this inquiry. 

 Data collection methods  

There were two phases of data collection, each involving a different group of participants.  

The first was a method of storytelling and the second a world café.  The rationale for both 
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methods for this was the large participant group sizes and role differentiation, as I wanted to 

include as many ideas and perspectives as reasonable within the scope of this inquiry.   

Storytelling 

Storytelling is a contemporary and powerful research and engagement method (Lawson, 

Shaw, Sanders, & Smith, 2013; Lewis, 2011).  Lawson et al. (2013) supported the 

organizational use of storytelling, stating that it ―is increasingly recognized as a research 

method in its own right, with the power to engage and explore issues of practice and identity‖ 

(p. 189).  Lewis (2011) asserted that storytelling may just be the ―principal way of 

understanding the lived world‖ (p. 505).  Organizational stories ―speak to purpose, 

motivation, sense of team and success‖ (Boyce, 1996, p. 4), which directly related to the topic 

of collaboration and also one of the subquestions: what are York Region‘s stories of 

successful/effective interdepartmental collaboration?  Moreover, this stage was intended to 

enable learning from the organization‘s successes as per the appreciative stance described 

earlier, rather than taking a deficit approach.  

Stories were collected through an online storyboard.  Given potential sensitivities to the 

topic and individual discomfort with sharing their own success stories, using an online forum 

facilitated Lawson et al.‘s (2013) claim that using storytelling ―to draw out the memory, truth 

and meaning of the individual‘s experience provides a safe environment to overcome 

potential resistance to truly challenge assumptions‖ (p. 189).  As storytelling is not value-

neutral (Boyce, 1996), this method enabled participants to share their experiences from which 

the organization can learn in a manner that protects their identity and is not subject to 

judgement, or perceived judgement, by their peers or superiors.  This method addressed the 
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first subquestion: What are York Region‘s stories of effective/successful interdepartmental 

collaboration?   

Pilot testing was conducted by members of the inquiry team submitting stories 

themselves.  They provided feedback to me on the clarity of the instructions (see Appendix C) 

and the ease of the site use, which I integrated.  This process also tested the functioning of the 

site itself to ensure personal data entered would not be inadvertently posted.     

World café  

The second phase of the inquiry was a world café, a method suitable for large groups, 

where ―the collective wisdom of the group becomes more accessible, and innovative possibilities 

for action emerge‖ (Brown, Issacs, & Community, 2005, p. 4).  This method also supported 

Stringer‘s (2014) statement about action research being a: 

Dialogic activity in which the stakeholders of the project engage in constructing what the 

issues are, however provisionally, as a working theme, on the basis of which action will be 

planned and taken‖, and emphasis on the importance of collaboration in planning action (p. 

9).   

Not only did this method represent a large-scale conversation with the Leaders‘ Group, a critical 

stakeholder group, but it also represented a collaborative process for building solutions with 

individuals from different departments and disciplines, which directly related to the overarching 

inquiry topic.  All three inquiry subquestions formulated the discussion topics for this world café 

(see Appendix D).    

The activity was pilot tested with members of the inquiry team who would later act as the 

table hosts.  I sought out feedback on the questions themselves and answered session format 

questions regarding their roles as table hosts.  Additionally, the audio recording device was 
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tested and, based on the testing, an alternative method was sought out and utilized.  This method 

is described further below.   

Study Conduct  

This section outlines how the storytelling and world café methods were conducted, 

including how participants were recruited, the consent process, and the details on each method‘s 

setup.  Invitations to all participants were sent via email with an information letter attached.  The 

invitations provided an overview of the inquiry, including its purpose, how the results would be 

used, confidentiality, and the consent process. 

As mentioned above, the inquiry team played several roles including website testing, world 

café facilitation and data analysis.  All members of the inquiry team were required to sign 

confidentiality agreements (see Appendix E). 

 Storytelling  

The first phase of the inquiry was an online storyboard, where Program Managers and 

Managers could share their stories of successful/effective collaboration.  Interested participants 

could submit their stories on the website anonymously.  Detailed instructions were included in 

the site (see Appendix C) preceding the space to submit the story.   

I created a website using Wordpress, https://effectivecollaboration.wordpress.com/, to 

collect individual stories from Program Managers and Managers.  I emailed the Research 

Information Letter (see Appendix F) and invitation to 258 Program Managers and Managers (see 

Appendix G), inviting them to voluntarily share their stories of effective/successful 

interdepartmental collaboration.  Participants could visit the site from any computer, work or 

home, and were notified that their locations would not be tracked.  I disabled the requirement to 

enter a name and email address to submit a story and, also used the moderator feature where I 
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had to approve the posting before it would go live on the site.  This way, I could remove the 

names/emails if they were submitted and also any other identifying information to uphold the 

assured confidentiality of the process.  I informed participants that the first 50 stories submitted 

would form the data set and that the site would be closed either when that number was reached or 

when the deadline was reached, whichever came first.  That this was made clear on the email 

invitation (see Appendix G) and site instructions (see Appendix C) provided transparency in the 

process and mitigated participants feeling excluded should their story not be accepted.  

 World café  

The second phase was a world café, which included members of the Leaders‘ Group, as 

outlined in the Participants section.  The activity was integrated as an optional session after a 

pre-existing quarterly session.  The CAO, who hosts these quarterly sessions, sent an email to the 

Leaders‘ Group to introduce the activity (see Appendix H), which introduced the inquiry process 

and encouraged participation in the world café activity.  It was made clear that participation was 

voluntary.  I then sent the Research Information Letter (see Appendix F) and email invitation 

(see Appendix I).    

Prior to the commencement of the activity, participants were required to sign Research 

Consent Forms (see Appendix J).  The session was scheduled for approximately 90 minutes in 

length and, as mentioned above, there were 19 participants.  The table conversations were audio 

recorded using microphones plugged and the sound recorders on laptop computers located at 

each table. 

Four inquiry team members acted as table hosts and I provided them in advance with a 

session outline (see Appendix K).  I acted as the activity host and my function was timekeeping 

and assisting the table hosts as required.  I introduced the session and the activity instructions; I 
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also reminded participants of the confidentiality and consent components of the invitations and 

that names would not be used in any of the report documents or transcripts.  Those who attended 

the world café session were required to provide signed consents to their table host at the 

commencement of the activity.   

Each table was covered in a tablecloth made from flip chart paper and markers were 

provided.  The table hosts provided an introduction to the inquiry and the activity, encouraged 

participants to draw and write on the table cloths, and reminded participants that the 

conversations would be audio recorded and that they may opt to discontinue their participation at 

any point during the activity.  It was made clear in the letter of invitation and the beginning of 

the session that if participants exercised their right to leave the activity, it would not have been 

possible to remove the data they had provided up to that point.   

Participants were seated at tables of four to five, each with their own table host.  After 

discussion of each question, participants moved to another table, mixing with a different group of 

participants.  Three rounds of dialogue occurred, representing each of the inquiry subquestions 

(see Appendix D).  Table hosts used guiding questions provided to stimulate the conversation if 

necessary.  The table hosts and participants noted themes and ideas on the table cloths.  At the 

end of each question round, and beginning of the second and third rounds, the table hosts 

summarized the discussion of the previous group.  The audio recordings were sent to a hired 

transcriptionist and I emailed the verbatim transcripts to participants for comment as a tertiary 

method of member checking. 

Both methods of data collection were appreciatively focused, containing success stories 

which represent current strengths within the organization.  The ideas brought forth in the second 
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and third inquiry subquestions were answered through the participation of the individuals who 

will be leading the implementation of the recommendations arising from this process.   

Data Analysis  

Since Stringer (2014) stated that ―all analysis is an act of interpretation‖ (p. 139), it was 

essential to use a variety of methods to ensure the validity of the data collected.  Following an 

overview of my approach to data analysis, I have outlined the specific measures taken to 

establish validity within two categories: trustworthiness and authenticity.  

The first method of data analysis was screening for relevance to the inquiry questions.  To 

minimize subjective interpretation of the data, verbatim coding (Stringer, 2014) was utilized 

primarily.  The stories and world café transcripts were verbatim coded using NVivo, a data 

software system.  The data were also categorized and coded (Stringer, 2014), then sorted into 

themes/concepts which helped to form categories of data (Glesne, 2011; Smith & Firth, 2011; 

Stringer, 2014).   Data was sorted in basic themes, then organizing themes, from which emerged 

global themes, then text segments were used to validate those themes (Attride-Stirling, 2001).  

Additionally, the data collected through the storytelling method was analyzed using narrative 

analysis (Glesne, 2011), where the process is ―often concerned with both the story itself and the 

telling of the story‖ (p. 185).  As readers will see in Chapter 4, the overarching narrative of the 

story was then integrated with data from the world café under a larger theme while the intact 

stories were included as Appendix L.      

 Validity and trustworthiness 

There are several ways that researchers can establish trustworthiness or credibility.  In 

order to establish trustworthiness as an action researcher in my own organization, I utilized three 
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methods to establish trustworthiness: triangulation, member checking, and peer review/external 

audit.    

Firstly, three methods were used to triangulate the data as part of the analysis process.  

This enhanced the credibility of the study by incorporating multiple sources of information 

(Glesne, 2011; Mason, 2002; Stringer, 2014).   

Secondly, member checking for themes within each world café discussion round was 

conducted.  Member checking is an important part of establishing validity and trustworthiness of 

the data collected (Glesne, 2010).  This was conducted by the table host at the end of each 

question round to confirm that everyone‘s ideas and general themes have been accurately 

captured.  There was also one large group at the activity‘s conclusion that involved participants 

themselves theming the data, which shifted part of the validation of the data from the researchers 

to the inquiry participants (Creswell & Miller, 2010).  I also sent the transcripts out to world café 

participants, giving them the opportunity to review the raw data, ―to verify that the research 

adequately represents their perspectives and experiences‖ and provided ―opportunities for them 

to clarify and extend information related to their experience‖ (Stringer, 2014, p. 93).  The raw 

data was actually created by the participants of the storyboard method. 

Lastly, the inquiry team was utilized extensively as part of the data collection and analysis.  

As mentioned previously, the inquiry team was comprised of members both internal and external 

to the organization.  During the data collection, members internal to the organization acted as 

table hosts in the world café, helping improve the validity by creating some distance between the 

researcher (me) and that which was being studied (Chandler & Tobert, 2003).  Additionally, 

inquiry team members who were external to the organization, and had not been a part of the data 

collection in either method, analyzed the data with a more objective lens.  This helped to verify 
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the credibility of the results by minimizing the impact of researcher bias (Creswell & Miller, 

2010).   

 Validity and authenticity 

Authenticity was established in two main ways in this inquiry: participant voice and 

researcher reflexivity.  I began by ensuring that all participants‘ voices were included in the 

analysis (Lincoln, Lynham, & Guba, 2011).  All of the stories submitted were included in the 

analysis unaltered by interpretation and verbatim transcripts included all comments during the 

world café activity.  Additional information was captured through the drawings and writings left 

on the world café tablecloths.  Both of these considerations enabled the perspectives, or voices, 

of all participants to be included in the study, verbally, graphically, or written (Lincoln, Lynham, 

& Guba, 2011; Stringer, 2014).   

Researcher reflexivity is ―the process of reflecting critically on the self as researcher, the 

‗human as instrument‘‖ (Lincoln, Lynham, & Guba, 2011, p. 124).  In order to preserve the 

authenticity  of the data analysis process, I took measures to ensure that I noticed my own 

responses to the data, including: what I noticed, why I noticed what I noticed, how I could 

interpret what I noticed, and how could I know that my interpretation was the right one (Glesne, 

2011, p. 211).  I used reflective journaling (Short, 1998) to monitor these responses in myself 

and to ―self-disclose [my] assumptions, beliefs, and biases‖ (Creswell & Miller, 2010, p. 127).  

Additionally, I remained cognizant of the duality of my role as a researcher and my role in the 

organization (Coghlan & Brannick, 2014).  The nature of my inquiry topic was also conducive to 

this separation of roles as I intentionally selected a project which differs from my role in the 

organization.    
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Establishing the validity of qualitative data seems to be a field of study in itself.  As 

outlined previously, within the parameters of this inquiry, several measures were taken to 

demonstrate validity in terms of both trustworthiness and authenticity.  

Ethical Issues  

The consideration of ethical issues associated with conducting research involving human 

subjects is a key part of project planning and is subject to the Tri-Council Policy Statement 

(Canadian Institutes of Health Research, Natural Sciences and Engineering Research Council of 

Canada, & Social Sciences and Humanities Research Council of Canada [CIHR], 2010).  The 

Tri-Council (2010) policy stated that: 

Respect for human dignity requires that research involving humans be conducted in a 

manner that is sensitive to the inherent worth of all human beings and the respect and 

consideration that they are due. In this Policy, respect for human dignity is expressed 

through three core principles: Respect for Persons, Concern for Welfare, and Justice. These 

core principles transcend disciplinary boundaries and, therefore, are relevant to the full 

range of research covered by this Policy. (p. 8) 

At every stage of this inquiry, participants were informed and helped to understand the nature of 

the inquiry such details as the data collection and retention methods, matters of 

confidentiality/anonymity, and how any authority issues will be addressed.  Participants were 

educated to this effect and steps were taken to ensure they understood the meaning of providing 

free, informed, and ongoing consent.  The following sections outline each of the policy‘s three 

core principles as they applied to this inquiry. 
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 Respect for persons 

In any research involving humans, measures must be taken to protect the dignity and safety 

of all potential participants.  Stringer (2014) stated that because of the participatory nature of 

action research ―there is a particular imperative to ensure that all participants know what is going 

on, that the processes are inherently transparent to all‖ (p. 89).  Participation in the research was 

strictly voluntary and participants were advised that they could have ceased their participation at 

any point during the process.  Written information (see Appendix F) was provided to all 

participants at the stage of seeking volunteer participants, including coverage of the process of 

data collection, inquiry goals, and any limitations (Stringer, 2014).  Additionally, the voluntary 

nature of their participation was made clear, including the fact that that they may stop 

participation at any point during the inquiry process.  Finally, based on the participant groups 

selected for this inquiry, no power-over issues existed.    

 Concern for welfare 

The data collected for both inquiry methods were compiled/transcribed in a manner to 

protect individual answers, to prevent any participant suffering from ―stigmatization, 

discrimination or damage to reputation‖ (CIHR, 2010, p. 10).  In the storytelling method, names 

were not required for participation, so even the inquiry team did not know who provided the 

stories.  For the world café, though the sessions were audio recorded, they was transcribed by an 

individual not linked to the organization and transcripts were provided with all identifiers 

removed.   

 Justice 

The inclusion criteria for both inquiry methods were predominantly driven by the inquiry 

question and subquestions and the sample size for the methods being utilized.  Based on the 



IMPROVING INTERDEPARTMENTAL COLLABORATION 65 

 

groups selected for both inquiry methods, there are no power-over issues.  As I fall into the 

Manager group, and this group was only involved only in the storytelling method, I omitted the 

five peer Managers within my branch, as there was a chance I may have be able to recognize 

their stories based on my knowledge of their business, affecting the confidentiality of the 

process.  This step also helped reduce researcher bias for me and, based on the sample size, did 

not significantly impact the participation rate.  

Chapter Summary 

In this chapter, I outlined the methodological approach to answering the inquiry question 

and subquestions, including descriptions of the storytelling and world café methods used, the 

inquiry participants, how the data was collected and analyzed, and the ethical considerations of 

this inquiry. 
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CHAPTER FOUR: INQURY PROJECT FINDINGS AND CONCLUSIONS  

In this chapter, I will provide the study findings and conclusions; I will also outline the 

scope and any limitations of the inquiry.  The inquiry question for this study was:  How can York 

Region improve interdepartmental collaboration?  The subquestions that were explored as part of 

this inquiry were: 

1. What are York Region‘s stories of effective/successful interdepartmental 

collaboration? 

2. What does interdepartmental collaboration look like at York Region? 

3. What leadership and organizational factors are required for effective 

interdepartmental collaboration? 

The perspectives gathered through both the storytelling and world café methods were 

based on the participants‘ current experiences, both successes and challenges, and knowledge of 

the organization.  Inquiry participants shared narrative experiences in both methods and, in the 

world café, participants discussed the definition of collaboration in a large, complex 

organization.  They also brainstormed the necessary factors for interdepartmental collaboration.  

The findings and conclusions addressed all four perspective frames outlined by Bolman and Deal 

(2003) and discussed in Chapter 1.  The role of clear leadership and corporate culture was a 

common thread throughout the conversations.  Seven findings and seven conclusions emerged 

from the data.  The findings were:  

1. Participants observed that well-defined vision and goals are vital to the effectiveness 

of interdepartmental collaboration 

2. Participants asserted that leadership is essential to the collaborative process, with a 

focus on motivating and leading by example  
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3. Participants suggested that understanding the functions of other departments is critical 

to collaboration 

4. Participants articulated that selecting the best people to be involved in an initiative 

should be based on skill and roles rather than by hierarchical level 

5. Participants suggested that relationship building and trust are key components of 

collaboration 

6. Participants posited that creating a safe and supportive space for the sharing of 

diverse opinions is essential to the quality of collaboration 

7. Participants agreed that collaboration requires organizational support 

The conclusions were: 

1. Collaborative initiatives require well-defined vision and goals 

2. Enhanced leadership functions of motivating employees and leading by example 

support collaboration 

3. Understanding the functions and resources available within the other departments is 

crucial to enabling effective collaboration 

4. Increased diversity is required in collaborative initiatives 

5. Enhanced relationship building, particularly trust-building, is required to improve 

collaboration 

6. Psychological safety and flexible spaces need to be created in order effectively 

collaborate 

7. Organizational support is essential to effective collaboration 

Each of these findings and conclusions will be outlined in more depth below. 
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Study Findings  

The findings below are supported by aggregated data from the storyboard and world café 

and also through selected quotes.  Quotations are cited in such a manner as to maintain the 

anonymity of the participants by using SB-1 through SB-13 for the storyboard and WC-1 

through WC-4 for the four world café table conversations.  In addition, since short excerpts or 

general themes do not fully capture the context or detail of the stories submitted under the first 

round of data collection, I have offered the 13 responses to the storyboard in their entirety as 

Appendix L.  Since the stories themselves are anonymous, readers are welcome to read them in 

greater detail should they so choose – just as they might view a photo or other representation of a 

snapshot of participants‘ experiences. 

 Finding 1: Participants observed that well-defined vision and goals are vital to the 

effectiveness of interdepartmental collaboration 

 Participant responses indicated that clear and well-defined vision and/or goals, as well as 

support and championship of those goals, were essential to the success of a collaborative 

initiative.  The critical importance of having a clear vision and/or goals was well-established 

through both direct and indirect participant comments (SB-1, SB-2, SB-5, SB-7, WC-1, WC-2, 

WC-3, and WC-4).  Referring to a particular collaborative project, one participant mentioned that 

―a clear mandate with SMART [Specific, Measureable, Achievable, Realistic and Timely] goals 

for the Committee were established early in the process‖ (SB-5) and that these were foundational 

to the project‘s success.  This theme was highly prevalent, arising in every discussion round at 

the world café; no participants disagreed in discussion or provided an alternate view. 

 Another individual reflected on a positive experience ―where we all had a common goal, 

we understood why we were there and what our goal was‖ (WC-2).  Some world café 
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participants even reported finding it helpful to have had the project/initiative correlate directly to 

the Region‘s strategic plan or other corporate plans/initiatives and one individual expressed that 

collectively meeting common goals created a sense that everyone was ―winning‖ (WC-4).  

Another participant described a project that he called a highlight of his career: 

When I reflect back on the ‗assignment‘ what I think really contributed to our success was 

a crystal clear objective so we had to know a very precise financial objective that we were 

to achieve, unprecedented support from our sponsors and from the senior management 

team. You know it is unquestionable that everybody was behind this initiative to help us 

achieve our goals. (WC-1) 

There was strong agreement, and no disagreement, amongst participants regarding the critical 

importance of common goals in effectively collaborating across departments.  

  Finding 2: Participants asserted that leadership is essential to the collaborative 

process, with a focus on motivating and leading by example  

 Participant responses indicated that leadership is essential to effective interdepartmental 

collaboration.  Two of the success stories posted (SB-2, SB-9) on the storyboard identified 

leadership as a direct contributor to the success of effective interdepartmental collaboration and 

it was also a dominant theme in the world café discussion (WC-1, WC-2, WC-3, and WC-4).  

Overall, there was alignment amongst participants with respect to the impact that leaders have on 

collaboration.  During the world café discussion, participants were asked to discuss the 

organizational and leadership factors required for effective collaboration at York Region.  There 

were few concrete descriptions provided by participants of collaborative leadership and required 

leadership factors for collaboration; however, the concepts of leadership fell into two main 
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themes: (1) leaders can motivate employees to collaborate, and (2) leading by example is a key 

to cultivating collaboration.   

Participants outlined several methods for motivating and helping employees to collaborate.  

The first was having conversations with individuals to understand how they are motivated, 

acknowledging that different techniques and strategies are required to lead people with differing 

personalities, styles, and values (WC-1).  Strategies to encourage employees to collaborate with 

others were also described by participants, such as allowing time to be spent on collaborative 

initiatives, enabling them to make connections directly rather than through their leaders, setting 

out expectations of collaboration in work assignments and success measurements, initiating 

cross-departmental projects, and using coaching questions to encourage collaboration within 

their teams as well as interdepartmentally (WC-1, WC-2, WC-3).   

 Also prevalent in participant comments was the concept of leading by example, which was 

brought up several times in the world café discussion surrounding the inquiry subquestions of 

defining collaboration and identifying necessary leadership factors.  Participant responses 

illustrated their awareness that their actions as leaders impact and influence the actions of their 

teams and the importance of ―role modelling those behaviours and allowing others to see that 

you are following the lead‖ (WC-4).  One participant stated that ―we at our level probably don‘t 

throw each other under the bus, we have a professional courtesy, but people below us throw each 

other under the bus‖ (WC-2).  Despite this singular comment, there was strong agreement that if 

leaders do not collaborate, neither will their staff; conversely, setting a positive example is an 

effective way to set expectations (WC-1, WC-2, WC-3, WC-4). 
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 Finding 3: Participants suggested that understanding the functions of other 

departments is critical to collaboration 

Having an understanding of the other departments‘ businesses/functions is seen as critical 

to collaboration.  In this context, participants referred to general understanding, the availability 

of information and the ability to see the interconnections between Regional departments. 

When world café participants were asked to list organizational factors required for 

effective interdepartmental collaboration, a dominant theme emerged surrounding the need for 

increased interdepartmental awareness.  One participant stated ―I think to effectively collaborate 

we need to know what the other is doing‖ (WC-1).  Several examples of times when work was 

well underway were brought forward, when individuals found out that others were already 

working on something similar, internal expertise and/or resources were available, or others had 

already collected related data.  One participant expressed that ―the more we understand what 

each other does the more we are going to find opportunities to work together instead of just do 

our own stuff‖ (WC-1).  Participants speculated about how much duplication is currently 

occurring because of this lack of awareness and saw an opportunity for enormous efficiencies if 

that knowledge were available. 

Participants reported trying to integrate learning across business functions through 

development goals or incorporating collaboration into project goals on performance appraisals 

(WC-1, WC-2, WC-3).  Others shared strategies that have worked in helping their own areas 

better understand others, such as joint staff meetings and inviting individuals from other 

departments to attend their team meetings to provide information or presentations (WC-1, WC-2, 

WC-3).   
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Participant responses indicated that information on departments, such as organizational 

charts, projects and other information were not consistently available, which poses a significant 

challenge in understanding the businesses across the organization (WC-1, WC-4).  Based on the 

size and complexity of the organization, participants expressed that, as it would be nearly 

impossible for any one individual to be able to keep track of it all, there is a need for improved 

communication channels such as the intranet and other technological tools.  Although there was 

a focus on technology in assisting this, some participants expressed a preference to learn in 

person, in informal settings such as round table discussions like this world café (WC-1).     

Participant responses indicated that it is sometimes difficult to see the interconnections 

between Regional departments, but that a better understanding would help address the 

complexity of the organization by focusing on departments‘ distinct roles in the broader 

organizational goals (WC-1, WC-2, WC-3, WC-4).  One participant expressed it this way: 

I‘m constantly hearing that transportation is the number one thing in front of council. But 

transportation takes people to affordable housing, takes people to a supermarket. 

Transportation is driven by people… I think that is a critical piece and the cultural norms 

that we suffer from stop us from having those connections, or at least from starting to think 

about building those connections, because we are also entrenched in our little mandates 

and forget how [we] can actually work together. (WC-1) 

Participant responses reflected a belief that increasing interdepartmental awareness would enable 

departments to see issues through different lenses, which is beneficial in extending the reach of 

Regional programming (WC-1, WC-2, WC-3).  Through this increased awareness, participants 

expressed that they would better understand the challenges and pressures that other departments 

are facing, which will help them understand whether or not the requests they make are 
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reasonable, provide opportunities to offer help, and gauge common pressures which may require 

the development of common tools. 

 Finding 4: Participants articulated that selecting the best people to be involved in an 

initiative should be based on skill and role rather than hierarchical level 

Participant responses indicated that having the right people involved in a collaborative 

effort was a key to its overall effectiveness, as was the decision-making ability of those 

individuals.  Having the right people included several elements such as diversity in role/level and 

skills/personality, the ability to delegate participation to appropriate individuals.  They also 

expressed that when that delegation does occur, those individuals are empowered to make 

decisions, rather than attending a meeting then going back to get approval.  

Eight of the stories submitted to the storyboard listed diverse perspectives as key to the 

success of their example (SB-1, SB-2, SB-3, SB-8, SB-9, SB-11, SB-12, SB-13).  World café 

participant responses reflected the opinion that the selection process for a project or committee 

should be based on a combination of leaders required for decision making and authority, such as 

having the ability to allocate necessary resources, and subject matter experts (WC-1, WC-2, WC-

3).  

There was strong alignment among participants that it is beneficial to involve individuals at 

varying levels of an organization rather than a homogenous group at the same level (SB-7, WC-

1, WC-2, WC-3, WC-4).  Age and experience were factors brought up by participants.  They 

suggested that individuals who are older, and are often in higher level positions, are not always 

the ones with the best ideas (WC-1).  It was reported that involving those newer to York Region, 

or younger employees, may bring in new ideas and perspectives.  Participants expressed that this 
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diversity not only introduces new perspectives, but also provides employees with opportunities 

to meet people at other levels of the organization and see things from a broader perspective.   

Participation in initiatives can be successful when it is a fluid process.  One participant 

shared a success story where staff cycled in and out of the project meetings: 

There would be directors who sat in, but all different levels of staff from the departments 

kind of cycle through on an as needed basis and what I thought what was really neat about 

that is that we actually had work product that we made each other accountable to deliver 

and to that group and to Council. (WC-2) 

One story submitted echoed this point, identifying the value of ad hoc membership (SB-10). 

Participant responses revealed that diversity is not just about one‘s level in the organization 

or their role; they pointed also towards personality and learning diversity.  One participant 

asserted that ―we really need to stop being positional when we are creating our teams and really 

think about how can we bring in thinking diversity, the different learning styles, the different 

thinking styles to obtain so that we can encourage collaboration‖ (WC-3).  Since York Region 

offers learning and team sessions dealing with learning and personality types, participants 

suggested that some use be made of them, such as a skills inventory or another method where a 

project lead could search for specific skill sets/personality types in order to increase thought 

diversity (WC-1).  Participants also suggested that this could be useful in recruitment efforts to 

avoid hiring the same types of individuals (WC-2).  

World café participants indicated that the current state often discourages or frowns upon 

the delegation of projects/membership on committees by senior leaders to others.  One 

participant articulated that ―we have more of that now, where it is the same people over and over 

being told or being expected to be part of a think tank or a group and not being able to delegate‖ 



IMPROVING INTERDEPARTMENTAL COLLABORATION 75 

 

(WC-2).  Participants provided suggestions where full delegation would not be required, such as 

bringing experts along to meetings to address technical matters.  One participant stated: 

I think another thing too is either delegating certain things to, say, allow your staff to go to 

meetings on your behalf or bringing them to some of these meetings with you because once 

they are able to see the bigger picture and see how collaboration fits in and how you need 

to work with other people, it will encourage them to want to continue that more. (WC-4) 

Participants also expressed that it would be helpful to start a project by asking if others need to 

be included.     

When delegation is an option, participant responses reflected a strong opinion that those 

involved should be enabled to make decisions; however, with this comes a requirement for clear 

lines of authority, along with clear work plans (WC-2, WC-4).     

   Finding 5: Participants suggested that relationship building and trust are key 

components of collaboration 

 A strong theme emerged through participant discussions which focused on the importance 

of relationships in capacity for effective collaboration (SB-9, WC-1, WC-2, WC-3, WC-4).  

Participants agreed that working together is an important part of their accomplishments.  They 

suggested that relationships enable effective collaboration and create linkages in a complex 

organization such as York Region.  As one participant stated ―as complicated as our businesses 

are and technology and road and buildings and all the stuff that we do, it actually just boils down 

to what [name removed] said is relationships‖ (WC-2).  The two relational factors most 

discussed were trust and respect. 

 Trust, was the predominant relational quality that emerged, appearing 112 times (including 

synonyms) in participant stories and discussion.  Trust (including respect for individuals‘ roles) 
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was listed as a success factor in three examples of success stories provided by participants (SB-9, 

WC-1, and WC-2).    

 Participant responses indicated that trust and relationship building occurs in both 

formalized ways, such as during project work or other joint initiatives, as well as informal ways, 

such as the discussions that happen at the Leaders‘ Group sessions.  They acknowledged that, 

although technology is becoming more and more prevalent in the working world, human contact 

was helpful to them in building relationships.  The value of this type of human interaction should 

not be underestimated.  One participant asserted that ―you cannot expect people to collaborate 

when they don‘t have those informal relationships‖ (WC-3).  Participant responses strongly 

indicated how helpful the Leaders‘ Group sessions have been in building these informal, human 

relationships and noted that such opportunities are not made available to other levels of the 

organization.  One participant declared: 

I think we need to take those relationships down to all levels, so that it just can‘t stay at the 

management team level.  We have done a pretty good job at connecting our leadership, but 

levels below levels one and levels two get let down. (WC-4)  

Suggestions were made that providing opportunities for informal networking and relationship 

building would be useful at all levels of the organization, resulting in more trusting relationships 

and collaboration (WC-1, WC-2, WC-3).  Another participant stated: 

Someone said if you can replicate this sort of opportunity at different levels all the way 

through I think so too, I think it would be amazing, seriously. I think a lot of the sort of 

team building, the relationship building gets lost, it is the easiest thing to cut, like training 

and travel, it is the easiest thing to cut because it is not as tangible… you can‘t realize the 

benefits as easily that way, but it is so important. (WC-2) 
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Generally speaking, participant responses indicated that trusting relationships are vital to the 

success of interdepartmental projects of all sizes and scopes, from large corporate initiatives to 

being able to pick up the phone and ask someone a question. 

 There were varying opinions in the participant group as to whether trust and respect are 

earned, or were a given but could be lost.  One participant stated ―if you don‘t trust others you 

can‘t expect people are going to trust [you]‖ (WC-2).  However, it was unanimous that having 

trust enables more effective collaboration.  Participants reported that though a project starts and 

ends, a trusting relationship transcends those projects, which impacts how collaboration happens 

the next time. As one participant articulated, ―good collaboration also transcends beyond the 

project, so if the efforts went through to … now put us in a better position to collaborate the next 

time‖ (WC-2).  Participants also acknowledged that this works conversely as well, one 

participant expressing: 

I have had some poor collaborations where when I have come to these meetings [and] I . . . 

can‘t look the person in the eye because it also transcends negatively, it does not work for 

sure. When it goes well it is great and when it doesn‘t, those scars can be deep. (WC-2)   

Analysis of the narratives in the storyboard and world café transcripts indicated that participants 

associated trusting relationships with open communication, getting to the root of issues, asking 

for help, and admitting mistakes, as well as their belief that these are critical to the effectiveness 

of collaboration and goal attainment.  When describing a successful collaboration, one 

participant stated, ―We could only do it because we had trust‖ (WC-1).  Finally, participants 

conveyed that these types of relationships take significant time to build, but indicated that trust 

helps move from transactional interactions to meaningful collaboration.   
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 World café participants also posited that respect, and specifically respect for one another‘s 

roles, was an important part of positive working relationships and, hence, collaboration (WC-2, 

WC-3, WC-4).  One participant stated that ―you have got respect for responsibilities and I think 

that where I have seen collaboration break down within the organization is when that respect is 

not there‖ (WC-3).  Through participants closely linked trust and respect, it was clear that they 

see both as conditions to building the relationships required for effective interdepartmental 

collaboration. 

  Finding 6: Participants posited that creating safe and supportive space for the 

sharing of diverse opinions is essential to the quality of collaboration 

 As suggested above, it was evident that participants see value in having multiple 

perspectives work together on an issue.  However, they also recognized some of the challenges 

associated with diverse opinions and the resulting need to create a space that is respectful, 

supportive, and safe.  This space was described in terms of both psychological safety and the 

physical space itself. 

 Two of the success stories submitted by participants, along with another example in the 

world café discussion, stated that that a respectful environment directly contributed to the 

success of the project or collaboration (SB-1, SB-5, WC-1).  In particular, a space where all 

contributing to a meeting or project had an ―equal voice‖ (SB-1) created a sense of safety.  In 

these situations, participants reported that open and honest discussions had taken place, which 

allowed engagement, contribution, and sharing of feedback.  This type of collaborative space 

was reported to be particularly important, as those involved in such projects had limited contact 

with one another prior to the meetings or project.    
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 Participant responses also indicated that managing over-contributors, those who always 

need to make their point, be right, or ―be the loudest‖ (WC-3) is essential to creating this safe 

space for dialogue and sharing of ideas.  Participants stated that creating this space requires that 

egos and roles are ―left at the door‖, that if you ―take away titles, you take away fear‖ (WC-1), 

and that collaboration cannot happen in an environment where individuals feel fearful to make a 

comment.   

 When participants were asked what organizational factors are required for collaboration, 

they indicated that some changes in the way meetings are structured may help to enlist 

participation from those who have different learning styles or strengths.  They asserted that less 

formality in meetings whereby individuals can be free to stand up, walk around and draw on 

white boards would be helpful in providing a space for different kinds of participation (WC-1, 

WC-2).  They also suggested that meetings could occur in open, comfortable spaces (WC-1).  

There was a strong belief among participants that this flexibility is not currently supported in all 

areas of the organization and that meetings and discussions were expected to happen while 

sitting around a boardroom table (WC-1).  Participants viewed this as generationally relevant as 

well, relating to the younger workforce‘s desire for flexible work environments. 

 Finding 7: Participants agreed that collaboration requires organizational support 

Participant responses indicated that interdepartmental collaboration holds high value to the 

organization and that doing it effectively could represent significant efficiencies and 

improvement in the overall service quality (WC-1, WC-2, WC-3, WC-4).  They brought forward 

examples such as cooperative planning, addressing competition for resources, permission for 

time, and performance measurement under the umbrella of the need for a culture that supports 

collaboration. 
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 Participants declared a need to plan cooperatively and expressed a feeling that planning is 

often rushed.  Moreover, planning does not often include individuals in other areas, including the 

support service areas, which would be impacted by the plans (WC-1, WC-2, WC-3, WC-4).  

Additionally, one participant suggested that it would be helpful to have a point person in the 

Office of the CAO who could act as a point person for those planning projects, that is, someone 

who has awareness of projects and initiatives and can act as a liaison and make suggestions for 

making connections (WC-1).   

They also suggested that projects and goals could be structured in a way to establish a 

reliance on others and joint accountability in accomplishing the results.  One participant stated: 

Previous places where I worked you know where the bar is set and that almost forces 

you; you need to collaborate in order to achieve where the bar has been set. Rally the 

crowd right because you can‘t get there on your own. You are going to succeed or fail 

together. (WC-3) 

Participants agreed that this type of clear support for collaboration would be helpful in 

establishing and communicating a sense of priority of projects to all who need to be involved.  

They also asserted that joint planning is vital to establishing role clarity and a sense of purpose in 

the early stages of an initiative (WC-1, WC-2, WC-3, WC-4).   

According to participants, organizational support would also help to alleviate time and 

availability challenges arising from conflicting priorities.  One participant shared: 

It is hard, because, you know, people are so stretched for time.  One of the solutions 

would be to make sure that, you know, the persons or whoever is fully supporting it and 

making it a priority and participating as well and let them make the priority and not have 

it come back to haunt them. (WC-1)   
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Other participants concurred with this statement, as time was clearly identified as being a 

requisite for effective collaboration (WC-1, WC-2, WC-3). 

Another challenge to collaboration identified by participants was the current budget 

process, specifically by creating competition for resources.  Participants suggested that the 

budget process creates ―turf wars‖ (WC-1) and competition both inter and intra departmentally 

(WC-1, WC-2, WC-3).  One participant stated ―it is not unending dollars, so in some places or 

some committees and some work groups I have been in, there is some competition and you can 

see that.  That people have perceived themselves as winners or losers‖(WC-1).  Although 

participants acknowledged the difficulty in resolving the challenges in the budget process, as 

well as the fact that they did not have any ideas, they suggested that focusing on common goals, 

such as public interest, could help reduce the sense of winners and losers (WC-1).   

World café participants asserted that if the organization supports interdepartmental 

collaboration, it would need to give permission to collaborate, as one participant stated ―giving 

permission is really important, allowing it and encouraging it‖ (WC-1).  Some participants 

expressed concern that permission without first defining collaboration may enable individuals to 

undertake activities which take away from their daily activities but that are not necessarily of 

value to the organization; participants stated that focusing on interdependence, commonalities, 

and meaning was critical to the definition of collaboration (WC-1, WC-2, WC-3, WC-4).   

In addition to planning and definition, participants reported that performance measurement 

needs to incorporate collaboration if the organization views it is being a priority.  There was 

some debate among participants about whether collaboration was a competency in itself or 

whether it was part of existing competencies such as team work (WC-2).  One participant noted 

that performance recognition is based on individual performance rather than team/group and 
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another shared that she had tried to integrate collaboration on her staff performance appraisals, 

stating: 

Even with my division trying to get programs to work together because we all have a 

piece of intervention but they are all planning their own initiatives. I tried to build it into 

PA‘s, expectations, tried to do the culture, annual planning days but you know, still not 

there. It needs to be somehow imbedded and I don‘t necessarily know how you do that. 

(WC-1)  

Other types of support were identified as being essential, such as having support for the project 

through a champion in Regional Council or a Commissioner was essential.  Several instances of 

participants‘ reflections on their positive experiences were attributed, at least in part, to having 

strong senior-level support (SB-1, SB-2, SB-3, WC-1, and WC-2).  One participant stated that 

―when you have a champion then the people who are spending time away from their work to do 

this, it is supported‖ (WC-2).  Others agreed that having a champion or senior-level support 

helped establish a priority to the initiative. 

There was strong alignment among participants that if collaboration is important to the 

organization, not only does it need to be integrated into expectations and accountabilities, but it 

needs to be communicated clearly to employees.    

 Summary of Findings 

In conclusion, world café table hosts observed a great deal of alignment during 

participant discussions.  The inquiry findings demonstrate that participants within both methods 

of data collection have had positive experiences to share from which York Region can learn.  

World café participants also provided insights, ideas, and suggestions on what interdepartmental 

collaboration looks like at York Region; they also brainstormed the leadership and organizational 
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factors required for it.  The findings suggest that participants feel that in order for 

interdepartmental collaboration to be effective at York Region, clear vision and goals are 

required, leadership is essential, an increased understanding across diverse operations is a must, 

individual collaborators should be selected based on skills, relationship building is paramount, 

safe and supportive spaces need to be created, and organizational culture needs to support 

collaboration. 

Study Conclusions 

Based on how the study findings relate to literature outlined in Chapter 2, I have drawn 

seven conclusions.  These conclusions help to set the context for the recommendations being 

presented in Chapter 5, specifically in relation to enhancing what is already working well within 

the organization, defining effective collaboration, and identifying of the factors necessary for 

effective collaboration.  Each of the conclusions provides insight into the overarching inquiry 

question and all three subquestions.  Responses to subquestions one and two are primarily 

reflected as quotes presented in the findings above and are also present in stories captured from 

the online storyboard (see Appendix L).  Likewise, all conclusions address subquestion three, 

with particular emphasis on leadership and organizational factors in conclusions two and seven.   

The conclusions are as follows: 

Conclusion 1: Collaborative initiatives require well-defined vision and goals 

As outlined in Finding 1, the importance of clear vision and goals was revealed in the 

context of each discussion point, representing each inquiry subquestion.  Participant stories of 

effective interdepartmental collaboration collected in the storyboard and the world café activity 

highlighted the prominence of well-defined vision and goals in York Region‘s successful 

collaborative initiatives.  This conclusion was also supported through world café participant 
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discussions around both the behaviours they associated with and the factors they felt are 

necessary for effective collaboration (WC-1, WC-2, WC-3).   

Related literature strongly supports the notion that a clear and shared vision and goals are 

helpful to leadership in general and paramount to collaboration, as they provide the reason to 

collaborate even where motivations or underlying reasons differ (Mankin et al., 2004).  The 

works of Senge (2006), Sandow and Allen (2005), and Cohen (2014) all emphasized the linkage 

between clear goals and achieving results.  Bronstein (2003) also outlined the importance of 

clear goals and shared vision, linking them directly to effective collaboration; Cuijpers et al. 

(2011) associated disparate goals on interdisciplinary teams as a barrier to collaboration (p. 567).   

As an example to illustrate this point, a success story was brought forth during a world café 

discussion, where a food collaborative initiative brought the waste management and public 

health groups together.  Their mandates are distinct and separate, one relating to the disposal of 

organic waste and the other to healthy eating; however, there was a ―larger goal‖ (WC-1).  

Articulating the larger vision and goals is particularly relevant to York Region‘s 

interdepartmental initiatives where diverse operating groups may be contributing to a project for 

different reasons while maintaining a common overall goal.   

 Conclusion 2: Enhanced leadership functions of motivating employees and leading by 

example support collaboration 

Participants in both inquiry methods listed leadership as a key success factor in their 

experiences of effective interdepartmental collaboration; however, only in the world café method 

were specific leadership behaviours examined.  These discussions were addressed directly by 

one of the inquiry subquestions, to identify the leadership factors necessary for effective 
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interdepartmental collaboration.  The two aspects of leadership which dominated the discussion 

were: motivating employees and leading by example. 

The idea of motivating employees to perform is linked in the literature with the attainment 

of goals and promoting desired behaviours.  This can be done by linking rewards and 

performance through praise, recognition, and desirable assignments (Nohria, et al., 2008, p. 84).  

Likewise, Kouzes and Posner (2012) equated motivation with being able to energize and 

mobilize.  However, as World café participants felt that motivation is very individualized, so 

leaders need to understand their employees and have conversations around ―what makes them 

tick‖ (WC-1).  To this end, Parker et al. (2010) identified individual differences in the areas of 

personality and values, knowledge, skills, and abilities, and positive effect, all of which are 

subject to contextual variables.   

Though only scratching the surface of the vast amount of research and literature regarding 

employee motivation, other authors have made generalizations about the types of drivers 

employees possess.  As outlined in Chapter 2, they include (but are not limited to): 

advancement/gain; bonding and mutual support; challenge, variety, and learning; justice; 

autonomy; and serving others (variously drawn from Kouzes & Posner, 2012; Nohria et al., 

2008; and Weisbord, 2012).  Grant and Summanth (2009) posited that motivation is higher when 

managerial trustworthiness is high.  Self-determination theory proposes that ―humans are 

motivated to maintain an optimum level of stimulation and thus have basic needs for 

competence, autonomy, and relatedness‖ (Parker et al., 2010, p.837).  Kouzes and Posner (2012) 

postulated that motivation is intrinsic to an individual, which helps employees to find meaning in 

their work.  Employees who are drawn to work in the public sector may also possess a higher 

level of intrinsic motivation, when compared to private sector counterparts and, therefore, place 
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lower value on financial incentives (Wright & Christensen, 2010, p. 157).  This intrinsic 

motivation is partly due to a feeling that our jobs are ―useful to society‖ (Cho & Perry, 2012, p. 

383).  All of this suggests the existence of some common motivators, but also they are highly 

individualized.  It then follows that it would behove organizations and leaders to leverage these 

tools to incent employees to perform.   

As discussed in Chapter 2, leading by example is strongly correlated with effective 

leadership (Gächter et al., 2012; Hermalin, 2007; Kouzes & Posner, 2012; Messianu, 2014; 

Yaffe & Kark, 2011).  The world café participants recognized this, with one individual positing 

that York Region leaders need to ―walk the talk a little bit, we talk about it a lot so, pardon my 

French here, get off your ass and go and do it‖ (WC-1).  Kouzes and Posner (2012) echoed this 

assertion, stating that ―being a credible leader means you have to live the values.  You have to 

put into action what you and other stand for.  You have to be the example for others to follow” 

(p. 74).       

Of course, leading by example to improve interdepartmental collaboration is a simple 

notion; however, it implies that York Region leaders have the knowledge and skills required to 

do this.  The extent to which this is true has not been determined as part of this inquiry.  

 Conclusion 3: Understanding the functions and resources available within the other 

departments is crucial to enabling effective collaboration 

During the world café, the need for better understanding of the mandates, available 

resources, projects, and challenges of other departments was expressed.  Participants stated that 

this would help to avoid duplicating efforts and enable increased efficiency, as well as help to 

build cross-departmental relationships and networks (WC-1, WC-2, WC-3, WC-4).    
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Many participant responses expressed that a higher degree of communication would help 

to identify opportunities where collaboration would be useful and that both technology and in-

person communication are required (WC-1, WC-2, WC-3).  This suggestion is supported by the 

research conducted by Cuijpers et al. (2011), who stated that: 

Managers should facilitate the transfer of best practices between departments; invest in 

collaborative information and communication technologies; and invest in shared meeting 

space in order to increase the number of encounters between members of different 

departments and thus information exchange. (p. 573) 

It was clear from participant responses that they felt that varied communication techniques will 

assist in helping individuals better understand the business functions, resources, and initiatives 

occurring across York Region.   

As previously discussed in Chapter 2, employee networks often already exist, suggesting 

that ―although individual employees may be able to identify local patterns of collaboration, 

broader configurations of informal collaboration tend to be far less visible to senior leaders‖ 

(Cross et al., 2010, p. 84).  Interestingly, there were two examples in the world café discussions 

which highlighted that there are instances where employees were collaborating, both within and 

outside of the organization, of which leaders were unaware (WC-1, WC-2).  Existing employee 

networks and collaborative practices were not investigated as part of the scope of this inquiry, 

but perhaps merit further consideration moving forward.  Likewise, Beer and Walton (1987) 

stated, ―Increased communication leads to positive feelings and resource exchanges, but also 

increases resource development‖ (p. 905).   
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 Conclusion 4: Increased diversity is required in collaborative initiatives 

 As described in the findings, world café participants outlined that the same individuals are 

being called upon for committees, project teams, and other collaborative initiatives and that the 

right people were often uninvolved (WC-1).  Discussions at all four world café tables included 

opinions that diverse perspectives are required for effective collaboration, that those involved be 

empowered to make decisions, and that senior leaders require the ability to delegate the 

participation in such initiatives to the most suitable individuals.  The need for having diverse 

perspectives as part of a collaborative initiative was also noted in 62% of the success stories 

submitted.   

 This desire for diversity relates to Senge‘s (2006) notion that diversity is a ―key guiding 

idea for leaders‖ (p. 309).  He emphasized that diversity is imperative to our increasingly 

networked organizational environments.  Likewise, Page (2011) stated that ―diversity across 

types creates synergies.  It allows the whole to be more than the parts‖ (p. 3).  Moreover, Haines 

et al. (2011) posited that the varied perspectives between disciplines was often the source of an 

―intellectual spark‖ (p. 10).  The types of diversity that were described by inquiry participants 

were age, role, skills, personality types, and organizational level.   

 Since participants expressed feeling as though projects and initiatives often involve the 

same people, within the same organizational level, it follows that the benefits of diversity could 

be realized through careful selection of the best people to involve in the effort.  This idea is 

supported by Linden (2014), who hypothesized that ―ideally, the appropriate people have subject 

matter expertise, interest in the project, access to resources (including people in other 

organizations), and the ability to speak for their part of their organization‖ (p. 2).  Similarly, 

Beyerlein et al. (2003) asserted that collaboration involves aligning authority, information, and 
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decision making.  These authors went on to explain that  when these three things are built into 

the team, this promotes skilled decision making, open communication, decision making 

conducted by those responsible for completing the work, free flow of information, role clarity, 

and clarity around the ability to make decisions verses seeking external input.  Beyerlein et al.‘s 

understanding of collaboration is consistent with comments made by inquiry participants that 

having the right expertise and knowledge along with championship from those able to make 

decisions was critical.  This notion was part of participants‘ success stories as well as their 

discussions on required factors for effective collaboration.   

 Since contemporary leadership is focusing more on participation and collaboration than the 

traditional command and control (see, for example, Kouzes & Posner, 2012; Pontefract, 2014; 

Senge, 2007; Straus & Milton, 2003, among others), it is evident that selecting the best 

individuals to participate in collaborative projects involves more than consideration of position 

or level in the organization.   

 Conclusion 5: Enhanced relationship building, particularly trust-building, is required 

to improve collaboration 

Effective collaboration and relationship building were connected both within the literature 

and inquiry participant responses.  Two important relational factors were brought forth in this 

context: trust and respect.  One world café participant stated: 

Where I have seen collaboration break down within the organization is when that respect is 

not there, when people say ‗well if I don‘t get it may way I am going to do it my style‘… 

Or they don‘t trust the people, or the experts, whether from IT or Legal or HR or Supplies 

and Services, they are the experts… I have been amazed at how little respect [was shown] 

for those individual business when they are supposed to be the centre of expertise. (WC-3) 
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This participant‘s statement illustrates an interconnection between trust and respect that existed 

within all four world café conversations.   

As outlined in Finding Five, however, trust was the identified as dominant factor in 

building the relationships conducive to interdepartmental collaboration.  Participants stated that 

trust is built through both formal and informal interactions.  As one participant shared: 

For me effective collaboration is to be able to pick up the phone. So you know people, you 

trust people enough to say that ‗I do not know, what do you think‘, and that you are 

actually making all these informal networks. (WC-1) 

Mankin et al. (2004) supported this statement, declaring that ―in person communication, 

however, is a key component of success in complex collaboration with respect to building and 

maintaining relationships‖ (p. 19), supporting that personal forms of communication are, in fact, 

essential. 

As outlined in Chapter 2, there is a vast body of literature to support the importance of trust 

in relationship building and the role of trusting relationships with respect to collaboration.  

Kouzes and Posner (2012) stated that leaders need to be the first to trust, that ―if you want the 

high levels of performance that come with trust and collaboration, you will have to demonstrate 

your trust in others before asking them to trust you‖ (p. 222).  Short (1998) stated that ―we need 

to risk before we can trust – not the other way around‖ (p. 9).  These statements differ from the 

opinions expressed most by participants, who stated that once they have built a trusting 

relationship, they will be free to take risks such as admitting mistakes and asking for help.   

As outlined in Chapter 2, Linden (2014) listed trusting relationships as one of the six 

factors of collaboration, stating ―with trust, a great deal is possible; without it, little is‖ (p. 3).  

This is supported throughout the literature and is associated with high performing teams (Martin 
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& Eisenhardt, 2010) and that the time committed to building trust is critical to collaboration 

(Huxham & Vangen, 2005).  Hattori and Lapidus (2004) observed that few organizations invest 

the time and resources into relationship and trust building but that this is essential to 

collaborative endeavours.  Engaging in authentic and non-defensive dialogue is critical to the 

building of trust required for effective collaboration (Hattori & Lapidus, 2004; Piggot-Irvine, 

2012).  This can be enabled through processes of self and mutual inquiry (Short, 1998), and 

encouraging people to be the first to share (Kouzes & Posner, 2012; Short, 1998). 

The second theme within the discussion of relationship building was respect, in particular 

respect for individuals‘ roles.  A world café participant stated that ―the best collaboration I have 

had is where people respected each other and that was it, it was great, we got everything done‖ 

(WC-3).  This idea was supported in the literature.  Respect for colleagues‘ professional opinions 

and input is a characteristic of both formal and informal interdependence with respect to 

interprofessional collaboration (Bronstein, 2003, p. 299), which is required for collaboration 

(Thomson & Perry, 2006) and respectful behaviour was associated with collaborative individuals 

(O‘Leary & Vij, 2012).  The importance of relationship building and its role in effective 

collaboration is clear, as are the ideas that both trust and respect are instrumental to building such 

relationships at York Region.   

 Conclusion 6: Psychological safety and flexible spaces need to be created in order 

effectively collaborate 

As outlined in Finding 4 and Conclusion 4, diversity and collaboration are interconnected.  

Inquiry participants identified two elements which they view as considerations for enabling 

maximum participation for diverse learning styles and personalities: psychological safety and 

flexible spaces.  This was of specific relevance with respect to their comments on increasing 
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diversity within collaborative initiatives, particularly around the mixing of individuals at 

different levels of the organization.   

Inquiry participants identified the need for psychological safety in relation to the free 

sharing of opinions and ideas, and asking of questions.  A storyboard participant listed ―safe and 

supportive spaces to have open discussions as it was the first time that participants had come 

together on this agenda‖ (SB-1) as one of three factors that enabled effective collaboration.  

Several world café participants expressed a desire to have such dialogues, where individuals let 

go of competitiveness and titles by ―checking them at the door‖ (WC-1).  This feeling was 

supported in the literature; as outlined in Chapter 2, psychological safety is a necessary condition 

to fully capitalize on diversity (Nishii & Goncalo, 2008; Shain et al., 2012).  Senge (2006) also 

outlined the challenges associated with divergent opinions, specifically related to hierarchy.  He 

asserted that, in order for a dialogue to occur, ―everyone involved must truly want the benefits of 

dialogue more than he wants to hold onto his privileges of rank‖ (p. 228).   

Inquiry participants also correlated the physical space with encouraging or discouraging 

collaboration.  Though this is supported in the literature presented in Chapter 2, there is no one 

right answer to setting up space to encourage it.  There is evidence to suggest that open, flexible 

office and meeting space is most conducive to collaboration (Doorley & Wittholft, 2012; Mark, 

2002; Straus; 2002).  The world café participants are senior leaders in the organization who 

seemingly have the ability to implement flexible meetings and work designs, so this sense of 

necessity for structure may represent a real or perceived cultural norm.  

 Conclusion 7: Organizational support is essential to effective collaboration 

Participant dialogues during the world café activity pointed towards a need for time and 

support to collaborate both formally and informally, and they associated this with corporate 
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culture.  Corporate culture undoubtedly impacts interdepartmental collaboration, as it represents 

the overall beliefs and values of an organization.  Beyerlein et al. (2003) claimed that a 

collaborative culture requires a shift from authoritarian and submissive behaviours to those 

where trust, respect, and a sense of equality exist.  These authors further postulated that there are 

ten elements to collaborative culture: trust and respect, egalitarian attitudes at all levels, expertise 

and accountability based power, shared leadership, value for diversity, commitment to collective 

success, value for truth, commitment to continuous improvement, active learning, and personal 

responsibility (Beyerlein et al, 2003, chapter 1).  The culture of an organization influences the 

behaviour of members as it helps to guide their decisions and actions (Ghinea & Bratiănu, 2012; 

Gregory et al., 2009; Katapol, 2007; Yu, 2004).  A collaborative culture has been linked to 

organizational performance (Ghinea & Bratiănu, 2012; Yu, 2004) and morale (Katapol, 2007).  It 

follows that culture encourages and discourages certain types of behaviours, outlined by 

participants, including how time is spent, how meetings are run, and how work is planned, 

prioritized, organized, and assessed (WC-1, WC-2, WC-3, WC-4).   

Senge (2007) posited that ―cultures are not built from scratch, but instead evolve, as they 

conserve and improve upon what is working and let go of what is not‖ (p. 278).  It is therefore 

valuable for York Region to consider what elements of the corporate culture are encouraging or 

discouraging interdepartmental collaboration. 

 Summary of Conclusions 

The literature supported the inquiry findings that many different conditions are required for 

enhancing effective interdepartmental collaboration.  It further validated the seven conclusions 

which emerged from the participants, who are all members of York Region‘s leadership 

community.  The inquiry concluded that interdepartmental collaboration at York Region requires 
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well-defined vision and goals, leaders who motivate and lead by example, an understanding of 

other departments‘ operations and plans, increased diversity is required in collaborative 

initiatives, enhanced relationship building is required, safe and supportive spaces need to be 

created, and organizational support is imperative. 

Scope and Limitations of the Inquiry 

Below I have outlined the scope and limitations of conducting this inquiry, which are 

associated with my role as a researcher within my own organization, participant representation 

and a technological failure.  

The scope of this inquiry is specific to York Region and the focus was on collaboration 

between internal departments within the organization.  Although readers from outside this 

Region may see similarities to their own contexts or be able to extract relevant information about 

collaboration more generally, the results are not intended to be generalizable beyond this 

organization.  

An unexpected limitation that emerged in this study was a relatively low participant rate, 

especially during the storyboard data collection method.  As outlined in Chapter 3, the 

participant rate was 5% for the storyboard and 24% for the world café, respectively.  As these 

two methods were intended to reach two separate categories of employees, the voices of Program 

Managers and Managers are relatively underrepresented as they were the intended participants in 

the storytelling method.  This is worth noting due to the strong impact middle management can 

have on culture and environment.  

A final limitation I wish to acknowledge is that one world café table discussion recording 

was interrupted for more than half of the discussion, so the transcription of the table discussion 

was incomplete.  This limitation was mitigated by table hosts writing summary notes on the 
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paper table cloths and by their encouraging participants to do this as well; however, the result is 

that no direct or aggregate quotes from this table were used in the data analysis.  

Chapter Summary  

In this chapter, I outlined the seven inquiry findings, seven conclusions, and also identified 

the scope and limitations.  The inquiry findings indicate that York Region has some success 

stories from which to learn.  The findings also indicate that York Region leaders see the value of 

improving interdepartmental collaboration and have ideas and insights on how to accomplish 

this.  These pertain to goal setting, leadership, increasing information sharing, increasing 

diversity, building relationships across organizational boundaries, space which allows free 

sharing and participation, and a corporate culture which supports collaboration.  Having 

presented these findings and conclusions, the next chapter focuses on next steps in terms of 

implementing the recommendations. 
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CHAPTER FIVE: INQUIRY IMPLICATIONS 

This final chapter weaves together the literature, findings, and conclusions in order to 

recommend how the York Region can move forward in its desire to improve interdepartmental 

collaboration.  Following the overview of six recommendations, there is a discussion of 

organizational implications, as well as implications specifically for York Region leaders, and 

topics that emerged from this study to consider as potential areas for further inquiry. 

The inquiry question for this study was: How can York Region improve interdepartmental 

collaboration?  The subquestions that were explored as part of this inquiry were: 

1. What are York Region‘s stories of effective/successful interdepartmental 

collaboration? 

2. What does interdepartmental collaboration look like at York Region? 

3. What leadership and organizational factors are required for effective 

interdepartmental collaboration? 

Study Recommendations 

The following recommendations are based on a synthesis of the related literature and the 

data collected through the research methods of storytelling and world café, within the context of 

the inquiry question and subquestions.  The recommendations consider the current and desired 

state of interdepartmental collaboration, as well as the change readiness of the organization.  In 

order to increase the practicality and efficiency with respect to their implementation, the 

recommendations have been phrased and contextualized to fit in where efforts are currently 

underway in a specific area.   

The stories provided by inquiry participants provide several examples of effective 

interdepartmental collaboration, which provides a foundation on which the organization can 
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build.  The participant dialogues also indicated a need for, as well as a desire to, improve in this 

area.  The following six recommendations are based on the inquiry findings and conclusions 

previously outlined in Chapter 4.  The recommendations are: 

1. Focus interdepartmental collaborative initiatives on scenarios where there is at least 

one shared goal between those involved. 

2. Imbed collaboration proficiencies into the leadership and management framework. 

3. Implement a knowledge exchange platform which fosters interdepartmental 

awareness and information/knowledge sharing.  

4. Build collaborative capacity by leveraging diversity. 

5. Explore means to build relationships and trust both formally and informally across 

boundaries. 

6. Support interdepartmental collaboration through organizational practices.   

Each recommendation will be expanded upon in the following sections. 

 Recommendation 1: Focus interdepartmental collaborative initiatives on scenarios 

where there is at least one shared goal between those involved 

It was clear in the literature reviewed in Chapter 2 that shared goals are the primary reason 

to collaborate and this belief is imbedded into one of Norris-Tirrell and Clay‘s (2010) five 

preconditions of collaborative readiness.  Equally, shared goals were clearly listed as a success 

factor in York Region‘s stories and participant responses regarding the factors necessary for 

effective interdepartmental collaboration.  As stated by Kouzes and Posner (2012), ―the most 

important ingredient in every collective achievement is a common goal. Common purpose brings 

people into cooperative efforts‖ (p. 230).  This recommendation is quite simple, yet essential, to 

the collaborative process.  For clarity, I will use the term project to describe a collaborative effort 
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with the understanding that collaborative efforts are both formal and informal and vary in size 

and scope. 

The beginning of a collaborative project involves establishing a purpose and gathering the 

appropriate individuals (Beyerlein et al., 2003).  The project goals are best created through 

dialogue with the group members (Kolfschoten, de Vreede, Briggs, & Sol, 2010).  Roles within 

the set context need to be designed and made clear to all participants and relate to the overall 

project goal (Kouzes & Posner, 2012).  Finally, group members‘ commitment to the goal(s) is 

essential to the success of the project (Beyerlein et al., 2003). 

This process can be implemented using a simple tool of project/initiative charters or terms 

of reference which are understood and accessible to all York Region employees and 

communicated through methods such as embedment into existing internal training programs and 

the intranet.  If these templates already exist in some areas, they could be reviewed, edited, and 

re-released to ensure they have captured these project starting points. 

 Recommendation 2: Imbed collaboration proficiencies into the leadership and 

management framework 

York Region is currently creating a leadership development program, a partnership 

between the Office of the CAO (Strategic Initiatives Branch, Strategic Planning and 

Organizational Effectiveness Division) and the Corporate Services Department (HR Services 

Branch, Corporate Learning and Workforce Development Division).  The goal of this program 

is… to identify skills and competencies with a framework for individuals progressing through 

front line, management and senior leadership levels.  The focus is on learning pathways which 

will sufficiently prepare individuals for upward and lateral movement.  Additionally, York 

Region is in the midst of updating its core and job specific competencies.  From 2016 onwards, 
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the existing core competency Teamwork will be changed to Teamwork and Collaboration, to 

emphasize working with others both inside and outside of one‘s structural work team.  The 

competency descriptions will be tailored to position category, which means that behaviours used 

to illustrate a given competency are tailored to what is needed more for front line employees than 

for senior leaders.  Alongside this, the internal training programs are being mapped by 

competency.   

Both of these initiatives provide opportunities to build in collaborative proficiencies into 

the competencies as well as into training, with a goal of developing collaborative leaders.  Two 

of Norris-Tirrell and Clay‘s (2010) five preconditions for collaborative readiness are skilled and 

committed leadership and competence for collaboration.  Additionally, leaders are in a unique 

position to impact, either positively or negatively, organizations and this is particularly true 

within the context of change (Burke, 2008). 

Collaborative leadership was described in detail in Chapter 2 and it has been determined 

that there is no one size fits all collaborative leadership style.  A listing of collaborative 

leadership competencies was also provided in Chapter 2; however, many of these qualities are 

included in more than one leadership style, which means there will be benefits above and beyond 

the scope of collaboration.  Therefore, based on the collaborative leadership competencies 

outlined in Chapter 2 (see, for example, Archer & Cameron, 2012; Crosby & Bryson, 2010; 

Kramer & Crespy, 2011, among others), I recommend that the following abilities and skills be 

considered and integrated into management and leadership competency and development 

frameworks: building relationships, handling conflict, sharing power, obtaining results across 

boundaries including internal and external silos, realizing value in differences/diversity, 
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motivating others, and team approach.  These competencies can be utilized for recruitment, 

training and development, performance management, and succession planning purposes. 

 Recommendation 3: Implement a knowledge exchange platform which fosters 

interdepartmental awareness and information/knowledge sharing  

Inquiry findings, along with the literature, suggest that the exchange of knowledge is 

essential to interdepartmental collaboration within York Region.  Knowledge management is 

seen as an important leadership and organizational tool and can be defined as ―a process of 

acquisition, validation, utilization, sharing, storage and diffusion of knowledge‖ (Isăilă & 

Nicolau, 2011, p. 726).  It happens in a variety of forums, both in-person and through the use of 

technology.  Because Regional employees are spread geographically across many locations, the 

use of technology is one method which could augment the sharing of information and 

knowledge, and provides a forum for interaction (Patel et al., 2011).   

The sharing of knowledge is not only positively correlated with collaboration, but with 

other benefits such as innovation and enhanced productivity, and thus it behoves organizations to 

invest in mechanisms which facilitate the transfer of best practices between departments, such as 

information and communication technologies (Cuijpers et al., 2004; Isăilă & Nicolau, 2011; 

McNamee et al., 2010).  Moreover, McNamee et al. (2010) asserted that the use of social 

computing platforms ―connect people throughout the enterprise and facilitate knowledge-sharing 

and collaboration… and allow organizations to leverage the collective intelligence of their 

employees‖ (p. 55).  There are many platforms available, so it is essential that York Region 

consider a system to which all employees have access, one that is integrated with existing 

business processes and considers the organizational culture (Isăilă & Nicolau, 2011).  

Additionally, it should be interactive (Yu, 2012) and promote the three factors of knowledge 
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exchange: people must be able to find one another or recognize the potential for collaboration, 

participants must be willing and motivated to some level of engagement, and participants must 

share enough of the same knowledge to be able to communicate (McNamee et al., 2010).  While 

a knowledge exchange platform cannot replace in-person communication and relationship 

building, it can be used in conjunction with other methods to build networks and increase 

knowledge exchange between work areas. 

 Recommendation 4: Build collaborative capacity by leveraging diversity 

Based on the inquiry participant responses and the literature, there is a clear desire and 

benefit to include a diverse group of individuals in collaborative efforts.  As outlined in Chapter 

4, participants expressed seeing great value in having skill and role diversity within a project.  

We also know from previous chapters that diversity is an important component of collaboration, 

but that it can be difficult to achieve.  This recommendation will focus on two elements of 

diversity: selecting the individuals with the right skill sets for a project, and establishing 

psychological safety within a collaborative environment. 

One of the first and most important parts of collaboration is selecting the individuals with 

whom collaboration is required.  As previously stated, inquiry participants expressed that the 

same people and the same levels, namely directors, seem to be engaged in collaborative 

initiatives, resulting in overutilization of some individuals and underutilization of the ideas and 

skill sets of individuals in other types of roles.  This also prevents collaboration among those in 

different levels of the organization.  Effective collaboration requires committed sponsors and 

effective champions at varying levels within an organization (Crosby & Bryson, 2010).  In an 

organization as large and varied as York Region, selecting those individuals is not always an 

easy task.  To build upon a suggestion within Recommendation One, a project charter could 
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include identifying those individuals who share at least one goal and whose interests need to be 

represented (Norris-Tirrell & Clay, 2010).  One world café participant made a practical 

suggestion, to include a question during the first project meeting regarding who else may need to 

be involved (WC-4).    

Getting the right people to the table is only part of the equation.  Since disagreement is a 

critical element of collaboration (Southern, 2005), a psychologically safe and supportive space is 

required for the risk-taking involved in disagreement, to avoid participant self-censoring.  

Interpersonal risk taking involves admitting an error or making a suggestion.  This can happen in 

a psychologically safe environment where individuals are not constrained by the fear, 

disapproval, and/or reprimand by those in higher level positions.  Participative leadership 

behaviour which shares decision making, demonstrates principles of democracy, is supportive, 

and welcomes questions and challenges increases the level of psychosocial safety in the group, 

but intentional measures such as inviting and appreciating the contributions of participants is 

often required (Nembhard & Edmonston, 2006).  These concepts could be built into the project 

charter through a set of ground rules which clearly outline the value of diverse opinions. 

Foundational to this proposition is a culture that supports diversity and empowers the 

delegation and inclusion of individuals at varying levels.  Since York Region‘s core 

competencies are changing over the next two years, the value of diversity could be built into the 

description of the Teamwork and Collaboration competency for front line, management, and 

senior leadership levels. 
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 Recommendation 5: Explore means to build relationships and trust both formally 

and informally across boundaries 

Relationships are central to the collaborative process and can help, or hinder, collaboration 

either when they pre-exist collaborative initiatives, or when they are built as a result of them.  

Since relationships can be built both formally and informally, some relational benefits would be 

realized through the implementation of the earlier recommendations.  For example, shared goal 

orientation would assist in the more formalized building of relationships (Southern, 2005) and 

involve a wider variety of individuals in collaborative initiatives.  Moreover, the introduction of 

a knowledge exchange platform would build York Region employees relationship networks 

(Patel et al., 2011; Sandow & Allen, 2005).   

Trust was identified through the inquiry process as a relationship priority for York Region 

and is the 2015 theme for the Leaders‘ Group sessions.  This is a positive step, as both Argyris 

(1991) and Lencioni (2002) specifically addressed the need for the non-defensive dialogue which 

contributes to trust start with senior leaders.  Argyris (1991), asserted that ―The best 

demonstration of the use of productive reasoning is for busy managers to see how it can make a 

direct difference in their own performance and in that of the organization‖ (p. 107).  It is 

therefore recommended that exploration of this open style of dialogue be learned and practiced 

within this forum.   

As outlined in previous chapters, trust has a strong linkage with collaboration, as authentic 

and meaningful collaboration requires risk taking and clear communication.  During the world 

café discussion, several York Region leaders brought forward that the quarterly Leaders‘ 

Sessions provide an opportunity for them to build trusting relationships informally with one 

another by enabling them to get to know one another personally, but that a parallel opportunity 
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does not currently exist for others in the organization (WC-4).  It is recommended that methods 

to involve other levels of the organization in informal relationship building be explored.   

Although trust can increase the willingness to collaborate (Diamond & Rush, 2012; 

Tschirhart et al., 2009), it can also be built as part of a collaborative process (see, for example, 

Coleman, 2013; Crosby & Bryson, 2010; Piggot-Irvine, 2012, among others).  The following 

starting points can be considered during a collaborative process: (a) celebrate small wins, as it is 

an effective trust-building practice (Huxham & Vangen, 2005), (b) encourage the sharing of 

knowledge and information (Kouzes & Posner, 2012; Lencioni, 2002), and (c) nurture an 

environment of open dialogue (Argyris, 1991; Hattori & Lapidus, 2004; Kouzes & Posner, 2012; 

Lencioni, 2002; Piggot-Irvine, 2012; Short, 1998).  All of these items can be built into any 

project plan or charter and integrated into meetings.  Additionally, Chapter 2 provided an 

overview of some other strategies.   

 Recommendation 6: Support interdepartmental collaboration through organizational 

practices  

 The importance of creating an organization which is supportive of collaboration was a 

strong theme during the world café.  The literature also supports this; if the organization does not 

demonstrate its commitment to collaboration, it will continue to happen intermittently in pockets 

but not consistently.  Additionally, organizations that do not foster collaboration will lose their 

collaborative individuals over time (Southern, 2005).  This final recommendation encompasses 

several micro-recommendations in three areas: organizational structural support, cultural 

support, and collaborative space. 

Organizational structure impacts the level of collaboration and will be discussed in terms 

of policies/administration, incentives, and collaborative competencies.  Clear policies drive York 



IMPROVING INTERDEPARTMENTAL COLLABORATION 105 

 

Region‘s business processes and clearly outline administrative authorities and leadership 

accountabilities in many different areas, including financial, human resources, and technological.  

This is an area of strength.   

Incentives intended to reward and encourage behaviours aligned with York Region‘s 

values and competencies can help to foster effective collaboration (Hansen, 2009).  They are 

formalized within a Pay for Performance policy, which is tied to annual performance appraisals, 

and the I CARE recognition program.  For York Region‘s non-union employees, salary increases 

are reflective of their performance.  Performance scores within the appraisal are a combination of 

goal-based accomplishments and demonstration of the competencies, and are based on individual 

performance.  It is recommended that consideration be given to a third factor in the performance 

appraisal: team performance.  This would shift the focus from individualist behaviours to one of 

collective success by creating a high level of interdependence between members; this could help 

the shift towards a focus on collective success, one of the qualities of collaborative culture 

(Beyerlein et al., 2003).  A second incentive within York Region is the I CARE recognition 

program, which enables any Regional employee to nominate any individual or team for 

demonstrating its values, representing an area of strength.    

The competencies associated with collaboration were listed in Chapter 2, both generally 

and leadership-focused.  It is recommended that these competencies be utilized during 

recruitment (Kramer & Crespy, 2011).   

As described in previous sections, organizational culture shapes the way employees behave 

and it often represents the non-structural, unwritten norms, beliefs, and assumptions which are 

present in an organization.  A detailed description of a culture that supports collaboration was 

provided in Chapter 2 and several of those areas have been touched upon within the previous 
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recommendations.  Organizational culture is largely driven by senior leaders within an 

organization.  The cultural elements identified through the inquiry process indicate a potential 

opportunity for York Region‘s senior leaders to consider the unwritten rules around shared 

leadership, commitment to collective success, and empowering a diverse mix of people to 

participate in collaborative efforts.  Inquiry participants made reference to needing permission to 

collaborate and delegate both the participation and decision making in projects to appropriate 

individuals.  They also referred to the competition between departments which is reinforced by 

the current budget process.  It is recommended that senior leaders create a shared vision with 

respect to interdepartmental collaboration (Southern, 2005) and consider that ―intra-

organisational collaboration calls into question existing ways of working, of decision making, 

and demands an explicit examination of the organisational structure and the basis on which 

leadership is perceived‖ (Diamond & Rush, 2012, p. 289).  As mentioned previously, Senge 

(2007) posited that ―cultures are not built from scratch, but instead evolve, as they conserve and 

improve upon what is working and let go of what is not‖ (p. 278).  It is therefore valuable for 

York Region senior leadership to consider what elements of the existing corporate culture are 

encouraging or discouraging interdepartmental collaboration. 

Finally, organizations can encourage collaboration through the design of physical space.  

As discussed in previous sections, there is no road map to collaborative space; rather, flexible 

space will enable customized use.  York Region tends towards open office concepts, but world 

café participants commented that more flexible meeting space may stimulate collaboration and 

creativity when compared to the traditional board room table.  It is recommended that York 

Region continue to plan open concept office space with private, quiet enclaves and, where 
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possible, design meeting space with moveable furniture and wall space for white boards, flip 

charts, and other interactive tools.     

Organizational Implications 

In order to engage the organization early in the inquiry process, I engaged the project 

sponsor at the outset regarding potential areas of exploration.  Together we selected this inquiry 

topic due to its relevance to the organization‘s current priorities in the areas of strategic planning 

and organizational effectiveness.  We then presented the inquiry concept to York Region‘s CAO 

to receive his feedback and to elicit buy in and support.  The sponsor and several colleagues from 

related areas were a part of the inquiry team, as outlined in Chapter 3, acting as pilot testers for 

and facilitators at the world café activity.  The draft findings, conclusions, and recommendations 

were discussed with the sponsor and her feedback was integrated.  The recommendations in 

particular were of significance to the sponsor, in order to best align them with any current 

initiatives and plans, and as a verification of sorts on the feasibility of their implementation. 

Although the recommendations have a wide breadth in order to address the complex nature 

of the inquiry, they do not represent large-scale changes; rather, they represent areas for growth 

and continuous improvement.  The inquiry demonstrated that there are already success stories of 

effective interdepartmental collaboration within the organization, which provide a foundation on 

which the recommendations can build.  Each recommendation has been considered in the context 

of the current corporate initiatives and priorities underway, wherever possible, to help promote 

efficient implementation.  Additionally, they have been framed with consideration for the 

gradual nature of organizational cultural change. 

 If the recommendations included in this inquiry are not implemented, York Region will 

likely continue to have stories of effective interdepartmental collaboration; however, the 
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characters in these stories will be collaborative individuals rather than individuals within a 

collaborative system.  Maintaining the status quo will ultimately limit organizational 

performance in several areas, including those associated with at least two of the new core 

competencies, Teamwork and Collaboration and Innovation.  The success stories submitted by 

storyboard and shared during the world café activity indicate a strong foundation on which York 

Region can grow.       

Leadership Implications 

York Region CAO‘s support as well as enthusiastic participation in the world café activity 

indicate a high degree of interest amongst many senior leaders in improving in the area of 

interdepartmental collaboration.  The nature of effective, authentic collaboration challenges the 

traditional view of leadership, which may instil some resistance, as stated by Diamond and Rush 

(2012): 

We take the view that intra-organisational collaboration legitimises individuals working 

across disciplines and boundaries. Furthermore, we believe it has the potential to support 

the development of confident, autonomous, and creative professionals. However, such 

change in behaviours is unlikely unless it is legitimised by a particular style of 

management, which would include valuing cross-boundary working. A shift towards such 

an approach is likely to be disruptive to existing structures and is likely to be resisted by 

those ―bounded‖ individuals who tend to dominate institutional cultures and practice. (p. 

296) 

Therefore, some York Region leaders may require a shift in their natural behaviours in order to 

collaborate effectively themselves, lead by example, and foster collaborative behaviours within 

their teams.  It may be particularly challenging for some to let go of the command and control 



IMPROVING INTERDEPARTMENTAL COLLABORATION 109 

 

management and move towards shared leadership, so support for those individuals would be 

required.     

Implications for Future Inquiry 

The implications for future inquiry are related to inquiry scope and inquiry methods.  The 

scope of this inquiry focused on York Region‘s leaders, from Program Managers up to 

Commissioners.  However, there is no doubt that front line employees would also have much to 

offer this inquiry.  Collaboration is a valuable process for employees in any role within an 

organization.  Presumably, they have their own success stories, which would add to the 

foundation started through this inquiry, and they would provide an important perspective on the 

other two subquestions of defining collaboration and identifying the leadership and 

organizational factors needed for it to be effective.    

The inquiry methods and design would be easily transferrable to another topic, or even to 

another organization.  Though there are several factors which may explain the significantly lower 

response rate to the storytelling method, exploration into the utility of this method may prove 

useful in future inquiries.  A consideration could be an in person alternative to the online forum 

used for storytelling, as this may prove to better engage the participant group and also begin 

creating energy and developing the relationships associated with the sharing of success stories.  

The world café method stimulated a high level of participation, energy, and dialogue and 

participants commented that this format for discussion would be beneficial in many different 

applications, including future Leaders‘ Sessions and in less formal settings (WC-1).  I was also 

approached by several world café participants after the activity with very positive feedback on 

the appreciative nature of the questions and comments that it was fun to move between tables and 

talk with different individuals.  Infusing large group dialogue methods such as a the world café 
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into the culture of the York Region has the potential not only to communicate and build 

relationships in a fun, less formal setting, but also to serve the stated desire of fostering greater 

collaboration.  This approach to dialogue itself merits further exploration. 

Chapter and Thesis Summary 

This chapter synthesized the literature, inquiry findings, and inquiry conclusions into six 

recommendations.  The organizational and leadership implications were also outlined, as were 

the implications for future inquiry. 

The recommendations vary in complexity, scope, and breadth, including the use of a 

common goal as the impetus for collaborative efforts, the inclusion of collaborative qualities into 

the leadership and management framework, investigation of a knowledge exchange platform 

which can foster cross-departmental communication and information sharing, taking steps to 

leverage diversity, explore ways to build trust relationships, and provide organizational support 

for collaboration.  As York Region has just begun a new strategic planning cycle and is in the 

process of updating the employee and leadership competencies, many of these recommendations 

can be built in to programs and initiatives currently underway.  This has the potential to increase 

the feasibility and efficiency of their implementation.  Additionally, the inquiry process has 

identified current strengths within the organization, as well as a willingness and enthusiasm to 

collaborate across functions and departments within the senior ranks.   

As outlined in Chapter 1, this inquiry was outside of the scope of my position at York 

Region, so my involvement in the implementation of these recommendations is unknown at this 

time.  The recommendations largely fall within the mandate of the Strategic Planning and 

Organizational Effectiveness Division, so it is my hope that they prove helpful in future 

planning.  I also hope that there will be opportunities for my continued participation in some 
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capacity.  Collaboration with other areas will, naturally, be required to plan and implement the 

recommendations, which seems a fitting conclusion to this inquiry.    

 This inquiry provided a strength based approach to continuous improvement.  

Interdepartmental collaboration is an area where the York Region currently has existing success 

stories on which to build.  Moreover, there was a high level of interest and enthusiasm, and an 

abundance of ideas, generated through the inquiry process.  The study recommendations have 

been born of a marriage between current literature and the thoughts and experience of York 

Region‘s own leadership team.  Their implementation has the potential to further engage 

Regional employees, build collaborative leaders, and contribute to organizational success. 
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APPENDIX A: YORK REGION VISION, MISSION AND VALUES 

 

 

Core Services 

Court Services 

Economic Development 

Family and Children‘s 

Services 

Forestry 

Housing 

Long Term Care 

Paramedic Services 

Planning 

Police Services 

Public Health 

Regional Roads 

Social Assistance 

Transit 

Waste Management 

Wastewater 

Water 

 

 

Vision 

Creating Strong, Caring and 

Safe Communities 

 

 

Corporate Values 

 

Integrity 

Commitment 

Accountability 

Respect 

Excellence 

 

Mission Statement 

York Region is committed to 

providing cost effective, 

quality services that respond 

to the needs of our rapidly 

growing communities. 

 

Taken from: York Region 2015-2019 Strategic Plan (obtained with permission as outlined at: 

http://www.york.ca/wps/portal/yorkhome/yorkregion/yr/statisticsanddata/opendata/) 
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APPENDIX B: YORK REGION STRATEGIC PRIORITY AREAS 

 

Strategic Priority Area Strategic Objectives 

Strengthen the Region’s 

Economy 

1. Fostering an environment that attracts, grows and 

maintains businesses 

2. Supporting the development and retention of Region-wide 

workforce 

3. Focusing on networks and systems that connect people, 

goods and services 

4. Ensuring optimal locations for business and employment 

growth are available 

 

Support Community Health 

and Well-Being 

1. Increasing the range of available and affordable housing 

choices 

2. Protecting public health 

3. Making our communities more welcoming and inclusive 

4. Strengthening the Region‘s network of human services to 

support people in achieving their potential 

 

Manage Environmentally 

Sustainable Growth 

1. Managing traffic congestion 

2. Optimizing critical infrastructure systems capacity 

3. Encouraging growth along Regional Centres and Corridors 

4. Preserving green spaces 

 

Provide Responsive and 

Efficient Public Service 

1. Making it easier to access Regional information and 

services 

2. Ensuring a fiscally prudent and efficient Region 

3. Stewardship of the Region‘s assets 

4. Strengthening organizational capacity and effectiveness 

 

 

Taken from: York Region 2015-2019 Strategic Plan (obtained with permission as outlined at: 

http://www.york.ca/wps/portal/yorkhome/yorkregion/yr/statisticsanddata/opendata/) 
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APPENDIX C: STORYBOARD INSTRUCTIONS AND QUESTIONS 

WELCOME AND INSTRUCTIONS 

 

Hello York Region Manager, 

Thank you for responding to my invitation to submit your story of effective interdepartmental 

collaboration at York Region. By anonymously submitting a story, you are consenting to the 

inclusion of the material, in aggregate form or direct quote, in my thesis report.  Please do not 

include the names of individuals nor any other identifiable information; the site will be 

monitored and, if such information cannot be removed, the story will not be utilized. 

In the “Share your experience” section below, please note that the “email address”, “name” 

and “website” boxes are optional – it is recommended that you leave these boxes blank.  If you 

choose to enter information into any of these boxes, I will remove it before allowing your 

post to be visible to other contributors. 
Provided below are some points of review from the invitation: 

 The objective of my research project is to inquire on ways York Region can improve 

interdepartmental collaboration 

 Your participation is strictly voluntary 

 Your identity will remain confidential 

 This site may be accessed from any computer; participant location will not be tracked 

 The first 50 stories submitted will be included in the research; the site will be closed once 

that number is achieved or on November 26, 2014, whichever comes first. 

Some guidelines for your story are provided below: 

 300 word maximum 

 Please do not include the names of individuals nor any identifiable information (the site 

will be monitored and if such information cannot be removed, the story will not be 

utilized) 

 Please incorporate the following into your story:  

o one clear example of effective interdepartmental collaboration 

o how was collaboration achieved? 

o what were the benefits and outcomes of this collaboration? 

o how did you know you were collaborating? and 

o what factors made this collaboration effective? 

I thank you again for your participation. It is a key component of my research and important to 

helping the organization to learn from our success stories. 

Please feel free to contact me at any time should you have additional questions regarding the 

project and its outcomes. 

Sincerely, 

Teresa 
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APPENDIX D: WORLD CAFÉ DISCUSSION QUESTIONS 

 

Inquiry Subquestion 1: 

Please share a story of a time in your work at York Region, when you observed or were part of 

a successful collaborative project; something that was a highlight for you. Who (roles) was 

involved, and what happened? 

 

Inquiry Subquestion 2: 

What does effective interdepartmental collaboration look like at York Region? 

Guiding questions: 

What behaviours are demonstrated during collaboration? 

What do we see and hear people doing when they are collaborating effectively? 

 

Inquiry Subquestion 3: 

What leadership and organizational factors are necessary for effective interdepartmental 

collaboration? 

Guiding questions: 

How can York Region foster interdepartmental collaboration? 

What needs to be in place to allow for effective interdepartmental collaboration? 
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APPENDIX E: INQUIRY TEAM MEMBER LETTER OF AGREEMENT 

 

In partial fulfillment of the requirement for a Master of Arts in Leadership Degree at Royal 

Roads University, Teresa DuCroix (the Student) will be conducting an inquiry research study at 

York Region to inquire on how York Region can improve interdepartmental collaboration. The 

Student‘s credentials with Royal Roads University can be established by calling Dr. Brigitte 

Harris, Director, School of Leadership, at [content removed].  

 

Inquiry Team Member Role Description 

As a volunteer Inquiry Team Member assisting the Student with this project, your role may 

include one or more of the following: providing advice on the relevance and wording of 

questions and letters of invitation, supporting the logistics of the data-gathering methods, 

including observing, assisting, or facilitating an interview or focus group, taking notes, 

transcribing, or reviewing analysis of data, to assist the Student and the York Region 

organizational change process. In the course of this activity, you may be privy to confidential 

inquiry data. 

 

Confidentiality of Inquiry Data 

In compliance with the Royal Roads University Research Ethics Policy, under which this inquiry 

project is being conducted, all personal identifiers and any other confidential information 

generated or accessed by the inquiry team advisor will only be used in the performance of the 

functions of this project, and must not be disclosed to anyone other than persons authorized to 

receive it, both during the inquiry period and beyond it. Recorded information in all formats is 

covered by this agreement. Personal identifiers include participant names, contact information, 

personally identifying turns of phrase or comments, and any other personally identifying 

information. 

 

Bridging Student’s Potential or Actual Ethical Conflict 

In situations where potential participants in a work setting report directly to the Student, you, as a 

neutral third party with no supervisory relationship with either the Student or potential 

participants, may be asked to work closely with the Student to bridge this potential or actual 

conflict of interest in this study. Such requests may include asking the Inquiry Team Advisor to: 

send out the letter of invitation to potential participants, receive letters/emails of interest in 

participation from potential participants, independently make a selection of received participant 

requests based on criteria you and the Student will have worked out previously, formalize the 

logistics for the data-gathering method, including contacting the participants about the time and 

location of the interview or focus group, conduct the interviews (usually 3-5 maximum) or focus 

group (usually no more than one) with the selected participants (without the Student‘s presence 

or knowledge of which participants were chosen) using the protocol and questions worked out 

previously with the Student, and producing written transcripts of the interviews or focus groups 

with all personal identifiers removed before the transcripts are brought back to the Student for 

the data analysis phase of the study.  

 

This strategy means that potential participants with a direct reporting relationship will be assured 

they can confidentially turn down the participation request from their supervisor (the Student), as 
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this process conceals from the Student which potential participants chose not to participate or 

simply were not selected by you, the third party, because they were out of the selection criteria 

range (they might have been a participant request coming after the number of participants 

sought, for example, interview request number 6 when only 5 participants are sought, or focus 

group request number 10 when up to 9 participants would be selected for a focus group). Inquiry 

Team members asked to take on such third party duties in this study will be under the direction 

of the Student and will be fully briefed by the Student as to how this process will work, including 

specific expectations, and the methods to be employed in conducting the elements of the inquiry 

with the Student‘s direct reports, and will be given every support possible by the Student, except 

where such support would reveal the identities of the actual participants. 

Personal information will be collected, recorded, corrected, accessed, altered, used, disclosed, 

retained, secured and destroyed as directed by the Student, under direction of the Royal Roads 

Academic Supervisor. 

Inquiry Team Members who are uncertain whether any information they may wish to share about 

the project they are working on is personal or confidential will verify this with Teresa DuCroix, 

the Student. 

 

Statement of Informed Consent: 

 

I have read and understand this agreement. 

 

 

 

     

Name (Please Print)  Signature  Date 
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APPENDIX F: RESEARCH INFORMATION LETTER 

 

Improving Interdepartmental Collaboration at York Region 
 

My name is Teresa DuCroix and this research 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: 

[content removed]. 

 

Purpose of the study and sponsoring organization 

The purpose of my research project is to conduct an inquiry in how York Region can improve 

interdepartmental collaboration. 

 

Your participation and how information will be collected 

The research will consist of two phases: an online storyboard with interested managers and a 

world café with members of senior management, and the anticipated questions include: 

 What are York Region‘s stories of successful/effective interdepartmental collaboration? 

 What does interdepartmental collaboration look like at York Region? 

 What organizational factors are necessary for effective/successful interdepartmental 

collaboration? 

 

Benefits and risks to participation 

Your participation in this inquiry will not only assist me in completing the final project of my 

degree, but will also assist the organization in using data collected from its own employees in 

order to make improvements to how York Region conducts business.   

The online storyboard will not require the inclusion of any identifying information so there is 

little, if any risk in participating.  And, as all reasonable measures will be taken to protect the 

confidentiality of all world café participants, there is minimal risk associated with participation 

in either method. 

 

Inquiry team 

In addition to my role as principal investigator, the inquiry team includes representatives from 

the Corporate Services Department (Corporate Strategic Initiatives and HR Services Branches) 

and three classmates.  All members of the team have signed confidentiality agreements for all 

data collected during this inquiry. 

 

Confidentiality, security of data, and retention period 

I will work to protect your privacy throughout this study. All information I collect will be 

maintained in confidence with hard copies (e.g., consent forms) stored in a locked filing cabinet 

in my home office. Electronic data (such as the storyboard, transcripts, or audio files) will be 

stored on a password protected computer on my home computer. Information will be recorded in 

an online story board, hand-written format at the world café, and audio recorded 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 
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obtained beforehand.  All documentation will be kept strictly confidential. The data collected 

will be kept in a locked cabined in my home office, or stored on my personal, password 

protected computer, for a period of two years  after graduation.  After that, all data will be 

shredded/destroyed.  Due to the large group nature of the world café activity, it will not be 

possible to keep the identities of participants anonymous from the researcher, facilitator, or other 

participants.  All world café participants will be asked to respect the confidentiality of the 

discussions occurring during the session by not sharing names or identifying comments outside 

of the group.  Participant informed consent forms will include a confidentiality agreement to this 

effect. 

 

Sharing results 

In addition to submitting my final report to Royal Roads University in partial fulfillment for a 

Master‘s degree in Leadership.  I will also be sharing my research findings with York Region‘s 

Senior Management Team. My thesis will be published in the library archives of Canada and I 

may pursue further publication opportunities following the completion of my degree should they 

arise.   

 

Procedure for withdrawing from the study  

All data will be collected in a manner that protects individual identity.  The online storyboard 

will not require names or other identifying information. The world café information will be 

transcribed without names.  Participants in the world café are welcome to withdraw from the 

study at any point; however, as it will be audio recorded, we are unable to remove information 

provided prior to the withdrawal.  

 

You are not required to participate in this research project. By responding directly to the email 

request and participating in the online storyboard (which includes a consent), or attending 

the world café session and providing written consent (which will be provided and explained 

prior to the commencement of the session) you indicate that you have read and understand the 

information above and give your free and informed consent to participate in this project. 

 

Please keep a copy of this information letter for your records.  Also, please feel free to contact 

me if you have any questions, at [content removed]. 

 

Thank you. 
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APPENDIX G: E-MAIL INVITATION (ONLINE STORYBOARD) 

 

Dear York Region Manager, 

  

I would like to invite you to be part of a research project that I am conducting. This project, my 

thesis, is part of the requirement for my Master‘s Degree in Leadership at Royal Roads 

University.  

  

The objective of my research project is to inquire on ways York Region can improve 

interdepartmental collaboration.    
  

Your name was chosen as a prospective participant because of your role as a Manager within the 

organization.  This phase of my research project will consist of an online storyboard and is 

estimated to take no more than 30 minutes.   

  

The attached document contains further information about the study conduct and will enable you 

to make a fully informed decision on whether or not you wish to participate. Please review this 

information before responding.  

  

You are not required to participate in this research project, as participation is strictly voluntary.  

If you are interested in participating, please visit 

http://www.effectivecollaboration.wordpress.com/, where further instructions will be provided.  

The first 50 stories will be included, and the site closed thereafter (or on November 30, 2014, 

whichever comes first).  No identifying information will be required from you, and you are free 

to visit this site from any computer; participant locations will not be tracked. 

  

I realize that due to our collegial relationship, you may feel compelled to participate in this 

research project. Please be aware that you are not required to participate and, should you choose 

to participate, it would be entirely voluntary.  If you do not wish to participate, simply do not 

reply to this request.  

  

Please feel free to contact me at any time should you have additional questions regarding the 

project and its outcomes, at [content removed]. 

  

Sincerely, 

Teresa DuCroix 

 

 

 

  

http://www.effectivecollaboration.wordpress.com/
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APPENDIX H: EMAIL NOTIFICATION TO LEADERS’ GROUP REGARDING 

WORLD CAFÉ ACTIVITY 

From: Macgregor, Bruce  

Sent: 6-Nov-14 5:49 PM 

To: [names removed] 

Cc: DuCroix, Teresa 

Subject: Leaders Session - Nov 28, 2014 

Leaders, 

As a further demonstration of York Region‘s commitment to both life-long learning of its 

employees and the pursuit of continuous improvement in how the Region conducts its business, I 

am pleased to inform you that my office has agreed to sponsor Regional employee Teresa 

DuCroix, Manager of Workplace Health, Safety and Wellness in the Human Resources branch of 

Corporate Services, in her pursuit of a Master‘s Degree in Leadership from Royal Roads 

University in British Columbia.  To complete her studies, Teresa is preparing a thesis paper on a 

topic we can all relate to: Improving Interdepartmental Collaboration. 

As a sponsor, we have agreed to avail the organization as a source of data collection for Teresa‘s 

work. Teresa is taking a two-tiered, appreciative inquiry approach (meaning all levels of 

management will have an opportunity to voluntarily participate in Teresa‘s process) that is 

designed to build on the positive aspects of interdepartmental collaboration already happening in 

the organization.  Leaders will have an opportunity to participate in a World Café session being 

held the afternoon of November 28
th

 at the Manor, immediately following the regularly 

scheduled Leaders Session. Teresa will be sending out some additional information within the 

next few days.  The remainder of management staff will be approached through an email from 

Teresa, inviting them to participate.  Both methods of data collecting will use open-ended 

questions to explore the factors necessary for effective interdepartmental collaboration.   

I invite you to consider participating in the World Café on November 28
th

 from 1:15 to 3:00 

p.m.  It is not mandatory; however, I believe a collaboration of our individual experiences will 

help us further strengthen our efforts.  Confidentiality is assured and is a required component of 

the ethical considerations we committed to when contracting Teresa and Royal Roads in our role 

as sponsor. Should any of your management approach you about participating in the process, I 

encourage you to support them and stress both ―voluntary‖ and ―confidential‖ participation is 

assured.  

Teresa‘s work is targeted to be complete next spring and as a sponsor, the Region will receive 

Teresa‘s final paper which will include findings and recommendations for furthering 

interdepartmental collaboration. 
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Thank you all for your attention to this email, and for your consideration to participate in this 

project. An agenda for the Leaders session will follow under separate cover. I look forward to 

seeing you on November 28
th

. 

Bruce 

[content removed]  

Our Values:  Integrity, Commitment, Accountability, Respect, Excellence 
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APPENDIX I: EMAIL INVITATION (WORLD CAFÉ) 

 

Dear York Region Leader, 

 

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 my Master‘s Degree in Leadership, at Royal Roads University.  

 

The objective of my research project is to inquire on ways York Region can improve 

interdepartmental collaboration.   
 

Your name was chosen as a prospective participant because of your role as a senior manager 

within the organization.  

 

This phase of my research project will consist of a World Café and is estimated to take no more 

than two hours.  It is scheduled for November 28, 2014, at The Manor (16750 Weston Road, 

Vaughan, ON), from 1:15 – 3:00. 

 

The attached document contains further information about the study conduct and will enable you 

to make a fully informed decision on whether or not you wish to participate. Please review this 

information before responding.  

 

You are not required to participate in this research project. If you do choose to participate, you 

are free to withdraw at any point without prejudice.  If you decide to withdraw after the 

commencement of the activity, it will not be possible to remove the data that you have provided 

to that point since all entries will be recorded in an anonymous way on flipcharts and will be 

audio recorded. Since this is a large group method, it will not be possible to identify individual 

comments in order to remove them.  

 

If you would like to participate in my research project, please RSVP by using the voting 

function on this email.  
 

Please feel free to contact me at any time should you have additional questions regarding the 

project and its outcomes.  

 

If you have any questions, please feel free to contact me at [content removed]. 

 

Sincerely, 

Teresa DuCroix 
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APPENDIX J: RESEARCH CONSENT FORM 

 

By signing this form, you agree that you are over the age of 19 and have read the information 

letter for this study. Your signature states that you are giving your voluntary and informed 

consent to participate in this project, and specifically this World Café on November 28, 2014 at 

16750 Weston Road, Vaughan, ON.  

 

 

  I consent to the flip chart recording of the World Café  

 

  I consent to the audio recording of the World Café  

 

  I commit to respect the confidential nature of the World Café by not sharing identifying 

information about the other participants  

 

 

Name: (Please Print): __________________________________________________ 

 

Signed: _____________________________________________________________ 

 

Date: ______________________________________________ 
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APPENDIX K: WORLD CAFÉ OVERVIEW AND GUIDE 
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APPENDIX L: PARTICIPANT RESPONSES TO STORYBOARD 

Note: Responses have been edited for format and spelling only; all content remains verbatim. 

 Anonymous 1 says: 

Interdepartmental Collaboration on the Self-Assessment Tool: We formed an interdepartmental working group to pilot the 

Strengthening Diversity in Your Organization: A Self-Assessment Tool. The Tool helps organizations measure their effectiveness 

in serving diverse communities, identifying and removing organizational barriers, and reinforcing good organizational policies, 

services and programs that are inclusive and equitable. 

 

The interdepartmental group consisted of members from departments including Community and Health Services, Environmental 

Services, Corporate Services, Chief Administrative Office and Transportation and Community Planning. The representatives 

were nominated by their Commissioners to participate on the pilot. This helped ensure we had good representation from across 

the organization.  

 

The interdepartmental approach allowed us to engage and obtain feedback from multiple perspectives in the implementation of 

the pilot. The group was instrumental to inform the finalization of the Tool. Also, helped us formulate the next steps that they 

would like to see happen within the organization.  

 

As a result, we presented the findings of the pilot and the emerging recommendation back to the SMT. The work of this group 

contributed to the consideration of including “diversity and inclusion” as a priority in the new Corporate Strategic Plan.  

 

Factors that enabled effective collaboration are: 

• Support for the initiative and pilot from the leadership (SMT) 
• Safe and supportive space to have open discussions as it was the first time that participants had come together on this 

agenda 
• Creating an environment that is conducive to learning and growing as members 
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 Anonymous 2 says: 

Created in 2002 to champion accessibility across the corporation, the AODA Staff Committee includes senior staff across six 

departments, York Region Rapid Transit Corporation and York Regional Police. The exemplary leadership of this group of 

committed individuals has helped integrate accessibility into the way the Region does business for the benefit of all people.  

Accessibility and inclusion are embedded in York Region‟s vision to create strong, caring and safe communities. Accessibility is 

integrated into service delivery and business planning practices to ensure everyone can participate fully in Regional programs. 

The AODA Staff Committee coordinates and mobilizes this important work across the corporation.  

 

Sustainable significant change does not just happen but requires a collective commitment to a common vision. Since its 

formation, the AODA Staff Committee has been that “collective commitment” for the corporation, implementing over 750 

accessibility initiatives with the approval of Regional Council. 

 

• With a current membership of 33 people, the AODA Staff Committee is responsible for: 
• Championing accessibility within each department by creating activities that raise awareness about accessibility issues. 

Contributing to the development and implementation of the Region‟s Multi Year Accessibility Plan as legislated by the 
AODA. 

• Providing support to the York Region Accessibility Advisory Committee by providing advice and reports on accessibility 
activities. 

• Aligning departmental policies, services and facilities with the Region‟s strategy to prevent and remove barriers as outlined 
under the AODA. 

• Ensuring Senior Management is kept up-to-date about corporate accessibility activities. 
• Ensuring that accessibility initiatives are incorporated into departmental budgets and the business planning cycle. 
Composition of the AODA Staff Committee deliberately includes corporate leaders to champion and drive accessibility efforts 

across the corporation, with representation from: 

• Office of the Regional Chair / Office of the Chief Administrative Officer 
• Community and Health Services 
• Corporate Services 
• Environmental Services 
• Finance 
• Transportation and Community Planning 
• York Region Rapid Transit Corporation 
• York Regional Police 
 

Anonymous 3 says: Work is underway to develop a York Region Seniors Strategy. By 2031, one in five York Region 

residents will be 65 years of age or older. This Strategy is intended to clarify the Region‟s appropriate role in serving seniors and 
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to establish a collaborative strategic direction to meet the needs of seniors. An important part of this work includes working with 

each regional department to collect input, feedback and advice on the development of the Strategy. A new Advisory Group was 

created including representatives from each department and key program areas that will be impacted by the growing seniors 

population. Representatives from each Department were identified by the Department Heads. The collaboration was successful 

in bringing different areas together to discuss the pressures and opportunities that a growing and ageing population will have on 

the Region‟s programs and services. The Advisory Committee provides an important contact and access point into each of the 

Departments. It was important as this work began to develop a common understanding of the issues and scope of the Strategy. 

This included sharing information on the estimated growth in the seniors population in the next 20 years and how the health, 

financial security and expectations of this group may be different from previous generations. Through the Advisory Committee, 

we were able to get details of the programs underway across the Corporation and identify how different areas will be impacted. 

The collaboration also meant that we were able to determine the extent to which a pressure being felt in one area was also being 

felt in other areas. As a result, several tools were identified that could be included in the Strategy and applied across the 

Corporation. The Committee has also participated in developing the vision and principles for the Strategy. While this 

collaboration will continue, an early result has been that departments are becoming more aware of not only the aging population 

but the potential impact on their program area and are beginning to think about what steps they can take to prepare and address 

this issue. 

 

 Anonymous 4 says: Created in 2002 to champion accessibility across the corporation, the AODA Staff Committee 

includes senior staff across six departments, York Region Rapid Transit Corporation and York Regional Police. The exemplary 

leadership of this group of committed individuals has helped integrate accessibility into the way the Region does business for the 

benefit of all people.  

 

Accessibility and inclusion are embedded in York Region‟s vision to create strong, caring and safe communities. Accessibility is 

integrated into service delivery and business planning practices to ensure everyone can participate fully in Regional programs. 

The AODA Staff Committee coordinates and mobilizes this important work across the corporation.  
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Sustainable significant change does not just happen but requires a collective commitment to a common vision. Since its 

formation, the AODA Staff Committee has been that “collective commitment” for the corporation, implementing over 750 

accessibility initiatives with the approval of Regional Council. 

 

With a current membership of 33 people, the AODA Staff Committee is responsible for: 

• Championing accessibility within each department by creating activities that raise awareness about accessibility issues. 
• Contributing to the development and implementation of the Region‟s Multi Year Accessibility Plan as legislated by the 

AODA. 
• Providing support to the York Region Accessibility Advisory Committee by providing advice and reports on accessibility 

activities. 
• Aligning departmental policies, services and facilities with the Region‟s strategy to prevent and remove barriers as outlined 

under the AODA. 
• Ensuring Senior Management is kept up-to-date about corporate accessibility activities. 
• Ensuring that accessibility initiatives are incorporated into departmental budgets and the business planning cycle. 
 

Composition of the AODA Staff Committee deliberately includes corporate leaders to champion and drive accessibility efforts 

across the corporation, with representation from: 

• Office of the Regional Chair / Office of the Chief Administrative Officer 
• Community and Health Services 
• Corporate Services 
• Environmental Services 
• Finance 
• Transportation and Community Planning 
• York Region Rapid Transit Corporation 
• York Regional Police 
 

 Anonymous 5 says: Our unit has its primary function in the area of finance and corporate support. We provide 

service to the corporation on an overarching basis as well as to individual departments on an as needed basis. One function we 

oversee is that of a Committee comprised of representatives from each department, branch and unit or program. This team 

meets quarterly as a Committee and more often as required individually. A clear mandate with SMART goals for the Committee 

were established early in the process as was. Education was key to establishing a common language for the process. Guidelines 

regarding respect for each person‟s time and contributions were set. The work completed to date has been thorough, interactive 

and usable. It is important that each member of the Committee feels heard and valued. We try to provide useful insights for their 

day to day work life. This Committee‟s work product helps to set a tone for various methodologies and processes that protect the 

Region in its operations. Monitoring, feedback and adjustments have been made as required and serve as key factors in keeping 
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this collaborative process vital and meaningful for the long term. We have been pleased with the enthusiasm, buy-in and the 

involvement of Committee members as this work continues to develop. 

 

 Anonymous 6 says: We have daily interaction with a specific Branch. This Branch has multiple disciplines that tend 

to work in “silos” themselves due to the fact that synergies are sometimes not evident between some of the disciplines. This 

often resulted in having to liaise with multiple parties in order to seek resolution to an issue or to achieve milestones in a project. 

In order to seek better interdepartmental collaboration, meetings were convened that resulted in the eventual establishment of a 

Portfolio Coordinator Position in this Branch. This, in essence, has established a single point of contact that can then liaise with 

the multiple disciplines and provide us with valuable feedback that results in current status updates on projects and issues, and 

resolution of outstanding issues and projects. 

 

 Anonymous 7 says: Our program recently went through the Accreditation process in which our multidisciplinary 

team prepared for over a three year timeframe. The ultimate goal was to achieve a full three year accreditation status meeting 

internationally recognized standards of care. Through regular ongoing meetings all staff had an equal voice. We identified areas 

of improvement and worked together to create quality improvements to our policies, protocols and programming all which would 

benefit our client base. During the actual Accreditation Survey (over three days) staff from a variety of departments including; 

legal, risk, human resources, finance and senior management participated on interview panels to support and validate the value 

of our programs. We successfully achieved our accreditation status and were recognized for the “organizations dedication and 

commitment to improving the quality of the lives of the persons served.” 

 

 Anonymous 8 says: The York Region Food Collaborative, an Environmental Services initiative to reduce food waste 

in York Region has many partners. Community and Health Services was engaged in the Collaborative in the early stages and it 

has been a forum for sharing ideas, information and resources through meetings, subcommittees and task groups. It has 

provided an opportunity to extend the reach of traditional promotion through other departmental channels and fostered 
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departmental and interdepartmental communication. We have been able to see links between mandates and services within our 

own department and other departments through a different lens. Seeking linkages in the early stages of the initiative really 

helped to make it effective. The spin-offs will be beneficial. 

 

 Anonymous 9 says: In our unit branch we are very dependent on positive collaborative interdepartmental 

relationships in order to provide the best service to external and internal customers. These relationships contribute directly to the 

success of our unit. Remaining positive, leading by example, acting with integrity and maintaining a high level of accountability 

are behaviors and qualities that have been the cornerstone to our successful interactions with interdepartmental working works 

and committee. The examples are many to mention, the key is in our own behaviour, mirroring what we want to see in others and 

leading by example. 

 

 Anonymous 10 says: I am sitting on an advisory committee developing a formal mentorship program for a branch in 

Community and health Services. We utilized Human Resources as ad hoc members to assist in the development of 

competencies, processes etc. We have just launched the program and will begin pairing the mentors and mentees and formally 

begin in the new year. It was a great collaborative effort from all the members! 

 

 Anonymous 11 says: Please find enclosed an incredible & successful interdepartmental collaboration story. Our 

department was challenged to develop a new program to address the recruitment of individuals with intellectual disabilities. As 

the manager responsible for this new program, we collaborated with several Regional Department to lay-out an appropriate 

workplace foundation for success. This program also allowed a collaborative approach but it also developed into an integrated 

program approach for the Region. It has been 3 years since inception and the program recently gained additional employees 

with intellectual disabilities for a new location. We have gained community support and new partnerships. Due to our program 

success, a municipality from Ontario did ask us for feedback on how to develop such programs. We are thankful for the 

collaborative and integrated approach for such an important community program. 
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 Anonymous 12 says: I sat on an interdepartmental committee which shared information about the use of mobile 

technology. The original goal was to standardize the multiple systems across the corporation, but it became apparent that 

because each of the needs of the business units were different, we were not able to have a „single solution‟. However, we were 

able to share ideas, and standardize some of the base requirements and help each other think about what else the technology 

could do – e.g.: next generation, future use etc… 

 

 Anonymous 13 says: In our branch we are required to issue uniforms to staff on an annual basis. We tender for 

different uniform articles. One individual employee came forward claiming that they were having allergic reactions to chemicals in 

the uniform shifts. Initially we tried to solve this with local solutions including having them wash in different detergent. When this 

did not solve the issue, Employee Health was engaged for their expertise and access to corporate health resources. This issue 

has not been solved to employee satisfaction but there is more science and investigation by experts to help come to a 

conclusion, whether to the satisfaction of the employee or not. 

 


