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Abstract 

Alberta’s Tomorrow Project (ATP) is a longitudinal research study aiming to discover what 

causes and what may prevent cancer and other chronic diseases. To protect 50-year continuity, 

ATP needs to adopt succession planning strategies to secure knowledge capital and transitions 

through multiple generations of leadership. Project stakeholders have established the desire to 

integrate succession plans through knowledge management and talent management strategies for 

long-term sustainability. Through the action research model and the utilization of employee 

surveys and key stakeholder interviews, this inquiry identified risks and possible solutions to the 

challenges of recruitment, retention, fixed-term contracts, employee development, knowledge 

transfer, and project vision. Findings revealed opportunities for nurturing a knowledge-sharing 

culture and promoting additional development practices, while keeping an eye on the project 

vision. Recommendations advised the development and integration of a robust succession 

management system to safeguard 50-year continuity and vision. 

Keywords: continuity, succession planning, talent management, fixed-term contracts, 

vision, knowledge sharing, shared leadership, employee development, longitudinal research 

study 
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Chapter One: Focus and Framing 

Situated within Alberta Health Services (AHS), Alberta’s Tomorrow Project (ATP) is a 

50-year, longitudinal research study and the largest ever conducted within Alberta. Its objective 

is to collect periodic health and lifestyle information from Alberta participants between the ages 

of 35 to 69 to ultimately determine why some people get cancer and others do not. Since its 

inception in 2000 (Alberta’s Tomorrow Project, 2016), ATP leadership has faced challenges with 

implementing effective processes for succession planning. ATP leadership and stakeholders 

believe this is posing a significant risk to the project, which needs to change to ensure 50-year 

continuity of the study (P. Robson, personal communication, February 26, 2015).1 The 50-year 

vision and oversight for ATP will extend past the employment life of any one employee or 

stakeholder, which makes organizational continuity critical if the project is to endure for its full 

term. 

Knowledge attrition through turnover and long-term absences has been one recurring 

issue that has impacted the execution of effective succession planning. In addition, all ATP 

positions are externally funded, resulting in annual contracts that may also be contributing to 

succession planning challenges. My project sponsor posited that year-to-year employment 

contracts are contributing to the inability to attract and retain talent, and turnover has resulted in 

knowledge attrition which continues to put ATP knowledge capital at risk (P. Robson, personal 

communication, February 26, 2015). Engellandt and Riphahn (2004) reinforced the idea that 

                                                 

1 All personal communications in this report are used with permission. 



ATP ORGANIZATIONAL CONTINUITY 12 

employees holding temporary contracts often use these positions as stepping-stones until better 

employment is found (p. 284). Further evidence by Droege and Hoobler (2003) stated that a 

company’s knowledge capital is likely to suffer from knowledge attrition, as the critical tacit 

knowledge is often in the minds of the departing employees (p. 51). 

My former position as Operations Lead placed me alongside four other leaders on the 

senior management team for ATP. During the research inquiry process, it was imperative that I 

recognized that my role as insider researcher (Stringer, 2014, p. 68) could lead to political 

ramifications (Glesne, 2011, pp. 42–43), and that I may have bias because of my stake in the 

outcome of the inquiry (Coghlan & Brannick, 2014, p. 54). Therefore, I incorporated a 

collaborative and inclusive inquiry process through ensuring anonymity in employee responses. 

The ATP inquiry investigated how to ensure long-term continuity for key positions and 

also how to safeguard knowledge capital through the life of the study and through multiple 

changes in leadership. The following overarching question was the framework for the inquiry: 

What strategies can be adopted to support succession planning for key positions within the 

contracted workforce environment of Alberta’s Tomorrow Project? To deepen the inquiry, I used 

the following subquestions: 

1. What current effective succession planning practices occur within ATP? 

2. Why is succession planning necessary to 50-year project continuity? 

3. What obstacles currently exist that have impacted effective succession planning 

initiatives? 

4. What knowledge transfer or diffusion approaches can be introduced to support 

succession planning? 



ATP ORGANIZATIONAL CONTINUITY 13 

5. What leadership development approaches might be needed to support a succession 

planning strategy? 

Significance of the Inquiry 

ATP continues to leave itself vulnerable to knowledge exodus, and attempts at succession 

planning have been challenging to date, which if not addressed, may have a significant impact on 

50-year organizational continuity. According to Barnett and Davis (2008), succession planning 

supports “the retention and transfer of knowledge as more and more of an organization’s 

competitive advantage shifts to employee know-how” (p. 723). With the implementation of a 

knowledge management (KM) system that focuses both on explicit and tacit knowledge transfer, 

ATP would benefit twofold: through bolstering organizational sustainability and by mitigating 

current succession planning pitfalls. Durst and Wilhelm (2012) argued that there is a “close 

connection between knowledge management and succession planning, and the importance of 

having suitable measures in place to tackle the challenge of turnover” (p. 637). 

There is an opportunity for ATP to create a system for improved knowledge diffusion 

that will not only protect organizational knowledge, but will also support the growth and 

development of team members. According to Kouzes and Posner (2012), every leader’s job is to 

promote the learning and development of team members, and organizations lacking this ability 

may see employees leave for better opportunities (pp. 260–261). To improve retention of 

employees who might be looking for more permanent employment, leaders need to “seek ways 

to empower people to achieve their potential, recognizing that appreciating talents and helping 

their possessors achieve their potential encourages them” (Stallard & Pankau, 2008, p. 19). 
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Developing employees also builds internal capacity, which will provide ATP a 

foundation to recognize the employees who might be potential successors for those departing. 

Through employing talent management, ATP would strengthen its existing learning culture and 

employee engagement programs. Combined, a strong foundation for employee and knowledge 

retention could result, which could be pivotal towards the pursuit of organizational continuity. 

In one Scientific Advisory Committee (SAC) meeting (see Appendix A), one discussion 

emphasized the importance of a succession plan for the Principal Investigator (PI) position, 

which is an externally funded role, renewed annually. The current PI has been leading the project 

for over a decade, so a plan for transferring her organizational knowledge and preparing for her 

eventual departure is a priority. The agenda topic of “building research capacity, planning for 

succession, and building partnerships” (Alberta’s Tomorrow Project, 2014, p. 9) resulted in the 

SAC suggesting “the real value for building research capacity, succession planning, and 

partnership building lies in the ability to create and sustain links with the academic community” 

(p. 9). These comments suggested a limited perspective on the succession planning challenges 

currently embedded within ATP, as the risk extends beyond succession planning for only the PI, 

and solutions should also focus on other key positions within the project. Senge (2006) stated 

that there are “two fundamental aspects to seeing systems: seeing patterns of interdependency 

and seeing into the future” (p. 343). With an aging leadership team, ATP needs to ensure its 

knowledge capital is retained and leadership development opportunities are identified and 

implemented before the departure of these key positions takes place. 

Further to the aforementioned context, ATP salaries are supported through external 

funding agencies, resulting in fixed-term (single-year) contracts for employees. It is the standard 
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within research environments, but for longitudinal studies such as ATP, short-term funding and 

employee contracts influence many aspects of organizational continuity. In short, ATP needs to 

look carefully at all the factors related to organizational continuity before knowledge and 

experience is lost through attrition. 

Organizational Context 

ATP is the largest research study ever conducted within Alberta (Alberta’s Tomorrow 

Project, 2016), and is situated within CancerControl within the AHS organization. The project 

launched in 2000 with the goal to enrol 50,000 cancer-free Albertans between the ages of 35 and 

69 (Alberta’s Tomorrow Project, 2016). Through a series of questionnaires that follow the health 

and lifestyle of participants for up to 50 years, and the periodic collection of physical 

measurements and biological samples, the hope is that researchers will determine why some 

people get cancer and other chronic diseases, and others do not. 

All ATP employees are retained on annual contracts once external funding is secured. 

ATP has had up to 60 active employees working in temporary positions, primarily in Calgary 

and Edmonton. Positions within ATP have various levels of expertise and educational 

requirements, such as laboratory training, data support, publication writing, communications, and 

biostatistics (P. Robson, personal communication, February 26, 2015; see Appendix B). Aligning 

with the ATP design, long-term retention of both employees and knowledge is threatened and 

succession planning difficult as contractual employment can result in reduced commitment and 

loyalty (Barnes & O’Hara, 1999, pp. 233–234). 

ATP has mixed governance stemming from strategic recommendations from the SAC, 

Scientific Steering Committee, two provincial and one national funding agency, and also the host 
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organization, AHS. ATP is also a member of the Canadian Partnership for Tomorrow Project, in 

which four other provincial cohort studies, in conjunction with ATP, contribute data to enrich the 

national research platform (see Appendix A).  

ATP’s vision “to inspire research for a healthier tomorrow” (ATP Town Hall Meeting, 

personal communication, June 30, 2015) places even more emphasis on the importance of 

succession planning. Ultimately, ATP research could result in improved health for many 

Albertans in the future, if biological markers or prevention strategies are identified that will 

preclude the onset of chronic disease. 

Systems Analysis of the Inquiry 

A system is “an organized collection of parts (or subsystems) that are highly integrated to 

accomplish an overall goal” (Free Management Library, n.d., What’s a System section, para. 2). 

I used Bolman and Deal’s (2013) four frames system lens as a means to uncover the structural, 

human resource, political, and symbolic elements of the ATP organization and how these 

components interrelate. The structural frame looks at “organizational architecture”, which 

includes roles, relationships, metrics, and the structure of organizations (p. 15). The human 

resource frame focuses on the people within an organization, and incorporates their “needs, 

feelings, prejudices, skills, and limitations” (p. 16). The political frame is about power. The 

political lens will reveal coalitions, conflict, and influence (p. 16). Finally, the symbolic frame 

emphasizes “culture, symbols, and spirit” within an organizational culture (p. 16). Combined, the 

four frames provide a “comprehensive framework encompassing four distinct perspectives” (p. 

14), which will support a broader lens through the entire research process. Brock (2012) 

explained, 
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The organizational development and change literature has demonstrated an increasing 

understanding of the interdependence among the multiple, disparate “parts” of 

organizations as well as the danger in attempts to “fix” organizational symptoms based 

on snapshot views without recognition of the continuous interplay among these parts. 

(p. 17) 

Meadows and Wright (2008) offered further explanation of a holistic view of the system, 

asserting, “The systems-thinking lens allows us to reclaim our intuition about whole systems and 

hone our abilities to understand parts, see interconnections, ask ‘what if’ questions about 

possible future behaviors, and be creative and courageous about system redesign” (pp. 6–7). 

Looking at how each part interrelates to the system will mitigate possible unintended 

consequences, establish boundaries, and encourage diversity in perspectives. Wheatley (2002) 

explained, “Everyone in a complex system has a slightly different interpretation. The more 

interpretations we gather, the easier it becomes to gain a sense of the whole” (para. 14). 

Therefore, assessing the system through the structural, political, human resources, and symbolic 

lenses will provide a basis for connecting the various parts of the ATP organization. 

An initial systems analysis of the structural frame involved determining the ATP 

organizational structure, relationships, roles, and goals, which then resulted in connecting the 

political frame of determining positions with power and influence (Bolman & Deal, 2013, 

pp. 15–16). The stakeholder groups each hold varying levels of influence on ATP decisions and 

change. Stringer (2014) asserted, “In action research, the major attribute is the extent to which a 

group or individual is affected by or has an effect on the problem or issue of interest” (p. 77). 
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The ATP stakeholder map presented in Figure 1 illustrates the five key stakeholder 

groups or individuals who add value to ATP continuity and succession planning discussions. The 

closer each stakeholder group falls to the centre of the circle, the more weight and affect it has on 

the ATP system. The organizational sponsor is the ATP PI, Dr. Paula Robson, who is ultimately 

the person to support and authorize any implementation of recommendations, in conjunction 

with the Strategic Director. The ATP change agents are select team members from ATP, 

including all members of the senior leadership team. The change agents are the instruments of 

performing the change within the organization. The targets of the change are various members of 

the ATP team, determined through the inquiry process, which identified select key skilled 

positions such as the PI, Data Manager, Research Lead, Operations Lead, and Strategic Director. 

The change advocates and opponents are the funding agencies, ATP employees, and select 

members of AHS leadership, who could either promote or resist recommended changes. In 

addition to the aforementioned stakeholders, it was imperative to include ATP external funders 

to garner support for recommendations and to establish a conversation around multi-year 

funding, as opposed to the single-year ATP contracts currently in place. Stringer (2014) asserted, 

“An important preliminary task for research facilitators is to determine the formal structure of 

relevant organizations” (p. 79), which, within AHS and ATP, is both complex and dynamic (see 

Appendix A). From a systems thinking perspective, Senge (2006) explained, “Virtually all the 

prime tasks of management teams—developing strategy, shaping visions, designing policy and 

organizational structures—involve wrestling with enormous complexity” (p. 249). 
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Figure 1. ATP Stakeholder Map. 

Note. ATP systems map representing stakeholder roles (on the basis of Conner, 1992). 

New organizational succession planning methods can potentially be adopted based on the 

inquiry evidence of a relationship between employee retention challenges and contracts. Finally, 

the stakeholders with little or no influence on decisions and change (located in the outer circle of 

the diagram in Figure 1) were excluded from the inquiry process. Although there may have been 
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value in including recently departed ATP employees in the inquiry process to further understand 

the motivations for employees to move on to other opportunities, for confidentiality reasons and 

time constraints, former ATP employees were excluded. 

With approximately 50,000 Albertans enrolled in the project (Alberta’s Tomorrow 

Project, 2016), ATP’s success will be dependent on participant engagement over the decades. 

With the required time commitment to ATP’s ongoing data collection, each participant has a 

stake in seeing research results. In addition, funding agencies and AHS have already invested 

tens of millions of dollars, with the expectation that the research will continue for up to 50 years, 

which supports the significance of solid succession planning and organizational continuity. 

Lastly, the research community relies on data and biological sample repositories to conduct 

research that will enhance global understanding of chronic disease, particularly over generations. 

Therefore, knowledge transfer is fundamental to ensure data and samples are protected, and 

continue to be collected, long after current team members depart. 

The inquiry process revealed that through Bolman and Deal’s (2013) human resources 

lens, ATP employees had a strong sense of teamwork, collaboration, and engagement. Bolman 

and Deal stated, “Interpersonal dynamics can make or break a group or team” (p. 113). During 

the data collection phase, skills and teamwork emerged as indispensable to the culture and to the 

continued success of ATP. 

An exploration into Bolman and Deal’s (2013) symbolic frame told a story that included 

a drive towards learning and excellence. The common language centred around high-quality data 

and research, knowledge, and a strong sense of teamwork. Senge (2006) emphasized the 

importance of team learning, explaining, “It builds on the discipline of developing shared vision” 
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(p. 218). Team values and common language were captured through conducting a word 

frequency summary from the employee surveys, which is represented in Appendix C, through 

signifying the number of times a word was used to its size on the visual graphic. The word 

“team” was used 72 times in various contexts throughout the employee responses, while 

“knowledge” and “think” were used 35 and 44 times respectively. Assuming the majority of uses 

were in a positive context, it is my assessment that the ATP culture places a lot of emphasis on 

its human capital and know-how. 

From a broad perspective, the success of sustaining the project for 50 years could have 

local, national, and international influence. Meadows and Wright (2008) illuminated systems 

“are connected not just in one direction, but in many directions simultaneously” (p. 5). There is 

potential for data from ATP to be used in hundreds, or potentially thousands, of research studies 

that may lead to advancements in chronic disease prevention. These research studies could then 

create a ripple effect on the diet, health, and lifestyle choices made by the population. Extending 

beyond that, should there be advancements made in cancer and chronic disease prevention, the 

health care industry would see a decline in health care costs related to treatment, while also 

affecting pharmaceutical companies that produce drugs to treat chronic diseases. There is 

potential for systemic impact across multiple industries that can only be achieved through the 

sustainability of the project and ongoing research. Establishing the interconnectedness of each 

element of the ATP system helps to determine the impact and far-reaching boundaries of project 

decisions. Meadows and Wright (2008) reinforced, “The systems-thinking lens allows us to 

reclaim our intuition about whole systems and hone our abilities to understand parts, see 
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interconnections, ask ‘what if’ questions about possible future behaviors, and be creative and 

courageous about system redesign” (pp. 6–7). 

Chapter Summary 

This chapter elucidated the focus and framing of the research inquiry and described the 

significance that continuity strategies would have for the ATP organization. The organizational 

context was illustrated through detailing the structure, oversight, and stakeholder relationships 

that will be fundamental to establishing areas of influence and adopting recommendations. 

Finally, a systems analysis of ATP was reviewed through the four frames system lens of Bolman 

and Deal (2013). Chapter 2 will provide an in-depth look at associated concepts related to ATP 

continuity through comparing and contrasting relevant literature; specifically, topics of 

succession planning, KM, and fixed-term employment contracts. Each aforementioned concept 

will be supported by associated subtopics that will deepen the investigation. 
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Chapter Two: Literature Review 

Through an examination of literature on concepts related to organizational continuity, a 

number of topics emerged that are essential to the inquiry question: What strategies can be 

adopted to support 50-year continuity within the contracted workforce environment of Alberta’s 

Tomorrow Project? This chapter also assists in providing insight into the following subquestions: 

1. What current effective succession planning practices occur within ATP? 

2. Why is succession planning necessary to 50-year project continuity? 

3. What obstacles currently exist that have impacted effective succession planning 

initiatives? 

4. What knowledge transfer or diffusion approaches can be introduced to support 

succession planning? 

5. What employee development approaches might be needed to support a succession 

planning strategy? 

This chapter investigates the related concepts of succession planning, KM, and short-term 

funding. Other topics, such as talent management (TM), effective recruitment, employee 

development, and organizational impact of temporary contracts provided even more depth to the 

inquiry process. These topics and subtopics are detailed in this chapter, which will be referenced 

to inform project conclusions and subsequent recommendations. 

Succession Planning and Succession Management 

The literature associated with organizational continuity placed a strong emphasis on 

succession planning and succession management strategies. This topic supports the inquiry 

question: What strategies can be adopted to support 50-year continuity within the contracted 
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workforce environment of Alberta’s Tomorrow Project? The literature related to organizational 

continuity highlighted the importance of succession planning, as today’s workforce is facing an 

aging population on the brink of retirement, and there are not enough organizations prepared for 

the ensuing knowledge and experience exodus (Barnett & Davis, 2008; Durst & Wilhelm, 2012). 

Dávila and Piña-Ramírez (2015) defined succession planning as follows: 

The consistent, constant, and organized process to identify, develop, and support a 

pipeline of candidates for different positions throughout the company in order to maintain 

its uninterrupted operations in case of planned or unexpected vacancies, ensuring 

business continuity. Succession planning is all about making sure that the company stays 

in business with the right people, in the right place, at the right time. (p. 46) 

Hills (2009) highlighted that succession planning can be different in each organization. 

She described, 

Some consider it similar to the royal line of succession to the throne – planning who will 

be the next senior team. For others it spreads wider and deeper in the organization – 

helping people cross-skill so there is a well-equipped pool of suitably experienced talent 

or internal recruitment. For some it is more of an organization-wide strategy that is 

focused on ensuring the organization is “future-proofed” – it was have the right skills in 

place to be able to grow and perform in a future that is increasingly unpredictable. (p. 3) 

A comprehensive and systems-oriented approach to succession planning would 

incorporate a broader view of succession planning, which focuses on all key positions and 

integrates talent and succession management plans, ensuring all pieces of the plan are connected 

(Church, 2014). 
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There were varying viewpoints related to the concept of succession management. 

Leibman, Bruer, and Maki (1996) proclaimed that succession management adopts a more 

“flexible and dynamic approach for developing strong leadership teams” (p. 17). They explained 

that succession planning results in potential gaps such as the availability of an identified key 

employee, a static focus, selecting in one’s own image, outdated assessment data, loss of top 

performers, and insufficient employee development (Leibman, Bruer, & Maki, 1996, pp. 18–19). 

Therefore, they urged organizations to have “a much more active orientation . . . [and place] 

emphasis on ongoing and integrated processes” (p. 20). Stadler (2011) identified succession 

management as focusing on the individual rather than teams, explaining, “Succession 

management is viewed as an encompassing term related to the systematic process of determining 

critical roles within the company, identifying and assessing possible successors, and providing 

them with the appropriate skills and experience for present and future roles” (p. 264). 

It is clear that succession planning and management require a multi-faceted approach to 

safeguard knowledge capital and protect organizational continuity. Furthermore, succession 

management requires organizations to continue to set goals and review performance objectives 

regularly to measure the effectiveness of the process. 

An effective succession planning process also needs to mitigate bias based on only 

assessing employees on current performance, rather than on employee potential. Newhall (2015) 

stated that leaders need to discriminate between “the high value creators and high performers 

who might be suited to deeper functional roles – and high potentials, those who can build on 

their high performance and step into higher and broader general management roles” (p. 4). 

Essentially organizational succession plans need to look at the future potential of employees 
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when conducting assessments, particularly in relation to leadership competencies. McCauley and 

McCall (2014) further supported this approach, suggesting,  

In succession management sessions, open positions are examined not just in terms of the 

capabilities they demand but the capabilities they could sharpen . . . [and] talent is 

assessed in terms of how much they have grown in their current assignments and what 

their next experiences should be to continue their development. (para. 8) 

Organizations should also be cautious to avoid looking for a replica of the departing 

organizational leader when implementing succession strategies. Hall-Ellis (2015) advised, “A 

well-designed and coordinated succession plan that is integrated with leadership development 

can . . . avoid reliance on a replacement process that is narrowly focused on finding a new 

version of the departed colleague” (p. 96). Church (2014) took this one step further, asserting 

that it is dangerous to leave the talent review and succession planning processes solely in the 

hands of senior leaders, as “it can lead to unique, quirky and even biased models of potential and 

poor talent replacement decisions if not balanced with more informed perspectives” (p. 235). 

Some organizations go as far as to find successors with the same traits and characteristics of the 

previous leader; however, more organizations are now using a competency-based model, which 

recognizes abilities can be improved through learning (Reilly, 2008). Therefore, organizations 

need to develop well-defined assessment tools and construct a TM model to deliver the best 

results to succession planning initiatives. 

In summary, beyond implementing KM strategies, organizational continuity should also 

include succession planning, which can be supported through a number of methods including 
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tactics for effective, short-term replacement planning and long-term strategic TM. Hills (2009) 

imparted, 

Succession planning is about more than filling the top spots . . . it is a smart talent 

management strategy that can drive retention of talent throughout the organization – and 

make sure that the organization has the skills it needs in place, or on hand, to respond to 

the rapidly shifting sands that make up today’s business environment. (p. 8) 

I found very little literature related to succession planning within fixed-term contract 

environments or in a longitudinal research study, which may require unique succession planning 

strategies. Warner-Smith, Loxton, and Brown (2007) provided some insight with the Australian 

Longitudinal Study on Women’s Health (ALSWH) in relation to succession planning and 

continuity, imparting, “One strategy which has occurred naturally is that several previous 

research students have already become project ‘investigators’, ensuring strong corporate memory 

and continuity between one generation of researchers and the next” (p. 100). Unfortunately, it is 

unclear if the successful promotion of research students to investigator was the result of strategic 

succession planning and management, or the result of fortuitous timing with the readiness of 

internal prospects. The concepts of TM and replacement planning are explored in more depth 

hereafter, which underpin succession planning strategies. 

Replacement planning versus succession planning. As a short-term solution to sudden 

turnover, organizations can implement replacement plans to protect continuity. Replacement 

planning is distinctly different from succession planning; however, both processes can serve to 

protect an organization from valuable knowledge exodus. Replacement planning is described by 

Rothwell (2011) as “a process of identifying short-term or long-term backups so that 



ATP ORGANIZATIONAL CONTINUITY 28 

organizations have people who can assume responsibility for critical positions during 

emergencies” (p. 87). Dávila and Piña-Ramírez (2015) clarified, 

If your company is identifying potential backups for unexpected vacancies, often for top 

managerial levels but at other times for managers and other key positions, then your 

company is engaged in replacement planning. In those instances, the company is getting 

ready to solve a problem within a short timeframe, usually an emergency, using the 

resources that it has available. (p. 46) 

The Business Dictionary website differentiated the two concepts and provided the 

following description of succession planning: 

[The] identification and development of potential successors for key positions in an 

organization, through a systematic evaluation process and training. Unlike replacement 

planning (which grades an individual solely on the basis of his or her past performance) 

succession planning is largely predictive in judging an individual for a position he or she 

might never have been in. (“Succession Planning,” 2016, Definition section, para. 1) 

Many organizations use short-term replacement planning as a means of resolving the 

issue of unanticipated employee departures (Church, 2014; Rothwell, 2011). Promoting the 

benefits of a sound succession plan, Groves (2009) stated, “Organizations that avoid the 

replacement planning approach to success reap the dual benefits of a truly comprehensive 

assessment of leadership talent and potentially optimal placement of minority candidates for 

executive positions” (p. 249). Therefore, it could be extrapolated that succession planning 

focuses on future potential of employees, whereas replacement planning focuses on immediate 

needs, which is assessed on current performance. 
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Although replacement planning is not an effective long-term continuity solution, it will 

provide a starting point to ensure coverage in the case of an unexpected departure. Dávila and 

Piña-Ramírez (2015) explained, “Replacement planning usually is not enough to maintain a 

business in operation in the long run. Therefore, succession planning is needed” (p. 46). 

Rothwell (2011) further asserted, “Replacement planning can be a possible starting point for 

introducing succession planning and talent management into an organization that has not 

previously pursued systematic approaches to developing talent” (p. 97). Although Rothwell 

(2011) cautioned that replacement planning is no substitute for succession planning and TM, it 

can be “one effective way by which to begin a process of introducing systematic succession 

planning and talent management to an organization” (p. 97). 

The process for replacement planning begins after key positions have been identified, 

then a review of possible immediate replacements can be conducted. Sometimes the review may 

conclude that replacements need to come from outside of the organization in order to meet the 

position requirements; however, replacement planning usually concentrates on establishing 

backups within the organization (Groves, 2007; Rothwell, 2011). Figures 2 and 3 present 

Rothwell’s (2011) sample replacement planning and succession planning charts that 

organizations could adopt to manage the process. 
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Figure 2. Sample replacement planning chart. 

Note. From “Replacement planning: A starting point for succession planning and talent 

management” by W. J. Rothwell, 2011, International Journal of Training and Development, 

15(1), p. 90. Copyright 2011 by W. J. Rothwell. Reprinted with permission. 
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Figure 3. Sample succession planning chart. 

Note. From “Replacement planning: A starting point for succession planning and talent 

management” by W. J. Rothwell, 2011, International Journal of Training and Development, 

15(1), p. 90. Copyright 2011 by W. J. Rothwell. Reprinted with permission. 

It should be noted that individuals identified as possible replacements are not guaranteed 

promotions, which is why it is critically important to engage in clear communication around TM, 

replacement planning, and succession planning initiatives. Duarte, Griffen, Leung, and Maguire 

(2011) advised, “Discussions with staff about their own skill and career development can be used 

at times to also help staff understand why a part of their current job is preparing the way for 

someone else to take their place” (p. 5). Once the replacement plan has been established, the 

focus shifts to long-term TM approaches. 
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Talent management. While definitions vary, briefly TM could be described as an 

overarching term that encompasses “everything done to recruit, retain, develop, reward and make 

people perform forms a part of talent management as well as strategic workforce planning” 

(Rachel, Pavithra, & Imran, 2016, p. 98). Collings and Mellahi (2009) gave a more detailed 

definition of TM: 

Activities and processes that involve the systematic identification of key positions which 

differentially contribute to the organisation’s sustainable competitive advantage, the 

development of a talent pool of high potential and high performing incumbents to fill 

these roles, and the development of a differentiated human resource architecture to 

facilitate filling these positions with competent incumbents and to ensure their continued 

commitment to the organisation. (p. 304) 

Essentially, TM is a comprehensive approach to managing employee resources through 

recruitment, retention, development, and promotion, which is a cornerstone to effective 

succession planning. Rachel et al. (2016) prescribed a TM framework process that includes talent 

attraction, talent retention, training and development, and career management, which will result 

in higher organizational performance and future readiness (p. 100). 

TM incorporates talent identification, which is the starting point for knowing what talents 

an organization has, and will also help to identify potential skill gaps. Michaels, Handfield-

Jones, and Axelrod (2001) defined talent as “the sum of a person’s abilities—his or her intrinsic 

gifts, skills, knowledge, experience, intelligence, judgment, attitude, character and drive . . . it 

includes his or her ability to learn and grow” (p. xii). Therefore, identifying talent must 
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incorporate a multi-faceted method to get a comprehensive view of strengths, gaps, and 

opportunities for learning. 

Preparing employees to assume new and more challenging positions within an 

organization is one of the most important facets to successful continuity planning. In addition, a 

healthy TM strategy integrates recruitment best practices into the process. 

Effective recruitment practices. Recruiting the right candidates into key positions 

requires a thorough understanding of the skills, knowledge, and ability required for each 

position, while also considering the organizational fit of the candidate being interviewed. This 

view was also supported by Cheng (2014), who asserted the importance of employing a person-

organization model for recruitment, rather than the traditional person-position model. He 

explained the person-organization recruitment model moves beyond hiring solely based on 

knowledge, skills, and ability, and that “there are many other requirements, such as social skills, 

personal needs, values and personal interest requirements” (Cheng, 2014, p. 128). Kristof (1996) 

provided a more thorough description of person-organization fit: 

For the organization these characteristics traditionally include the culture, climate, values, 

goals, and norms. On the person side of the model, the characteristics most often studied 

are values, goals, personality, and attitudes. When there is similarity between an 

organization and a person on these characteristics, supplementary fit is said to exist. 

(pp. 3–4) 

It is believed that compatibility between an organization and an employee can produce 

higher levels of commitment and retention (Cheng, 2014; Kristof, 1996), which would further 

support organizational continuity efforts. 
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There are other factors for ATP leadership to consider when recruiting new employees to 

join the team, which include candidates’ short- and long-term career goals, salary expectations, 

and attracting the right candidates to apply. Michaels et al. (2001) suggested, “Companies must 

fundamentally rethink and rebuild their recruiting strategies . . . they should identify the intrinsic 

skills they need and then look for new faces from new places” (p. 13). The ATP organization 

may not have sufficient control to attract the right talent to apply for positions, accommodate 

career goals, or meet salary expectations, but these factors need to be considered during the 

recruitment process. 

Warner-Smith et al. (2007) described some important employee characteristics for a 

number of key longitudinal study positions that could guide the recruitment process. They 

summarized,  

Over the years, we have often found that enthusiastic and “willing to learn” applicants are 

more valuable in the long term than people with more “conventional” skills in a particular 

area, as the needs of the project are continually developing and changing over time. 

(p. 98) 

Essentially, organizations must have a clear vision of what attributes are needed to support the 

recruitment into each position, while also acknowledging team culture and organizational values. 

Talent development. The cornerstone for any succession planning and TM process would 

have a significant focus on talent development. Church (2014) explained, “A succession 

planning process involve[s] building realistic talent plans to close developmental gaps internally 

through capability building or buy new talent from the marketplace, and ensuring execution and 

accountability of the process” (p. 239). 
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Talent reviews are an effective means of communicating and tracking the TM process for 

identified employees. Michaels et al. (2001) remarked, “The best companies have rigorous talent 

reviews in each division, which have the same intensity and importance as the budget process” 

(p. 15). Hall-Ellis (2015) also supported this approach and promoted, 

Investing the time to assess current performance and to identify leadership potential 

brings positive results for the employee and the organization. When succession planning 

is integrated with a talent management plan, employees recognize that their contributions 

are acknowledged, valued and important. (p. 97) 

Church (2014) similarly emphasized, “Embedding talent metrics in performance 

management is potentially a best practice if implemented well” (p. 236). When organizations 

invest in the career development of an employee, they can increase loyalty and engagement 

(Donald, 2014). 

Part of the TM process involves periodic review of the program to connect development 

to succession planning assessments. Newhall (2015) believed development of employees “needs 

to be managed dynamically and reviewed frequently so that the development progress of the 

right people in those top cells can be closely monitored – otherwise, talent and succession 

management will become misaligned” (p. 4). Donald (2014) delved even deeper into the TM 

process, stating, “Effective talent management calls for strong participatory leadership, 

organizational full participation, employee engagement and workplace scorecards with talent 

management metrics” (p. 1016). In effect, a TM strategy must work hand in hand with 

succession plans, and must incorporate periodic assessments to ensure ongoing commitment to 

the process. 
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Every TM plan should incorporate an employee development component that enhances 

employee knowledge, skills, and abilities through formal learning practices, often focusing on 

leadership development (Groves, 2007; Singh, 2012). Employee development is a central 

element in a successful TM process. Cohn, Khurana, and Reeves (2005) warned that leaders who 

“fail to prioritize succession planning and leadership development end up either experiencing a 

steady attrition in talent or retaining people with outdated skills” (p. 64). Installing systems that 

support the development of employees, also referred to as capacity building, can ultimately 

target knowledge gaps that may be needed to prepare future leaders for more challenging roles. 

In conclusion, TM is a comprehensive process for recruiting, identifying, and developing 

talent within organizations. When TM is conducted and maintained, the risks of an organization 

losing knowledge capital are greatly reduced, while employee retention and morale are 

increased. Finally, a robust TM model would also incorporate mentorship to support the transfer 

of knowledge and experiential learning. 

Mentoring relationships. Incorporating mentorship practices within organizations can 

support succession planning, KM, and TM practices while accelerating employee preparedness 

for future positions. According to Rothwell (2010), social relationships are significant to 

organizational continuity efforts (Chapter 10, para. 1). Gagliardi, Webster, Perrier, Bell, and 

Straus (2014) described mentoring as “an interactive, facilitative process meant to promote 

learning and development that is based on educational and social learning theories” (p. 4). 

Rothwell (2010) explained, “Mentors offer advice on what to do, how to do it, and why it is 

worth doing in a situation . . . [and can] facilitate knowledge transfer” (Chapter 10, Strategy 9 

section, para. 1). 
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As part of the TM process, McMurray et al. (2012) asserted, “Mentoring helps people 

develop a non-vertical career path, sometimes with unconventional moves” (p. 367). Haynes and 

Ghosh (2008) also provided support for mentoring, declaring, “Contemporary organizations have 

implemented formal mentoring programs and others have acknowledged that mentoring is useful 

in facilitating personal and professional development of employees” (p. 3). Therefore, 

transparent and ongoing communication regarding mentorship objectives offer insight into how 

TM plans connect to succession planning and organizational continuity. 

Organizations that employ mentoring programs help to accelerate the learning of 

potential successors. Describing how mentorship is incorporated into employee development, 

Busine and Watt (2005) explained, 

The most effective development strategies include a combination of: 

• job assignments (e.g. in a position or on a task force), to gain new experiences and 

possibly to work alongside someone; these are usually lengthy assignments (6 months 

– 2 years); 

• short-term experiences, such as working with someone from a different culture, 

participating in a project team, or observing a unique role model; 

• targeted training and/or executive education to acquire and improve specific skills; 

• professional executive coaching by a skilled, experienced advisor, who focuses on 

one or two areas (Byham, Smith and Paese 2002). (p. 232) 

Essentially, learning alongside a mentor will enhance other talent development initiatives. 

Organizations that incorporate mentoring activities benefit in a number of ways. 

McMurray et al. (2012) shared, “Baby boomers that stay in the workforce represent a major 
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resource in terms of mentoring younger academics, helping to ensure knowledge transfer, 

retention of institutional memory, and a culture of continuous development” (p. 367). 

Evidence suggests that employees engaged in mentoring relationships are more engaged, 

have better performance, and stay with organizations longer (Groves, 2007). McCauley and 

McCall (2014) identified the purpose of mentoring is to “challenge leaders to step into the 

discomfort of stretch experiences and experiment with new approaches, to provoke reflection 

and facilitate the articulation of new insights and perspectives, and to increase accountability for 

learning” (para. 11). Furthermore, the goal of mentors extends to facilitating stakeholder 

relationships and introducing key contacts to the mentee, particularly those connections most 

important to the business (Rothwell, 2010, Chapter 10, para. 7). In short, incorporating 

mentorship activities by identifying which relationships would benefit most from the program, 

then regularly evaluating the progress, will not only support succession efforts, but will also be 

fundamental to knowledge transfer amongst key employees. 

Knowledge Management to Support a 50-Year Project 

The literature examined a number of comparative methods of KM that organizations can 

employ to ensure knowledge capital is captured and retained, which supports the fourth inquiry 

subquestion: What knowledge transfer or diffusion approaches can be introduced to support 

succession planning? I found varied approaches to KM best practices highlighted in the 

literature. For example, O’Dell and Hubert (2011) accentuated that KM success can be achieved 

through encouraging employees to connect, which results in the creation of a knowledge sharing 

culture (p. 22). Other KM literature promoted capacity building (Singh, 2012), fortifying trust in 
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workforce relationships (Peralta & Saldanha, 2014), and implementing a shared leadership 

approach (Taylor, 2013), which in turn will reinforce succession planning strategies. 

The following subtopics relate to the investigation of knowledge transfer best practices 

that could be an effective means of ensuring knowledge capital is retained over the 50-year span 

of ATP. These subtopics highlight the benefits and challenges of KM approaches, and address 

the relationship between KM and succession planning as a step to ensuring organizational 

continuity. 

The research uncovered a variety of perspectives on how to describe KM within 

organizations. According to the Business Dictionary website, KM is defined as “Strategies and 

processes designed to identify, capture, structure, value, leverage, and share an organization's 

intellectual assets to enhance its performance and competitiveness” (“Knowledge Management,” 

2016, Definition section, para. 1). O’Dell and Hubert (2011) defined KM with a more humanistic 

perspective, describing it as “a systematic effort to enable information and knowledge to grow, 

flow, and create value” (p. 22). Conversely, Taylor (2013) wrote that effective KM is “having an 

ability to strategically employ knowledge in an effort to gain an advantage in the marketplace” 

(p. 71), a view firmly connected to production and sales industries. From these varying 

definitions, it is apparent that KM varies depending on the organizational setting. Therefore, it is 

important to identify which KM approaches might produce the most effective results for ATP as 

a longitudinal research study. 

Tacit versus explicit knowledge. The focus of this literature review is on the importance 

of capturing tacit knowledge in addition to explicit knowledge to support organizational 

continuity. Research on KM covers both explicit knowledge and tacit knowledge, which can 
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require different methods of storage and transmission (Cullom & Cullom, 2011; Durst & 

Wilhelm, 2012; Droege & Hoobler, 2003; Peet, 2011). According to Durst and Wilhelm (2012), 

knowledge transfer is critical to a company’s continuity, as most knowledge is stored in the 

minds of employees, as opposed to physically stored or shared (pp. 638–639). 

Durst and Wilhelm (2012) outlined three different areas of knowledge required for 

successors: technical knowledge, organizational knowledge, and tacit knowledge (p. 639). 

Droege and Hoobler (2003) described tacit knowledge as “the information about work processes 

and products that individuals hold above and beyond what the organization has documented” 

(p. 53). Cullom and Cullom (2011) took a similar stance, stating, “Tacit knowledge . . . 

represents knowledge which is not easily transferred in traditional formats such as writing” 

(p. 17). Taking a broader view, Peet (2012) explained, “Tacit knowing is . . . dynamic, always 

emerging and receding in relation to people, places, ideas and experiences” (p. 47). Based on 

these definitions, it is apparent that tacit knowledge—or employee know-how—requires 

different methods of capture from explicit knowledge. 

ATP has been successful in documenting its standard operating procedures, and is 

currently building on that success to develop a hard copy library of all other processes held in the 

minds of existing employees. Hall-Ellis (2015) reinforced the importance of explicit knowledge 

capture, advising “strategies to build and maintain an internal knowledge base of background 

documents, processes and procedures reduce the potential to lose valuable experience when an 

employee departs” (p. 96). Furthermore, referring to the ALSWH, Warner-Smith, Loxton, and 

Brown (2007) suggested “keeping minutes of meetings and ensuring that the reasons for 

important research decisions are documented. This is extremely important – we have lost count 
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of the number of times we have been asked ‘why did you do that?’” (p. 96). Capturing 

procedures, policies, meeting minutes, and other organizational documents is, therefore, an 

essential means for recording valuable knowledge and supporting organizational continuity. 

There is still an opportunity, however, to develop a system for capturing the knowledge 

that is unconscious. Peet (2012) asserted that when leaders depart, essential knowledge loss can 

be costly, and “the tacit knowledge of these leaders is especially difficult to identify, retrieve and 

share with others” (pp. 45–46). One can then extrapolate that knowledge capital is not just 

explicit; tacit knowledge holds essential organizational value to ATP, so a system for 

disseminating that knowledge must be developed. 

Droege and Hoobler (2003) focused primarily on the importance of tacit knowledge 

diffusion. They referred to the knowledge economy as one of the most valuable assets to 

organizations, particularly since “median employment tenure is just four and a half years” 

(pp. 50–51). Most importantly, Droege and Hoobler established the direct connection between 

employee turnover and knowledge attrition, and proposed a social structure framework to 

encourage knowledge diffusion (pp. 54–57). They posited, 

1) tacit knowledge can be preserved, in part, when firms promote employee interaction, 

collaboration, and diffusion of non-redundant tacit knowledge, and 2) characteristics of a 

firm’s social network, including density and an optimal mix of weak and strong ties, 

promote interaction, collaboration, and non-redundant tacit knowledge diffusion. (Droege 

& Hoobler, 2003, p. 51) 

The research conducted by Peet (2012) also encouraged a human interaction framework 

for tacit knowledge diffusion, concluding, “Tacit knowledge sharing can actually translate 
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directly into improvements to succession planning, talent management and/or knowledge 

creation efforts over time” (p. 57). In light of these perspectives, ATP would see some tacit 

knowledge safeguarded through promoting a strong knowledge sharing culture, which could be 

enhanced through the ATP social structure. 

Knowledge sharing cultures. The literature connected the importance of knowledge 

sharing cultures to support both explicit and tacit knowledge exchange (Droege & Hoobler, 

2003; Hanan & Stemke, 2014; O’Dell & Hubert, 2011; Peet, 2012; Taylor, 2013). Peralta and 

Saldanha (2014) described knowledge sharing as “the process whereby individuals mutually 

exchange and discuss their tacit and explicit knowledge about products or procedures, aiming to 

create new knowledge and explain the utilization value of the exchanged knowledge” (p. 539). 

Taylor (2013) conveyed a knowledge sharing culture as one “that has achieved distinguishable 

levels of competency at managing, sharing, and employing information and knowledge that 

positively influence the organization’s ability to achieve its goals and objectives” (p. 77). Both 

definitions highlighted the connection between the knowledge sharing culture and the aims or 

goals of the organization. Therefore, the ATP organizational objectives need to be clear before 

any approaches to drive the ATP organization towards a knowledge sharing culture can be 

considered. 

According to Taylor (2013), human capital plays a strong role in KM: 

How organizational workforce members and teams convert tacit knowledge to explicit 

knowledge, what motivates them to do so, and what were the various means in which 

data and information is shared among team members and made available at the right 

place at the right time. (p. 72) 
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O’Dell and Hubert (2011) also articulated the value of employee interactions in 

knowledge sharing cultures, explaining that sharing is a social activity, practices can only be 

conveyed by people, and connecting employees allows them to share their tacit knowledge 

(p. 22). O’Dell and Hubert offered a noteworthy reminder from a cultural perspective, arguing, 

“Culture change is more often a consequence of knowledge sharing than an antecedent to it” 

(p. 22). Therefore, efforts by organizations should focus on the activities related to sharing 

information, rather than the concentrated effort to shift the culture in that direction. 

Various knowledge sharing methods are recommended throughout the literature, which 

could be adopted by ATP as a means to encourage employees to share information. I outline two 

of these knowledge sharing approaches here: generative knowledge interviewing and shared 

leadership. 

Peet (2012) formulated a unique method of tacit knowledge retrieval called generative 

knowledge interviewing (GKI) as a way to “synthesize the tacit and explicit knowledge they 

were gaining from both academic courses and real-life experiences” (p. 48). The GKI approach 

involved “‘generative’ listening whereby the interviewer seeks to dwell within the speaker’s 

stories, listening for and discerning the tacit ‘core capacities’ which are embedded within those 

stories but are not actually spoken” (p. 49). ATP would benefit from using the GKI approach, as 

the organization has historically placed value in sharing the stories and experiences of 

employees. This approach would align with the current team culture and move the organization 

towards adopting more knowledge sharing practices. 

Taylor (2013) presented a shared leadership approach through the implementation of KM 

teams. He described shared leadership as “a dynamic, networked-based view of leadership 
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occurring within teams above and beyond formal appointed leadership” (Taylor, 2013, p. 72). 

Taylor’s method would place more accountability for knowledge sharing in the hands of the 

employees, not just organizational leaders. Pearce and Conger (2003) defined shared leadership 

as “a dynamic, interactive influence process among individuals in groups for which the objective 

is to lead one another to the achievement of group or organizational goals or both” (p. 1). Both 

definitions support either a partnership or team approach to organizational leadership. 

There has been a recent shift towards a shared leadership approach (Crevani, Lindgren, & 

Packendorff, 2007; Pearce & Conger, 2003), as “organizational leadership is a complex and 

exhausting job that demands too much of single individuals” (Crevani et al., 2007, p. 40). ATP 

has already embraced this approach through the integration of an operation and research dyad 

structure of leadership (see Appendix B); however, this could be taken even further through 

expanding leadership oversight to include a range of expertise. Byles, Dobson, Bryson, and 

Brown (2007) of the ALSWH proposed “the idea for establishing a study of women’s health was 

explicitly underpinned by an understanding that health issues require not only a medical focus, 

but a coalition between a very wide range of physical, social and applied disciplines” (p. 84). 

The complicated nature of human health research may require ATP to grow its oversight beyond 

the existing Scientific Steering Committee and SAC (see Appendix A), which have limited 

opportunity for input based on the intermittent scheduling of meetings. 

The literature presented a number of advantages to incorporating a shared leadership 

model. Pearce and Conger (2003) argued the shared leadership approach would not only assist 

with knowledge sharing, but also enhance teamwork (p. 273), collaboration (p. 65), and 

commitment (p. 56), as employees would feel more engaged (p. 233) through the organization’s 
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investment in their contribution. Essentially, the benefits of shared leadership outweigh the 

traditional individual leadership model. 

It is evident from the KM literature that there would be organizational benefit to ATP, 

and implementing a KM system would be a crucial step towards reducing knowledge attrition. 

Peralta and Saldanha (2014) explained, “Stimulating knowledge sharing effectively is one of the 

most challenging endeavors of knowledge management because knowledge tends to be seen by 

employees as a source of power and control that carries several benefits, including making 

employees less substitutable” (p. 540). Based on this assertion, ATP’s approach to KM must fit 

the team and the culture, while also supporting organizational objectives. Duarte et al. (2011) 

connected knowledge sharing to culture and continuity, stating, “Given that turnover is 

inevitable, establishing a culture where the sharing of relationships is a part of how a project 

‘does business’ aids in program continuity” (p. 4). 

It should be noted that there was a dearth of information in the literature regarding the 

challenges of KM within temporary workforce environments, which would be a consideration 

for any KM approaches adopted by ATP. Furthermore, there was scarce KM information 

surrounding strategies for workforces that have educationally specific knowledge and skills. For 

the ATP workforce, the question of how to transfer knowledge deemed to be that of an expert, 

and based on educational skill and experience, is still unknown but is highly relevant to any ATP 

knowledge capture and exchange methods the organization may employ. 

Research Funding and Fixed-Term Employment Contracts 

I found evidence to suggest that there is a correlation between the commitment and 

productivity of employees on fixed- or short-term contracts, as opposed to those that have 
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permanent employment (Barnes & O’Hara, 1999; Cooper, Stanley, Klein, & Tenhiälä, 2016; 

Foote, 2004; Kalleberg, 2000). Furthermore, fixed-term contractual employment may be 

contributing to recruitment and retention challenges (Auspurg & Gundert, 2015; Foote, 2004; 

Warner-Smith et al., 2007). Due to the funding cycles of the external agencies that support ATP, 

all its employees hold temporary contracts. Therefore, the topic of fixed-term employment 

contracts will help to inform the third research subquestion: What obstacles currently exist that 

have impacted effective succession planning initiatives? 

Most research studies are supported through agency or government funding, which 

triggers fixed-term employment contracts for employees. As Ackers and Oliver (2007) noted, 

Contract research positions are typically generated through externally funded research 

projects. In many situations, a PI, usually a permanent member of academic staff (a 

requirement of the majority of research councils) will have applied for project funding 

prior to the appointment and will then advertise a fixed-term position to support a 

particular component of the work. (p. 59) 

Researchers also argued that short-term funding cycles generate organizational 

challenges that can affect planning and productivity (Boulton, 2011). Referring to the 

complicated nature of research studies, which would include the ATP organization, Boulton 

(2011) highlighted, “The short-term funding horizons of universities, whose function is to 

provide longer-term perspectives for society, can cause major perturbations in the tempo of their 

work and the careers of their researchers” (p. 12). 

In addition, some evidence suggests a correlation between temporary employment and 

high turnover. Foote (2004) argued, “Temporary workers who are seeking permanent 
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employment may be particularly vulnerable to unscheduled turnover” (p. 968). Early departure 

of employees from the ATP organization has occurred, which could be a contributing factor to 

the retention of human capital. Therefore, short-term funding and temporary contracts are closely 

connected to succession planning and continuity efforts. 

Recruitment into temporary research positions. Organizations that employ temporary 

workforces contend with recruitment and retention challenges that differ from standard or 

permanent work arrangements. In relation to fixed-term temporary contracts, Kalleberg (2000) 

explained that organizations need to recognize “the nature of the psychological contracts that 

encompass employees’ and employers’ understandings of the employment relation” (p. 358). 

Scientific research establishments need to attract a skilled, educated workforce into 

highly specialized positions, which results in unique recruitment challenges that differ from other 

organizations. 

Science careers can be distinguished from other career areas in many respects: They 

require a very high level of specialist skill; they are relatively poorly remunerated; they 

demand high levels of mobility (at the interinstitutional or international level); and they 

permit a high level of autonomy within an increasingly output-oriented promotions 

system. (Ackers & Oliver, 2007, p. 55) 

With such particular limitations, one drawback of fixed-term contracts is the inability to 

attract and recruit the right employee to organizations offering temporary employment. Auspurg 

and Gundert (2015) concluded, “High-skilled individuals are less willing to accept fixed-term 

jobs than low-skilled individuals” (p. 103). They argued that this is due to skilled candidates 
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having more bargaining power, resulting in less skilled employees accepting temporary positions 

(Auspurg & Gundert, 2015, pp. 102-103). 

Auspurg and Gundert (2015) further argued that labour market conditions contribute to 

the ability of employers to recruit talent, claiming, “High local unemployment rates might exert 

pressure on individuals to accept jobs in avoiding the high costs of migrating to regions with 

better employment prospects” (p. 103). During fluctuations in the local economy, ATP 

recruitment requirements may need to be adjusted to reflect labour markets. It is essential for 

employers hiring into temporary positions to have a thorough understanding of the local labour 

situation when recruiting. 

In relation to recruiting into research positions, Oliver (2012) recommended, “Those 

recruiting researchers are encouraged to put in place ‘clear rules and explicit guidelines for the 

recruitment and appointment of postdoctoral researchers, including the maximum duration and 

the objectives of such appointments’” (p. 3865). This process would support clear 

communication and expectation of temporary research roles, and may reduce the risk of 

unexpected turnover due to uncertainty about career opportunities. 

Human resource effects of fixed-term contracts. Teams consisting of temporary 

employees face unique human resource challenges that include issues with loyalty and output. In 

addition, when research funding is cyclical and uncertain, employees can experience insecurity 

regarding continued employment. Oliver (2012) posited, “Uncertainty plays out in two respects, 

uncertainty about continuing employment and about access to a career track in the academic 

context” (p. 3860). Furthermore, some temporary employees claim to feel less valued and 

experience reduced productivity and commitment due to the short-term nature of their 
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employment (Barnes & O’Hara, 1999; Foote, 2004). Barnes and O’Hara (1999) indicated, 

“Temporary status is seen as affecting the quality of teaching and research and reducing 

commitment and loyalty to the organization” (p. 230). 

There is a complicated employer–employee relationship when a workforce is on fixed-

term contracts. Foote (2004) noted specific organizational factors of temporary workers that 

resulted in “limited motivation on the part of temporary workers, leading to reduced productivity 

and a predisposition toward early departure” (p. 963). Researchers highlighted factors such as the 

perception of the organization treating them differently than permanent employees (Barnes & 

O’Hara, 1999, p. 235; Foote, 2004, p. 963) and a lack of support for their career development 

(Barnes & O’Hara, 1999, p. 236) as contributing factors to loyalty and early departure. In their 

study on the effects of temporary contracts, Barnes and O’Hara’s (1999) respondents referred to 

“institutional systems which excluded them or were unable to cope with their non-standard 

contractual pattern” (p. 235). ATP wrestles with similar administrative restrictions for 

contractual employees within the AHS organization. Despite having renewed many ATP 

contracts consecutively for multiple years, the host organization, AHS, continues to view all 

temporary employees as short-term, which restricts access to certain employee benefits. Ackers 

and Oliver (2007) declared, “Research has shown that differential treatment in these respects has 

implications for the morale, efficiency, and occupational identity of fixed-term employees” 

(p. 62). 

The same study by Barnes and O’Hara (1999) highlighted “the absence of appropriate 

promotion criteria was seen as symbolic of the institution’s view of temporary employees as 
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invisible and dispensable” (p. 235). Although this may not be the case within the smaller context 

of ATP, this employee view may extend to the larger AHS organization. 

Fixed-term contracts can also give rise to organizational culture issues and influence 

employee morale. Warner-Smith et al. (2007) speculated, “One barrier to continuity of staff is 

uncertainty of funding. People worry about their financial security, and instability in funding can 

take its toll on staff morale, so staff move on” (p. 100). A parallel view was expressed by a 

manager-level participant in Barnes and O’Hara’s (1999) study, who “talked about the difficulty 

in maintaining a team to ensure the delivery of the project. He was continually worried about the 

in-built risk of losing staff before the end of the contract” (p. 233). 

Organizations that utilize both fixed-term contracts and permanent employment may be 

inconsistent in providing equal pay, benefits, and treatment of temporary workers (Foote, 2004; 

Kalleberg, 2000). Although ATP only employs fixed-term contracts, the larger AHS organization 

supports many permanent positions within other departments, so comparisons can be made. 

Foote (2004) noted that some organizations offer less training and socialization to temporary 

staff, which “reinforces feelings of second-class citizenship . . . and has the compounded effect 

of limiting both involvement in, and identification with, the organization” (p. 969). Foote (2004) 

further claimed that organizations “may give temporary workers responsibility without 

commensurate authority, leaving them feeling underutilized, uninformed, uninterested and 

uncommitted – attitudes that suggest strongly negative justice perceptions and a greater 

likelihood of departure prior to one’s assigned end date” (p. 967). Based on these observations, 

organizations need to assess the inconsistencies and take steps to ensure employee inclusiveness 

and involvement despite the temporary nature of their employment. 
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There is evidence to support the positive aspects of temporary contracts within research 

environments. For example, Oliver (2012) stated, “Temporary employment is considered by 

some to be part of a functioning and successful research culture” (p. 3859). The research and 

academic systems seem to support mobility between positions in order to support career 

advancement and provide researchers opportunities for learning. He explained, 

The mobility of researchers between fixed-term positions has been associated with the 

responsiveness of research systems to new and emerging areas of interest and with the 

cross-fertilization of ideas. It has also been associated with the early stages of the career 

whereby fixed-term positions form a period of training and probation following the 

completion of a PhD [doctoral degree]. (Oliver, 2012, p. 3857) 

Ackers and Oliver (2007) provided additional context, stating, “Fixed-term positions may 

play a very important role in the development of a researcher’s career trajectory and research 

portfolio and should not be considered as inherently negative or exploitative” (p. 66). 

Finally, Warner-Smith et al. (2007) put a distinctive spin on the benefits of employee 

turnover due to short-term assignments within research environments: 

“New blood” potentially brings changes in research focus, and new people suggest new 

research questions which reflect their area of interest and expertise. The influx of new 

staff and investigators over time allows for new synergies to be developed, keeps energy 

levels high and can create a dynamic atmosphere for continuing high quality research. 

(p. 100) 

Kalleberg offered another framing of short-term work assignments and articulated that 

these types of employment relationships “may be beneficial for workers if such employment 
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enhances their skills and enables them to adapt to the rapid changes occurring in labor markets” 

(p. 358). Although the research community may acknowledge short-term employment as a 

necessary step when pursuing academic or research careers, there is an unintended consequence 

of knowledge exodus as employees depart, which must be considered when implementing 

succession plans. 

Chapter Summary 

This chapter delved into literature related to three major concepts—succession planning, 

fixed-term contracts, and KM—that will lay the foundation for subsequent recommendations. 

Additional subtopics of replacement planning, TM, knowledge sharing cultures, shared 

leadership, recruitment, and mentorship offered further insight into methods for stimulating 

organizational continuity. In Chapter 3, I explore how the inquiry was conducted, including the 

research methodology and a description of participants. A review of research ethical 

considerations undertaken through the inquiry will round out the chapter. 
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Chapter Three: Inquiry Project Approach 

This chapter outlines the action research methodology and appreciative stance inquiry 

approach that was used to conduct the research within ATP. I also describe the included and 

excluded project participants, the methods for sampling the two respondent groups, and the study 

conduct. This chapter also details the semi-structured interview data collection method and how 

the multi-method approach fits with the ATP inquiry. Next, I describe the approach to the data 

analysis that produced major themes to support recommendations. Finally, I outline the ethical 

considerations and how these related to the inquiry. 

The overarching research question posed in this inquiry was: What strategies can be 

adopted to support succession planning for key positions within the contracted workforce 

environment of Alberta’s Tomorrow Project? To deepen the inquiry, I used the following 

subquestions: 

1. What current effective succession planning practices occur within ATP? 

2. Why is succession planning necessary to 50-year project continuity? 

3. What obstacles currently exist that have impacted effective succession planning 

initiatives? 

4. What knowledge transfer or diffusion approaches can be introduced to support 

succession planning? 

5. What leadership development approaches might be needed to support a succession 

planning strategy? 



ATP ORGANIZATIONAL CONTINUITY 54 

Inquiry Project Methodology 

Using the action research (AR) methodology supported a collaborative and participative 

approach to arrive at the desired future state adopting effective strategies to support ATP’s 

organizational continuity. The AR method is an approach that integrates research, learning, 

evaluation, reflection, and action through continuing cycles, with the goal of collaborative 

problem-solving (Coghlan & Brannick, 2014; Stringer, 2014). Stringer (2014) described AR as 

“the means for people to engage in systematic inquiry and investigation to ‘design’ an 

appropriate way of accomplishing a desired goal and to evaluate its effectiveness” (p. 6). Stringer 

(2014) further explained that the AR method provides, 

The means by which people … may increase the effectiveness and efficiency of their 

work [and] in doing so it also seeks to build a body of knowledge that enhances 

professional and community practices and works to increase the well-being of the people 

involved. (p. 1). 

According to Glesne (2011), in the AR model, “the researcher works with others as 

agents of change” (p. 23), while Coghlan and Brannick (2014) stated AR “builds on the past, 

takes place in the present, with a view to shaping the future” (p. 35). The participatory approach 

to AR fit well with the ATP organizational culture of teamwork and collaboration, and also built 

commitment towards achieving the desired future state. 

The AR model further benefitted ATP, as the collaborative nature of the method 

supported the secondary outcomes of enhancing relationships, communication, and potentially 

knowledge diffusion efforts. Holian and Coghlan (2012) reinforced AR “is collaborative, in that 

the members of the system which is being studied participate actively in the cyclical process” 
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(p. 400). Through the AR method, the ATP organization acquires actionable solutions to solve its 

continuity challenges. 

I supported the AR method through the use of the action research engagement (ARE) 

model (Rowe, Graf, Agger-Gupta, Piggot-Irvine, & Harris, 2013, p. 19; see Appendix D). Rowe 

et al. (2013) further explained, “[The] ARE model seeks to explicate an action research cycle of 

collaborative inquiry, dialogue, reflection and deliberation that strengthens the readiness of the 

organization to launch a structural or process change intervention” (p. 19). The readiness of an 

organization to engage in a change process is a key factor in producing successful outcomes 

through the AR process. Bushe (2015) believed, “It is through the experience of many voices 

speaking to what they individually really care about, being heard and not being shamed for their 

differences, that real community is built” (p. 10). 

Specifically, I employed the “Organizational Readiness Cycle” (Rowe et al., 2013, p. 20) 

contained within both the ARE and organizational AR (Rowe et al., 2011) models to conduct the 

inquiry process, which involved an iterative four-step process of (a) delving into the 

organizational context to assess the current state in order to create the appropriate research 

questions; (b) engaging stakeholders in the inquiry; (c) reflecting and analyzing the process; and 

(d) engaging stakeholders on next steps to move forward. These four steps align with Stringer’s 

(2014) “look, reflect, act [cycle]” (p. 8) as well as Cooperrider and Whitney’s (1999) “discovery, 

dream, design [framework]” (The Appreciative Inquiry 4-D Cycle section, para. 1). Therefore, 

stakeholder collaboration and engagement built commitment to the inquiry and assisted in 

mobilization of organizational change. 
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The AR approach was supported by using qualitative inquiry and data collection 

methods. Glesne (2011) described qualitative inquiry as “a search that leads into others’ lives, 

your discipline, your practice, and yourself” (p. 274), which also supports a systems thinking 

perspective. Tracy (2010) described high-quality qualitative research as “marked by (a) worthy 

topic, (b) rich rigor, (c) sincerity, (d) credibility, (e) resonance, (f) significant contribution, 

(g) ethics, and (h) meaningful coherence” (p. 839), which served as a guide to ensure I was 

conducting thorough research through the life of the project. 

The qualitative inquiry was further supported through taking an appreciative stance to 

build on existing strengths within the organization. Coghlan and Brannick (2014) described 

appreciative inquiry (AI) as “action research that builds on what is positive as a way of 

generating rich participation and knowledge” (p. 23). Furthermore, Bushe (2015) asserted, “AI 

leads to transformational change when it addresses or creates enough disruption to evoke self-

organizing processes that are focused on what is widely desired” (p. 6). Cooperrider and Whitney 

(1999) offered this positive framing of AI: “Appreciative Inquiry is the cooperative search for 

the best in people, their organizations, and the world around them” (What is Appreciative Inquiry 

section, para. 2). A full AI approach included Cooperrider and Whitney’s (1999) delivery phase 

of the inquiry; however, due to time limitations, the complete AI process was not possible. The 

AI stance I used focused on the discover, dream, and design phases, which leaves the delivery 

phase in the hands of the ATP organization (The Appreciative Inquiry 4-D Cycle section, 

para. 1). In the inquiry process, I engaged the participants in discovering through framing 

positive questions and highlighting existing successes. I encouraged them to dream through 

inviting interviewees to share their experiences and stories, and through visualizing an enriched 
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ATP organization. Each participant contributed to the design of ATP continuity strategies 

through providing insightful perspectives that were woven into study findings and conclusions. 

From fusing these three phases, relevant and sponsored actions will guide ATP leaders to 

attaining the desired organizational destiny.  

Using the AR methodology to conduct qualitative inquiry and with an appreciative 

stance, resulted in a diversification of perspectives through engaging the wide ATP social 

system. A collaborative, evidence-based inquiry approach also reinforced the goal of enhancing a 

knowledge sharing culture, an important aspect to building an ATP learning organization. 

Project Participants 

At the time of the inquiry, the ATP organization had 35 to 40 employees, five at the 

leadership level, which included two director-level positions, and three manager-level or lead 

positions (see Appendix B). The remaining employees consisted of a variety of specialized 

positions that included data management, data collection, information technology, research, 

statistics, communications, and laboratory staff. The internal project participants included a 

purposefully sampled and de-identified selection of ATP employees from all hierarchical levels, 

tenure, and specialized areas from management to entry level (see Appendix B). External 

participants included four stakeholders that represented unique perspectives on both the history 

and future direction of the project. These participants consisted of two former ATP PIs, who still 

have ties to the project, a former executive with one of ATP’s funding agencies, and an AHS 

executive who represented the views of the larger AHS organization. This person was considered 

an internal participant in relation to AHS, but was external to the ATP organization. 
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I excluded members of the national project, the Canadian Partnership for Tomorrow 

Project, in which ATP is a collaborator, to focus the scope on the internal needs of ATP. I also 

excluded ATP project participants from the research process due to privacy and confidentiality 

requirements outlined in the ATP participant consent form. My sponsor was the PI of ATP, also 

known as the Scientific Director, who leveraged and supported recommendations as a result of 

the inquiry process, but she was not included in the inquiry data collection process. 

Participants involved in the survey were selected through purposeful and convenience 

sampling, as all respondents were current frontline ATP employees. The survey consisted of 18 

respondents of the 22 invited participants. Patton (as cited in Glesne, 2011) asserted purposeful 

sampling “leads to selecting information-rich cases for study in depth” (p. 44). Stringer (2014) 

explained purposeful sampling “consciously selects people on the basis of a particular set of 

attributes” (p. 100), which was the most appropriate method of sampling for the ATP inquiry in 

order to gather the views of all stakeholders. However, Marshall (1996) warned convenience 

sampling “is the least rigorous technique, involving the selection of the most accessible subjects” 

(p. 523). In addition, Sullivan (2009) explained, “The disadvantage of convenience samples is 

the difficulty in supporting generalization of the findings to the larger population” (p. 111). For 

the ATP inquiry, the research outcomes were not geared towards the larger population, but rather 

focused solely on the ATP organization. 

The six participants included in the semistructured interviews were selected through 

purposeful and targeted sampling based on the unique knowledge and relationship each 

individual had to the ATP organization; interviewees included two internal members of ATP 
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leadership and four external stakeholders. All interview participants had no reporting relationship 

to me at the time of the inquiry, to ensure all power over and influence was mitigated. 

My inquiry team consisted of an ATP administrative assistant whom I did not supervise; 

this team member sent out the email invitation to ATP employees to participate in the online 

survey (see Appendix E). This ensured confidentiality and mitigated any power-over or coercion 

issues due to my senior role within the ATP organization at the time of this inquiry. 

In addition, an AHS employee situated in another department and a previous director of 

ATP who had no vested interest in the outcome of the inquiry assisted with the project. These 

inquiry team members helped me to pilot test my inquiry questions, check my data analysis for 

indication of bias, and review my project findings and conclusions. All inquiry team members 

were required to sign a letter of agreement to protect confidentiality (see Appendix F). 

Inquiry Project Methods 

The following section describes the methods for data collection I used in the inquiry. I 

then provide an overview of study conduct and describe the approach to data analysis. 

Data collection methods. The following describes the multiple data collection methods I 

used for the AR inquiry and the rationale for how each method fit with the ATP inquiry. I used a 

multi-method approach to data collection, which included an online survey and semi-structured 

interviews. Glesne (2011) posited, “Most qualitative approaches depend on a variety of methods 

for obtaining data” (p. 47). The multi-method approach to the data collection phase provided a 

diversification of perspectives, but ensured those with a vested interest in the outcome were part 

of the process. Stringer (2014) argued, 
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The purpose of the process is to achieve a higher-level synthesis, to reach a consensus 

where possible, to otherwise expose and clarify the different perspectives and to use these 

consensual or divergent views to build an agenda for negotiating action. (p. 75) 

Coghlan and Brannick (2014) stated this concept another way by explaining “what is 

paramount in creating co-generated knowledge is the quality of conversation whereby 

experiences are shared, collective insights are generated, and shared judgements formed, which 

lead to joint action” (p. 128). Both interpretations support a process of collecting superior quality 

and robust data through incorporating diverse viewpoints. 

To ensure ample representation of opinions, I chose to conduct the online survey as the 

primary method for data collection. Although Stringer (2014) declared, “Surveys . . . are usually 

limited in scope and are frequently riddled with the agendas, interests, and perspectives of the 

people who commission or construct them” (p. 22), Coghlan and Brannick (2014) revealed, “The 

reception of a questionnaire by employees may generate questioning, suspicion, anxiety or 

enthusiasm – all of which are real data for you” (p. 132). Therefore, as a primary method of data 

collection, the survey provided significant information on employee perspectives. 

As Stringer (2014) noted, the survey allowed for a sufficient array of questions and a 

“broader range of participants” (p. 141) that other data collection methods could not support. In 

addition, according to Van Selm and Jankowski (2006), the advantages of using an online survey 

include economy (cost), efficiency, reach, convenience, and anonymity (pp. 437–438). 

Conversely, Vehovar, Manfreda, Koren, and Hlebec (2008) warned a respondent in an online 

survey “gets no external motivation to continue and complete the survey process, nor do they 

obtain any feedback or judgment on any misunderstood questions” (p. 213). With the content of 
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the survey questions being posed to ATP employees, the survey was the most appropriate 

method despite the concerns presented. 

The data gathered from the surveys laid the foundation for the next step in the inquiry 

process, the targeted interviews. The semi-structured interviews provided a framework to guide 

discussion, yet produced narratives of experiences and perspectives. Two members of the 

leadership team and four external stakeholders provided unique views on organizational 

retention challenges, knowledge attrition, historical experiences, and organizational risks that 

could not be captured through the survey process. Furthermore, the interviews were a necessary 

method to “ensure that all relevant groups are included in the research process” (Stringer, 2014, 

p. 78), as the perspectives on perceived risks and obstacles to ATP succession planning from 

project leaders were crucial to the data. Schultze and Avital (2011) asserted, 

Interviewing distinguishes itself from other research approaches by engaging participants 

directly in a conversation with the researcher in order to generate deeply contextual, 

nuanced and authentic accounts of participants’ outer and inner worlds, that is, their 

experiences and how they interpret them. (p. 1) 

Applying a semi-structured format, as opposed to rigid or non-structured interviews, 

ensured a reasonable level of consistency in the questions being asked of each participant, while 

also allowing for flexibility to solicit clarification and deeper inquiry based on the responses. 

However, Alvesson (2003) cautioned, 

It is important not to simplify and idealize the interview situation, assuming that the 

interviewee-given the correct interview technique-primarily is a competent and moral 
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truth teller, acting in the service of science and producing the data needed to reveal his or 

her “interior” (i.e., experiences, feelings, values) or the “facts” of the organization. (p. 14) 

Based on the prospective challenges associated with interviews, I practised reflection, 

patience, and mindfulness during the interview process. Roulston (2011) asserted, “Common 

problems include interviewers posing questions with possible responses included or ‘leading 

questions’, or expressing personal opinions and experiences” (p. 78). 

Study conduct. This section describes how the surveys and semi-structured interviews 

were conducted. I also detail how the research participants engaged in the inquiry process. 

Web-based survey. The web-based survey contained 15 multiple-choice, open-, and 

closed-ended questions (see Appendix G) that represented topics related to employee views on 

working for ATP, employee training and development, career plans, hiring and layoffs, and 

knowledge diffusion. I pilot tested survey questions with my members of my inquiry team to 

assess comprehension and appropriateness of questions to ensure alignment with the aims of the 

research inquiry. 

A member of my inquiry team (an ATP administrative assistant who was not a direct 

report) sent the email invitation (see Appendix H) to participate in the online survey to 

approximately 22 ATP employees by email. The research information letter (see Appendix I) 

was attached to the survey invitation email, along with an embedded link to the online survey. 

My aim was to attain a 60–80% response rate to have significant representation across tenure, 

positions, and generations. My inquiry team member sent two reminder emails (see Appendix J) 

within one week of the initial invitation, as the response rate had not reached the minimum 60% 

target. After 1 week, the survey produced an 82% response rate. 
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The landing page of the web-based survey contained the consent information (see 

Appendix K), which described the research being conducted, confidentiality, risks, and benefits 

of participating. Participants who chose to respond to the survey were deemed to have read the 

consent information and thus duly informed. 

To ensure participant anonymity and confidentiality, I did not gather identifiable 

information (name, position, age) through the survey. I was the only one to have access to the 

response information generated via the online survey portal, JitsuTech (2016). Participant 

responses were assigned a unique alphanumeric identifier for data analysis and for inclusion in 

the project report. 

Semi-structured interviews. I developed the research questions for the four external and 

two internal semi-structured interviews after reviewing the data generated from the surveys. 

These questions were pilot tested with my inquiry team prior to the interviews being conducted. 

Questions were primarily open-ended to generate narrative responses (see Appendix L). 

Each interview took approximately 30 minutes to complete, and I conducted these either 

in person or via telephone. I sent participants an email invitation from my ATP employee email 

account (see Appendix M) that contained the details of the research inquiry (see Appendix I), 

risks and benefits of participating, and a suggested time and location. 

Once participants consented to participate (see Appendix N), each interview was 

recorded while I also took handwritten notes. Subsequently, I sent all recordings to Rev (n.d.) to 

be transcribed. Lee and Fielding (2004) stated, 

The amount of time, and therefore the cost, of transcription, depends on several factors: 

the nature of the data, how detailed the transcript is to be, the quality of the original 
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recording, the equipment used to transcribe, and the keyboarding skills of the transcriber. 

(Managing Data section, para. 1) 

My intent was to capture verbatim responses to assist with the data analysis phase, which 

was my rationale for transcribing the interview responses. I assigned respondents unique 

alphanumeric identifiers, which were used for transcription and report writing to protect 

participant confidentiality. Finally, I sent the electronic transcriptions to each interview 

participant to check for accuracy in capturing their responses. 

Data analysis. In this section I outline the methods used to analyze the data collected 

from the multi-method inquiry process and how I generated themes that supported recommended 

actions. Stringer (2014) emphasized, “All analysis is an act of interpretation, but the major aim in 

analysis is to identify information that clearly represents the perspective and experience of the 

stakeholding participants” (p. 162). 

Throughout the data analysis process, it was imperative that I consider methods to ensure 

reliability, validity, authenticity, and trustworthiness of the research (Glesne, 2011, pp. 210–

211). Stringer (2014) argued, “Checks for trustworthiness . . . are designed to ensure that 

researchers have rigorously established the veracity, truthfulness, or validity of the information 

and analyses that have emerged from the research process” (p. 92). I established this through 

member checking the interview transcriptions to confirm the authenticity of the data collected 

(see Appendix O). In relation to the data analysis, I established trustworthiness and authenticity 

through involving members of my inquiry team to check for bias and assist with my 

interpretation of major themes. 
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To analyze the data, I used the key-word-in-context approach (Bernard & Ryan, 2010, 

pp. 192–193) through the use of NVivo (QSR International, 2015), code-and-retrieve computer 

software, and then hand coded all data into categories based on their context. According to Lee 

and Fielding (2004), coding software “focuses analysis on relationships between codes and data” 

(Analyzing Textual Data section, para. 6). Lee and Fielding further stated, “Using software for 

data management has advantages compared with non-computer-based methods because of the 

convenience of digital over paper storage, tailored procedures for data storage and the ability to 

maintain audit trails” (Managing Data section, para. 4). However, Glesne (2011) cautioned the 

researcher “needs to be intimate with the data in order to know what to ask the software to do” 

(p. 2015). Therefore, I also “pawed” through the data (Bernard & Ryan, 2010, p. 445) to 

familiarize myself with the content before producing any major themes or findings. 

Simons, Lathlean, and Squire (2008) described coding as “a process of breaking the text 

down to small units and organizing according to category, thus creating a large mass of data 

segments and annotations” (p. 123). However, coding based on the number of times a word 

appears can be misleading, as Lee and Fielding (2004) pointed out, “because words have 

different meanings or vary in their meaning across context, a simple count can overestimate the 

salience of a particular word” (Lexical Analysis section, para. 2). I was able to produce word 

count information through NVivo (QSR International, 2015), which provided high-level insight 

on emerging themes. 

Having data from two distinct methods required a consistent approach that was applied to 

data gathered from all sources. However, each stakeholder group generated a different type of 

response; therefore, initially, I coded each phase separately. Stringer (2014) advised, “Because 
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stakeholders are likely to have different experiences and perspectives on any issue, analysis of 

each stakeholding group should initially be kept separate and more general categories developed 

at later stages of a project” (p. 163). 

Using the key-words-in-context coding method provided a framework to identify the 

major themes. Glesne (2011) explained, “Qualitative researchers code to discern themes, 

patterns, processes, and to make comparisons and build theoretical explanations” (p. 194). 

From the categorization of themes and looking at patterns of relationship, I generated 

major themes that aligned with the overarching research questions that aimed to provide insights 

on strategies that might support 50-year project continuity. My final step was to present the 

major themes to project stakeholders and decision makers through a teleconference meeting in 

order to generate actionable outcomes. I conducted this meeting utilizing a collaborative and 

appreciative approach to integrate key stakeholder opinions on next steps for the ATP 

organization. 

Ethical Issues 

This section discusses the ethical considerations that were undertaken to ensure the 

research process was conducted in accordance with both the Royal Roads University (2011) 

Research Ethics Policy in accordance with the Tri-Council Policy Statement: Ethical Conduct 

for Research Involving Humans (Canadian Institute of Health Research, Natural Sciences and 

Engineering Council of Canada, & Social Sciences and Humanities Council of Canada, 2014). 

Royal Roads University (2011) Research Ethics Policy articulated that research involving 

humans will conform to the principles of “respect for persons, concern for welfare, and justice” 

(Section D, p. 2; see also Canadian Institute of Health Research et al., 2010). 
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To abide by the privacy and confidentiality requirements, I ensured all personally 

identifiable information attached to the data was removed prior to reporting. Furthermore, all 

participant responses from the survey and interviews that appear in this final report are reflected 

as “survey participant” or with a unique alpha-numeric identifier. Aside from the survey website 

owners, I was the only person who had access to the raw survey information; however, I did send 

a collation of the survey data to my inquiry team members to confirm accuracy of findings. 

Finally, I used a Canadian-based survey tool, JitsuTech (2016), which ensured response data 

were contained on Canadian servers. 

Furthermore, my role as insider researcher (Stringer, 2014, p. 68) required that I 

mitigated any power-over issues created by the leadership position that I held within the ATP 

organization at the time of this inquiry. Therefore, I requested an inquiry team member send all 

invitations to participate in the online survey to protect the identities of team members. 

Although I departed the organization following the completion of the data collection, my 

position on the ATP leadership team at the time of the inquiry likely generated biases in my 

research, which I attempted to minimize through the involvement of my inquiry team. I 

discussed the themes I generated from the data with my inquiry team, in conjunction with 

keeping a journal of my thoughts, feelings, and questions I encountered through the research 

process. 

Chapter Summary 

This chapter explored the AR methodology, partnered with an AI stance, which I used to 

conduct this qualitative research inquiry. Next, project participants and the two data collection 

methods—web-based surveys and semi-structured interviews—were examined. The data 
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analysis approach used to inform conclusions and recommendations was also described. Finally, 

ethical considerations that protected project participants and overall study conduct were 

summarized. Chapter 4 will summarize key findings mined from the data analysis, followed by 

an aggregation of study conclusions and related literature from Chapter 2. I conclude Chapter 4 

with a description of the scope and limitations of the inquiry. 
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Chapter Four: Action Research Inquiry Project Findings and Conclusions 

This chapter captures the findings and subsequent conclusions extracted from survey and 

interview data collected from research participants. The findings summarize the comments 

offered by research participants through the data collection process. The conclusions directly 

speak to the research question and subquestions. Two data collection methods were used to 

establish diverse perspectives to answer the inquiry question: What strategies can be adopted to 

support succession planning for key positions within the contracted workforce environment of 

Alberta’s Tomorrow Project? The following subquestions were used to further support the 

inquiry: 

1. What current effective succession planning practices occur within ATP? 

2. Why is succession planning necessary to 50-year project continuity? 

3. What obstacles currently exist that have impacted effective succession planning 

initiatives? 

4. What knowledge transfer or diffusion approaches can be introduced to support 

succession planning? 

5. What leadership development approaches might be needed to support a succession 

planning strategy? 

Study conclusions are provided to guide ATP decision makers on adopting applicable 

succession planning strategies to support 50-year project continuity. This chapter concludes with 

the scope and limitations of the research inquiry. 
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Study Findings 

The research findings were summarized into key themes gathered from data acquired 

from participant surveys and interviews. The participants represented both internal and external 

stakeholders of ATP to reinforce a broad sample and provide rich data to support conclusions. 

The web-based surveys (see Appendix G) were sent to ATP employees to collect anonymous 

opinions on the success of current succession planning practices and opportunities for 

improvement. On my behalf, an inquiry team member sent invitations to participate in the survey 

to 22 ATP employees via email, and 18 individuals chose to respond. Participants represented a 

diverse demographic of the team; respondents had various lengths of service spanning from less 

than 3 years to more than 5 years, and employees were from all functional areas of ATP. 

I used the interviews (see Appendix L) to gather opinions on the importance of 

succession planning, obstacles, and potential risks on 50-year continuity for ATP. I sent six 

invitations to ATP stakeholders and all six participated. The interviewees consisted of both 

operations and research professionals in leadership positions within or closely associated to ATP. 

Each interview participant was a key decision maker, advisor, or an ATP funder. 

I analyzed data collected from surveys and interviews to produce five key findings 

related to succession planning priorities and strategies, funding challenges, knowledge sharing, 

and ATP vision. The five major research findings are as follows: 

1. Some ATP positions are a greater priority for succession planning. 

2. Education, mentorship, and training could bolster project continuity. 

3. Short-term funding cycles pose system-wide challenges. 

4. Developing a common understanding of the vision is a clear priority. 
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5. Enhancing knowledge sharing practices could protect intellectual capital. 

I believe the data collected represent significant diversity of opinions and sample size, as 

each positional level of the organization was included in the research. To ensure participant 

anonymity, survey participants are represented with the participant codes S1 through to S18, 

while interview participants are coded as IN1 through IN6 to maintain the confidentiality of 

participants. 

Finding 1: Some ATP positions are a greater priority for succession planning. All 

ATP positions were mentioned as being important to protect project knowledge; therefore, 

formal succession planning must be developed and implemented (S6, S10, S13, S16, IN2, IN5). 

However, participants highlighted some ATP positions as posing the greatest risk to the project if 

they were to depart. A total of 61% of survey respondents and 66% of interviewees identified the 

Scientific Director, also known as the PI, as the position most critical to project continuity. The 

second position participants identified was the Data Manager (DM), with 66% of survey 

respondents and 50% of interviewees maintaining the importance of the experience and 

knowledge associated with the DM. 

ATP’s current PI has been the primary leader for 10 years. Respondents stated that the PI 

has a significant amount of corporate memory and influence that would be lost without a strong 

succession plan (IN3, IN4, IN6). In reference to her involvement with other research partners, 

IN4 asserted the PI “has enormous relationships with so many people and is so influential that 

that would be the greater loss to the bigger project than just Alberta.” Another interviewee 

expressed a similar sentiment regarding the risk of having no succession plan for the leadership 

positions. In addition to the loss of corporate memory, the respondent stated, 
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Very rapidly you’re going to lose that right influence, you’re going to lose that right 

positioning, and you’re going to be at a very high risk of being irrelevant to . . . the 

sponsors or to the organizations that need to be committed to you to support you over the 

long term. (IN3) 

Another participant identified the importance of influence gained over time and stressed 

the PI is critical “in terms of outreach, connections to and involvement with the broader research 

community and other sectors” (S8). 

The structure of ATP situates the PI in a position to carry the bulk of the responsibility 

for scientific vision and planning (see Appendix A). Therefore, a loss of the existing PI would 

put the project at risk or it will at least progress more slowly (IN3, IN4). One participant 

expressed that the structure of ATP is a concern for the SAC, as there is “one person at the top 

who is the sole scientist who is responsible for the entire project” (IN6). In addition, the PI is 

required “to preserve scientific rigour and maintain the reputation as a high-quality research 

platform” (S17). Having the PI hold extensive responsibility for both the vision and science 

creates a risk to the project’s momentum if, and ultimately when, she departs. 

The DM was emphasized as a high priority for succession planning because of the 

historical knowledge and expertise that has been learned through time and experience (S5, S8, 

S14, IN5). The DM within ATP oversees data management, which includes privacy, security, 

storage, and distribution of participant data. The existing DM is the most tenured employee, and 

one respondent noted, “from an IT perspective, we need to be guarding our data and biological 

samples, we need to have continuity in information . . . and in the way that we’ve done things, 

because it’s so important” (IN5). 
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In referring to the PI and DM positions, one survey participant noted, “Too few have too 

much knowledge and that is not the fault of the people themselves but a fault of strategic design” 

(S3). This respondent further stated, “There is not enough back-up personnel to step into these 

roles—experience is priceless” (S3). In the case of the DM, his long history with ATP provides 

him with project experience and knowledge that would pose challenges for ATP when he leaves 

the organization. 

It is well established in the research findings that succession planning for all ATP 

positions is a necessity to support project continuity; however, the PI and DM, along with the 

other leadership positions, pose the most risk to the loss of project knowledge and stakeholder 

influence. 

Finding 2: Education, mentorship, and training could bolster project continuity. 

Survey respondents overwhelmingly stressed the desire for further education, mentorship, or 

training opportunities, which would, in turn, promote professional growth, provide career 

advancement opportunities, and enhance employee engagement. Of the 18 survey participants, 

10 individuals mentioned training as a key method for supporting their career plans. One survey 

respondent provided indication that the ATP organization is headed in the right direction: 

Through all the hands-on training that I am currently receiving from ATP, I think within 

the next five years I will be in a better position to take on more challenging positions. So 

if ATP can continue giving training to its staff as it has been doing on various domains 

then I can be sure to achieve my career goals in the next three to five years. (S11) 

Of the survey respondents, 10 participants emphasized that a lack of skills or educational 

requirements are limiting the attainment of other ATP positions. S3 stated that career plans could 
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be supported through “continued education and advancement within the organization,” which 

was a sentiment further substantiated by three others who all commented on career support 

through education (S2, S4, S13). Responding to how ATP might support career plans, one 

participant stated, “Continued learning and a chance to practice to solidify new skill sets [and] 

provide stretch assignments with the purpose to mentor and train an employee for higher level 

tasks” (S14). 

The survey data revealed only two of 18 respondents planned to pursue a position 

external to ATP or AHS within the next 3 to 5 years; however, 14 survey respondents believed 

an external job opportunity would be the reason for their eventual departure from ATP. 

Therefore, employees may be more inclined to stay within ATP should more opportunities for 

skills development and advancement be available. One respondent remarked that a “lack of 

necessary skills, lack of education and training, and a lack of expertise” (S11) were obstacles to 

attaining other positions within ATP. Another participant suggested that the organization should 

offer “more leadership positions and opportunities to develop skills . . . to avoid mundane and 

redundant roles and complacency” (S2). 

The ATP organization has recruited external candidates to fill some key positions to 

attract professionals with the appropriate education and skills to perform the role. Some ATP 

survey respondents mentioned internal candidates should be considered to fill these job openings 

when possible (S3, S9, S10, S11, S13), while other participants felt external hires are a benefit to 

the organization (S1, S2, S4, S6, S7, S16, S17). To provide more opportunities to internal 

employees, ATP leadership would benefit from offering education and skills development to its 

existing employees, which may also support longer-term retention. S17 offered, 
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Opportunity for growth is a major incentive for taking a position, and if that is not 

communicated to existing or prospective staff, then recruiting and maintaining good 

people will be hindered . . . efforts should be made to support and sustain senior staff to 

make attracting and securing top recruits more likely. 

 
Figure 4. Survey participants’ responses citing effective learning and development practices 

currently employed by the ATP organization. 

Note. AHS = Alberta Health Services; ATP = Alberta’s Tomorrow Project; MLL = My Learning 

Link. 

The findings also revealed that the ATP organization has been effective in providing its 

employees with development and learning through a number of means, but could build on these 

successes. S9 highlighted, “ATP has been very flexible with allowing me to take courses and 
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continue to pursue my education goals while still being employed full time,” and S3 stated, 

“Employees are well trained and positions here do not have high turnover so skill sets tend to be 

highly developed.” Half of survey respondents cited internal staff training sessions as a positive 

and beneficial method for learning and development. Current ATP practices that were 

highlighted as effective are represented in Figure 4. 

Finding 3: Short-term funding cycles pose system-wide challenges. According to the 

research findings, funding and annual employee contracts are a significant challenge and impact 

many aspects of the ATP organization. Either short-term funding or annual contracts were 

specifically referred to in relation to employee morale, culture, recruitment challenges, retention, 

or knowledge loss. S14 noted that when contracts are not renewed it is “a loss of many intelligent 

and capable people, evidence of the perils of contract employment [and a] waste of money spent 

training people.” 

Seven survey respondents and four interviewees mentioned that annual contracts affect 

morale and culture. One survey respondent admitted that ATP needed “organizational stability in 

contracts [and] longer term contracts to reduce the burden of lack of control and helplessness, as 

well as anxiety” (S3). 

In addition, participants noted recruitment (S14, IN2, IN5), retention (IN2, IN5), and 

knowledge sharing amongst the ATP team (IN2, S15) are impacted by the temporary contract 

structure. S12 offered, “A big help in employee development would be for ATP to secure a 

longer length of a funding cycle (more than 1 year). It is really hard to attract and keep staff 

when only one year posts are available” (S12). IN2 reinforced this statement and opined, 
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On year-to-year funding, it’s hard to actually get people in place that are willing to be 

here. It’s hard to get someone to commit to be here for the long term when they have a 

1-year contract. . . . One of the consequences is high turnover, [and] if you’re spending 

all your time training new people, then the work’s not getting done. . . . There isn’t that 

continuity if you’re forever getting new people in those positions; there’s going to be 

knowledge that’s lost. 

Another interviewee, IN4, took a similar stance and revealed, “Annual contracts are not a 

desirable relationship with the employer. . . . The ability to recruit and particularly retain is the 

challenge.” This participant went on to say, “When the economy is strong, nobody wants a one-

year contract unless they’re passionate about the work that they do” (IN4). One ATP employee 

imparted, “Continuing to offer temporary contracts alludes that coming to work for ATP is not a 

career, only a temporary job” (S9). Another survey respondent also mentioned this and expressed 

the difficulty “is finding expertise in conjunction with acceptance of a one-year contract” (S14). 

Despite the majority of responses citing the challenges of temporary funding and annual 

contracts, one participant noted that most research environments operate on short-term funding; 

therefore, “if [people] want to work within a health research environment . . . there would be tons 

of temporary contracts, and that’s common practice” (IN5). This statement suggested that 

employees would be aware of the short-term nature of the position when they apply to work for 

ATP. 

In 2014, over one-third of ATP employees were not given contract renewals, which, 

according to the research findings, created unease, sadness, and fear amongst the team. Survey 

responses indicated the downsizing was “very emotional” (S10), “tough on the whole team” 
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(S12), “stressful” (S16), and “sad” (S6). S1 admitted, “I was afraid. My morale was low for two 

weeks or so” (S1). Based on these responses, ATP leadership needs to continue to give support 

to its employees during large organizational staffing changes. 

Despite the impact to morale, the majority of survey respondents (72%) noted that ending 

employment contracts for a portion of the ATP employees was a necessity and the downsizing 

process was handled well by ATP leadership. One respondent surmised, 

The downsizing was handled in an open, transparent and fair manner, with lots of notice 

and support offered to those being let go. It was a known fact that ATP’s focus would be 

shifting so while the outcome may not have been ideal for many staff members, it was 

not personal or surprising. (S17) 

In relation to the potential effect on knowledge sharing, S15 revealed that employees may 

not share knowledge due to “feeling that their job is insecure.” This position was further 

supported by IN2, who believed, “In some positions, in the past, we’ve had people who basically 

wanted to ensure their own job stability and wanted to make sure that they were the only ones 

who knew something.” These statements revealed that employees may feel their jobs are more 

secure if they have knowledge that others lack. 

Finding 4: Developing a common understanding of the ATP vision is a clear 

priority. When interview participants were asked about how they might measure ATP’s success 

after 50 years (see Appendix L), the responses were somewhat inconsistent. Participants 

indicated an important aspect of project continuity to ensure the handoff from one scientific 

leader to the next, over the life of the project, includes the project vision being carried through to 

the end. In addition, having a common understanding of the project’s vision will assist in guiding 
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both scientific and operational decisions, which can then be communicated clearly to each 

generation of ATP employees. 

In total, four of six respondents thought success would be a reduction in the incidence of 

cancer within the population. This aligns with ATP’s vision statement of “inspiring research for 

a healthier tomorrow” (ATP Town Hall Meeting, personal communication, June 30, 2015). 

However, participants presented slight variations on how to measure the impact that ATP 

research had on population health. 

One interviewee responded that success would be measured by pride in participation, 

stating, 

People are proud they participated. People are proud that they worked for [ATP] and 

researchers and academic leaders. There’s pride in the achievement of the research that 

has changed how we care for, treat, and changes the view of cancer. (IN4) 

IN2 and IN5 had similar perspectives on how ATP success would be measured after 50 

years. IN2 remarked success would be if ATP “identified some risk factors that can be treated, 

that can be addressed and that can make an impact on the incidence of cancer,” while IN3 stated,  

As a result of what ATP has demonstrated, we have changed our practice or we have 

changed out policy, or this behaviour in the population has been influenced in such a way 

that basically what we expected to be a very high incidence of cancer 50 years ago. . . . 

We have reduced that quite significantly.  

IN6 provided a more detailed measure of success for ATP by responding, 

It’s a question of combining the administrative data, epidemiological, biologic data that 

we have and really answering important questions that haven’t been addressed by other 
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groups or that at least add substantive, additional empirical evidence to what other people 

have found. 

One participant suggested that ATP has a bigger chance of success due to being “an 

integral part of a large, national cohort that has answered some key questions in the etiology and 

early risk for cancer” (IN1), as a reference to ATP’s national partnership with Canadian 

Partnership for Tomorrow Project (see Appendix A). Another interviewee offered, 

[The goal is for the project] to leave behind rich data that has helped already in the fifty 

years, but then can further help researchers in their quest for knowledge, terminance of 

cancer, chronic disease . . . and that there is rich data that is organized and important and 

valuable . . . that will really make a difference in health and health research. (IN5) 

Although all respondents touched on ATP research having an effect on cancer incidence 

or improving the health of the population, there was no connection offered on how to connect 

ATP data used for research to measuring the improved health of the population. 

Finding 5: Enhancing knowledge sharing practices could protect intellectual capital. 

The research findings revealed the ATP organization has adopted some effective knowledge 

sharing practices, and has an opportunity to employ additional techniques. Participants cited 

small group and team meetings and the bi-weekly project update email as the most effective 

methods currently being used (see Figure 5). 
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Figure 5. Survey responses citing effective knowledge sharing practices currently employed by 

the ATP organization. 

Opportunities exist for ATP leadership to consider adopting some additional knowledge 

sharing practices such as more collaboration with researchers (S3, S17, S18), more 

communication between ATP functional areas (S3, S9, S10, S17), and reinforcement of a 

knowledge sharing culture (S9, S13, S15, S16, S17). One survey participant stated that ATP has 

“too rigid a hierarchy, changing but still existing [and] more junior employees are afraid of 

looking stupid or uninformed which will inhibit their making suggestions or offering ideas and 

solutions” (S17). There was evidence of the organizational structure and hierarchy impacting the 

desire or the ability for employees to share knowledge with one another (S3, S9, S17). In 

reference to the need for organizational cultural shifts, other respondents pointed out that 

personality clashes (S4, S12) and time constraints (S8, S12, S14) are also preventing some 

knowledge sharing amongst the ATP team. One survey respondent summarized these knowledge 

sharing challenges as “personality issues [and] time away from work . . . we tend to be very head 

down doing our work and do not take the time to knowledge share as much as we should” (S12). 
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It should be noted that four survey respondents expressed that they did not believe 

knowledge sharing practices were being employed by the ATP team. One participant stated, “In 

my assessment, little is being done to encourage knowledge sharing between employees” (S14), 

and another respondent offered that, aside from the bi-weekly project update email, “I don’t 

think there is a lot of actual knowledge sharing that takes place” (S10). 

Summary of study findings. The research findings emphasized that the ATP 

organization has employed some effective learning and development and knowledge sharing 

strategies, but as a means of supporting employee retention and retaining valuable project 

knowledge, additional approaches could be adopted. Furthermore, annual funding cycles and 

subsequent short-term employee contracts influence team culture, and pose greater risks to 

attracting and retaining talent. The research findings also provided insight into the immediate 

need for succession planning for key influential and knowledgeable ATP positions such as the PI 

and DM. Lastly, the 50-year project vision needs to be determined and widely communicated to 

all stakeholders to support scientific continuity and to stay relevant through multiple generations 

of leadership. 

Study Conclusions 

In this section, the conclusions are discussed in depth and supported with evidence from 

relevant, substantiating literature drawn from Chapter 2. The following conclusions were drawn 

from an analysis of the research findings, and inform subsequent project recommendations 

presented in Chapter 5. 
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1. Determining high-risk positions contributes to an effective succession plan. 

2. Identifying and developing talented employees enhances retention and internal 

capacity. 

3. Short-term funding presents a risk to project continuity. 

4. Periodically revisiting the project vision can contribute to sustaining 50-year 

continuity. 

5. Focusing on a knowledge sharing culture is fundamental for succession planning. 

Conclusion 1: Determining high-risk positions contributes to an effective succession 

plan. The data analysis revealed that select ATP employees and positions were more likely to 

result in continuity risks if they were to suddenly depart. In order to answer the main research 

question of what strategies can be adopted to support succession planning for key positions, 

those positions that put the ATP organization most at risk must first be identified. Research 

participants believed the two most critical positions that put ATP most at risk for continuity are 

the PI and DM positions, because of their knowledge and influence gained through tenure. 

Stadler (2011) explained that part of the succession management process is the “systematic 

process of determining critical roles within the company” (p. 264). 

In addition, evidence gathered in the surveys and interviews revealed that many other 

ATP positions also need to be assessed. Literature from Chapter 2 supported that identifying all 

key positions for succession planning efforts is a primary step in the process. Newhall (2015) 

posited, 

Organizations need to first identify the critical or pivotal positions, which by default 

encompasses the top couple of leadership layers. Note, however, there are other 
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significant value-contributing roles that may be particularly difficult to fill given the 

unique skill sets needed. These also need to be included in the succession effort. (p. 3) 

McEntire and Greene-Shortridge (2011) similarly advised that organizational decision 

makers do the following:  

Identify one or two areas in the company where the loss of a successful innovative leader 

would be detrimental to overall company performance [and] this is the area where the 

majority of efforts for succession planning should be targeted initially. (p. 273)  

The assessment process can then be used as a foundation for talent and succession plans to know 

where to focus organizational efforts that will produce timely results. Once positions have been 

assessed and identified as critical areas of focus, these can be embedded into the succession 

planning process. 

Participants also revealed that a significant amount of project knowledge and influence 

rests with the PI, and diversification of responsibility may reduce the risk of losing valuable 

leadership. IN2 advocated for an oversight committee consisting of a number of research 

scientists, strategic director, ATP managers, a number of external researchers, and at least one 

operational leader to direct ATP, which would spread out organizational responsibility and 

knowledge. In their ALSWH research, Byles et al. (2007) adopted a diversified approach. They 

indicated, “Each member of the team brings their own perspective, priorities, models of 

theorising and language. The triangulation facilitated by such diverse perspectives can bring 

strength and depth to the project” (Byles et al., 2007, p. 81). 

ATP currently has a dyad leadership organizational structure that encompasses 

operational and research expertise, which supports a shared leadership approach. Crevani et al. 
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(2007) supported this model, explaining, “Organizational leadership is a complex and exhausting 

job that demands too much of single individuals” (p. 40). However, the dyad leadership model 

does not protect the scientific expertise currently held by the PI, as each partner possesses 

unique, not shared, knowledge. Therefore, expanding oversight to consist of multi-disciplinary 

experts would diversify knowledge, while also supporting robust perspectives on project 

decisions. Warner-Smith et al. (2007) advised,  

In a longitudinal study it is extremely important that more than one person holds “the 

keys” to any aspect of the project. As the complexities of the project increase, it could be 

potentially disastrous for a key person to “fall under a bus.” (p. 101) 

The identification of key positions will provide insight into ascertaining existing talent 

and skills of employees, while also detecting potential knowledge gaps that will help to inform 

succession plans. Newhall (2015) cautioned, “Development is not a democracy – you have to 

make tough choices about where to channel precious development opportunities and investment, 

based on the talent gaps that you are seeking to address” (p. 4). Therefore, strategic and 

systematic assessment of talent will be critical to succession planning efforts. 

Conclusion 2: Identifying and developing talented employees enhances retention 

and builds internal capacity. This conclusion provides insight into research Subquestions 1 and 

5: What employee development approaches might be needed to support a succession planning 

strategy and what current effective succession planning practices occur within ATP? According 

to the participant responses, the ATP organization has employed some effective TM strategies, 

which includes employee training, annual performance reviews, and various cross-training 

opportunities. Participant responses revealed, however, that there is opportunity for ATP to 
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strengthen employee development initiatives. TM, according to Rachel et al. (2016), is 

“everything done to recruit, retain, develop, reward and make people perform” (p. 98). Church 

(2014) explained the significance of employee development and learning and stressed “a 

succession planning process involve[s] building realistic talent plans to close developmental gaps 

internally through capability building” (p. 239). 

Participants suggested ATP leadership needs to further support employee education and 

training as a method for growing bench strength within the organization to succeed key 

positions, while also contributing to employee retention. Participants provided evidence that 

ATP leadership has already accommodated educational pursuits for select employees pursuing 

further education through flexible scheduling. According to Donald (2014), investing in talent 

will have a secondary benefit of increasing loyalty and retention: “An employee’s decision to 

stay or leave is related to career possibilities in the company as well as how he or she can 

become better prepared to move to other opportunities” (p. 1013). Singh (2013) further 

supported this view and asserted, “Training and development as well as motivation are two 

important pillars of success of employee development by talent management” (p. 2). 

To build on current employee development successes revealed by participants, the TM 

literature recommended the adoption of a number of additional techniques such as career 

planning and mentorship programs. The data analysis uncovered that providing stretch 

assignments and mentorship programs might also contribute to the learning and development of 

internal employees. S14 proposed “continued learning” and a “chance to . . . solidify new skill 

sets” and “stretch assignments with the purpose to mentor and train an employee for higher level 

tasks” as a means to develop employees. Mentoring was highlighted in the literature as one part 
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of the employee development process (Busine & Watt, 2005, p. 232; Gagliardi et al., 2014, p. 4; 

Haynes & Ghosh, 2008, p. 3). Gagliardi et al. (2014) explained mentoring is “an interactive, 

facilitative process meant to promote learning and development that is based on educational and 

social learning theories” (p. 4). Haynes and Ghosh (2008) asserted, “As an employee 

successively moves up to a first leadership position, and then continues up from one leadership 

position to the next, socialization and resocialization is required. Thus there is always a need for 

mentoring” (p. 5). 

Lastly, recruitment was highlighted as an area of concern for ATP participants, as 

attracting and selecting the right candidate has been challenging. Recruitment was emphasized as 

part of the TM process in the literature, as organizations often must fill knowledge and position 

gaps through hiring externally (Church, 2014, p. 239). Michaels et al. (2001) stated, “Companies 

must fundamentally rethink and rebuild their recruiting strategies . . . they should identify the 

intrinsic skills they need and then look for new faces from new places” (p. 13). Connecting this 

to the TM process, S17 explained, “Efforts should be made to support and sustain senior staff to 

make attracting and securing top recruits more likely.” Cheng (2014) proposed a person–

organization recruitment model, which extends past knowledge, skills, and ability, and includes 

characteristics such as “social skills, personal needs, values and personal interest requirements” 

(p. 128). Therefore, re-examining ATP recruitment practices that foster a suitable fit between 

candidate and organization would strengthen employee retention and morale. 

Duarte et al. (2011) provided insight into the importance of identifying key talent and 

how it relates to succession planning, explaining, “Top-performing staff who have created 

relationships and managed projects well often have a particular approach or personality that is 
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difficult to duplicate; paying attention to how they work can help ease transitions” (p. 3). 

Connecting the pieces together, Ponti (2009) summarized the systematic approach to the 

identification and subsequent development process: 

Evaluations of positions that are strategically important, hard to fill, and highly 

specialized, have a broad scope or large span of control, or are at risk of becoming vacant 

in the near future need to be prioritized for prescriptive succession planning and 

management. Those positions with greatest organizational impact and impending vacancy 

need focused attention on who the potential successors are and the development of their 

core leadership competencies. (p. 126) 

Conclusion 3: Short-term funding presents a risk to project continuity. Participants 

highlighted short-term funding cycles that result in fixed-term employment contracts as a 

challenge that has affected the ATP organization—a revelation supporting research Sub-

Question 3: What obstacles currently exist that have impacted effective succession planning 

initiatives? According to participants, annual funding cycles are a customary component of 

research organizations such as ATP, also reinforced by Ackers and Oliver (2007), who asserted, 

“Contract research positions are typically generated through externally funded research projects” 

(p. 59). The data also revealed that short-term funding poses operational and human resource 

challenges that impact succession planning. Therefore, determining how to maintain project 

continuity within the existing funding framework must be re-evaluated. 

A number of participants noted that ATP has experienced challenges with attracting and 

retaining talent, which was believed to be correlated to annual contracts that stem from short-

term funding. Foote (2004) argued, “Temporary workers who are seeking permanent 
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employment may be particularly vulnerable to unscheduled turnover” (p. 968). There is a critical 

need to either secure multi-year or permanent contracts, which could offer employees increased 

job security, provide more flexibility for achieving objectives (Barnes & O’Hara, 1999, p. 233), 

improve the ability to attract and retain talent (Auspurg & Gundert, 2015, pp. 102–103), and 

improve commitment and loyalty (Barnes & O’Hara, 1999, p. 230). Furthermore, participants 

suggested the ATP positions that pose the greatest risk to project continuity be offered permanent 

contracts, despite annual funding. IN5 stated these salaries could be absorbed by the host 

organization of AHS to provide more job security for the employee, while also protecting 

knowledge capital. Warner-Smith et al. (2007) offered the following insight into the effects of 

funding on employees: 

One barrier to continuity of staff is uncertainty of funding. People worry about their 

financial security, and instability in funding can take its toll on staff morale, so staff 

move on. When good people are recruited, the longer they remain with the project the 

more valuable they become. They have a stock of institutional memory which is 

invaluable. (p. 99) 

According to participant data, to provide career opportunities for valuable employees 

who will carry forward indispensable corporate memory, longer-term contracts must be 

considered. Single-year employee contracts put ATP continuity at risk, as top talent may leave 

for more permanent career opportunities, taking experience and knowledge with them. IN4 

commented, “None of the positions in the Tomorrow Project are permanently funded; for the 

succession planning perspective, that introduces a risk” (IN4). 
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Conclusion 4: Periodically revisiting the project vision can contribute to sustaining 

50-year continuity. The 50-year sustainability of the ATP organization is important due to its 

wide range of potential impact it may have on the research and health systems, outlined in the 

systems analysis. The overarching ATP vision statement, “inspiring research for a healthier 

tomorrow” (ATP Town Hall Meeting, personal communication, June 30, 2015), serves to drive 

employees and researchers towards a shared goal. When interview participants were asked what 

would be a measure of success for ATP at the completion of the 50-year project, responses were 

somewhat inconsistent. However, determining the 50-year project vision and identifying a shared 

measure of success would contribute to ensuring continuity of direction through multiple project 

leaders and stakeholders. Voisin (2011) asserted that vision “is a general statement about why 

the organization exists and what the organization wants to become in the future [and] should be 

accompanied by a set of core values that determine how an organization operates its business” 

(p. 52). Accepting that ATP oversight will change hands multiple times in its life span, sound 

succession planning, which includes a periodic review of a clearly articulated vision, will 

contribute to smoother transitions guided by a future-oriented purpose. This helps to provide 

insight into inquiry Subquestion 2: Why is succession planning necessary to 50-year project 

continuity? In response to this subquestion, there would be a significant impact to the research 

and health systems should ATP cease to exist due to lack of planning. 

By periodically reviewing and subsequently disseminating the project vision, the ATP 

organization will garner more support from its funders and other stakeholders by continuing to 

stay relevant and innovative. Furthermore, the project vision will guide both operational and 

scientific decision making and make leadership transitions more defined. Voisin (2011) 
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conveyed, “Articulating and disseminating this vision and its related behaviours throughout the 

organization, including the executive’s team, helps clarify decision making, and promotes 

effectiveness and efficiency” (p. 52). A clear vision is essential to a 50-year research study, as 

Warner-Smith et al. (2007) stated, 

The difference between a longitudinal study and a shorter term research study is that 

some of the issues focused on initially are likely to change not only with the inevitable 

changes in the social environment but also as the research evolves, as the interests of 

investigators change, as new investigators come on board, and as the needs of the funding 

body alter. (p. 101) 

IN4 also emphasized the importance of vision, expressing, “It’s all about tomorrow. 

Being visionary. Looking to the future. Knowing that the work done today will influence 

tomorrow” (IN4). The importance of project vision was further accentuated by IN3, who stressed 

that through a “number of iterations of leadership . . . leadership stays the course . . . or 

understands what needs to be done to continue to dynamically evolve the platform over time.” 

As each leadership transition takes place, vision can help organizations to stay focused: 

Leadership succession provides its own challenge to the continuity of an organization’s 

vision and culture. The difference today is that leadership successions appear to be 

happening with greater frequency, resulting in serial successions. Whenever a new leader 

presents oneself, he or she brings beliefs, actions, expectations, requirements, and 

practices that may put stress on the organization’s vision and culture. (Garchinsky, 2008, 

p. 8) 
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Therefore, during major change stemming from leadership transition, shared vision can assist to 

ground decisions and maintain cultural norms. 

Conclusion 5: Focusing on a knowledge-sharing culture is fundamental for 

succession planning. It was apparent in the findings that the current ATP culture is markedly 

team oriented, which will be a significant foundation for developing an effective knowledge 

sharing culture. However, a number of research participants stated that the ATP organization has 

room to improve how knowledge is shared amongst the team, particularly between functional 

areas. This conclusion serves to speak to research Subquestion 4: What knowledge transfer or 

diffusion approaches can be introduced to support succession planning? 

Knowledge sharing is a fundamental component of protecting intellectual capital (Droege 

& Hoobler, 2003). To enhance existing KM and knowledge sharing practices such as team 

meetings, extensive documentation, cross training, and presentations, participants established 

ATP leadership could incorporate additional knowledge capture and diffusion techniques to 

enhance tacit knowledge diffusion. Cullom and Cullom (2011) promoted the exchange of tacit 

knowledge, which “represents knowledge which is not easily transferred in traditional formats 

such as writing” (p. 17). Durst and Wilhelm (2012) advised that knowledge transfer is critical to 

an organization’s continuity, as most knowledge is stored in the minds of employees 

(pp. 638-639). As part of ATP continuity planning efforts, tacit knowledge sharing “can actually 

translate directly into improvements to succession planning, talent management and/or 

knowledge creation efforts over time” (Peet, 2012, p. 57). 

Through adopting a variety of knowledge sharing techniques, ATP would protect itself 

from knowledge exodus, while also promoting teamwork and communication. The literature 
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revealed that a knowledge sharing culture could be promoted through a number of methods, 

including (but not limited to) increased employee interactions (O’Dell & Hubert, 2011, p. 22), 

mentorship programs (McMurray et al., 2012; Rothwell, 2010), and shared leadership (Taylor, 

2013). 

Participants disclosed that some ATP employees feel knowledge increases job security, 

so avoid sharing that knowledge from others. According to Peralta and Saldanha (2014), this is 

not unusual behaviour. These authors stated, “Stimulating knowledge sharing effectively is one 

of the most challenging endeavors of knowledge management because knowledge tends to be 

seen by employees as a source of power and control that carries several benefits, including 

making employees less substitutable” (Peralta & Saldanha, 2014, p. 540). As such, Duarte et al. 

(2011) recommended promoting a knowledge sharing culture that would encourage others to 

share information and would support continuity efforts (p. 4). 

Scope and Limitations of the Inquiry 

In the midst of the research inquiry, my employment with the ATP organization came to 

an end, which resulted in a new dynamic with my project sponsor and less accessibility to team 

dynamics. My initial plan for the research included the ability to support the implementation of 

study recommendations as part of my position within the organization, which will now need to 

be shifted to an alternate ATP employee. In addition, my leadership role within the ATP 

organization likely produced biases and mental models (Senge, 2006) regarding what the 

organizational issues might be and also how to solve them during various stages of the research 

process; however, I attempted to mitigate these liabilities through involvement of my inquiry 

team members. Schein (2009) pointed out, “We are so filled with preconceptions, defences, tacit 
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assumptions, hypotheses, stereotypes, and expectations” (p. 649), which is why it was so critical 

to involve external resources to review my approach at each stage of the process. 

Furthermore, although there is an opportunity to delve into ATP participant retention to 

bolster 50-year continuity, due to consent guidelines for ATP participants, I lacked sufficient 

time to collect data in relation to connecting continuity to participant retention. I believe there is 

a correlation between project vision and participant involvement that might offer additional 

insight into organizational continuity. Furthermore, should ATP momentum be stalled due to 

leadership turnover and a lack of effective succession planning, I believe there is an opportunity 

to investigate potential risk of increased participant withdrawal rates or more participants being 

lost to follow up. 

Furthermore, due ATP’s reliance on external funding to operate, providing longer term or 

permanent contracts for employees may not be viable. Therefore, the ability to apply subsequent 

recommendations related to employee fixed-term contracts may be hampered based on funding 

agencies’ abilities to revise their funding cycles; ATP leaders may have limited influence related 

to external funding decisions. 

Finally, due to the periodic nature of ATP data collection from participants every 2 to 5 

years, there will be cycles of team downsizing and growth based on these shifts in organizational 

focus. In 2015, ATP leadership conducted a significant reduction in staffing, as data collection 

had been completed until the next follow-up survey. Through these cycles, engagement and 

knowledge retention could pose continuity challenges; however, downsizing effects were not 

included in the scope of this research inquiry due to time limitations. 
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Chapter Summary 

In this chapter, key research findings were articulated, followed by five conclusions, 

which were connected to the research inquiry question and subquestions. The conclusions were 

also supported by literature recapped from Chapter 2. Finally, the scope and limitations of the 

inquiry process were communicated to provide insight into the boundaries of the research 

conducted. The final chapter is a formulation of recommendations that will provide actionable 

steps that can be adopted by the ATP organization to strengthen 50-year continuity efforts. 

Finally, organizational implications and opportunities for future inquiry will be noted. 
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Chapter Five: Inquiry Implications 

In this chapter, actionable study recommendations are explored in response to the 

findings and conclusions presented in Chapter 4. The following five recommendations will guide 

the ATP organization through the final two stages of the AR model, as described by Cooperrider 

and Whitney (1999) as the design and delivery phases of the “discover, dream, design, and 

delivery [framework]” (The Appreciative Inquiry 4-D Cycle section, para. 1). Next, 

organizational implications and implications for future inquiry will be examined, followed by a 

thesis summation. 

The recommendations and implications were guided by the overarching inquiry question: 

What strategies can be adopted to support succession planning for key positions within the 

contracted workforce environment of Alberta’s Tomorrow Project? To deepen the inquiry, the 

following subquestions were investigated: 

1. What current effective succession planning practices occur within ATP? 

2. Why is succession planning necessary to 50-year project continuity? 

3. What obstacles currently exist that have impacted effective succession planning 

initiatives? 

4. What knowledge transfer or diffusion approaches can be introduced to support 

succession planning? 

5. What leadership development approaches might be needed to support a succession 

planning strategy? 
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Study Recommendations 

Based on the aforementioned conclusions, ATP leadership could employ a number of 

recommendations to strengthen succession plans and reinforce organizational continuity. The 

following actionable recommendations will lay the foundation for the ATP organization to yield 

results towards securing 50-year continuity: 

1. Implement a succession planning and succession management system. 

2. Develop and employ a talent management strategy. 

3. Investigate alternative approaches to functioning with fixed-term employee contracts. 

4. Periodically revisit the project’s vision. 

5. Build upon existing KM strategies. 

Recommendation 1: Implement a succession planning and succession management 

system. As substantiated in the literature, incorporating a succession planning process and 

methodically managing each component through succession management practices will address 

short- and long-term risks of knowledge lost through attrition. Any attempt at protecting 

organizational continuity must include succession planning and ongoing succession 

management. Dávila and Piña-Ramírez (2015) described succession planning as follows: 

The consistent, constant, and organized process to identify, develop, and support a 

pipeline of candidates for different positions throughout the company in order to maintain 

its uninterrupted operations in case of planned or unexpected vacancies, ensuring 

business continuity. Succession planning is all about making sure that the company stays 

in business with the right people, in the right place, at the right time. (p. 46) 
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The succession planning process requires a multidimensional approach encompassing a variety 

of strategies. 

Identify key positions. The first step in the development of an ATP succession plan is to 

identify key positions that pose the greatest risk to project continuity. Although the findings 

revealed the PI and DM positions held the most knowledge and influence, a thorough scan of all 

ATP positions will assist in the mitigation of unexpected knowledge attrition, while also 

identifying potential gaps. It should be noted that identifying key positions is a critical piece to 

the process, and will be fundamental to the TM activities discussed in more depth below. Ponti 

(2009) explained how to approach the process for identifying key positions: 

Evaluations of positions that are strategically important, hard to fill, and highly 

specialized, have a broad scope or large span of control, or are at risk of becoming vacant 

in the near future need to be prioritized for prescriptive succession planning and 

management. Those positions with greatest organizational impact and impending vacancy 

need focused attention on who the potential successors are and the development of their 

core leadership competencies. (p. 126) 

It should be noted that, the through the course of identifying key positions, the succession 

planning process may reveal that a change in structure may be needed. As mentioned by research 

participants, broadening of the scientific oversight could mitigate the risk of having one scientific 

leader bear the majority of responsibility. As cited by two interviewees, this could be achieved 

through having co-PIs run the study, or through expanding the roles of the Scientific Steering 

Committee members to include some additional oversight responsibilities. Either of these options 

would protect ATP from losing momentum or stalling completely in the event the current PI 
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departs. IN6 offered, “You need to have a number of people to share that kind of workload, also 

the scientific leadership for something of that magnitude requires many minds to help it really 

run well” (IN6). 

Develop a replacement plan. Replacement planning will provide a short-term solution to 

protect continuity through unexpected or sudden departures. To start, ATP leadership could 

conduct a high-level assessment of the previously identified positions to establish a replacement-

planning structure. Replacement planning is a “process of identifying short- or long-term 

backups so that organizations have people who can assume responsibility for critical positions 

during emergencies” (Rothwell, 2011, p. 87). Replacement planning will allow the ATP 

organization to build internal capacity and also support the development of its employees 

through providing new opportunities for learning. Rothwell (2011) further supported, 

“Replacement planning can be a possible starting point for introducing succession planning and 

talent management into an organization that has not previously pursued systematic approaches to 

developing talent” (p. 97). However, he cautioned that replacement planning is no substitute for 

succession planning and TM, but can be “one effective way by which to begin a process of 

introducing systematic succession planning and talent management to an organization” 

(Rothwell, 2011, p. 97). 

Communicate succession planning strategies to all relevant stakeholders. From a 

systems thinking perspective, including all stakeholders in the process provides a diversification 

of opinions and increases investment and commitment in the process. Duarte et al. (2011) 

advised “discussions with staff about their own skill and career development can be used at times 

to also help staff understand why a part of their current job is preparing the way for someone else 
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to take their place” (p. 5). Communication is also a foundational component of the ARE model, 

as it “seeks to explicate an action research cycle of collaborative inquiry, dialogue, reflection and 

deliberation that strengthens the readiness of the organization to launch a structural or process 

change intervention” (Rowe et al., 2013, p. 19). 

Furthermore, part of the succession management practice involves periodic review of 

associated activities and measuring the progression of each process. Therefore, integrating 

succession planning into organizational strategy meetings would ensure the processes become 

assimilated into the ATP culture. A secondary benefit would potentially be increased support and 

commitment from stakeholders, particularly funding agencies, which may also result in 

improved funding support for employee development initiatives. 

Recommendation 2: Develop and employ a talent management strategy. TM is a 

multi-layered system that encompasses recruitment, talent identification, retention, employee 

development, career planning, and promotion. The TM model will be central to the succession 

planning process. Through conversation, observation, and work assessment, the organization can 

identify existing employees with leadership potential and those who are invested in the ATP 

organization and engage in the growth and development of the identified talent. Collings and 

Mellahi (2009) provided the following more detailed definition of TM: 

Activities and processes that involve the systematic identification of key positions which 

differentially contribute to the organisation’s sustainable competitive advantage, the 

development of a talent pool of high potential and high performing incumbents to fill 

these roles, and the development of a differentiated human resource architecture to 
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facilitate filling these positions with competent incumbents and to ensure their continued 

commitment to the organisation. (p. 304) 

Identify existing talent. A primary step in the TM process is talent identification, which 

can be achieved as part of the identification of key positions mentioned previously. Identifying 

talent would begin with a knowledge, skills, and abilities inventory, followed by an evaluation of 

departure risk for each position. This process can also identify gaps in knowledge and skills, 

which will subsequently inform where to invest time and resources related to training and 

development, or may require new talent to be recruited to close those gaps. Michaels et al. 

(2001) defined talent as “the sum of a person’s abilities—his or her intrinsic gifts, skills, 

knowledge, experience, intelligence, judgment, attitude, character and drive . . . it includes his or 

her ability to learn and grow” (p. xii). 

Adapt current recruitment tactics. Attracting and retaining talent was highlighted in the 

data as an area that has led to challenges in the past. Recruitment is also essential to the TM 

process. This process can commence at the recruitment stage through identifying key qualities 

that will support longer-term commitment and organizational growth. For example, in their 

ALSWH study, Warner-Smith et al. (2007) asserted, 

Enthusiastic and “willing to learn” applicants are more valuable in the long term than 

people with more “conventional” skills in a particular area, as the needs of the project are 

continually developing and changing over time . . . flexibility is a key staff selection 

criterion. (p. 98) 

Solidifying the skills, knowledge, abilities, and desired characteristics of each ATP position will 

provide valuable guidance when those positions are being recruited in the future. 
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Related to recruitment within a short-term funding framework, Auspurg and Gundert 

(2015) concluded, “High-skilled individuals are less willing to accept fixed-term jobs than low-

skilled individuals” (p. 103). They argued this is due to skilled candidates having more 

bargaining power, resulting in less skilled employees accepting temporary positions 

(pp. 102-103). Therefore, transparency around the nature of fixed-term contracts and longer term 

career opportunity within ATP must be communicated to potential candidates. Select ATP 

employees have received successive, annual contracts for up to 12 years, which provides 

evidence of internal career security despite short-term funding cycles. Reinforcing this message 

during recruitment efforts may begin to attract candidates with the desired expertise. 

Enhance the talent review process. The ATP organization employs annual performance 

reviews for employees; however, there is an opportunity to incorporate additional TM metrics 

into the existing model. Talent reviews can be used as a formalized method for incorporating 

career development conversations, assessing departure risk, and identifying skill gaps for each 

employee. Hall-Ellis (2015) promoted, 

Investing the time to assess current performance and to identify leadership potential 

brings positive results for the employee and the organization. When succession planning 

is integrated with a talent management plan, employees recognize that their contributions 

are acknowledged, valued and important. (p. 97) 

Church (2014) similarly emphasized, “Embedding talent metrics in performance 

management is potentially a best practice if implemented well” (p. 236). Therefore, building on 

the existing performance review process would help to formalize and expand assessment and 

broaden dialogue to include career planning with each employee. Stallard and Pankau (2008) 
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supported the employee assessment process, stating, “Assessment tools enable people to identify 

their skills, temperaments, learning styles, thinking styles, and values. Providing these resources 

to people will help leaders place them in the roles where they will be most likely to excel” 

(p. 21). 

Nurture employee learning and development. Investing in key employees’ growth and 

development will be crucial to securing the next generation of project leaders. “The organisation 

needs to provide systems that enable both personal and organisational goal attainment in addition 

to ensuring succession planning and the preservation of institutional memory” (Warner-Smith et 

al., 2007, p. 103). Connecting employee development to the succession management process, 

Newhall (2015) believed development of employees “needs to be managed dynamically and 

reviewed frequently so that the development progress of the right people in those top cells can be 

closely monitored – otherwise, talent and succession management will become misaligned” 

(p. 4). 

The ATP organization has already adopted some effective learning and development 

practices such as team training session and access to AHS courses. To enhance employee 

development, ATP leadership could focus learning initiatives on key identified employees, and 

could also expand development to include additional methods such as mentorship and enriched 

knowledge sharing practices. Kouzes and Posner (2012) stated that every leader’s job is to 

promote the learning and development of team members; organizations lacking this ability may 

see employees leave for better opportunities (pp. 260–261). 

Recommendation 3: Investigate alternative approaches to functioning with fixed-

term employee contracts. The findings revealed that annual funding cycles result in successive 
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1-year contacts for all ATP employees, regardless of position, tenure, or knowledge. ATP 

leadership revealed ongoing efforts to engage funding agencies in multi-year funding 

agreements. In addition, discussions with members of the host organization, AHS, had been 

started regarding permanent contracts for select, high value ATP positions and conversations are 

ongoing. If it turns out that multi-year or permanent contracts are not an option for ATP 

employees, the ATP organization must move to employ strategies to mitigate the consequences 

of fixed-term employee contracts. 

Continue to foster employee engagement. Looking through the AI lens, the participant 

data showed little evidence of current employee engagement challenges; however, with each 

leadership transition the culture could shift. Warner-Smith et al. (2007) offered the following 

insight into the effects of funding on employees: 

One barrier to continuity of staff is uncertainty of funding. People worry about their 

financial security, and instability in funding can take its toll on staff morale, so staff 

move on. When good people are recruited, the longer they remain with the project the 

more valuable they become. They have a stock of institutional memory which is 

invaluable. (p. 99) 

Recommendation 4: Periodically revisit the project’s vision. The current ATP vision 

statement, “inspiring research for a healthier tomorrow” (ATP Town Hall Meeting, personal 

communication, June 30, 2015) provides a solid foundation for guiding the ATP project into the 

future. However, the research data revealed that the ATP project vision is an essential component 

for driving research decisions, so enhancing and regularly reviewing the project vision would 

provide further focus for the ATP organization. Voisin (2011) asserted that vision “is a general 
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statement about why the organization exists and what the organization wants to become in the 

future [and] should be accompanied by a set of core values that determine how an organization 

operates its business” (p. 52). Senge (2006) cautioned that a vision moves beyond just words or a 

statement, explaining, “People need visions to make the purpose more concrete and tangible” 

(p. 208). As a 50-year study, thinking into the future is necessary to maintain momentum and 

stay relevant to the research community and other stakeholders. 

Investing time in the creation of a clear, shared vision will also serve to boost 

commitment from stakeholders. Voisin (2011) conveyed, “Articulating and disseminating this 

vision and its related behaviours throughout the organization, including the executive’s team, 

helps clarify decision making, and promotes effectiveness and efficiency” (p. 52). 

Recommendation 5: Build upon existing knowledge management strategies. KM and 

how knowledge is transferred are key to protecting valuable intellectual capital, both tacit and 

explicit. By expanding on existing KM strategies, the ATP organization will enhance employee 

learning practices and further strengthen its team culture. According to Durst and Wilhelm 

(2012), knowledge transfer is critical to a company’s continuity, as most knowledge is stored in 

the minds of employees, as opposed to physically stored or shared (pp. 638–639). 

Adopt additional methods for explicit knowledge capture. KM was highlighted in the 

data as a significant area of focus for ATP leadership, particularly in terms of substantive 

documentation of processes, historical records, and data storage. However, there are additional 

methods to capture explicit knowledge, specifically in relation to position descriptions and 

records for critical project decisions, which will assist to inform future generations through 

successive project stages. Duarte et al. (2011) explained, “A job manual goes beyond a simple 
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job description by providing detail on the critical parts of each person’s job including data 

management processes, regular meetings, reporting responsibilities, coaching templates and 

processes” (p. 3). While Warner-Smith et al. (2007) stressed the importance of “keeping minutes 

of meetings and ensuring that the reasons for important research decisions are documented. This 

is extremely important – we have lost count of the number of times we have been asked ‘why did 

you do that?’” (p. 96). The ATP organization can build on current documentation practices to 

protect explicit knowledge in additional ways. 

Encourage a knowledge sharing culture. The data analysis revealed the ATP 

organization has been adopting some sound knowledge sharing practices. To support a more 

robust approach, ATP leadership could employ additional knowledge sharing strategies to 

promote knowledge diffusion and employee learning. For example, providing additional 

flexibility in work tasks would accommodate more knowledge sharing opportunities between 

functional groups, which would boost collaboration and ensure multiple employees would hold 

valuable project knowledge. The following three knowledge sharing approaches would lay the 

groundwork for promoting and reinforcing a knowledge sharing culture: GKI, shared leadership, 

and mentoring. 

Generative knowledge interviewing. Peet (2012) created a unique method of tacit 

knowledge retrieval called GKI as a way to “synthesize the tacit and explicit knowledge they 

were gaining from both academic courses and real-life experiences” (p. 48). The GKI approach 

involved “‘generative’ listening whereby the interviewer seeks to dwell within the speaker’s 

stories, listening for and discerning the tacit ‘core capacities’ which are embedded within those 

stories but are not actually spoken” (Peet, 2012, p. 49). The GKI approach aligns with the ATP 
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team-oriented culture. Sharing stories and experiences from the past and with one another is a 

common occurrence within the ATP environment; therefore, the GKI approach would fit well 

with current organizational practices. This approach would also move the organization towards 

adopting more knowledge sharing practices. 

Shared leadership. Taylor (2013) presented the shared leadership approach as the 

implementation of KM teams. Pearce and Conger (2003) defined shared leadership as “a 

dynamic, interactive influence process among individuals in groups for which the objective is to 

lead one another to the achievement of group or organizational goals or both” (p. 1). There a 

number of advantages to incorporating a shared leadership model. Pearce and Conger argued the 

shared leadership approach would not only assist with knowledge sharing, but also enhance 

teamwork (p. 273), collaboration (p. 65), and commitment (p. 56), as employees would feel more 

engaged (p. 233) through the organization’s investment in their contribution. Essentially, a 

shared leadership has already been adopted at some levels within the ATP formal structure, but 

this practice could be diversified through building shared leadership teams, putting more 

accountability in the hands of the employees. 

Mentoring. The final recommendation for knowledge sharing is for ATP to adopt a 

mentorship program, which also serves to promote learning and development. Rothwell (2010) 

explained, “Mentors offer advice on what to do, how to do it, and why it is worth doing in a 

situation . . . [and can] facilitate knowledge transfer” (Chapter 10, Strategy 9 section, para. 1). 

Mentoring can function as part of the TM process and can provide insight into employee 

readiness for more challenging roles. McMurray et al. (2012) asserted, “Mentoring helps people 

develop a non-vertical career path, sometimes with unconventional moves” (p. 367). Haynes and 
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Ghosh (2008) also provided support for mentoring, declaring, “Contemporary organizations have 

implemented formal mentoring programs and others have acknowledged that mentoring is useful 

in facilitating personal and professional development of employees” (p. 3). Formalizing the 

practice of pairing mentors with mentees may also promote employee commitment, as 

individuals may feel the organization is investing in their development. To ensure success in the 

pairing of mentors and mentees, ATP leadership needs to pay close attention to the progress and 

learning outcomes of the relationship. 

Organizational Implications 

ATP organizational sponsor, Dr. Robson, was engaged early on in my program, as we 

mutually determined the topic that was the most suitable and impactful for the project. 

Succession planning had been a hot topic during stakeholder meetings, and through multiple 

conversations with Dr. Robson, we concurred that continuity needed to be addressed. Dr. Robson 

and I met on multiple occasions to review various stages of writing, obtain feedback on which 

participants to engage in the data collection process, and review draft survey and interview 

questions. After the data had been collected, I provided a summary report of findings, 

conclusions, and draft recommendations to her for review and inclusion in the ATP annual 

report. Finally, after final modifications were made, I presented findings, conclusions, and 

recommendations to members of the ATP leadership team for comment and discussion. This 

conversation led to various questions regarding implementation, including leaders requesting 

additional information regarding the shared leadership approach and potential risks to employee 

engagement should only a portion of employees received longer-term or permanent contracts. 

The latter question was not addressed in the scope of this inquiry; however, I recommend 
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continuing with open communication and employing change leadership strategies that would 

mitigate the risk of disengagement. 

The ATP organization has proven adaptable to change in the past, and will need to 

maintain change readiness through the implementation of succession planning initiatives. 

According to Burke (2009), the change process is not linear, and due to overlapping elements 

(pp. 737–738), each phase (pre-launch, launch, and post-launch) is equally important. The 

consistent element running through Burke’s (2009) framework is the importance of effective 

leadership to carry through with each phase to support the organizational change effort. Bolman 

and Deal (2013) argued, “Many improvement efforts fail not because managers’ intentions are 

incorrect or insincere but because they are unable to handle the social challenges of change” 

(p. 171). 

In my own experience in leading the ATP team through organizational change efforts, the 

most useful approach to succeeding with change adoption was repeatedly providing clarity of 

vision and direction (Burke, 2009, pp. 746–747). Kotter (2008) asserted, “Feelings are more 

influential than thoughts” (p. 45). Change can be an emotional journey, so ATP leaders must 

continue to stay engaged with what employees are feeling through the process. 

Implications for Future Inquiry 

There was a dearth of literature related to succession planning within fixed-term contract 

environments or in a longitudinal research study, which require unique succession planning 

strategies. Longitudinal research environments are relatively new and uncommon in comparison 

to short-term research organizations. Therefore, additional opportunity exists to investigate how 
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funding cycles and successive, fixed-term employment contracts affect morale, turnover, and 

commitment within these environments. 

Furthermore, longitudinal research environments such as ATP, which rotate between data 

collection phases and data analysis and research phases, will experience cycles of organizational 

growth and downsizing, which will have bearing on knowledge retention, employee engagement, 

and succession planning efforts. There was a gap in the literature related to the specific 

knowledge and human capital challenges that longitudinal research environments face through 

the life of the research project. 

After meeting with members of ATP leadership to review conclusions and 

recommendations, the consensus was that the proposed recommendations made sense to 

addressing continuity efforts, particularly succession planning. However, uncertainty regarding 

changes to short-term funding and permanent employee contracts was evident. One leadership 

team member expressed, “I’m skeptical that it would be feasible,” while the ATP project sponsor 

acknowledged, “There’s no appetite for it right now, and that’s the challenge” (P. Robson, 

personal communication, May 3, 2016). Therefore, the only recommendation that may result in 

barriers for adoption would involve changes to the existing funding and employee contract 

structure. 

Appreciating current efforts to resolve succession planning challenges, Dr. Robson 

acknowledged, “There are lots of things that we have started to do, and are doing, with the team 

that speak to a lot of your recommendations” (P. Robson, personal communication, May 3, 

2016). Therefore, integrating research recommendations would be achievable through building 

on the existing best practices. 



ATP ORGANIZATIONAL CONTINUITY 111 

Moving forward through the implementation of recommendations, ATP leadership has 

requested that I provide additional resources for methods of conducting an analysis of skills, 

knowledge, and abilities of employees. In addition, I have communicated my willingness to 

assist the ATP organization through each phase, on a consultative basis, to provide knowledge 

resources and answer questions related to the TM and succession management processes. 

Chapter and Thesis Summary 

The final chapter synthesized the literature and conclusions to formulate actionable 

organizational recommendations. In addition, the organizational implications and opportunities 

for future research were discussed. 

The inquiry revealed from data collected from stakeholders and relevant supporting 

literature, that ATP has an opportunity to protect organizational continuity through the adoption 

of effective succession planning, TM, KM, and the periodic review of the project vision. It is 

evident that ATP stakeholders view continuity as an important focus, and therefore 

organizational leaders can build on existing successes to protect and grow knowledge and talent. 

As a means to guide the succession planning process, a roadmap for ATP organizational leaders 

is summarized in Figure 6 that integrates the key actionable processes extracted from the 

literature review concepts and inquiry recommendations.  

I am confident that ATP leadership is ready to act on recommendations and are invested 

in the TM and succession management approaches discussed throughout the paper. Cohn et al. 

(2005) provided the following concise summation of the benefits of succession planning: “Those 

CEOs who are effective at building strong leadership teams tend not to have any reservations 

about succession; they embrace succession planning and integrate it closely with the company’s 
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management-training and development programs” (p. 66). The ATP organization is poised to 

pursue this organizational change initiative, and there was no indication of resistance by any 

member of the team. 

 

Figure 6. A flow chart summary of key steps to guide the succession planning process. 
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Appendix A: ATP Governance Relationships 

 

Note. BC = British Columbia. 

From P. Robson (personal communication, February 26, 2015).  
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Appendix B: ATP Organizational Chart 

 

Note. ATP = Alberta’s Tomorrow Project. 

From P. Robson (personal communication, February 26, 2015). 
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Appendix C: ATP Employee Survey Word Frequency Illustration 
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Appendix D: Action Research Engagement Model 

 

Note. AR = Action Research; ARE = Action Research Engagement. 

From Action Research Engagement, by Rowe, Graf, Agger-Gupta, Piggot-Irving, & Harris, 

2013, ALARA Monograph Series No. 5, p. 20. Copyright 2013 by Rowe et al. Reprinted with 

permission. 

 



ATP ORGANIZATIONAL CONTINUITY 129 

Appendix E: Email Invitation for Survey Participants 

Dear Prospective Participant, 

On behalf of Melissa Ketler, I would like to invite you to be part of a research project being 

conducted as part of the requirement for her Master’s Degree in Leadership at Royal Roads 

University. You are being invited to be part of phase one of the data collection process of the 

succession planning inquiry with Alberta’s Tomorrow Project (ATP). Melissa’s credentials with 

Royal Roads University can be confirmed by contacting [Name], [Title], School of Leadership 

Studies: [Email]@RoyalRoads.ca or [Phone number]. 

The objective of the research project is to determine what strategies can be adopted to support 

succession planning for key positions within the contracted workforce environment of Alberta’s 

Tomorrow Project. 

You have been selected to be one of 20 to 24 employees to provide input. Melissa hopes to 

gather your insights on how to support 50-year continuity for ATP, and your employment with 

the project would offer a unique perspective, and would support diversity in the data. However, 

you are not required to participate in this research project. If you do choose to participate, you 

are free to withdraw at any time. Your withdrawal will be without prejudice. 

This survey will be conducted anonymously to ensure privacy and confidentiality of participants. 

All responses will be captured through the online survey portal and then aggregated with all 

others; all comments will also be anonymous in the final report to management. All records will 

be destroyed one year after the research is completed. By completing the questionnaire online 

you are giving free and informed consent to participate in this anonymous survey. 

I have attached the research information letter, which further outlines the research process being 

conducted, and the involvement of participants. 

Please feel free to contact me at any time should you have additional questions regarding the 

project and its intended outcomes and I will forward your inquiries anonymously to Melissa 

Ketler. 

If you would like to participate, please complete the survey by Wednesday, December 9th, 2015. 

The link to the survey is here: [survey link]. 

Thank you, 

[Administrative Assistant] 

[Title] 

Email: [email address] 

Telephone: [telephone number] 
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Appendix F: Inquiry Team Member Letter of Agreement 

In partial fulfillment of the requirement for a Master of Arts in Leadership Degree at Royal 

Roads University, Melissa Ketler (the Student) will be conducting an inquiry research study at 

Alberta’s Tomorrow Project to determine what strategies can be adopted to support succession 

planning for key positions within the contracted workforce environment of Alberta’s Tomorrow 

Project. Melissa’s credentials with Royal Roads University can be confirmed by contacting 

[Name], [Title], School of Leadership Studies: [Email]@RoyalRoads.ca or [Phone number]. 

Inquiry Team Member Role Description: 

As a volunteer inquiry team member assisting the student with this project, your role may 

include one of more of the following: providing advice on the relevance and wording of inquiry 

questions and letters of invitation, supporting the logistics of the data gathering methods, 

assisting with a pilot of the survey and/or interview questions, and reviewing the analysis of data 

to assist the student in identifying potential bias in producing themes. 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 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. 

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 Melissa Ketler, the student. 

Statement of Informed Consent: 

I have read and understand this agreement. 

 

Name:  _________________________ 

Signature:  _________________________ 

Date:   _________________________ 
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Appendix G: Landing Page Consent and Survey Questions 

Melissa Ketler is conducting research as a part of the requirement for a Masters of Arts in 

Leadership Studies at Royal Roads University. Melissa’s credentials with Royal Roads 

University can be confirmed by contacting [Name], [Title], School of Leadership Studies: 

[Email]@RoyalRoads.ca or [Phone number]. 

The first phase of research will consist of this online survey. The survey will aim to gather 

information on employee views on strategies to support 50-year continuity for Alberta’s 

Tomorrow Project (ATP). Questions are related to employee views on working for Alberta’s 

Tomorrow Project, employee training and development, career plans, hiring and layoffs, and 

knowledge transfer. The survey will contain approximately 15 open-ended questions, which 

should take approximately 30 to 45 minutes to complete. 

In addition to submitting the final report to Royal Roads University in partial fulfillment for a 

MA in Leadership, she will also be sharing my research findings with the ATP leadership team. 

In addition, all participants will be able to access the information as part of the final report. 

The information you provide will be summarized, in anonymous format, in the body of the final 

report. At no time will any specific comments be attributed to any individual. All individual data 

gathered will be kept confidential. All aggregate data will be shared with ATP leadership 

following the completion of the research, and a copy of the research can be made available to 

you. 

All data gathered will be stored on the [external website name] servers. Information gathered in 

this research will be downloaded from the server at the end of the survey, and stored in a secure 

location for one year. Following this, all raw data will be destroyed. 

As this is an anonymous survey, individual participants’ data cannot be removed once submitted. 

You are not required to participate in this research project. If you do choose to participate, you 

are free to withdraw at any time while completing the survey without prejudice. Similarly, if you 

choose not to participate in this research project, this information will also be maintained in 

confidence. Once you have submitted the survey, you may not withdraw your responses, as they 

will be a part of the anonymous survey data. 

Your completion of this survey will constitute your informed consent. 

This project has been reviewed and received ethics clearance through a Royal Roads University 

Research Ethics Committee. If you have any additional questions about my research project, 

please contact me at: 

Email: [email]@gmail.com  

Telephone: [phone number] 

 

1) How long have you been employed by Alberta’s Tomorrow Project (ATP)? 
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a) Less than 3 years 

b) 3 to 5 years 

c) More than 5 years 

2) What are the top reason(s) you think your employment with ATP might eventually end? 

(select all that apply) 

a) End of contract 

b) Retirement 

c) Resign due to lack of opportunity 

d) Pursuit of further education 

e) A new job opportunity (external) 

f) Workplace discontent 

g) Parental leave 

h) Performance termination 

3) What are your career plans in the next three to five years? 

a) Stay with ATP in current position 

b) Attain another position within ATP 

c) Pursue further education 

d) Attain a position within another AHS department 

e) Attain employment with another organization 

4) Describe how ATP might support you in your career plans. 

5) What do you believe might be obstacles to your attainment of other positions within ATP? 

(List all that apply) 

6) In terms of succession planning, what current ATP positions do you feel are most critical to 

the project’s long-term continuity? 

7) Over the 15-year history of ATP, many employees in key positions have departed or taken a 

leave of absence. In what ways do you think finding successors or replacements for some 

positions might be challenging for ATP? 

8) Describe your thoughts and feelings when ATP hired external candidates to fill key 

positions? 

9) Are there any formal or external training opportunities do you feel ATP could adopt to 

further develop the skills of employees? 

10) In relation to ATP employee training and development, what is working well? 

11) What practices are currently used by ATP to encourage knowledge sharing with other ATP 

employees? 

12) Describe what factors, if any, are discouraging ATP employees from sharing knowledge 

among themselves. 
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13) ATP downsized in March 2015 due to a change in organizational focus. This resulted in 

contracts ending. How did you feel about that situation? 

14) What strategies would you like to see ATP employ to build on current employee 

development practices? 

15) In your opinion, what are the positive aspects about working for ATP? 
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Appendix H: E-mail Invitation for Survey Participants 

Dear [Prospective Participant], 

 

On behalf of Melissa Ketler, I would like to invite you to be part of a research project being 

conducted as part of the requirement for her Master’s Degree in Leadership at Royal Roads 

University. I would like to invite you to be part of phase one of the data collection process of the 

succession planning inquiry with Alberta Tomorrow Project (ATP). 

 

The objective of the research project is to determine what strategies can be adopted to support 

succession planning for key positions within the contracted workforce environment of Alberta’s 

Tomorrow Project.  

 

You have been selected to be one of approximately 24 employees to provide input. Melissa 

hopes to gather your insights on how to support 50-year continuity for ATP, and your 

employment with the project would offer a unique perspective, and would support diversity in 

the data. However, you are not required to participate in this research project. If you do choose to 

participate, you are free to withdraw any time. Your withdrawal will be without prejudice. 

 

This survey will be conducted anonymously, and will be de-identified to ensure privacy and 

confidentiality of participants. All responses will be captured through the online survey portal 

and then aggregated with all others; all comments will also be anonymous in the final report to 

management. All records will be destroyed one year after the research is completed. By 

completing the survey, you are giving free and informed consent to participate in this research 

inquiry. 

 

Please feel free to contact me at any time should you have additional questions regarding the 

project and its intended outcomes. 

 

Thank you, 

[Administrative Assistant] 

Email: [email address] 

Telephone: [telephone number] 
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Appendix I: Research Information Letter 

Study title: Strategies to support 50-year continuity for Alberta’s Tomorrow Project 

My name is Melissa Ketler, and this research project is part of the requirement for a Master of 

Arts in Leadership at Royal Roads University. My credentials with Royal Roads University can 

be confirmed by contacting [Name], [Title], School of Leadership Studies: 

[Email]@RoyalRoads.ca or [Phone number]. 

Purpose of the study and sponsoring organization 

The purpose of my research project is to discover strategies to support succession planning for 

key positions within the contracted workforce environment of Alberta’s Tomorrow Project 

(ATP), which is situated within CancerControl as a department within Alberta Health Services. 

Your participation and how information will be collected 

The research will consist of a multi-method approach. The first phase will consist of one survey 

which will be completed by approximately 20 to 24 members of the ATP team. The survey will 

aim to gather information on employee views on working for ATP, employee training and 

development, career plans, hiring and layoffs, and knowledge transfer. The survey will contain 

approximately 15 multiple choice, closed and open-ended questions, which should take 

approximately 30 to 45 minutes to complete. 

The results of the surveys will inform the final phase of data collection which will be one on one 

semi-structured interviews conducted with four external stakeholders and two members of ATP 

leadership. The questions posed for each interview will be pre-determined based on information 

gathered from the first phase of data collection. Each interview will be conducted either in 

person or via teleconference and will last approximately 60 minutes. 

Benefits and risks to participation 

The participants may not directly benefit from this study; however, investigating strategies for 

succession planning has the potential to enhance the skill, development, and advancement 

opportunities of employees. In addition, succession planning strategies to support long-term 

project continuity may prove beneficial to the research community, which may contribute to 

improving patient outcomes of chronic disease. 

Risks (besides giving of your time) to participating in this research study may include discomfort 

or distress in responding to research questions. If any distress is experienced through the course 

of the inquiry process, participants can choose to withdraw at any time without prejudice. 

Inquiry team 

There are five inquiry team members who will be assisting me with this research inquiry. Two 

are fellow Royal Roads University students to assist in the creation and pilot testing of questions. 

Two others are current and former AHS employees, not situated within the ATP organization, 
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who are familiar with the project and will be recruited to pilot test inquiry questions, as well as 

assist in checking my themes for potential bias. The final inquiry team member will be an ATP 

administrative assistant who will conduct the survey invitations to ATP team members to protect 

the confidentiality and identity of respondents. 

Real or perceived conflict of interest 

Due to my leadership position within ATP, it may be perceived that there is a conflict of interest 

associated to the outcomes of a succession plan, as my position may be the focus of succession 

recommendations, which may lead to bias. Furthermore, as I am employed and paid by ATP, and 

will be working on the research during working hours, it may be a perceived conflict of interest 

if the organization benefits from the research recommendations. I disclose this information here 

so that you can make a fully informed decision on whether or not to participate in this study. 

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 transcripts or audio files) will be stored on a 

password protected computer on my home computer. 

Information will be recorded in hand-written format, electronically, and in audio recorded format 

and, where appropriate, summarized, in anonymous format, in the body of the final report. At no 

time will any specific comments be attributed to any individual unless specific agreement has 

been obtained beforehand. All documentation will be kept strictly confidential. Research data 

will be stored for a period of one year, after which time all electronic and recorded data will be 

permanently deleted and hard copy data shredded. 

Information collected from withdrawn participants from the interviews method will not be 

retained. However, for anonymous survey responses, identifying individual participants will not 

be possible, therefore data collected from the survey will continue to be included in the research. 

Data collected from the electronic survey platform (JitsuTech) will be stored on a Canadian 

server. 

Sharing results 

In addition to submitting my final report to Royal Roads University in partial fulfillment for a 

Master of Arts in Leadership, I will also be sharing my research findings with members of the 

ATP and AHS organization. It is not the intention to use the data for any additional research. All 

research respondents will be sent a copy of the research findings via email or link to an online 

version. 

Procedure for withdrawing from the study 



ATP ORGANIZATIONAL CONTINUITY 137 

Participants selected for the interviews can withdraw from the study at any time without 

prejudice, by contacting Melissa Ketler (me) by phone or email, and all data will be destroyed 

within 48 hours of request. 

For survey respondents, data cannot be removed due to anonymity of participants, therefore, any 

requests to withdraw from the study will not result in the destruction of data. 

You are not required to participate in this research project. By replying directly to the e-mail 

request for participation, by completing the online survey, or signing the in-person consent 

form—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. 

Sincerely, 

Melissa Ketler 
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Appendix J: Electronic Survey Invitation First Reminder 

Thank you to all those who have already completed the survey distributed to you to explore 

strategies to support 50-year continuity for Alberta’s Tomorrow Project. 

For those who have not yet completed the survey, this is a gentle reminder that your voluntary 

and anonymous participation would be greatly appreciated. In order for the data to reflect the 

diverse perspectives of the ATP team, a significant response rate is required. If you would like to 

refresh your memory on the purpose of the survey, please see the attached information 

previously sent to you when the initial invitation was distributed. 

By clicking on the JitsuTech link below and completing and returning the anonymous survey, 

you are giving your free and informed consent to participate in this research project. It is 

expected that this survey will require approximately 30 minutes of your time. 

[link to survey] 

For additional information on this survey, please contact [Administrative Assistant Name] at 

[telephone number]. If you have any further questions pertaining to this research study, please do 

not hesitate to contact [name] and she will forward your questions anonymously to Melissa 

Ketler. 

Sincerely, 

[Name] 

Administrative Assistant 
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Appendix K: Informed Consent for Electronic Survey 

Melissa Ketler is conducting research as a part of the requirement for a Masters of Arts in 

Leadership Studies at Royal Roads University. Melissa’s credentials with Royal Roads 

University can be confirmed by contacting [Name], [Title], School of Leadership Studies: 

[Email]@RoyalRoads.ca or [Phone number]. 

The first phase of research will consist of this online survey. The survey will aim to gather 

information on employee views on strategies to support 50-year continuity for Alberta’s 

Tomorrow Project (ATP). Questions are related to employee views on working for Alberta’s 

Tomorrow Project, employee training and development, career plans, hiring and layoffs, and 

knowledge transfer. The survey will contain approximately 15 open-ended questions, which 

should take approximately 30 to 45 minutes to complete. 

In addition to submitting the final report to Royal Roads University in partial fulfillment for a 

MA in Leadership, she will also be sharing my research findings with the ATP leadership team. 

In addition, all participants will be able to access the information as part of the final report. 

The information you provide will be summarized, in anonymous format, in the body of the final 

report. At no time will any specific comments be attributed to any individual. All individual data 

gathered will be kept confidential. All aggregate data will be shared with ATP leadership 

following the completion of the research, and a copy of the research can be made available to 

you. 

All data gathered will be stored on the [external website name] servers. Information gathered in 

this research will be downloaded from the server at the end of the survey, and stored in a secure 

location for one year. Following this, all raw data will be destroyed. 

As this is an anonymous survey, individual participants’ data cannot be removed once submitted. 

You are not required to participate in this research project. If you do choose to participate, you 

are free to withdraw at any time while completing the survey without prejudice. Similarly, if you 

choose not to participate in this research project, this information will also be maintained in 

confidence. Once you have submitted the survey, you may not withdraw your responses, as they 

will be a part of the anonymous survey data. 

Your completion of this survey will constitute your informed consent. 

This project has been reviewed and received ethics clearance through a Royal Roads University 

Research Ethics Committee. If you have any additional questions about my research project, 

please contact me at: 

Email: [email]@gmail.com  

Telephone: [phone number] 
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Appendix L: Interview Questions 

Opening Script: Thank you for meeting with me and agreeing to participate in my research 

inquiry. I’ve received your signed consent form, but would you like me to review the informed 

consent information? [wait for response]. 

I will be recording this interview and taking some hand-written notes. The recording will be 

transcribed, and once completed, I will send your interview transcription for you to review. 

Should any parts of the interview result in identification of the participant, I will not use it in the 

final report without prior permission and consent from the interviewee. 

Upon completion of my thesis, I will provide a copy to all participants. All data will be destroyed 

after one year. 

Do you have any questions before we begin? 

STRUCTURED INTERVIEW QUESTIONS: 

1) What is your relationship to Alberta’s Tomorrow Project? 

2) What is your interpretation of the term “succession planning” as it relates to ATP? 

3) Why do you think succession planning is important to ATP? 

4) What do you think ATP has done or is doing well to ensure continuity? 

5) What do you believe are the short-term and long-term consequences of having no succession 

planning in place for key positions? 

6) What do you believe ATP will need to focus on to continue for 50 more years? 

7) Is there anything else that might be an impediment to ATP’s success over the next 50 years? 

8) Have you had any succession planning experiences or challenges that you could share? 

9) How do you think annual contracts might affect succession planning, if at all? 

10) What do you believe have been the biggest challenges for ATP succession planning to date? 

11) Are there any ways that AHS, funding agencies or other stakeholders might be able to further 

support ATP succession planning initiatives? 

12) How do you think ATP team culture might influence or impact succession planning? 

13) What kind of culture would you like to see ATP establish with its employees over the next 50 

years? 

14) In fifty years, how will you know that ATP has been a success? What legacy (or impact) 

would you like the project to leave behind? 
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Appendix M: E-mail Invitation for Interview Participants 

[Date] 

Dear [Prospective Participant], 

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. I 

would like to invite you to be part of phase two of the data collection process of the succession 

planning inquiry, part one of which I launched on [date] with Alberta’s Tomorrow Project (ATP) 

employees through an online survey. 

The objective of my research project is to determine what strategies can be adopted to support 

succession planning for key positions within the contracted workforce environment of Alberta’s 

Tomorrow Project. By recently involving ATP employees in the inquiry process, I have gained 

key pieces of information from their perspective on what is required for ATP succession 

planning. Having now summarized and analyzed the survey data, I would like to interview 

external stakeholders to delve deeper into the emerging themes and gain some clarity about what 

the data tells me. 

You have been selected by my project sponsor, Dr. Paula Robson, and I, to be one of four 

external stakeholders to provide input. I hope to gather your insights on how to support 50-year 

continuity for ATP, as your history with the project would offer a unique perspective, and would 

support diversity in the data. However, you are not required to participate in this research project. 

If you do choose to participate, you are free to withdraw any time before or after the interview 

date and time. Your withdrawal will be without prejudice. 

I will be the sole interviewer. All responses will be captured by me and then aggregated with all 

others; all comments will be anonymous in the final report to management. All records will be 

destroyed one year after the research is completed. 

Here are the proposed interview details: 

Date:  

Time:  

Location: 

If this time is not convenient for you, please feel free to suggest an alternate time and place. 

We have also attached a copy of the interview questions so that these can be reviewed in 

advance. Please advise me of your willingness and/or availability to participate in this interview 

by responding to this email. 

By signing this letter, you are giving free and informed consent to participate in this one-on-one 

interview. 

Name: (Please Print): ________________________________ 

Signed: ___________________________________________ 
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Date: _____________________________________________ 

Please feel free to contact me at any time should you have additional questions regarding the 

project and its intended outcomes. 

Thank you, 

Melissa Ketler 

Email: [email address] 

Telephone: [telephone number] 
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Appendix N: Informed Consent for Interviews 

Melissa Ketler is conducting research as a part of the requirement for a Masters of Arts in 

Leadership Studies at Royal Roads University. Melissa’s credentials with Royal Roads 

University can be confirmed by contacting [Name], [Title], School of Leadership Studies: 

[Email]@RoyalRoads.ca or [Phone number]. 

This research will consist of a semi-structured interview aimed at uncovering your thoughts and 

perspectives on strategies to support 50-year continuity for Alberta’s Tomorrow Project. It is 

estimated that this interview will take approximately 60 minutes to complete. 

Melissa Ketler will conduct the interview, which will be recorded for the purposes of 

information capture. The interviewer will also take notes. Following the interview, the 

interviewer will also record their personal observation and reflections of the interview 

proceedings and the interview recordings will be transcribed. 

Within [time frame] of the completion of your interview, you will receive a transcription of the 

audio recording from Melissa Ketler. It is requested that research participants review and provide 

comment on interview transcripts by no later than [date]. It will be understood that no reply 

affirms accuracy of your transcript. 

In addition to submitting her thesis to Royal Roads University in partial fulfillment of a Masters 

of Arts in Leadership Studies degree, Melissa Ketler will also be sharing research findings with 

Alberta’s Tomorrow Project. As this research will also be published, a copy of this thesis is 

expected to reside in Library and Archives Canada, accessed through the Thesis Canada Portal, 

and the ProQuest/UMI database. 

Any information you provide will be kept strictly private and confidential and will only be used 

for research purposes. 

The information you provide will be summarized, in anonymous format, in the body of the final 

report. At no time will any specific comments be attributed to any individual unless your specific 

agreement has been obtained beforehand. All documentation will be kept strictly confidential. 

All data collected during this research study will be encrypted and password protected. Data 

specific to any research participant will be destroyed within three days of withdrawal from the 

research study. Raw data pertaining to this research will be retained for a period of one year. 

Effective [date], all raw data will be destroyed. 

You are not compelled to participate in this research project. If you do choose to participate, you 

are free to withdraw at any time without prejudice. Similarly, if you choose not to participate in 

this research project, this information will also be maintained in confidence. 

The information will be reviewed with you again, at that time. You will also be required to sign a 

copy of this document prior to participating in the interview. You will also receive a copy of this 

document for your personal records. 
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If you have any further questions pertaining to this research study, please do not hesitate to 

contact Melissa Ketler at [telephone number]. 

By signing this form, the individual gives their free and informed consent to participate in this 

project. 

Name: (Please Print): ______________________________________________________ 

Signed: _________________________________________________________________ 

Date: ___________________________________________________________________ 

Sincerely, 

Melissa Ketler 
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Appendix O: Electronic Interview Data – Member Checking Email 

Dear [Participant Name], 

Thank you for your participation in the research study interview aimed at answering: What 

strategies can be adopted to support succession planning for key positions within the contracted 

workforce environment of Alberta’s Tomorrow Project. Your input is greatly appreciated. 

As mentioned at the interview, I have attached a transcription of the audio recording from the 

interview conducted on [Date]. Please review and provide comment on interview transcripts by 

no later than noon MST on [Date]. It will be understood that no reply affirms accuracy of your 

transcript. 

Thank you again for your participation. Once the final report is finalized and published, you will 

be notified should you elect to read the final report. 

Sincerely, 

Melissa Ketler 


