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Abstract 

Optimizing team effectiveness is critical to enhancing organizational performance, maximizing 

available resources, and realizing mission-driven outcomes. For British Columbia Society for the 

Prevention of Cruelty to Animals (BC SPCA), increasing teams effectiveness results in more 

vulnerable animals being saved. The inquiry explored how the BC SPCA can build highly 

effective teams. I conducted two structured dialogue sessions with permanent BC SPCA staff 

using an action research approach with an appreciative stance. The structured dialogue methods 

used included structured interview matrix and design thinking. This study adhered to all ethical 

requirements of the Royal Roads University. Based upon the participant data gathered and the 

literature reviewed, I recommend establishing highly effective teams through (a) gaining 

knowledge of systems thinking; (b) fostering trust; (c) building relationships, clarifying values, 

communicating, learning, supporting, and committing; and (d) utilizing structured dialogue 

methods for future inquiries. 

Keywords: team effectiveness, team performance, organizational development, trust, 

systems thinking, nonprofit teams 
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Chapter 1: Focus and Framing 

In our increasingly complex society, organizations need to continue to learn and adapt to 

meet societal needs, maintain relevance, and conduct their mission-driven work. The 

effectiveness of an organization can be measured by the efficacy of its individuals and teams and 

their ability to meet these needs in this ever-shifting landscape. As a world leader in the animal 

welfare sector, the not-for-profit British Columbia Society for the Prevention of Cruelty to 

Animals (BC SPCA) needs to routinely adapt to an ever-shifting landscape. This research 

explores how the BC SPCA, and perhaps other animal welfare or not-for-profit organizations, 

can create highly effective teams in order to continue to be leaders in animal welfare, enhancing 

and expanding organizational priorities in order to meet society’s growing animal welfare needs. 

Senge (2006) contended that organizations operate in a “dynamic complexity” (p. 71). 

The BC SPCA is certainly a dynamic, complex system: it is a 123-year-old organization with 44 

locations and a centralized provincial office comprised of 12 departments, 500 staff, and 

approximately 5,000 volunteers decentralized throughout British Columbia (BC SPCA, 2016). 

Recently, the organization finalized a comprehensive 5-year strategic planning process and has 

ambitious goals to expand and enhance community services, improve its facilities, and elevate 

organizational effectiveness. 

The BC SPCA, like any organization, is limited in its organizational effectiveness by the 

strengths and capabilities of individuals and teams. While there is evidence of effective teams in 

various areas of the organization, as can be seen through a healthy growth and impact trajectory, 

there is an opportunity for the BC SPCA, as there is in any organization, to furtherance the 

efficacy of teams. Current substantial research exists regarding building effective teams in 
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business and health care; however, I found limited available research on building highly effective 

teams in the nonprofit sector and no such research relating to building highly effective teams in 

the animal welfare sector. Consequently, the findings of this research may be applicable for 

building highly effective teams within animal welfare organizations and other nonprofits.  

My interest in this area of research stems from a career in management and leadership, 

previously within a corporate setting, from being an entrepreneur, and now from my role as a 

Regional Manager with the BC SPCA. Within the various types of teams I have worked, I have 

long desired to understand what conditions, elements, or attributes are required in order to enable 

people to perform at their best. I believe there is significant organizational impact when groups 

of individuals can come together and work in highly effective ways, with possible outcomes 

ranging from improved operational performance, financial growth, and new business 

development ventures, among many more. In the case of the BC SPCA, the impact of building 

highly effective teams may go far beyond this. Possible outcomes may include strengthening 

relationships with provincial and national stakeholders, educating future ambassadors in animal 

welfare, and furthering the mission of the BC SPCA to protect and enhance the quality of life for 

animals in British Columbia (BC). 

This research has gone through a number of iterations and evolutions, from quite general, 

to quite specific, and back again. I truly lived the learning-leadership paradox, as poignantly 

identified by Dr. Agger-Gupta quoting a colleague of his, Colleen Hoppins, who stated, 

“Research is the land of pencil not pen” (N. Agger-Gupta, personal communication, January 28, 
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2018).1 After considerable dialogue and iterations to achieve alignment between the 

organizational initiatives and my research interests, I defined the central research question as 

follows: How can the BC SPCA build highly effective teams? I also explored four subquestions 

relative to this overarching subject of inquiry: 

1. How do the management and professional personnel within the BC SPCA 

conceptualize highly effective teams? 

2. What conditions need to exist for the development and maintenance of highly 

effective teams within the BC SPCA? 

3. What barriers or challenges prohibit the development of highly effective teams within 

the BC SPCA? 

4. What steps can individuals in the BC SPCA take in order to nurture and sustain 

highly effective teams throughout the organization? 

Significance of the Inquiry 

The BC SPCA has achieved measurable positive impacts on animal welfare that are 

visible across the province and beyond. Over the course of the last 122 years (BC SPCA, n.d.-b, 

Timeline section, para. 3), the perpetually improving state of animal welfare in BC has been 

defined by the work of this organization. Over recent decades, the organization has seen a 

significant shift as it has grown and emerged as a world leader in animal welfare. While there are 

countless examples of progress and positive momentum with many personnel expressing how 

proud they are to work at the BC SPCA, recent surveys and internal consultations have identified 

                                                
1 All personal communications in this report are used with permission. 
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that staff at various levels report examples of organizational effectiveness that may be limited 

due to some common internal issues (J. Wist, personal communication, May 23, 2018). My 

partner sponsor, Jolie Wist, the General Manager of Human Resources for the BC SPCA, 

identified a few themes following her interactions with a wide cross-section of employees across 

the organization. When asked what might be limiting our effectiveness, Wist contended, from 

her perspective, that BC SPCA employees may have a tendency to perceive conflict as solely 

negative and are, therefore, reluctant to have difficult conversations, potentially leading to larger, 

widespread problems (J. Wist, personal communication, May 23, 2018). Additionally, Wist 

identified change initiatives focused on the outcome without paying enough attention to the 

process and that, due to a high level of engagement, a hesitation to delegate may limit transfer of 

knowledge and employee growth (J. Wist, personal communication, May 23, 2018). 

Consequently, Wist envisions that the BC SPCA has an opportunity as an organization to 

embrace conflict as a useful identifier that we need to invest some time solving problems 

at early stages, viewing delegation as an important organizational learning and 

development tool, and . . . defining/communicating process and getting buy in up front, 

especially when it involves a change. (J. Wist, personal communication, May 23, 2018) 

During a recent strategic plan consultation process involving 105 BC SPCA personnel, 

organizational leaders canvassed participants to identify perceived weaknesses that might limit 

organizational effectiveness. A summary report following these consultations identified a 

number of themes, some of which included “prioritization,” which was described as 

“responsibilities are too varied and often work load is felt to be too great, leading to burn out” 

(G. Urton, personal communication, May 4, 2018). Another theme identified by participants was 
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around “people support, training, and development,” which included topics such as “insufficient 

training and development . . . insufficient care of staff, including mental health support, 

recognition, compensation, and work environment . . . reluctance to invest more in our people” 

(G. Urton, personal communication, May 4, 2018). Another area of concern identified by the 

participants was “relationship and communication challenges,” which included topics such as 

“lack of internal collaboration and communication . . . under-resourcing of staff and volunteer 

engagement in program design and training for implementation, resulting in less buy-in” 

(G. Urton, personal communication, May 4, 2018). During this consultation, leadership also 

asked participants to describe an ideal future state and identify any barriers or challenges that 

might limit the possibility of realizing this future state. Here, a theme emerged around 

“organizational performance,” which was defined by the participants as a need to “improve 

organization-wide performance through: enhanced accountability mechanisms and program 

efficacy measures; an intentional organizational culture emphasizing leadership and 

communication; purpose-designed facilities and technology innovation; and a governance system 

that supports organizational priorities” (G. Urton, personal communication, May 4, 2018). 

A 2016 internal report analyzing 6 years of employee satisfaction surveys highlighted 

issues of open communication and trust. This report suggested, 

The BC SPCA needs to adopt a culture of open and blameless dialogue in order to 

address this weakness, which is particularly evident in the low employee ratings 

regarding their perceived ability to focus on their job tasks without social or political 

interference. (Urton, personal communications, March 14, 2018) 



BUILDING HIGHLY EFFECTIVE TEAMS 16 

Comments from employees identified a gap between provincial offices and remote locations, 

concern that departments operate in silos, a misalignment of organizational goals, a culture of 

distrust, internal communication challenges including a reactive nature, and inadequate 

reflection, dialogue, and collaboration. Recognizing that these comments may paint a bleak 

picture, I advise readers to keep in mind that many organizations face similar internal challenges. 

The BC SPCA has signalled that it is both willing and able to address some of these challenges, 

which will create an even stronger organization, one poised to tackle the tough landscape they, 

and all organizations, inevitably face. 

Considering the above, the list of stakeholders who may benefit from this research is 

lengthy. Internally, all staff, volunteers, and governing members may be positively impacted by 

the outcomes of this inquiry into building highly effective teams. The organization as a whole 

may benefit, as it becomes more effective and can, therefore, enhance or expand programing, 

pushing limits imposed by the current status of organizational effectiveness. Externally, the BC 

SPCA works with a wide network of stakeholders, including members of the public, donors, the 

veterinarian community, other animal welfare and rescue groups, elected officials, Indigenous 

communities, municipal staff, policymakers, community groups, academia, and the Royal 

Canadian Mounted Police. Therefore, the impact of improving organization effectiveness is, 

hopefully, endless. Not to mention the thousands of animals, that through enhanced 

organizational effectiveness, would benefit too. Additionally, as sector-specific research is 

limited on this topic, the outcomes of this research may help other organizations and agencies 

grapple with their own effectiveness. A more comprehensive analysis of stakeholders and 
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possible impacts is covered in the “Organizational Context” and “Systems Analysis” sections 

that follow. 

Organizational Context 

The BC SPCA (n.d.-c) mission, as found on the organization’s website, is “to protect and 

enhance the quality of life for domestic, farm and wild animals in British Columbia” (Mission 

section, para. 1). The BC SPCA (n.d.-c) vision statement is as follows: 

To inspire and mobilize society to create a world in which all animals enjoy as a 

minimum, five essential freedoms: 

1. Freedom from hunger and thirst 

2. Freedom from pain, injury, and disease 

3. Freedom from distress 

4. Freedom from discomfort 

5. Freedom to express behaviours that promote well-being. (Vision Statement section, 

para. 1–6) 

The BC SPCA is recognized as a leader in Canada and beyond in the animal welfare 

sector. The BC SPCA’s independently audited 2016 Annual Report identified an annual budget 

of just under $35 million (BC SPCA, 2016). Through the dedicated work of 500 staff and 5,000 

volunteers, the BC SPCA provides care to over 26,000 animals per year among dozens of other 

animal welfare-related initiatives at municipal, provincial, national, and international levels (BC 

SPCA, 2016, p. 2). The majority of the publicly visible work of the BC SPCA is through the 

operations of 38 animal shelters and the work of 36 special provincial constables (SPCs). SPCs 

are the only private constables authorized to uphold and enforce the Prevention of Cruelty to 
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Animals Act (1996). Through the work of these SPCs with specialized training in investigating 

animal cruelty, the BC SPCA responds to nearly 10,000 concerns of animal cruelty annually (BC 

SPCA, 2016, p. 3). While this lifesaving work is often in the public eye, there are many BC 

SPCA staff involved in work beyond animal shelters addressing concerns of animal cruelty, 

which makes it difficult to measure the total impact on animals provincially and nationally. For 

example, the policy, outreach, and farm animal welfare teams influence areas such as the farm 

industry through advancements in the codes of practice and for animals in transport by 

improving legislation provincially and federally. These departments have a vast impact on 

animal welfare, as there are approximately 100 million animals raised and slaughtered for food 

in BC alone, and about 700 million animals raised for food each year in Canada (G. Urton, 

personal communication, March 12, 2019). 

The organization has been in a cycle of significant growth; from the early 2000s through 

to today, the BC SPCA has doubled its revenue, capacity, and programs (BC SPCA Senior 

Management, personal communication, February 6, 2018). Historically, the role of the BC SPCA 

has been to respond to issues of animals suffering whereby animals needed to be seized or 

surrendered from their owner into the care of the BC SPCA. While these needs are still central to 

the day-to-day operations, community animal needs have shifted considerably over the years, 

and, as a result, BC SPCA has worked diligently to adapt with shift in community animal needs. 

As the organization has grown, initiatives, strategies, and priorities are constant adapting to 

maintain societal relevance and continue mission-driven work. The BC SPCA has seen 

considerable growth in the past decade, and this trend continues. Recently, members of the 

senior management team envisioned a possible future in which the organization will have grown 
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to $50 million in annual operating budget, a possible growth of $15 million from 2016 budget 

(BC SPCA Senior Management, personal communication, February 8, 2018). This significant 

growth would ultimately have tremendous impact on animals and communities in BC and well 

beyond. However, as identified by stakeholders above, the organization may be limited in this 

growth by the effectiveness of its people and teams in reaching these future aspirations. 

The organization’s website states that the BC SPCA is “the largest animal welfare 

organization of our kind in North America and the largest animal sheltering society in the world” 

(BC SPCA, n.d.-a, para. 2). Outside of the efforts that are directly related to hands-on animal 

rescuing, rehabilitation and rehoming, the BC SPCA has many other facets. The organization 

collaborates with other similar organizations across Canada and contributes to the animal welfare 

movement through the development of material, research, as well as government and academic 

policy, and is an active participant at national and international conferences and seminars. The 

BC SPCA works closely with academia such as the University of British Columbia and the 

University of California, Davis, Animal Welfare Programs, as well as employing a number of 

industry-leading veterinarians, behaviourists, and scientists all who work on the development 

and implementation of animal welfare and sheltering practices, learning from and informing 

academia and establishing international sector standards. The BC SPCA Stakeholder Relations 

department works with governmental and non-governmental agencies to improve and enhance 

animal welfare policies, such as animal care and control bylaws and national codes of practice 

for the proper handling of animals used for human consumption. The BC SPCA Humane 

Education department works to develop and deliver animal welfare education in schools and runs 

a wide range of youth camps aimed at informing children on humane animal guardianship. 
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Within the Farm Animal area, the organization works with the farming industry to inform current 

codes of practice, encouraging the humane treatment of animals used for food and oversees 

SPCA Certified (BC SPCA, n.d.-d), a farm animal welfare accreditation program. The Revenue 

Development department raises funds from donors across the province and beyond, to allow for 

these programs and departments to conduct this work, as almost all of the funding for the BC 

SPCA comes through individual private donations. The facilities at the BC SPCA are also in the 

process of upgrading through a multiyear, $50-million facility renovation and replacement plan 

(BC SPCA Senior Management, personal communication, January 7, 2016). Through this 

facility development process, the purpose of animal shelters is shifting away from one of 

traditional animal housing to more holistic facilities, defined as community animal centres, 

established to meet a wider range of community services. Next, I provide a systems analysis 

designed to help the reader understand the complexity of the organizational system of the BC 

SPCA. 

Systems Analysis 

Traditionally, animal overpopulation has been primary to the work of the BC SPCA 

(BC SPCA, 2015, Background section, para. 1–3); however, in recent years, animal 

overpopulation has significantly decreased, in part due to multiple spay and neuter initiatives 

across the province, as well as to a societal shift to more responsible pet guardians, including 

more pet guardians spaying or neutering their animals (BC SPCA, 2015, Background section, 

para. 1–3). Over the past 10 years, shelters have gone from being constantly overcrowded to 

having a more manageable number of animals flowing through into adoption. As this influx of 

animals continues to fluctuate, the use and purpose of shelters in their communities must 
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continue to evolve. Similarly, the purpose and landscape of the provincial teams will continue to 

evolve and transform. For example, the 122-year-old BC SPCA (BC SPCA, n.d.-b, Timeline 

section, para. 3) did not have a formalized Human Resources department until 6 years ago 

(Y. Whiting, personal communication, May 23, 2014). Historically, like many not-for-profit 

organizations, resources have been allocated to mission-related programing, rather than 

administrative or human resources initiatives. Consequently, traditional organizational 

development practices one might expect to see in an organization of age and size of the BC 

SPCA simply did not exist. Once formed, the Human Resources department quickly developed 

materials, support systems, and programs to bolster employee and volunteer programing, 

capacity, and efficacy. Change-management initiatives remain quite new, and there currently is 

no inherent process for change-management or program implementation, although some 

individuals are utilizing similar frameworks. Hence, the outcomes of this action-inquiry process 

may inform a model for the organization to use moving forward. 

The System Map in Figure 1 visually represents the system of the BC SPCA to help build 

an understanding the complexity of the organization. The system map includes the various 

departments of the organization, the governance structure, and the internal and external 

stakeholders that influence the system and vice versa. Like any system, its boarders are not finite, 

but I have chosen to draw these boarders of the system in relevance to this study. 

As mentioned above, the BC SPCA has just finalized its strategic plan for the next 5 

years. In designing this research and engagement process, I worked closely with the General 

Manager of Strategy and Innovation to ensure alignment of this engagement with organizational 

initiatives and to help inform elements of the strategic plan that may involve the furtherance of 
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highly effective teams. Consequently, there are three specific areas in which this study and the 

strategic initiatives overlap, including the effectiveness and wellbeing of the workforce, the 

effectiveness of the organization in achieving results, and retention and development of staff (BC 

SPCA, 2019). I discuss the strategic plan in further detail along with recommendations derived 

from this study in Chapter 5 and the complete BC SPCA 2019–2023 Strategic Plan is available 

as Appendix A (BC SPCA, 2019). 
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Figure 1. Systems map of British Columbia Society for the Prevention of Cruelty to Animals. 
Note. BC SPCA = British Columbia Society for the Prevention of Cruelty to Animals; 
RCMP = Royal Canadian Mounted Police. 

At the onset of this inquiry, I noted the opportunity to connect various departments and 

personnel in this action-research process was aligned with what Senge (2006) described as the 

discipline of systems thinking, as “a shift of mind from seeing parts to seeing wholes, from 
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seeing people as helpless reactors to seeing them as active participants in shaping their reality, 

from reacting to the present to creating the future” (p. 69). I issued invitations to participants to 

engage in this research to BC SPCA management and professional staff across all departments 

and geographically dispersed across all areas of BC. My intention in obtaining a wide-range of 

participants was to engage diverse facets of the system in the change-leadership dialogue, both to 

create meaningful change and to elicit insight from many areas of the organization. I viewed this 

as an opportunity to get “the whole system in the room” (Weisbord, 2012, p. 264; see also Stroh, 

2015, p. 34). 

It is my belief that as human teams mindfully increase their effectiveness, humane 

objectives will also improve. Ideally, with insights gained from participants in this study, 

individuals will have a clearer understanding of how they contribute to the system and may start 

to embody some attributes and approaches of systems thinking practitioners, rather than focusing 

on their immediate self-interests, which will optimize the effectiveness of the whole system 

(Stroh, 2015). Chapter 5 of this thesis will further expand on the systems within this research. 

Thesis Overview 

This thesis is organized into five chapters. This chapter, Chapter 1, introduced the study 

by providing the area of focus, importance of the study, organizational context, and an overview 

of the systems at play. Chapter 2 presents a literature review, comparing and contrasting 

literature relevant to the inquiry questions and findings of this study. Chapter 3 describes the 

methodological approach and chosen methods with this study, including the selection of 

participants, data collection and analysis methods, and identifies any ethical issues relevant to 

this study. Chapter 4 discusses the findings and conclusions and identifies the limitations of this 
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inquiry. Chapter 5 concludes the study with inquiry implications, including those relating to the 

organization, recommendations based on the information gathered within this study as well as 

the relevant literature, future inquiry considerations, and a summary of the thesis. 
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Chapter 2: Literature Review 

In completing the literature review for this study I closely examined the academic and 

professional relevant and recent discourses to capture a general understanding of concepts, 

themes, and ideas, namely known knowledge related to building highly effective teams. I 

compared, contrasted, and synthesized other academic pedagogies as a baseline of knowledge 

related to the study topic. While much literature exits in corporate and health care sectors in the 

context of building effective teams, teamwork, and team performance, I found little literature 

specific to nonprofit organizations on these topics, and less, if any, relating to the animal welfare 

sector. Systems thinking literature is included in this review due to the critical perspective that 

system thinking offers in complex organizational change, which is the context for this action 

research study. I intentionally begin the literature review with system thinking to help the reader 

establish a baseline understanding of the complexity of thinking in systems when considering 

substantial and sustainable organizational change initiatives such as building highly effective 

teams. Following systems thinking, I examine the literature relating to building highly effective 

teams, within and outside the nonprofit sector. 

Systems Thinking and Teams 

Despite my career in management and leadership with a number of different 

organizations, my understanding and conceptualization of organizations shifted dramatically 

with the lessons from systems thinking, a concept introduced early on in the Master of Arts in 

Leadership program. There is much literature on systems thinking and due to the complex nature 

of the organizations and organizational change, systems thinking was a constant undercurrent 

within the concepts and lessons in this study. Human beings are always operating in, living with, 
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and cycling through multiple systems, both personally and professionally; these systems have 

tremendous impacts on people’s lives. In this section I review literature from systems thinking 

scholars and describe systems properties including the elements, interconnections, structures, and 

corresponding behaviours. 

Included in the literature reviewed for this study are key contributors to systems thinking 

such as Senge (2006), Meadows (2008), Weisbord (2012), and Stroh (2015). Senge was 

instrumental in developing a practical understanding of the applicability of system thinking in 

organizations in his work titled The Fifth Discipline: The Art and Practice of the Learning 

Organization. Meadows, often referred to as a pioneer of systems thinking, wrote Thinking in 

Systems: A Primer; I also review her book in this section. Weisbord shared his history as both a 

business leader and academic in Productive Workplaces Revisited: Dignity, Meaning and 

Community in the 21st Century, which provided many real-world challenges overcome by teams 

who had an understanding of the systems in which they operate. More recently, in Systems 

Thinking for Social Change, Stroh explored ways to enact change by understanding social 

systems, such as those of any organization, culture, or community. 

To comprehend systems thinking, it is important to understand system components. 

Meadows (2008) described a system as “an interconnected set of elements that is coherently 

organized in a way that achieves something” (p. 11). She suggested, “A system must consist of 

three kinds of things: elements, interconnections, and a function or purpose” (Meadows, 2008, 

p. 11). Stroh (2015) described systems thinking similarly, identifying that this approach helps 

people to grasp the complexity of organizations through an improved understanding of the 

interconnected elements, each organized in a certain way, which results in a system achieving 
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whatever goal it is meant to accomplish. Senge (2006) referred to systems thinking as a 

discipline one can enact, suggesting that leaders can see the structures that contribute to complex 

systems through “a shift of mind from seeing parts to seeing wholes, from seeing people as 

helpless reactors to seeing them as active participants in shaping their reality, from reacting to 

the present to creating the future” (p. 69). 

Understanding system components, individuals can begin to see themselves in the various 

systems with which they interact. Stroh (2015) argued systems thinking requires reflectivity, a 

shifting of one’s thinking patterns and building awareness of systems thinking. He stated that 

systems thinking is like “a form of collective meditation: slowing down our thinking long 

enough to reflect on whether it serves us” (Stroh, 2015, p. 127). He identified “the key is to help 

participants cultivate a deep awareness of current reality as something they have created instead 

of as something that exists outside of and independent of them” (Stroh, 2015, p. 5). Stroh 

outlined three shifts in people’s reasoning that are necessary to begin to think in systems: “from 

seeing just their part of the system to seeing more of the whole system” (p. 32), to “hoping that 

others will change to seeing how they can first change themselves” (p. 32), and, lastly, “from 

focusing on individual events (crises, fires) to understanding and redesigning the deeper system 

structures that give rise to these events” (p. 32). By changing one’s perspective to look at 

organizations or teams holistically (i.e., as whole series of interconnected elements), one can 

begin to make sense of the collective complexity. 

Creating change within a system requires people to have this holistic view, but Meadows 

(2008) suggested that systems thinking, and certainly systems change, goes beyond this. 

Meadows contended that as leaders we certainly need to “hone our abilities to understand [the] 
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parts” (p. 5) but required systems thinkers to go further to “see interconnections” (p. 5) and be 

“creative and courageous about systems redesign” (p. 6). Meadows suggested that once leaders 

have identified the individual elements of a system, they can determine how these seemingly 

individual aspects affect one another and see that, as a collective, these elements produce 

different outcomes than they would independently. Consequently, one way to change systemic 

behaviour is by altering interconnections between the elements of a system. As Meadows 

contended, “Changing relationships usually changes system behavior” (p. 16). Meadows 

demonstrated that individuals can often change many or even all the elements of a system, but 

the system will likely continue operating predominantly in the same way if the interconnections 

and purpose of the system remain the same. Similarly, Stroh (2015) identified system thinking 

helps leaders to understand the complexity of social systems through the organization of 

interconnected elements, each with a purpose or goal. 

In understanding the interconnections, a systems thinker can enhance the system, not by 

improving individual elements, but instead by optimizing how the individual elements work 

collectively. As Stroh (2015) contended, “In order to optimize the performance of the entire 

system, people need to shift from trying to optimize their part of the system to improving 

relationships among its constituent parts” (p. 31). Meadows (2008) and Stroh (2015) offered 

similar insights into how to understand and influence systems, with Meadows taking a theoretical 

stance and Stroh applying a practical approach. 

With a foundational understanding of a system element and interconnections, scholars of 

systems thinking suggest learning how a system’s structure influences system behaviour 

(Meadows, 2008; Senge, 2006; Weisbord, 2012). As Meadows (2008) simply stated, “The 
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system to a large extent, causes its own behavior” (p. 2). Senge (2006) asserted that by analyzing 

system structures one can also identify leverage points: “Systems thinking is a discipline for 

seeing the ‘structures’ that underlie complex situations, and for discerning high from low 

leverage change” (p. 69). Once able to understand the concept of system structures, a systems 

thinker can begin to observe and comprehend the behavioural patterns or outcomes caused by 

this structure and pinpoint change agents. Senge (2006) continued, “In mastering systems 

thinking, we give up the assumption that there is an individual or individual agent, responsible” 

(pp. 77–78). Meadows (2008), in discussing persistent, undesirable systemic problems, 

contended, “They will yield only as we reclaim our intuition, stop casting blame, see the system 

as the source of its own problems, and find the courage and wisdom to restructure it” (p. 4). 

Meadows (2008) asserted, “If you see a behavior that persists over time, there is likely a 

mechanism creating that consistent behavior” (p. 25). She concluded, “System structure is the 

source of system behavior. System behavior reveals itself as a series of events over time” 

(Meadows, 2008, p. 89). Consequently, being effective systems thinkers requires observers to 

fluctuate their understandings and corresponding actions between structure and behaviour 

(Meadows, 2008). 

Systems thinkers understand how seemingly independent elements may influence each 

other; they recognize that system structures by and large influence behaviour and outcomes. 

Systems thinking nurtures an understanding that optimizing a system, such as an organization or 

team, is not about optimizing individual elements, but instead improving how the individual 

elements work collectively, while considering how the system structures’ affect behaviour and 

outcomes. These notions may offer new perspectives or approaches when going about leading 
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change in a social system, such as building effective teams, which is why I have included it here. 

Systems thinking relative to building highly effective teams at the BC SPCA is discussed further 

in Chapter 4. 

Building Highly Effective Teams 

As there is insufficient literature pertaining to building highly effective teams in the 

nonprofit sector, I widened my scope beyond sector-specific ontology on this topic. Much is 

written about team performance in corporate and health care sectors. The overview of literature 

presented here is that of often-repeated themes or concepts that surfaced while comparing and 

contrasting works across various industries, all the while maintaining the focal point of building 

effective teams. 

As a starting point, Katzenbach and Smith (1993b), in their seminal book “The Wisdom of 

Teams: Creating the High-Performance Organization,” discussed what they often referred to as 

overlooked team basics, which include things like “size, purpose, goal, skill, approach, and 

accountability” (p. xv). Similar to Senge (2006), and as highlighted within the various team-

building initiatives during both Master of Arts in Leadership residency sessions, Katzenbach and 

Smith (1993b) underlined the importance of establishing a shared purpose, accentuating this vital 

step that many organizations skip. Katzenbach and Smith (1993b) also suggested that 

organizations with strong and clear performance expectations foster more teamwork than those 

that are trying to promote teams or teamwork in of itself. The authors differentiated between 

“real teams” (Katzenbach & Smith, 1993b, p. 90) and “high-performance teams” (p. 90), noting 

similar attributes in these types of teams, such as goal alignment, paired skills, and mutual 

accountability; however, high-performing teams also have “members who are . . . deeply 
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committed to one another’s personal growth and success” (p. 90). Katzenbach and Smith (1993b) 

made an uncommon observation in that “hierarchy and teams” (p. xvii) can support each other 

and be used conjunctively for optimal performance. They suggested, “Teams integrate and 

enhance formal structures and process. . . . Teams, in fact, are the best way to integrate across 

structural boundaries and to both design and energize core processes” (Katzenbach & Smith, 

1993b, p. xvii). Further, the authors argued that teams can be highly effective because they are 

able to “integrate performance and learning” (Katzenbach & Smith, 1993b, p. xvii). The authors 

concluded that teams prevail in organizations as a means to increasing performance (Katzenbach 

& Smith, 1993b). 

The Harvard Business Review (HBR) credited Katzenbach and Smith (1993a) as 

inaugural contributors to the discussion on building effective teams. The HBR article referenced 

an original work by Katzenbach and Smith (1993b) titled The Discipline of Teams, in which the 

authors discussed various elements that they determined built effective teams after reviewing the 

topic with 50 teams in 30 countries. Working to identify what sets teams that perform apart from 

those that do not, the introduction to the HBR article asserted that, while well-known leadership 

author Peter Drucker may have been the first to highlight the value-add of team-based 

organizations, Katzenbach and Smith had made these concepts implementable (Katzenbach & 

Smith, 1993a). Katzenbach and Smith (1993a) defined teams as “a small number of people with 

complementary skill who are committed to a common purpose, set of performance goals, and 

approach for which they hold themselves mutually accountable” (para. 10). Katzenbach and 

Smith (1993a) suggested practical approaches to building effective teams, including a 

meaningful “common purpose” (para. 8) that the team has helped shape and specific 



BUILDING HIGHLY EFFECTIVE TEAMS 33 

“performance goals” (para. 8) that flow from the common purpose. Katzenbach and Smith 

(1993a) added that a mix of “complementary skills” (para. 26) and a “strong commitment” (para. 

37) to how the work gets done in conjunction with “mutual accountability” (para. 9) are 

necessary for team members to work effectively together. What distinguished Katzenbach and 

Smith’s (1993a) contributions to the ontology at the time was the suggestion to change the way 

leaders think about teams to “discrete units of performance” (para. 10) rather than as individuals, 

working groups, or members with similar values, asserting that teams have more value to add 

than this. Katzenbach and Smith (1993a) suggested that senior managers in an organization play 

a critical role in understanding the value-add of teams to the organizational effectiveness, which 

can be enacted by optimizing teams strategically in order to achieve results. 

Highlighting the importance of social networks in organizations, Short (1998) provided 

insight into the mechanics of developing meaningful relationships in his book Learning in 

Relationship: Foundation for Personal and Professional Success. Short declared that 

establishing trust, disrupting patterns of dialogue, and understanding opportunities for growth 

would foster improved relationships. Short emphasized the repetitious ways in which individuals 

and groups interact with one another, thereby creating patterns of behaviour; consequently, 

improving relationships requires disrupting these patterns. 

Specific to the health care sector, Mickan and Rodger (2000), in their article 

“Characteristics of Effective Teams: A Literature Review,” listed 18 essential characteristics of 

effective teams, shown below in Table 1. Mickan and Rodger argued that teamwork is highly 

complex and cannot be distilled down to a few elements. They suggested leaders instead 

examine various characteristics through a systems theory lens and consider the interdependence 



BUILDING HIGHLY EFFECTIVE TEAMS 34 

among and between these characteristics to be essential for understanding and therefore building 

effective health care teams. 

Table 1 

Characteristics of Effective Teamwork 

 

Note. “Characteristics of Effective Teams: A Literature Review,” by S. Mickan & S. Rodger, 
2000, Australian Health Review, 23(3), p. 202. Copyright 2000 by Mickan and Rodger. 
Reprinted with permission. 

In his groundbreaking book The Five Dysfunctions of a Team, Lencioni (2002) 

highlighted the five common traits or patterns that limit team effectiveness. Lencioni postulated 

that working with and overcoming these five dysfunctions can nurture healthy and effective 

teams. Lencioni further asserted, “Great teams do not hold back with one another. . . . They are 

unafraid to air their dirty laundry. They admit their mistakes, their weaknesses, and their 

concerns without fear of reprisal” (p. 44). Lencioni highlighted trust as a cornerstone of 

teambuilding contending, 

Trust is the foundation of real teamwork. And so the first dysfunction is a failure on the 

part of team members to open up to one another. . . . It is an absolutely critical part of 

building a team. In fact, it’s probably the most critical. (pp. 43–44) 
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Lencioni (2002) recognized the antidote to distrust is vulnerability, suggesting the best 

mechanism for overcoming distrust is by demonstrating vulnerability. Lencioni connected trust 

to accountability, contending that a lack of healthy debate or conflict breeds a lack of 

commitment. Lencioni went on to argue, “When people don’t unload their opinions and feel like 

they’ve been listened to, they won’t really get on board” (p. 94). Consequently, Lencioni 

affirmed, “Because of . . . [a] lack of real commitment and buy-in, team members develop an 

avoidance of accountability” (p. 189). Lencioni further asserted that the most effective teams will 

put the agreed-upon team results ahead of personal or individual goals. He established that 

cohesive or effective teams behaving in the following ways: 

1. They trust one another. 

2. They engage in unfiltered conflict around ideas. 

3. They commit to decisions and plans of action. 

4. They hold one another accountable for delivering against those plans. 

5. They focus on the achievement of collective results. (Lencioni, 2002, pp. 189–190) 

Senge (2006) identified five disciplines in the establishment of a “learning organization” 

(p. 14). Among these disciplines, Senge argued for building a “shared vision” (p. 192) as a 

foundational element in establishing successful and sustainable organizations. Senge further 

asserted that with a shared vision “a resonance of synergy develops, like the coherent light of a 

laser rather than the incoherent and scatter light of a light bulb” (p. 217). As another discipline, 

Senge described a learning organization as one that is “continually expanding its capacity to 

create its future” (p. 14). Senge argued, 
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The discipline of team learning starts with “dialogue,” the capacity of members of a team 

to suspend assumptions and enter into a genuine “thinking together.” To the Greeks 

dia-logos meant a free-flowing of meaning through a group, allowing the group to 

discover insights not attainable individually. (p. 10) 

Similar to Senge (2006), Weisbord (2012) emphasized the importance of curiosity, 

highlighting a learning approach to relationships necessary for establishing and maintaining 

successful teams. Also advocating for learning organizations, Weisbord argued, 

I understood, really understood, that the essence of effective organizations was learning, 

not coercing and controlling output. . . . I also had my first hint at what good managers do 

instinctively: involve people in setting important goals, structure the chance to learn, 

offer feedback and support, provide tools and ideas, and stay out of the way. (p. 24) 

Weisbord (2012) stated, “Effective teamwork required give and take, openness, frank 

criticism, shared responsibility and self-examination” (p. 157). The author also highlighted the 

dynamic interaction of various working units to come together to learn from and with each other 

and contended, “In successful workplaces, managers, and staff specialists achieve a partnership, 

learning together, bringing skills, expertise, information, and mutual support” (Weisbord, 2012, 

p. 72). 

An advocate of group dialogue and learning, Weisbord (2012) argued against training 

alone as a mechanism for organizational change or performance. He affirmed, “individual 

training, no matter how powerful, cannot by itself be a strategy for organizational change” 

(p. 107). Further, Weisbord suggested information sharing and availability are critical to the 

effectiveness of teams, as “information from and about all three must be freely available to 
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everybody, so that an organization develops through mutual influence, knowledge, and 

commitment, rather than coercion, whimsy, or unilateral action” (p. 75). Regularly advocating 

for giving control to those carrying out the work, Weisbord argued, “The bottom line 

performance of systems that place coordination and control with the people who do the work is 

incalculable” (p. 158). 

Similar again to Senge (2006) and Weisbord (2012), Adams (2015) spoke of learning 

organizations and higher performance; she asserted that a focus on the learner and learning is the 

secret to high performance. Adams found what she called judger teams to be low performing 

while learner teams were high performing. Similar behaviours were expected from teams, which 

led to the following classification: 

Low-performing teams were low on inquiry—that is, on asking questions—and high on 

advocacy—that is, on pushing a particular viewpoint rather than listening to anybody 

else. . . . [Whereas] high-performing teams consistently had a good balance between 

inquiry and advocacy. (p. 113) 

Adams (2015) argued, in opposition to a curious, learning approach, any judgement 

within a team slows everything down, contending, “[The] Judger puts the speed bumps on 

efficiency as well as effectiveness” (p. 103). Adams concluded that teams needs to be able to 

balance members’ desire to advocate with a necessity to inquire; as such, high-performance 

teams create an environment in which team members are inquisitive and challenge one another: 

“It means people feel free to ask tough questions, and have genuine open debate. They can even 

argue and have conflicts, yet the atmosphere remains essentially learner” (p. 113). Adams 

highlighted the importance of a leader enacting certain skills, which differentiate successful 
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teams from teams that fail. Advocating for the so-called soft skills, Adams emphasized, “Leaders 

need interpersonal and relationship-building skills, skills for communicating more effectively 

and constructively” (p. 33). Further, Adams identified the importance of self-reflection and self-

accountability; she asserted, “Change begins with the person who wants to change” (p. 63). 

Similar to Short (1998), who discussed disrupting dialogue, Bushe and Marshak (2016) 

highlighted the value of incorporating dialogue into organizations through their works in The 

Dialogic Organization Development Approach to Transformation and Change. Bushe and 

Marshak asserted, 

Thinking is powerfully influenced by written and verbal communications and the 

underlying narratives, stories and metaphors people use when engaging with each other. 

Change is created and sustained by changing the words, stories and narratives that are 

used in groups and organizations. (p. 409) 

Bushe and Marshak (2016) aligned with Short (1998) and identified the requirement to disrupt 

patterns of dialogue over status quo conversation if you want change to happen. Bushe and 

Marshak contended, “Disrupting current patterns in a way that engages people in uncovering 

collective interactions and shared motivations is required” (p. 410) and concluded, “Creating 

change requires changing conversations” (p. 409). Bushe and Marshak further argued that 

dialogic organizational development is the next step in the evolution of organizational change 

theory, whereby people can change from 

thinking of organizations as organisms that adapt to their environments, to organizations 

as conversations where individual, group, and organizational actions result from self-

organizing, socially constructed realities created and sustained by the prevailing 
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narratives, stories, and conversations through which people make meaning about their 

experiences. (Bushe & Marshak, n.d., para. 1) 

I found considerable literature regarding building highly effective teams, teamwork, and 

team performance, most of which was written for corporate and health care fields. In the section 

that follows, I review some literature specific to building highly effective teams for nonprofit 

organizations and discuss another sector that may provide additional insight. 

Highly Effective Teams and the Nonprofit Sector 

In my cursory review of literature, I found limited research on building highly effective 

teams in nonprofit organizations, and I have yet to discover any for the animal welfare sector. 

Hudson and Rogan (2009) provided practical insights with a comprehensive review of effective 

organizational development and leadership in nonprofits in their book Managing Without Profit: 

Leadership, Management and Governance of Third-Sector Organisations in Australia. Hudson 

and Rogan identified practices such as establishing effective governance and nongovernance 

structures, strategic planning and measurement, change management, and highlighted the 

importance of structural flexibility and learning organizations. Parmenter (2012), in his book Key 

Performance Indicators for Government and Non Profit Agencies went well beyond establishing 

key performance indicators, suggesting new approaches to typical nonprofit management and 

measurement, such as transferring power to the frontlines, increasing effective top-down and 

bottom-up communication, and empowering employees to take immediate action to resolve 

detrimental situations. In Forces for Good: The Six Practices of High-Impact Nonprofits, 

Crutchfield and Grant (2012), in an approach similar to Collin’s (2001) seminal book Good to 

Great, rigorously reviewed 12 nonprofit organizations over the course of a multiyear study and 
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put forward the following six rules for success: (a) “advocate and serve” (p. 37), (b) “make 

markets work” (p. 38), (c) “inspire evangelists” (p. 38), (d) “nurture nonprofit networks” (p. 38), 

(e) “master the art of adaptation” (p. 38), and (f) “share leadership” (p. 39). While the literature 

above is not exclusive to building highly effective teams, I found considerable insight and secrets 

to success shared from a wide variety of effective nonprofit organizations. 

While conducting this literature review, I found articles regarding building effective 

virtual teams continued to surface. I had initially dismissed this literature because I did not see 

the relevance, but on further review I have decided to include this category and one example 

because of the similarity in types of challenges facing virtual teams as well as the decentralized 

teams and widely varied departments at the BC SPCA. In their report from the Centre of 

Effective Organizations, Building Trust: Effective Multi-Cultural Communication Process in 

Virtual Teams, Gibson and Manuel (2003) agreed with the authors above that trust is critical and 

is often threatened by “suboptimal levels of risk and interdependence” (p. 12). The authors 

contended that virtual and multicultural environments create barriers in the establishment of 

social capital of risk and interdependence and highlighted the link between high levels of trust 

and team effectiveness (Gibson & Manuel, 2003). Literature specific to virtual teams may be an 

area of further review for organizations like the BC SPCA because of some organizational 

similarities and the relatively low level of sector specific content. 

Chapter Summary 

Throughout this literary review, I began synthesizing relevant ontology from a variety of 

sources, seeing overarching themes and interconnectivity. For example, the necessity of 

understanding self in systems (Stroh, 2015) synthesized with the importance of vulnerability as 



BUILDING HIGHLY EFFECTIVE TEAMS 41 

the antidote of distrust (Lencioni, 2002), thereby establishing an understanding of self. As such, 

being vulnerable may be a necessary condition to understanding the leader’s role in creating the 

outcomes within current system. Additionally, the necessity of dialogue in building relationships 

(Bushe & Marshak, 2016; Short, 1998) in combination with Stroh’s (2015) pedagogy, which 

asserted in order to improve a system one must first improve the relationships between the 

individual parts of a system, highlighted the overlap and importance of dialogue in relationships 

in enhancing a social system’s effectiveness. A possibly new discovery found by synthesizing 

some of these authors’ findings identifies the link between trust and accountability (Gibson & 

Manuel, 2003; Lencioni, 2002) through a lower level of commitment, as relationships of trust 

foster commitment and commitment lays the groundwork for accountability. 

Incorporating systems thinking, it becomes evident that these seemingly independent 

elements of building highly effective teams are interrelated and may depend upon each other. For 

example, the strength of relationships can be developed through effective communication, 

namely dialogue. Additionally, only with an opportunity to communicate will teams completely 

trust one another, fully commit, and therefore be accountable for results—without team support, 

there is less likelihood of team growth, and so on. Syntheses like these lead to a well-rounded 

understanding of how to build effective teams and instil a robust framework of scholarly 

informed leadership, which allows for the implementation and application in an artful way, thus 

the art of leadership. When an artful leader can work to align these various dynamic and complex 

elements of a system, leaders can anticipate the emergence of highly effective teams. The 

scholars above identified a myriad of elements that contribute to building highly effective teams, 

rich with similarities and differences. Chapter 4 further reviews these findings and their 
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relevance to building highly effective teams at the BC SPCA. In the next chapter, I discuss the 

methodology and methods used in this change leadership inquiry and outline the data collection 

process and ethical considerations. 
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Chapter 3: Methodology 

Methodology can be described as identifying to the reader what was researched and how 

that inquiry was conducted (Lather, 1986). A chosen research methodology needs to be clarified 

so that those interpreting the methodology understand the utilized approach and determine how 

this approach may have influenced the outcomes (Lather, 1986). In this chapter, I outline the 

selected methodology for the study and corresponding methods and the reasons why I chose to 

use these approaches. I also describe the data collection processes and alignment to proposed 

research deliverables, the study participant inclusion and exclusion criteria, and the resulting data 

analysis and verification process. Further, I detail the ethical considerations that impacted this 

research. I begin by describing the study methodology. 

Methodology 

Coleman (2015) contended that methodology is “how we go about finding out” 

(pp. 392-393) what we know to be knowledge, while Lather (1986) argued that methodology is 

the chosen philosophical approach that highlights what the researcher actually does to carry out 

the research. A key attribute to this change leadership process was to engage participants in 

reflection and structured dialogue in the cocreation of a vision for the future and possible steps to 

inaugurate organizational change by “comparing the benefits of change with the benefits of 

status quo” (Stroh, 2015, p. 5). Therefore, my methodology followed an appreciative inquiry 

(AI) approach (Zandee, Coghlan, & Brydon-Miller, 2014) referencing the framework of the 

action research engagement (ARE) model (Rowe, Graf, Agger-Gupta, Piggot-Irvine, & Harris, 

2013). 
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The expansive literature on AI and the corresponding topics covered during the Master of 

Arts in Leadership coursework helped to inform the design of my study. Literature covered 

included such works as Agger-Gupta and Perodeau’s (2016) paper entitled Appreciative Inquiry 

in RRU Mid-Career Student Life, Bushe’s (2012) article entitled Foundations of Appreciative 

Inquiry: History, Criticism and Potential, and Ludema, Whitney, Mohr, and Griffin’s (2003) 

guidance on how to conduct an AI summit in their work titled Appreciative Inquiry Summit, and 

AI articles in The SAGE Encyclopedia of Action Research (Coghlan & Brydon-Miller, 2014).  

The AI methodology offers an intriguing lens, primarily because it disrupts cyclical 

conversations that revolve around reasons why problems cannot be resolved and reframes issues 

by drawing energy and creativity through a positive focus (Fry, 2014). This disrupting of 

cyclical, status-quo conversations aligns with what many scholars suggest is a mechanism to 

influence organizational change as identified in Chapter 2 (see Bushe & Marshak, 2016; Short, 

1998). However, AI differs in that it offers a positive, appreciative approach as a focus for the 

dialogue. Zandee et al. (2014) contended that AI “is commonly known as a strengths-based 

approach to organizational change, in which participants engage in conversations to explore the 

positive, life-giving core of their organization, to create images of future aspirations and to 

design new alternatives for action” (p. 50). Dr. Agger-Gupta (personal communication, January 

30, 2018) explained, “If you focus on the problem, you’re going to grow the problem. . . . It 

becomes a circular thought process that is difficult to escape from”; however, if you focus your 

energy on “the behaviour we want to grow,” you can elevate the dialogue to be positive and 

solution-based.  
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While I did not use the entire AI framework in my research, AI underpinned much of the 

methodology. For example, I used the AI approach in the development of the structured 

interview matrix (SIM) interview questions by taking an appreciative stance. Examples of where 

I deviated from the AI approach were in not fully cycling through Cooperrider, Whitney, and 

Stavros (2003) “Appreciative Inquiry 4-D Cycle” (p. 30) of discover, dream, design, and destiny. 

The first session included discover and dream phases, while the second session included some 

elements of the design phase. 

Conventional approaches to problem solving tend to focus on the negative attributes of 

the problem, placing responsibility on others as opposed to ourselves, which creates this cyclical 

discourse and may inadvertently lead to a negative organizational climate or interpersonal 

discord. The AI approach disrupts traditional problem solving or policy development approaches 

of common organizational challenges by focusing on building on the positive behaviours. As 

Ortiz Aragón and Castillo-Burguete (2015) described, “Rather than focus on deficits and 

problems, appreciative inquiry utilizes ‘the power of the unconditional positive question’ to 

discover and build on ‘the best of what is’, or the ‘life giving properties’ within social systems” 

(p. 14). By using an AI approach, research participants had an opportunity to play a part in 

identifying and understanding the current state and engage in dialogue centered on the possibility 

of building highly effective teams. 

The scope or degree of organizational intervention that occurred during this study 

followed Rowe et al.’s (2013) ARE model. As these authors described, “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 
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change intervention” (Rowe et al., 2013, p. 19). The ARE model offered an opportunity for 

research participants, as a group, to become curious, engage in reflective dialogue, avow 

experiences, and profess a vision for the future, thereby laying the foundation for potential 

organizational change (Rowe et al., 2013). As Rowe et al. (2013) emphasized, 

What is distinctive about the ARE model is what it adds to organizational change models 

as well action research models through its focus on an oft underemphasized foundation in 

which researchers engage and create new motivation and learning among a broad sector 

of organizational stakeholders. (p. 19) 

Congruent with Rowe et al.’s ARE model, this study did not go into the implementation of 

organizational changes. 

This study was qualitative in nature, not quantitative. As Coghlan and Brydon-Miller 

(2014) described, “Qualitative research involves the collection and analysis of narratives and/or 

open-ended observations through methodologies such as interviews, focus groups or 

ethnographies” (p. 670). I chose for this study to be qualitative for two primary reasons. There 

are significant quantitative data available relating to the current state of the organization from 

recent employee engagement surveys and consultations, and I determined that the qualitative 

approach offered further insight into this existing data and would allow for participants to play 

an active role in this change-leadership study. 

I used two methods over two engagement sessions. The first session included the 

structured interview matrix (SIM), whereby participants interviewed each other about team 

effectiveness. Through dialogue, this method allowed participants to discover the current state of 

teams, begin to dream of a future state, and quickly generate data (Fry, 2014; O’Sullivan, 
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Corneil, Kuziemsky, & Toal-Sullivan, 2014). The second session was a design thinking 

workshop, which gave participants the opportunity to review themes that emerged in the first 

session and become active participants in designing an ideal future state (Fry, 2014). These 

engagement methods aligned with proposed outputs, as I planned to involve participants in 

structured dialogue with one another in order to discover how the BC SPCA can build highly 

effective teams. I further describe these methods in the “Data Collection” section found later in 

this chapter. 

The AI approach (Zandee et al., 2014), the application of Rowe et al.’s (2013) ARE 

model, and the qualitative nature of the study provided an opportunity for participants to be 

reflective, chart new patterns of dialogue, explore curiosities, and be creative and collaborative, 

all with the purpose of identifying possible ways to build highly effective teams. This experience 

gave participants an opportunity to be active contributors to the discussion of the barriers, 

challenges, opportunities, and solutions relating to building team effectiveness. Next, I describe 

my participant process and criteria and identify how my inquiry team was involved. 

Participants 

As the BC SPCA grows to meet the ever-changing landscape of animal and societal 

issues, there is an increasing need for people to work together across and within departments. For 

this reason, I designed this study to get “the whole system in the room” (Weisbord, 2012, p. 212; 

see also Stroh, 2015). For this inquiry, I arranged for invitations to participate to be circulated to 

138 BC SPCA employees in management and professional positions in all departments, 

including upper management and professional personnel in the BC SPCA provincial office. I 

utilized a purposive sampling strategy, which I selected because this research intended to engage 
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a wide range of participants at various levels of the organization. Included in the invitations were 

both dispersed individuals, such as branch managers, and centralized staff in administrative and 

support roles, project developers, and the senior teams. Anyone who reports directly to me or 

was on the inquiry team was excluded from participation, as were hourly staff due to the 

infrequency of working in cross-departmental teams. My goal was for both sessions to include 

16 participants. My thesis supervisor recommended this number of participants in the 

development of this study in order to meet the required research scope and maintain manageable 

data. In reality, 15 participants attended the first session and 11 of the same participants returned 

for the second session. Due to circumstances unrelated to this study, four participants were 

unable to attend the second session. This study involved a cross-section of participants from 

various areas departments, which provided me with an opportunity to enter into dialogue and 

explore how teams could be highly effective. 

Inquiry Team 

My inquiry team included Geoff Urton, General Manager of Strategy and Innovation, and 

Tess Morgan, Executive Assistant, who circulated invitations. I requested that both Urton and 

Morgan sign an inquiry team member agreement (see Appendix B). Along with Jolie Wist, who 

is my study sponsor, I consulted with Urton regularly as he conducted the strategic planning 

consultations and analyzed data from recent employee engagement surveys, both of which 

informed the direction of this study. Throughout the development and design of these methods, I 

consulted with Urton and Wist, who also sit on the BC SPCA Senior Management Team, to 

ensure alignment between this research and the BC SPCA organizational initiatives and the 

newly developed strategic plan. Jolie had identified areas of trust, delegation, and conflict as 
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potential derailleurs or blind spots inhibiting the development of highly effective teams and 

agreed that this study tied in well with the strategic planning initiatives (J. Wist, personal 

communication, September 4, 2018). Further, I highlighted for Urton and Wist areas in which I 

thought this study intersected and overlapped with the strategic plan initiatives as outlined in the 

“Systems Analysis” section in Chapter 1. At the time of writing this thesis, I had worked closely 

with Urton and Wist to determine how this research and any continuation of this research could 

be utilized while the BC SPCA operationalizes the strategic plan, specifically under the “Grow” 

pillar, which includes the “organizational effectiveness” and “strengthening our people” 

initiatives, as outlined above (G. Urton, personal communication, November 13, 2018). 

Data Collection 

Using an AI approach, I collected data using two inquiry methods. The first method was 

a SIM, a method to engage all participants in structured dialogue through the use of interviews, 

facilitated by the group themselves (O’Sullivan et al., 2015). This session included 15 

participants, forming three groups of four and one group of three. O’Sullivan et al. (2015) 

outlined three steps to this SIM process: 

1) 1:1 interview conducted by the participants in the group 

2) Small group deliberations 

3) A facilitated, plenary discussion with the full group. (p. 618) 

O’Sullivan et al. (2015) contended, “The SIM is an appropriate, feasible and effective 

facilitation technique for inclusive engagement through processes such as asset-mapping, 

establishing relationships, and fostering connectedness and collaboration” (p. 11). The authors 

identified that SIM provides a structure for relationship-building dialogue and allows participants 



BUILDING HIGHLY EFFECTIVE TEAMS 50 

to move from “cooperative” (O’Sullivan et al., 2015, p. 231) to “collaborative” (p. 231). While 

learning more about this method in preparation for my research sessions, it became increasingly 

obvious that this method aligned with my intended research outputs. As O’Sullivan et al. (2015) 

contended, “The SIM provides an effective and efficient method to combine systems and action 

research as a hybrid approach to asset mapping for resilience oriented interventions” (p. 11). 

Harrison (1999) provided a step-by-step guide to conduct a SIM session, which I followed in this 

research. The interview questions provided to the participants for the interview matrix session 

are included in Appendix C. 

I chose the SIM method for two primary reasons: it engages participants in structured 

dialogue with each other and quickly generates data and identified themes (Kuziemsky & 

O’Sullivan, 2015; O’Sullivan et al., 2015). The SIM session engaged participants in reflective 

dialogue about their experience and views regarding team effectiveness, identified some possible 

elements to creating highly effective teams, and engaged participants in determining how the 

organization might begin to move toward increasing organizational effectiveness. Due to the 

nature of the SIM, participants interviewed one another, which also helped minimize risk of 

coercion or power over, as I was primarily facilitating the process, not asking the questions 

(described further in the “Ethical Issues” section at the end of this chapter). Participants captured 

interview comments on the provided interview questionnaires. Following small group discussion, 

the participants came to back together for a full group deliberation in which central concepts and 

possible themes were presented. The SIM session lasted about 90 minutes and generated about 

2,200 words and 24 potential themes from the participants. 
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Themes from the responses to the SIM session informed the second inquiry method, a 

design thinking seminar involving 11 of the same participants. Various approaches, referred to as 

“liberating structures” (Lipmanowicz & McCandles, 2013, Prologue, para. 1), are available when 

facilitating a design thinking session, and no structure is identical to the next. There are, 

however, similar attributes in design thinking approaches. What is consistent are the principles 

underpinning the method: taking a human-centered approach, fostering creativity, and 

encouraging experimentation for innovation to occur (IDEO, 2015; see also Motee, 2013). The 

design thinking method aligned with the methodology of this action research by helping to 

bridge the gap between discussing the organizational issues, brainstorming, and taking necessary 

action. As Motee (2013) argued, “The search for a magical balance between business and art; 

structure and chaos; intuition and logic; concept and execution; playfulness and formality; and 

control and empowerment” (p. 33). 

Lipmanowicz and McCandles (2013) offered 33 liberating structures for facilitating 

group sessions, and this resource is available by book, on their website (McCandles & 

Lipmanowicz, n.d.-b), and via an app (Holisticon AG, 2018). The structures I chose because of 

their alignment with both my research methodology and proposed outputs included “What, So 

What, Now What” (McCandles & Lipmanowicz, n.d.-c, para. 1) or “W3” (para. 1) and “25/10 

Crowd Sourcing” (McCandles & Lipmanowicz, n.d.-a, para. 1). I chose the W3 structure because 

this method helps groups “reflect on a shared experience in a way that builds understanding and 

spurs coordinated action while avoiding unproductive conflict. It is possible for every voice to be 

heard while simultaneously sifting for insights and shaping new direction” (McCandles & 

Lipmanowicz, n.d.-c, para. 2). I used the 25/10 crowd sourcing structure conclude the second 
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session because this method helps generate bold ideas, spark creativity, and galvanize 

participants around a possible future (McCandles & Lipmanowicz, n.d.-a). 

As part of the change process, at the beginning of the design thinking session, I needed to 

inform participants of the themes and categorization that emerged post data analysis and member 

check to confirm that the themes were appropriately categorized and subcategorized. To address 

this at the beginning of the second session, I used an approach called dotmocracy, also known as 

the KJ Technique (Dotmocracy, n.d.; see also Spool, n.d.). In dotmocracy, participants are 

provided stickers or a marker and vote to demonstrate agreement or preference (Dotmocracy, 

n.d.). In a short period, this method allowed participants to refamiliarize with the responses from 

the SIM session and be active participants in categorization of themes by voting on their 

placement into categories. The Dotmocracy (n.d.) website explained, 

[Dot-voting] leverages the collective wisdom of the team, and provides an equal way for 

all the voices on the team to be heard and have accountability in prioritizing key issues. 

It also creates a sense of engagement and allows participants to see the decision process 

in action and understand how the final choice was made. (Benefits section, para. 1) 

Having used dotmocracy a few times with other teams, I have found it to be simple and effective 

way to familiarize a group with key concepts and allow for equal and active participation in 

sorting and decision making. 

While observing the group, I noticed that these unique and creative methods encouraged 

people to engage and move around the room, inspired dialogue, allowed for reflectivity, and 

spurred storytelling. I observed participants began to cocreate possible ways to build highly 

effective teams. I found the SIM and design thinking sessions to be facilitation methods that 
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worked congruently with both AI methodology (Zandee et al., 2014) and Rowe et al.’s (2013) 

ARE model; the result of this alignment was data that met the intended research outputs as 

highlighted below. 

Study Conduct 

On my behalf, Tess Morgan, BC SPCA Executive Assistant, issued potential participants 

an invitation (see Appendix D) to take part in this inquiry process. I arranged for this invitation 

to circulate to management and professional personnel with the intention of selecting the first 16 

participants who volunteered. The invitation included clear language expressing to individuals 

that they were choosing to participate at their own volition and could withdraw at any time. I sent 

consent forms to participants (see Appendix E), and I also reminded the group of their voluntary 

participation at the beginning of each session as well as their ability to remove themselves from 

the study at any time. For the first session, participants, which included dispersed participants 

from various parts of the province, attended the SIM session held in Vancouver. 

Although I was unfamiliar with the SIM method, I found it to be quite effective. My 

advisor, Dr. Lesley Bainbridge, and I met twice to discuss this method, working to develop the 

process and approach for the questions (see Appendix C). Critical in the development of the SIM 

questions was insight from both my thesis supervisor and BC SPCA sponsor, Jolie Wist. To 

further ensure the questions being asked were valid and interpreted as intended, Jolie suggested 

piloting the SIM interview draft questions with a number of senior management staff, including 

the BC SPCA Chief Executive Officer, Chief Operations Officer, Controller, and a few managers 

who report to me to gain insight from various areas of the organization prior to the session. None 

of these individuals participated in the study, and responses were not included in the research. 
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Adams (2015) highlighted that asking the right questions by being authentically curiosity and 

void of judgement creates a learning environment that encourages acceptance of current realities, 

surfaces assumptions, and allows for curious genuine and open debate. After the SIM session, I 

analyzed the information gathered and used the results of this analysis to design the second 

session. 

Three weeks following the first session, 11 of the same participants returned to 

Vancouver for a design thinking session. This session occurred like a workshop with themes, 

categories, and subcategories laid out on whiteboards and sticky notes in stations around the 

room. This session flowed following McCandles and Lipmanowicz (n.d.-c) “What, So What, 

Now What? W3” (para. 1) process. For Phase 1– What, the themes generated from the first 

session were introduced in order to allow for the participants to agree on data and enabled 

member checking; this was done utilizing dotmocracy (n.d.) as explained above. Following this, 

participants worked in groups of three to four people and deliberated about the themes and 

categories, for the So What Phases of W3 (McCandles & Lipmanowicz, n.d.-c). At the beginning 

of this session I encouraged participants to think creatively and be specific about their bright 

ideas as identified in McCandles and Lipmanowicz’s (n.d.-a) 25/10 crowdsourcing strategy, and 

I provided cardstock at each station so participants could capture these ideas. 

Next, participants came back together for a group discussion to share their observations, 

insights, and experiences and conduct the Now What Phase of W3 (McCandles & Lipmanowicz, 

n.d.-c). At this time, the participants ranked the best ideas generated on the cardstock, thereby 

completing the 25/10 crowdsourcing activity, and I then encouraged participants to share the top 

10 ideas back with the group. I had field tested both dotmocracy (n.d.) and 25/10 crowdsourcing 
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(McCandles & Lipmanowicz, n.d.-a) with my management team at a prior meeting to assist in 

testing for efficacy and to fine tune the process; I had already been familiar with the W3 process 

from a Master of Arts in Leadership course residency session. I found these methods to be 

engaging and creative; they offered a new approach that helped to disrupt traditional 

conversations and allow for new insights to emerge. 

Data Analysis 

Due to the generation of narrative data collected during the engagement methods, I 

needed to consider how to appropriately and accurately make sense of the data. One of the 

challenges with qualitative action research paradigms is generating authentic data and accurately 

analyzing it. Lather (1986) highlighted the challenges that researchers face in maintaining sound 

data such as detaching desired outcomes, actions, or theories from interpretation and 

differentiating between data collection and analysis. To ensure I was authentically analyzing the 

data, I turned to two data analysis tools: Attride Stirling’s (2001) thematic analysis process and 

Taylor-Powell and Renner’s (2003) narrative data analysis approach. Attride-Stirling’s thematic 

analysis tool identified the following six steps for organizing, analyzing, and interpreting 

qualitative data: “code material, identify themes, construct thematic networks, describe and 

explore thematic networks, summarize thematic networks, and interpret patterns” (p. 8). Taylor-

Powell and Renner (2003) present five steps of narrative data analysis as “get to know your data” 

(p. 2), “focus the analysis” (p. 2), “categorize information” (p. 2), “identify patterns and 

connections within and between categories” (p. 5), and “interpretation” (p. 5). The data analysis 

archetype I applied, which was a hybrid of Attride-Stirling’s (2001) and Taylor-Powell and 

Renner’s (2003) models, included the following steps: (a) become familiar with the data, 
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(b) identify categories and subcategories, (c) explore narrative within category, (d) identify 

patterns and relationships between categories, and (e) interpretation. 

Categorizing and coding involved identifying coherent categories or themes and then 

organizing subcategories into their relative category based on relevance of narrative (Taylor-

Powell & Renner, 2003). Attride-Stirling (2001) suggested categorizing data into organizing 

themes and basic themes, but for ease of reader comprehension I chose to use Taylor-Powell and 

Renner’s (2003) categorization language of category and subcategory. I organized subcategories 

into categories (or themes) based on their relevance to that theme. At the end of the first session, 

I requested participants in their groups identify the themes they saw. I then highlighted these 

themes as possible categories for data analysis. Returning to the data, which was the narrative 

captured on the SIM questionnaires comprising of 2,200 words, I paid close attention to the 

themes, behaviours, and actions, and began coding and organizing comments into categories and 

subcategories. Further, I counted the number of times a word was captured in the interview notes 

in order to identify themes or categories based on frequency of word use. For example, 

participants used the word communication 10 times and support eight times, whereas encourage 

appeared only three times. I used this process to help determine if I was categorizing the themes 

appropriately and to ensure I had not overlooked other possible themes or subthemes; this 

process highlighted priority through repetition and enabled me to see if that matched with my 

categorization. 

Next, I separated categorical items from behaviours that supported those categories. For 

example, an overarching category, such as “communication” included the behaviour “provide 

clear direction.” Once I had taken all of the comments from the SIM session, I prepared the 
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subcategories on sticky notes and organized these under category themes, which I returned to 

and presented to the participants during the second session. I invited participants to member 

check data during the What Phase (McCandles & Lipmanowicz, n.d.-c) of the design thinking 

session in which participants were able to confirm or deny placement for each item and use 

dotmocracy (n.d.) to vote on placement of subcategories. An example of the necessity of 

leveraging the participants in ensuring accuracy of analysis and categorization occurred during 

the second session in which participants determined that one of the themed categories I had 

identified as “Encouragement and Independence” seemed to fit better in the category “Support.” 

Based on the group discussion, the participants and I merged these two categories. Further, 

during the second session, participants identified that the category of “Trust” was in fact 

necessary for all the other categories to exist; for example, “Building Relationships” would not 

be as effective without a condition of “Trust.” In Chapters 4 and 5 I further discuss the study 

findings, conclusions, and recommendations that emerged from the data. 

Adherence to these processes aided in maintaining the purity of data collection and 

analysis as was fundamental to this study. Similarly, adherence to ethical processes maintained 

an authentic and valid process. In the section that follows I define these ethical considerations. 

Ethical Issues 

To ensure human research meets ethical requirements, the governments and societies 

developed principles to design activities, inform decision making, and guide behaviours. The 

ethical principles on ethical conduct for research involving humans that my inquiry team and I 

adhered to in this study are from the Tri-Council Policy Statement (Canadian Institutes of Health 

Research [CIHR], Natural Sciences and Engineering Research Council of Canada, & Social 
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Sciences and Humanities Research Council of Canada, 2014) and IDEO’s (2015) The Little Book 

of Design Research Ethics. These principles include, respectively, respect for persons, concern 

for welfare, and justice (CIHR et al., 2014) and respect, responsibility, and honesty (IDEO, 

2015). These principles are designed to balance a researcher’s desire of generating new 

information with the ethical responsibilities of humans in research, thereby fostering conditions 

of a positive experience while adhering to professional standards of research (CIHR et al., 2014; 

IDEO, 2015). The Tri-Council Policy Statement contended, “Researchers’ commitment to the 

advancement of knowledge also implies duties of honest and thoughtful inquiry, rigorous 

analysis, commitment to the dissemination of research results, and adherence to the use of 

professional standards” (CIHR et al., 2014, p. 6). 

Power dynamics can create concerns around coercion, which the Tri-Council Policy 

Statement defined as “an extreme form of undue influence, involving a threat of harm or 

punishment for failure to participate in research” (CIHR et al., 2014, p. 202). The ways in which 

I chose to invite participants and to design the study, including the methodology and methods 

utilized, were conducted with the intention of ensuring participants did not experience any 

coercion, such as undue influence because of power-over dynamics or negative consequence 

from either participation or nonparticipation. Additionally, I ensured participants were kept 

informed throughout the process, thus empowering participants to make their own educated 

decisions. I reminded participants at the beginning of each session that they were there at their 

consent and had the option to withdraw participation at anytime. As with other forms of power 

associated with marginalized social groups, Pant, Brydon-Miller, and Coghlan (2014) contended 

that access to information aids in equalization and minimization of social marginalization. 
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Within power dynamics, several areas of possible concern may have impeded authentic 

participation allowing for professional research. My managerial role created the possibility of 

power over, as did that of my partner sponsor Jolie, the General Manager of Human Resources. I 

did not send invitations to participate to personnel who report directly to me and I ensured that 

neither Jolie nor I issued the invitations; rather, the BC SCPA Executive Assistant assisted in that 

process because typical to her role is communicating via email across the organization and this 

position holds no formal authority allowing minimizing the risk of individuals feeling obliged to 

participate. 

Bishop (2014) shared her experience as a researcher and stressed the importance of 

transparency with participants, highlighting an example of stating her intention early on and 

utilizing clarifying language to empower and inform participants. As such, I informed 

participants early and gathered and shared minimal information, such as identifying other 

participants, prior to receiving informed consent to participate. Once participants had provided 

consent, I ensured information was transparent and my intent was made clear both in email and 

verbal communication at the beginning of the session. At the beginning of both sessions, I 

reminded participants of their consent to participate at their own volition, they were free to leave 

the session at any time, and that, if they wanted their contribution or data removed, I would do so 

until they were content with the deletion. 

Throughout the entire research process, information allowed for empowerment of 

potential participants and the principles of respect for persons, concern for welfare, justice, 

responsibility, and honesty informed the design of the research project (CIHR et al., 2015; IDEO, 

2015). Due to the strict adherence to these principles, participants knew they had an equal voice 
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and that they were free to be expressive and autonomous, they could leave the study at any time, 

and they had the opportunity to experience high welfare, which led to sound research and an 

authentic research experience. 

Chapter Summary 

Careful consideration through the design, development, and implementation of this study, 

ensured that the chosen methodology aligned with the objectives of the organization, the change 

leadership, and this research. I selected the methods utilized in this study because of their 

congruence with this methodology. Throughout the process, I strictly adhered to ethical 

processes and ensured that participants were well informed and had an experience that was fair 

and research was sound. With involvement from organizational stakeholders on my inquiry team, 

I sought to determine areas in which this study overlapped and intersected with the BC SPCA 

strategic plan so that the study outcomes would have organizational relevance and applicability. 

Chapters 4 delves into further details on the findings and recommendations from this change 

leadership inquiry. 
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Chapter 4: Inquiry Project Findings and Conclusions 

In this chapter, I describe the findings from the study data and draw conclusions based on 

these findings and the relevant literature. I close the chapter with an exploration of the scope and 

limitations of the inquiry. 

I explored the following research question through this inquiry: How can the BC SPCA 

build highly effective teams? I also explored four subquestions relative to this overarching topic: 

1. How do the management and professional personnel within the BC SPCA 

conceptualize highly effective teams? 

2. What conditions need to exist for the development and maintenance of highly 

effective teams within the BC SPCA? 

3. What barriers or challenges prohibit the development of highly effective teams within 

the BC SPCA? 

4. What steps can individuals in the BC SPCA take in order to nurture and sustain 

highly effective teams throughout the organization? 

Study Findings 

In this report, I refer to the themes that emerged from the engagement sessions as pillars, 

to mirror my organizational language. Six pillars to building highly effective teams at the BC 

SPCA emerged from the analysis: building relationships, communication, growth, support, 

accountability, and trust. 

Participants in both data collection sessions discussed the pillars along with 

corresponding subcategories, which represent the behaviours or conditions that supported these 

pillars. I have captured excerpts from the participant dialogue to support the findings and to 
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demonstrate the type of discussion relating to pillar categories and subcategories. To protect 

participant anonymity, comments from the first session are coded as SIM and comments from 

the second session are coded as DT. During the second session, while discussing the pillars and 

subcategories, I asked participants to use dot voting to vote on the alignment of the subcategory 

within the category (Dotmocracy, n.d.). I also facilitated a crowdsourcing activity whereby 

participants were encouraged to capture bright ideas on cardstock, which were then ranked by 

the group. The 11 top ranked ideas are presented at the end of the “Study Findings” section, but, 

first, I review the six pillars of building highly effective teams at the BC SPCA as identified by 

the study participants. 

Building relationships. When considering the topic of establishing highly effective 

teams, the participants identified early on the value of building relationships. Participants 

characterized building relationships by such attributes as mutual respect, understanding, and 

friendship (SIM). When asked about what made teams highly effective, one participant 

highlighted, “Understanding people’s (staff) stories personally, encourage openness” (SIM). 

Similarly, the comment, “You aren’t just your role; you are a whole person” (SIM), was 

mentioned by participants in two separate groups. Another person indicated the importance of 

“relationships of trust” (SIM), suggesting that this allows for “being able to share without fear. 

Be vulnerable, not infallible” (SIM). Table 2 presents the subcategories of behaviours or 

conditions that reflected building relationships. 

Having the opportunity to further explore how to build relationships within teams 

provided insight into the specific behaviours that can be adopted or emulated when establishing a 
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team. The data collected in this inquiry indicate that some emphasis on building relationships is 

needed for teams to be highly effective. 

Table 2 

Subcategories of Behaviours or Conditions of Building Relationships  

Subcategory No. of Participants 
Invested and Willing 5 

Dialogue 5 

Positive Outlook 4 

No Egos 4 

Interest in Personal Life 3 

Engagement 3 

Assume Positive Intent of 
Others 

3 

 

Communication. Communication emerged as a dominant theme throughout the sessions. 

Given the broadness of this topic, participants characterized communication in the context of 

building highly effective teams by listing attributes such as regular and direct communication, 

clear expectations, effective listening, and information sharing. Participants highlighted the value 

effective communication with comments like “regularly touching base leads to collaboration” 

(SIM) and shared the notion that “more effective communication and coaching” (SIM) led to 

highly effective teams. One participant identified the “ability to communicate well. Honest, 

regular meetings (weekly), respectful; all there to learn from each other” (SIM). Additionally, a 

few participants commented on the value of “realistic and clear expectations” (SIM). When 

participants were asked what made teams work well based on their own experience, one 

participant suggested a “narrow focus – everyone pitches in . . . [to] foster a culture of 

communication. Explain the ‘why’ behind policies to encourage buy-in” (SIM). Further to the 
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type of communication above, “access to information” (SIM) and “information sharing” (SIM) 

emerged as nuances within this subcategory. During the design thinking session, participants 

ranked the behaviours or conditions of communication into subcategories (see Table 3). 

Communication garnered significant attention, highlighted were subcategories of expectation 

setting, regularity of connections, and information sharing. It became evident that how, when, 

and what is being communicated had a significant impact on a team’s ability to be highly 

effective. 

Table 3 

Subcategories of Behaviours or Conditions of Communication  

Subcategory No. of Participants 
Information Sharing 11 

Effective Listening 8 

Direct Communication 6 

Regular Communication 6 

Knowing the Purpose 6 

Clear Expectations 5 

 

Growth. Further to building relationships and communication, participants identified 

growth as a category for building effective teams by the participants. This category included 

such characteristics as opportunity, development, training, learning, challenge, delegation, being 

given a chance to take the lead, and constructive criticism. Participants outlined the importance 

of growth and noted, “Delegating help[s] people grow and [is a] learn[ing] opportunity. Uses 

their life skills and special talents” (SIM). Another participant noted the need to “identify the 

staff who want more training” (SIM) and another recommended “regular check-ins about 

training and leadership” (SIM). Similarly, another participant indicated “constant training [and] 
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development” (SIM) lead to “staff [being] empowered to make good decisions” (SIM) and that 

having a manager who “is really good at challenging you with independent tasks” (SIM) helps 

create highly effective teams. Participants ranked subcategories of behaviours or conditions for 

growth, as shown in Table 4. 

Table 4 

Subcategories of Behaviours or Conditions of Growth  

Subcategory No. of Participants 
Professional Development 9 

Given a Chance to Lead 6 

Delegation 5 

Growth Opportunities in 
Junior Roles 

4 

Training 4 

Constructive Criticism 4 

 

In the qualitative data collected in the SIM session, participants frequently mentioned 

“training” (n = 12); however, when presented back to the group in the design thinking session, 

the attendees did not rank training as highly (n = 4) as some of the other subcategories presented 

in Table 4. This distinction may indicate the value that development opportunities have over 

training in building highly effective teams when all the attributes are presented collectively, or it 

may suggest that training may have its merit elsewhere but may not be as effective in the 

establishment of teams versus other development opportunities. Participants discussion of the 

subject of growth provided insight into the developmental opportunities symbiotic to building 

highly effective teams. 
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Support. As mentioned in Chapter 3, participants in the design thinking session 

discussed a seventh pillar of independence and empowerment, as this was a theme suggested by 

the participants in the SIM session; however, during this session the group determined that the 

subcategorized items belonged in the support pillar. Consequently, the participants and I merged 

these two categories into one pillar, which we named support. Support included characteristics 

such as encouraging, delegating, assisting one another, and seeing others’ perspectives. 

Participants identified support with comments like “see someone faltering they [peers] step in” 

(SIM) and “having people in your corner no matter what happens” (SIM). Participants also 

identified support as assisting each other through projects by comments such as “everyone is 

crosstrained and can pitch in as needed” (SIM). Support also conveyed independence and 

autonomy in one’s work as identified by comments like “empowerment to make changes” (SIM). 

As a tenet for building highly effective teams, the participants identified that support did not just 

start and stop at the team member level but included the supervisor too. A few participants 

indicated the importance of feeling of support from their supervisor with comments like “when 

you struggle, your leader supports you” (SIM). The subcategories underpinning behaviours or 

conditions of support as ranked by the participants are presented in Table 5. 

Table 5 

Subcategories of Behaviours or Conditions of Support 

Subcategory No. of Participants 
Seeing Others’ Perspectives 8 

Encouragement 8 

Delegation 7 

Empowerment 7 

Open Minded 5 
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Good Leadership 4 

Considering Urban vs. Rural Differences 4 

 

Accountability. Accountability also emerged early on as a central tenet in this study by 

participants. Discussion of accountability included characteristics such as following through on 

agreements, prioritization, making evidence-based decisions, and addressing low performance. 

Participants identified accountability at multiple levels, identifying that accountability occurred 

as “self, team, and leader/coach” (DT). Self-accountability emerged in participant discussions 

when they described highly effective teams with comments like “everyone [was] invested in 

[the] outcome” (SIM), “people sticking to deadlines” (SIM), and “ability to prioritize” (SIM). 

Other participants pointed to specific behaviours individuals needed to emulate such as being 

“solutions focused” (SIM), “manage workloads better” (SIM), and being “mission focused” 

(SIM). When asked what steps they would be willing to take to build highly effective teams, one 

participant commented, “[I would] commit to doing the hard work not just the fun [or] easy 

work” (SIM). In terms of accountability at a team level participants noted the need for staff to be 

“in it for everyone’s success not just your own” (SIM). Coach or leader accountability was 

characterized as the need to “identify toxicity, do not let it continue” (SIM) and to address 

individuals who were either not performing or were not interested in building highly effective 

teams. Participants ranked the subcategories of behaviours or conditions of accountability (see 

Table 6). 

Table 6 

Subcategories of Behaviours or Conditions of Accountability 

Subcategory No. of Participants 
Evidence-Based Decisions 6 
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Address Low Performers 5 
Address Toxicity 5 
Incentives (Not Necessarily Monetary) 5 
Prioritization 4 

Trust. Trust is the final pillar, and I have intentionally left it until the end because it was 

identified by the participants as a necessary element that “seemed to weave through” (DT) each 

of the other pillars. Participants identified that “trust needed to be in place for the other elements 

to exist” (DT). I did ask participants about trust specifically in the SIM questions, as it was as an 

area of opportunity that my partner sponsor had initially identified. However, trust did emerge a 

number of times by participants prior to being asked directly about it (n = 5). When asked what 

made the most effective team they had been a part of work well, participants commented “trust” 

(SIM) or “relationships of trust” (SIM) while others identified behaviours such as “mutual 

respect” (SIM), and “vulnerability” (SIM), and “assumption of good intentions” (SIM). When 

asked specifically about trust, participants connected trust to feelings of “safety and security” 

(SIM) and “being able to share without fear” (SIM) or “be vulnerable” (SIM) as well as “feeling 

valued” (SIM). Trust, as the participants identified, can be established by “honesty” (SIM), 

“authenticity” (SIM), and by being “nonjudgmental” (SIM). One participant identified, “Trust is 

a sense of security built over time” (SIM), while another participant described “trust . . . [as] 

educated faith” (SIM). Some of the participants articulated that trust was built by demonstrating 

certain behaviours such as “effective listening, engagement and keeping confidence” (SIM). I 

noted consistency in participants’ comments about trust being earned or that certain behaviours 

needed to be demonstrated in order to be trusted, in that trust was not simply inherent but 

moreover “reciprocal” (SIM). Subcategories of behaviours corresponding to trust are presented 

in Table 7. 
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Table 7 

Subcategories of Behaviours or Conditions of Trust 

Subcategory No. of Participants 
Honesty 8 

Having Each Other’s Back 7 

Safety 7 

Vulnerability 5 

Respect 5 

Able to Voice Concerns 4 

Sincerity 4 

 

I noted a division among the group as to who was responsible for building trust, with 

some participants identifying that building trust was everyone’s responsibility while others 

identified that senior leaders were responsible for establishing trust. One participant 

acknowledged, “Trust is held in place by leaders that are accountable and hold people 

accountable” (SIM). While one participant connected trust to leadership, stating, “Leaders 

provide space for honesty, transparency, and vulnerability” (SIM), many participants identified 

that trust was everyone’s responsibility. The data suggest that regardless of how much emphasis 

is placed elsewhere, if trust is not well-established, teams will not be as effective as they could 

otherwise be. I discuss trust among the other six pillars and the corresponding literature further in 

the “Study Conclusions” section of this chapter. The following section details the bright ideas 

captured during the design thinking session. 

Top-ranked bright ideas. As part of the design thinking workshop, while participants 

were reviewing and categorizing the pillars as a crowdsourcing activity, I asked them to suggest 

ideas for actions that could be taken. Participants recorded the following bright ideas on 
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cardstock and then ranked the top 11 top ideas ranked in order of voted preference and I discuss 

some of these ideas in the “Study Conclusions” section that follows: 

1. “Staff mentorship program, for example pairing up an experienced branch manager 

with a newer branch manager. Mentorship hours are part of SMART goals. Get 

recognition for doing, incentivize” (DT; n2 = 5). 

2. “Provide difficult conversation workshop for all levels of staff and volunteers (add to 

new manager training)” (DT; n = 4.83). 

3. “Provide email management training such as inbox zero or the five sentence rule” 

(DT; n = 4.73). 

4. “Follow up and debrief when addressing fails, near misses, wins and success” (DT; 

n = 4.66). 

5. “Demonstrate trustworthiness” (DT; n = 4.58). 

6. “Give opportunity for everyone to speak. Actively listen and acknowledge (every 

meeting, every interaction)” (DT; n = 4.5). 

7. “Branch tours to break down geographic barriers that lead to feelings of isolation and 

disconnection. Incentivize/reward performance with opportunity to shadow at a 

branch/program of your choice” (DT; n = 4.5). 

8. “Recognizing burnout and developing more effective strategies to address it, prevent 

it, and retain talented people. Provide mental health support and opportunities for 

growth” (DT; n = 4.42). 

                                                
2 n = averaged ranking score as participant value divided by number of respondents. 
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9. “Travel budget for all staff to visit other branches (Provincial office and branch). 

Professional development budget for all branch staff” (DT; n = 4.33). 

10. “Never say no, immediately schedule follow up and follow through. Consider needs 

over budget/assumptions. Admit when you don’t know the answer” (DT; n = 4.25). 

11. “Clear expectations shared across the organization of appropriate behaviour. 

Reinforce this through refreshing onboard policies” (DT; n = 4.25). 

Some of these ideas align with the themes central of this study, providing examples of actions 

that could be taken to improve organizational effectiveness, while others may not be central to 

the topics explored within this study or may have significant budgetary considerations. In 

discussing these findings with my organizational partner, she recommended that I present these 

ideas to the BC SPCA senior management team to gain insight and see which ideas could be 

considered for implementation, which is planned for March 11, 2019.  

Summary of study findings. Building highly effective teams within the BC SPCA, as 

determined by participants in this study, requires building relationships, communication, growth, 

support, accountability, and trust. In this section I outlined some of the behaviours and 

conditions that participants determined upheld these pillars along with some excerpts from the 

dialogue at the engagement sessions to provide a window into the insight stemming from these 

structured dialogue sessions. The data suggest possible areas of focus that individuals within the 

organization interested in nurturing a highly effective team may wish to consider. It is important 

to note that the insight presented in this section is from the participants alone. In the following 

section I draw study conclusions, informed by synthesizing results from both participant data and 

the relevant literature presented in Chapter 2, along with some new literature. 
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Study Conclusions 

In this section I draw conclusions from this inquiry by comparing and contrasting the data 

collected from the participants during the two structured dialogue sessions with literature 

relevant to building highly effective teams. This section highlights areas in which the participants 

and the literature align, areas where I noted misalignment, as well as opportunities for future 

research or staff engagement in cases in which I found the information gathered to be 

insufficient. My conclusions from this study are as follows: 

1. Building highly effective teams at the BC SPCA requires establishing relationships, 

clarifying values, effective communication, growth opportunities, support, 

commitment, and trust, all of which should be nurtured collectively. 

2. Trust is a necessary condition for highly effective teams; without trust, the foundation 

of a team will be shaky, and other efforts to build highly effective teams will not have 

a significant impact if distrust persists. 

3. Accountability is an outcome based on level of commitment and commitment can be 

built. 

4. Systems thinking is an approach that can help teams affirm their understanding, 

identify leverage points, and minimize unintended negative impacts. 

5. The methodology and methods utilized in this research can be used to help establish 

highly effective teams; these approaches offer a proven way to utilize structured 

dialogue to establish elements, such as these pillars to highly effective teams. 

Conclusion 1: Building highly effective teams at the BC SPCA requires establishing 

relationships, clarifying values, effective communication, growth opportunities, support, 
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commitment, and trust, all of which should be nurtured collectively. As identified earlier, 

with help from participants, I categorized six pillars for building highly effective teams at the BC 

SPCA. The participant sessions demonstrated to me that staff at the BC SPCA are highly driven 

and effective teams can be established with attention and intention paid to these six pillars. 

In building teams, it seems pertinent to remind readers that organizations are merely a 

network of relationships (Short, 1998). Therefore, the more well established the team 

relationships, the better functioning the team. Scholars of systems thinking elucidated that 

enhancing relationships between the elements of a system improves the whole system (Senge, 

2006; see also Meadows 2008; Stroh, 2015). Participants identified characteristics relating to 

building relationships early on in the sessions, highlighting the need to take a personal interest in 

one another and to see people in a holistic manner, as whole people, not just their roles. Short 

(1998) and Weisbord (2012) described a learning approach in relationships, emphasizing that 

becoming curious is critical to establishing and maintaining meaningful relationships. I noted 

significant evidence within the participant data and the literature to suggest that building 

relationships is an essential starting point in building effective teams (Short, 1998; Stroh, 2015; 

Weisbord, 2012). 

Study participants did not identify clarifying values; however, after reviewing the 

literature and reflecting on my Master of Arts in Leadership experience, I am including 

clarifying values as a step in the process of building teams. When describing alignment among 

teams that have clarified their values, Senge (2006) affirmed, “A resonance of synergy develops, 

like the coherent light of a laser rather than the incoherent and scatter light of a light bulb” 

(p. 217). Clarifying values brings focus, but also instils a deeper purpose or meaning, connecting 
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what a team or organization is doing to why they are doing it. As Kouzes and Posner (2008) 

contended, 

Values are empowering. We are much more in control of our own lives . . . when we’re 

clear about our personal values. When values are clear we don’t have to rely on direction 

from someone in authority. By knowing which means and ends are most important, we 

can act independently. (p. 53) 

Once people have a clearer understanding of their own values, they become better equipped at 

making decisions, further invested and engaged, and more apt at articulating their vision for the 

future. As B. Page (personal communication, February 6, 2017) shared in the Master of Arts in 

Leadership course describing how values lead to engagement and organizational outcomes, 

employees are more engaged when organizational members understand and are present with their 

own values and they see some overlap between their values, the values of the peers, and the 

organizational values. With this engagement, you are better poised to achieve organizational 

initiatives. As Kouzes and Posner (2008) argued, “Values also motivate. They keep us focused 

on why we’re doing what we’re doing and on the ends toward which we’re striving. . . . We refer 

to them when we need to replenish our energy” (p. 53). Finally, clarifying one’s own values and 

finding value alignment among the team will increase commitment, and, as I describe below, 

commitment leads to improved outcomes (Kouzes & Posner, 2008). 

Effective communication supports the establishment of effective teams, as both 

participants and the literature identified (Mickan & Rodger, 2000; Weisbord, 2012). Mickan and 

Rodger (2000) highlighted the importance of communication processes, communicating about 

values, clearly defined roles, listening, collaboration, and decision making as attributes of 
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communication in effective teams. Given that communication is such a broad topic, in the 

context of building highly effective teams, emphasis should be placed on the regular and direct 

communication, information sharing, and dialogue. Participants identified the importance of 

regular and direct communication, which seems somewhat obvious, but to my surprise 

participants ranked information sharing as the most vital component of the communication pillar. 

Weisbord (2012) suggested information sharing and availability is critical to the effectiveness of 

teams as “information from and about all three must be freely available to everybody, so that an 

organization develops through mutual influence, knowledge, and commitment, rather than 

coercion, whimsy, or unilateral action” (p. 75). 

Participants identified dialogue alone as a communication medium for building teams, 

which aligns with what many scholars have stated as necessary for building relationships and 

teams (Bushe & Marshak, 2016; Glassman, Erdem, & Bartholomew, 2013; Senge, 2006; Short, 

1998; Stroh, 2015). I argue that, while other mediums of communication have their merit and 

purposes, for building teams, dialogue is most effective. Bushe and Marshak (2016) contended, 

“Change is created and sustained by changing the words, stories and narratives that are used in 

groups and organizations” (p. 409). Similar to Short (1998), when suggesting the need to disrupt 

patterns of dialogue, Bushe and Marshak (2016) asserted, “Disrupting current patterns in a way 

that engages people in uncovering collective interactions and shared motivations is required” 

(p. 410). Senge (2006), when discussing dialogue in teams, identified, 

The discipline of team learning starts with “dialogue,” the capacity of members of a team 

to suspend assumptions and enter into a genuine “thinking together.” To the Greeks dia-
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logos meant a free-flowing of meaning through a group, allowing the group to discover 

insights not attainable individually. (p. 10) 

As the scholars and study participants both suggest, communication is an essential element of 

effective teams; specifically required is regular and direct communication, information sharing, 

and dialogue. 

Growth, as a pillar of building highly effective teams, provides opportunities and 

challenges, coaching and mentoring, feedback, and development. A key contributor to the 

literature on growth in teams is Weisbord (2012), who contended, 

When people were encouraged to learn, grow, achieve, when mistakes became okay, 

when teams coordinated their own work, there was a great deal more control in the 

system. It’s called self-control, the strongest kind; and it can’t be bought or legislated. 

(p. 25) 

I had expected training to emerge as a theme, but was pleased that the dialogue related 

broadened to growth and included more attributes than training alone. While training has its 

merit, when it comes to building teams training is not fulsome enough. The growth pillar 

encompasses developmental opportunities and challenges, providing mentorship and mentoring 

opportunities, and delivering feedback. While Weisbord (2012) discussed growth specifically, 

the term learning organizations is used to describe many of the attributes that that this study 

categorized as growth (Senge, 2006; Weisbord, 2012). While I noted many overlaps in the 

characteristics of growth and learning organizations, the latter is more comprehensive and in 

depth, including characteristics such as learning about one another, maintaining a curious 

disposition, and building capacity (Senge, 2006; see also Weisbord, 2012). Aligning with Senge 
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(2006) and Weisbord (2012), Adams (2015), on the subject of learning organizations and higher 

performance, declared that focusing on the learner and learning is the secret to high performance. 

Study participants did not identify these additional attributes of a learning organization under the 

pillar of growth. Whether classified as growth or included within the components of learning 

organizations, these characteristics are essential for teams to be highly effective. I refer to 

learning organizations again in my recommendations in Chapter 5. 

Team members need to feel they have the support of both their peers and supervisor in 

order to maximize efficacy. Similarly, Weisbord (2012) identified in effective workplaces people 

support one another and that these organizations operate more like a partnership, with members 

understanding the value of mutuality. Pearce and Herbik (2004) identified that along with team 

leadership and commitment, perceived support had an effect on team members’ behaviour, in 

that, when teams felt they had the support of their organization the more capable they were and, 

consequently, the better their performance. Sheng, Tian, and Chen (2010) contended, “Perceived 

team support significantly influenced teamwork behaviours, trust and team commitment” 

(p. 1297). Support can be a bit vague, as it can mean different things to different people. For 

study participants, support meant seeing various perspectives, encouraging, delegating, 

empowering, and being open minded and that they had autonomy and independence when 

appropriate. Support further demonstrated the vitality of relationships in highly effective teams. 

With emphasis on supportive behaviours, teams’ efficacy can increase, but it would be essential 

to understand which behaviours team members consider to be supportive. 

I was surprised to see accountability identified by the participants, but in hindsight it 

makes sense that it would be a necessary component, as being effective requires being 
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accountable, such as delivering on a proposed objective. Accountability needs to occur at 

multiple levels for high efficacy, individual (or personal), team, and organization wide, as 

participants had identified. The literature aligned with these insights, starting at the individual 

level with Frankl (as cited in Adams, 2015) who described self-accountability as “between 

stimulus and response, there is a space. In that space is our power to choose our response. In our 

response lies our growth and freedom” (Chapter 6, para. 1). As many scholars identified, self-

reflection is necessary for individuals to become aware of their own involvement or contribution 

to a situation (Stroh, 2015; see also Senge, 2006). Stroh (2015) also identified self-reflection and 

self-awareness as necessary elements prior to the development or growth of a team; similarly, 

Rowe et al. (2013) highlighted “reflection” (p. 7) as a fundamental element in their ARE model. 

System thinking scholars Senge (2006) and Stroh (2015) identified that to begin to understand 

system dynamics individuals must see themselves in the system. While study participants did not 

specifically highlight self-reflection or self-awareness, I noted substantial dialogue concerning 

self-accountability. At the team level of accountability, Weisbord (2012) affirmed, “Effective 

teamwork required give and take, openness, frank criticism, shared responsibility and self-

examination” (p. 157). Participants identified the importance of making evidence-based 

decisions and addressing low performance or toxicity, reward, and prioritization, and they 

acknowledged that accountability needs to flow throughout the organization, understanding that 

senior leaders hold themselves to a high level of accountability or integrity and are responsible 

for addressing low performance. Highly effective teams occur when accountability permeates 

through the individual, team, and organizational levels. I did not expect to see accountability 

emerge as a theme because, in my experience, there is often negativity surrounding 
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accountability, so I was surprised to see participants actually desired accountability. This may be 

a nuance within the nonprofit animal welfare sector, as it may speak to staff’s level of 

commitment to their work and the impact their work has on the lives of animals. The data 

suggest that individuals are driven to perform, deliver on expectations, and rely heavily on their 

peers to follow through when working in teams; any shortcomings in these areas derail the 

effectiveness of the team. However, in reflecting on these pillars and attributes, I have come to 

realize that accountability is an outcome and is, therefore, not foundational to highly effective 

teams. Consequently, I explore accountability in Conclusion 3, in which I correlate building 

commitment as a means to achieving accountability. 

Trust underpins the establishment of highly effective teams and when in place can create 

a solid foundation. The opposite is just as true. When not in place, the lack of trust can erode 

other teambuilding efforts and team effectiveness. I found significant literature and data that 

connect trust to the efficacy of teams (Gibson & Manuel, 2003; Lencioni, 2002; Short, 1998). 

Costa, Bijlsma-Frankema, and de Jong (2009) suggested, “Put simply, trust increases the ability 

of group members to work together . . . trust is expected to increase the performance of the group 

in terms of both effectiveness and efficiency” (p. 207). As trust has such a significant impact on 

teams and weaves throughout the pillars, I discuss this subject further in Conclusion 2. 

Throughout this categorization of elements into pillars and subgroups, it became 

increasingly difficult to keep the individual elements separate, and I began to see overlap 

between each of the pillars. As I heard from participants, reviewed literature, and incorporated 

lessons from my Master of Arts in Leadership coursework, I envisioned an interconnected or 

holistic framework, one in which all aspects were reliant on one another, rather than exclusive of 
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each other, such as the various interdependent living organisms of an ecosystem. Consequently, I 

conclude not only that these are six pillars to building highly effective teams at the BC SPCA, 

but also, for each pillar to be effective, all the pillars need to be nurtured collectively. For 

example, in order to build relationships individuals need effective communication through 

dialogue, which establishes trust. When people truly trust one another, they are more likely to 

support and be accountable to each other. When people share information effectively, they 

provide team members with growth opportunities, who can, in turn, offer support, and so on. 

Leadership scholars Lencioni (2002) and Gibson and Manuel (2003) identified interconnections 

like these such as the link between establishing trust through communication and the correlation 

to accountability. Stroh (2015) argued to improve a system leaders first needed to improve the 

relationships among the individual parts, but also identified that dialogue was essential for 

improving social relationships. Sheng et al. (2010) identified that support underpinned 

teamwork, trust, and commitment. Thinking of the pillars not as individual elements but as a 

collective group incorporates a systems approach, through which one can understand that these 

various elements are interconnected, in that they influence and rely on one another. For me, this 

is when building effective teams, and on a broader scale leadership, becomes art, as leaders come 

to see both the individual elements and the collective and strive to practise or orchestrate 

improvements of the elements to improve the whole. I argue that taking a holistic approach and 

fostering the pillars collectively will have a greater impact on building highly effective teams 

than focusing on the elements independently. 

Conclusion 2: Trust is a necessary condition for highly effective teams; without 

trust, the foundation of a team will be shaky, and other efforts to build highly effective 
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teams will not have a significant impact if distrust persists. I found trust to be like the trump 

card, or a foundational attribute, in that, if trust is absent all the other pillars crumble. In 

reviewing participants’ input and the corresponding literature (Lencioni, 2002; see also Costa, 

Roe, & Taillieu, 2001; Lee, Gillespie, Mann, & Wearing, 2010), I argue that trust is a necessary 

condition for teams to be highly effective. Lack of trust results in a shaky foundation for teams to 

be built upon, and other efforts to build highly effective teams will not have as significant impact 

when distrust persists. The study participants indicated that trust needed to be in place for the 

other pillars to work, and this pillar weaved through all the others. Essentially, without trust, all 

other pillars erode. While there is significant academic literature on the importance of trust in 

organizations, it is my impression that organizations do not understand the impact of trust on the 

effectiveness of people in their organizations, and many do not know how to establish and 

uphold trust. Costa et al. (2001) argued, “If trust is absent, no one will risk moving first and all 

parts will sacrifice the gains from collaboration and cooperation in increasing effectiveness” 

(p. 5). Lencioni (2002) contended, 

Trust is the foundation of real teamwork. And so the first dysfunction is a failure on the 

part of team members to open up to one another. . . . It is an absolutely critical part of 

building a team. In fact, it’s probably the most critical. (p. 43) 

Similarly, Costa et al. (2009), when discussing trust as social capital, suggested, “Trust has been 

associated with important benefits, such as more positive workplaces behaviors, attitudes, better 

team processes and superior levels of performance” (pp. 200–201). Lee et al. (2010) correlated 

the importance of knowledge sharing and the impact on trust, arguing that this leads to higher 

performance: “Team leaders who facilitate knowledge sharing and engender trust contribute to 
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team effectiveness” (p. 473). Costa, Fulmer, and Anderson (2018) asserted, “Trust develops 

through its manifestation on behavior” (p. 174) and went on to state, “Trust in teams will directly 

affect individual and team-level outcomes” (p. 177). 

Participants in this inquiry, time and again, identified trust as a critical factor and this was 

echoed in multiple ways throughout my Master or Arts in Leadership journey. Costa et al. (2001) 

studied 112 teams to test trust and performance effectiveness and confirmed the importance of 

trust for effectiveness in teams. Their results identified that trust is “positively related with 

perceived task performance, team satisfaction, and relationship commitment, and negatively 

related with stress” (Costa et al., 2001, p. 225). Costa et al. (2001) concluded, “The relation 

between trust and the other variables in this study suggest to some extent that trust is important 

for the functioning of teams in organizations” (p. 240). After examining those who have been 

part of a team with high levels of trust, Costa et al. (2001) contended, “High trust within teams 

indicates lack of stress between members, high satisfaction and commitment to the relationship, 

and high perceptions of task performance” (p. 240). Trust can be connected to performance or 

effectiveness, which is demonstrated when teams feel tension or dissatisfaction overtime, are less 

committed to the tasks or relationships, and are, therefore, less productive (Costa et al., 2001). 

Lencioni (2002) argued that the antidote to distrust is vulnerability, suggesting the best 

mechanism for overcoming distrust is to demonstrate vulnerability. Study participants in this 

inquiry provided significant insight and the corresponding literature supported their views, 

suggesting that trust is perhaps the most critical foundational building block of highly effective 

teams because it weaves through other teambuilding attributes and without trust those attributes 

erode (Lencioni, 2002); however, as indicated above, trust cannot be nurtured exclusively. 
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Conclusion 3: Accountability is an outcome based on level of commitment and 

commitment can be built. As mentioned in Conclusion 1, highly effective teams are 

accountable. Members of effective teams expect accountability from other people on their teams 

and understand the relationship between accountability and effectiveness. Here I make the 

distinction that accountability is both a necessary condition of building highly effective teams 

and an outcome of such teams, and engendering commitment will result in higher levels of 

accountability. Commitment can be built by establishing relationships between team members, 

clarifying values, instilling trust, and sharing information (Costa et al., 2001; Kouzes & Posner, 

2008; Weisbord, 2012). Lencioni (2002) identified the relationship between trust, commitment, 

and accountability and suggested that allowing for some healthy discord would increase 

commitment. Kouzes and Posner (2008) examined employee behaviours resulting from 

clarifying personal values and concluded, “The people who have the greatest clarity about both 

personal and organizational values have the highest degree of commitment to the organization” 

(p. 50). While Costa et al. (2009) identified, “By considering behaviors of trust such as 

cooperation, we explore the nature of the relationship between team trust and team performance” 

(p. 207). This also highlighted the importance of the other pillars, in that when relationships are 

well established, values are clarified, communication and information sharing is done effectively, 

and individuals have reciprocal trust in one another, they will be more committed to achieving 

agreed-upon objectives. The study participants and scholars highlighted that accountability is not 

as straightforward as it might seem and increasing accountability may require an atypical 

approach (Costa et al., 2009; Lencioni, 2002). 
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In my experience, from a career in management, many managers handle issues of 

unaccountability by holding people more accountable, through some means of performance 

management. I now view commitment and accountability as two distinct but correlated 

attributes. Here, I suggest that accountability can be fostered by taking a step back to the system 

level, in that accountability is a symptom of commitment. Attaining a higher level of 

accountability, which translates in high levels of efficacy, can be done by increasing 

commitment, and increasing commitment can be accomplished through building relationships, 

clarifying values, sharing information, and establishing trust (Costa et al., 2009; Kouzes & 

Posner, 2008; Lencioni, 2002; Weisbord, 2012). 

Conclusion 4: Systems thinking is an approach that can help teams affirm their 

understanding, identify leverage points, and minimize unintended negative impacts. Taking 

a systems thinking approach means considering elements such as seeing oneself in systems, 

understanding individual elements and their interconnections, and recognizing where and how 

system structure causes behaviour. Each of these attributes of thinking in systems can be an 

approach to build and understand teams and can help navigate the complexity of teams (see the 

“System Thinking and Teams” section in Chapter 2 of this report; see also Meadows, 2008; 

Senge, 2006; Stroh, 2015). Teams are social networks and developing foundational knowledge 

of system dynamics, systems behaviour, and how to understand and influence systems will help 

people become increasingly skilled in navigating these social systems. For example, if team 

members recognize a behaviour pattern or have an undesired outcome, with systems thinking 

they can begin to identify leverage points to both recognize and change the patterns, structure, or 

behaviour, and therefore outcome. Meadows (2008) offered 12 leverage points for influencing a 
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system; the six most influential systems leverage points from low to high potential are 

information, rules, self-organization, goals, paradigms, and, finally, transcending paradigms. 

Meadows (n.d.-a) also offered 14 “system wisdom[s]” (para. 12). Meadows’s (n.d.-a, n.d.-b) 

systems leverage points and systems wisdoms are included in Table 8. Additionally, through a 

holistic view or systems lens, if all of these pillars can be established and maintained, one might 

suggest that teams will become highly effective. As part of the social fabric of the team, these 

pillars need to be consistently maintained as fluctuations occur. Within these pillars are the rules, 

goals, and paradigms of the system. The BC SPCA operates in a complex environment and 

teams are complex social networks. Thinking in systems, individuals can feel empowered to lead 

artfully in their aim to establish highly effective teams. I conclude that to more effectively build 

teams, educating team members on systems thinking will add considerable value. 
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Table 8 

System Leverage Points and System Wisdoms 

System Leverage Points  System Wisdoms (in no particular order)  

12. Constants, parameters, numbers 
11. The sizes of buffers and other stabilizing stocks, 

relative to their flows. 
10. The structure of material stocks and flows 
9. The lengths of delays, relative to the rate of 

system change. 
8. The strength of negative feedback loops, 

relative to the impacts they are trying to correct 
against. 

7. The gain around driving positive feedback 
loops. 

6. The structure of information flows (who does 
and does not have access to information). 

5. The rules of the system (incentives, 
punishments, constraints). 

4. The power to add, change, evolve, or self-
organize system structure. 

3. The goals of the system. 
2. The mindset or paradigm out of which the 

system — its goals, structure, rules, delays, 
parameters — arises. 

1. The power to transcend paradigms. 

• Get the beat of the system 
• Listen to the wisdom of the system 
• Expose your mental models to the 

open air 
• Stay humble. Stay a learner 
• Make feedback policies for feedback 

systems 
• Locate responsibility in the system 
• Honour and protect information 
• Pay attention to what is important, 

not just what is quantifiable 
• Go for the good of the whole 
• Expand time horizons 
• Expand thought horizons 
• Expand the boundary of caring 
• Celebrate complexity 
• Hold fast to the goal of goodness 

Note. System leverage points are places to intervene in a system in order of increasing 
effectiveness; System wisdoms are insights into how to dance with versus control systems. 
Adapted from Meadows’s (n.d.-a, n.d.-b) articles on systems change. 

Conclusion 5: The methodology and methods utilized in this research can be used to 

help establish highly effective teams; these approaches offer a proven way to utilize 

structured dialogue to establish elements, such as these pillars to highly effective teams. The 

AI and ARE methodologies offered me an opportunity to inquire with teams, such as engaging 

team members in an inquiry regarding their current and ideal states of efficacy or performance 
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(see Chapter 3; see also Rowe et al., 2013; Zandee et al., 2014). The methods offered a proven 

way in which structured dialogue can disrupt patterns and offer new pathways, which can be 

used in the establishment of highly effective teams. The SIM was a new method for me, and I 

found it engaging, insightful, and an efficient way to obtain a lot of information (see Chapter 3; 

see also Fry, 2014; O’Sullivan et al., 2015). The design thinking methods offered alternative 

approaches to dialogue in a creative and engaging way for participants, with a lot of information 

and ideas generated and shared in a short time. I will continue to use these methods and practices 

and will refine a discipline for inquiry sessions and team meetings as well as recommend these 

methodologies and corresponding methods as a means to establish teams. 

Scope and Limitations of the Inquiry 

In this section, I identify the scope of the study, highlight what was covered and what was 

not, and discuss any limitations or irregularities that arose throughout the study. I have 

characterized the limitations as participants, time, researcher skill, and literature. 

Participants. While participants who did volunteer for the research were highly engaged 

and brought forward valuable insight, the study was limited in scope to 16 participants out of a 

possible 138 employees who met the criteria for the study. In reality, 15 participants attended the 

SIM session and 11 participants attended the design thinking session. Due to various professional 

and personal circumstances, four of the participants from the first session could not attend the 

second session. While this number of participants was satisfactory for this study, the inquiry 

results are limited to the number of participants and reflect the views of one organization. It is 

unknown if more participants would have resulted in additional or different themes or if 

additional ideas would have been generated, but what is known is that the data would be more 
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representative of more staff, with a higher participant-to-staff ratio, and the organizational 

change initiative would have impacted more individuals. 

Time. Time is another limiting factor, and I mean this in two ways. First, it took 

considerable time to complete this study from beginning to end, which included the design, 

proposal, study conduct, and writing. Organizations are fluid systems in which elements 

fluctuate and move quickly. While it was important to work through this process, it also took a 

lot of time from start to finish, and the organization has already shifted somewhat over that time; 

for example, a new strategic plan is now underway. As articulated by Greek philosopher 

Heraclitus (as cited in BrainyQuote, n.d.), “No man ever steps in the same river twice, for it’s not 

the same river and he’s not the same man” (para. 1). Were I or anyone else to conduct this study 

again, it is quite likely that it would generate slightly different results, so in the sense of 

practicality and applicability, reducing the time between study design and study outcomes may 

mean increased validity or relevance. On the other hand, having more time to further explore 

various attributes and nuances to this study would have added considerable value, such as 

determining some of the specifics necessary for information sharing or further understanding 

how teams view support. However, I endeavoured to stay within the scope of the study, as these 

topics could result in endless dialogue. I am confident that with more practise I would improve 

the rapidity of study engagement turn around and become more skilled at knowing where to 

delve deeper and where not to. 

Researcher skill. As this is my first attempt at a study of any sort, I am well aware there 

were things I could have done differently. These are lessons learned, and through more practise 

this skill will be refined. For example, at the end of the design thinking discussion, I had planned 
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to conclude the session by asking participants, “What if anything will you do differently 

following our session?” While this did occur to some extent, I allowed it to be a bit more causal 

than I had originally intended. I also would have communicated with participants more 

frequently and ensured that they felt more included as active participants in the research. Being 

granted the opportunity to have a more fulsome discussion and to hear from one another on their 

commitments to take different actions may have helped participants feel like they were more 

involved in the research outcomes and empowered to make changes within their roles. I did, 

however, recap some of this in an email to the group near the end of the study, and, due to my 

role within the organization, I can continue to share and maintain momentum on this topic. 

Literature. A final limiting factor was the lack of relevant literature in both the nonprofit 

and animal welfare sector. Throughout this study and specifically during the literature review, I 

found it difficult to find relevant literature specific to these sectors. I found some literature for 

nonprofits on team performance, but they were not substantial, and I found no literature 

pertaining to building teams, team performance, or building highly effective teams. Certainly, it 

is also inspiring that this thesis offers scholarly material as a resource to these sectors. 

While it is important to acknowledge these limitations, despite of this I am confident that 

the insights gathered and corresponding findings, and the recommendations that follow in 

Chapter 5 are accurate and relevant to both the BC SPCA, the animal welfare sector, and other 

nonprofit organizations interested in learning more about building highly effective teams. 

Chapter Summary 

In this chapter, I presented study findings from participant engagement sessions and some 

conclusions based on both these insights and in drawing from relevant literature. As well, I 
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highlighted some inquiry limitations, which, to a limited extent, had an affect on the outcomes. 

In the next chapter, I synthesize all the information presented throughout this report into a set of 

recommendations and discuss the potential organizational implications within these 

recommendations. I also present some considerations for future research and provide a final 

summary to this thesis. 
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Chapter 5: Inquiry Implications 

This chapter summarizes the study findings and corresponding literature and presents a 

set of recommendations as well as a plan for moving these recommendations forward for 

possible implementation within the BC SPCA. I also describe how this inquiry intersects with 

the current strategic plan (BC SPCA, 2019), indicating a potential lever for organizational, “third 

person” (Torbert, 2001, p. 253) level change. Trullen and Torbert (2003) described third-person 

change or research as that which generates new ideas, policies, or processes that have an 

organizational impact. I describe implications for future similar inquiries and finish by 

summarizing this report. In discussing the recommendations, I use the metaphor of a tree and its 

ecosystem to help to describe the elements of my recommended model for building highly 

effective teams. 

In conducting this inquiry I explored the following research question: How can the BC 

SPCA build highly effective teams? I also explored four subquestions relative to this overarching 

topic: 

1. How do the management and professional personnel within the BC SPCA 

conceptualize highly effective teams? 

2. What conditions need to exist for the development and maintenance of highly 

effective teams within the BC SPCA? 

3. What barriers or challenges prohibit the development of highly effective teams within 

the BC SPCA? 

4. What steps can individuals in the BC SPCA take in order to nurture and sustain 

highly effective teams throughout the organization? 
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Contextualizing the Recommendations 

Although I present the recommendations stemming from this study in chronological 

order, they may need to be fostered collectively and asynchronously, as mentioned in Chapter 4. 

Any actions taken will be implemented in a social system, which does not necessarily operate in 

a linear fashion. With systems thinking in mind, I view these recommendations not as linear 

steps to be taken, but as set of concentric circles, building from the inside and moving out with 

each element building upon the next. Senge (2006), when describing systems thinking, argued, 

“Reality is made up of circles but we see straight lines” (p. 74). I have drawn from the natural 

elements and ecosystems used throughout my Master of Arts in Leadership program to describe 

and understand concepts. I have used the metaphor of the rings of a tree and the tree’s ecosystem 

to help describe how the approaches I recommend to building highly effective teams within the 

BC SPCA are interconnected and rely on one another. Just as one layer of the tree builds upon 

the next as the tree grows bigger and stronger, the concentric circles of highly effective teams 

build upon the next and cannot exist in isolation. Within the ecosystem of a tree, there are 

elements that help nurture its growth such as the soil. Here, the soil is to the tree what trust is for 

a team. Further, if a dendrologist were to study ecology of the tree, they would need to determine 

not just the health and nutrients of the soil, but the ecosystem as a whole. The ecosystem of the 

tree is like that of a social system of a team. Consequently, individuals on a team need systems 

thinking to understand the systems that a have tremendous impact on the effectiveness of the 

team. Figure 2 demonstrates the concentric circles of building highly effective teams along with 

the necessary element of trust as the soil and aims to portray an understanding of the entire 

ecosystem just as systems thinking. 
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Figure 2. A healthy tree in its ecosystem: A recommended model for building highly effective 
teams at the BC SPCA. 
Note. Teams understand systems thinking and have established trust. They can then build 
relationships, clarify values, communicate, learn, support, and commit in order to be highly 
effective. 

Recommendations 

In Chapter 4, I discussed elements of building highly effective teams at the BC SPCA as 

thinking in systems, trusting, building relationships, clarifying values, communicating, learning, 

supporting, and committing. In the “Recommendations” section that follows, I provide a set of 

proposed actions stemming from these elements. I also advise the use of structured dialogue 

methods at the BC SPCA for meetings, seminars, and inquiries, because these methods help to 

engage participants in meaningful dialogue. I developed these recommendations after conducting 
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two inquiry sessions about highly effective teams with managerial and professional staff with the 

BC SPCA and triangulating data collected from these sessions with relevant literature. This is by 

no means a simple practice, nor is it the only approach that can be used in building high 

performing teams. It is an approach that requires discipline, leadership, and participation, or as 

Lencioni (2002) described, “Teamwork comes down to mastering a set of behaviors that are at 

once theoretically uncomplicated, but extremely difficult to put into practice day after day” 

(p. viii). Based on the study findings presented in the previous chapter as well as the literature 

reviewed in Chapter 2, I put forward the following four recommendations, described in more 

detail below, for BC SPCA’s consideration: 

1. Offer BC SPCA team members the opportunity to gain a foundational knowledge of 

systems thinking. 

2. Actively foster trust in BC SPCA teams, as trust is the bedrock of team effectiveness 

in which all other elements flourish. 

3. Approach creating highly effective teams at the BC SPCA through building 

relationships, clarifying values, communicating, learning, supporting, and 

committing. 

4. Utilize structured dialogue methods during BC SPCA team meetings, discussions, 

and further inquiries. 

Recommendation 1: Offer BC SPCA team members the opportunity to gain a 

foundational knowledge of systems thinking. Just like understanding all the elements of an 

ecosystem that affect the health and growth of a tree, systems thinking will enable team members 

to see the whole social system of the BC SPCA. In Figure 2, I compare the type of thinking 



BUILDING HIGHLY EFFECTIVE TEAMS 95 

required in a social system to that of a dendrologist or ecologist studying the environment, the 

individual organisms, and the interrelationships between these organisms. Thinking in systems 

means seeing oneself in the organizations or orders in which they live and operate, observing 

interconnections among individual elements that comprise the system as well as the whole 

system, and recognizing the structures within the system and the corresponding behaviour caused 

by these structures. Just as an ecologist would study complex natural environments, I 

recommend that managerial and professional staff at the BC SPCA, through training, a 

conference, or other means, receive a baseline understanding of thinking in social systems, the 

complex environment in which teams exist. As Senge (2006) noted, 

Systems thinking is a discipline for seeing the “structures” that underlie complex 

situations, and for discerning high from low leverage change. That is, by seeing wholes 

we learn how to foster health. To do so, system thinking offers a language that begins by 

restructuring how we think. (p. 69) 

Systems thinking would positively impact teams at the BC SPCA because it would 

enable members to have the discipline of self-reflection, seeing themselves in systems and 

observing the various elements, interconnections, and structures of the BC SPCA (Meadows 

2008; Stroh, 2015). Consequently, I suggest team members develop a comprehensive 

understanding of the social systems that underpin all aspects of teams and organizational 

behaviour, as this will enhance team building within the organization. With this knowledge, 

individuals at the BC SPCA will better understand the social systems that are the fabric of the 

organization and will gain knowledge on how to enhance and work within the system, much like 

a dendrologist understands how to optimize the health of a tree in its ecosystem. 
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Recommendation 2: Actively foster trust in BC SPCA teams, as trust is the bedrock 

of team effectiveness in which all other elements flourish. Trust has been a constant topic 

throughout this study and within the literature. My partner sponsor identified trust at the 

beginning of this study as a potential barrier in the organization, and study participants 

highlighted trust as a necessary condition that underscored all other aspects of effective 

teamwork. As identified in both Chapters 2 and 4, the literature aligned with the claims that trust 

has a significant impact on the efficacy of teams. Galford and Seibold Drapeau (2003) 

contended, “Trust is the crucial ingredient of organizational effectiveness” (p. 95). Trust is a 

necessary ingredient or condition that must exist in order for teams to perform effectively (Costa 

et al., 2009; see also Lee et al., 2010; Lencioni, 2002). As such, in Figure 2, I placed trust outside 

of the other concentric circles of building highly effective teams and situating it as a foundational 

element as the soil in which the tree of concentric circles grows. The richer and more nourishing 

the soil, the better nurtured and healthier the tree. Imagine building relationships without trust, or 

communicating when trust is absent, the greater the trust throughout the team, the better nurtured 

the other attributes of establishing teams will be. 

From the study findings and the literature, it is clear that to engender trust, distrust needs 

to be appropriately expunged, people need to be vulnerable, feel psychologically safe, and 

demonstrate respect, honesty, authenticity, and nonjudgement. Additionally, trust is reciprocal, 

as in to receive trust you may need to first act and extend trust (Lencioni, 2002). Lencioni (2002) 

also discussed vulnerability and the need to demonstrate trust as means to establish trust. 

Similarly, Brown (2018) argued, “We need to trust to be vulnerable, and we need to be 

vulnerable in order to build trust” (p. 30). Galford and Seibold Drapeau (2003) contended trust 



BUILDING HIGHLY EFFECTIVE TEAMS 97 

can be built by “consistency, clear communication, and a willingness to tackle awkward 

questions” (p. 90). The authors listed the “enemies of trust” (p. 90) as “inconsistent messages” 

(p. 90), “inconsistent standards” (p. 91), “misplaced benevolence” (p. 91), “false feedback” 

(p. 91), “failure to trust others” (p. 92), “elephants in the parlor” (p. 92), “rumors in a vacuum” 

(p. 92), and “consistent corporate underperformance” (p. 92). Costa et al. (2009) contended, to 

expunge distrust and foster trust, “team members should focus upon consistency of behavior, 

ensuring that promises are kept and actions are explained, so that monitoring and vigilance van 

be reduced” (p. 221). Trust, like the soil supporting a tree, seems to be the most critical element 

or condition for ensuring the effectiveness of a team. While it can be complex, there are some 

simple behaviours that engender trust such as demonstrating vulnerability, clear and consistent 

communication, authenticity, psychological safety, and tackling awkward situations with 

confidentiality. With trust, team members can expect that other elements will be better developed 

and have greater impact. 

Recommendation 3: Approach creating highly effective teams at the BC SPCA 

through building relationships, clarifying values, communicating, learning, supporting, and 

committing. In Figure 2, I present the elements of building relationships, clarifying values, 

communicating, learning, supporting, and committing as concentric circles; these factors 

contribute to building highly effective teams at the BC SPCA. With the first two 

recommendations established, these elements build upon one another. I have described each 

element under this recommendation, as they are so closely aligned with one another. 

Building relationships. As mentioned in Chapter 4, any organization or team comprises a 

network of relationships (Short, 1998). As scholars of systems thinking have asserted, to improve 



BUILDING HIGHLY EFFECTIVE TEAMS 98 

a system, people must foster and strengthen the relationships between the individual elements of 

the system (Senge, 2006; see also Meadows, 2008; Stroh, 2015). As Kets de Vries (2005) 

suggested, “The emphasis on managing interpersonal relationships has grown as organizational 

leaders have come to realize that talent and human capital are what differentiates mediocre from 

high-performing organizations” (p. 62). As it is difficult the identify which behaviours foster or 

enhance relationships, I have drawn from participant insight in which the characteristics 

associated with building relationships included suggestions such as taking a personal interest in 

one another; seeing people in a holistic manner, as whole people, not just their roles; being 

positive; treating each other with respect; and suspending egos. As the first concentric pillar of 

building highly effective teams, I recommend members at the BC SPCA foster a culture of 

building relationships and instil structures that encourage and maintain such relationships. By 

this, I suggest investing time in relationship building in order to create patterns and a culture of 

healthy relationships. 

Clarifying values. With systems thinking in mind, and with the establishment of trust, I 

recommend clarifying values among the team members. Much like systems thinking, clarifying 

values and values alignment is another means by which to see individual elements, as well as 

interconnections, and to improve the relationships between these elements. Sharing, clarifying, 

and finding alignment among a team’s values will strengthen commitment through a deeper 

connection to the reasons why a goal or direction holds value (Kouzes & Posner, 2012; Senge, 

2006). Brown (2018) identified the significance of people becoming aware of their own values 

and aligning actions and behaviours with those values as “living into our values” (p. 186). Brown 

contended, 
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Living into our values means that we do more than profess our values, we practice them. 

We walk our talk – we are clear about what we believe and hold important, and we take 

care that our intentions, words, thoughts, and behaviors align with those beliefs. (p. 186) 

Clarifying values will create synergy and alignment, instil meaning to the teamwork, provide 

clarity and vision, empower, engage, motivate, and increase integrity, independence, and 

commitment (Brown, 2018; Kouzes & Posner, 2008, 2012; Senge 2006). I do, however, 

recommend moving through values cautiously, as these principles and ideals are personal and 

people need to feel validated and acknowledged when sharing their values regardless of 

alignment with team members or organizational values (Kouzes & Posner, 2012). Many free 

tools exist to help individuals and teams clarify their values, such as the Barrrett Values Centre 

(n.d.) “Personal Values Assessment” (para. 1), and Brown’s (2018) values activity in her book 

titled Dare to Lead (p. 187). Clarifying one’s own values, hearing about the values of others, 

identifying areas in which there is an overlap between individual and organizational values, and 

aligning values to action will increase the effectiveness of a team. 

Communicating. Communication is essential in any organization or team, and as it is a 

broad topic, it is difficult to determine what may have the most significant impact. Through the 

lens of building highly effective teams, I recommend three guidelines: communication that is 

clear and direct, communication is through dialogue wherever possible, and communication 

intentionally shares information. Many scholars as well as the participants in this study found 

clear and direct communication to be essential to team effectiveness (Mickan & Rodger, 2000; 

see also Galford & Seibold Drapeau, 2003). During the engagement sessions, participants 

highlighted dialogue alone as the medium for building effective teams; similarly, scholars of 
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team efficacy and organization behaviour identify dialogue repeatedly in their work (e.g., Bushe 

& Marshak, 2016; Glassman et al., 2013; Senge 2006; Short, 1998; Stroh, 2015). Participants 

identified information sharing as the most significant characteristic of team communications, and 

this was consistent with the literature (Lee et al., 2010; Weisbord, 2012). As Lee et al. (2010) 

described, “Team leaders who facilitate knowledge sharing and engender trust contribute to team 

effectiveness” (p. 473). Srivastava et al. (as cited in Lee et al., 2010) asserted, “Knowledge 

sharing in teams has been found to lead to superior team performance” (p. 473). 

Learning. As participants identified growth as a pillar for highly effective teams, I 

recommend expanding growth to be an organizational approach, embodying the traits of a 

learning organization. When it comes to organizational effectiveness, scholars agreed on the 

concept of learning organizations. Senge (2006) and Weisbord (2012) both described learning 

organizations as having characteristics such as being curious, learning about one another, 

building capacity, and suspending assumptions, while Kouzes and Posner (2012) defined 

learning agility as “the ability to reflect on experience and then engage in new behaviors based 

on those reflections” (p. 202). Adams (2015) affirmed that the secret to higher performance in 

organizations was through learning. In the context of building highly effective teams at the BC 

SPCA, I recommend that the BC SPCA embody a learning organization approach. 

Supporting. Team members need to feel they are supported by both their peers and their 

supervisor in order to maximize efficacy. Support may not be obvious and may be different for 

each individual, thus it is necessary to explore what support means within the team and to each 

member by being inquisitive. Supportive behaviours that emerged from this study and from the 

literature included being open minded, encouraging, and empowering, and working in 
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partnership with one another (Weisbord, 2012). Weisbord (2012) identified partnership and 

mutuality among organizational members, while Pearce and Herbik (2004) correlated the feeling 

of being supported to overall performance. Sheng et al. (2010) asserted, when members feel 

supported, teamwork is enhanced through increased trust and commitment. Here too, systems 

thinking and relationships once again become critical. Just as there are many attributes within the 

tree that support or nurture the healthy growth of the whole tree, or as within the ecosystem of 

the forest, the various organisms rely upon one another (see Figure 2), so do team members need 

to both give and receive support. For building teams in the BC SPCA, I recommend ongoing 

inquiry to determine for each individual and team what support looks like and how it can be 

engendered, demonstrating behaviours such as being open minded, encouraging, empowering, 

and being in partnership with one another. 

Commitment. To be effective, teams need to be accountable to achieve their aims and 

objectives. Accountability can be built through commitment. As Katzenback and Smith (1993a) 

suggested, “The essence of a team is common commitment. Without it, groups perform as 

individuals’ with it, they become a powerful unit of collective performance” (p. 3). 

I discriminate between accountability and commitment, as I believe one leads to the 

other, in that commitment can be built, and with increased commitment teams can expect 

improved accountability. Highly effective teams are those in which accountability permeates 

through all levels, from self, to team, and organization wide. Self-reflection and self-awareness 

are not easy disciplines to embrace but can be taught and practised. As attributes of systems 

thinking, team members may already be striving to improve self-awareness. Team members can 

enhance commitment by establishing relationships, clarifying values, instilling trust, and sharing 
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information (Costa et al., 2001; Kouzes & Posner, 2008; Weisbord, 2012). Lencioni (2002) 

identified the relationship between trust, commitment, and accountability. Kouzes and Posner 

(2008) asserted, “The people who have the greatest clarity about both personal and 

organizational values have the highest degree of commitment to the organization” (p. 50). To 

build highly effective teams at the BC SPCA, I recommend increasing commitment, which can 

be done through building relationships, clarifying values, sharing information, and establishing 

trust. 

To conclude, my model to build highly effective teams at the BC SPCA requires team 

members think in systems, and, with a bedrock of trust, that they build relationships, clarify 

values, communicate, learn, and support one another. These elements should increase 

commitment and result in highly effective teams. 

Recommendation 4: Utilize structured dialogue methods during BC SPCA team 

meetings, discussions, and further inquiries. Further to the concentric circles depicted in 

Figure 2, trust and system thinking elements listed above for building highly effective teams, I 

found the SIM and design thinking methods used in this study to be effective ways to facilitate 

group participants, resulting in meaningful conversations. The participants seemed engaged 

during the sessions and were able to cover significant ground in a short period of time. These 

approaches take practise but add tremendous value when facilitated effectively. I anticipate that 

these methods will give some structure to meetings and sessions and allow teams to make the 

best use of the time together. 

The SIM was a new method for me, and I found it engaging, insightful, and an efficient 

way to get a lot of information. As such, I will continue to utilize this method when topics need 
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to be discussed in small groups (see Chapter 3; Fry, 2014; Harrison, 1999; O’Sullivan et al., 

2015). The SIM session engaged participants in reflective dialogue about their experiences 

regarding team effectiveness and identified possible ways to create highly effective teams. As 

described in Chapter 3, SIM is an engagement method using structured dialogue by way of 

interviews, facilitated by the group members themselves. O’Sullivan et al. (2015) outlined three 

steps to this SIM process, including self-conducted interviews, group deliberations, ending with 

a facilitated all-participant dialogue. As O’Sullivan et al. (2015) and Kuziemsky and O’Sullivan 

(2015) identified, the SIM method engaged participants, allowed for inquisitive dialogue among 

group members, quickly generated data, and helped to isolate themes. 

The design thinking methods offered alternative, creative, engaging dialogic approaches 

that provided a lot of information sharing and enabled ideas to be generated and shared in a short 

time. While there is no one consistent approach to a design thinking session, a wide number of 

structured activities that help facilitate dialogue, the principles of taking a human-centered 

approach, fostering creativity, and encouraging experimentation for innovation to occur underpin 

all design thinking methods (IDEO, 2015; see also Motee, 2013). Useful design thinking 

resources for an individual facilitating a structured dialogue session can be found in the more 

than 30 liberating structures Lipmanowicz and McCandles (2013) offer. Design thinking truly 

allows for a balance between taking action and inquiring artfully, between creativity and chaos, 

purpose and playfulness, intent and intuition, and among design, dialogue and direction (Motee, 

2013). I will keep continue to use these methods, practising and refining a discipline for inquiry 

sessions and team meetings, and I recommend these inquiry and dialogue methods be applied for 
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engaging teams. Next, I discuss the organizational implications and next steps leading toward 

possible implementation of the inquiry recommendations. 

Organizational Implications 

The inquiry recommendations I put forward in the previous section are only part of the 

action inquiry process. In addition to discovery of new information and insight through 

engagement sessions, Rowe et al.’s (2013) articulated in their ARE model, the change leadership 

aspect of this study serves as a 

preparatory model designed to enhance organizational stakeholder acceptance or 

readiness for the change phase in action research. In particular, this model aims to clarify 

how organizational members view and analyse the issues associated with change, and 

how they entertain and support the implementation of solutions or strategies for 

improvement. (Rowe et al., 2013, p. 8) 

As such, part of this study entailed engaging the organization in inquiry design and in the 

interpretation and possible implementation of new ideas or changes stemming from this study. 

There are many areas in which individuals and teams at the BC SPCA are already highly 

effective, as study participants shared in their responses and as is evident on the impressive 

growth trajectory of late. All the while, like any organization or team, there are ways in which 

the teams can become increasingly effective. In the case of the BC SPCA, if teams are as 

effective as possible, it results in better outcomes for animals and communities across the 

province of BC and beyond. Organizations like the BC SPCA are unique in that the people 

working in this sector are highly committed to their lifesaving work and, understandably, highly 

emotionally attached to animal related outcomes. At times, this commitment is so significant that 
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it leads to the detriment of other initiatives and the staff’s own well-being. This may suggest that 

teambuilding elements such as support, trust, and communication are more important to do well 

in this sector than in other sectors or in a corporate setting. In the following sections, I describe 

how I engaged the BC SPCA throughout and following this study, areas in which the study 

intersects with current organizational initiatives, and possible implications resulting from the 

proposed implementation of these recommendations of building highly effective teams. 

Partner involvement. Throughout the study, I engaged my partner, Jolie Wist, providing 

updates and progress regularly. Jolie was instrumental in refining the SIM questions and guiding 

the process, while ensuring alignment with organizational initiatives. Jolie has been very 

supportive, both in removing barriers and offering significant freedom and trust, thus allowing a 

free-flowing and truly authentic inquiry to take place. While preparing this final section of this 

report, Jolie and I have engaged in two Make-it-Happen conversations and have scheduled 

further conversations with the senior management team. During our first conversation, Jolie 

suggested that I present the study findings and recommendations to the senior management team 

at one of our upcoming meetings, which is scheduled for March 11, 2019. Jolie advised that I 

also ask the senior management team for their recommendations on any implementation steps. I 

will also offer senior management team members further information that may be relevant to 

their team development. This will not be new to all members of the senior management team, as 

three members of that team participated in my engagement group. In reflection, I see that 

engaging the senior team now at the tail end of the study is somewhat like a miniature version, or 

secondary wave of the ARE model (Rowe et al., 2013). By this I mean that I will consult these 

key stakeholders through dialogue and deliberation to determine readiness, appropriate initiation 
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of change, identification of possible challenges, and strategies for achieving sustainable change 

(Rowe et al., 2013). 

My organizational partner Jolie and I had a very positive and engaging second Make-it-

Happen session that reinforced alignment with, and support for, the findings and 

recommendations. Jolie was familiar with some of the literature and authors and commented 

that, while many of the findings were not surprising, there may be some blind spots for the 

organization. Jolie noted there is some dissention between the findings and literature, as well as 

some flexibility and broad approaches, further indicating that hearing from the senior 

management team will help determine appropriate organizational direction. Jolie also 

acknowledged that presenting this back to the senior team could be seen as a mini change 

management approach or action research process. Further, Jolie made a few comments 

specifically about trust. Jolie noted, 

Trust is the foundations of all the things we want to achieve. If we had to choose one are 

to focus on, I would make it trust. . . . If mistakes aren’t encouraged, and if mistakes are 

going to lead to trouble, you’re not going to trust, stretch, or grow. (J. Wist, personal 

communication, January 18, 2019) 

Jolie recommended that I present the study findings and recommendations to the senior 

managers and unpack them with the team. Jolie suggested that I encourage people to talk about 

the ideas as doing so will also instil trust. 

Strategic plan alignment. Over the course of 18 months, through 2017 and 2018, 

organizational leaders developed the BC SPCA 2019–2023 Strategic Plan (BC SPCA, 2019). 

Consultations and plan development occurred in parallel with this study. The strategic plan 
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followed a similar action research and change leadership process, engaging stakeholders over the 

course of a multiyear, province-wide consultation in order to develop the plan. Due to the timing 

of the strategic plan process, I was able communicate regularly with Geoff Urton, the BC SPCA 

senior manager responsible for the strategic plan development and implementation. Through this 

communication, I was able to ensure alignment and to gain an understanding of areas in which 

possible outputs generated from this study could intersect with, complement, or inform strategic 

initiatives. In Figure 3, I have included an excerpt of the BC SPCA 2019–2023 Strategic Plan 

(BC SPCA, 2019) to indicate areas of intersection between this study and the plan. The BC 

SPCA Strategic Plan pillar of “Grow: Strengthening our Work for Animals” (BC SPCA, 2019, 

p. 2) states a goal of “Our people are thriving – effective in their work and respected for their 

knowledge and capabilities” (see also BC SPCA, 2019, p. 2). This section of the strategic plan 

discusses two strategic initiatives to increase organizational effectiveness. First, “Organizational 

Effectiveness – increase our effectiveness to achieve measurable results for animals through a 

culture of leadership, innovation, accountability, and effective communication that proactively 

manages change” (BC SPCA, 2019, p. 2). Second, “Strengthening our people – attract and retain 

skilled and diverse staff and volunteers, and invest in training and developing our people for 

effectiveness and resilience” (BC SPCA, 2019, p. 2). The complete BC SPCA 2019–2023 

Strategic Plan is available as Appendix A (BC SPCA, 2019). I foresee that the findings and 

recommendations from this study can be used to help inform any unknowns in these strategic 

plan initiatives, such as helping to define what “effective communication” (BC SPCA, 2019, 

p. 2) is based on findings from this study, with the understanding that other information will 
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likely need to be ascertained through additional consultations and inquiry with staff and 

volunteers. 

As these initiatives are part of the strategic plan for the next 5 years, I am confident that 

study recommendations, insights, processes, and outputs will have a place within the 

organization and can be implemented. This thesis provides a set of researched practices that, if 

used, may help the organization to achieve the strategic plan goals through increased team 

efficacy. 

 

Figure 3. The BC SPCA “grow” pillar. BC SPCA 2019-2023 Strategic Plan excerpt of “Grow” 
Pillar. 
Note. From T. Morgan (personal communication, January 2, 2019); BC SPCA 2019–2023 
strategic plan (p. 2), by BC SPCA, Vancouver, Canada: Author. Copyright 2019 by BC SPCA. 
Reprinted with permission. 
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Third-person research and practice. Third-person research or practice consists of 

generating new ideas, policies, or process that redefine how people work together organizational 

wide (Trullen & Torbert, 2004). From the outset of this study, I did not want the outputs from 

this inquiry to be a list of things for senior managers to do; rather, I intended for 

recommendations to be actions that anyone in the organization could take up, regardless of 

position, to enhance team effectiveness. Third-person research, due to intention for changes to 

occur at the organizational or policy level, is best achieved through the establishment of 

organizational conditions whereby leadership is distributed and members are able to participate 

in the transformation or change due to the careful consideration of these conditions (Torbert, 

2001). In the case of this inquiry, I see third-person change stemming from this study in the 

following ways: 

• The development of this model arose through conducting this inquiry to determine 

how BC SPCA teams can be highly effective; this model has never before been 

implemented at the BC SPCA, and no similar research was found for the animal 

welfare sector. 

• In this thesis, I recommend a model for building highly effective teams, which can be 

applied throughout all organizational teams. 

• The senior team and study participants can be engaged in findings and 

recommendations for future direction and potential organizational implementation. 

• The alignment and applicability of the study outcomes and recommendations to the 

strategic plan has the potential for widespread and sustaining change in the 

organization over the life of the new 5-year plan (2019–2023). 
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• The engagement methods used (SIM and design thinking) offer new approaches to 

engage people in structured dialogue to inquire about change and can be instituted 

and repeated at BC SPCA time and again. 

Scholarly and literature implications. As mentioned in Chapter 2, I found the literature 

relating to highly effective teams in the nonprofit sector to be very limited. I found no literature 

pertaining to team effectiveness, or any similar topic such as team performance in the animal 

welfare sector. As there is limited literature on this topic in this sector, more research is required 

to confirm study findings. 

While there was some literature relating trust to commitment and then commitment to 

accountability, I did not find evidence that this was explicitly stated as I have done in Chapter 4. 

Study participants helped me to understand accountability in new ways, and with a thorough 

review of corresponding literature, I was able to redefine the root of accountability as 

commitment. Thanks to previous scholarly findings, I was then able identify that commitment 

could be built through establishing trust-building relationships, clarifying values, sharing 

information, and that with enhanced commitment one can expect an increase in accountability 

(Costa et al., 2001; Kouzes & Posner, 2008; Weisbord, 2012). 

Due in part to the limited literature, the study findings are not as specific to the animal 

welfare sector or the nonprofit sector as I expected them to be at the outset of this inquiry. In 

part, I believe that this is because many nonprofit organizations are heavily focused on their 

mission work, with most of their resources going to program deliverables, and insufficient 

attention is given to considerations such as team establishment, interpersonal growth and 

development, or team effectiveness, such as the findings in this study. I find this somewhat 
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disjointed, as in organizations that are resource dependent, as are nonprofits, it is even more 

critical that they are as effective as possible considering the resource limitations. However, these 

insights take time, and it is fortunate that the BC SPCA was in a position to support this type of 

study. 

Implications for Future Inquiry 

I found the methodology of Rowe et al.’s (2013) ARE model and AI approach 

(Cooperrider et al., 2003; Fry, 2014) aligned well with the SIM and design thinking methods. As 

I have stated above, I suggest these methods be used for studies with similar methodological 

approaches. I also recommend these methods as engagement and inquiry approaches within 

organizations such as the BC SPCA, as I found them engaging, insightful, and easy to facilitate, 

and they generated a lot of data and information in a short time period. 

This study intentionally only addressed a narrow part of the animal welfare world, and is 

not meant to be all encompassing. This study also did not examine what conditions exist when 

highly effective teams are not present, although one would assume that the opposite of the 

elements encompassed in this study, such as distrust, poor relationships, and so forth, and the 

corresponding issues that would arise. Although I was content with the number of participants I 

recruited, as it met the intended scope of this thesis program, there is an opportunity for more 

participants to be involved in an inquiry similar to this one. Likewise, this study did not include 

volunteers, the largest group of people within the organization. The BC SPCA determined, for 

the first study of this nature within the organization, the participants should include full-time 

permanent staff only at this time, and if the organization wanted to take this inquiry to other staff 

or volunteers, then that could occur later. Also, I am curious to see how significantly the results 
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of this study would change if more people or organizations were involved in the inquiry. While it 

is possible different insights would surface, I tried throughout this study to ensure that the 

elements that emerged to inform the model for building effective teams were at the systems level 

instead of a symptomatic level, so quite possibly similar or related elements might emerge from a 

study on a similar topic. 

It is my hope that other animal welfare and nonprofit organization access this new 

research and are able to take a step back from their mission-driven work to learn about how to 

help their teams improve effectiveness and performance. With this insight, I am also hopeful that 

the outcomes of this research will inspire future inquiries and provide additional insight into how 

organizations can maximize their effectiveness. Ultimately, nonprofit organizations should be 

highly aware of and knowledgeable about how their efficacy since resources are often tight and 

deliverables are often in service to people, and in this case, animals. Through my career in 

management and leadership in both nonprofit sector and corporate sectors, lessons from the 

Royal Roads Master of Arts in Leadership program, and the insight gained from the participants 

and literature in this study, I am confident that with careful application and discipline this 

approach will result in increasing the effectiveness of teams at the BC SPCA. 

Incorporating the discipline of systems thinking. This study has taught me the 

importance of systems thinking, something I had only little familiarity with a few months ago. 

As I mentioned in Chapter 2, systems are all around us, but we do not see or think in systems 

much of the time. There is much to be said for systems thinking, within the realm of leadership 

but far beyond into any human system interactions, animal interactions, and of course with our 

natural environment. System thinking can be used to help teams understand their collective 
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complexity and how to most effectively work and make positive advancements in these social 

environments. Systems thinking nurtures an understanding that optimizing a system, such as an 

organization or team, is not about optimizing individual elements, but instead improving how the 

individual elements work collectively. With the lessons from this study, I am going to discipline 

myself to practise thinking in systems, I have come up with the term systems over symptoms, as a 

reminder to not be caught up in the symptomatic details and instead look at the system and its 

elements, behaviours, structures, and interconnections. 

Thesis Summary 

This thesis provides a set of recommendations to the BC SPCA on how to establish 

highly effective teams. While there is ample evidence from both the participants, the literature, 

and my own interest and experience on the topic of team performance, these recommendations 

do not advocate for a one-size-fits-all approach, nor do they form a comprehensive plan. As 

Weisbord (2012) contended, 

No one style of managing satisfies every situation. Successful managers tend to have a 

clear sense of direction and a flexible repertoire of behavior. They can listen, delegate, 

and involve and also know how to decide and direct. These are not opposing behaviors. 

Managers need a full toolkit in the same way carpenters need hammers and saws. (p. 157) 

At the same time, with intentionality to this approach and by taking an honest, critical look at the 

establishment of teams using this framework, teams are likely to becoming increasingly 

effective. Teams have for a long while been a differentiating factor in organizational 

performance, and, through this study, it is evident that they will continue to be. Organizations 

need to rely on the effectiveness of their teams in order to achieve their organizational results. 
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The recommendations I put forward in this chapter are intended to help both team leaders and 

participants to become highly effective, nurturing a system of people who are capable of 

limitless potential. 

While I was finalizing my thesis and writing this chapter, I had the opportunity to visit 

the remote islands of Haida Gwaii for a work trip. Haida Gwaii is an amazing place, and visitors 

experience first hand the magic and beauty of this sacred land. I was awestruck by the beauty of 

these lands, the friendly, welcoming, hardworking, and helpful spirit of residents, and inspired by 

the wisdom and lessons from both. During this visit, my colleague and I visited an Indigenous 

school to deliver some books and other materials. On a wall in the front entrance of this school 

was the passage below. Much like my metaphor above that uses the concentric circles and 

ecosystem of a tree, I include this passage to end my thesis as it eloquently captures many 

aspects of this study and identifies how any group of people, teams, organizations, or 

communities are strongest when they intertwine and work together. 

People are like trees, and groups of people are like the forests. While the forests are 

composed of many different kinds of trees, these trees intertwine their roots so strongly 

that it is impossible for the strongest winds which blow on our islands to uproot the 

forest, for each tree strengthens its neighbour, and their roots are inextricably intertwined. 

 In the same way the people of our Islands, composed of members of nations and 

races from all over the world, are beginning to intertwine their roots so strongly that no 

troubles will affect them. 

 Just as one tree standing alone would soon be destroyed by the first strong wind 

which came along, so it is impossible for any person, any family, or any community to 
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stand alone against the troubles of this world. (Chief Skidegate as cited in Gwaii Trust 

Society, n.d., para. 2–4) 
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Appendix A: British Columbia Society for the Prevention of Cruelty to Animals 2019–2023 

Strategic Plan 

 

STRATEGIC PLAN 2019-2023 

COMMUNITY OUTREACH
Develop and advance an approach for supporting vulnerable people to provide 
care for their animals through access to spay/neuter, identification, disaster 
response, animal care advice, and related services

COMPASSIONATE CARE FOR ANIMALS
Provide professional humane care and/or placement for vulnerable domestic, 
farm and wild animals at risk of suffering, making best use of innovations in 
facility design and technology

PROTECT  |  ENHANCING ANIMAL PROTECTION

CARE  |  ENSURING CARE FOR VULNERABLE ANIMALS

GOAL
BY 2023

STRATEGIES

STRATEGIES

 ✓ A reduction in animal abuse and neglect in British Columbia through prevention, 
collaboration and enforcement

 ✓ People facing barriers to providing good physical and behavioural care for their 
animals are supported, thereby improving animal welfare, and reducing the 
need for them to give up their animal

 ✓ The care of domestic, farm and wild animals is elevated through stronger 
standard practices in our operations and the broader community

VETERINARY CARE
Engage the veterinary sector to identify and develop an approach to removing 
barriers to access of veterinary services

+

ANIMAL WELFARE ASSURANCE
Certify animal businesses that provide higher welfare to domestic, farm and wild 
animals, and leverage public concern into consumer demand

PREVENTION
Collaborate with law enforcement, prosecution and social service agencies to 
grow their interest in considering vulnerable animals, and partner to reduce 
animal distress in the community

ENFORCEMENT
Increase the delivery of timely, effective, and consistent response to complaints 
of animal distress, in cooperation with partner agencies, particularly in 
underserved communities

To learn more about our 2019-2023 Strategic Plan, please visit spca.bc.ca/strategicplan

GOAL
BY 2023
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Note. From BC SPCA 2019–2023 Strategic Plan (pp. 1–2), by British Columbia Society for the 
Prevention of Cruelty to Animals, 2019, Vancouver, Canada: Publisher. Copyright 2019 by BC 
PSCA. Reprinted with permission. 

STRATEGIC PLAN 2019-2023 

To learn more about our 2019-2023 Strategic Plan, please visit spca.bc.ca/strategicplan

ADVOCACY
Motivate political, social, and economic change through leadership in our 
relationships with local, provincial, national and Indigenous stakeholders, and 
by inspiring public action on priority animal welfare issues

RESEARCH
Invest in research that supports animal welfare advancements and evaluates 
the success of humane initiatives 

EDUCATION
Empower British Columbians of all ages with knowledge and resources to raise 
awareness of priority animal welfare issues and inspire behaviour change 

INSPIRE  |  CREATING A NEW FUTURE FOR ANIMALS

STRATEGIES

 ✓ British Columbians are motivated to take action to improve the lives of domestic, 
farm and wild animals

GROW  |  STRENGTHENING OUR WORK FOR ANIMALS

STRATEGIES

 ✓ Our programs, facilities and governance system embody best practices, serving 
as a measurable model of excellence in animal welfare

 ✓ Our people are thriving – effective in their work and respected for their 
knowledge and capabilities

 ✓ Our mission is supported through identifying and pursuing new opportunities 
for annual revenue growth and building future capacity

GOVERNANCE
Evaluate and enhance the effectiveness of our governance system so that 
it best empowers the fulfillment of our mission and the achievement of our 
strategic priorities

ORGANIZATIONAL EFFECTIVENESS
Increase our effectiveness to achieve measurable results for animals through a 
culture of leadership, innovation, accountability, and effective communication 
that proactively manages change

STRENGTHENING OUR PEOPLE
Attract and retain skilled and diverse staff and volunteers, and invest in training 
and developing our people for effectiveness and resilience

$
FINANCIAL STRENGTH
Strategically invest to grow our supporter base, strengthen and diversify our 
funding sources, and enhance our financial management structures to support 
priority programming, community needs, and further capacity building through 
innovation and social enterprise opportunities 

GOAL
BY 2023

GOAL
BY 2023
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Appendix B: Inquiry Team Agreement 

In partial fulfillment of the requirement for a Master of Arts in Leadership Degree at Royal 
Roads University, Graeme Wright (the Student) will be conducting an inquiry research study at 
The British Columbia Society for the Prevention of Cruelty to Animals to determine how the BC 
SPCA can build highly effective teams. The Student’s credentials with Royal Roads University 
can be established by calling Dr. Catherine Etmanski, Director, School of Leadership, at 
[telephone number] or email [email address]. 

Inquiry Team Member Role Description 

As a volunteer Inquiry Team Member assisting the student with this project, your role may 
include one or more of the following: providing advice on the relevance and wording of 
questions and letters of invitation, supporting the logistics of the data-gathering methods, 
including observing, assisting, or facilitating an interview or focus group, taking notes, 
transcribing, or reviewing analysis of data, or to assist the Student and the BC SPCA 
organizational change process. In the course of this activity, you may be privy to confidential 
inquiry data. 

Confidentiality of Inquiry Data 

In compliance with the Royal Roads University Research Ethics Policy, under which this inquiry 
project is being conducted, all personal identifiers and any other confidential information 
generated or accessed by the inquiry team advisor will only be used in the performance of the 
functions of this project, and must not be disclosed to anyone other than persons authorized to 
receive it, both during the inquiry period and beyond it. Recorded information in all formats is 
covered by this agreement. Personal identifiers include participant names, contact information, 
personally identifying turns of phrase or comments, and any other personally identifying 
information. 

Bridging Student’s Potential or Actual Ethical Conflict 

In situations where potential participants in a work setting report directly to the Student, you, as a 
neutral third party with no supervisory relationship with either the Student or potential 
participants, may be asked to work closely with the Student to bridge this potential or actual 
conflict of interest in this study. Such requests may include asking the Inquiry Team Advisor to: 
send out the letter of invitation to potential participants, receive letters/emails of interest in 
participation from potential participants, independently make a selection of received participant 
requests based on criteria you and the Student will have worked out previously, formalize the 
logistics for the data-gathering method, including contacting the participants about the time and 
location of the interview or focus group, conduct the interviews (usually 3-5 maximum) or focus 
group (usually no more than one) with the selected participants (without the Student’s presence 
or knowledge of which participants were chosen) using the protocol and questions worked out 
previously with the Student, and producing written transcripts of the interviews or focus groups 
with all personal identifiers removed before the transcripts are brought back to the Student for 
the data analysis phase of the study. 
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This strategy means that potential participants with a direct reporting relationship will be assured 
they can confidentially turn down the participation request from their supervisor (the Student), as 
this process conceals from the Student which potential participants chose not to participate or 
simply were not selected by you, the third party, because they were out of the selection criteria 
range (they might have been a participant request coming after the number of participants 
sought, for example, interview request number 6 when only 5 participants are sought, or focus 
group request number 10 when up to 9 participants would be selected for a focus group). Inquiry 
Team members asked to take on such 3rd party duties in this study will be under the direction of 
the Student and will be fully briefed by the Student as to how this process will work, including 
specific expectations, and the methods to be employed in conducting the elements of the inquiry 
with the Student’s direct reports, and will be given every support possible by the Student, except 
where such support would reveal the identities of the actual participants. 

Personal information will be collected, recorded, corrected, accessed, altered, used, disclosed, 
retained, secured and destroyed as directed by the Student, under direction of the Royal Roads 
Academic Supervisor. 

Inquiry Team Members who are uncertain whether any information they may wish to share about 
the project they are working on is personal or confidential will verify this with Graeme Wright, 
the Student. 

Statement of Informed Consent: 

I have read and understand this agreement. 

 

 

________________________ _________________________ _____________ 
Name (Please Print) Signature Date 
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Appendix C: Structured Interview Matrix – Questions Between Participants 

(Use the back page if more space is required. Please do not write names down for who shares 
what information) 

1) Think of the most effective team you’ve been on and tell us about it. What specifically 
made it work well? 

2) Highlight an area of the organization where you believe there are highly effective teams. 
What do you think exists that makes these teams highly effective? 

3) How do you define trust? What, in your experience, builds workplace trust? Who is 
responsible for building trust? 

4) Sharing or delegating work is part of working in teams. Where have you seen this work 
well? What were some specific actions you, or the person sharing/delegating, took to 
make it effective? 

5) What impact, if any, do you think conflict has on teams? Can conflict be productive? 
What makes addressing conflict in the workplace more appealing or easier? 

6) What other attributes do you think might build highly effective teams? 

7) What steps would you be willing to take to help build or maintain highly effective teams? 
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Appendix D: Invitation for Participation 

Tess Morgan 
Tue 2018-09-11 11:32 AM 

To: [Participant’s Name and Email Address] 

Hello, I am contacting you on behalf of Graeme Wright. 

Graeme would like to invite you to be part of a research project that he is conducting. This 
project is part of the requirement for his Master of Arts Degree in Leadership at Royal Roads 
University. The BC SPCA has approved this project, and he has been given permission to 
contact potential participants for this purpose. 

The purpose of this research is to determine how we, as staff at the BC SPCA, can build highly 
effective teams. 

Agreeing to participate in this research means participating in two group dialogue sessions. The 
first phase of Graeme’s research project will consist of an Interview Matrix session, an 
opportunity for 16 staff participants to dialogue on the above topic in groups of four. A second 
phase of this research will consist of a Design Thinking session, where participants will discuss 
the themes that emerged from the first session. These daytime sessions will occur in Vancouver, 
the first session will be held on September 28th, the second session on October 18th, with each 
session taking about 90 minutes. Again, participating in this study means attending both sessions, 
and the purpose of this study is to determine how we can build highly effective teams. 

Your decision whether or not to participate will be held in confidence and the BC SPCA will not 
know who has participated, who has not participated, and who has withdrawn. 

Graeme realizes that due to collegial relationships, you may feel compelled to participate in this 
research project. Please be aware that you are not required to participate and, should you choose 
to participate, your participation would be entirely voluntary. If you do choose to participate, you 
are free to withdraw at any time without prejudice. If you do not wish to participate, simply do 
not reply to this request. Your decision not to participate will be kept in confidence. Your choice 
will not affect your relationship or your employment status in any way. 

If you would like to participate in this research project, please reply to Graeme Write directly at 
[email address]. 

Please feel free to contact Jolie Wist or Graeme Wright at any time should have additional 
questions regarding the project and its outcomes. 

Sincerely, 
Tess Morgan on behalf of Graeme Wright 
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Appendix E: Research Consent Form 

By signing this form, you agree that you are over the age of 19 and have read the information 
letter for this study. Your signature states that you are giving your voluntary and informed 
consent to participate in this project and have data I contribute used in the final report and any 
other knowledge outputs (articles, conference presentations, newsletters, etc.). 

 I consent to the use of materials I have contributed to and/or generated [e.g., flipchart 
notes or visuals from group dialogue] thorough my participation in both the Interview 
Matrix and Design Thinking sessions used in this study 

 I consent to quotations and excerpts expressed by me through the Interview Matrix and 
Design Thinking sessions be included in this study, provided that my identity is not 
disclosed 

 I commit to respect the confidential nature of both the Interview Matrix and Design 
Thinking group session by not sharing identifying information about the other 
participants 

 

Name: (Please Print): __________________________________________________ 

 

Signed: _____________________________________________________________ 

 

Date: ______________________________________________ 

 


