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Abstract 

This action-oriented inquiry explored how executive leadership might actively support the 

process of integration throughout The Family Centre in Edmonton, Alberta, Canada. Inquiry 

methods were grounded in dialogic organizational development and systems thinking and 

included a survey and a focus group with participants from all levels of leadership. Study 

findings included the need for clear communication including definitions of what executive 

leadership intended regarding integration. The study found inconsistencies among executives on 

their understanding and action on integration. The inquiry recommendations include 

strengthening executive cohesion and alignment on the definition, purpose, and principles of 

integration and improving internal communication and decision making. This study contributed 

to bodies of knowledge relating to integration, collaboration, and executive alignment while 

acknowledging the need for concrete structures and frameworks to reduce barriers and enhance 

successes.  
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Chapter One: Focus and Framing 

This action-oriented thesis project in leadership involved an engagement of stakeholders 

in an inquiry process that encouraged the emergence of knowledge through sharing, reflecting, 

and gaining an understanding of the ideas and details that were generated. This thesis provides an 

overview of the project I undertook, the research question and subquestions, the significance of 

the inquiry, and how my focus area aligned with the organization I worked with in a broader 

context. This thesis also contains a review of literature on the topic areas of integration, 

knowledge paradigms, mindset, and voice through a systems thinking lens. Next, I highlight the 

inquiry process I embarked on, including the methodology and methods I used, and, finally, I 

present the findings, conclusions, and recommendations. 

This thesis focuses on the area of integration within my partnering organization, The 

Family Centre (TFC). I partnered with TFC to conduct this inquiry and complete the study 

within the organization. The purpose of this inquiry was to support the organization to develop a 

collective understanding and framework of what integration means and why an integrative 

approach could enhance the work TFC does. As the CEO of the organization noted, “Integration 

supports us to leverage our gifts and expertise making us smarter, more engaged, and more 

efficient” (TFC CEO, P. Smale, personal communication, July 16, 2019).1 My interest in this 

area of research related mostly to my curiosity. In my role as the manager of operations for the 

organization, almost all the administrative processes flow through my department. In my view, I 

                                                 
1 All personal communications in this report are used with permission. 
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see elements such as communication, collaboration, language, organizational culture, and 

paradigms as interconnected pieces to integration efforts. 

TFC is a nonprofit social organization located in Edmonton, Alberta. Originally, called 

The Edmonton Family Welfare Bureau, TFC incorporated in 1942 and was one of the first 

charities to receive funding from what is now known as the United Way (TFC, n.d.). TFC 

employs approximately 250 employees and 150 contractors with the vision of working toward 

“healthy families in healthy communities” (TFC, n.d., Vision section, para. 1). Our employees 

come from a broad range of backgrounds in experience and education such as social work, 

counselling, child and youth care, education, business, finance, and many more. 

TFC delivers counselling, therapy, youth work, family support, workshops, translation 

services, as well as other support services to a broad range of clients and customers including 

children, youth, families, newcomers to Canada, and employees from other organizations who 

purchase counselling and education services. Many services TFC provides are delivered in 

distributed settings such as schools, homes, community settings, and partner locations. Providing 

services in distributed settings allows for some TFC clients to have better access to services, and 

TFC leaders feel staff can reach a broader population while having fewer barriers to navigate. 

Clients and customers come to TFC through several different streams, such as professional 

referrals, through contract partners such as Children and Family Services, local schools or 

Alberta Justice. Some clients come on their own and simply drop in. All the services offered by 

the TFC are funded through various sources, including local school boards, the United Way, the 

City of Edmonton, the provincial government, and individual companies that purchase 

counselling and education supports. 
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Several years ago, there was a significant shift in the organization that created the 

emergence of opportunities for the organization to evolve in new ways. Specifically, the previous 

CEO retired and a new leader was appointed. The new leadership brought about many shifts in 

the way the organization was organized and created the vision for the future. Appendix A 

provides a visual of how TFC’s leadership is currently organized (TFC CEO, P. Smale, personal 

communication, September 6, 2019). 

Over the past few years, several of the organization’s support services, also known as the 

organizational backbone supports, have reorganized and were enhanced in capacity and scope. 

These backbone supports include administration, operations, information and technology, 

marketing and communications, finance, and quality assurance and improvement. The 

organization’s executive leadership is hoping to move in a direction to have more alignment in 

the approach to the day-to-day work, with and among all the backbone supports, as well as with 

all the individual program areas. Organizational leaders want staff to work smarter while 

increasing consistency, efficiencies, and reduce confusion and errors. This approach will, and 

has, impacted the flow of work within each department, making this an important focus area for 

the organization. 

Appendix B provides an overview of a systems analysis relating to this project. Through 

my own observations and discussions with the CEO, we identified many elements that impact 

TFC’s organizational system. The analysis highlights the key concepts, key factors, complexities 

and possible leverage points within the project focus area. Some of the complexities identified 

include silo-type work, availability of resources, perspectives and language, mental models, 
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delays, and communication flow and structure. Key factors include vision and purpose, empathy, 

readiness, communication, and collaboration. 

Through utilizing a systems map and analyzing the information, I was able to identify 

several leverage points that may be utilized, where small changes could lead to big shifts. 

Meadows (2010) identified 12 places to intervene within a system, noting that the leverage 

points are not magical, but they can be powerful. Some of the leverage points I identified in my 

analysis include committees and committee work, meetings, feedback loops, mindset, 

communication, and shifting the way we work and think. The analysis in Appendix B identifies 

the leverage points, which are highlighted in orange, in the areas of key factors and complexities. 

The analysis led to the primary question that guided this inquiry: How might the 

executive leadership team at The Family Centre actively support the process of integration 

throughout the organization? I used the following subquestions to guide my inquiry process: 

1. How does executive leadership understand and conceptualize successful internal 

integration? 

2. What stories do leadership share about their experiences with collaboration and 

integration within the organization? 

3. What is the understanding and acceptance of the need for integration by leadership? 

4. What strategies would executive leadership find helpful to facilitate and enhance 

collaboration and internal integration? 

5. What resources and tools would be necessary to improve internal integration? 
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Significance of the Inquiry 

The outcomes of this inquiry have the potential to create a significant shift in the way that 

departments within the organization work together. Creating awareness, understanding, and 

desire to approach work through an integrative and collaborative approach in more intentional 

ways, could add value to many of the backbone support services, as well as to the general 

organizational culture and, ultimately, improve service delivery. This inquiry created space for 

people to share their knowledge and understanding of integration while learning about the 

perspectives and experiences of others. 

This inquiry did not focus on an urgent organizational problem. Rather, it was based on 

more of an emergent opportunity for the organization to see if there is latitude or readiness to 

shift, adjust, learn, and work in more integrative, inclusive, and efficient ways. Through this 

action-orientated research process, participants identified the need for positive shifts to occur, 

and the results of those shifts will enhance internal collaboration and communication in more 

meaningful and productive ways. 

All employees within the organization are stakeholders and play a role in shaping and 

influencing the organizational culture and how staff work on a day-to-day basis. The key 

stakeholders benefited from participating in this inquiry process by having the opportunity to be 

heard and voice their experiences, suggestions, and ideas. The focus group participants were able 

to generate and expand their knowledge, identify gaps and opportunities, and be exposed to new 

perspectives. 
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Overview of Thesis 

This thesis is organized into five chapters. Chapter 1 delivered the focus and framing for 

the overall inquiry project. Chapter 2 provides an overview of the literature reviewed, which sets 

a foundation of what integration means and factors that are included as part of an integrative 

approach. Chapter 2 also examines knowledge paradigms and how systems thinking can impact 

approaches to organizational integration. Chapter 3 outlines the inquiry approach, methods, 

project participants, study conduct, data analysis, and associated ethical implications. Chapter 4 

reveals four inquiry findings and four conclusions. Finally, Chapter 5 offers five 

recommendations based on a synthesis of inquiry findings and literature. As well, Chapter 5 

outlines organizational implications and implications for future inquiry. 
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Chapter Two: Literature Review 

In this literature review, I provide an overview of what integration is and the elements 

that are required for successful integration to occur. Next, I explore knowledge paradigms, 

mindset, and voice, and highlight how these elements contribute to a systems thinking approach 

toward integration. Through examining the literature around these topics, I draw attention to the 

importance of these areas within intraorganizational dynamics  

A Broad Exploration of Integration 

Many definitions of integration exist, as the term has historically spanned over many 

broad domains, such as economics, biology, engineering, and mathematics. The idea or 

framework of integration occupies a central place within narrower domains including 

management, strategy, organizational theory, production and operations management, and 

information systems (Barki & Pinsonneault, 2005; Boon, Minor, Barnsley, Ashbury, & Haig, 

2009; Lawrence & Lorsch, 1967). Many of these domains, whether broad or narrow, perceive 

integration through varying lenses. However, the one rooting definition that spans across many 

domains and guides deeper meaning and characterizations of integration comes from Lawrence 

and Lorsch (1967), who stated, “Integration is the quality of the state of collaboration that exists 

among departments that are required to achieve unity of effort by the demands of the 

environment” (p. 11). This definition is in line with the Latin origins of the word integration, 

“integrare” (“Integration,” n.d., Word Origin section, para. 1), or making whole. 

This literature review on integration focuses on a narrower view of what integration 

means, its characteristics, proposed elements involved in an integrative framework, and barriers 

within this approach. This analysis stems from structures identified within areas such as 
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healthcare, children’s services, management, and organizational development. Boon et al. (2009) 

reviewed more than 50 articles from the healthcare sector and found most definitions of 

integration were inclusive of four fundamental elements: philosophy or values, structure, 

process, and outcomes (p. 716).  

As noted earlier, there are varying lenses of what integration means; as such, many 

scholars have characterized integration slightly differently. For example, Follett (1933) defined 

integration as a system of cross functioning and a sense of collective responsibility. She said, 

“Integration involves invention, the finding of the third way” (Follett, 1933, p. 66). Barki and 

Pinsonneault (2005) noted integration is seen as reflecting how harmoniously different 

departments of an organization work together and how tightly coordinated their activities are 

(p. 166). Horwath and Morrison (2007) indicated integration occurs when whole systems 

collaborate to plan, commission, and manage services—a merging to create a new joint identity 

(p. 56). Rosen, Mountford, Lewis, Lewis, Shand, and Shaw (2011) explained that the term 

integration describes two things: a set of activities and the ability to coordinate functions and 

activities across separate teams and operating units (p. 10). These definitions demonstrate both a 

broader philosophical context, while others are somewhat distinct.  

Many authors argued that integration sits on a continuum and the act of integration is a 

specific, intentional, and progressive process (Beck, 2005; Boon et al., 2009; Horwath & 

Morrison, 2007; Willumsen, Ahgren, & Ødegård, 2012). Having said that, there are many 

variances and contrasts of what is included on these continuums and what each level means. 

Boon et al. (2009) identified seven different levels in which people interact, with each level 

being differentiated by increased levels of interprofessional interaction, involvement in service 
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delivery, and organizational structure and processes. They explained, “These different levels 

range from parallel practices to collaboration to integration. Collaboration falling within the 

middle of the continuum” (Boon et al., 2009, p. 716). Horwath and Morrison (2007) described a 

continuum of five levels towards integration: communication, cooperation, coordination, 

coalition, and finally integration. They described communication as “low level” (Horwath & 

Morrison, 2007, p. 57) collaboration and integration as “high level” (p. 57). Notice here that they 

talk about five levels toward integration, not that integration has five levels. Similarly, 

Willumsen et al. (2012) noted integration is really collaboration with several phases moving 

from full segregation to full integration. The markers on the continuum they described include 

linkage, coordination in networks, and cooperation (Willumsen et al., 2012, p. 200). In a 

somewhat different light, Beck (2005) discussed a continuum moving from completely 

independent to group optimization. He described four types of work. The first is an entirely 

independent effort of one person to produce a product or service (Beck, 2005). The second type 

is dependant work, in which one applies effort using someone else’s product or service (Beck, 

2005). The third type occurs when people come together to share information across disciplines 

to achieve a shared purpose (Beck, 2005). Finally, the fourth is when “there is an integration of 

knowledge acquired through specialists in a range of disciples enabling the optimization of the 

work to be performed” (Beck, 2005, Collaboration vs. Integration section, para. 1). Although 

there are differences among the terminology and levels within these continuums, all move from 

informal to formal. It should also be noted that integration is implied both horizontally and 

vertically within organizational hierarchies (Axelsson & Axelsson, 2006; Boon et al., 2009; 

Ettlie & Reza, 1992; Willumsen et al., 2012).  
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A high-level examination of an integration framework includes a unified management 

system; pooled funds; common governance; whole systems approach to training, information, 

and finance; single assessment, shared targets (Horwath & Morrison, 2007, p. 58); and ongoing 

analysis and evaluation. When considering integrated approaches to work or service delivery, it 

is vital to create a framework that is specific to the organization and the intended objectives. 

Much of the literature found the critical starting point to be a strong coordination that focuses on 

and articulates the goals and a clear definition of the desired objective (Anderson & Adams, 

2015; Barki & Pinsonneault, 2005; Boon et al., 2009; Horwath & Morrison, 2007; Ettlie & Reza, 

1992; Rosen et al., 2011). This also includes adopting new procedures and creating common 

language. The strongest pillars to be noted within any potential framework include decision 

making, problem solving, and communication structures and processes. This is accomplished 

using high-quality planning that is collegial and consensual (Axelsson & Axelsson, 2006; 

Horwath & Morrison, 2007; McClellan & Sanders, 2013; Winkelen, 2010). “If members are 

unclear about the structures, they cannot be clear where the accountabilities lie” (Horwath & 

Morrison, 2007, p. 63). Solid, mutually created, and articulate processes of these key elements 

are the cement blocks on which the rest of the framework can be built.  

Leadership also surfaced as a foundational must within integration frameworks. Skilled 

and trusted leaders are those with excellent communication skills, who are champions, 

committed, energized and who have high levels of creditability, influence, and integrity 

(Horwath & Morrison, 2007; Rosen et al., 2011; Winkelen, 2010). These are the leaders who are 

dedicated to the initiative. Central to the success of integration is trust and common team cultures 

(Axelsson & Axelsson, 2006; Horwath & Morrison, 2007; Winkelen, 2010). Axelsson and 
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Axelsson (2006) pointed out that the most successful forms of interorganizational collaboration 

and integration within the health sector are those with multidisciplinary teams that have been 

created, nurtured, and maintained over a long period of time. Winkelen (2010) added that 

building capacity early in the integration endeavour as well as nurturing social ties aids in 

successful outcomes. My view of the literature indicated that each of these elements weigh on 

leadership to develop, support, and maintain. 

Finally, integration frameworks must include evaluative processes. Evaluative processes 

in relation to integration are inclusive of internal and external impacts and outcomes. These 

processes look at areas of alignment, supportive links, the analysis of information sharing, 

training, and impact of change (Rosen et al., 2011). Creating processes or products without 

concrete evaluation measures in place leads to fragmentation and may render the creation 

useless. 

Barriers are often encountered within intended integration initiatives, and founders of 

these initiatives should have mechanisms in place to identify and address them. Some obvious 

barriers include the availability of resources, inconsistencies in policy, difficulties in developing 

supportive systems, not having multiple evaluative tools in place, fluctuations in commitment, 

and lack of ownership among senior leaders (Axelsson & Axelsson, 2006; Beck, 2005; Rosen et 

al., 2011). Less apparent barriers include lack of clarity, fragmentation of responsibilities and 

poor understanding of roles and responsibilities, mistrust, conflicting professional ideologies, 

and communication problems (Boon et al., 2009; Horwath & Morrison, 2007). Another 

consideration is flexibility. Barki and Pinsonneault (2005) pointed out that full integration may 
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take away flexibility of specializations (p. 166). In turn, this impacts service delivery and 

potentially creates more barriers. 

Interestingly, not many articles specifically discussed how integration takes place or 

where it begins. Johansen and Andersen (2012) asserted integration takes place on a strategic 

level and is inclusive of vertical and horizontal hierarchies. They noted that integration is a 

merging of stakeholder voices, which are then developed into corporate strategies (Johansen & 

Andersen, 2012, p. 284) and embodied throughout all organizational levels.  

Knowledge paradigms and voice may be important considerations in order to broaden 

perspectives and gain awareness and understanding of stakeholders’ mindsets (Johansen & 

Andersen, 2012, p. 284). I believe that these are factors that contribute to the possible successes 

and failures of integration. The question here is, in relation to an integrative approach, is a single 

unified paradigm better or should each organization or unit maintain distinct paradigms so as not 

lose the essence and beauty of individual paradigms (Boon et al., 2009)? Paradigms are 

discussed in more detail in the next section. 

Another piece that did not surface much in the literature I reviewed was around power 

differentials. I imagine that in many circumstances, power relations are a factor and possibly, 

even a barrier. For example, power differentials would be present in a merged service delivery 

concept in which community organizations integrate with government agencies to provide 

service. Winkelen (2010) acknowledged that people representing their organizations should be of 

similar seniority (p. 17). However, I argue that representation from similar levels of seniority is 

only a small piece of the power differential discussion (e.g., the power of a small community 

organization versus a sector within a government agency). I believe that issues should be 
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addressed in the initial stages of the development of integration frameworks. Whether real or 

perceived, power differentials warrant further exploration. 

The concept of integration is quite complex and requires significant amounts of attention 

for success. As Rosen et al. (2011) noted, “integration is a dynamic process” (p. 7) that requires 

repeated adaptations as contexts shift. Building frameworks that are grounding of key elements 

such as decision making, problem solving, and communication coupled with clear roles and 

responsibilities of primary functions will support the success of the integration initiative. As 

noted earlier, further considerations within a framework of integration are paradigms, mindset, 

and voice. 

Paradigms, Mindsets, and Voice: Their Value Within Systems Thinking 

What is a paradigm? A paradigm is a set of basic beliefs that represents and defines 

people’s worldviews, the nature of that world, and their place within it (Guba & Lincoln, 1994, 

p. 107). Much of the literature I have reviewed for this topic speaks about the positionality and 

knowledge paradigm of the researcher and how their knowledge paradigms impact most facets of 

the research process (Coleman, 2015; Gergen & Gergen, 2015; Heron & Reason, 1997; Kuhn, 

2012; Lincoln, Lynham, & Guba, 2011; Wahyuni, 2012). I see many parallels between 

researchers and organizational employees (specifically those in leadership), particularly in 

relation to the power of the paradigm they hold. From a research perspective, I understand why it 

is important to consider, reflect, and evaluate one’s worldview and position within it. From a 

leadership perspective, I feel it is equally important to understand the same. Senge (2006) noted, 

“Networks of knowledge expand and become stronger through reflection” (p. 270). In this view, 

knowledge can be generated and positions within paradigms can be better understood. From an 
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integration perspective, paradigms play an important role within integration processes, and these 

paradigms matter. 

Knowledge paradigms sit on a spectrum, positivist on one end and pragmatic worldviews 

on the other (Guba & Lincoln, 2005; Lincoln et al., 2011; Wahyuni, 2012). These paradigms are 

birthed from the philosophy of one’s epistemology. The concept of paradigm is influential in the 

world of philosophy and social science and has been since Thomas Kuhn coined the term in 1962 

(Kuhn, 2012, p. 10). There are several ways scholars observe the framing of knowledge. For 

example, Coleman (2015) noted conventional epistemologies frame knowledge as pieces of 

“intellectual capital” (p. 397) that are owned and passed from person to person. He also noted 

that a philosophical stance of epistemology is adopted rather than discovered. Hazlett, McAdam, 

and Gallagher (2005) contended the construction of knowledge is a dynamic journey of meaning 

making rather than conformity to “facts” (p. 36). Jackson (2015) pointed out that paradigms are 

not ideal types with rigid boundaries (p. 187). Along a similar vein, Lincoln et al. (2011) 

acknowledged that the emergence of new awareness and influences can shift people’s positions 

within paradigms (see also Kim & Senge, 1994). The question for me here is, how do leaders 

draw that shift out, and how can they learn from that shift?  

Comparatively, Hazlett et al. (2005) pointed out that as further understanding emerges, 

knowledge will not be adequately explained by the existing paradigm, resulting in the creation of 

a competing paradigm (p. 35). Senge (1994) asserted paradigms and mental models are, in 

essence, equivalent to one another. They are both “an integrative set of ideas and practices that 

shape the ways people view and interact with the world” (Senge, 1994, p. 16). My personal 

belief is that knowledge is generated through interaction with the world around us; the way 
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people see it, understand it, experience it, and talk about it. Exploring individuals’ worldviews in 

the context of how they work within an organization could be monumental in the development of 

knowledge and finding space to act upon that knowledge. The power of shifting paradigms may 

very well lie within relationship, collaboration, and critical reflection; “looping back one’s own 

experience upon oneself” (Hazlett et al., 2005); and sharing that with others. Further, individual 

learning and organizational learning are linked through the concept of exploring mental models 

(Kim & Senge, 1994, p. 279). Goodman (1997) pointed out, “We often assume that everyone has 

the same picture of the past or knows the same information” (p. 7). Perspective is important, and 

this is where I see the power of paradigms and the role our mental models play within 

organizational settings.  

Why does mindset matter? Generally, the term mindset refers to a way of thinking, for 

example an opinion or attitude towards something. Many scholars have suggested that mindset, 

from both individual and organizational positions, impacts change processes and is a valuable 

tool of influence (Bushe & Marshak, 2015; Dweck, 2008; Klein, 2016; Murphy & Dweck, 2016; 

Western, n.d.; Winegar, Misra, & Shelton, 2017). Based on a review of research on mindsets, 

Murphy and Dweck (2016) noted, “Mindsets are important because they shape people’s 

motivation” (p. 127), and lived experiences influence a host of relevant social outcomes 

(Koschmann, 2012, p. 142). Mindsets, then, can be seen as an avenue toward personal and 

organizational development or a means to perpetuate limitations. 

There are two main categories of mindsets, fixed and growth (Dweck, 2008), and, at any 

given time, individuals can be identified within one of these categories based on their behaviour. 

Intergroup mindset (Murphy & Dweck, 2016); global mindset (Levy et al., 2015); as well as 
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follower, social, fear, and business mindsets (Western, n.d.) are examples of alternate mindsets 

that are nested under the overarching categories. An individual’s mindset, whether fixed or 

growth, influences that person’s behaviour and reactions (Dweck, 2008), and, ultimately, 

individual and organizational mindsets inspire different types of goals. 

Adams (2015), creator of the Choice Map, has written and spoken about the idea of the 

learner versus judger mindset. I find this idea mirrors the growth versus fixed mindset; however, 

Adams pushed this concept further. She encouraged leaders to choose the learner path while 

challenging people to notice when they actually end up on the judger path. Adams also noted that 

even if a leader finds herself on the judger path, there is always space to get back onto the learner 

path; “accept judger and practice learner” (p. 60). Adams further contended that mindsets can be 

shifted by simply asking different questions: “Change your questions, change your results” 

(p. 65). The use of an appreciative inquiry (AI) approach may be useful, in that this mindset can 

be fostered to create a “collective image of a new and better future by exploring the best of what 

is and has been” (Bushe, 1999, p. 62). 

Looking at organization implications, Murphy and Dweck (2016) noted organizational 

mindsets influence employee experiences (p. 131). Bushe and Marshak (2015) also supported 

this notion and explored this concept further through a dialogic mindset. They described eight 

key ideas that make up the dialogic mindset: reality and relationships are socially constructed; 

organizations are meaning-making systems; language matters, creating change requires changing 

conversations, inquiry and engagement need to be structured to increase differentiation before 

seeking coherence, groups and organizations are continuously self-organizing, transformational 

change is more emergent than planned, consultants are part of the process, not a part from the 
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process (Bushe & Marshak, 2015, pp. 17–18). The dialogic mindset is a view with disrupting the 

status quo and exploring what emerges. 

People’s mindsets, both individual and collective, influence organizational goals, 

expectations, motivations, reactions, and general behaviours (Dweck, 2008; Klein, 2016; 

Murphy & Dweck, 2016). They are also a driver of people’s experiences and willingness to 

change. As such, shifting people’s mindsets will require organizational leadership to develop a 

greater understanding of staff members’ existing views and paradigms. 

The power of voice. Voice within paradigms and mindsets should be acknowledged. As 

noted previously, shifts in paradigms are possible through relationship, collaboration, and critical 

reflection; acknowledging the voices within the paradigm are equally as important. Action 

researchers use organizational and community stakeholders as experts of their own knowledge 

and experience. Organizational leaders should consider and encourage the same. Voice is more 

than allowing someone to speak or simply being listened to (McClellan & Sanders, 2013; 

Winegar et al., 2017). “Voice means being heard, understood and actively engaged as a partner 

of communication” (McClellan & Sanders, 2013, p. 262). These voices provide empowering 

narratives and, as Greenwood and Levin (2011) noted, “Stakeholders are moved from passive to 

active voice” (p. 30). Giving people the autonomy to express their voice within their paradigm 

helps them move “from a sense of powerlessness and worthlessness to an understanding through 

redescribing society as it is experienced” (p. 30). Merging stakeholder voices into the 

development of organizational strategies, such as integration, can be a powerful move toward 

success (Johansen & Andersen, 2012; McClellan & Sanders, 2013). 
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Bradbury (2015a) took the idea of voice and framed it slightly differently by asserting the 

need for and integration of the three voices of epistemology. The power of this concept “lies in 

acknowledging the interdependence and legitimacy of the three voices – objective knowledge 

(third person), subjective (first person) and inter-subjective (second person)” (p. 573). 

Combining these three voices with three temporal tenses (past, present, future) “shifts the 

epistemological question of how to bring more active and interpersonal inquiry to the task of 

learning” (Bradbury, 2015a, p. 576). In my view, creating the space to integrate these elements 

invites greater purpose for organizational stakeholders; thus, creating a stronger positional 

understanding of all involved. Allowing for voice and being open to understand broader 

perspectives will help advance a systems approach to work and any potential integration 

initiatives. 

Circling back: Integration through a systems thinking lens. Scholars of systems 

thinking often speak of its benefits. These include identifying patterns over time, making sense 

of organizational complexities, improvements in consistent language, development of a more 

holistic way of thinking, the ability to stay focused on outcomes, the capacity to learn new things 

more easily, seeing the interconnections throughout the organization, the ability to effectively 

integrate new ideas, developing mechanisms to leverage past experiences, and gaining diverse 

perspectives (Goodman, 1997; Lamb & Rhodes, 2009; Palaima & Skaržauskienė, 2010; Senge, 

1994; Senge, Hamilton, & Kania, 2015; Winegar et al., 2017). A systems approach is no easy 

task and requires leaders to be diligent and intentional. It also requires a willingness from all 

stakeholders. This is where I believe paradigms, mindset, and voice play an important role. The 

willingness of stakeholders comes in on several different levels, involving curiosity, clarity, 
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choice, and courage (Goodman, 1997, p. 7). Most notably, though, stakeholders need to be open, 

honest, vulnerable, and authentic (Senge, 2006; Stroh, 2015). Stakeholders must also maintain a 

willingness to see the big picture and recognize how interconnected all the systems within the 

larger system really are; this is one of the central ideas of the systems thinking approach (Brown, 

2019; Goodman, 1997; Palaima & Skaržauskienė, 2010; Senge et al., 2015; Stroh, 2015; 

Winegar et al., 2017; Ziegenfuss, 1992). 

Senge (1994) pointed out, in an organizational context, managers sometimes get locked 

into a mindset, and this mindset can be seen as a reactive stance. Mindsets that do not budge may 

create barriers and fragmentation among groups. From the standpoint of integration, managers 

are often part of the stakeholder group. Being a partner in integration requires that all 

stakeholders appreciate the potential differences in terms of values and philosophies, and 

recognize that high-level collaboration requires a blending of these (Horwath & Morrison, 2007). 

Using models such as the iceberg metaphor or the ladder of inference (Stroh, 2015) can 

be valuable tools in discovering different factors at play which may be contributing to 

organizational events or problems. The iceberg metaphor seeks to identify and understand 

patterns and trends that link events over time (Stroh, 2015, p. 87). Schein (2017) referred to a 

similar model known as the “levels of culture” (p. 18). The ladder of inference model highlights 

the steps we take to make sense of situations in order to act (Senge, 2006; Stroh, 2015). 

Paradigms and mindsets often insulate people from alternate ways of thinking; therefore, 

engaging stakeholders while using tools such as these help participants to think about their 

thinking and coordinate that thinking with others.  
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There are numerous parallels between integration and a systems approach to how 

organizations work within themselves. Barki and Pinsonneault (2005) pointed out that one of the 

main concepts of organizational integration is understanding the interdependence between 

different organizational components or subunits (p. 167). Here again, paradigms, mindset, and 

voice become powerful tools in both individual and organizational growth, development, and 

creativity. As Winslow (as cited in Senge et al., 2015) stated, “Innovation often only comes from 

seeing a system from different points of view” (para. 51), inspiring the transformation of 

stagnant integration into cocreated organizational development (Johansen & Andersen, 2012, 

p. 285). As noted earlier, utilizing a systems approach to organizational development and 

integration is not easy, nor does it occur just once. Rather, it is a dynamic, cyclical endeavour 

that becomes part of the culture through intention and practice.  

Chapter Summary 

In the first portion of this chapter, I provided a thorough examination of what integration 

means and the elements required for successful integration to occur within an organizational 

context. What followed was an overview of paradigms, mindset, and voice. I concluded this 

chapter by identifying the contributions these elements have on integration through systems 

thinking view. The next chapter presents details on the methodology, the data collection methods 

and analysis process, as well as information about the selection of project participants and the 

conduct of this study. 

 



ORGANIZATIONAL INTEGRATION 31 

Chapter Three: Methodology 

My thesis project employed Rowe, Graf, Agger-Gupta, Piggot-Irvine, and Harris’s (2013) 

action research engagement (ARE) model (see Appendix C). This model “is associated with 

shifting attitudes, perspectives, knowledge, and values among people in the organization by 

enhancing meaningfulness, clarity, commonality of purpose, motivation, and commitment for 

change” (Rowe et al., 2013, p. 19). The ARE model describes the planning stages of an action 

research (AR) process and works in the context of understanding and aligning the perspectives of 

stakeholders on an issue or question. 

Broadly, AR is a process of shared commitment and cocreation of knowledge, 

understanding, and action that can lead to positive personal, organizational, community, and 

global social change. Bradbury (2015b) shared this commonly referenced definition of action 

research: 

Action research is a democratic and participative orientation to knowledge creation. It 

brings together action, theory, and practice, in the pursuit of practical solutions to issues 

of pressing concern. Action Research is a pragmatic co-creation of knowing with not on 

about, people. (p. 1) 

The pillars of the ARE model are focus and framing of the inquiry, engagement, 

reflection, evaluation, and recontextualizing, and are all done with the key stakeholders (Rowe et 

al., 2013). This is a cyclical process that focuses on inquiry, reflection, and action in the hopes of 

creating new knowledge and shifting perspectives about organizational issues. The ARE model 

assesses the organization’s readiness for change and creates motivation and commitment to the 

change when it occurs (Rowe et al., 2013, p. 36). This framework supported the selection of 
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methods as well as aided in the structuring of the research questions. The specific details about 

the survey and focus group methods utilized in this research are listed in the “Data Collection 

Methods” and “Study Conduct” sections. 

My capstone was also grounded in dialogic organizational development (DOD) 

methodology with a systems-thinking approach (Bushe & Marshak, 2015). Organizational 

development is characterized as a planned and systemic approach to organizational change. It 

emphasizes changing the conversation by inviting, learning, and understating multiple 

perspectives and generating new narratives on which people can act (Coghlan, 2019, p. 66). 

There are many parallels between DOD and a systems-thinking approach to change. Applying a 

systems-thinking lens in my capstone helped support the stakeholders “experience their 

responsibility for the whole system, instead of just their role within it” (Stroh, 2015, p. 74). 

Through combining organizational development and a systems-thinking lens to change in this 

research project, stakeholders were able to help paint the picture of interconnectedness as well as 

pave the way to discover how the organization might do things differently. 

An appreciative inquiry (AI) context was used when framing questions throughout the 

data collection process. Bushe (1999) noted that this approach explores the best of what is and 

has been through collectively inspiring an image of a new and better future (p. 62). This 

approach worked well in keeping the inquiry focused on positive elements while seeking 

reflective narratives from participants (see Figure 1). 
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Figure 1. The interplay of methodology and methods used in this study. 

Data Collection Methods 

This inquiry employed a blend of methods. I first conducted a survey followed by a focus 

group. The results from the first method helped inform the scope and questions of the second 

method. These methods provided insight into personal experiences, attitudes, beliefs, knowledge, 

and understanding (Creswell & Creswell, 2018; Saldaña & Omasta, 2017), as well as provided a 

clear picture of themes and trends. The results from these methods helped me, as the researcher, 

clarify experiences, identify potential gaps and opportunities, as well as provided information to 

the organization to support future planning. 

Survey. Surveys are useful in gaining information for both quantitative and qualitative 

purposes and can be administered to a large group of people. As Saldaña and Omasta (2017) 

explained, surveys are highly structured questionnaires that are comprised of closed or open-

ended questions (pp. 90–91). For the purpose of this research, I used both closed and open-ended 

questions in my survey. Schein (2017) noted surveys can be a beneficial measurement tool and 
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can be used for many different reasons; however, when addressing complex issues, caution 

should be used (p. 276). One of the purposes of using this method is to be able to reach a large 

range of people throughout the organization who may want to participate but in an anonymous 

way. I sent the survey to all levels of leadership, which included supervisors, managers, and 

directors (see Appendix D for survey questions). Additionally, the results from the survey, both 

quantitative and qualitative, were helpful in setting the stage and support the framework for data 

collection for the next phase of the research project. Finally, the results from the initial analysis 

of the survey helped inform and narrow the questions for the next data collection stage, the focus 

group. 

Focus group. Focus groups are forums in which several diverse voices and perspectives 

can be shared and explored focusing on a topic or set of questions (Saldaña & Omasta, 2017, 

p. 93). The use of focus groups was helpful in developing relationships, establish inclusion, 

clarity, understanding, and collective capacity. Using a group method such as a focus group in 

research can be a powerful tool in changing patterns of interactions, decisions, and untimely, 

actions (Lipmanowicz & McCandless, 2014). 

Focus groups can be used as a standalone method or as part of a combination of methods 

(Morgan, 1996), as was the case in this inquiry. In my research, I used the preliminary results 

from the survey to help inform and narrow the scope of the questions that were used for the focus 

group. The purpose of using this method was to provide a specific group of key stakeholders 

with insights gained from other levels of leadership as well give them the opportunity to share 

their own experiences and generate knowledge with each other. I invited the executive leadership 
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within the organization to participate in the focus group. See Appendix E for the questions that 

were used to guide the focus group. 

Project Participants 

TFC employs approximately 250 people who work in a broad range of roles throughout 

the organization (TFC CEO, P. Smale, personal communication, September 6, 2019). This 

research project focused on connecting with participants who work in a leadership role within the 

organization. As noted earlier, leadership is inclusive of supervisors, managers, directors, and the 

CEO. The hope was to have participants from a broad range of areas, as these are ultimately the 

people who will be essential in welcoming and driving positive change as it relates to 

collaboration and integration. Bradbury (2015a) noted the spirit of integration extending into 

practice can only be achieved by reaching toward inclusion (p. 576). Brydon-Miller, Greenwood, 

and Maguire (2003) extended this thought further by stating, “Human systems could only be 

understood and changed if one involved members of the system in the inquiry itself” (p. 14). 

Considering this view, it was important for me as a researcher to be transparent about the 

inclusion and exclusion criteria for my project. Simply put, the inclusion criterion for 

participants was that they work in a leadership capacity within the organization. This research 

project did not exclude participants based on any demographics or length of service as an 

employee. 

The methods used for this project required different numbers of participants for each 

phase. For example, for the survey, based on the number of employees who fit the inclusion 

criteria, approximately 44 people in the total were eligible to take part, whereas the focus group 

consisted of six participants. As Saldaña and Omasta (2017) suggested, I selected these numbers 
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based on recommended sampling sizes as well as on the number of available participants. For 

example, I was unable send out 100 surveys. The organization simply does not have 100 people 

in the relevant positions who could participate based on the inquiry inclusion criteria of position 

and work area. 

Inquiry Team 

My inquiry team consisted of two Royal Roads University cohort colleagues for the 

purpose of reviewing the questions used for my methods, reviewing my forms, bouncing ideas 

off, and generally supporting each other throughout the thesis process. I also utilized a third-

party facilitator to support the facilitation process of the focus group. I selected the facilitator 

based on her historical industry experience in nonprofit and the human service sector. She is also 

highly experienced in working with and facilitating various compositions of groups. The third-

party facilitator sent out the focus group invitations, helped create session notes, supported the 

set up of the room, conducted the session, and provided me with follow-up details. All inquiry 

team members signed a confidentiality agreement prior to assisting in the research (see Appendix 

F).  

Study Conduct 

The inquiry process for this project started with a proposal and ethics application. Once I 

received ethics approval, I was able to implement the data collection portion of the project. In 

consultation with my partner, I identified dates for each phase of the data collection process and 

where the focus group method was conducted. As noted earlier, I arranged for participants to be 

selected based on their roles and positions within the organization, and a member of my inquiry 

team communicated with participants via email. 
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As part of this two-stage process, members of my inquiry team supported the electronic 

dissemination of the invitations, information letters, and consents to participants (see Appendices 

F through to I). Consent responses to the survey invitation were not necessary. Just by the nature 

of one completing the survey and pressing submit, consent was assumed. I outlined this clearly 

to participants in the survey preamble. I requested participants send their signed consents for 

participation in the focus group back to me directly, either electronically or via my office 

mailbox. Given the small number of participants and that the responses from the focus group 

were not intended to be anonymous, I felt it appropriate to have the consent sent to me directly, 

for my records. 

While developing the anonymous survey, I discussed many possibilities for framing the 

questions with my partner organization as well as with my thesis supervisor. I ensured that each 

question aligned with the scope of the project, applied an appreciative stance, and used language 

that was familiar and understandable from the perspective of the participant. Once I had designed 

the questions, I put together a draft survey using SurveyMonkey (n.d.) and sent it to a few 

members of my inquiry team. My purpose in sending out the draft survey was to gather feedback 

on flow, sequencing of questions, length to complete, and the overall ease of use. This process is 

also referred to as pilot or field testing (Creswell & Creswell, 2018). The inquiry team also 

commented on any mistakes and provided suggestions to add clarity. The draft survey was also 

used to test the SurveyMonkey software and ensure that participant responses were collected and 

recorded as intended. 

Prior to the focus group being conducted, the third-party facilitator and I communicated 

via email many times and met in person twice to discuss the process and craft a session outline 
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and agenda (see Appendix J). I based the session outline on the overall purpose of the research 

and specific questions that I wanted this group to discuss during the session. The session outline 

also included high-level information on the themes that emerged from the survey. The questions 

presented in the focus group were specifically geared toward those participants. 

As each method was carried out and data gathered, I conducted an initial data analysis 

using techniques noted in the next section. Previously in this paper, I described that the results 

from the initial analysis from the first method refined and narrowed the scope of questions asked 

during the next phase of data collection. I also explained and outlined the sequencing of my 

methods (i.e., a survey and focus groups) and how results from one flowed into the composition 

of the next. I maintained this sequencing to ensure that I drilled deeper into the themes, 

perspectives and understandings of the participants. Saldaña and Omasta (2017) noted how 

methods are used and framed influence the data collected (p. 180). They further asserted that 

researchers should choose methods that will best provide answers to the questions being 

explored (Saldaña & Omasta, 2017, p. 181). The methods I used for this project supported my 

inquiry question and subquestions through exploring the experiences and understandings of 

participants. 

Following the completion of my methods and analysis of the data through coding and 

theming, I was able to draft some findings and recommendations (see Appendix K). I shared 

these findings and recommendations with my project partner, the CEO. We discussed ways to 

share this initial information with the primary key stakeholders (executive leadership team). 

Together with the CEO, we met with the executive leadership team on two occasions. Both 

meetings were round table discussions. The first meeting was focused on sharing the overall 
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findings and recommendations. We went through the document I provided, section by section, 

having discussions along the way. The second meeting was focused on addressing individual 

recommendations, generating ideas, and plans on actioning various items. 

Data Analysis and Validity 

Paying attention to Stringer’s (2014) comment that “all analysis is an act of 

interpretation” (p. 139), I was diligent in maintaining the integrity of participants’ experiences, 

thoughts, and ideas. Stringer noted that the primary purpose of data analysis is to recognize the 

authentic expressions of the respondents and be cautious of researcher-influenced interpretations 

(p. 139). Data can be analyzed and validated using several different methods that must be chosen 

in order to maintain creditability and trustworthiness. Lincoln and Guba (1985) advised that good 

quality research is dependable. 

To establish qualitative dependability and trustworthiness in my study, I used several 

validity procedures: triangulation, crystallization, and self-reflexivity (Creswell & Creswell, 

2018; Tracy, 2010). Triangulation involves examining data and evidence from two or more 

sources to build justification for themes (Creswell & Creswell, 2018; Saldaña & Omasta, 2017; 

Tracy, 2010). Tracy (2010) described crystallization as a means to open up more complex, in-

depth understanding of an issue through employing various types of methods, gathering multiple 

types of data, and multiple theoretical frameworks (p. 844). Self-reflexivity is described as 

“individual reflection on one’s relationship with the data, the participants, the nature of the study, 

and even with one’s self as a researcher” (Saldaña & Omasta, 2017, p. 50). These three validity 

procedures were critical to the credibility of the study findings, as I was conducting research 

within my organization. 



ORGANIZATIONAL INTEGRATION 40 

I analyzed the data sets from this study through applying procedures of coding, 

categorizing, theming, repetition, and identifying patterns (Creswell & Creswell, 2018; Ryan & 

Bernard, 2003; Saldaña, 2008; Saldaña & Omasta, 2017). For the focus group, I also looked for 

“keywords in context” (Ryan & Bernard, 2003, p. 96). 

Survey. My analysis of the survey, which was both quantitative and qualitative, went 

through several iterations spanning over several days. I completed the analysis of the quantitative 

information from the survey through SurveyMonkey (n.d.), the online forum I used for the 

survey. The software aggregated the data in either whole numbers or percentages. 

In the initial phase of the qualitative analysis, I started by simply reading and rereading 

all the responses, multiple times, in order to get a good sense of all the narratives. Through this 

process, I started to see common words, phrases, and inferences. I began making marginal 

remarks (Miles & Huberman, 1994, p. 246), listing words and phrases. Once this was completed, 

I double-checked the list to make sure there was little to no duplication in the words (or meaning 

of words). Through using a manual clustering process (Miles & Huberman, 1994, p. 248), these 

words or short phrases became my codes and eventually broadened into my categories. I then 

went back through each individual narrative response noting the number of times (i.e., repetition; 

Ryan & Bernard, 2003) the word, phrase or inference was used. I did not count how many times 

the word, phrase, or inference was used within a single narrative, but rather how many times it 

was used in responses for that particular question. For example, the word or phrase 

“collaboration” or “on-going collaboration” or “collaboration on a process” occurred in 25 out of 

38 responses for one question. In the instances when the words appeared several times within 

one response, I counted the term as a single occurrence. 
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Once my codes and categories were established, large bucket themes became easier to 

construct, as ideas, words, and phrases could be clumped together in a theme (Ryan & Bernard, 

2003). These themes became my high-level findings for the survey. Once I identified the themes, 

I printed all the responses for each question. Using large flip chart paper, I wrote one theme on 

the top of each page. Following Ryan and Bernard’s (2003) approach, I then cut and sorted every 

response and placed it under the theme it matched (see Figure 2). I also noted if a response could 

fit in one or more of the themes. This then became a visual of my evidence supporting each 

theme that emerged from the survey. 

 
Figure 2. The cut-and-sort process. 

Focus group. I arranged for a third-party facilitator to run the focus group, which 

proceeded like a mini world café. The analysis of the focus group started with me having a 

debrief with the facilitator, who shared her general thoughts and an overview of the process 

(Onwuegbuzie, Dickinson, Leech, & Zoran, 2009). Each of the three questions the group focused 

on was represented by different colours of post-it notes. Each question had three phases: a self-
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reflection portion, a small group discussion, and a harvest round. Each of these phases used one 

color of post-it notes but in three different sizes. All the data collected and analyzed for this 

method were in written format and were either single words or short phrases. The analysis 

process for the focus group was similar to the approaches used for the survey. Initially, I 

analyzed each question area and response individually. In this process, I looked for repetition and 

crossover of words, phrases, or ideas that stemmed from both the individual and group 

responses. I went through all the responses several times for each question. I started by writing 

down similarities and differences among the responses and then created groupings of categories. 

Once I had large categories identified, I cross-referenced the focus group categories with the 

themes identified from the survey. I noted how many responses from the focus group overlapped 

or had interconnections (Creswell & Creswell, 2018, p. 194) with the themes from the survey, 

also indicating if any responses could fit in more than one theme. These cross-over points 

between the two methods provide further evidence supporting the themes identified from the 

survey and overall study findings. 

Next, I noted all the pieces that did not have crossover points from the themes identified 

from the survey. I further analyzed these pieces, as I was looking for common meaning across 

responses while also taking special note of ideas, thoughts, and comments that seemed different 

than the others. In the final phase of the focus group, using a combined analysis process 

(Stringer, 2014), the third-party facilitator asked participants to vote by placing red dots on the 

harvested ideas that resonated with them the most, or ideas that were a priority for them to 

action. The analysis of the results from this part of the session ultimately informed the final 

theme identified for this study. 
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Key stakeholders were involved in the verification of data collected and 

recommendations, which I identified through looping the analysis back to them. This occurred 

over two occasions with the executive leadership team. I recognized this was an important part of 

the data analysis process, as the risk for researcher bias can be high. Checking in with 

participants enabled me to reduce issues and concerns around researcher bias while maintaining 

credibility (Lincoln & Guba, 1985). 

Ethical Implications 

Throughout my capstone, I was acutely aware of keeping ethical considerations top of 

mind. The Tri-Counsel Policy Statement (Canadian Institutes of Health Research, Natural 

Sciences and Engineering Research Council of Canada, & Social Sciences and Humanities 

Research Council of Canada, 2018) outlined three principles that must be considered when 

pursuing ethics approval. The three core principles are respect for persons, concern for welfare, 

and justice (Canadian Institutes of Health Research et al., 2018). My capstone project adhered to 

these three principles by ensuring that participants had free, informed, ongoing consent, which 

ensured their individual autonomy to make decisions about participation. My project also 

protected the welfare of participants through considering the physical, emotional, social, and 

spiritual health of their individual circumstances. I worked hard to ensure I consistently informed 

participants that their presence was voluntary and that they could opt out at any time. Further, I 

noted to participants they if they were not comfortable or feeling safe to participate in a group 

process, they could take part in a semistructured interview as an alternative. Finally, my project 

fostered the principle of justice by ensuring open and transparent communication about inclusion 
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and exclusion criteria, addressed potential issues around imbalance of power, and I established 

fair and equitable parameters for the total research project. 

The key ethical issues I needed to address were the conflict of interest and perceived 

power over. For example, there may have been members of the organization who believed I 

conducted this project to extend my work contract or to gain permanent employment with the 

organization. There may also have been people who felt that I used this project and my 

relationships with others to influence the perceptions of the executives or organizational 

direction. Both examples demonstrate a conflict of interest and perceived power over or 

influence over others. 

I mitigated these potential issues through being clear and transparent about the purpose, 

intentions, and the process for the project. I used consent forms that were informative, clear, and 

easy to follow. I was transparent in my communication and constantly reaffirmed to people that 

they were free to withdraw from the project at any time. I continuously reminded participants of 

the importance of confidentiality and created safe spaces for participants to fully contribute in an 

authentic and meaningful way. Further, I used a third-party facilitator to support an environment 

that felt safer for participants. Using a third-party facilitator also helped address issues around 

conflicts of interest as well as potential perceived power or influence over others. I also tended to 

relational and reflexive ethics through building trust with participants, valuing what they said, 

and paying attention to what was occurring throughout the process. 

Inquiry Outputs 

My overall hope in conducting this engaged action-orientated approach to research was to 

cocreate knowledge through a participatory, democratic process, which I anticipated would lead 
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to the desired organizational change (Bradbury, 2015b). This cyclical process is founded on the 

interlinking of theory and practice, which I demonstrated throughout this project. The output that 

I ultimately delivered is this thesis document. This thesis satisfies my final requirement for the 

Master of Arts degree. 

My partnering organization was not looking for a knowledge product such as curriculum, 

policy, or a training guide. What they were seeking was a detailed account of the findings and 

recommendations or a professional report consisting of many of the same elements that are 

included in this document. Using information produced from the thesis, I constructed a narrative 

for the organization to utilize to support and enhance their work. This consisted of elements 

relating to where they have been, where they are now, and where they might want to go in the 

future in relation to integration. As Coghlan (2019) noted, readers from within organization are 

less interested in methodology, methods, and academic argumentation. What they are 

predominantly interested in is the story and its analysis (Coghlan, 2019, p. 177). 

Through the use of a creative mechanism, I produced a whiteboard video and together 

with the CEO,2 we presented the high-level findings to all participants during a leadership 

meeting. There are a few reasons behind this approach. Firstly, I wanted to report back to all 

participants some of the information that was gathered throughout the process. I wanted the 

participants to feel that their voice was heard and that their contributions were meaningful. 

Secondly, this approach also made way for the executive leadership team to take ownership of 

the recommendations and share how they will implement or action the recommendations. 

                                                 
2 Click through on the following link to view the whiteboard video: 

https://drive.google.com/open?id=1KWZjVQOmDWHEUOV4b6wcSZrH4O6p4_12 
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Contribution and Application 

In conducting this project, I applied first-, second-, and third-person research. I believe 

the approaches that most significantly contributed to my partner organization involved second-

person processes. The data collected throughout this research created new knowledge and 

insights for the organization. There is a greater awareness and understanding throughout all of 

leadership and, in turn, this may lead to shifts in practices. At the very least, organizational 

leaders are talking about integration in different ways. 

As noted by Coghlan and Shani (2015), third-person research occurs when inquiry 

extends past first and second person into a wider system. To this end, my project has contributed 

to academia by adding, validating, and contributing to theory and knowledge that already exists 

around organizational culture, integration, collaboration, and knowledge paradigms. In summary, 

this action-oriented project was grounded in sound, applicable methodology and employed 

relevant methods to gain data that were both meaningful and beneficial to all stakeholders within 

the project. 

Chapter Summary 

This chapter provided a detailed overview of the methodology that I used for this action-

orientated research inquiry on integration. I primarily used Rowe et al.’s (2003) ARE model to 

guide this project, with a methodology stemming from DOD with a systems thinking approach 

(Bushe & Marshak, 2015). This chapter identified the AI framework (Bushe, 1999), which I 

utilized for the survey and focus group questions as well as outlined the data collection methods 

used, project participants, study conduct, and the ethical implications of the inquiry. This chapter 

also included information on my inquiry team, the inquiry project outputs, and ended with a brief 
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note on the contribution and application of this action oriented research. The next chapter gets to 

the heart of this inquiry, which identifies the study findings and conclusions. 
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Chapter Four: Inquiry Project Findings and Conclusions 

In this chapter, I describe the study findings and conclusions based on the analyzed data 

from this inquiry. I demonstrate how I derived the findings and conclusions from both the survey 

and focus group. I outline the scope and limitations of the inquiry and describe the implications 

of these on the study findings and conclusions. 

This inquiry explored the following overarching inquiry question: How might the 

executive leadership team at The Family Centre actively support the process of integration 

throughout the organization? The following subquestions guided my inquiry process and were 

used to help inform the primary question: 

1. How does executive leadership understand and conceptualize successful internal 

integration? 

2. What stories do leadership share about their experiences with collaboration and 

integration within the organization? 

3. What is the understanding and acceptance of the need for integration by leadership? 

4. What strategies would executive leadership find helpful to facilitate and enhance 

collaboration and internal integration? 

5. What resources and tools would be necessary to improve internal integration? 

Study Findings 

The perspectives I gathered through the survey and the focus group were based on the 

participants’ experiences, observations, ideas, and knowledge of the organization. The results in 

this section reflect the analysis of the data collected using the methods outlined in Chapter 3. As 

mentioned previously, 45 people from leadership were eligible to participate in this inquiry. For 
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the survey, 38 out of 45 people participated. Of those, 28 were from a direct service area and 10 

were from a nondirect service area. A total of 85% of the participants respondents had been with 

TFC for more than 3 years; 11% had been with the organization for 1 to 3 years; and 4% less 

than 1 year. The focus group maintained 100% participation with six executives from both direct 

and nondirect service areas attending. 

Overall, four findings emerged from the data and represent the strongest themes derived 

from both the survey and focus group: 

1. Participants expressed a strong need and desire for more information and context 

about the concept of integration at TFC. 

2. Participants see value in the processes that create opportunities for interaction and 

would like them to continue. 

3. Participants noted their observations of inconsistent action and understanding from 

organizational leadership in relation to integration. 

4. Participants expressed that executive alignment needs to be exemplified. 

Finding 1: Participants expressed a strong need and desire for more information 

and context about the concept of integration at The Family Centre. An analysis of the survey 

question responses revealed that employees need and want more information and context from 

leadership about integration. Specifically, clear, concrete, and deeper understanding of 

definitions, processes, understanding of roles and responsibilities, organizational communication, 

and decision making as it relates to integration. For example, for employees to model integration, 

they need to know what the concept of integration means at TFC. This includes understanding 
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who is involved and how decisions around this concept are made and communicated out. One 

survey respondent wrote, 

We are told to integrate on the lower levels of the organization without a clear direction 

on what that means. We have not been intentional around what integration means to TFC, 

what we hope to gain from integration, or what indicators of success might be. 

Another survey participant responded, “[Integration would be more useful] if the intended 

objectives were more clear, leaders clearly defined and held accountable, and communication 

plans and decisions were transparent and honored.” These two quotations are representative of 

the comments survey respondents provided relating to this finding. 

During the focus group, when participants were asked what integration could look like at 

TFC, the participants also noted that clarifying decision making, expectations, and 

communication were all areas that the executive team needs to address and be more intentional 

about. Focus group participants wrote the following statements at the group event, which was run 

like a min world café: “We need to define what we want to happen,” “we need to clarify our 

expectations,” “how do we communicate with each other,” “communication gaps,” and “consider 

how ideas/decisions may impact all parts of the organization.” 

This finding relating to providing greater information and context about the use of the 

word integration was consistent across both methods. It is clear that in order for staff model 

integration in any meaningful way, it is critical for employees to understand what the executive 

team means when using the term integration as well as their expectations of how they would like 

this to be achieved. 
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Finding 2: Participants see value in the processes that create opportunities for 

interaction and would like them to continue. Participants in both the survey and focus group 

recognized some of the most successful experiences they had when working across departments 

were achieved through meetings, committee work, and project-based tasks. As indicated through 

many of the survey responses, it has been through these shared experiences that employees have 

had opportunities to gain greater understanding of other program and service areas. The survey 

asked participants to share an experience in which they were able to successfully work across 

departments at TFC. Of the 38 responses to this question, 35 included completely positive stories 

of successful cross-departmental experiences; two responses included both positive and negative 

elements in their described story, while one response was completely neutral. No completely 

negative statements were presented in participants’ responses to this question. 

As noted, survey participants shared many stories of successful collaboration with other 

parts of the organization. Participants commended TFC leadership for how they put together 

interdepartmental groups and committees. As one survey participant wrote,  

A key factor in the success of this HR [human resource] committee was that the 

committee INTENTIONALLY included representation from all areas of TFC – both 

from all direct service area programs and non-direct service areas [emphasis of words in 

all capitals as written in the survey].  

Another survey participant shared, “I’ve sat on multiple committees throughout my years at 

TFC, and all have had representation from different departments, and we have been able to 

successfully collaborate and get tasks done.” Another survey participant recalled the following 

positive experience: “I appreciated the leadership of connecting all stakeholders that required a 
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commitment from all to meet deadlines, provide thoughtful input and feedback, engage in the 

process, recognize the value of the project, and a general sense of team spirit.” 

It should be noted that many of the survey respondents indicated that the successful 

experiences were more than simply working across departments, but also involved employees 

from all levels of the organization. Participants commented that integration required more than 

just employees being engaged. One survey respondent pointed out that integration would be 

more effective “if everyone saw integration occurring at all levels.” This notion of integration 

occurring at all levels also consistently surfaced in the focus group responses. In the world café 

style focus group, participants used post-it notes to identify several internal groups that they 

reported demonstrated broad representation. They listed the Trauma Informed Care committee, 

Human Resources committee, Internal Operations meeting, and the Growth and Development 

team. 

Some survey participants identified that one of their criteria for leadership in general was 

a requirement to be able to work effectively across departments. One survey participant wrote, 

“As a leader in the organization, working across departments is a prerequisite.” Finally, many of 

the survey participants indicated that they wanted more opportunities to work with broader 

groups in order to gain deeper levels of understanding of programs, issues, and cross-over points. 

A survey participant noted, “[If] we committed time, energy, and space to actually ‘do’ 

integration—we need more than surface level knowledge of other programs to accomplish this.” 

Focus group participants also acknowledged “identifying and creating awareness of connection 

points” needed to occur more regularly and intentionally. Encouraging and enhancing current 
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mechanisms for supporting interaction through leveraging what is already successfully occurring 

will be a key factor to moving integration initiatives forward within TFC. 

Finding 3: Participants noted their observations of inconsistent action and 

understanding from organizational leadership in relation to integration. This finding relates 

to participants’ feelings, experiences, and observations around accountability, alignment, 

commitment, communication, mind set, follow through, and impact.  

On the survey, I asked participants to identify what they thought were the top three key 

elements of integration. Participants’ top responses were communication (82%), collaboration 

(50%), and leadership (32%). For this question, I developed a list of 14 diverse words relating to 

elements of integration for respondents to choose from. I compiled the list using a search and 

compile process. I first searched out the most common words associated with internal 

integration. I did this through Google searches and skimming books and articles on this topic. I 

then connected with members of my inquiry team and my partner and asked them to compile a 

list of common words they felt covered elements of integration. I cross-referenced the lists of 

words to make a final determination of which to compile into a list for use in the survey. I also 

included a checkbox at the bottom of this question to enable participants to choose “other” and 

list their own words in a text box. 

Interestingly, more than 20% of survey participants chose “other” and listed words such 

as “accountability,” “being intentional,” “mind set,” “inclusiveness,” and “trust” as elements of 

integration. These elements are parallel to many of the foundational elements noted in Finding 1. 

It is easy to see inconsistencies in the practice or actions of others when, individually, people 



ORGANIZATIONAL INTEGRATION 54 

have their own mental model of what integration means and what they believe are the 

understandings, actions, and attitudes that should go along with it. 

According to survey and focus group participants, and their observations and experiences 

relating to this category, participants noted inconsistencies within what members of the various 

levels of leadership at TFC are saying and doing with respect to the concept of integration. 

Participants commented that the relationship between what those in leadership are talking about 

(e.g., prescribed processes or what needs to happen) versus what some in leadership are doing 

(e.g., actions and commitment) are often quite different. Survey respondents shared the following 

comments: “Accountability and follow-through are key,” “Everyone needs to be on board,” 

“Everyone committed,” “Everyone believed in its value,” and “Intentional and role modeled.” 

The words and actions of leadership need to match in order to affect integration in a more 

meaningful way. 

An interesting area of written comments that surfaced from both the survey and focus 

group was “if everyone was hungry, humble, and smarter” and “team player…hungry, humble, 

smart.” I include this here as an observation from some participants. Leadership within the 

organization had previously spent some time learning and adopting Lencioni’s (2016) framework 

of the ideal team player, which discusses teams being inclusive of individuals who demonstrate 

the traits of being hungry, humble, and smart in varying degrees. Lencioni (2016) described that 

these three virtues together embrace a teamwork model, which in turn enhances synergy within 

organizational cultures. These participants’ comments suggest that TFC might not actually be 

working within Lencioni’s (2016) teamwork model, one which the organization has made a 

substantial training commitment to in the last few years. 
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Most notably, one survey participant pointed out that integration would be more effective 

“if everyone knew that their work had impact on every aspect of the agency.” This piece on 

impact is an important consideration when talking about what integration means and how this 

model of practice is used within the organization. Focus group participants added value to this 

idea by stating, “We need to consider how ideas/decisions impact all parts of the organization” 

and “how everyone’s work fits into the big picture.” Considering impact in an organizational 

context when talking about integration then might imply watching for similarities and areas of 

divergence in what people are feeling, experiencing, and observing throughout the organization. 

Finding 4: Participants expressed that executive alignment needs to be exemplified. 

The data from both the survey and focus group had participants reporting their observations of 

divergence between what the different members of the executive leadership team is saying and 

doing on the topic of integration. Participants in both methods also identified this divergence 

taking place between the executive leadership team as a whole and other levels of leadership 

within the organization. This may be the origin of the critical uncertainty participants are voicing 

in this inquiry on integration. One survey respondent wrote, “[Integration would be more useful 

if] the organization was less silo’d and there was intentionality in planning and communication 

from executive leadership. If genuine integration was modeled from the directors, it would flow 

down to the front line easier.” Another survey participant noted, “I imagine that if integration 

was more successful at the director level and have them model the way, this would help the mid-

level leadership and frontline to practice integration more consistently and successfully.” Given 

such responses, it is not surprising that executive alignment emerged as an overall theme. 
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In relation to the concept of integration, the focus group participants also discussed 

alignment between members of the executive leadership team as well as between levels of 

leadership within the organization. Participants in the focus group recognized and identified that 

they could benefit from working as a more integrated team. This would help foster executive 

team cohesion, communication, and broaden their understanding of what the priorities are in 

other departments. Focus group participants wrote phrases such as, “alignment,” “know what 

each other’s priorities are, communicate them, and see how they fit,” “talking more, engaging 

more,” “bring more back to the table,” “changing the lens for us to be more integrated,” “more 

team, less one to one,” and “cohesion at the director level to facilitate integration.” 

Interestingly, some notes that surfaced in the focus group discussions included “holding 

each other accountable” and “trust, comfort, vulnerability; clarify if you don’t understand.” 

These comments led to a brief conversation around Lencioni’s (2002) The Five Dysfunctions of a 

Team, which is a book that all of leadership studied a few years previously. This book, along 

with Lencioni’s (2016) Ideal Team Player has been a framework that the organization’s 

leadership has used to develop individuals, team, and leaders. This could potentially be one 

recommendation that stems from this finding. Given participants’ linkage of a perceived 

inconsistency among the executive leadership team on the topic of integration and the leadership 

training that has previously taken place in the organization on Lencioni’s (2016) approaches, the 

executive team might consider reviewing Lencioni’s (2016) work as one approach to team 

cohesion. This could result in greater consistency among the executive team with the concept of 

integration and what they are asking from other levels of the organization. This would then 
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model to the rest of leadership the executive team’s willingness to learn and adjust their own 

practices, something that could be very encouraging for the rest of the organization. 

Study Conclusions 

The study conclusions from this inquiry project reflect the themes that emerged, the 

overall findings as well as the literature I reviewed. There are several parallels between the four 

conclusions presented here and the inquiry subquestions. The conclusions are as follows: 

1. Participants believe that the leadership of TFC do not have a clear understanding or 

direction of what integration means to the organization or what it looks like in 

relation to their work. 

2. In the absence of a clear definition for integration, staff can only describe their 

experiences with collaboration with other parts of the organization. 

3. Most people in leadership share positive experiences of internal collaboration across 

departments as well as throughout hierarchy levels. 

4. Many existing strategies already support the development of a framework for 

successful collaboration and internal integration. 

Conclusion 1: Participants believe that the leadership of TFC do not have a clear 

understanding or direction of what integration means to the organization and what it looks 

like in relation to their work. Both Findings 1 and 3 highlighted evidence that leadership do not 

have a clear, consistent, and aligned understanding of what integration means to TFC, nor what it 

looks like in relation to their work. Participants’ statements that the organization needs to be 

“intentional” about integration, integration must be “role modeled from leaders above,” and it 

needs to be seen as “occurring at all levels” was supported by the literature. As presented in the 
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review of the literature (see Chapter 2), integration starts on a strategic level (Bernardo, 

Casadesus, Karapetrovic, & Heras, 2012), it requires alignment (Rosen et al., 2011), and 

favourable conditions for cross-departmental thinking (Willumsen et al., 2012; Winkelen, 2010). 

Integration requires the creation of shared goals (Boon et al., 2009; Rosen et al., 2011) and high 

levels of communication and commitment (Rosen et al., 2011). When these areas are established, 

staff will have a greater understanding of purpose and direction and, hopefully, they will see 

“how everyone’s work fits into the big picture” (Focus Group Participant). 

Study participants also pointed out that “everyone needs to be on board.” O’Reilly, 

Caldwell, Chatman, Lapiz, and Self (2009) noted when leadership at different levels lack clarity 

and inconsistent messaging is received, it reduces the ability to understand the importance of 

what is trying to be achieved. Additionally, as indicated above, alignment in strategy is 

consequential: “alignment or misalignment of leaders across hierarchy levels may enhance or 

detract from the successful implementation of a strategic initiative” (O’Reilly et al., 2009, 

p. 105). 

It should also be noted here that the literature clearly noted the difference between 

integration and collaboration. For instance, Beck (2005) characterized integration as 

“knowledge-centric” (para. 13) and collaboration as “data-centric” (para. 15). Data-centric or 

collaborative environments require the identification of a specific project before work can begin. 

In this environment, Beck contended that one source, or professional discipline, provides 

information to other sources or professional disciplines in order to achieve a common objective. 

In contrast, in knowledge-centric or integrative environments, each source or discipline 

contributes to the sharing and conversion of rules, knowledge and practices before any project is 
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considered (Beck, 2005, para. 13–15). Further, Gajda and Koliba (2007) pointed out that the 

overuse of an undefined term could jeopardize its value to organizational improvement (p. 35). 

This suggests the TFC leadership may face a potential problem if the word integration continues 

to be used by the organization in a confused and nonaligned way. 

Conclusion 2: In the absence of a clear definition for integration, staff can only 

describe their experiences with collaboration with other parts of the organization. The 

desire and need for a clear definition and contextual understanding of what integration is at TFC 

was clearly identified throughout the study findings, particularly through the survey responses. 

The literature and Findings 1 and 4 heavily support this conclusion. 

As noted in Chapter 2, many definitions of integration exist, spanning across multiple 

domains. The literature on integration is clear that the critical starting point is a strong 

coordination to focus and articulate the goals of what is trying to be achieved (Anderson & 

Adams, 2015; Boon et al., 2009; Ettlie & Reza, 1992; Barki & Pinsonneault, 2005; Horwath & 

Morrison, 2007; Rosen et al., 2011). Boon et al. (2009) talked about the fundamental elements of 

integration that need to be developed as part of an organization’s overarching framework for 

integration, which would only be enhanced through a clear description of what integration means 

to the organization. Employees cannot model integration if they do not know what it entails. As 

one survey participant noted, staff require “a clear direction on what that means.” This same 

message rang true for participants of the focus group, who noted, “We need to clarify our 

expectations.” 

The literature also strongly pointed out that the terms integration and collaboration should 

not be used interchangeably (Axelsson & Axelsson, 2006; Beck, 2005; Boon et al., 2009). They 
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are distinct, each inclusive of different elements. Gajda and Koliba (2007) noted it is important 

for collaboration to be defined in such a way that goals, methods, and analysis can be commonly 

understood and added that using common language for communicating is an important piece of 

the process. The need for using common language is echoed in the integration literature as well 

(Ettlie & Reza, 1992). 

In the absence of a clear definition and framework of what integration is at TFC, 

employees are left to describe their experiences working across departments using language that 

makes sense to them. The literature indicated that when foundational elements are missing or not 

addressed, uncertainty and fragmentation occurs, and this can lead to unnecessary barriers and 

problems (Axelsson & Axelsson, 2006). When considering integrated approaches to work or 

service delivery, it is vital to create a framework and definition that is specific to the organization 

and the intended objectives (Boon et al., 2009). 

Conclusion 3: Most people in leadership share positive experiences of internal 

collaboration across departments as well as throughout hierarchy levels. As noted in 

Finding 2, 37 out of 38 participants shared a positive experience of internal collaboration with 

other units. Literature on intraorganizational collaboration indicated there are many benefits to 

this approach, including more unity among employees, faster internal decision making, reduced 

costs through shared resources, and the development of more innovative processes (Weiss & 

Hughes, 2005), all of which develop trust and build capacity (Jonsson & Kalling, 2007; 

Winkelen, 2010). 

In a slightly different vein, the positive stories of collaboration can be used as tool to 

enhance further collaborative efforts within the organization. When people see the success and 
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hear the positive stories, it creates momentum (Kouzes & Posner, 2017, p. 7). The executive 

leadership at TFC can enhance “collaborative capacity” (Stroh, 2015, p. 86) through leveraging 

the positive stories and experiences that employees share. Kouzes and Posner (2017) maintained 

that collaboration could be fostered and sustained through creating a climate of trust and 

facilitating relationships (p. 197). Similarly, from an AI lens, Bushe (1999) discussed paying 

attention to what is working well and amplifying it (p. 62). This method can promote positive 

change in social systems, further enhancing the value of collaboration. Additionally, leveraging 

what is already working also promotes and makes space to develop a systems thinking mindset, 

which will support organizational learning (Senge, 2006; Stroh, 2015). 

The positive stories that participants noted in Finding 2 also identified that some of the 

success was attributed to having broad representation from across the organization that were also 

inclusive of members from all levels of the organization. Participants from both the survey and 

focus group identified specific groups, committees, and meetings in which these successes are 

currently occurring. The idea of broad representation from across the organization is supported 

by literature on collaboration and learning organizations. Many scholars noted the importance of 

both vertical and horizontal participation and sharing, and these linkages must be recognized as 

valuable (Harvey, Palmer, & Speier, 1998; Jonsson & Kalling, 2007; Johansen & Andersen, 

2012; Škerlavaj, Dimovski, & Desouza, 2010). 

Conclusion 4: Many existing strategies already support the development of a 

framework for successful collaboration and internal integration. The literature on both 

integration and collaboration supported and echoed the importance of developing frameworks or 

models of practice in order to enhance the success of these initiatives. Structures and processes 
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for integration include elements such as unified management system, pooled resources, shared 

targets, decision making, problem solving, communication (Axelsson & Axelsson, 2006; 

Horwath & Morrison, 2007; McClellan & Sanders, 2013; Winkelen, 2010), as well as evaluation 

processes (Rosen et al., 2011). For collaboration, elements include common understanding, 

shared purpose, dialogue, decision making, actions, evaluation (Gajda & Koliba, 2007). 

This conclusion relates to several of the findings. For example, Finding 1 talks 

specifically about the need for information frameworks to guide and contextualize integration. 

Participants were asking for clarity and, therefore, may be more open to supporting the 

development and working within frameworks once they are clearer about the objectives. 

In Finding 2, participants discussed the opportunities for interaction that already 

successfully exist within the organization (i.e., working groups, committees, and leadership 

meetings). Having strong, intentional frameworks may support these groups to enhance the work 

they are trying to accomplish and, as noted in Conclusion 3, stimulate momentum (Kouzes & 

Posner, 2017). 

Finally, Finding 4 suggested the executive leadership team recognized that they need to 

initiate and lead this process. This is strongly supported by the literature, which indicated skilled 

leadership and guidance is vital to the success of both integration and collaborative initiatives 

(Horwath & Morrison, 2007; Rosen et al., 2011; Winkelen, 2010). For organizational 

effectiveness, leaders must set the direction, become cohesive, ensure alignment, engage 

stakeholders, communicate clearly, and build accountability (Anderson & Adams, 2015; 

Gagnon, 2014; Kümmerli, Anthony, & Messerer, 2018). There is ample evidence from both the 

literature and this inquiry that leadership on the subject of integration is not only necessary but 



ORGANIZATIONAL INTEGRATION 63 

would also be welcomed. This could begin with executive alignment on what is meant by 

integration, followed by communication with staff on what is determined through this alignment 

process. 

Scope and Limitations of the Inquiry 

The intended scope of this study was to determine ways in which executive leadership at 

The Family Centre could help support the process of integration throughout the organization. 

The objectives were to try to develop meaning, understanding, and a framework of integration 

through exploring the inquiry question and subquestions presented throughout this document. 

The organization was very supportive of the whole inquiry process, which I believe significantly 

reduced any potential limitations. There were, however, a few factors that both enhanced and 

limited this inquiry. 

One limitation was the use of the third-party facilitator for the focus group. Although I 

maintain it was absolutely the right choice, while going through all the data (e.g., post-it notes 

and flip chart papers), there were times when I felt if I had been in the room, during the session, I 

could have asked some clarifying questions. For example, when I was initially going through the 

data, I came across a comment that simply said, “Hungry, Humble, Smart.” I may have been able 

to build a more concrete context around that phrase if I had an opportunity to ask the participant 

for clarity. However, due to potential issues of perceived influence over, my involvement may 

have created other challenges. 

A second limitation I faced was conducting insider action research. I found balancing the 

role of researcher and employee to be tricky at times, and I needed to remain aware of my 

researcher bias. I worked hard to be transparent in all my processes and discussed this often with 
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the CEO. Maintaining my credibility with the participants was very important to me as was 

ensuring that I did not use my role as researcher to influence any part of the inquiry process. 

Overall, the limitations of the inquiry were minimal. I partially attribute this to being 

successful with such a high participation rate with people who were engaged in the process. 

Chapter Summary 

In this chapter I identified, outlined, and discussed the four findings that emerged through 

the inquiry process. The findings presented here were based on participants’ experiences, 

observations, and ideas on the topic of integration. I also presented four conclusions in response 

to the inquiry question and subquestions that related to the relevant literature presented in 

Chapter 2. I closed this chapter with a discussion of the scope and limitations of the inquiry. 

Based on the findings and conclusions, the next chapter focuses on recommendations and calls to 

action that I put forward for TFC. 
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Chapter Five: Inquiry Implications and Recommendations 

This chapter incorporates relevant literature, the study findings, and the conclusions to 

propose five recommendations. I presented the findings, conclusions, and recommendations 

relating to the concepts of integration explored through this inquiry to my partner and the 

executive leadership team at TFC for their consideration and possible action. The broad outline 

of possible next steps the executive leadership team is considering is presented at the end of this 

chapter. Following the overview of recommendations, this chapter also outlines the 

organizational implications of the research and offers suggestions for future inquiry. 

Study Recommendations 

The following recommendations are based on the context of the inquiry question and 

subquestions. Through the weaving of the literature presented in Chapter 2, the data collected 

through the survey and focus group methods, and the findings and conclusions presented in 

Chapter 4. The recommendations and calls to action are as follows: 

1. Strengthen cohesion at the executive leadership level through alignment on a 

definition, purpose, and principles of integration. 

2. Define the concepts of integration or collaboration, determine what the organization 

hopes to achieve with this concept, and then communicate this to staff. 

3. Leverage the collaborative successes that are already occurring within the 

organization. 

4. Create tighter, concrete, and consistent mechanisms for internal communication and 

decision making. 

5. Enhance staff members’ systems thinking mind set for organizational work. 
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Recommendation 1: Strengthen cohesion at the executive leadership level through 

alignment on a definition, purpose, and principles of integration. This recommendation 

speaks to demonstrated alignment of the executive leadership team within the organization in 

relation to integration. This recommendation should be implemented first so as to effectively 

flow into further action. The findings and conclusions strongly pointed out that cohesion and 

alignment at the executive leadership level is pivotal to any integration efforts. I argue that 

alignment and cohesion at this level is crucial to any strategic initiative and to organizational 

health in general. 

Kenny and Blunt (2012) developed a framework of seven elements for executive 

alignment: vision, strategy, objectives, leader and follower, accountability, investment, and 

communication. They asserted that these elements need to be continuously tested among the 

team and executives must have the courage to take “corrective action” (Kenny & Blunt, 2012, 

para. 25) as required. O’Reilly et al. (2009) pointed out one way leaders influence the 

performance of groups is to provide compelling direction (p. 105). They further noted that if 

messaging lacks clarity and consistency across leadership, they reduce the ability for people to 

understand the importance of the initiative (p. 105). In relation to integration, the literature noted 

that this endeavour should begin on a strategic level (Bernardo et al., 2012). 

It should also be noted here that the implications of this inquiry around executive 

alignment became much broader than the original research question. The broader question 

around alignment within the executive team itself has been prioritized within the group. 

Recommendation 2: Define the concept of integration or collaboration, determine 

what the organization hopes to achieve with this concept, and then communicate this to 
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staff. For integration or collaboration to be effectively established throughout the organization, 

the executive leadership team must be aligned on what it means in an organizational context. The 

executive leadership team needs to decide which terminology they want to use, how to define the 

chosen term, and in which ways they will communicate the concept out to the rest of the 

organization. Executive leadership also needs to communicate what they hope to achieve and the 

benefits of utilizing the concept. 

The study findings and conclusions of this inquiry, along with the literature presented in 

this document, all point in the same direction: executive leadership needs to be clear about the 

concept, purpose and goals, role model the concept themselves, participate in integrative or 

collaborative processes, and ensure consistent communication both vertically and horizontally 

(Anderson & Adams, 2015; Axelsson & Axelsson, 2006; Boon et al., 2009; Ettlie & Reza, 1992; 

Barki & Pinsonneault, 2005; Goh, 2002; Horwath & Morrison, 2007; Johansen & Andersen, 

2012; Willumsen et al., 2012). Rosen et al. (2011) reminded readers that, ultimately, integration 

is not a one-off initiative; rather, employing concepts such as integration and collaboration are 

dynamic, ongoing, adaptive processes that require attention and are highly beneficial to an 

organization as a whole as well as the subsystems within it. 

Recommendation 3: Leverage the collaborative successes that are already occurring 

within the organization. One of the best ways TFC can continue to see and experience 

successful collaborations is to maintain internal working groups and committees whenever 

possible. It is clear from the study findings and conclusions that most people in leadership have 

had positive experiences and recognized the importance of group compositions created 

intentionally and with diverse representation from across the organization. Validating the 
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experiences of the participants from this research, Harvey et al. (1998) noted that collaborative 

groups help stimulate and expand learning across functions as well as between levels of 

management. Many authors on collaboration contend that working collaboratively is far more 

beneficial to an organization than working in isolation (Bolman & Deal, 2017; Gajda & Koliba, 

2007; Jonsson & Kalling, 2007; Kouzes & Posner, 2017; Nidumolu, Ellison, Whalen, & 

Billman, 2014). Bolman and Deal (2017) stated, “Together, collaborative groups have more 

knowledge, diversity of perspective, time and energy than individuals working alone” (p. 170). 

They also noted that collaborative groups tend to improve communication across the 

organization and add weight to the acceptance of decisions (Bolman & Deal, 2017, p. 177). 

From an intraorganizational perspective, collaborative groups also enhance knowledge 

sharing, which supports the formation of a “knowledge culture” (Jonsson & Kalling, 2007, 

p. 163), networks of learning (Sharicz, 2010; Škerlavaj et al., 2010), and communities of practice 

(Gajda & Koliba, 2007; Milway & Saxton, 2011), all of which contribute to organizational 

learning. In turn, organizational learning requires the processes established collaboratively to be 

implemented vertically and horizontally throughout the organization (Harvey et al., 1998, 

p. 342). This holds true from an organizational integration perspective. Knowledge that is 

generated and stored by individuals must be shared across the organization (Barki & 

Pinsonneault, 2005, p. 177), which further enhances the benefits of internal collaborative efforts. 

Recommendation 4: Create tighter, concrete, and consistent mechanisms for 

internal communication and decision making. TFC should explore the creation of concrete 

and consistent structures for internal communication and decision making. It was evident 

through the inquiry findings presented in Chapter 4 that participants felt that communication 
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relating to the concept of integration was not clear and, in general, decision-making processes 

were not transparent. Participants indicated when decisions were made they were not effectively 

communicated out. 

The literature presented confirmed for readers that lack of clarity, communication, and 

ownership from senior leaders are among the greatest barriers to integration (Anderson & 

Adams, 2015; Horwath & Morrison, 2007; Johansen & Anderson, 2012; Winkelen, 2010). Rosen 

et al. (2011) contended, “Skilled and trusted leaders with excellent communication skills are 

essential for developing and implementing integrative processes” (p. 8). These processes include 

communication, decision making, and governance. Specifically, structures of integration and 

collaboration are said to include purpose, solid communication flows, common language, defined 

roles and responsibilities and clear processes of decision making (Gajda & Koliba, 2007, pp. 34–

35; Harvey et al., 1998). An organization’s structures around these elements influence activities 

and initiatives, contributing to either successes or failures (Beehr, Glazer, Fischer, Linton, & 

Hansen, 2009, p. 5). It is easy for groups to become fragmented and ineffective when clarity is 

lacking and concrete structures for achieving that clearly communicated vision are not 

adequately constructed. 

Recommendation 5: Enhance staff members’ systems thinking mind set for 

organizational work. The organization might consider enhancing their systems thinking 

approach through creating shared mental models among leadership. This could occur through 

developing deeper group skills in order to look for the larger picture beyond individual 

perspectives, regularly promoting inquiry, and challenging staff members’ thinking (Senge, 

2006). A “systems approach begins when first you see the world through the eyes of another” 



ORGANIZATIONAL INTEGRATION 70 

(Churchman, as cited in Gao, Li, & Nakamori, 2002, p. 11). Gao et al. (2002) noted that 

Churchman (1979) encouraged viewing a system from as many perspectives as possible, rather 

than only one view of the whole system (p. 11). Viewing a system as a whole encourages an 

“integrated mind-set” (Johansen & Andersen, 2012, p. 284; see also Winegar et al., 2017), which 

supports the development of shared mental models (Senge, 2006). 

Cultivating shared mental models within an organization requires broad representation, 

sincerity, responsiveness, and engaging in open and honest conversations (Johansen & Andersen, 

2012; Lamb & Rhodes, 2009; Palaima & Skaržauskienė, 2010). Creating shared mental models 

enables stakeholders to experience their responsibility for the whole system instead of just their 

individual roles (Stroh, 2015, p. 74). For example, each service area, both direct and nondirect 

areas within TFC, is a system. Each of those systems has several subsystems within them 

(individual programs, teams, working groups, etc.). All together, these subsystems work within 

the total system of TFC. 

As noted in Chapter 2, many scholars contended that complex systems cannot be 

influenced in silos (Barki & Pinsonneault, 2005; Lawrence & Lorsch, 1967; Rosen et al., 2011). 

Leaders must seek out and understand interconnections between all the smaller systems that 

make up the bigger system to determine how one area of the organization impacts and influences 

other areas. Doing so will help staff understand one another better and support all employees in 

working smarter as an agency. 

Organizational Implications 

This project has come to fruition through ongoing consultation and meetings with my 

organization throughout the capstone process. Our meetings involved me providing updating on 
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my progress and milestones as well as planning and adjusting for the next steps. My partner 

within the organization was always available to for me to ask questions, debrief, and for general 

support. 

As briefly noted in Chapter 3, my partner and I met with the executive leadership team on 

two occasions to discuss the study findings and recommendations. It was also during this 

meeting that the CEO suggested the executive team have a strategic day with a third-party 

facilitator. The intention was for the executive team to work on pieces around the executive 

alignment recommendation as well as start looking at an action framework for some of the other 

recommendations. It should be noted that although this inquiry was specifically around the 

concept of integration, through the inquiry process the question rapidly became broader, which is 

being prioritized within the team. 

The overall results of the inquiry will require the executive leadership team to undertake 

and facilitate changes within the organization. Of course, how this is achieved for each 

individual recommendation will be slightly different; however, the one central component will 

be that the organization will see the executive leadership team initiate, communicate, and drive 

these changes in a united and meaningful way. This will require intentional conversations and 

communication from the executive team to the rest of leadership addressing specific topics or 

areas of change. What follows is a brief snapshot of the current actions plans for implementation 

for each recommendation. 

Current plans for implementation. In this section I present TFC’s action plans for the 

implementation of each of the five recommendations. These are based on my discussions with 

the project partner and the executive leadership team. 
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Next steps for Recommendation 1: Strengthen cohesion at the executive leadership 

level through alignment on a definition, purpose, and principles of integration. The executive 

team is committed to working on team cohesion and alignment through ongoing work as a group. 

As noted above, this process has already begun. I understand from my partner that the executive 

team continue to have weekly conversations and are working on developing a few different types 

of frameworks that will play a role into the next couple of recommendations. In relation to 

integration specifically, the executive team has decided to no longer use the term integration, but 

rather adopt the phrase intraorganizational collaboration and collectively develop a framework 

around this concept. 

Next steps for Recommendation 2: Define the concept of integration or collaboration, 

determine what the organization hopes to achieve with this concept, and then communicate 

this to staff. I will play a larger role within this recommendation as I, in my role as the Manager 

of Operations, have been tasked with drafting some definitions that draw distinctions between 

integration and collaboration as well as highlight elements that are associated with each. For 

example, as noted in both Chapters 2 and 4, integration involves structures of a unified 

management system, pooled resources, shared targets, and cocreated frameworks for decision 

making, problem solving, communication (Axelsson & Axelsson, 2006; Horwath & Morrison, 

2007; McClellan & Sanders, 2013; Winkelen, 2010), and evaluation (Rosen et al., 2011) that 

meet the needs of all stakeholders. Successful collaboration, on the other hand, includes common 

understanding, shared purpose, dialogue, decision making, action, and evaluation plans (Gajda & 

Koliba, 2007). I will be presenting ideas and suggestions on the definitions along with related 
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literature back to the organization in the near future. The results of this recommendation will 

flow into Recommendations 3 and 4. 

Next steps for Recommendation 3: Leverage the collaborative successes that are 

already occurring within the organization. For this recommendation, the agency will take a 

closer look at current successes, analyze why they are successful, and try to replicate when and 

where it makes sense. This has been developmental and ongoing for several years within the 

organization, and many people in leadership are devoted to maintaining the successful 

momentum. Further, leadership will be more intentional when putting groups together for 

projects and working groups and committees. The organization could adopt an appreciative 

process when putting groups together. 

Next steps for Recommendation 4: Create tighter, concrete, and consistent mechanisms 

for internal communication and decision making. This recommendation will be occurring 

throughout the entire organization and through all hierarchy levels. Leadership has already 

started to discuss implementing some tools such as decision trackers in some meetings in order 

to capture what organizational members are doing and why and to document decisions. TFC 

leadership has also created more intentional and concrete meeting agenda and meeting minute 

templates that highlight how information will be disseminated, how decisions were made, and 

what the actions are. Attached to these columns of information will be timelines, a space to 

identify who is responsible or the key contact person, as well a description of what is being 

accomplished (e.g., What are we communicating? What was the decision? What is the action 

item?). Recently, all members of the senior leadership team participated in a 2-day project 

management workshop, and the external facilitators walked the TFC senior leadership through a 
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process of creating organizational project management templates. Recognizing that these are 

starting points, the senior leadership team understands that there is much work to do in this area, 

and they will continue to talk about it and find ways to embed concrete mechanisms as they are 

established. 

In the near future, there is an exciting implementation activity that will be taking place. 

This activity will span Recommendations 3 and 4. The CEO has already set a date in June for all 

of leadership from TFC to gather and work through these two recommendations. Specifically, 

during this event, leadership will be working through frameworks to further support the 

development of communication and decision-making processes, not only for the incorporation of 

integration and collaboration initiatives, but also for the organization as a whole. These activities 

will also foster the enhancement of commitment, alignment, and accountability, which are areas 

consistent with the observations that participants identified in Finding 3. 

Next steps for Recommendation 5: Enhance staff members’ systems thinking mind set 

for organizational work. Although this recommendation will be adopted, there is currently no 

concrete plan on actioning this piece. Some members of the executive team feel that this may be 

accomplished through executive role modelling, ongoing conversations, and internal 

collaborative work. 

Summary of organizational implications. My role in supporting the implementation of 

these recommendations is both peripheral and active. As I am a member of the senior leadership 

team, it is my duty to play an active role in the creation and execution of any framework or 

internal project that surface as a result of this capstone. Further, I will play an active role through 

continuing to be supportive and being a champion for challenging mindsets and helping people 
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see the interconnections within the organization. My peripheral role will be to respect and 

support the executive leadership team with their implementation initiatives. 

As I finish this chapter, the world is in the midst of the COVID-19 pandemic. It is 

prudent to acknowledge this global crisis not only as a worldwide experience, but also to 

recognize how this pandemic may affect the here and now of this inquiry project. In relation to 

the implementation of these recommendations, I have not been alerted to any changes. I believe 

that these recommendations will continue to move forward as planned, as some of them are 

already occurring. For example, Recommendations 1, 3, and 4 do not have a static start and 

finish; rather, they are continuously evolving, and the executive leadership team has already been 

working within the scope of these suggestions. 

The culmination of research, findings, and literature created and used throughout this 

document contributes to bodies of knowledge relating to integration, collaboration, and executive 

alignment. This paper acknowledges many frameworks within these topic areas with respect to 

the need for concrete structures to be constructed and communicated throughout the organization 

with intentionality and meaning. 

This study may be of use to other similar human service organizations that endeavour to 

incorporate integrative or collaborative approaches in their day-to-day work or general 

organizational culture. Other organizations could benefit from understanding the perspectives 

from the participants of this inquiry and use the major themes identified in Chapter 4 as a place 

to start their own inquiry or perhaps as a check on their own current practices. An appreciative 

approach could useful here and an important step for organizations to consider. This project has 
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identified that divergent perspectives already exist on the same topic within the same team. 

Using appreciative inquiry as an intervention maybe a useful tool in discovery (Bushe, 1999). 

Through reading the literature presented throughout this document, organizations may 

see value in adopting one or more of the recommendations into their own culture. For example, 

another organization may benefit from implementing a system’s thinking approach to help break 

free of organizational silos, which tends to be a significant barrier to service delivery in the 

human service sector. 

Implications for Future Inquiry 

I conducted this inquiry as I sought to develop a better understanding of integration and 

what the concept means at TFC. Once executive leadership has determined which terminology 

they will be using and have developed and communicated strong structures around the concept, 

they must work within the framework for a period of time in order to effectively evaluate it. The 

organization may want to conduct follow-up surveys with staff as a way of checking in post 

implementation to determine if the integration or collaborative efforts are going well, identify 

gaps, and collect stories. Alternatively, this can be done through executing a large group method. 

In a different vein, one of the more significant and unexpected issues that emerged from 

this inquiry was not focussed on integration at all. Rather, it was related to the executive 

leadership team’s cohesion and alignment within the team itself. The CEO and executive team 

may want to explore this dynamic more thoroughly on an on-going basis. 

From an academic perspective, much of the literature on integration, collaboration, and 

executive alignment has communication at the heart of each concept. All of these concepts 

include various elements on what should be included as part of frameworks. What is missing, 
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though, is information on implementation. Future research might look at the quality or process of 

implementation around integration or collaboration. 

Chapter Summary 

Through the incorporation of the literature, inquiry findings and conclusions, this chapter 

presented five recommendations for TFC to consider. This chapter also considered the 

organizational implications of the research as well as offered suggestions for future inquiries. 

The recommendations presented here were tightly tied to the original inquiry question and 

subquestions and provided my partner with a current concrete overview of what leadership 

believes about the concept of integration. What has been articulated highlights where TFC is as 

an organization as well as the possibilities of where TFC can go in the future in relation to 

integration or collaboration. 

Thesis Summary and Conclusions  

The action-orientated inquiry presented here started with a concentration on the area of 

integration within TFC. The purpose of the inquiry was to support the organization to develop a 

collective understanding and framework of what integration means and why an integrative 

approach could enhance the work TFC does. More specifically, the inquiry focused on how the 

executive leadership team might actively support the process of integration within the 

organization. At the core, this study engaged leadership to draw out stories and experiences 

through a dialogic framework with an appreciative focus. 

This study had high participation, with an 85% response rate for the survey and 100% 

participation with the focus group. As a result, the study outcomes were much broader than 

simply talking about integration. By employing Rowe et al.’s (2013) ARE model and conducting 
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a survey and focus group with the organization’s leadership, four finding surfaced. I based these 

findings on participants’ experiences, observations, and ideas on the topic of integration. 

Additionally, I established four conclusions and five recommendations and calls to action. 

In the early stages of this inquiry, the CEO talked about the concept of integration in the 

hopes for employees to be more engaged and efficient and to work smarter while leveraging their 

gifts. This project has now come full circle for me as researcher, but the story for TFC carries on, 

leading in a direction to work smarter, together. 
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Appendix A: The Family Centre Organizational Chart – Leadership 

 

Note. CEO = Chief Executive Officer; CSD = Collaborative Service Delivery; Dev. = Development; DISSC = Drop In Single Session 
Counselling; HR = Human Resources. 
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Appendix B: Systems Analysis 
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Appendix C: Action Research Engagement Model 

 

Note. AR = Action Research. 

From Action research engagement: Creating the foundations for organizational change 

(ALARA Monograph No. 5; p. 20), by W. E. A. Rowe, M. Graf, N. Agger-Gupta, E. Piggot-
Irvine, & B. Harris, 2013. Retrieved from https://www.researchgate.net/publication/259932785 
Action_Research_Engagement_Creating_the_Foundations_for_Organizational_Change. 
Reprinted with permission. 

 

AR Team Facilita on         Organiza onal Ownership 

7.    Take    

                Ac on    

 

6.    Sponsor        

                                                Plans    Ac on    

Transi on    Zone    

    

leadership 

transfers to 

organiza on 

     Engagement Readiness  Cycle                             Change Ac on Cycle 

1. Focus    and    Framing        

Carry out a situa onal analysis to 

understand the organiza onal 

context and the driving forces 

impac ng on the organiza on, the 

key issues and focus of the inquiry, 

and the research ques ons. 

2.    Engaged    Ac on        

Engage key stakeholders in 

ac ons of inquiry and 

dialogue that generate new 

data, understanding and 

possibili es about the issues. 

3.            

Reflec on        

Engage in analysis 

and reflec on on the 

meaning of the 

inquiry process and 

data generated, 

reframe issues and 

evaluate op ons for 

further ac on  

 

5.    Re-contextualize    &    Reconstruct    

for    Organiza onal    Change        

Broader organiza on engages to 

formulates  the change interven on or 

ac on plan and ini ates steps to 

implement the plan as the next step in 

     the ac on research process   

 

8.    Evaluate    

Ac on    4.    Engage    Forward    

Engage stakeholders collec vely in 

dialogue on outcomes of the ac on 

inquiry and recommends strategies 

for moving forward     

. 

9.    Re-contextualize/    

&    Reconstruct    



ORGANIZATIONAL INTEGRATION 93 

Appendix D: Survey Questions 

1. How long have you worked at The Family Centre? 
a. Less than 1 year 
b. 1 to 3 years 
c. More than 3 years 
 

2. Which of the following areas do you work within? 
a. A Direct Service Area 
b. A NON-Direct Service Area 

 
3. Describe an experience you have had while working at TFC, where you were able to 

successfully work across departments. 
 

4. What do you see as the key elements of integration (choose up to three) 
 

- Planning - Cooperation - Communication 
- Openness -Acceptance - Efficiency 
- Alignment - Flexibility - Leadership 
- Productivity - Resources - Collaboration 
- “win-win” - Innovation - Other 

 
5. Please complete the following sentence: Integration would be more useful if……. 
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Appendix E: Focus Group Questions 

• How do I understand and conceptualize internal integration? 

• What might integration look like for us at The Family Centre? 

• What are some challenges we might have on this journey to integration, and how might we 
overcome them? 
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Appendix F: Inquiry Team Member Agreement 

In partial fulfillment of the requirement for a Master of Arts in Leadership Degree at Royal 
Roads University, Mary-Ann Kelly (the Student) will be conducting an inquiry study at The 
Family Centre in Edmonton to look at how internal integration can be enhanced throughout the 
backbone support services throughout the organization. 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 a focus group or interview, taking notes, 
transcribing, reviewing analysis of data, and/or reviewing associated knowledge products to 
assist the Student and The Family Centers 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. 

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 Mary-Ann Kelly, 
the Student. 

Statement of Informed Consent: 

I have read and understand this agreement. 

________________________ __________________________ ________________ 
 Name (Please Print) Signature Date 
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Appendix G: Letter of Invitation 

 
November 14, 2019 

Dear Director, 

I would like to invite you to be part of a research project that I am conducting. This project is 
part of the requirement for my master’s degree in Leadership, at Royal Roads University. For 
this project, I am partnering with The Family Centre and I have been granted permission by 
Pauline Smale to contact potential participants for this purpose. 

The purpose of my research is to support the organization to develop a collective understanding 
and framework of what integration means, and why an integrative approach can enhance the 
work we do. Your name was chosen as a prospective participant because you hold a position 
within the organization that situates you in a way where you have valuable insights and 
experiences to contribute to this project. This project will take place during regular work hours 
and you are able to participate as part of your regular daily work activities. 

My research project will consist of a survey, focus group(s) and semi-structured interview(s), 
and is estimated to run over a two-month period. This portion of the data collection is a focus 
group and will be conducted by a third-party facilitator. 

You are not required to participate in this research project. Should you choose to participate, 
your participation would be entirely voluntary, and you are free to withdraw at any time without 
prejudice. 

If you are interested, please let me know by simply responding to this email. I will then send you 
a document containing further information about the study conduct that will enable you to make 
a fully informed decision on whether or not you wish to participate. 

Please feel free to contact me at any time should you have additional questions regarding the 
project and its outcomes. 

If you would like to participate in my research project, please contact me at: 

Name: Mary-Ann Kelly 
Email: [email address] 
Telephone: [telephone number] 

Sincerely, 
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Mary-Ann Kelly  
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Appendix H: Research Information Letter 

 
Research Study: Organizational Integration at The Family Centre 

My name is Mary-Ann Kelly, and this research project is part of the requirement for a master’s 
degree at Royal Roads University. My credentials with Royal Roads University can be 
established by contacting Dr. Catherine Etmanski, Director, School of Leadership Studies: [email 
address] or [telephone number]. 

Purpose of the study and sponsoring organization 

The purpose of my research project is to support the organization to develop a collective 
understanding and framework of what integration means, and why an integrative approach can 
enhance the work we do. The objective is to gain clarity and understanding around the possibility 
of integration and what that could look like for The Family Centre. 

Your participation and how information will be collected 

The total project will be done over the course of one year. The data collection portion of the 
project, where participants will be called upon, will take place over a two to three months. The 
research will consist of a Survey, Focus Group(s) and Semi-Structure Interview(s), and be 
sequenced in this order. These exercises/sessions will last approximately 1.5-2 hours and will 
attend to questions such as: 

• What does integration mean to you? 

• How do you understand and conceptualize internal integration? 

• Where is integration already occurring within the organization? 

• What can we do to enhance integration throughout the organization? 

• What might some roadblocks or barriers be? 

Benefits and risks to participation 

There are several benefits to the participants, partner organization, society and the researcher. 
Participants involved with the research will have the benefit of sharing their stories as it relates to 
their experience within the organization. They will also have an opportunity to share insights and 
ideas in a way that they may not have been able to in other forums. Participants will be able to 
participate in the methods during their regular work hours. The organization will benefit by 
having master’s level research conducted within the organization around a topic that is important 
to them. The organization will also receive a professional report of findings, including 
recommendations that they may choose to explore further. Of course, there are a few personal 
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benefits to me, as the researcher. This process will satisfy an academic requirement as well as 
open opportunities for me to advance my career in this and other sectors. This research will also 
benefit society and academia in relation to the generation and dissemination of knowledge. 

This is a minimal risk project, however, given the nature of the methods being used (focus 
groups) there is a risk in confidentiality. I cannot guarantee that confidentiality will be kept by 
other participants involved in the group. I will request that all participants respect the 
confidential nature of this study and not share identifying information with others outside the 
group. I will remind participants of the consent they signed. I will also create group guidelines 
that indicate what happens in the room, stays in the room. I will remind participants of this 
through the duration of the session. 

Inquiry team 

My inquiry team will include two colleagues from my program at Royal Roads University, and a 
third-party facilitator from outside the organization. 

Real or Perceived Conflict of Interest 

I am conducting this project as part of the requirement to attain my master’s degree. Upon 
completion, I may seek employment opportunities that grow my career. I disclose this 
information here so that you can make a fully informed decision on whether or not to participate 
in this study. 

Confidentiality, security of data, and retention period 

I will work to protect your privacy throughout this study. All information I collect will be 
maintained in confidence with hard copies (e.g., consent forms) stored in a locked filing cabinet 
in my home office. Electronic data (such as transcripts or audio files) will be stored on a 
password protected computer on my home computer. Information will be recorded in hand-
written format, audio recorded, and, where appropriate, summarized, in anonymous format, in 
the body of the final report. At no time will any specific comments be attributed to any 
individual unless specific agreement has been obtained beforehand. All documentation will be 
kept strictly confidential and retained by me for one year. After that time, all raw data will be 
destroyed. Please note should you choose to withdraw from the research, any identifiable 
information will not be retained. 

If you are participating in a method, such as a focus group, due to the nature of the group 
method, it is not possible to keep identities of the participants anonymous from the researcher, 
facilitator, or other participants. All participants are asked to respect the confidential nature of 
the research by not sharing names or identifying comments outside of the group. 

Sharing results 

In addition to submitting my final report to Royal Roads University in partial fulfillment for a 
master’s degree in leadership, I will also be sharing my research findings with Pauline Smale, 
CEO of The Family Centre. The organization will receive a professional report of findings and 
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recommendations. I will also create an infographic or visual representation of the findings and 
recommendations to share back to participants. 

Procedure for withdrawing from the study 

If at any time through the research process a participant wishes to withdraw from the study, their 
request should be sent to myself through email or delivered in person. If the participant 
withdraws after participating in a focus group, it might not be possible to identify individuals’ 
comments in order to remove them. 

You are not required to participate in this research project. By replying directly to the e-mail 
request for participation and/or signing the consent form, you indicate that you have read and 
understand the information above and give your free and informed consent to participate in this 
project. 

Please keep a copy of this information letter for your records. 
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Appendix I: Consent Form – Focus Group 

 
By signing this form, you agree that you are over the age of 18 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 you contribute used in the final report and any 
other knowledge outputs (articles, conference presentations, newsletters, etc.). 

 I consent to the audio recording of the Focus Group exercise being held at The Family 

Centre on Friday December 13, 2019 from 9:00-11:30am. 

 I consent to quotations and excerpts expressed by me through the Focus Group exercise 
held on Friday December 13, 2019 from 9:00-11:30am be included in this study, 
provided that my identity is not disclosed. 

 I consent to the material I have contributed to and/or generated on flipchart notes, post-
its, or visuals from an arts-based method thorough my participation in the Focus Group 
exercise held on Friday December 13, 2019 from 9:00-11:30am be used in this study. 

 I commit to respect the confidential nature of the Focus Group held on Friday December 

13, 2019 from 9:00-11:30am by not sharing identifying information about the other 
participants 

 

Name: (Please Print): __________________________________________________ 

 

Signed: _____________________________________________________________ 

 

Date: ______________________________________________ 
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Appendix J: Focus Group – Session Outline, Facilitator’s Guide, Tabletop Information,  

& Power Point 

 

Organizational 
Integration 

Leader’s Guide 

 

2.5 hours – The Family Centre 9-11:30 am 

Materials 

 

 

projector/computer 

flash drive with PPT 

5 by 7 sticky notes 

Index cards 

Markers 

Sticky Dots 

Blank paper for name cards 

Handout of definitions and research (6) 

Blank paper for reflection 

Fidget balloons 

Pipe cleaners for creative crafts 

5 mins

 

• Thank you for agreeing to participate in this focus 
group with respect to Organizational Integration at 
The Family Centre. 

• Request name cards if I cannot see their names 

• Introduce myself 

• MAK and I connection. Colleagues, love of badminton 

• Years of facilitation, currently at NQC. 

 2 minutes 

Keep opening slide 

Preamble, 

What we say here, is being recorded. The information 
will be transcribed, to enhance the data we gather on 
note paper. 

Names are not being attributed to the transcription. I 
have signed a confidentiality agreement. 

The information will be used in Mary-Ann’s research, as 
the final project for her master’s degree. It will also be 
used for the professional report she will be putting 
together for Pauline. 
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And better than that, this research can also be used, 
here, at The Family Centre to create common language 
around integration, and possibly, if you so desire, a shift 
in mindset and practice.  

 8 minutes 
The basis of our conversations today, is Integration. 

What does Integration mean? The act of adding or 

combining parts to make a unified whole 

Collins English Dictionary 2012 Digital Edition 

Further, what does Organizational Integration mean? 

Organizational integration happens when a 
company's internal and external factors 

successfully mesh. Which is defined as the extent 
to which distinct and interdependent 
organizational components constitute a unified 

whole. 

We will spend some time this morning in guided 
conversations to help you define what integration means 
for The Family Centre. 

Mary-Ann’s research, so far has included a survey. 
Today we will be discussing the same topic with similar 
questions. 

Two highlights: 

• When survey respondents were asked “what do you see as the 

key elements of integration?”, the top three responses were: 

communication, collaboration and leadership. Several 

respondent’s chose the “other” category and added words 

such as inclusivity, accountability, trust and mind-set. 

• Almost all survey respondents noted that integration would be 

more useful if it was defined and its value more clearly 

understood. 

I want to direct your attention to these handouts, as 
some highlights from the information gathered to date 
are here. Please use this to inform your quiet reflections 
and discussions this morning. 

Allow 5 mins for people to read or skim the handout 

Knowing these initial high-level findings, we will work 
through three questions to narrow this inquiry into 
something more meaningful. 
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 10 minutes 

 

We will be using a format, called the World Café. How 
many of you have experienced this method of guided 
discussion before? 

Everyone will have an opportunity for personal reflection 
on the questions, then we will have a discussion, and we 
will end with a harvest – a gathering of information to 
sum up your conversation. 

• To make this work, you will Listen to understand 
what someone else is saying, 

• You will allow yourself time to reflect to connect ideas 

• You will contribute your expertise to the discussion 

• And, you will give yourself permission to be, in the 
moment, to focus on what matters. 

• There are fidget balloons on the table, MR Sketch 
markers, and paper for doodling. Allow yourself to 
process and think in your own best way. 

Here is how it will work 

2 groups of three 

One person will be the scribe, and after the individual 
reflection time, the scribe will write down the ideas as 
they emerge. I will then give direction to harvest the top 
5-7 ideas. And I will walk you through a group change. 

To get us ready, I would like you to share, in your small 
group, a memorable experience you have had, while 
working for The Family Centre, in which you felt pride. 

3 minutes for quiet reflection, use can use an index card 
to write your notes. 

4 minutes to share 

25 minutes 

 

 (9:25)Pink stickies 

5 minutes for individual reflection 

13 minutes for discussion 

5 minutes for harvest 5-7 top ideas 

2 minutes to move and for scribe to read out the harvest 

25 minutes 
 (9:50)Green stickies 
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4 minutes for individual reflection 

12 minutes for discussion 

7 minutes for harvest 5-7 top ideas 

2 minutes to move and for scribe to read out the harvest 

15 minutes

 

(10:15) Break 

 

30 minutes 

 

(10:30)Orange stickies 

5 minutes for individual reflection 

15 minutes for discussion 

10 minutes for harvest 7-10 top challenges AND 
mitigations 

Could have a challenge alone, or a challenge with 
mitigation on one sticky 

15 minutes 

No slide 

(11:00)Go through the harvests, first to clarify anything 
that needs more info and to group those that are the 
same – allow the group to guide my hands, no 
assumptions are to be made. 

Let’s do one final activity. I am going to give you some 
sticky dots. I want you to use them to ‘vote’ on the 
harvested ideas that really resonate with you, the ones 
you think/know/believe/ will have an impact as (if) The 
Family Centre moves toward integration.  
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5 minutes

 

(11:15) Closure 

Q1. Our time is nearly up, are there any final comments 

you would like to make? 

Later, if you think of something you wish you had said, 

feel free to share with Mary-Ann. She can incorporate it 

into her research and report. 

As you leave today, this is something I hope will travel 

with you… 

Think about how today’s harvests could be used to 

create a framework of integration for The Family Centre., 

and how you will be able to play a role in bringing this 

new mindset to fruition. 

Thank you for being present with me this morning, and 

for the work you made happen. 
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High level findings from the survey, which informs todays Focus Group 

 

• When survey respondents were asked “what do you see as the key elements of integration?” 

the top three responses were: 

o communication, collaboration and leadership. 

o Several respondent’s chose the “other” category and added words such as inclusivity, 

accountability, trust, and mind-set. 

• Most respondent’s (97%) noted that they had had at least one positive and successful 

experience working across departments and had attributed those success to things such as on-

going collaboration, a deeper level of understanding from / for all sides, and opportunities for 

committee work. Some quotes from this area: 

“…there were high levels of communication between teams and a clear go-to person.” 

 

“I have developed a good relationship with the leadership….and I have become more comfortable to 

talk about things not working.” 

 

“I appreciated the leadership of connecting all stakeholders that required a commitment from all to 

meet deadlines, provide thoughtful input and feedback, engage in the process, recognize the value of 

the project, and a general sense of team spirit.” 

 

• Almost all survey respondents noted that integration would be more useful if it was defined and 

its value more clearly understood. Here are some more quotes from this area: Integration 

would be more useful if….. 

“we had a common definition. We are told on the lower levels of the organization without a clear 

direction on what it means. We have not been intentional about what integration means to TFC, what 

we hope to gain from integration, or what indicators of success might be.” 

 

“everyone knew that their work had an impact on every single aspect of the agency.” 

 

“we need more than surface level knowledge of other programs to accomplish this” 

 

“accountability and follow-through” 

 

“I wonder if the competition of who has the more valuable and effective service and who delivers that 

service in the “right” way is blocking a lot of the integration that could be happening. I imagine that if 

integration was more successful at the director level and have them model the way, this would help the 

mid level leadership and front-line to practice integration more consistently and successfully.” 

 

“there were increased opportunities, guidelines, and expectations” 

 

“everyone was committed” 
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Focus Group: Tabletop References on Integration 

 

Organizational Integration 

1. Organizational integration happens when a company's internal and external factors 

successfully mesh. Every company, large or small, has certain internal characteristics such as 

management style, systems, organizational structure, strategy, staff and organizational culture. 

External characteristics include the company's mission or business model, input and output, the 

economy, technology, political factors, social factors and stakeholders. Identifying the degree of 

organizational integration is a way of evaluating the company's success and discovering ways to 

improve. 

https://smallbusiness.chron.com/organizational-integration-82053.html 

retrieved November 24, 2019. 

2. The notion of integration is central to the understanding of organizations in general as well as 

of contemporary phenomena such as e-commerce, virtual organizations, virtual teams, and 

enterprise resource planning (ERP) implementation. Yet, the concept of integration is ill-defined 

in the literature, and the impact of achieving high levels of integration is not well understood. 

The present paper addresses these issues. Drawing on the literature of several fields, this paper 

proposes the concept of organizational integration (OI), which is defined as the extent to 

which distinct and interdependent organizational components constitute a unified whole. Six 

types of OI are identified: two intraorganizational OI (internal-operational, internal-functional) 

and four interorganizational OI (external-operational-forward, external-operational-backward, 

external-operational-lateral, and external-functional). This paper then presents a model and 

develops 14 propositions to predict (1) the effort needed to implement different types of OI, (2) 

the impact different types of OI will have on organizational performance, and (3) how six 

factors (interdependence, barriers to OI, mechanisms for achieving OI, environmental 

turbulence, complexity reduction mechanisms, and organizational configurations) influence the 

relationship between OI types, implementation effort, and organizational performance. The OI 

framework and model are then used to develop 14 propositions for ERP implementation 

research and to explain the findings of recent research on integration. 

https://pubsonline.informs.org/doi/pdf/10.1287/orsc.1050.0118 

retrieved November 24, 2019. 

3. Integration: The act of adding or combining parts to make a unified whole 

Collins English Dictionary 2012 Digital Edition 

https://www.dictionary.com/browse/integration 
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retrieved November 24, 2019. 

4. 

https://nationalfund.org/initiatives/careerstat/resources/framework-for-integration/ 

retrieved November 24, 2019. 

 

5. 

https://www.researchgate.net/figure/Framework-for-organizational-integration-

2_fig2_285591386 

retrieved November 24, 2019. 

Integration requires collaboration as a precondition but collaboration does not require 

integration. (Boon et al., 2009). 

Integration: 

1. General: Process of attaining close and seamless coordination between several departments, 

groups, organizations, systems, etc. 

2. Companies: Merger of two or more firms resulting in a new legal entity. 

3. Contracts: Amalgamation of two or more agreements into one contract that serves as a full 

http://www.businessdictionary.com/definition/integration.html 

Retrieved Nov 25, 2019 
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Appendix K: Draft of Findings and Recommendations 

Survey Findings 

The survey consisted of five questions. Three questions were quantitative in nature and two 
questions were qualitative narratives that the respondents provided. 

Three overall themes were identified during this portion of the data collection: Information 
Frameworks, Mechanisms for Supported Interaction, and Organizational Engagement. 

Information Framework includes such things as decision making, roles and responsibilities, 
communication, a desire for deeper understanding of issues, processes and work scope. Most 
notably in this theme was the need for a common organizational definition and understanding of 
what integration means. Some thoughts from participants: 

“We are told to integrate on the lower levels of the organization without a clear direction 
on what that means. We have not been intentional around what integration means to TFC, 
what we hope to gain from integration, or what indicators of success might be.” 

“If the indented objectives were more clear, leaders clearly defined and held accountable, 
and communication plans and decisions were transparent and honoured.” 

“If as an agency, we had a collective understanding of what integration is. It is difficult to 
talk about integration, or undertake it, if everyone is coming to the table with different 
expectations/understanding about what it means to work in integration.” 

“An integration mindset.” 

“[If] there is better communication upward and downward in the organizational hierarchy 
not to just pass the information, but to get the feedback to achieve effectiveness and to 
increase employees’ engagement level.” 

Mechanisms for supported Interaction includes collaboration, meetings, committee work, 
involvement from all levels, deeper level of understanding of each other, programs, and all side 
of the work TFC does. Some thoughts from participants: 

“We spent more time together looking for crossover points.” 

“Committee’s – I’ve sat on multiple committees throughout my years at TFC, and all 
have had representation from different departments, and we have been able to 
successfully collaborate and get task done.”  

“A key factor in the success of this HR committee work was that the committee 
INTENTIONALLY included representation from all areas of TFC – both from all direct 
service area programs and non-direct service areas.” 
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“The most I am able to work with other service providers is through meetings, consults 
and collaborative discussions.” 

“I appreciated the leadership of connecting all stakeholders that required a commitment 
from all to meet deadlines, provide thoughtful input and feedback, engage in the process, 
recognize the value of the project, and a general sense of team spirit.” 

“If everyone saw integration occurring at all levels.” 

Organizational Engagement includes accountability, alignment, commitment, expectations, 
mindset, follow-through, everyone feels valued in the process, intentional, communication. Some 
thoughts from participants: 

“We committed time, energy and space to actually “do” integration between different 
programs at the agency – we need more than surface level knowledge of other programs 
to accomplish this.” 

“[If] the organization was less silo’d and there was intentionality in planning and 
communication from executive leadership. If genuine integration was modeled from the 
directors, it would flow down to the front line easier.” 

“If everyone knew that their work had impact on every aspect of the agency.” 

“Accountability and follow through are key.” 

“This requires everyone to be on board.” 

One of the survey questions asked participants to choose three elements they felt were key to 
integration. The results are listed below. An interesting thing to notice is that slightly more than 
20% of participants felt the predetermined words did not resonate with them. These participants 
chose “other” and listed words such as inclusiveness, mindset, shared vision, alignment, task 
assignment, being intentional, trust, and the word accountability showed up several times. 

Focus Group Findings 

The focus group was run like a mini World Café which had participants rotating between two 
areas, focusing on three questions, with a larger group discussion at the end. 

Participants were asked what integration means to them, what integration might look like at TFC, 
what could be some potential challenges and strategies. 

The overall theme identified from this data set is Foundational Executive Alignment. 

“Cohesion at the director level to facilitate integration.” 

“Know what each other’s priorities are.” 
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“Right people, at the right table, at the right time, doing the right stuff. Directors drive the 
ship.” 

“Define what we want to happen.” 

“How do we communicate?” 

“Talking more, engaging more… (add different perspectives; creating ownership across 
the agency).” 

** NOTE: There were many areas of overlap between the survey findings and the FG findings. 
For example, communication and talking more/engage more.” However, it was clear from pieces 
of the survey findings as well as the FG findings that executive leadership is not aligned in what 
they say and do in some areas. It was also clear from the FG that alignment in several areas 
within that team is lacking, which is why I added the fourth theme. **  

Recommendations / Calls to Action 

1. Definition. What does integration mean to TFC and in the context of the work that we 
do? What does it look like? What are we hoping to achieve? How is this being modeled? 
Where does it start? Who is involved? Is this something that is simply facilitated or is this 
what we model as leaders? How do we embed this into the fabric of the organization? 
Are we even talking about integration? Or are we talking about intra-organizational 
collaboration? 

2. Tighter, more meaningful mechanisms of communication; more than just a philosophy of 
communication but concrete mechanisms for communication (embed in meeting 
agenda’s/minutes – how, what and who are we specifically communicating to?; monthly 
leadership meetings; ensure safe spaces for communication); …..This also relates to 
knowledge transfer...how do we do this consistently and meaningfully? Re-evaluate 
“feedback loops” - are they broken? Are they full loops, are we open to them (in all 
aspects) or are we using them to simply inform? Are we transparent with communicating 
information? Are we communicating the right information, to the right people at the right 
times? 

3. Trust development throughout the organization – going back to Lencioni’s 5 dysfunctions 
of team. Take this from philosophy to action and keep it alive. 

4. Leverage what is already occurring and occurring well. Make these leverage points 
stronger and foundational to the organization to enhance communication, accountability, 
knowledge sharing, etc. (i.e., committees where all levels are included and actively 
involved; monthly leadership meetings; positions & roles such as the growth and 
development supervisors and operations). 
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5. Adopt a “systems thinking” approach to organizational work (each program system 
impacts every other system and the system as a whole). Our work is all interconnected, in 
some way. 

a. i.e. systems theory + systems thinking = system beings…..this also relates to 
accountability “ones role within the system.” Foster a shift in mindset while 
welcoming all perspectives.  


