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Abstract
Front-line maintenance supervisors play a key role at BC Transit, as this role directly interacts
with and oversees front-line staff. These front-line leaders are responsible for overseeing most of
the organization’s communications and change initiatives. This research investigates the front-
line leadership role that organizations rely on as their main conduit for communication of
organizational goals and change management initiatives to front-line staff. Front-line leadership
roles are the roles in an organization that deal directly with the front-line staff daily. This
research investigated the challenges a front-line leader can face while working in this role. This
research study engaged BC Transit’s front-line maintenance supervisors and the front-line staff
from two different sites within the greater Victoria, British Columbia area. The main research
question asked was, “how can BC Transit assist in the development of front-line maintenance
supervisors so that they develop the capabilities and skills to lead front-line staff effectively?”
Based on this overarching research question, data was collected from a focus group and an online
survey that revealed five themes: define and document roles and responsibilities, strengthen
hiring processes, develop formal training, focus on team-building and resolve communication
barriers. Recommendations offer strategies for the development of front-line leaders, including
enhancing overall support for front-line leaders and relationships between front-line leaders and

the front-line staff.

K e y w ofirord-Bne leadership, communication, development, relationships, roles and

responsibilities.
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CHAPTER ONE: FOCUS AND FRAMING

BC Transit is an organization that provides public transportation. Their maintenance
department is responsible for providing buses to both the Operations division and to end-user
customers. Maintenance employees take pride in being a part of team that provides this service.
The 2019 Work Environment Survey (WES, BC Transit’s bi-annual employee feedback tool)
identified that one of the greatest strengths of the organization is its people (Human Resources,
personal communication, February 4, 2020). The organization will often look to its employee
group to promote the top performers into leadership positions. However, as with most
organizations that promote within the ranks, there can be some unforeseen problems when it
comes to taking a tradesperson, such as a mechanic, from the floor level and putting them into a
leadership position. Jones (2019) stated that “prowess and abilities do not always translate into
leadership capabilities” and therefore many newly promoted [front-line employees] “experience
role confusion and a lack of the necessary managerial skill set to be successful in their new role”
(p. 50). Problems generally come from the employee moving away from their skillset of solving
complicated systems problems (machinery-based problems with a defined process to a solution)
to now working outside of their skillset and having to motivate, lead and resolve conflicts with
people (which can also be considered complex system problems, but people-based). With
complex system problems, there is no defined process to a solution. The same problem can have
two different solutions. Poli (2013) stated that “complicated problems originate from causes that
can be individually distinguished” and that in contrast “complex problems and systems result
from networks of multiple interacting causes that cannot be individually distinguished” (p. 1).
The skills used to solve complicated machinery problems do not transfer over to solving complex

people problems. MacRae & Stewart (2013) stated that “Without supervisory and leadership
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training for supervisors, the classic problem of a high-performing mechanic becoming a poor
performing leader is possible, and this has the potential to cause serious productivity problems in
an already fast-paced and hardworking work environment” (p. 3). To avoid this scenario,
organizations need to be proactive and recognize the need to provide leadership skills training
that supports the new employee in this transition to becoming a leader, providing them with the
foundational skills to solve problems of greater complexity. Further, organizations themselves
need to clearly lay out the responsibilities and organizational expectations of the leadership role,
beyond the short script of a job description. Overall, promoting within an organization can create
a positive work environment as it signals the opportunities for future advancement, encourages
the development of skills within the organization and demonstrates that employees can grow
within an organization (Keller, 2016). However, organizations also need to recognize the need to
support leadership positions to set people up for success.

Based on 2019 BC Transit maintenance staff numbers, there is an average 14:1 ratio of
direct reports to each front-line maintenance supervisor. With around 100 of the 110 employees
reporting to the front-line maintenance supervisors, the front-line maintenance supervisor group
interacts directly with approximately 90% of the Victoria Maintenance workforce — more than
any other leadership group within the organization. Maintenance supervisors have the greatest

influence, positive or negative, on the front-line staff who they lead, manage and supervise.

This study is focused specifically on BC Transit’s Victoria maintenance supervisors as

front-line leaders. It addresses the question:

How can BEf€siTsansntthe -Hewel mpmapenabscshbraent

that they devel op ttoh el ecdadp rafdei & fii & ditfeisv ealnyd? s ki |
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The following sub-questions, viewed through the lens of BC Transit’s operational

leadership, assisted in understanding the requirement for proficient leadership at the front line:

1. What does BC Transit currently do to support the growth and development of the front-
line maintenance supervisors within the organization?

2. When hiring a person into a front-line maintenance supervisory role, how are the
desired leadership capabilities and skills evaluated as part of the hiring process?

3. How can gaps that are identified in a person’s leadership skills and capabilities,
whether through hiring or performance evaluations, be utilized to support that
individual’s leadership development plan?

4. What can front-line maintenance supervisors do to support their own leadership

development?

Significance of the Inquiry

This study examined the organizational leadership requirements of BC Transit maintenance
supervisors as front-line leaders by reviewing current practices, role expectations and historical
training practices of BC Transit maintenance supervisors. The research asked questions that
helped identify gaps in the front-line maintenance supervisor leadership skillsets. By identifying
these leadership skill gaps, the research looked to create a holistic system view of the leadership
skills and capabilities needed to excel in the front-line maintenance supervisor role. This
information can be used by BC Transit to support this position through training and hiring
strategies.

Block & Manning (2007) stated that “leadership is a learned skill and it is the

responsibility of the leadership community to foster and train the position that stands to gain the
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most, which is an organization’s front-line leadership group” (p. 85). In addition to leadership
training, both leadership screening during recruiting and mentoring practices could support and
align the front-line maintenance supervisors to the organization’s expectations of the role.

Paarlberg & Lavigna (2010) stated that “Person—organization fit (PO) theory suggests that
performance is enhanced when an employee’s values, skills, and goals match organizational
goals, values, and culture. Such alignment often occurs through processes of selection and
socialization (i.e., onboarding)” (p. 712). By working in collaboration with BC Transit staff
through an action research stance, this research identifies the gaps in the development of front-
line maintenance supervisor leadership skills and capabilities and looks at best practices in
recruiting.

The desired outcome of this research is to drive change in the hiring and support of BC
Transit’s front-line maintenance supervisors.
Organizational Context

BC Transit is a provincial Crown Corporation responsible for the planning, funding and
operation of all transit across the province of British Columbia (excluding the greater Metro
Vancouver area). BC Transit’s Senior Leadership Team (SLT) consists of a President and Chief
Executive Officer (CEO) and six Vice Presidents (see Appendix A for the SLT organizational
chart). The SLT oversees transit operations province-wide through partnerships with local
government partners, private management companies, public organizations and non-profit
societies. Though these partnerships, there are approximately 81 transit operations that service
130 different communities, with an overall bus fleet of 1200 buses across the province.

In contrast, Victoria Regional Transit is the only transit operation that has a transit

commission, comprised of seven local government officials appointed by the provincial
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government. The Victoria Regional Transit Commission (VRTC) is responsible for the approval
of bus routes, service levels, budgets, fares and taxation rates within the Victoria Region.
Through the guidance of the VRTC, BC Transit directly employs operational and maintenance
staff to deliver these services to the Victoria Region. The staff consists of approximately 550
transit operators, 110 mechanics and servicepersons, 36 operational staff (managers, dispatchers,
customer service), and is also supported by BC Transit’s corporate shared provincial operations
(BC Transit, 2019).

The focus of this research will be on the Victoria Regional maintenance group “Victoria
Maintenance”, under the senior leadership of Aaron Lamb — BC Transit’s Vice President (VP) of
Asset Management and Chief Sustainability Officer. The VP is supported by three directors who,
with their teams, oversee the maintenance and purchasing of BC Transit’s vehicular and
infrastructure assets. The three director positions are Director of Fleet Management, Director of
Infrastructure Management and Director of Maintenance Services. This research focused only on
the Victoria Regional maintenance front-line maintenance leaders, who fall under the Director of
Maintenance Services. Under the director, there are three managers, one for each transit centre in
the Victoria region and a third manager of maintenance planning. See Appendix B for the
organizational structure of Victoria Maintenance.

The seven front-line maintenance supervisors are divided between Victoria’s two transit
centres. Victoria Maintenance operates approximately 22 hours per day, 365 days a year. A
variety of shifts covering days, nights and weekends require some capacity of supervision. With
seven supervisors, it is not possible to have a supervisor for each shift. To offset this, the
supervisor shifts are scheduled to overlap. This means that there are times when there is no

exempt (non-union) supervision of the unionized staff. When this occurs, unionized work leaders
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(charge hands) are responsible for the oversight of the completion of scheduled and reactive
work, ensuring that there are enough buses to meet operational commitments. Charge hands are
not responsible for the correction of poor performance or behavior and hold no authority or
responsibility over people performance management.

Maintenance supervisors are responsible for managing the administration of the day-to-
day operational functions while supporting the staff. At their location and during their shift, the
supervisor performs many human resource/labour relation functions that relate to recruiting,
hiring/firing, training, coaching, disciplining and monitoring unionized maintenance staff. They
ensure that their shifts are managed in an efficient manner, including scheduling, prioritizing
work and quality assurance of work performed. They oversee that the maintenance and repair of
equipment is done in a safe manner that complies to industry standard repair procedures, Work
Safe British Columbia Standards and Commercial Vehicle Standards Enforcement (CVSE)
standards. They promote a culture of safety and collaboration within their shift through daily
toolbox talks and monthly unit meetings and by fostering relationships with union
representatives.

Maintenance managers are the first point of contact for a supervisor seeking direction or
support. The Maintenance manager is responsible for overseeing the management of the entire
site and all maintenance staft within it. They provide mentorship, guidance and support that
enable a supervisor to maintain safe, efficient transit operations. Maintenance managers at BC
Transit have predominantly been promoted through the ranks, with most originating as
mechanics on the shop floor. Primarily, the maintenance manager has a strategic overview of the

operations, including oversight on budgets, vehicle maintenance shortfalls, change management
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initiatives and labour relations issues. One maintenance manager can typically oversee anywhere
from 50 to 55 union and non-union employees.

Maintenance managers report to the Director of Maintenance Services. This director role
can be a positive influence on the organization, facilitating the organizational change necessary
to meet the strategic planning objectives of BC Transit and the VRTC. The director is a role
model for the management of staff and relations with others, both with internal departments and
external partners to the organization. The director is responsible to model the way for
management and staff, ensuring that a strong and consistent approach is taken by all to achieve
performance standards set by the organization. They deliver the consistent implementation of
organizational initiatives in cooperation with others via activities that include budgetary
planning, labour/management matters, external committees, interactions with other internal
departments and external public stakeholders and more.

System Analysis of the Inquiry

As a Crown Corporation, BC Transit participates in the provincial Work Environment
Survey (WES) which is conducted every second year across the BC Public Service sectors. The
WES is used to measure job satisfaction, organizational satisfaction and employee engagement
(Government of British Columbia, n.d.). The survey is an opportunity for employees to provide
confidential feedback about their work environment. The WES collects both quantitative and
qualitative data that focuses on rating an employee’s current work environment. It also allows
employees to provide feedback on improvements that they would like to see in their work
environment.

Like other transit organizations, BC Transit has struggled with the selection of front-line

maintenance leaders, hiring individuals based on their strong technical skills and experiential



DEVELOPING FRONT-LINE LEADERSHIP 19

knowledge. In most cases, these individuals have limited leadership skills and little to no desire
to be responsible for the management of others (MacRae & Stewart, 2013). This struggle has
been reflected in low WES scores for front-line maintenance supervisors in the organization’s
past two surveys in 2015 and 2017. In both surveys, the WES identified that the front-line
maintenance supervisory level in the maintenance department needed to focus on improvements.
The following sections will provide an overview of WES, its scoring and data.
Work Engagement Survey (WES) Overview

The WES engagement model uses the diagram of a house to show the various elements of
an employee’s work environment (Figure 1). The house is broken up into three parts: the
foundation, which looks at management as the key base influence on the work environment;
building blocks, which look to workplace functions such as job fit, tools and teamwork; and the
roof, where the overall engagement characteristics are summarized. WES uses a Likert Scale to
obtain average scores for each survey question answered and calculate a single number that is
reported using the house model (Adams & Matheson, 2011). The house model is not unique to
the overall organization. It can be applied to different departments, allowing further
understanding of the overall organizational house model results. This research study focused on
the WES results for Supervisory-level Management of the Victoria Regional Transit System

(VRTS) maintenance department.
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Figure 1

The Employee Engagement Model

Material has been removed because of copyright restrictions.

N o tThe.house represents the 13 drivers and 3 characteristics that are used to calculate the
overall engagement score. Adams, S. & Matheson, A. (2011). Ma k itnhijeo sotf hMo d:éAln
Empl oyee Engagement User 8@Stad Minidtrpof Latioun,e BC Pub

Citizens’ Services, and Open Government, Version 1.3.

BC Transit WES Data

WES data from the two previous surveys of Victoria Maintenance indicated that there was a need
to improve upon the leadership of the front-line maintenance supervisors. The focus of this
leadership category is on management as the foundation of the house. The survey focused on the
quality of leader-follower interactions, communication, participation in decision making and,
having supportive relationships with the employee’s immediate supervisor. In both 2015 and

2017, maintenance supervisors scored inthe F 0 ¢ U BEnp o v eamgy. This score is lower



DEVELOPING FRONT-LINE LEADERSHIP 21

than the overall BC Transit average for Supervisory-level Management, which resulted in a
Leveoa e e nsepte.l$cs Table 1 below for scale.
Table 1

WES Results for Vi ct

Category Score  Result

Understand our Challenges (54 points or lower)

Focus on Improvements (55 to 64 points) 57 Front-line Supervisors
Leverage our Strengths (65 to 74 points) 66 BC Transit Overall

Celebrate our Successes (75 to 84 points)
Model our Achievements (85 points or higher)

N o t2@l17 BC Transit Work Environment Survey Results

WES provides BC Transit with measurable data that can be used to monitor trends in
employee satisfaction with their direct leaders and with the company-provided specialty tools
that are required to perform their jobs successfully. This data can be used to identify gaps in
leadership training and can provide indicators to successes in leadership development. By
collaboratively working with Victoria Maintenance, this research aimed to identify gaps in front-
line maintenance leadership training and provide key recommendations to overcome these gaps.
The CEO of BC Transit is committed to a people first organization and is looking to leverage the
WES data to identify areas that need attention to promote positive change within the organization
(E. Pinkerton, personal communication, May 12, 2020). Leadership within BC Transit is
important, not just at the senior leadership level. Del Brocco & Sprague (2000) stated that
“supervisors and managers are the pivotal point between senior leadership—with its strategies,
plans and vision—and those that carry out the work day to day” (p. 13). The front-line leadership
group translates senior leadership’s guidance into practice and relates this guidance to the

employees that carry out the day-to-day work. To better understand what front-line maintenance
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supervisors need to be successful at BC Transit, this study explored the relationship of being both
a leader and follower. By engaging front-line leaders, maintenance staff and senior management,
this project aimed to open lines of communication between operational staff and leaders within
the Victoria Maintenance department. Through this collaborative process, this research attempted
to discover common themes and identify the key tools and skills a front-line leader requires to be
proficient within the BC Transit organization. This research explored the responsibility and
ownership of a set of agreed-upon required skills and identifies key recommendations for the
development of these front-line supervisory leadership skills within Victoria Maintenance. The
overall objective of this research was to provide the organization with key recommendations that
can create positive change within the front-line maintenance supervisor group.
Project Sponsor

Aaron Lamb, Vice President, Asset Management and Chief Sustainability Officer (CSO) is
the BC Transit Project Sponsor for this study. See Appendix C for letter of support. Mr. Lamb
has a Mechanical Engineering Degree from the University of Victoria and a Master of Business
Administration in Executive Management from Royal Roads University. Mr. Lamb has spent his
20-year career at BC Transit working his way through increasingly senior roles in the Asset
Management Division, developing his skills and gaining the experience needed for his role
today. He uses creative thinking to support the greater needs of the organization while skillfully
navigating through the competing political climate of a provincial Crown Corporation. Mr. Lamb
has insight and influence that reaches all departments within BC Transit. Therefore, he can

champion the recommendations that originate from this action research project.
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Through discussions with Mr. Lamb, it was co-determined that this research should touch
on the current state, with the main objectives of identifying the gaps in the leadership skillsets
and determining how to address these gaps. The aim of this approach was to help employees
focus on the positives of change and not the negative aspects of the current state. The research
approach is defined in greater detail in the Methodology section of this thesis.

First-hand observations and the Work Environment Survey data clearly reveal an open
frustration within Victoria Maintenance due to the inconsistencies of leadership practices
between the different locations and shifts. For example, absenteeism or time off requests are
presently handled differently by different supervisors. Over the years, labour relation issues have
arisen due to conflicts between the front-line maintenance supervisors and the front-line staff.
Most of the front-line maintenance supervisors are mechanics who have been promoted in part
due to their mechanical abilities. Some supervisors tend to avoid dealing with personnel issues,
an area they do not have experience in, while others tend to micro-manage in their approach.
These inconsistencies and lack of people management skills can create tension and animosity
between the front-line maintenance supervisors and the front-line staff, negatively impacting the

overall morale of the front-line maintenance staff.

Figure 2 shows a simple system map, using both a reinforcing loop (R) and a balancing
loop (B) to illustrate the negative and positive influences identified during the Project Sponsor
discussions. Creating such system maps will allow people to see the root causes of issues, not
just the symptoms. Systems thinking is a “shift of mind from seeing parts to seeing wholes, from
seeing people as helpless reactors to seeing them as active participants in shaping their reality”

(Senge, 2006, p. 69). For the front-line maintenance supervisors, systems mapping can bring
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awareness of oneself within the system. It illustrates how actions or inactions can lead to positive

or negative outcomes.
Figure 2

Simple Systems Map - Consistent versus Inconsistent Leadership

=l=

Consistent

Leadership

=f=

Inconsistent
Leadership

Employee
Morale

N o tFgure created from discussions with Project Sponsor.
BasedonthebookSy st ems Thi n ki n @yStroh,D. (2818)cCGhaptér 7 Kading n g e

Current Reality: Building Understanding Through Systems Mapping.
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CHAPTER TWO: LITERATURE REVIEW

This section examines the academic literature related to the core research question: How
can BC Transit assist in the development of f#ior@ maintenancsupervisorso that they
develop the capabilities and skills to lead frtine staffeffectively? The question attempts to
understand what BC Transit can do as an organization to better support the development of the
front-line maintenance supervisor, to enable these front-line leaders to develop the skills and
knowledge to successfully lead front-line staff in the day-to-day operations of the organization.

This literature review focuses on two areas: leadership and organizational change. Because
there is an enormous amount of literature on both topics, the review is narrowed down to points
that best fit the research question and BC Transit. A review of the leadership literature highlights
the challenges of transitioning into a leadership role and examines communication as one of the
key skills for being a successful leader. Organizational change readiness explores a desire to
change and the capacity needed for the front-line maintenance supervisor to implement and
support change through a culture built on positive employer/employee relationships.
Leadership

Review of the literature on leadership focused on the challenges of a frontline employees
transitioning into a leadership role. Schaubroeck & Keller (2018) argued that “to perform their
leadership roles effectively, incumbents must engage in a broad range of stressful challenges that
fit the definition of the job demands” (p. 973). Whether a person comes from within or outside of
an organization, transitioning into a leadership role without proper guidance, direction and
expectations of the leadership role can make it difficult for that person to be successful.
Longenecker, Simonetti & Sharkey (1999) stated that “without clear direction, front-line

mangers are left to their own devices to explain policies, systems, and procedures to workers”
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and that “supervisors/managers who find themselves in this type of situation have the choice of
becoming placeholders without initiative, or they might find themselves making unwise business
decisions without the benefit of clear direction (p. 506-507).

Understanding the importance of developing leadership skills, such as communication, can
also be a determining factor in a front-line leader’s success. Most employees report to front-line
leaders, not to upper management. If there is inconsistency and/or unclear understanding of the
vision by the front-line leaders, the majority of employees are not getting the correct messaging.
This can lead to frustration and lack of trust, which impact organizational culture and employee
morale. Ahmed, Shields, White & Wilbert (2010) stated that front-line managers “play a pivotal
role in motivating employees through the effective use of leadership and managerial
communication” and that the “challenge in many companies is that top management often fails to
provide front-line mangers with advanced training needed to perfect their leadership and
interpersonal skills” (p. 70).

Transitioning into a Leader

There are many considerations and challenges a person may face when transitioning into a
leadership role, whether being hired from within or outside of the organization. Moving from
being a regular staff member to a leader means learning to take on new responsibilities, such as
inter-operational communications and reporting, people performance management and team-
building strategies. Depending on the roles and responsibilities of the position, this transitional
learning curve may seem a daunting task. Dragoni, Park, Soltis, & Forte-Trammell (2014) stated
that “job transitions entail uncertainty and thus can be overwhelming and stressful” (p. 68). Most
organizations provide leadership training and learning opportunities for their leaders. Most of

these leadership development training courses come from what other organizations are currently
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doing as best practice and are not necessarily based on an individual leader’s needs. Martin
(2010) stated that “many training and development activities are implemented on blind faith in
the hope that that they will produce results” (p. 88). Organizations may not be developing their
leaders as intended and at the same time not seeing the return on investment of leadership
training monies spent. Allio (2018) suggested that “It’s imperative that they [leaders] develop
their own leadership philosophy and practice and serve as the architects of their own leadership
model” (p. 28). This puts the onus on the leader as an individual to plot their own leadership
journey, seeking out courses that best fit the individual leader’s needs. To be successful in their
career, the responsibility of leadership development falls to each individual leader. The
organization is reliant on the leader to clearly articulate and communicate its vision and
operational objectives.

Communicati on

The communication of the organization’s vision affects the outcomes of achieving that
vision. Organizations can have multiple locations, with several shifts within each location and
multiple front-line leaders responsible for different shifts. This can result in inconsistencies in the
delivery of the leadership’s vision. The literature in this section examines communication
inconsistencies that impact the communication chain of a vision, from the top leaders down to
the front-line employees.

To develop a successful vision, it should be created through a collaborative relationship
with the employees (Kouzes & Posner, 2012; Goleman, Boyatzis & McKee, 2013). However,
developing a vision through a collaborative process does not mean that the vision will
necessarily be successful. An underlying problem is the lack of a vision implementation strategy.

This strategy needs to be able to navigate through the politics of the organization and be
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communicated in a consistent manner, in terms that the employees can understand (Boleman &
Deal, 2013; Blanchard & Stoner, 2004; Longenecker, Simonetti & Sharkey, 1999).

Having a vision is a key element of leadership. However, the communication of a vision
alone does not mean that the organization will be successful in achieving that vision. If an
organization’s vision is unrealistic, how can leaders within that organization be successful in
achieving the vision? Senge (2006) talks about visions failing when an organization’s current
reality and vision have too great of a gap. To close this gap, organizations risk compromising
their original vision.

There are other mitigating factors in the success of a vision, such as a vision
implementation strategy. It is the mitigating factors that this research looks to explore, to better
understand where improvements can be made for organizations to be successful in the
communication and implementation of departmental visions.

Building a vision through the lens of systems thinking, a person needs to know where they
are and what role they play within a system (Stroh, 2015). Once this is understood, key players
within the organization can collaboratively work towards an understanding of the organization’s
current reality (Weisbord, 2012). The key in systems thinking is understanding the current reality
(Senge, 2006). This understanding enables the organization to quantify the gap between the
current state and where the organization wants to be. If this gap is too great and is not addressed,
the organization’s vision will not be achievable (Senge, 2006; Stroh, 2015; Weisbord, 2012).
Systems thinking allows an organization to identify their current reality, positive and negative
influences within the system and the gap between the current reality and the vision (Senge, 2006;

Stroh, 2015).
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When a vision with too great of a gap from current reality is communicated and the size of
this gap is recognized by the employees, the front-line leaders bear the brunt of the criticism and
are at the same time left trying to defend this vision. In an organization that is spread out over
different sites and multiple shifts, when multiple front-line leaders are having to defend the
vision it can get lost through inconsistencies in communication. Because front-line leaders are in
direct contact with front-line employees, this study further explored literature that looks at front-
line leaders as leverage points within the system.

Organizational Change

This literature review focuses on the factors needed for organizational change to occur
through an organization’s front-line leaders. One such factor is the change readiness of a front-
line leader — the individuals’ desire and/or capacity to implement change. Another factor is the
front-line leader-follower relationship and how these relationships can either assist or impede the
delivery of a vision or organizational change.

Change Readiness

Change readiness can be defined as either a mental state of readiness, such as a desire to
change, based on past experiences either good or bad; or in organizational terms as the resources
to support change or the aptitude within the leadership group to create and support change (Flood
& Coetsee, 2013; Vakola, 2014). Change readiness literature can be broken down into
examinations of the desire to change and the capacity for change. A main factor in the desire for
change is whether the change would be perceived as either “beneficial or harmful” to the
employee (Vakola, 2014, p. 198). The capacity to change can look at either the physical barriers

to change, such as tools and resources needed to change, or at the leadership skillset needed to
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implement change. This literature review explores the effect that the skillset capacity of the
front-line leaders has on the success or failure of organizational change implementation.

Change management skills are a major factor in the successful implementation of change.
The lack of proficient change management skills is a key reason for the failure of organizational
change initiatives (Gilley, McMillan & Gilley, 2009, p. 40). Change management skills can be
described as a leader’s skill and/or ability to lead their team through coaching and by example
from a “current state to a future state so that the desired results of the change (and expected
return on investment) are achieved” (Hiatt & Creasey, 2012, p. 9). However, if a leader lacks
desire or capacity in their daily workload, this can impact the success of a change management
initiative. By understanding the internal desire and the capacity of front-line leaders to
implement change, BC Transit can identify and address any barriers that may be inhibiting the
organization in the execution of organizational change.
DestoeChange

Seidle, Fernandez & Perry (2016) argued that there are “important differences between
public and private organizations and their external environments.” One of the main differences is
that “there are several features of the public sector that act as constraints on a leader’s ability to
lead and be effective ... making the role of leadership more challenging compared to the private
sector” (p. 604). Operational direction is often influenced by the current political climate, from
both internal organizational and external government directives. Bird (2015) stated that:

“They [Crown Corporations] are inherently political entities because they aid governments

to resolve important policy (and thus political) problems as well as help them avoid future

potential troubles; in this sense they are critical tools to assist governments to govern

effectively since they help to resolve complex societal problems and that such effectiveness
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ultimately reinforces a governments’ overall legitimacy in the eyes of the citizenry” (p.

137).

Because of these political climate influences, new change initiatives can come before old change
initiatives are fully implemented.

According to Choi & Ruona (2011) “in reality many change efforts do not result in their
intended aims and do not foster sustained change.” They further suggest that “the cause of many
organizations’ inability to achieve the intended aims of their change efforts is often considered as
an implementation failure, rather than flaws innate in the change initiative itself (p. 47). Some of
these initiatives lack planning or a strong implementation strategy and are left to the leaders and
employees to decipher. Further complicating these initiatives is the lack of sustainment planning
once the change initiative has been implemented.

The desire for change diminishes through multiple change failures, resulting in employees
becoming resistant to change (Hammond, Gresch & Vitale, 2011, p. 488). This resistance can
have a cumulative cynical effect on the workforce towards future change initiatives (Stanley,
Meyer, & Topolnytsky, 2005). From the employee’s perspective, the measure of resistance to
change then becomes the question “Wh at 1 s  i” In this dase, thodesire foecRange is
now solely at the individual level, versus a more global, organization-wide perspective.

To overcome this lack of desire, van der Voet (2016) suggests that “direct supervisors
contribute to two change process characteristics,” focusing on the characteristics of “high quality
change information and employee participation in the implementation of change” (p. 662). To
successfully overcome this lack of desire and successfully manage change, leaders need to have

the capacity and leadership skillset to leverage these characteristics.
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Capartotlyead Change

For front-line maintenance leaders to successfully manage change, they must first have the
capacity to manage organizational change. Meyer & Stensaker (2006) define change capacity as
“the allocation and development of change and operational capabilities that sustains long term
performance” (p. 220). Grandy & Holton (2013) stated “leadership development involves the
processes and content of building relational capacity within an organization so as to facilitate
commitment, trust and respect among internal and external constituents with the aim of
improving individual, group and organizational performance” (p. 430). For front-line leaders to
implement change, they need to balance the demands of daily operational needs with the efforts
of implementing change. Without this balance, the capacity to properly implement change is at
risk to becoming “both excessive and destructive for the long-term performance of the firm”
(Meyer & Stensaker, 2006 p. 220).

Ultimately, it is the front-line leaders that are tasked with implementing change or
communicating the vision to the employee groups. Giangreco & Peccei (2005) argued that
middle managers [front-line leaders] are “widely recognized as playing a key role in the process
of change and, therefore, as having a potentially key effect on the eventual success or failure of
major change initiatives in organizations” (p. 1813). If the front-line leader does not have the
necessary communication skills, lacks change management skills, or is unable to alter their
management style, their capacity to implement change can be greatly impeded (Gilley,
McMillan, & Gilley, 2009). Further, poor leadership skills can undermine trust in the front-line
leader-follower relationships, further impeding the employees’ desire to embrace change (Kouzes

& Posner, 2012, p. 239).
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Frolnitne -Eebhtdewer Relationships

The quality of the leader-follower relationship can impact an organization’s ability to
successfully implement organizational change or properly execute leadership’s visions. Gilbert &
Matviuk (2008) stated that “leader-follower relationships can interweave and solidify the human
approach toward organizational effectiveness. [however] This only happens when leaders and
followers become involved in a reciprocal relationship” (p. 5). Without this reciprocal
relationship, organizations may find it difficult to establish good leader-follower relationships,
especially when dealing with unionized staff. Kouzes & Posner (2012) stated “leadership is a
relationship between those who aspire to lead and those who choose to follow. It is the quality of
this relationship that matters most” as a quality leader follower relationship promotes trust,
whereas “a leader constituent relationship that is characterized by fear and distrust will never
produce anything of lasting value (p. 30). Bacon & Blyton (1999) stated that union-management
“relationships encapsulate both convergent and divergent interests, with the result that, in
practice, relations between the industrial relations parties contain elements of both conflict and
co-operation” (p. 638).

Unionized employees have their own leadership structure, which can influence this
relationship positively or negatively, based on the current political climate. Without a trusting
front-line leader-follower relationship, unionized trades employees will look to their own
unionized leadership group for direction. In this scenario, most often an informal leader will
emerge from the ranks, acting as a trustworthy leadership alternative. Jackson & Parry (2011)
stated that “under certain conditions, the influence of a leader over a follower may actually be
neutralized or even substituted” by that follower (p. 50). Unfortunately, these informal leaders

often have their own agenda and quickly gain traction in the ‘us versus them’ environment
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between the union and management (Jackson & Parry, 2011). Front-line leaders with good
leadership skills foster trust and collaboration, establishing a positive work environment that
prevents followers from becoming substitute leaders. A successful leader will need to adapt their
leadership style to the follower group they are addressing (Zigarelli, 2013).

The literature reviewed in this chapter explored the importance of the front-line leadership
role and the impact it can have in the success of an organization’s operational goals and change
initiatives. With regard to becoming a leader, the importance of communication, managing
change and leader-follower relationships have set the tone for this research. Through the
recommendations of this study, BC Transit leadership and employees will need to equally
embrace change for the organization to be successful in the growth and support of the front-line
maintenance supervisors. Holmes, Schnurr & Marra (2007) stated, “leaders and managers are
inevitably significant and influential participants” in any change initiative and have “significant
impact on the workplace culture” (p 433). Successful organizational change and front-line
leadership development will ultimately need to come from senior leaders committed to
organizational change and the development of the leadership skills of the front-line leaders

within the organization.
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CHAPTER THREE: INQUIRY APPROACH AND METHODOLOGY
This section is an overview of the research methodology, data collection methods,
participants, data analysis and ethical considerations in conducting this research. It describes the
action research methodology and data methods that were used to answer the research question:
Howan BC Transit assistine maendenahoemeeadeortf
| eadership visions and organizational -change
| i ne Asodveaview oP the project participants is provided, along with why they were

selected. The data analysis approach is described and ethical issues are considered.

Project Methodology

This research study used the action research (AR) approach with mixed methods. A survey
and focus group informed the approach. Recognizing that time constraints could limit the
continuous cyclical process of an AR approach to conducting the research at BC Transit, the
research was oriented to the AR process of planning, acting, observing and reflecting (Stringer,
2014). It 1s not easy to define action research; there are many variations of the description
because of the many choices to be made in the practices. However, these varying definitions do
have common themes. Reason and Bradbury (2001) state that the “primary purpose of action
research is to produce practical knowledge that is useful to people in the everyday conduct of
their lives” (p. 2). Patton (2002) describes action research simply as “solving specific problems
within a program, organization, or community (p. 221). Both definitions have the underlying
theme of gaining knowledge to improve a known problem. Working with Victoria Maintenance

using an AR methodology allowed the collective stakeholders to take ownership in answering the
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research question. This ownership will support any outputs from the research which could lead to
stronger front-line leaders.

An Appreciative Inquiry (Al) stance guides the direction of survey questions and focus
group conversations in support of the primary AR methodology. An Al stance is used because it
focuses on the positive, allowing one to build on known successful practices within the
organization. Duncan (2015) stated that the “positive question is essential to the discovery of
those things which are positive and life-giving, rather than deficit and problem oriented (p. 56).
Using the full 5D Al model “Define, Discover, Dream, Design and Destiny” and focusing on the
five phases may have resulted in participants feeling that some of their key concerns were being
overlooked or ignored as they went through the Al process (Friedman, 2011). Having an Al
stance framed the research survey and focus group questions in a more positive lens, while at the
same time allowing participants to address their issues or concerns.

Turnover in senior leadership at BC Transit has led to inconsistent implementation and
sustainment of change management within the front-line leadership group. The lack of
sustainment is not necessarily reflective of the ideas behind the change, more the lack of support
of change due to this turnover. Over the years, BC Transit has introduced many good ideas for
leadership direction, training and succession planning. Participants in this study could, through
reflection, re-implement and build on these ideas.

Using the cyclic processes of AR with an Al stance helped guide the participants to reflect
on the positive experiences of previous ideas. Participants focused less on negative aspects that
could have created angst amongst the group, unproductive time in the focus group, decreased

participant engagement or withdrawal from the project. However, to build a complete picture of
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the current reality of where the organization is aligned with the research questions, some of the
negative perspectives will be carefully addressed.

In the debrief, the focus group facilitator acknowledged that using an Al stance helped to
create a positive atmosphere where they were able to stay engaged collectively, create trust and
foster an environment of collaboration (C. Ragan, personal communication, May 12, 2021).
Collaboration was a key element throughout the research process, enabling a sense of ownership
within the stakeholder groups. Collaborative ownership of the solution will help drive positive
and sustainable change by the stakeholders themselves.

Project Participants

All Victoria Maintenance employees were approached with the opportunity to participate
in this research study. Most of the current front-line maintenance supervisors started their BC
Transit careers from within the unionized Victoria Maintenance work force. 85% of these current
supervisors entered this position from a unionized trades background. Looking at this career path
and focusing on the Victoria Maintenance staff has allowed this study to address the research
question from multiple levels within BC Transit’s Victoria Maintenance work force. This has
resulted in two main perspectives on the general leadership within Victoria Maintenance,
“promote leaders from within” and “support employees through succession planning”.

Victoria Maintenance employees were split into two different groups and each group
subjected to a different method of data collection. Group A was made up of unionized
maintenance staff, who were asked to participate in an online web-based survey. Group B was
made up of front-line maintenance supervisors, who were asked to participate in a focus group.

See Table 2 for details.
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Table 2

Breakdown of Anticipated Research Participants

Group B
Total per Group A Focus
Study Participants Group Survey Group
Unionized Maintenance Staff 92 92 N/A
Supervisors 7 N/A 7

N o tTable represents the targeted survey and focus group participants
Study Conduct

Two former Master of Leadership cohort members supported this research project. These
individuals have no affiliation to BC Transit and do not live in the Victoria area. Because of
scheduling conflicts, having two people assist with this study helped mitigate delays in the
facilitation of the focus group and in overall data collection. This team of two was responsible
for providing feedback on the development of the survey questions and for planning the focus
group. One team member facilitated the online focus group and both helped correlate the data.
Working with this team provided different perspectives, which led to rich dialogue during data
review and correlation.
Et hical | mplications

In the organizational chart, Group A and some Group B employees (see Table 2) reported

to the study author. Because of this reporting relationship, the following statement was included

in the invitation email and information letter: It eal i ze t hat dwue to our rel
organi zation, you may feel compelled to parti
you are noptarrteiqcuiipractde taond, shoul d you choose t
would be entirely voluntary. |l f you do choose
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without prejudice. Similarly, i f ywaqu tdhhhsose n.
information wil/l also be maintained in confid
your empl oyment status in any way.

The electronic survey provided anonymity. Outside of the initial invitation, there was no
one-on-one interaction that could possibly be perceived as a power-over issue. The above
statement addressed this with the survey group. To avoid power-over issues in the online focus
group, one of the inquiry team members was asked to facilitate. Both inquiry team members
were responsible for compiling the data in such a way that it protected participant identities. As
with the survey, the above statement addressed the power-over concern with the initial invitation.
Project Methods

Data gathering was done through an online survey and a focus group. The goal of the
survey was to collect data from the front-line workers’ perspective on which areas of leadership
skills development BC Transit should focus. The surveyed group reports directly to the front-line
maintenance supervisors that this research is focused on. Feedback from the survey participants
helped influence the base questions created to help guide the focus group discussion. A focus
group of front-line maintenance supervisors explored their views and perspectives to get a deeper
understanding of their perception of the gaps in their front-line leadership skills development.
The goal of this focus group was to develop an understanding of the front-line maintenance
supervisors’ guiding visions for improving leadership skills development and support at BC
Transit.

Survey Method
A confidential online survey allowed the invitation of 100% of the unionized maintenance

worker population to participate in the research. The survey questions were developed based on
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the main research question and sub-questions. Using the survey method allowed this study to
access employees at two different locations, reaching both day shift and night shift front-line
maintenance staff. Alreck & Settle (2004) state that the use of an “online Web based survey is
the best way to reach a diverse geographical population” (pp. 185-187). Since the online survey
does not have to be done in the work environment, it offers the respondent anonymity away from
the biases of others within the work environment. This was preferable, as conducting a survey
through interviews where people can witness the research activities could have invoked social
biases through influencers or informal leaders within the unionized BC Transit maintenance
group.

The online survey was mostly presented in the Likert Scale format, with two open-ended
questions at the end. The Likert Scale allowed for the survey to be conducted in a timely manner
without forcing the respondent to have a definite opinion about a particular question. It allowed
for a varying degree of agreement, disagreement, or neutrality to each question (Chyung,
Roberts, Swanson & Hankinson, 2017). The survey had two qualitative, open-ended questions
that allowed the respondents to relate their own experiences to the overall research question. This
provided an opportunity for the respondent to expand on their opinion and thoughts and allowed
the research to uncover previously unidentified issues.

The questions were developed to be concise so that they could be simply understood,
allowing the respondents to answer the questions in a timely manner. The survey was designed to
take approximately ten minutes to complete, depending on how in-depth the written responses
were. This time goal was targeted to mitigate survey abandonment. Response times are an
important consideration when conducting a survey; if the survey takes too long, participants’

tolerance will decline. This will result in either bad data or incomplete surveys. Chudoba (n.d.)
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stated that, based on Survey Monkey data, “survey abandon rates increase for surveys that took
more than 7-8 minutes to complete.” Based on the study author’s past experiences conducting
surveys and on the content of general feedback forms submitted by the unionized Victoria
Maintenance group, it was important that the survey not be too lengthy and that it could be
completed within ten minutes to ensure optimal participation, minimizing the abandon rate.

Front-line maintenance employees were invited to participate in the online survey via
email from the Simple Survey software to each of their company email addresses. The survey
questions (Appendix D) were related to the main research question and sub-questions of this
project. They were developed in collaboration with the Project Sponsor to ensure that they would
be supported by the organization. The email to prospective participants consisted of a thesis
information letter (Appendix E) and a letter of invitation and consent (Appendix F). Each
participant had the opportunity to choose not to complete and/or submit the survey at any time.
However, because the survey was conducted anonymously through electronic means, there was
no way of removing a participant’s data or information once they submitted the survey.

To be considered a valid survey, a minimum survey response rate of 20% was required (as
submitted to the Royal Roads Research Ethics Board). The survey deadline was extended by two
weeks to achieve this minimum response rate. The final overall response rate was 23%.

Focus Groups

A focus group session was hosted for the non-unionized staff, examining the research
question, sub-questions and data collected through the survey using an Al lens through a third-
party facilitator. The facilitator, a Royal Roads Master of Arts in Leadership student from the
author’s cohort, was necessary to prevent researcher conflict of interest as some the employees

reported directly to the author in the recent past.
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Using the Al lens focused the respondents on the positives, looking at the successes and for
solutions instead of past failures. This group was familiar with group settings and the expected
behavioral conduct. The facilitator would have needed to keep this focus group on the Al lens,
quickly steering away from any cynicism and/or negative ‘war stories’ that would take them
outside of the Al scope. Feedback from the facilitator was positive; all volunteer respondents
participated in the discussion while following the ground rules that were set out to ensure a
positive, respectful, and courteous discussion. To guide discussion, the facilitator used ten
questions (Appendix G) that were developed based on the main research question, sub-questions
and data collected from the survey. The session lasted for one hour and forty-five minutes.

The focus group targeted 100% of Group B (Table 2) via email invitation. Selection was
based solely on their membership in the front-line maintenance supervisors’ group that has not
fared well in the Work Environment Surveys. For the group to be considered a ‘focus group,’ the
target was 50% participation from the front-line leadership group. Failing to meet this target
would have resulted in solicitation of participation from the Fleet Inspectors, front-line leaders
who oversee provincial maintenance operations outside of the Victoria region. Most Fleet
Inspectors have worked within the Victoria Maintenance department and are familiar with some
of the leadership challenges. The initial outreach resulted in 71% participation from the front-line
leadership group, so Fleet Inspector solicitation was not required.

The focus group participants received an email invitation with a ‘respond by’ date. This
email consisted of a letter of invitation (Appendix H) and a research consent form (Appendix I).
Once the participant had acknowledged their participation, they still had the opportunity to
withdraw via an email prior to the focus group session. Participants were also informed that they

may choose to withdraw prior to or at any time during the focus group, but that once the group
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method had started their comments (if any) would have already influenced the group dialogue
and would remain as anonymous data. All participants who volunteered for the focus group
participated in the focus group session. No respondents withdrew from participating in this
research.
Data Analysis and Validity

To extract and compile the data, this project used a thematic approach to identify themes
and patterns from both the survey and the focus group. Research validity and reliability were
strengthened by combining the qualitative and quantitative methods of data collection
through triangulation (Patton, 2002). Some of the focus group participants reviewed a draft
copy of the research project. This helped ensure that the findings were captured within the
context of the collaborative research that took place and that the research paper was written in a
way that is clear and understandable to all participants. Having the stakeholders review and give
input into the final draft helps bring credibility, transparency and accountability to the research
study.
Conclusion

The proposed outputs of this project were threefold. First, by going through the
collaborative process of this project, the front-line maintenance supervisors would themselves
come away with more self-awareness and understanding of leadership elements needed to be a
successful front-line leader. Second, a list of recommendations that the organization can act on to
better support the role of the front-line maintenance supervisor. Third, the implementation of
these recommendations through the organization’s change management practices. If these three

outputs were achieved, successful organizational change could happen.
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It was the intent of this study that common language and themes would emerge through
action inquiry research and collaborative interactions. The answers and information that came
from the participants will provide the middle and top leaders of BC Transit with the information
they need to develop better leader-follower relationships. This will improve the overall morale
for all employees within the Victoria Maintenance department. This, in turn, will benefit BC
Transit by supporting its commitment to achieve continuous improvement within the work
environment. Efficiencies and improved practices of an organization functioning more highly
through enhanced leadership will extend to the customers and taxpayers who support and use BC

Transit’s services.



DEVELOPING FRONT-LINE LEADERSHIP 45

CHAPTER FOUR: INQUIRY PROJECT FINDINGS AND CONCLUSIONS

The primary objective of this research was to explore the question:rHow can BC Tr ans

assist in the -ldienvee | noapimmetnetn aonfc ef rsounpter vi sors so
capabilities a#hdnskislt ladThdse-futs@omsdisedivoedepyri?his
inquiry included:

1. What does BC Transit currently do to support the growth and development of the front-

line maintenance supervisors within the organization?

2. When hiring a person into a front-line maintenance supervisory role, how are the
desired leadership capabilities and skills evaluated as part of the hiring process?

3. How can gaps that are identified in a person’s leadership skills and capabilities, whether
through hiring or performance evaluations, be utilized to support that individual’s
leadership development plan?

4. What can front-line maintenance supervisors do to support their own leadership

development?

Using an appreciative stance, these questions guided the formation of the survey questions
(Appendix C) and dialogue for the focus group. This chapter will examine the themes and
findings that emerged through this research, as well as the conclusions that were established
through the data. It concludes with some of the limitations and restrictions placed on this

research due to COVID-19 protocols.

Study Findings
This study applies two research methods: a survey and a focus group. To maintain

anonymity, the survey was conducted online through Simple Survey. The focus group was hosted
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and facilitated through Microsoft Teams by two of the author’s Royal Roads Master of Arts in
Leadership cohort members.

All study participants were employees of BC Transit from two different locations within
the Victoria Regional Transit System. The participants were made up of Group A, front-line
unionized maintenance staff and Group B, front-line non-unionized maintenance supervisors.
Group A was invited to participate in the survey. 92 invitations were sent out and 22 responses
were received, with a survey completion rate of 23%. A separate focus group was conducted for
Group B. Of the 7 front-line maintenance supervisors who were invited, 5 volunteered to

participate in the focus group. See Table 3 below for participation results.

Table 3

Breakdown of Research Participants.

Total Group A Group B
Invited per Survey Focus
Study Participants Group Participants Participants
Unionized Maintenance Staff 92 22 (23 %) N/A
Front-line Maintenance Supervisors 7 N/A 5 (71%)

N o tTable represents the breakdown of survey and focus group research participants
Common themes emerged through the collecting and deciphering of all survey and focus
group data. The following key findings will be explored in depth in this section:
1. Front-line maintenance supervisors seek clarity in defining roles and responsibilities.
2. A more formalized succession planning framework is required that promotes accurate
screening of applicants and hiring the right people for the job.
3. Development of training opportunities is required for front-line maintenance

supervisors.
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4. There is a need to create capacity for front-line maintenance supervisors to build
trusting relationships.
5. Communication strategies should be enhanced to better support the front-line
maintenance supervisors.
Finding 1: Front-line maintenance supervisors seek clarity in defining roles and
responsibilities.

The analysis of the data between the research methods indicated minor discrepancies with
the findings. 60% of Group A survey participants agreed that the roles and responsibilities are
similar for each site and shift. However, the Group B focus group participants indicated that
there were differences in the roles and responsibilities because each front-line maintenance
supervisor has different work groups to oversee. As an example, a Group B participant stated that
“the day shift front-line leaders have overhaul and body shop technicians while the night shift
has the service crews to look after and this in itself creates inconsistencies in responsibilities
between the supervisors”. Another comment from a Group B participant was “the [front-line
maintenance] supervisor’s roles and responsibilities are defined in general, but are not defined to
the shift they oversee” and because of this, they are “left to their own to figure out how to
manage the crew”. One of the themes that came out of the focus group data showed a desire for
better-defined roles and responsibilities at the shift level that reflect the work groups they are
overseeing, versus a generic job description and role definition.

Finding 2: A more formalized succession planning framework that promotes accurate
screening of applicants and the hiring the right people for the job.

Group B participants indicated that they would like to see a process in place that would

clearly outline a career path from the shop floor to the front-line maintenance supervisory role.
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This process should be supported through the Performance Management Program (PMP) and a
person’s Individual Development Plan (IDP). One of the Group B participants stated that
“performance management is a struggle” and that:

“as [front-line maintenance] supervisors we know who is interested, but struggle to

support this interest through the current IDP process. We write things down but nobody

compiles the data of who wants to become what or follows up on what training was
discussed and/or is needed. We as supervisors do not have the capacity to follow up nor
the authority to authorize training”.

Group B participants also indicated that a strong PMP and IDP structure would allow for
a person to have their leadership skills evaluated and would allow them to understand the areas
on which to focus their IDP. All Group B participants who took part in this study indicated a
need for firmer hiring practices and expressed concern for the lack of succession planning that
supports organizational growth.

In reflecting on their own experiences when being hired as front-line maintenance
supervisors, Group B participants indicated that they were not clear how their own leadership
skills were evaluated through the hiring process. Comments were made on the practical
assignment of the hiring process, stating that the “Pretendville assignment was more of a Power
Point exercise than it was about evaluating leadership skills”. This sentiment was shared by the
Group A participants, as one participant stated:

“A good mechanic is exactly that a good mechanic when it comes to repairing vehicles and
should be rewarded for that. However just because you are a good mechanic does not mean

that leadership or people skills are part of your package. I have seen supervisors hired
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because they have been to best mechanic out of the two who applied for the job, neither of

whom had either leadership or people skills”.

Group B participants indicated that there are inconsistencies in hiring practices and hiring
strategies. These inconsistencies were validated through survey comments from Group A, stating
that hiring a good tradesperson does not necessarily relate to hiring a good front-line leader.
Finding 3: Development of training opportunities is required for front-line maintenance
supervisors.

63% of Group A participants indicated the need for leadership development at the front-
line maintenance supervisor level (Figure 3). Group A participants also indicated the importance
of quality leadership skills and the impact this has on the overall morale of the group (Figure 4).
The research survey data collected shows a correlation between the front-line maintenance
supervisor leadership skillset and the overall morale of the maintenance front-line staff.

Group B participants indicated that, with online eL.earning courses, there is more training
today than there was a few years ago. However, as stated by a Group B participant:

“the capacity to take on these eLearning courses in focused manner is a struggle, especially

when the topics and contents are broad and do not always address an individual’s training

needs”.
Group B participants indicated that training should be tailored to the individual, based on an
evaluation to address identified skill gaps in a more formal process. Training has not been
consistent between front-line maintenance supervisors. It has been dependent on when the front-
line maintenance supervisor was hired and what courses were available or deemed relevant by

the organization at the time. Group B participants did acknowledge that, under the relatively new
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senior leadership group, there is a renewed commitment by BC Transit for training and
professional development.

Figure 3

Group A Survey Question 5 of Thesis Participant Survey Data.

Do you feel that the front-line
supervisors receive the necessary
training to be successful leaders?

63.16%

N o tThis data was compiled from survey responses from the Simple Survey data collected.
Figure 4

Group A Survey Question 4 Thesis Participant Survey Data.

Do you feel that the quality of the
front-line leadership skills impact
the morale of the employees?

Na 10.00%

90.00%

N o tThkis data was compiled from survey responses from the Simple Survey data collected.

50
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Finding 4: There is a need to create capacity for front-line maintenance supervisors to
build trusting relationships.

Group A and Group B participants indicated that relationships between front-line staff
and the front-line maintenance supervisors are strained due to the lack of follow-through on
commitments to the front-line staff and from being in a constant state of change. A Group B
participant stated:

“As a leader I need to lead through trust and respect. But, if I’'m constantly telling them

something that’s not coming to fruition, they are going to tune me out and I am going to

lose their trust and respect”.
Out of a list of 9 leadership values trust was indicated to be the most important leadership value
that Group A participant’s desire. Den Hartog & De Hoogh (2009) stated that “trust between
individuals and groups within an organization is a highly important ingredient in the long term
stability of the organization” (p. 204). See Figure 5 for Group A’s responses on leadership
values. Both groups indicated that, with the continuous leadership changes over the last few
years, there has been a steady influx of change initiatives that have not come to realization. This
has undermined the employees’ trust in what is communicated to them. Group B participants
acknowledged that importance of building positive relationships with the front-line staff. A
Group B participant stated:

“Historically it has been hard to find time to build relationships because most of my time

was spent going from one problem to another. But now there are more supervisors covering

more shifts which has given me more capacity to focus on relationships”.
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Other Group B participants agreed with this statement and stated that the onboarding of more
front-line maintenance supervisors would hopefully allow them to focus on building meaningful
relationships.

Figure 5

Group A Survey Question 16 Thesis Participant Survey Data.

Please choose the top three
leadership values that are most
importance to you.

Bextaaintabality
Competence
Fairness
Listening
Patience

R liability
Trust

Safety
Integrity

20.00%

19.05%

N o tThis data was compiled from survey responses from the Simple Survey data collected.
Finding S: Communication strategies should be enhanced to better support the front-line
maintenance supervisors.

Group A participants indicated a desire for better communication from the front-line
maintenance supervisors (Figure 6). Group A survey comments also indicated that
communication delivered by the front-line maintenance supervisors is not always consistent.
Some front-line maintenance supervisors seem to have more information about the topic than
others and can answer questions from the staff, while others have trouble delivering the message.

One Group A participant stated that sometimes:
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“when a supervisor is trying to explain a policy or a new procedure I usually have more
questions that are not able to be answered at that moment and are not followed up leaving
the questions unanswered”.

Group A participants also indicated that the day shift front-line maintenance supervisors seem to

have more information than the night shift front-line maintenance supervisors. Group B

participants indicated that directives on communications to the staff often come via email, which

makes it difficult for the front-line maintenance supervisor to ask questions about the directives
themselves. A Group B participant stated:
“There is not enough discussion and time [with the communication] to go through the
supervisors and by the time it’s decided, it is rushed to supervisors and we haven’t had
time to reflect on the messaging and provide feedback on communications”.

Group B participants did acknowledge that managers are aware of these gaps and are working to

seek feedback from the front-line maintenance supervisors.

Figure 6

Group A Survey Question 7 Thesis Participant Survey Data.

Do front-line supervisors effectively
communicate the information you
need to understand?

Always
Often
Sometimes 42.86%

Rarely

Never

N o tThkis data was compiled from survey responses from the Simple Survey data collected.
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Summary of study findings
The five findings outlined above are based on the combined analysis of the data collected
through the online survey and focus group participants. The data in Figure 7 shows the responses
to the Group A survey questions that had a Likert scale response. Thematic analysis was used to
code key words and phrases from both the Group A survey comments and the dictated Group B
focus group session. From this thematic analysis, a word cloud was created to assist in the
development of the research findings (Figure 8). Analysis of the qualitative and quantitative data
collected led to the conclusions listed in the following section, which address the inquiry
question-How can BC Transit asstgtnei mati md echeameleo sme
that they develop the claipradidtdfifesefainactsikv ell -
Figure 7.

Group A Survey Response Overview of Questions that used the Likert Scale.
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N o tThis data was compiled from survey responses from the Simple Survey data collected.
Figure 8

Word Cloud Created by Data from Group A and Group B Survey Participants.

LEADERSHIP SKILLS

CONSISTENCY
TRAINING DESIRE

N o tThis data was compiled using thematic analysis of the written responses from the Group A

Survey participants and the dialogue that was captured from the Group B focus group session.
Study Conclusions
The following five conclusions were developed from the findings listed in the previous

section. Each conclusion is discussed in detail in this section and supported with academic
literature.

1. Defined roles and responsibilities are important to support front-line maintenance

Supervisors.
2. Better leadership skill evaluations are needed when hiring, including the use of

succession planning.



DEVELOPING FRONT-LINE LEADERSHIP 56

3. BC Transit has missed out on developing formalized training opportunities for front-

line maintenance supervisors.

4. Front-line maintenance supervisors do not have the capacity within their work

schedules to build trusting relationships.

5. Front-line maintenance supervisors face communication barriers.

Conclusion 1: Defined roles and responsibilities are important to support front-line
maintenance supervisors.

Many of the participants discussed the need for greater support from their responsible
senior leaders and the organization to help guide and further define the front-line maintenance
supervisors’ roles and responsibilities. One Group B participant stated that “clearly defined roles
and responsibilities” are necessary to bring consistency and workload balance to the front-line
maintenance supervisors. A Group A participant stated:

“There 1s or appears to be a difference from days to afternoon shift. Afternoon shift dealing

with service island crew and having no fleet [technical] support at night, to dayshift that

has direct access to management as well as fleet [technical] support™.
Group B participants agreed that there is a basic role that front-line maintenance supervisors
share, despite their location or shift. However, they also acknowledge that different locations and
shifts have different work groups to oversee, which causes ambiguity within the front-line
maintenance supervisors’ group. This ambiguity can create frustrations for front-line
maintenance supervisors and their staff. Rizwan, Waseem & Bukhari (2014) argued that if there
1s uncertainty about expectations related to a particular role, this uncertainty can create a stressful
situation for an individual. Because of this, a worker can feel a lack of control over their tasks

which generates a higher level of stress for them. Role ambiguity can be an important factor in
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creating stress within the job (p.190). A clear understanding of the roles and responsibilities in
the oversight of the different work groups helps to eliminate unnecessary job stress. A clear,
concise expectation of the role would allow those interested in moving to a front-line
maintenance supervisor role the opportunity to attain education supportive of the position prior
to applying.
Conclusion 2: Better leadership skill evaluations are needed when hiring, including the use
of succession planning.

The need to set standard testing for hiring staff was indicated by both Group A and Group
B participants. A participant from Group B stated “testing needs to be better incorporated when
hiring people for any role within BC Transit”. Group B participants referenced that a “better
hiring model is needed” not only to vet an applicant, but also to identify training opportunities
for a successful applicant so that the appropriate training is provided to support that person’s
transition into the new role. Both groups indicated the desire for a more proactive approach to
succession planning, identifying those interested in pursuing a leadership position. Barnett &
Davis (2008) stated that “the benefits [of succession planning] include providing leadership
continuity, reducing turnover, increasing retention of key personnel, and directly or indirectly
improving business and financial results” (p. 723). Having a formal succession planning strategy
in place would allow for an individual to be better prepared for a new leadership role, prior to
becoming a leader.

Group B participants acknowledged that BC Transit has been inconsistent in its hiring
practices over the years. They also noted that this was mostly from having different senior
leaders and hiring practices set out by the organization’s Human Resources team. It was noted by

a participant in Group B that because BC Transit “lacked a strong consistent hiring process, a
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few front-line maintenance supervisors have been hired and were then unsuccessful in the
position and ultimately let go.” Hunt (2007) stated “The most important decision companies ever
make about employees is the decision to hire them. All other decisions are a consequence of this
initial choice” (p.3). This illustrates the need for BC Transit to ensure that they hire the right
individuals, who possess the personal and professional competencies required to fulfill the
organization’s expectations. Raso (2009) indicated that hiring the right person is just the first
step; an ongoing evaluation process is needed to ensure that the organization is truly successful.
Conclusion 3: BC Transit has been unsuccessful in developing formalized training
opportunities for front-line maintenance supervisors.

The need for front-line maintenance supervisor training was a theme that emerged from
all participants in Group A and Group B. Group B participants indicated that there was no formal
onboarding or training when they first moved into the position. A participant from Group B
talked about how they “job shadowed for a bit, but the quality of the training was dependant on
the person they were shadowing and they were left to fill in the gaps on their own”. Participants
from Group B noted that a “standardized onboarding process” and a set of “standardized base
training” requirements would help establish a baseline skillset for the front-line maintenance
supervisor role. It was viewed that this standardizing would also lead to more consistency in the
managing of the front-line staff. Goldstein (1986) defined training as “the systematic acquisition
of skills, rules, concepts or attitudes that result in improves performance” (p. 837). Group B
participants acknowledged that BC Transit is currently developing and initiating standardized
leadership training programs. However, the group indicated that they were still somewhat
“optimistic of the course content” of this training. One Group B participant expressed concern

that the training “wouldn’t address their relevant needs” as a front-line maintenance supervisor.
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For the front-line maintenance supervisors to be successful in their roles, there is a need
for standardized onboarding and ongoing training processes and programs. Azmawani et al.
(2013) stated that for an organization to stay current to evolving work environments “it is
necessary [for organizations] to invest in retraining, upgrading, updating, and converting the
skills of the existing workforce” (p. 473). All participants acknowledged that improved
leadership training at the front-line maintenance supervisor level would improve morale within
the Victoria Maintenance group. Afsar, Shahjehan & Rehman (2010) stated that leaders “should
enable and provide training and development for their people—training develops people, it
improves performance, raises morale; training and developing people increases the health and
effectiveness of the organization, and the productivity of the business” (p. 598).

Conclusion 4: Front-line maintenance supervisors do not have the capacity within their
work schedule to build trusting relationships.

Participants indicated a desire for improved relationships between the front-line
maintenance supervisors and the front-line staff. Participants from Group B expressed concerns
about workload, that there wasn’t enough time to be out on the shop floor engaging with staff in
a meaningful way. A Group B participant stated:

“Between managing people, and doing our day to day routines and networking [with

other departments] that we have to do. And then have projects thrown in to the task list. It

is very difficult to find an extra 15 minutes in a day”.
Group B participants collectively agreed that it was even difficult to find the time to have a
conversation with someone that wasn’t work related.

One of the barriers identified by both groups that had an impact on trust was the fact that

directives and/or initiatives were either not followed through or that updates and/or changes to
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the initial directives were not communicated out concisely. This is not necessarily the fault of the

% ¢

front-line maintenance supervisor; as stated by a Group B participant’ “we do the best we can
with the information we have”. Group B participants expressed a desire to work on building
stronger relationships. Woerpel (2016) stated:

“As your personal relationships grow, so will your professional relationships. Strong

professional relationships strengthen trust, build mutual respect, encourage open

communication, and, ultimately, create stronger businesses” (p. 4).

Conclusion 5: Front-line maintenance supervisors face communication barriers.

Through written and verbal statements, both Group A and Group B participants
acknowledged the need for improvement in communication. Group B participants found it hard
to deliver organizational directives, business process changes or long-term organizational plans.
One of the underlying issues raised during Group B focus group discussions was the fact that the
front-line maintenance supervisors do not have a chance to provide feedback to their managers or
to ask questions as a group. A Group B participant stated that “the number of layers the
information has to go through hinders communication as the information often gets diluted”.
They further stated that the “volume of emails and messages we receive is overwhelming at
times to a point where the importance and context of the messages can get lost”. Participants in
both groups also indicated that with compressed shifts (four days on, three days off), people can
miss out on communications during their days off. A Group B participant stated that there is no
follow up or tracking of who received the communication. Both participants in Group A and
Group B indicated the need for some sort of communication strategy that addressed these gaps.

Addressing the communication concerns identified by the research participants would

have a positive impact within the BC Transit Victoria Maintenance group. Stroh (2015) talks
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about systems thinking and that the “system requires improving relationships” to improve the
system as a whole. When “people feel comfortable sharing [communicating] information that is
as timely, accurate and complete as possible” it allows them to have productive conversations
that positively impacts the system (p. 86). Komodromos, Halkias & Harkiolakis (2019) stated
that an organization could easily “avoid resistance or any fears [of change] if management had a
stable communication line with employees” (p. 14).
Summary of Study Conclusions

These five conclusions are based on the data gathered during the survey and focus group
sessions conducted at BC Transit. This research project engaged in the collection of qualitative
research, analyzing the participants’ feedback to understand “what could be done to bring about
change and identify the actions required to” enact change (Glesne, 2011, p. 23).
Scope and Limitations of the Inquiry

This scope of this inquiry was focused on BC Transit’s Victoria Maintenance department
and did not include other departments within the organization. The limitations of this inquiry
were:

1. Because of COVID-19 protocols, the focus group was carried out online using
Microsoft Teams. This may have impacted the flow and richness of some of the
dialogue, as body language cues would be less prevalent. As well, the facilitator would
not be privy to possible background distractions happening off-screen.

2. At the time of this inquiry, BC Transit was in the process of launching a more formal
leadership training strategy. This strategy may address some of the concerns raised

herein. Some of the recommendations from this research may already be in progress.
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3. BC Transit has seen recent leadership changes at the senior level that may have
influenced the organizational climate in a negative way and created a culture ambiguity.
Research members may have been affected.
4. This study focused specifically on the front-line maintenance supervisors and their
subordinates. Incorporating the front-line maintenance supervisors’ superiors in the
research may have offered greater depth.
Stringer (2014) stated, “Human inquiry, like any other human activity, is both complex
and always incomplete” (p. 179). Due to the density and complexity of the research topic, further
research may be required.
Chapter Summary
The research participants’ responses comprised the findings and embodied the
conclusions supported by academic literature. Tan (2002) stated “the corporate culture...is vital
to any organization...by understanding its importance, leaders can bring about positive and
productive cultural change” (p. 1). The contribution from the front-line maintenance staft and
front-line maintenance supervisors at BC Transit assisted in this research project. In answer to
the research inquiry questonofHow can BC Transit assitdtnein the
mai ntenance supervisors so that thteyneesveladp
e f f e c,thé mere detyfdarticipating in this process allowed participants the opportunity to
bring about change. The findings and conclusion support the recommendations, which are

presented in the next chapter.



DEVELOPING FRONT-LINE LEADERSHIP 63

CHAPTER FIVE: INQUIRY RECOMMENDATIONS and IMPLICATIONS
This chapter presents the recommendations derived from the findings and conclusions
presented in Chapter Four. These recommended changes support the research question: Ho w a n
BC Transit assist dmnthenadetelnammentsupferfvi crotr
thepacha | i ti es andiqlki Isltsa fThosublesmars ufedvaerpiyddn
this question and deepen this inquiry included:
1. What does BC Transit currently do to support the growth and development of the front-
line maintenance supervisors within the organization?
2. When hiring a person into a front-line maintenance supervisory role, how are the
desired leadership capabilities and skills evaluated as part of the hiring process?
3. How can gaps that are identified in a person’s leadership skills and capabilities,
whether through hiring or performance evaluations, be utilized to support that
individual’s leadership development plan?
4. What can front-line maintenance supervisors do to support their own leadership

development?

The recommendations are detailed and are supported by relevant academic literature,
along with excerpts from Chapter Four. The organizational implications of implementing all of

the recommendations are also discussed.

Study Recommendations
1. Revise and publish the front-line maintenance supervisor roles and responsibilities to
reflect the different diversity of work groups they oversee.

2. Review and enhance the current front-line maintenance supervisor hiring strategies.
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3. Work collaboratively with the front-line maintenance supervisor group to develop and
implement a comprehensive front-line maintenance supervisor training program.

4. Introduce team-building activities that will support and develop trusting relationships
between front-line maintenance supervisors and front-line staff.

5. Review and enhance the communication structure and strategies that provide the front-
line maintenance supervisor an opportunity to seek clarification and/or consult with
peers.

Recommendation 1: Revise and publish the front-line maintenance supervisor roles and
responsibilities to reflect the different diversity of work groups they oversee.

Discussions noted from written comments by Group B and Group A participants
identified that there are differences between the front-line maintenance supervisor roles and
responsibilities from shift to shift and from site to site. Both groups did acknowledge that there is
a fundamental set of roles and responsibilities for each front-line maintenance supervisor.
Defining the roles and responsibilities of each shift and work site by work group would support
the individual front-line maintenance supervisor. Zincume & Jooste (2019) stated that “top
manger support is one of the critical success factors that leads to supervisory effectiveness” and
that top managers are “positioned to facilitate and provide the infrastructure and technology that
1s mandatory for the FS [front-line supervisor] effectiveness and technology transfer” (p. 6).
Defined roles and responsibilities would help in the understanding of the organization’s
expectations, in the management of the different work groups and in providing a framework for
training and hiring front-line maintenance supervisors. Snell (2006) stated that “onboarding a
new hire can either be a well-managed and speedy path to employee contribution, or an

inefficient and costly entry into the organization” (p. 32). Kotter (1973) indicated that the
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“process of assimilating new employees in an organization can take managerial staff up to two
years to get on board” (p. 91) if expectations are not clearly defined. Group B participants
strongly expressed a desire for a clear roles and responsibilities review. One Group B participant
stated, “BC Transit needs to make a decision of what a front-line maintenance supervisor should
be doing in their daily activities”. Kotter stated that role ambiguity has a direct effect on “job
satisfaction, employee attitude and productivity level” (p. 91), not to mention retention. Lack of
direction and guidance as to the organization’s job expectations has the potential to create front-
line maintenance supervisor frustration and inefficient practices, simply because the front-line
maintenance supervisors “don’t know what they don’t know” (Senge, 1999, p. 104).

This study recommends the creation of a collaborative leadership working group that
would review the current job expectations of each front-line maintenance supervisor based on the
various work groups they oversee, dependant on location and shift. Kouzes & Posner (2012)
stated that “you [as a leader] have to engage all who must make the project work—and, in some
way, all who must live with the results” (p. 22). In other words, to properly solve the problem,
the process of developing the solution needs to involve all those who would be affected by it.
This will bring transparency to the solution, allowing for the creation of a clear and concise roles
and responsibilities document that is supported through collaboration. This document would be
readily available for any BC Transit employee to view. Having clear and concise front-line
maintenance supervisor roles and responsibilities published would:

. Allow for transparency and accountability of the position.
. Give insight to those who may wish to pursue a front-line maintenance supervisor

position.
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. Give guidance to new and current front-line maintenance supervisors.
J Bring insight into potential workload imbalances between front-line maintenance
supervisors.

The review and creation of a clear and concise role and responsibilities document developed
through a collaborative working group would bring different views and opinions to the process,
which would help bring validity to the document.

Recommendation 2: Review and enhance the current front-line maintenance supervisor
hiring strategies.

The research findings revealed a desire to strengthen the current front-line maintenance
supervisor hiring practices by revising current hiring processes, as well as by incorporating
succession planning from within the Victoria Maintenance group. Participants from Group B
indicated a need for a pre-screening process that would assist in determining the suitability of a
candidate prior to hiring that individual. Candidates who are determined to be unfit or unsuitable
for the position would be eliminated from the hiring pool. Several participants expressed a desire
for an increase in support from BC Transit when comes to leveraging PMPs and IDPs to identify
and support individuals through succession planning.

Reviewing and improving hiring practices would have a future benefit on the
organization and on the overall morale of the maintenance staff. Having relevant hiring practices
and/or grooming internal applicants would allow BC Transit to have a better return on their
hiring investment. Phillips, Evans, Tooley & Shirey (2018) stated that the benefits of “succession
planning include a transparent organisational commitment, visionary leadership, willingness to

invest resources for later gain, coaching and mentoring, and the development of intellectual
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talent” (p. 239). Having a visible career path for those who want to progress through BC Transit
would keep emplooyees engaged and promote retention within the organization.

This study recommends the appointment of a hiring strategy working group made up of
maintenance manager(s), front-line supervisor(s) and human resources representative(s) that can
develop hiring strategies that meet the needs of the organization, are consistent and address the
interest of those who wish to move up in the organization. This working group composition
would allow for leadership oversight at the manager level, experiential knowledge from the
front-line supervisors and an independent perspective from the human resources representative.
Ideally, this group would focus on formalizing a succession plan for all of the working groups
within Victoria Maintenance, not just the front-line maintenance supervisor position. Examples
would be:

e Service Person position to Mechanic position
e Mechanic Position to front-line maintenance supervisor position

A succession plan that is visible to all staff would allow for transparency and give
individuals an identifiable path to a position they may desire within the Victoria Maintenance
group. Although this study focused on the front-line maintenance supervisor, this
recommendation could have a trickle-down effect and provide a succession plan framework that
would be beneficial to all Victoria Maintenance working groups.

Recommendation 3: Work collaboratively with the front-line maintenance supervisor
group to develop and implement a comprehensive front-line maintenance supervisor
training program.

BC Transit does not have a formal onboarding training strategy for front-line

maintenance supervisors when they are hired, nor is there an established set of baseline training
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courses set out for this group. Historically, the front-line maintenance supervisor training is not
always mandatory. If someone misses a course, there is no follow-up to ensure that the front-line
maintenance supervisor completes this course. Both Group A and Group B participants indicated
that training was a key requirement that needed to be addressed. Rahman, Ng, Sambasivan &
Wong (2013) stated the importance for organizations to train “individual employees, create an
environment that will encourage the trained employee to apply their skills and develop policies
to retain these employees” (p. 483). Creating a baseline training standard for the front-line
maintenance supervisor role would ensure that each of the front-line maintenance supervisors
receive the same training. This would bring consistency to the training for this position.

This study recommends the creation of a working group with two key points of training
for the front-line maintenance supervisors. First, the working group would identify the training
needs for the onboarding of a new employee to the front-line maintenance supervisor role. This
training would focus on BC Transit internal policies and business processes. Second, the working
group would focus on creating baseline training criteria for the front-line maintenance
supervisor, focusing on leadership skills. This collaborative working group should seek input
from experienced and engaged representatives of the current front-line maintenance supervisors
group, maintenance managers, human resources and third-party adult education providers.

This group should meet on an annual basis to review the training program and ensure that
it stays current. This ongoing training support would be beneficial to the front-line maintenance

supervisors and to the employees they support and guide.
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Recommendation 4: Introduce team-building activities that will support and develop
trusting relationships between front-line maintenance supervisors and front-line staff.

Both Group A and Group B participants indicated the need to build a more trusting rapport
between the front-line maintenance staff and the front-line maintenance supervisors. One Group
A participant stated the need for “more of a community feel and the opportunity to be listened to
and reasonable suggestions seen making change to the environment”. A Group B participant
stated “it is important to build quality relationships with each employee that you lead”. However,
most Group B participants indicated that it is difficult to create space in their busy shift to
properly develop these relationships.

Creating space within the shift to dedicate time for the front-line supervisors to develop a
trusting rapport and relationships would be beneficial for the whole Victoria Maintenance group.
Dedicating time and space could allow for team-building activities to take place that would help
support the development of leader-follower relationships. Klein et al. (2009) defined team-
building as “a class of formal and informal team-level interventions that focus on improving
social relations and clarifying roles, as well as solving task and interpersonal problems that affect
team functioning” (p.183). A focus on both formal and informal team-building activities could
substantially change the current state of the leader-follower relationships within the Victoria
Maintenance group.

This study recommends that the maintenance manager group, in conjunction with the
human resources team, audit the front-line maintenance supervisor daily shift activities and work
with them to create time and space for team-building activities. Formal activities, such as team-
building exercises, would need to fit within the shift structure without impeding the overall

output of the shop’s production. Informal team-building activities could be longer-term activities
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that are collaboration-based project activities. An example for an informal project-based team-
building activity could be the team’s collaborative input on the workspace, such as where tools
are located. Implementing team-building activities or projects will help break down some of the
barriers that were identified in this research and promote and support the building of positive
relationships within the Victoria Maintenance department.

Recommendation 5: Review and enhance the communication structure and strategies that
provide the front-line maintenance supervisor an opportunity to seek clarification and/or
consult with peers.

Group A participants are the end recipients of all corporate, divisional and daily operational
communications. This group indicated the need for consistency between the various shifts and
sites. They also wanted the front-line maintenance supervisors presenting the communication to
be better prepared to respond to questions. Group B participants acknowledged their struggle to
be able to communicate in a prepared manner due to their workload. They also indicated that
they can be overwhelmed with incoming email communications themselves and did not always
have the time or opportunity to ask their own questions. Rai & Rai (2009) stated that “too much
dependence on written communication is one of the reasons for [communication] barriers within
an organization” and that “circulars, bulletins and letters are not always read carefully” enough to
grasp and/or understand the full content of the communication (p. 38). They further stated that
“oral communication has to be used to supplement written communication when the message is
important” (p. 38). For front-line maintenance supervisors, who are responsible for
communication to the front-line staff, the pertinent information they are receiving to pass on

needs to be more than just written communication.
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This study recommends that the director and managers of the Victoria Maintenance
department review and improve the department’s communication strategy, focusing on the
following three points:

e Develop strategies to better prepare front-line maintenance supervisors prior to their

communication of key information to front-line staff.

e Develop strategies to address the abundance of emails the front-line maintenance
supervisors receive that will help them identify and prioritize important emails and
sort out the noise of general email communications.

e Develop a means of validating whether communications have been delivered to all
staff, ensuring that, regardless of shift or location, there is confirmation that all front-
line staff have received important communications.

By addressing these three points, front-line maintenance supervisors will be better prepared
when delivering messages to the front-line staff. This will allow them to focus on important
messages by streamlining email messaging and ensure that the messaging is being delivered to
all front-line staff.

Summary of Recommendations

The recommendations introduced in this chapter are intended to address the research
question:“How can BC Transit asstidtnei mati ma echeawneleo psm
so t haadetvheelyop t he capabildinessanatifeshded F Est t oe
recommendations are implemented, the benefits to the organization extend beyond the immediate
inquiry. These recommendations have the potential to create opportunities for the positive culture

shift that BC Transit is working hard to achieve.



DEVELOPING FRONT-LINE LEADERSHIP 72
Organizational Implications

With the implementation of any organizational change, it is important to consider positive
and negative factors with direct and indirect implications that will affect the desired outcome.
Lencioni (2005) indicated:

“Good leaders drive commitment among the team by first extracting every possible idea,

opinion and perspective from the team. Then, comfortable that nothing has been left off the

table, they must have the courage and wisdom to step up and make a decision, one that is

sure to run counter to at least one of the team members, and usually more” (p. 51).

If BC Transit chooses to implement and commit to the five recommendations identified in
this research project, an initial investment of resources and the involvement of senior leadership
will be required. To achieve sustained organizational commitment to change, Weisbord (2012)
stated, “people have to be deeply involved from the start in methods, concept development, data
collection, and diagnosis” (p. 263). With any change or improvement initiative, participation is
crucial for a successful outcome. Schein (2009) stated, “problems will stay solved longer and be
solved more effectively if the organization learns to solve those problems itself” (p. 648). Kouzes
and Posner (2007) stated, “The work of leaders is change. And all change requires that leaders
actively seek ways to make things better to grow, to innovate, to improve” (p. 164).

Recent leadership changes in the Victoria Maintenance department have renewed the focus
on developing the front-line maintenance supervisor group. Senior leadership has introduced an
initiative called “Project Spark” that outlines and communicates a commitment to the support of
Victoria Maintenance by listening to staff on what speciality tools are needed to perform their
work efficiently, by creating formalized training programs and by making changes to leadership

strategies and business processes. The front-line maintenance supervisors play an integral part in
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the success of this project, as they are the ones who will be communicating and implementing
the changes with the front-line staff. They will also have to address any questions or skepticism
that the front-line staff may have. Oshry (2007) stated that:

“Despite appearances of clarity, purpose, direction, and stability, organizations are

fundamentally worlds of uncertainty; whichever position one enters, there is total

uncertainty as to how one is to proceed — no universal answers, directions or guidelines”

(p. 219).

Regardless of the best intentions of initiatives such as “Project Spark,” a program that is thought
to be delivered with clarity, purpose and clear direction, there will always be an element of
uncertainty. This uncertainty stems from a history of change management initiatives that have
failed due to poor planning, change in leadership or the lack of capacity within the leadership
group to properly invest time into managing change. The front-line maintenance supervisors not
only have to deal with their own possible uncertainty based on past failed change initiatives, but
also the uncertainty of those that directly report to them.

The front-line maintenance supervisors play a crucial role in disseminating senior leaders’
messaging. If done poorly, this can impact the faith and trust of the employees, which in turn can
have a negative impact on the leader-follower relationship. Poor leader-follower relationships
will make it harder for the front-line leaders to mitigate any resistance to the messaging from the
front-line staff. Oshry (2007) stated, “People don’t resist change, they resist being changed” (p.
144). People want to know how change will be a positive for them and not a negative. If the
positives of change are not clearly communicated, or are misunderstood as negatives, people will
resist change. The fact that front-line maintenance supervisors work closely with the front-line

staff only emphasizes the importance of leadership skills and the need for competent front-line
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maintenance supervisors to be able to effectively communicate change initiatives. How a leader
deals with this adversity can have either negative or positive influences on the outcomes of any
change initiatives.

BC Transit has stated a commitment to change to a more “people first organization.” The
implementation of these recommendations would support this commitment to change (E.
Pinkerton, personal communication, May 12, 2020). It would also validate the employees who
participated in this study and provide them with a sense of empowerment, as their involvement
will have shaped decisions that brought about organizational change and growth to BC Transit.

If the study recommendations are not implemented, or are implemented but not followed
through, it will be important for BC Transit leadership to be transparent and “practice the art of
open dialogue without defensiveness” by communicating their reasons that led to the decision
not to act (Senge, 2006, p. 240). A lack of transparency may leave research participants feeling
undervalued and ignored, as participants invested personal time to participate in this study. These
participants thought that the research question was important enough to disrupt their daily
schedules and made their involvement a priority. All participants engaged through opening
dialogue and shared experiences in the hope that their concerns would be heard and change
forthcoming. Lencioni (2005) stated:

“most people don’t really need to have their ideas adopted (a.k.a. “get their way”) in order

to buy into a decision. They just want to their ideas heard, understood, considered and

explained within the context of the ultimate decision” (p. 53).

If senior leadership decides not to follow through with any of the recommendations
submitted from this research and the reasons behind this decision are not communicated, future

reluctance to change initiatives or involvement in future studies and organizational surveys, such
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as the bi-annual Workplace Engagement Survey, may negatively impact employees’ desire to
participate. This lack of desire can be associated with change fatigue that comes from BC Transit
being stuck in a change cycle, where employees’ input is continuously sought out and seemingly
never acted on. Change fatigue can create an environment of “cynicism and frustrations” that can
come from an organization continuously in a state of change through leadership turnover, or by
organizations that have unrealistic change goals where an organization is in a continuous state of
failing to achieve said goals (Vestal, 2013, p.10). Whether BC Transit intends to champion the
research recommendations or not, it is important to acknowledge that opposition to change exists
in all organizations. Senge (2006) stated that:

“resistance to change...almost always arises from threats to traditional norms and ways of

doing things. Often these norms are woven into the fabric of established power

relationships. The norm is entrenched because the distribution of authority and control is
entrenched. Rather than pushing harder to overcome resistance to change, artful leaders
discern the source of the resistance. They focus directly on the implicit norms and power

relationships within the norms are embedded” (p. 88).

The author feels confident that senior leadership will weigh the recommendations put forth
in the research project and identify leaders within the organization that have the best opportunity
to successfully implement the recommendations and spark organizational growth. BC Transit has
recently reviewed current policies and practices, with the intent to better support its employees.
This action aligns nicely with the research work herein. BC Transit has an opportunity to
leverage the outcomes of this research project by engaging employees in two-way dialogue to
address the results and recommendations, removing barriers of change while at the same time

managing employees’ expectations.
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Implications for Future Inquiry

The research conducted in this inquiry discovered how BC Transit could assist in the
development of competent front-line leaders and, in doing so, revealed other possibilities outside
of the scope of the original research question. It was necessary that the research focused on the
top themes and topics that supported the five recommendations. The following additional
potential future inquiries offer possibilities that can strengthen BC Transit’s leadership:

1. Further research could explore the potential for front-line leaders to take responsibility
to enhance their leadership ability on their own, allowing leaders the opportunity to
personally grow and advance within the organization.

2. Research could be conducted on ways to expand performance appraisals beyond the
front-line maintenance supervisor levels. Participants introduced the concept of
conducting performance reviews with peers.

3. Participants from the focus group proposed the periodic rotation of supervisors from
site and/or shift, to gain experience overseeing the different work groups within
Victoria Maintenance. The future inquiry would be to research the effectiveness of such
a strategy, looking to understand the positive and negative aspects and determine if
such a practice would be beneficial to the supervisor leadership development and to the
organization.

4. As this research project focused on the front-line leadership, some of the findings and
recommendations have the potential to improve leadership in other groups (such as at
the manger level) or even in other departments within BC Transit.

The five research recommendations herein provide a strong foundation for BC Transit to

build and/or expand on. If these four future inquiries were to be implemented, it would
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strengthen BC Transit’s commitment to a people first organization in two main areas. First, it
would show commitment for continuous improvement through collaboration within the Victoria
Maintenance group. Second, by broadening the scope and leveraging the recommendations
beyond Victoria Maintenance, it would allow other departments and leaders to benefit from the
research.

These future inquiries do not necessarily require full research projects to implement. The
research conducted herein provides the foundation for BC Transit to work in collaborative
groups to build on these four future inquiries.

Conclusion

This chapter presented recommendations for BC Transit, which were derived from the
findings and conclusions of this research. The recommendations support the need for BC Transit
to assist in the further development of the front-line maintenance supervisors. The study
examined the organizational implications and outlined the support required to successfully
implement the recommendations.

This research project explored the question: “How can BC Transi't
devel opmelnitneo fmafirmtnenance supervisors so
to | edd nfer an ta f’ The recobnfmendations werel byiltXrom the research findings
that comprised the comments, experiences and ideas of all who participated in the methods
employed in this research. Coghlan and Brannick (2010) stated that “action research...involves a
collaborative change management or problem-solving relationship between the researcher and
client aimed at both solving a problem ad generating new knowledge” (p.44). The study author

feels fortunate to have researched this dynamic group of leaders.

assi

t hat

S
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In reviewing the data in the form of stories and experiences, this research has provided
the opportunity to learn more about the daily operational demands that the front-line
maintenance supervisors face. These stories and the survey feedback from the front-line staff
drove the recommendations put forth in this research project. With the recent change in senior
leadership and promised culture changes to the organization, this research could not have been
timelier. It will be exciting to see how the recommendations for this research, if implemented,

impact the Victoria Maintenance group and the organization.
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Appendix A: BC Transit Senior Leadership Organization Diagram

BC Transit Senior Leadership Team

President and Chief
Executive Officer
I | I | | |
Wice President, - . . . Wice President,
. . Human Ve PI‘ES_ldEDt, Vae _Presﬁ;ant Information Vice President,
iee Preaidant, Fezources and Cperalioes Fimmnse Services and Business
Agszet Management C and Chief Operating and Chief Financial N )
orporate Technology Development
§ Officer Officer
Secretary and CIO

Adapted from BC Transit, 2020,Or gani z at ilntemahRepor€ bnpublished
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Appendix B: Victoria Maintenance Organizational Chart

Vice President
Asset Management
Dhrector
Maintenance
Services
: ["".m"“ . Manazar VTC Manager LTC
. MMaintenance MMaintenance
Plamming
Mamtenance Supervisor VIC Supervisor LTC
— Schedulerxl haintenance = 3 Maintenance x 3
(Union Move Up) (Unicn Exempt) {Union Exempt)

hamtenance Semor
—] Plarmer
{Union Move Up)

IMamtenance
Traming &
"~ |Procedures Speciaist
(Union Move Up)

Adapted from BC Transit, 2020,Or gani z at ilnemahRepor€ bnpublishsd.

Mamtenance Scheduler = 1

Maintenance Schadulerx 1
MMamtenance Suppaort Clark x 1 MMamtenance Support Clark x 1
(Unzon Maovve Up) (Union Mova Up)
Charge Hands Charge Hands
Mechanics Mechanics
Mechame Apprantices Mechanic Apprantices
Body perzons Body perzons
Electromic Techs Electromc Techs
Interior Bus Cleaners Interior Bus Cleaners
Machmst Machimist
Welder Weldar
Tira person Tire perzon
Service parsons Servica perzons
Thlity persons Tulity persons
Facility Tach Facility Tech
Approxirately 50 Staff in Total Approximately 50 Btaff in Total
(Unton Unifor) {Union Umfor)
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Appendix C: Sponsor Letter of Support

Material has been removed because of copyright restrictions.
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Appendix D: Survey Questions

1. What shift have you mostly worked in your career at BC Transit?

a) VTC Dayshift
b) VTC Nightshift
¢) LTC Dayshift
d) LTC Nightshift

2. How many years do you have as an employee at BC Transit?

a) 0-5 Years

b) 6-11 Years

C) 12-24 Years

d) More than 25 years

For the following questions depending on the answer you give please briefly elaborate on

the answer you have chosen.

3. Are the roles and duties of each supervisor similar from shift to shift and shop to shop?
a) Yes
b) No

3a. If no what are the differences?

4. Does the quality of the front-line leadership skills impact the morale of the employees?
a) Yes
b) No

4a. If yes please explain.
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5. Do you feel that the front-line maintenance supervisors receive the necessary training to
be successful leaders?

a) Yes
b) No

Sa. If no what training do you feel is missing?

For the following questions please pick from the scale to show how often a front-line
maintenance supervisor does these things.

6. Do front-line maintenance supervisors clearly communicate expectations?

a) Always
b) Often
c) Sometimes
d) Rarely
e) Never

If your answer is C, D or E please briefly elaborate in which ways this could this be
improved?

7. Do front-line maintenance supervisors effectively communicate the information you need
to understand?

a) Always
b) Often
€) Sometimes
d) Rarely
e) Never
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If your answer is C, D or E please briefly elaborate in which ways this could this be
improved?

8. Do your front-line maintenance supervisors explain the reasons behind decisions made?

a) Always
b) Often
€) Sometimes
d) Rarely
e) Never

If your answer is C, D or E please briefly elaborate in which ways this could this be
improved?

9. Do front-line maintenance supervisors handle disagreements professionally?

a) Always
b) Often
€) Sometimes
d) Rarely
e) Never

If your answer is C, D or E please briefly elaborate in which ways this could this be
improved?

10. Do front-line maintenance supervisors explain how the organization’s future plans affect
you?

f) Always

g) Often

h) Sometimes
1) Rarely

J) Never
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If your answer is C, D or E please briefly elaborate on why this information is important
to you?

11. Does your front-line maintenance supervisor create a trusting and open environment?

a. Always

b. Often

C. Sometimes

d. Rarely

e. Never
If your answer is C, D or E please briefly elaborate in which ways this could this be
improved?

12. Does your front-line maintenance supervisor treat everyone on the team fairly?

f. Always

g. Often

h. Sometimes
I. Rarely

J-  Never

If your answer is C, D or E please briefly elaborate on ways in which strategies could be
implemented to promote fairness?

13. Is your front-line maintenance supervisor responsive to your ideas, requests, and

suggestions?
K. Always
I.  Often
m. Sometimes
n. Rarely
0. Never
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If your answer is C, D or E please briefly elaborate on why you would want your front-
line maintenance supervisor to be more responsive?

14. T am confident in the overall effectiveness of your immediate front-line maintenance

supervisor?
a. Strongly agree
b. Agree
C. Neutral
d. Disagree
e. Strongly Disagree

If your answer is C, D or E please briefly elaborate on ways in which would promote
confidence in your front-line maintenance supervisor?

15. My front-line maintenance supervisor has the expertise and ability to help support myself
and my team succeed?

f. Strongly agree
0. Agree

h. Neutral

i. Disagree

J- Strongly Disagree

If your answer is C, D or E please briefly elaborate on ways that would allow for the
front-line maintenance supervisor to improve and better support yourself and the team?
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For the following question please number the leadership values listed below in order of

importance to you 1 through to 10. 1 being the most important and 10 being the least important.

16.

Accountability
Competence
Fairness
Listening
Patience
Reliability
Trust

Safety
Integrity
Respect

17. Do you have any final thoughts on what leadership attributes are needed for frontline
maintenance supervisors to be successful in a transit organization?
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Appendix E: Thesis Information Letter
Dear Prospective Participant,

My name is Steve Millward and this research project is part of the requirement for a
Master of Arts in Leadership Degree at Royal Roads University. My credentials with Royal
Roads University can be established by contacting Dr. Catherine Etmanski, Director, School of
Leadership Studies: Catherine.etmanski@RoyalRoads.ca or 250-391-2600 ext. 4162. This
research project has been reviewed and approved by Royal Roads University Research Ethics
Board.

The purpose of my research in partnership with BC Transit is to identify key
recommendations that can be implemented by BC Transit to foster growth and leadership
competencies of the front-line maintenance supervisor leadership group. The foundation of my
research will be based on the following questions:

How can BC Transit assist in the development of front-line maintenance supervisors so that

they develop the capabilities and skills to lead front-line staff effectively?

Sub-questions

1. What does BC Transit currently do to support the growth and development of the front-
line maintenance supervisors within the organization?

2. When hiring a person into a front-line maintenance supervisor role how are the desired
capabilities and skills evaluated as part of the hiring process? When an applicant is
successful through the hiring process, are the identified gaps utilized to support

development?
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3. What can front-line maintenance supervisors do to support themselves in their own
leadership development supportive of their roles and organizational requirements?
4. What can front-line maintenance supervisors do to support their own leadership

development?

Leadership within BC Transit is important and not just from the senior levels. Because the
majority of employees report to front-line leaders I felt it is important to focus attention on these
people as they have the greatest effect on the organization. Through engagement of front-line
maintenance leaders, maintenance staff and senior management I hope to open lines of
communication between the bottom, middle, and top operational staff and leaders within the BC
Transit maintenance department. Through this collaborative process I hope to discover common
themes and identify what tools and skills that a front-line maintenance supervisor requires to be
proficient within the BC Transit organization. With the knowledge of the agreed upon skills I
intend to explore the responsibility and ownership of these skills. By doing so, it will allow me to
identify key recommendations to the development of the front-line maintenance supervisors
leadership skills within the maintenance department. The overall objective of this research is to
identify key recommendations that the organization can implement that will lead to proficient
front-line maintenance supervisors.

I have broken the maintenance department into two groups, unionized maintenance staff
and exempt maintenance staff.

The unionized maintenance staff will be the survey group. The reason for this is because
the survey allows me to reach out to all maintenance staff allowing anyone to participate if they

wish regardless of location or shift they are on. The survey will be sent out in a mass email
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where I am not looking for validation of completion by a particular person nor will I be looking
for any formal communication in regards to a withdrawal. Anyone can choose at any time not to
complete and/or submit the survey. However, because the survey is conducted anonymously
through electronic means there is no way of removing data or information the participant
provided once the survey has been submitted.

The exempt maintenance staff will be the focus group. Focus group participants will
receive an email invitation with a date to respond by if they are interested in participating. Once
they have acknowledged their participation but decide to withdraw afterwards they can do so via
an email to myself. If a person withdraws during the focus group any information and/or data
that has been collected during the interview will be destroyed and/or deleted at the time of
withdrawal. A third-party person will be doing the focus group and data collection.

In participating in this research, I hope that through action research and the collaborative
interactions common language and themes will emerge. I feel the answers and information that
come from the people that do will provide middle and top leaders with the information they need
to help support front-line maintenance supervisors in their roles. Therefore, changing the current
work environment and increasing the overall morale and making BC Transit a better place to
work.

I will work to protect your privacy throughout this study. All information collected 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 file. Information will be summarized, in anonymous format, in the
body of the final report. At no time will any specific comments be attributed to any individual

unless specific agreement has been obtained beforehand. All documentation will be kept strictly
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confidential. All raw data will be destroyed once I have successfully defended my research paper
which is scheduled to take place in [Insert Date].

I realize that due my role within the organization, you may feel compelled to participate
in this research project. Please be aware that you are not required to participate and, should you
choose to participate, your participation would be entirely voluntary. If you do choose to
participate, you are free to withdraw at any time without prejudice. Similarly, if you choose not
to participate in this research project, this information will also be maintained in confidence.
Your choice will not affect our relationship or your employment status in any way.

I will be sharing my research findings with Royal Roads University in partial fulfillment
of the requirements to complete my Masters of Arts in Leadership. The final findings,
recommendations and report will be shared with my sponsor Aaron Lamb and BC Transit. Upon
request, members of the organization will be given access to my final report.

This is an informational letter giving you an overview of my research project. Invitations
to participate and consent forms will be sent out as separate documents outside of this
informational letter.

Please keep a copy of this information letter for your records.

Kind Regards,

Steve Millward
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Appendix F: Letter of Invitation and Informed Consent for Online Survey
Dear Prospective Participant,

My name is Steve Millward and I would like to invite you to be part of a research project
that I am conducting in fulfillment of the requirement for a Master of Arts in Leadership Degree
at Royal Roads University. I will be conducting an inquiry research study at BC Transit looking
at what can the organization do to foster growth and leadership from within the organization?

This phase of my research project will consist of an on-line survey of all of the unionized
maintenance staff at BC Transit. This survey is estimated to take [amount of time here] to
complete depending on the level of feedback you provide. The information you provide will be
summarized, in anonymous format, in the body of my final report. At no time will any specific
comments be attributed to any individual. All data received will be kept confidential.

To capture the richest data and gain a true understanding of the challenges BC Transit
front-line maintenance supervisors face, it is my hope that each person receiving this survey
invitation takes the time to speak up and have a voice towards fostering good leadership within
BC Transit.

I intend to conduct this survey between [enter start date] [enter end date]. This survey will
be conducted through [online survey application named here] where all data is hosted on
Canadian servers.

I realize that due to our relationship within the organization, you may feel compelled to
participate in this research project. Please be aware that you are not required to participate and,
should you choose to participate, your participation would be entirely voluntary. If you do
choose to participate, you are free to withdraw at any time prior to survey submission without

prejudice. Because the survey is conducted anonymously through electronic means there is no
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way of removing data or information you have provided once the survey has been submitted. If

you choose not to participate in this research project, this information will also be maintained in

confidence. Your choice will not affect our relationship or your employment status in any way.
Your completion of this survey will constitute your informed consent.

[] I confirm that I have read the Information Letter that provides details of the research (please
click to proceed to the online survey)

Sincerely,

Steve Millward
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Appendix G: Focus Group Guiding Questions

Main Thesis Question

How can BC Transit assist in the development of front-line maintenance supervisors so that they

develop the capabilities and skills to lead front-line staff effectively?

Sub-questions

1. What does BC Transit currently do to support the growth and development of the front-
line maintenance supervisors within the organization?

2. When hiring a person into a front-line supervisory role how are the desired leadership
capabilities and skills evaluated as part of the hiring process?

3. How can gaps that are identified in a person’s leadership skills and capabilities,
whether through the hiring or performance evaluations, be utilized to support that
individual’s leadership development plan?

4. What can front-line maintenance supervisors do to support themselves in their own

leadership development?

Focus Group Guiding Questions
1. As a front-line maintenance leader you play a key role in communicating and answering
questions to the organizations future plans, operational priorities and directives to the
maintenance employees. In your experience, what can hinder this communication to the
maintenance employees?
2. Building off of question one. In your experience what has been the most effective way
in communicating the organizations future plans, operational priorities and directives to

the maintenance employees?
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3. As a frontline leader are you consistent in your approach when communicating to the
maintenance employees? If not why and if you are how are you able to do this
consistently?

4. In reflecting on when you were hired, how were your leadership capabilities and skills
evaluated as part of the hiring process?

5. How can gaps that are identified in a person’s leadership skills and capabilities, whether
through the hiring or performance evaluations, be utilized to support that individual’s
leadership development?

6. What does BC Transit currently do to support the growth and development of the front-
line maintenance supervisors within the organization?

7. What can front-line maintenance supervisors do to support themselves in their own
leadership development supportive of their roles and organizational requirements?

8. There have been a number of attempts at change in the past to a point some employees
desire for change may have diminished due to the repeated change failures. As a front-
line maintenance leader how do you motivate the desire for change both for yourself
and the employees?

9. As a front-line maintenance leader is it important for you to build quality relationships
with each employee you lead? If so how do you do this in a manner that is equal and
consistent with each individual employee? If not why?

10. As a front-line maintenance leader do you feel that you have enough capacity in your
work day to successfully manage change? If you do how do you manage your daily
work load? If not, what are the barriers that prevent you from having the capacity to

successfully manage change?
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Appendix H: Letter of Invitation for Focus Group
Dear Prospective Participant,

My name is Steve Millward and I would like to invite you to be part of a research project
that I am conducting in fulfillment of the requirement for a Master of Arts in Leadership Degree
at Royal Roads University. I will be conducting an inquiry research study at BC Transit looking at
what can the organization do to foster growth and leadership from within the organization?
You were chosen as a prospective participant because of your front-line maintenance leadership
role within the organization.
In this phase of my research I am looking to host a three-hour focus group through a third-party
facilitator to discuss data collected from a survey that [ have previously conducted with unionized
maintenance staff around front-line maintenance supervisor leadership. Further, in this focus group
I would like to explore the following questions in a group forum.

How can BC Transit assist in the development of front-line maintenance supervisors so that

they develop the capabilities and skills to lead front-line staff effectively?

Sub-questions

1. What does BC Transit currently do to support the growth and development of the front-
line maintenance supervisors within the organization?
2. When hiring a person into a front-line maintenance supervisory role how are the desired
leadership capabilities and skills evaluated as part of the hiring process?
3. How can gaps that are identified in a person’s leadership skills and capabilities, whether
through the hiring or performance evaluations, be utilized to support that individual’s

leadership development plan?
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4. What can front-line maintenance supervisors do to support themselves in their own
leadership development?

Your identity and contributions as a participant in the focus group will be maintained as
confidential. At no time will any specific comments be attributed to any individual unless your
specific agreement has been obtained beforehand. All documentation will be kept strictly
confidential. You may choose to withdraw prior to or at anytime during the focus group, but once
the focus group has started your comments, if any, have already influenced the group dialogue and
will remain as anonymous data. By their nature focus groups are not anonymous, participants are
asked to keep any discussions and conversations confidential. A confidentiality agreement will
need to be signed off prior to participating in the focus group.
I realize that due to our relationship within the organization, you may feel compelled to participate
in this research project. Please be aware that you are not required to participate and, should you
choose to participate, your participation would be entirely voluntary. If you do choose to
participate, you are free to withdraw at any time without prejudice. Similarly, if you choose not to
participate in this research project, this information will also be maintained in confidence. Your
choice will not affect our relationship or your employment status in any way.
As mentioned earlier a third-party facilitator will be facilitating this focus group. I will not be
absent from participating in this focus group altogether. If you are interested in facilitating this
focus group please let me know.
To confirm your consent and participation in my research project as a member of the focus group,
please contact me by no later than [date] at:
Email Address:

Sincerely, Steve Millward
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Appendix I: Research Consent Form Focus Group

By signing this form, you agree that you are over the age of 19 and have read the invitation and

information letters for this study. Your signature states that you are giving your voluntary and

informed consent to participate in this project and have data I contribute used in the final report

and any other knowledge outputs (articles, conference presentations, newsletters, etc.).

[] I consent to quotations and excerpts expressed by me through the focus group included in

this study, provided that my identity is not disclosed

[] I consent to the material I have contributed to and/or generated e.g., flipchart notes or any

other visuals through my participation in focus group be used in this study

] I commit to respect the confidential nature of the focus group by not sharing identifying

information about the other participants

Name: (Please Print):

Signed:

Date:




