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ABSTRACT 

This action research project examined the model of a high-functioning faculty team within the 

School of Health Sciences (SHS) in a Canadian college in the Middle East. The objective of 

which was to assist the organization in succeeding despite unpredictable events. The research 

provided insight into the advantages of teams and teamwork in higher education. This study 

utilized action research methodology to gather qualitative data. The inquiry approach of one-on-

one interviews and a world café employing principles of appreciative inquiry allowed 

participants the opportunity to explore team functionality, enrich an already high-functioning 

team, provided the opportunity for new insights, and the opportunity for deeper conversations. 

The identified components of high-functionality within the faculty team studied were mutual 

support and collegiality, intrinsic motivation, and open, two-way communication, which may be 

of value to the team studied, the leadership team within the SHS, other program departments, and 

the organization as a whole. 
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CHAPTER ONE: FOCUS AND FRAMING 

It will take teamwork to cure cancer, maximize all students’ learning, invent what comes 
after the television, and create peace throughout the world. The truly committed co-
operative group is probably the most productive tool humans have. (Johnson & Johnson, 
as cited in Hans, Chuene, & Lepota, 2012, pp. 185–186) 

Located in Doha, Qatar, the College of the North Atlantic-Qatar (CNA-Q) officially 

opened in September 2002 through an articulation agreement between the State of Qatar and the 

College of the North Atlantic (CNA) in Newfoundland and Labrador, Canada. The School of 

Health Science (SHS) began delivery of health care programs to meet the human resource needs 

of the state through technical training. CNA-Q has grown to become the second largest 

postsecondary school in Qatar, and the SHS is now recognized as the premier institution for the 

development of world-class allied health care professionals in the State of Qatar and the Gulf 

Cooperation Council (College of the North Atlantic Qatar, 2011, p. 8). Led by the Qatar National 

Vision and the National Health Strategy, the SHS works to enhance Qatar’s national health care 

workforce by delivering current, internationally accredited educational programs. 

Since 2013, the SHS has experienced tremendous growth in terms of student enrolment 

and demands for innovation with regards to technology and simulation in the classroom. The 

SHS was recently awarded accreditation for the continuous professional development as part of 

the National Health Strategy 2011–2016 (College of the North Atlantic-Qatar [CNA-Q], 2012b; 

see also 2013 General Secretariat, Supreme Council of Health, 2013). In addition to these recent 

successes, the SHS also began development and delivery of two new diploma programs in 

response to local industry needs. 

Despite the tremendous success and growth within the SHS for the 2013–2014 academic 

year, CNA-Q as an organization was subject to drastic budgetary cuts, which over the short and 

long term will have a dramatic effect throughout the organization including the SHS. Although 
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the subject of budgetary cuts was not central to this thesis, it is important to understand that the 

organization was going through dramatic changes at the time this inquiry was conducted. The 

intent of this thesis was not to analyze the impact of the budget cuts, nor was it the intent to 

better understand the effect of the paradigm shift; rather, the focus of this thesis was to highlight 

the importance of having a strong organization internally in order to weather unpredictable 

events. 

Much work had been done with this research prior to the announcement of the budgetary 

cuts in April 2014. In light of the tremendous growth within the SHS, I had already looked at 

creating better team functionality within program teams and the SHS as a whole through 

teamwork, collegiality, and enhanced communication to address the challenges of increased 

student numbers and faculty workload hours.  

In addition to my research, the Institutional Research, Planning and Organizational 

Development department had introduced the Excellence in Higher Education (EHE) pilot 

(Ruben, 2005). The EHE is a “self-assessment program for academic and administrative 

departments. It provides a systematic, high-level and comprehensive organizational self-

examination based on accepted standards of organizational excellence” (Ruben, 2005, p. 372). 

Based on the Malcom Baldrige model (as cited in Ruben, 2005) of organizational excellence, the 

pilot discovered the strengths of the SHS and established “priorities for improvement” (p. 372). 

The top three priorities for improvement, based on the findings from the 2-day workshop, were 

found to be (a) development and implementation of a systematic approach to allocate workload 

hours for noninstructional, mission-critical items (nonteaching activities, for example: 

accreditation; simulation development; and the national skills competition); (b) development of a 

systematic process in which the leadership group responds to the analysis of gathered data, 
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shares the results of actions taken, and creates a systematic plan for collecting, analyzing, and 

sharing information; and (c) exploration of options to improve the lines of communication at all 

levels (CNA-Q, 2013). 

It was my belief that in the face of challenges, supported by the recognition of areas for 

improvement in the EHE, teamwork would assist program teams and the SHS to continue on 

their path to remain the premier institution for the development of world-class allied health care 

professionals in the region. To better understand how teamwork could create positive change 

with the new challenges, I selected a team within the SHS who I observed to model the definition 

of a high-functioning team more so than other teams in the SHS. The team displayed continuous 

enthusiasm and passion towards their goals in a professional and collegial manner. I observed 

trust, the ability of the team members to engage in healthy conflict, commitment, accountability, 

and the ability to remain focused on collective results—all characteristics of a functional team 

(Lencioni, 2005). It was my intent to learn how this team was able to function so effectively in 

challenging times and have them share their functionality with the SHS. The significance of the 

research became even greater following the announcement of the budgetary cuts. My research, 

therefore, asked the question: What can be learned from the model of a high-functioning faculty 

team to enhance workplace excellence in the School of Health Science? The following 

subquestions were also explored: 

1. What are the respiratory therapy faculty’s experiences of a high-functioning team? 

2. What are the strengths and values found in the respiratory therapy faculty that make 

the department a high-functioning team? 

3. What kind of supports would the respiratory therapy faculty like to see in terms of 

team sustainability? 
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4. How can leadership in the SHS support other teams in achieving the same cohesion? 

5. What are experiences from the respiratory therapy team that might have utility for the 

college? 

My position at CNA-Q during the inquiry and research of this thesis was that of a faculty 

member within the SHS instructing in the Emergency Medical Sciences Program. During my 5 

years at the college, I had observed and admired the respiratory therapy (RT) team for their 

continuous enthusiasm and passion towards their students and program. In looking for the focus 

of my research, and in light of the challenges within the SHS, I looked to learn about the RT 

team and discover where their passion and commitment for student success and increasing the 

scope of practice in the state came from. I wanted to understand what enabled this team to 

maintain positive attitudes despite the challenges of the workplace. My goal was to present the 

successes of this team and share how they accomplish their goals to enable the SHS and program 

teams within the school to find the supports and development tools required for sustainability in 

the future beginning with teamwork. 

Significance of the Inquiry 

The SHS at CNA-Q currently has a reputation within the State of Qatar and stakeholder 

community of employers and sponsors of graduating capable students who are well-prepared for 

their jobs at the diploma level. In order for the SHS to maintain their reputation and in light of 

the significant challenges, faculty will need to work together and support each other. In great 

workplaces, Burchell and Robin (2011) wrote that employees who cooperate with each other feel 

a broader sense of team to create a great product or service (pp. 167–168). This inquiry presented 

the opportunity to understand, recognize, and celebrate the teamwork demonstrated by the RT 

team in the SHS. This inquiry approached organizational change through action research, which 
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allowed the RT team to share how they are able to successfully function and deliver. Focusing on 

stories and experiences of the RT team in the SHS through a positive lens provided an 

opportunity to “promote organizational learning” (Ludema, Whitney, Mohr, & Griffin, 2003, 

p. 11) and envision what could be for the future. This inquiry presented an opportunity to 

empower the RT team, build team spirit, and design a way for the SHS and the organization to 

build on their successes. My intent in conducting this inquiry was to build on the existing 

framework of program teams to help improve collaboration and communication, respect, 

innovation, continuing improvement, teamwork, and excellence (Ruben, 2005), while deepening 

the commitment in continuing to provide quality programs and provide a generative way for 

continuous learning for the organization moving forward. 

The RT team were selected to participate in this inquiry for several reasons. First and 

foremost, these faculty members have contributed not only to their students’ success and to the 

success and reputation of the RT program at CNA-Q, but also to the scope of practice of RT in 

the State of Qatar and, therefore, have increased the level of care delivered to patients. 

In 2010, the RT program received accreditation, the first ever international accreditation 

awarded from the Council on Accreditation for Respiratory Therapy (Canadian Society of 

Respiratory Therapists, n.d). This program was also the first accredited program in the SHS. In 

December of that same year, RT graduates of CNA-Q and respiratory therapists currently 

working for the Hamad Medical Corporation were able to write the national registry exam to 

become registered with the Canadian Body of Respiratory Care. Other than Canada, Qatar is the 

only other country in the world where an eligible respiratory therapist may sit the exam for the 

Canadian Body of Respiratory Care. 
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While it is difficult to obtain numbers in Qatar to determine the number of registered 

respiratory therapists now currently practicing in the state, the graduates from the RT program at 

CNA-Q have increased the number by 15 practitioners since 2010. While this number may 

appear low, it is important to note that previous student enrolment had been low and class sizes 

are small. With this designation, these health care professionals now provide a higher standard of 

care than was previously delivered in the state. They enjoy greater independence, autonomy, and 

respect. The registered respiratory therapist designation has also provided an increase on the 

salary scale. 

Second, the RT faculty were selected due my observations of this team over the past 5 

years. Of particular interest was their level of pride and engagement in and with their students, 

the program, the college, and their passion in changing the face of RT in the state. My 

observations were further validated as the research took place. 

Organizational Context 

Since opening its doors in 2002, CNA-Q has grown exponentially. Estimated at more 

than $1.7 billion in United States currency, the initial contract was the largest educational 

contract ever awarded in Canada (CNA-Q, 2012a). The CNA has 17 campuses in Newfoundland 

and Labrador (College of the North Atlantic, 2014), making the satellite site in Qatar the 18th 

campus in its portfolio (see Appendix A). In August 2013, the SHS employed 45 staff, including 

faculty, administration, and support staff (CNA-Q, 2013). Programs offered included Advanced 

Care Paramedicine, Dental Assistant – Level II, Dental Hygiene, Environmental Health and 

Safety – Public Health, Medical Radiography, Pharmacy Technician, Respiratory Therapy, and 

Patient Education. Of the 300-student enrolment capacity, the 2014 winter registration saw a 
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record enrolment of 272 students with a waitlist of 76 people (I. O’Brien, personal 

communication, June 23, 2014).1 

CNA-Q has a complex governance structure (see Appendix B), which works to help the 

country realize the Qatar National Vision 2030 of sustainability (Qatar General Secretariat for 

Development Planning [Qatar GSDP], 2008). The Qatar National Development Strategy 2011–

2016 (Qatar GSDP, 2011) called for an educational and training system that provides 

opportunities for the Qatari citizens to realize their potential. CNA-Q “has been the bridge to the 

realization of the intellectual and occupational aspirations of thousands of young Qataris” 

(CNA-Q, 2011, p. 3) by sharing the vision of the state for the development of the Qatari citizens. 

The Qatar National Health Strategy 2011–2016 (Qatar GSDP, 2011), under the auspices of the 

Qatar National Vision 2030 (Qatar GSDP, 2008), specifically referred to all aspects of health 

care within the State of Qatar. The Qatar National Health Strategy looks to  

improve the health of Qatar’s population . . . develop an integrated system for healthcare, 
managed according to world-class standards. [The] system will meet the needs of existing 
and future generations and provide for an increasingly healthy and lengthy life for all 
citizens. All health services will be accessible to the entire population. (Qatar GSDP, 
2008, p. 106) 

Of particular interest to the SHS are the strategic objectives of the Qatar National Health 

Strategy (Qatar GSDP, 2008) in increasing the human resource capital and alignment with the 

Supreme Education Council to provide health care professional education requirements.  

CNA-Q is guided by the Qatar National Vision 2030 Qatar (GSDP, 2008) as well as the 

vision and mission as outlined in the CNA-Q (2011) Strategic Plan. The vision of CNA-Q reads 

as follows: “CNA-Q aspires to be a premier technical college that will provide the best education 

for the State of Qatar by offering all learners the opportunity to reach their full potential” 

                                                
1 All personal communications in this report are used with permission. 
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(CNA-Q, 2011, p. 8). The mission aspires to have CNA-Q “fulfill the technical education needs 

of the State of Qatar by delivering innovative, internationally recognized programs that prepare 

individuals to be active contributors to their local communities, the State of Qatar and the Gulf 

Region” (CNA-Q, 2011, p. 10). 

The CNA-Q (2011) Strategic Plan 2011–2016 is a document that came to fruition 

through an “appreciative inquiry . . . [process in which] interviews and group discussions were 

used to gather stories of CNA-Q excellence and to frame directions for the future that will make 

CNA-Q an even better place to learn, work, and grow” (p. 4). In pursuit of this inquiry, the 

CNA-Q guiding principles (see Appendix C) supported the need for teamwork. The first and 

second guiding principles are as follows: 

GP.1 CNA-Q will foster a strengths-based philosophy that capitalizes on individual and 
team strengths within all of our stakeholder groups. This philosophy will create the 
kind of work environment that will see CNA-Q recognized as the premier place to 
learn, work, and grow. 

GP.2 CNA-Q will foster a work environment that is based on transparency, open 
communication, trust, respect, and employee and team development. (CNA-Q, 
2011, p. 12) 

Systems Analysis of the Inquiry 

Senge (1990) wrote, “Systems thinking is a discipline for seeing wholes, it is a 

framework for seeing interrelationships rather than things, for seeing patterns of change rather 

than static snapshots” (p. 68). A systems analysis of the inquiry provided the opportunity to 

explore the outreaching effects of teamwork and how the implementation of this action research 

inquiry could affect the larger systems picture. 

The RT faculty are a program team representing one department in the SHS. Along with 

the SHS, CNA-Q also provides “real-world, experiential learning” (MacLeod, as cited in 

CNA-Q, 2012c, para. 6) to students in the schools of business studies, engineering technology, 
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information technology, and industrial trades. CNA-Q is the second-largest postsecondary 

educational institution in the State of Qatar providing education to local, state, and international 

students within the Gulf Cooperation Council and globally. With a record number of enrolled 

students in the SHS and expectations from the state to meet the human resource needs of the 

country, internal and external organizational operations are impacted by decisions made by the 

Joint Oversight Board, appointed by the Qatar Authority and CNA to oversee the development 

and performance of CNA-Q, and various other stakeholders. 

Examined within this systems analysis of the inquiry were the three groups of internal 

stakeholders involved who could affect change in the inquiry and the external stakeholders who 

would benefit as a as a result of this inquiry. In reference to systems and the drivers for change, 

Conner (1992) described four basic roles required in the change process: the sponsor, target, 

agent, and advocate. Conner (2013) reiterated in a recent online video the description of the 

drivers for change. The sponsor is described as having the “organizational power to sanction the 

change or to legitimize the change” (Conner, 2013). The target is the “focal point” (Conner, 

2013) of the change or where change will be affected. The agents act as the guides of change and 

manage the process for the sponsor, and the advocate helps to create the sponsorship, initiating 

the change, setting the inquiry in place (Conner, 2013). Due to the “cyclical processes” (Stringer, 

2007, p. 66) of action research and use of appreciative inquiry during this organizational 

leadership thesis, the targets and agents have the ability to work together to become a blended 

group, rather than being separated as consultants and recipients of change. Figure 1 illustrates the 

relationship between the four groups. 

Looking through a different lens in terms of systems analysis, Bolman and Deal (2003) provided 

multiple frames to allow the viewing of systems as a tool for “navigation . . . solving problems 
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and getting things done” (p. 21). Bolman and Deal described the four frames as being “rooted in 

both managerial practice and social science research” (p. 21). The structural frame focuses “on 

the architecture of organization—the design of units and subunits, rules and roles, goals and 

policies—that shape and channel decisions and activities” (Bolman & Deal, 2003, p. 21). The 

human resource frame “emphasizes an understanding of people—their strengths and foibles, 

reason and emotion, desires and fears” (Bolman & Deal, 2003, p. 21). The political frame which 

“sees organizations as competitive arenas . . . [characterized by] scarce resources, competing 

interests, and struggles for power and advantage” (Bolman & Deal, 2003, pp. 21–22), and the 

symbolic frame “focuses on issues of meaning and faith. It puts ritual, ceremony, story, play, and 

culture at the heart of organizational life” (p. 22). 

 

Figure 1. System analysis of the inquiry from the change perspective. 

Note. CNA-Q = College of the North Atlantic – Qatar; IRPOD = Institutional Research, Planning 
and Organizational Development; JOB = Joint Oversight Board; SHS = School of Health 
Science. 

While all four of Bolman and Deal’s (2003) frames are supported by the CNA-Q (2011) 

Strategic Plan 2011-2016, which “through . . . an ‘appreciative inquiry’ approach” (p. 5) framed 
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the strategic directions for the college, I believe the human resource and symbolic frame will 

play an important role in the implementation of the recommendations. Viewing this inquiry 

through each frame allowed me to see the organizations through the different lenses to assist 

leaders in addressing opportunities for change more creatively. There is value in understanding 

different perspectives, as it encourages leaders to see the whole system and deepens 

understanding of their organization. Bolman and Deal (2003) wrote, “Those who master the . . . 

[ability to reframe] report a sense of choice and power. Managers are imprisoned only to the 

extent that their palette of ideas is impoverished” (p. 10). In support of the political and structural 

frames, the CNA-Q (2011) Strategic Plan 2011–2016 states the following: 

All stakeholder groups of the College community were involved in this process [the 
creation of strategic directions for the College]. Full-time students, part-time students, 
contract training students, graduates, CNA-Q staff, CNA staff, community members, and 
key industry partners were actively engaged in more than 20 four-hour sessions. The 
experiences and ideas that were shared were overwhelmingly positive and formed the 
entire basis for the Strategic Plan components. (p. 4) 

As this inquiry strove to highlight the importance of having a strong organization 

internally in order to weather unpredictable events, the focus on teamwork through 

symbolism and storytelling will play an important role in the future development of 

teams. As the recommendations of this inquiry are put into practice, relationships in 

making CNA-Q (2011) “the place to learn, work, and grow” (p. 11; see also Appendix C) 

will be a reflection of teamwork throughout all stakeholder levels. 

Chapter Summary 

This chapter provided the context for this research project, which sought to learn from the 

model of a high-functioning faculty team ways to enhance workplace excellence in the SHS. 

Introduced in this chapter were the focus and framing, significance, organizational context, and 

systems inquiry. The literature review to support my inquiry will be explored in Chapter 2. 
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CHAPTER TWO: LITERATURE REVIEW 

The purpose of the literature review is to better inform the reader of the topics of the 

action research inquiry. I, therefore, conducted a review of the academic literature to define, 

conceptualize, and better understand the phenomena related to the inquiry, which asked: What 

can be learned from the model of a high-functioning faculty team to enhance workplace 

excellence in the School of Health Science? 

I made the decision to study a high-functioning team to learn how teams within the SHS 

could succeed despite the major challenges facing the college. Having a strong organization 

internally in order to weather unpredictable events through teamwork was the change goal in this 

inquiry. I, therefore, comprised the review of the literature on two topics, presented in the 

following order: (a) teams and teamwork and (b) learning organizations. Sequencing of the 

topics in this order allows for an understanding of teamwork and the importance of 

organizational learning, which can benefit the organization. 

Teams and Teamwork 

Across the literature researchers agreed that organizations are changing to team-based 

approaches to work and moving away from traditional hierarchical work structures (Boyer & 

Crockett, 1973; Burke, Wilson, & Salas, 2005; Cacioppe, 1999; Cohen & Bailey, 1997; Holmes, 

2010; Mohrman & Quam, 2000; Woodfield & Kennie, 2008). The education sector is no 

exception; therefore, the first part of this literature focuses on teamwork to define and explore the 

elements and phenomena of teams and teamwork, specifically looking at higher education. 

Defining teams and teamwork 

For the purpose of this literature review, it is important to state both the definitions of 

team and teamwork as they pertain to the reality of the RT team. There is a consensus among 
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scholars that the definition of team involves two key factors (a) the presence of a common goal 

and (b) accountability among team members (Burchell & Robin, 2011; Burke et al., 2005; 

Johnson & Johnson, 2003; Langton, Robbins, & Judge, 2011; Katzenbach & Smith, 1993; 

Parker, 1990). For the purpose of this inquiry, Senge’s (2006) quintessential definition of team 

was helpful. Senge (2006) described being part of a great team as  

a group of people who functioned together in an extraordinary way – who trusted one 
another, who complemented one another’s’ strengths and compensated for one another’s’ 
limitations, who had common goals that were larger than individual goals, and who 
produced extraordinary results. (p. 4) 

In contrast, I found a great variation in the literature in the definition of teamwork. Lencioni’s 

(2005) definition of teamwork was in line with Senge’s (2006) definition of a team and fit well 

into the context of understanding the high level of functionality within the RT team. Lencioni 

defined teamwork as “the state achieved by a group of people working together who trust one 

another, engage in healthy conflict, commit to decisions, hold one another accountable and focus 

on collective results” (p. 147). Different authors drew additional aspects of teamwork into their 

definition, including team leadership (Barwick, 1990; Kuzel, 2011; Langton et al., 2011; Salas, 

Sims, & Burke, 2005), adequate resources (Kuzel, 2011; Langton et al., 2011; Woodfield & 

Kennie, 2008), communication (Kuzel, 2011; Langton et al., 2011; Salas et al., 2005; Taneja, 

Sewell, & Pryor, 2012), rewards (Barwick, 1990; Kuzel, 2011), shared mental models (Salas et 

al., 2005; Senge, 2006), and collegiality (Barwick, 1990; Hargreaves, 1994, 2001). In the setting 

of education, I believe that collegiality plays a large roll in teamwork and accomplishments. 

Collegiality 

Kelchtermans (2006) described teacher collaboration as being closely related to 

“collegiality” (p. 220). Although closely connected, in the education setting, the terms 

collaboration and collegiality are not identical. Kelchtermans described collaboration as a 
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“descriptive term, referring to cooperative actions” (p. 221), while “collegiality refers to the 

quality of the relationships among staff members in a school” (p. 221). Although the term 

collaboration is used widely in the SHS, I found the term collegiality to be more suited to the 

observed behaviour of the RT team. Kelchtermans went on to say that collegiality carries with it 

“a positive value” (p. 221) and described relationships as “supportive, stimulating, rewarding, 

equal/democratic” (p. 221) among equals. Finch (2011) described collegiality as a “sense of 

community and shared responsibility in a college or university” (p. 83), where open 

communication in relationships makes the community possible. Finch posited the aspects of 

collegiality include “sharing information about teaching strategies and research projects” (p. 83) 

and working together as a team. He went on to say that members of an academic community, 

including faculty, students, administrators, and other college or university staff, benefit from a 

sense of intellectual community as a result of collegiality (Finch, 2011). In support of 

collegiality, Cipriano and Buller (2012) discussed the inability of higher education institutes to 

meet current challenges when “actions of any individual faculty member are divisive, 

uncompromising, or inflexible” (p. 46). Additionally, these authors posited that relationships and 

interactions, collaboration in achieving common goals, respect, assumption of equitable 

responsibility, and consensus-based decision making that lead to collegiality are the “cornerstone 

of professional work” (Cipriano & Buller, 2012, p. 46). 

Recently, researchers have begun to look at collegiality amongst health care faculty in 

higher education institutes. In a literature review of studies conducted over the past 40 years, 

Romig, O’Sullivan Maillet, and Denmark (2011) concluded coworker relationships were a 

common theme in job satisfaction. Olsen and Sorcinelli (as cited in Romig et al., 2011) stated, 

“Few areas of academic life are more central than collegiality and working in a community of 
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scholars” (p. 9). Harrison (1996) found that social supports in career satisfaction, specifically 

collegiality, played an essential role for the “faculty’s sense of well-being” (p. 1215). Gappa, 

Austin, and Trice (2005) discussed five essentials of faculty work, which they wrote “are built 

upon a foundation of respect” (p. 5). The authors explained the importance of respect as follows: 

“Respect, or the basic human valuing of each and every faculty member, is at the core of any 

reciprocal relationship. Only when the academic environment respects each and every faculty 

member will institutions and faculty members fully benefit” (Gappa et al., 2005, p. 5). In 

addition, Gappa et al. (2005) listed five essentials of faculty work: employment equity, academic 

freedom, balance and flexibility, professional growth, and collegiality and community 

involvement (pp. 5–6). 

Gappa et al. (2005) referred to collegiality and community involvement as “opportunities 

for faculty members to feel part of a mutually respectful community of colleagues who value 

their contributions to the institution and feel concern for their well-being” (p. 6). Examples 

provided included participation in decision making and communication from leadership that 

contributions from faculty members are valued. Although Gappa et al. did not specifically speak 

to health care faculty, Romig et al. (2011) suggested that trends reported in the allied health 

literature—those being positive professional relationships, mentoring opportunities, student 

relationships, and sense of community—could align with Gappa et al.’s definition of collegiality. 

In contrast, Cipriano (2011) wrote, “Discord and a lack of collegiality have long existed 

within academic life” (p. 48), adding that “the lack of civility currently permeating institutions of 

higher education appears to be at an extremely high level” (p. 48). Clark, Olender, Kenski, and 

Cardoni (2013) explored incivility between faculty members in academic environments, which 

they found to be “a commonplace and frequently ignored phenomenon” (p. 214). Clark (2009) 
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defined academic incivility as discourteous speech or behaviour that violates the norms of 

mutual respect in the learning environment (p. 194). Clark further defined incivility between 

faculty in education as “rude or disruptive behaviour which may result in psychological or 

physiological distress for the people involved and if left unaddressed, may progress to 

threatening situations or escalate into hostility” (p. 194). Adding to this, Cipriano and Buller 

(2012) suggested a “lack of professionalism, rudeness and general toxicity” (p. 48) were 

characteristic of a lack of collegiality. While not an exhaustive list, factors contributing to faculty 

incivility included stress, unmanageable workloads, unclear roles and expectations, 

organizational conditions, increasing technological demands, lack of conflict management skills, 

or a combination of factors (Clark et al., 2013, p. 212). In their research, Clark et al. (2013) 

determined resistance to change, failure to perform share of workload, and distracting others by 

using media devices during meetings (p. 215) as frequently occurring uncivil behaviour. The 

authors suggested that these behaviours can have a “devastating impact on relationships as well 

as the organization at large” (Clark et al., 2013, p. 215). Failure to address the behaviour 

consisted of fear of retaliation, lack of administrative support, and lack of clear policy to address 

uncivil behaviours (p. 215). 

Of collegiality, Bulger and Bulger (1992) wrote, 

The core challenge to collegiality at both the profession wide and university-wide level 
becomes the challenge to develop the basis for and the mechanisms by which to bring 
about a meaningful sense of community, a discovery and iteration of the shared core 
values, and a behaviour change based upon a perception of the importance of living up to 
those shared values, while maintaining what we have attained and consolidating the 
progress already made. . . . It will require courage to question and to change the basic 
assumptions on which so many of our daily activities are based. (p. 307) 

Although individuals within teams and organizations can be encouraged to embrace the 

idea of collegiality, it is up to individual teams to build this sense of community. The literature 

review suggested that when collegiality is present, the results would lead to an increased quality 
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of relationships, strengthening of the team, and greater results. From my observations discussed 

in Chapter 1, I believe collegiality exists within the RT team. 

Advantages and challenges of teamwork in higher education 

The advantages of teamwork in organizations have been demonstrated in a variety of 

studies (Burchell & Robin, 2011; Hargreaves, 1994; Johnson, 2003; Katzenbach & Smith, 1993; 

Kouzes & Posner, 2012; Senge, 2006; Sparks, 2013). Langton et al. (2011) discussed advantages 

including greater efficiency and effectiveness, which they noted are becoming more important in 

organizations. Teams provide the ability to “quickly assemble, deploy, refocus and disband” 

(Langton et al., 2011, p. 182), allowing for greater flexibility and responsiveness to changing 

events than traditional departments or groups. In regards to higher education, Hargreaves (1994) 

stated that increasing efficiency “eliminates duplication and removes redundancy” (p. 245) and 

enhancing effectiveness “improves the quality of student learning by improving the quality of 

teacher’s teaching” (p. 245). Further, Sparks (2013) wrote, “Well-functioning leadership and 

teaching teams are essential to the continuous improvement of teaching and learning . . . [this] is 

particularly true when schools have clearly articulated, stretching aspirations for the learning of 

all their students” (p. 28). High-functioning teams have the ability to “strengthen leadership, 

improve teaching and learning, nurture relationships, increase job satisfaction, and provide a 

means for mentoring and supporting new teachers and administrators” (Sparks, 2013, p. 28). 

Recognizing that reluctance to the idea of teams and teamwork exist (Katzenbach & 

Smith, 1993), especially in the context of higher education, made this an important area to be 

explored. Boyer and Crockett (1973) wrote, “There is a low degree of task dependence among 

groups and between individuals. Departments and colleges tend to go about their activities in 

relative isolation from other units except on issues related to budget and schedule” (p. 343). 
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Often, continued Boyer and Crockett (1973), “individual faculty design, conduct and evaluate 

their teaching without extensive consultation from colleagues, fostering an organizational pattern 

which is more like a collection of individuals than an integrated team working toward a common 

set of educational goals” p. 343). 

Katzenbach and Smith (1993) explained three reasons for resistance to a team approach: 

(a) lack of conviction (belief that teams are a waste of time); (b) personal discomfort and risk 

(fear of getting along with others, wasting time, fear of speaking up, dependence on others); and 

(c) weak organizational or performance ethics (need for clear goals, equally clear mandates, 

commitment from the top). Research conducted by B. Johnson (2003) revealed perceived 

advantages of collaborative teaming as increasing moral support and morale and providing 

opportunities for teacher learning (pp. 343–344). However, B. Johnson’s study also revealed 

work intensification and loss of autonomy as disadvantages and echoed Katzenbach and Smith’s 

(1993) findings of interpersonal conflict and factionalism as disadvantages of collaborative 

teaming (Johnson, 2003, pp. 346–348). B. Johnson’s research examined four educational 

institutes and suggested school reform during the study played into the micropolitics at the time 

(p. 349). 

Although the RT team includes diverse faculty within the college with areas of specialty 

and function well together, ego and diversity play a role in team dysfunction in the health care 

setting. In the case of health care professionals, the component of ego can work against the idea 

of teams. In health care, institutions have “organizational structures” (Brooks, 2000, p. 445) in 

place that “preserve hierarchical ego systems” (p. 445) that operate independently and inhibit 

teamwork. Mitchell, Parker, Giles and White (2009) conducted research that examined diversity 

in the composition of interprofessional health care teams; the authors found that health care 
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professionals tended to “operate in uniprofessional silos and attempts to share knowledge across 

professional borders [were] often unsuccessful” (Mitchell et al., 2009, pp. 3-4). Mitchell et al.’s 

review of the literature also showed that “collaboration across professions or other job-related 

boundaries” (p. 4) could lead to “negative emotions, information withholding, conflict and poor 

team outcomes” (p. 4). Implication of poor team outcomes included “poor staff satisfaction, 

conflict between professions, . . . inefficient use of resources, duplication, and fragmentation” 

(Mitchell et al., 2009, p. 4). 

Recently, researchers have shown a growing interest in health care professionals and their 

collegiality or way of being together. Although it was not within the scope of this literature 

review to fully explore the professional collegiality in the health care setting, evidence supports 

the need for interprofessional education to promote teamwork in health care education and 

practice (McNair, Brown, Stone, & Sims, 2001) and to support interprofessional learning to 

contribute to collaborative practice and better patient care (Hammick, Freeth, Koppel, Reeves, & 

Barr, 2007) beginning with professional collegiality in the education setting. 

Also mentioned in the literature with regards to challenges of teams are the dangers of 

groupthink (Esser, 1998: Janis, 1971; Woodfield & Kennie, 2008) and “harmful rivalries 

between individuals” (Woodfield & Kennie, 2008, p. 401). Fullan (1993) described groupthink 

as the “the uncritical conformity to the group, unthinking acceptance of the latest solution, 

suppression of individual dissent” (p. 82). Hambrick (1995) noted these “deficiencies . . . prevent 

success” (p. 1) and impede adaptability in a changing environment. 

Building effective teams 

Team members require the ability to coordinate and cooperatively interact with each 

other to facilitate task objectives with a shared understanding of the team’s resources, the team’s 
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goals and objectives, and the constraints under which the team works (Salas et al., 2005, p. 562). 

When developing shared mental models, trust and engagement in closed-loop communication 

will provide a mechanism to cultivate effective teamwork (Salas et al., 2005). Lencioni (2005) 

echoed this when he stated the following must be in place for teams to function: teams must trust 

one another, engage in healthy conflict, commit to decisions, hold one another accountable, and 

focus on collective results. Building on this, Holmes (2010) echoed several of Lencioni’s 

suggestions in forming a successful team and recommended teams 

develop goals and plans, enhance communication among members, develop and maintain 
positive relationships among members, solve problems and make decisions on a timely 
basis, successfully manage conflict, facilitate productive meetings, clarify roles for team 
members, operate in a productive manner, exhibit effective team leadership, [and] 
provide development opportunities for team members. (p. 180) 

Additionally, Katzenbach and Smith (1993) encouraged leaders to foster team development 

through routine engagement in “collective processes that offer insights into [a team’s] working 

patterns, which allow the taken-for-granted assumptions about the way the team works to be 

discussed and which ultimately can lead to team-development processes that can enhance team 

performance for the benefit of the whole higher education institute” (p. 414). 

The combination of tremendous growth in terms of student enrolment numbers and 

increased faculty workload hour demands places increased pressures on individuals and team 

members, which can lead to burnout and stress (Gappa et al., 2005; Hargreaves, 1994; Kuzel, 

2011; Maslach, Schaufeli, & Leiter, 2001). These factors, combined with the recent budgetary 

cuts and issues surrounding job security, influence teams members’ ability to work together and 

collaborate within the organization (Gappa et al., 2005; Salas et al., 2005). In addition to the 

challenges of the organization, there is a component of collegiality in higher education that also 

plays into the functioning of teamwork. Understanding the definitions of team and teamwork, the 
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role of collegiality, the advantages of teams, and their significances to an organization informed 

this section of the literature review. 

Learning Organizations 

This section of the literature review draws in elements unique to the learning organization 

in the context of higher education institutes. This key area was reviewed prior to the conduct of 

this research to recognize the elements of a learning organization, better understand how 

organizations learn, and to better articulate recommendations in a manner suitable for having the 

greatest impact on affecting change in the organization. The review of this literature provided 

insight into learning what the RT team and the SHS are doing well as a learning organization and 

helped me to understand how my recommendations may contribute to positively impact the 

organization. Boyce (2003) wrote, “Examining assumptions, changing values and assumptions, 

and acquiring and practicing new competencies are aspects of successful organizational learning 

as well as aspects of organizational change” (p. 125). 

Origins of learning organizations 

The model of learning organizations dates back to ancient times with the early example 

of Cyrus the Great, who Forbes and Prevas (2009) likened to Warren Buffett, John Cambers of 

Cisco Systems, and Rupert Murdoch (pp. 27–33), as he recognized that “complacency 

sometimes makes people so comfortable with traditional ways that they are blind to the 

advantages that can come with change” (p. 25). In their study, Gronhaug and Stone (2012) 

argued and presented support for a perspective that “learning organizations have existed for over 

100 years” (p. 261). Several authors within the study recognized the Bessemer furnace, railroad 

industry, the advancement of the Wright Brothers technology, as well as the invention of the 

McDonnell Douglas DC-3 as learning organizations (Gronhaug & Stone, 2012). 
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In modern times, Peter Senge (2006) is credited with the concept in the business model 

defining learning organizations as those in which “people continually expand their capacity to 

create the results they truly desire, where new and expansive patterns of thinking are nurtured, 

where collective aspirations is set free, and where people are continually learning how to learn 

together” (p. 1). In order for learning to take place within organizations, employees must be 

willing to change. As this inquiry used action research methodology, which I discuss in depth in 

Chapter 3, I found Kurt Lewin’s (as cited in Goodstein & Burke, 1991) three-step process of 

unfreezing, moving, and re-freezing to be an appropriate subject to explore in this change 

process. According to Lewin (as cited in Goodstein & Burke, 1991), “The first step of any 

change process is to unfreeze the present pattern of behaviour as a way of managing direct 

resistance to change” (p. 10). The second step, movement (sometimes referred to as change), 

“involves making the actual changes that will move the organization to another level” (Lewin, as 

cited in Goodstein & Burke, 1991, p. 10), and the third step, refreezing, or the final stage of the 

change process involves “stabilization or institutionalizing these changes by establishing systems 

that make behavioural patterns stable against change” (p. 10). This change can occur at three 

levels: individual, team, and organizational (Boyce, 2003; Goodstein & Burke, 1991; Watkins & 

Marsick, 1993, 1999). Marquardt (1996) explained the three levels as follows: “Individual 

learning refers to changes in skill, insights, knowledge, attitudes and values acquired through 

self-study, technology- based instruction and observation” (p. 4). Team learning covers “the 

increase in knowledge, skills and competences accomplished within groups” (Marquardt, 1996, 

p. 4), and organizational learning represents the “enhanced intellectual and productive capacity 

gained through commitment to and opportunities for continuous improvement across the 

organization” (p. 4). 
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In order for this learning to take place, Senge (2006) suggested five required disciplines: 

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

(pp. 6–10). Explained briefly, Senge (2006) described systems thinking as “a discipline for 

seeing wholes. It is a framework for seeing interrelationships rather than things, for seeing 

patterns of change rather than static ‘snapshots’” (p. 68). Of personal mastery, Senge (2006) 

described the characteristic structures as creative and emotional tension and structural conflict, 

which provide the subtler aspects of “integrating reason and tuition, continually seeing more of 

our connectedness to the world; compassion; and commitment to the whole” (p. 156). Metal 

models were explained as “deeply held internal images of how the world works, images that 

limit us to familiar way of thinking and acting” (Senge, 2006, p. 163). Senge (2006) added, “The 

learning organizations of the future will make key decisions based on shared understandings of 

interrelationships and patterns of change” (p. 190), once learning replaces linear-thinking and 

mental models. Senge (2006) noted that building a shared vision “emerge[s] from personal 

visions. . . . This is how they derive their energy and how they foster commitment” (p. 197). 

Senge (2006) defined team learning as the “process of aligning and developing the capacity of a 

team to create the results it truly desires” (p. 218). Alignment, Senge (2006) stated, “is the 

necessary condition before empowering the individual will empower the whole team (p. 218). 

Senge (2006) described the five disciplines as being 

concerned with a shift in mind from seeing parts to seeing wholes, from seeing people as 
helpless reactors to reacting to the present to creating the future. Without systems 
thinking, there is neither the incentive, nor the means to integrate the learning disciplines 
once they have come into practice. (p. 69) 

Marquardt (1996) considered dialogue a sixth discipline to add to Senge’s (2006) 

requirements of a learning organization. 

Dialogue denotes a high level of listening and communication between people . . . 
requir[ing] the free and creative exploration of subtle issues and the ability to listen 
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deeply to another person while suspending our own views . . . dialogue requires learning 
to recognize patterns of team interaction that may promote or undermine learning. 
(Marquardt, 1996, pp. 4- 5) 

Marquardt added, “Dialogue is the critical medium for connecting, inventing, and coordination 

learning and action in the workplace” (p. 5). 

Higher education institutes as learning organizations 

To better assist the RT team and the SHS, a review of the literature in terms of learning 

organizations in higher education institutes was explored. The role of organizational learning in 

higher education is critical to the successful functioning and sustainability of the organization. 

Several researchers questioned whether educational institutes are, in fact, learning organizations 

(Freed, 2001; Fullan, 1993; Holyoke, Sturko, Wood, & Wu, 2012; Ruben, 2005; Watkins, 2005; 

Watkins & Marsick, 1999). Watkins and Marsick (1999) wrote, “Despite the fact that, in 

principal, schools are ideally suited to be centres of continuous learning and improvement, many 

schools are frozen in bureaucracies that leave those who would change them feeling relatively 

helpless” (p. 78). Freed (2001) added, “Skeptism among faculty, staff, and administrators” 

(p. 16) about the value of a learning organization becomes an obstacle when the mission of 

higher education is to “build knowledge in a variety of fields and improve learning for students” 

(p. 16), not remaining profitable and competitive. Garvin (1993) wrote that, while improvement 

programs are in place as organizations attempt to better themselves, programs fail more often 

than they succeed. Garvin (1993) noted this is because “continuous improvement requires a 

commitment to learning” (p. 78). In her article, Watkins (2005) referred to the work of 

Chickering (2003), who claimed, “Prevailing structures and organizational assumptions make 

institution-wide change extremely difficult in higher education (p. 44). Fullan (1993) believed 

“the secret of growth and development is learning how to contend with the forces of change- 



Enhancing Excellence Through Teamwork    34 

turning positive forces to our advantage while blunting negative ones” (p. vii). Fullan also 

believed that “the future of the world is a learning future” (p. vii). 

Watkins (2005) defined this concept of learning organizations in higher education 

institutes as “an organization that has an enhanced capacity to learn and change” (p. 415) and 

described several dimensions that promote ongoing change and learning in higher education 

institutes: 

• making explicit at the start, the goals, policies and procedures to govern the 

change process and craft or re-craft as necessary; 

• find the right people to gain aliment and momentum for building the new culture 

and transforming the system; 

• contain as many voluntary elements as can be constructed in the change process; 

• ensure an understanding that the leadership for change would be both interactive 

and organic; 

• teamwork is required by change leaders; 

• change leaders would remember that there is no substitute for seeing the change 

effort through to the end goal; 

• proactively manage turbulence; 

• expect and address resistance to change; and, 

• for continuous learning and change to take place, the removal of barriers and 

building of facilitative structures must be in place (pp. 415–419). 

In describing a learning organization in higher education, Watkins and Marsick (1999) 

wrote, 

The learning organization is an organization that learns continually and has the capacity 
to reform itself. It does this through alignment and the collective capacity to sense and 
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interpret a changing environment; to generate new knowledge through shared learning 
and change; to embed this knowledge in systems and practices; and to transform this 
knowledge into new products and services. (p. 80) 

Freed (2001) echoed Watkins and Marsick’s (1999) views and offered that, in order to 

become a learning organization, 

an organization [has] to give its people time and resources to learn about what they do—
whether it be in the form of training, engaging in critical reflection, or gathering and 
considering data—but it must be flexible enough to allow for change. (p. 17) 

Freed (2001) explained this cycle of learning as a an “ongoing feedback loop in which new 

learning takes place about every aspect of the organization and then is applied to make necessary 

changes” (p. 17). Freed offered, “This may sound simple on the surface, but in reality it involves 

nothing less than a complete change in organizational culture” (p. 17), which she explained as 

difficult given the value placed on tradition in colleges and universities. 

While this section of the literature review looked at the macrolevel of learning 

organizations in higher education, it was also important to understand the role of team learning 

and teamwork within the organization. When speaking of team learning in organizations, Senge 

(1990) described the process as “aligning and developing the capacity of a team to create the 

results its members truly desire” (p. 236). Lyle (2012) suggested team learning “provides segue 

between the individual’s commitment to continuous growth and an allegiance to a shared vision” 

(p. 221). Perhaps these descriptions offer insight into the makings of a high-functioning team. 

Teamwork has been shown to promote organizational change, while enhancing the 

capacity for organizational learning (Watkins & Marsick, 1999). B. Johnson (2003) conducted a 

study that examined collaborative teaching and learning practices and discovered that, despite 

resistance to the change process, reform in educational organizations was possible, adding that 

moral support, morale, and teacher learning are also perceived advantages of teamwork 

(pp. 343–346). Sparks (2013) added, 
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Schools will improve for the benefit of every student only when every leader and every 
teacher is a member of one or more strong teams that create synergy in problem solving, 
provide emotional and practical support, distribute leadership to better tap the talents of 
members of the school community, and promote the interpersonal accountability that is 
necessary for continuous improvement. Such teamwork not only benefits students, it also 
creates the “supportive leadership” and the process and time for meaningful collaboration 
that enable teachers to thrive and are better able to address the complex challenges of 
their work. (p. 28) 

As Garvin (1993) noted, “In the absence of learning . . . teams repeat old practices” (p. 78). 

Chapter Summary 

An exploration of teams and teamwork has provided insight into the advantages of teams 

and teamwork in higher education and how teamwork can enhance the presence of collegiality, 

learning, and motivation. Emerging in the literature is a connection linking teamwork to the 

enhancement of learning organizations. The next chapter will detail the methodology and inquiry 

approach used for this inquiry. 
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CHAPTER THREE: METHODOLOGY AND APPROACH 

The purpose of this chapter is to detail the methodology and inquiry approach used for 

this organizational leadership thesis, which asked the question: What can be learned from the 

model of a high-functioning faculty team to enhance workplace excellence in the School of 

Health Science? Five subquestions were also used to guide the research: 

1. What are the respiratory therapy faculty’s experiences of a high-functioning team? 

2. What are the strengths and values found in the respiratory therapy faculty that make 

the department a high-functioning team? 

3. What kind of supports would the respiratory therapy faculty like to see in terms of 

team sustainability? 

4. How can leadership in the SHS support other teams in achieving the same cohesion? 

5. What are experiences from the respiratory therapy team that might have utility for the 

college? 

Following the inquiry approach, this chapter describes the project participants and inquiry 

team members. The inquiry methods, including data collection methods, study conduct, and data 

analysis are reviewed, and the chapter closes with a discussion of ethical issues relating to this 

inquiry. 

Inquiry Approach 

Stringer (2007) described action research as having an unexpected aspect of social 

encounters, which are “designed to encourage an approach to research that potentially has both 

practical and theoretical outcomes” (p. xviii). Reason and Bradbury (2008) wrote, “Action 

research is a family of practices of living inquiry that aims, in a great variety of ways, to link 

practice and ideas in the service of human flourishing” (p. 1). Most recently, Brydon-Miller and 
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Coghlan (2014) wrote that the “overall goal of action research as a force for creating positive 

social, political, and environmental change [is] to build strong international relationships that 

bridge these geographic and disciplinary divides” (p. 4). To preview this topic just briefly, 

The power of action research rests in its ability to take on complex systems and 
multifaceted problems without expecting simple answers but with a commitment to 
honoring the knowledge and experience of others and working together to bring about 
positive change. (Brydon-Miller & Coghlan, 2014, p. 5) 

The authors went on to say, action research operates to 

bring together a group of interested participants with a common interest in achieving 
some goal whose work together results in a final product somewhat different from what 
was initially imagined, but more effective and more responsive to the intended user as a 
result of the processes of collaborative development and critique. (Brydon-Miller & 
Coghlan, 2014, p. 8) 

I used qualitative research, which Hoepfl (1997) explained as a way of seeking 

“illumination, understanding, and extrapolation to similar situations” (para. 6). Generally 

defined, qualitative research, in contrast to quantitative research, is “any kind of research that 

produces findings not arrived at by means of statistical procedures or other means of 

quantification (Strauss and Corbin, 1990, p. 17)” (Hoepfl, 1997, para. 6). Therefore, the action 

research methodology fit well, as the use of the RT team was meant to understand and gain 

knowledge of how their team worked through active collaboration with faculty in the SHS. 

Using the cyclical process of “look, think, act,” (Stringer, 2007, p. 8) in this inquiry 

allowed participants to observe, reflect, and act (p. 9) on teamwork within the RT Department in 

the SHS. Through communication and collaboration, this research method and the capacity to 

repeat the cycle, allow participants to “attain viable, sustainable and effective solutions” (p. 21), 

and allow these solutions application in building a workforce of teamwork, team values, vision, 

pride, and engagement. While the initial focus of the research looked at a small department 
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within one school in a college, the action research cycle methodology allows for implementation 

of positive organizational change throughout the organization. 

Rowe, Agger-Gupta, Harris, and Graf’s (2011) organizational action research diagram 

demonstrates the stages of the action research cycle for this thesis (see Figure 2). The “transition 

zone” (Rowe et al., 2011, p. 1), in which the dissemination of findings and recommendations 

take place and plans for action are made as the starting point for the “change intervention cycle” 

(p. 1). 

 

Figure 2. Organizational action research: The readiness-for-action cycle. 

Note. From RRU School of Leadership Studies Organizational Action Research (OAR) (p. 1), by 
W. Rowe, N. Agger-Gupta, B. Harris, & M. Graf, 2012, Victoria, BC, Canada: Royal Roads 
University. Copyright 2012 by Royal Roads University. Reprinted with permission. 
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The campus culture within the SHS and CNA-Q function based on the appreciative 

inquiry (AI) model, developed by David Cooperrider and Suresh Srivastva in the early 1980s 

(Cooperrider & Whitney, 2005), and as such this inquiry was developed with an appreciative 

lens. J. M. Watkins, Mohr, and Kelly (2011) explained AI as a “collaborative and highly 

participative, system wide approach to seeking, identifying and enhancing the ‘life-giving forces’ 

that are present when a system is performing optimally in human, economic and organizational 

terms” (p. 22). The authors further explained that AI is a” journey during which profound 

knowledge of a human system at its moments of wonder is uncovered and used to co-construct 

the best and highest future of that system” (Watkins, et al., 2001, p. 22). There are four key 

phases of an appreciate inquiry cycle: discovery, dream, design and destiny (Cooperrider & 

Whitney, 2005). Cooperrider and Whitney (2005) described the process as follows: 

[Appreciative Inquiry] is a cycle of activity that starts with engaging all members of an 
organization or community in a broad set of interviews and deep dialogue about 
strengths, resources and capabilities (Discovery). It then moves people through a series of 
activities focused on envisioning bold possibilities and lifting up the most lifecentric 
dreams for the future (Dream). From there it asks people to discuss and craft possibilities 
that will guide their future (Design). And finally, it involves the formation of teams to 
carry out the work needed to realize the new dreams and designs for the future (Destiny). 
(p. 15) 

Of AI, Mohr and Watkins (2002) wrote, “The process of studying a phenomenon actually 

changes that phenomenon—in effect creating a new reality during the process of inquiry” (p. 11). 

In identifying a team that demonstrated enthusiasm and passion towards their students, program, 

and each other, the focus of the positive attributes of the RT team allowed the participants in the 

research to explore the possibility of creating change in the SHS to improve teamwork. 

Project Participants 

The participants selected to represent the model of this high-functioning team, as outlined 

in Chapters 1 and 2, were a team of health care professionals within the SHS. I selected these 
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participants for several reasons. Patton (2010) wrote, “The logic and power of purposeful 

sampling lies in selecting information-rich cases for study in depth” (p. 169). Patton went on to 

say, “Information rich cases are those from which one can learn a great deal of central 

importance to the purpose of the research” (p. 169). To elucidate the phenomenon of this high-

functioning team I utilized the strategy of “intensity sampling” (Patton, 2010, p. 171). 

To elaborate further on my choice of the RT team from Chapter 1, the RT faculty 

members were selected due to their contributions not only to their students’ success and to 

success and reputation of the RT program at CNA-Q, but also to their success in increasing the 

scope of practice of RT in the State of Qatar and, therefore, improving the level of care delivered 

to patients. I also selected this faculty due my observations of this team over the past 5 years. Of 

particular interest was their level of pride and engagement in their students, the program, the 

college, and their passion in changing the face of RT in the state. These observations were 

further validated as the research took place. 

All members of the RT Faculty and the Dean of Health Sciences were invited to 

participate in both the interview process and the world café. Of the eight participants invited to 

the interviews, all eight accepted the invitation and participated in the interview resulting in a 

100% sample size of eight participants. 

The RT Department consisted of three female and four male faculty whose estimated age 

range was between 35–45 years of age. As this was a purposeful-intensity sampling (Patton, 

2002, p. 182), the only criterion in selecting these participants was that they were currently in the 

role of faculty within the RT Department. Ethnicity, socioeconomic class, educational level, 

sexual orientation, and so forth were not factors in the participant selection (Glesne, 2011, p. 45). 

Of the seven members, the positions occupied by the respiratory therapists included one lead 
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instructor who also holds the title of Instructional Coordinator for the SHS and instructs in the 

classroom. At the time this research was conducted four faculty were teaching in the clinical 

setting (outside of the college in a hospital setting) and the two remaining were instructing in the 

classroom. The Dean of Health Sciences was invited as an extension of the RT team for her role 

in the overall direction of the programs and leadership position of the faculty. 

The project participants selected for the second method of data collection, a world café, 

consisted of the respiratory therapists, lead instructors from each of the health sciences programs, 

and the Dean and Chair of Health Sciences. The intention of having representation from each 

department and the Dean and Chair of the School was to bring the “whole system into the room” 

(Weisbord & Janoff, 2010, p. 4) to make feasible a “shared encounter with complexity and 

uncertainty leading to clarity, hope, and action” (p. 4). 

“Action research is a participatory process that involves all those who have a stake in the 

issue” (Stringer, 2007, p. 6) and, therefore, it was important to hear from all department members 

in this process. Inviting all RT staff to participate in the world café allowed the staff to share 

their stories and acted as an initial step towards teamwork. All seven members of the RT faculty, 

the lead instructors from each of the health sciences programs and the Dean and Chair of Health 

Sciences were invited to participate in world café. Of the 17 participants invited, six of the seven 

respiratory therapists were in attendance, representing 86%. Six of the eight lead instructors 

attended, representing 78%. The Dean and Chair of Health Sciences did not attend. 

Inquiry Team 

My core team consisted of one Instructional Coordinator from within the SHS and one 

Organizational Program Development Specialist from the Institutional Research, Planning and 

Organizational Development. The core team members assisted me with this research by 
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providing advice on the relevance and wording of questions and letters of invitation; supporting 

the logistics of the data-gathering methods (including observing, assisting in the facilitation the 

world café, taking notes, transcribing); and reviewing analysis of data. Their role also “ensure[d] 

that the outcomes of research [were] trustworthy—that they [did] not merely reflect the 

particular perspectives, biases, or worldview of the researcher” (Stringer, 2007, p. 57). I provided 

my core team full disclosure to the process of the research and collected data. A graphic recorder 

captured the harvesting of data as the group explored what could be learned from the model of a 

highly functioning team to enhance excellence in the SHS. 

Inquiry Methods 

The purpose of this section is to outline the research tools used in this action research 

inquiry to gather the qualitative data. The data collection methods, the study conduct, and the 

data analysis are described in detail in this section. 

Data collection methods 

In designing effective research, Stringer (2007) discussed the importance of the planning 

stage of the research project. Stringer wrote, “One of the major purposes of planning activities is 

to establish a positive climate that engages the energy and enthusiasm of all stakeholders” 

(p. 39). Using the qualitative data-gathering methods of semistructured interviews and a world 

café, I had hoped that an iterative and dynamic relationship between the participants and the 

study’s outcomes would be initiated. 

The interviews 

The first stage of my research consisted of one-on-one semistructured interviews using an 

appreciative stance, and explored the “discovery, dream, and design” (Ludema et al., 2003, 

p. 91) components of the AI model with the intention of learning how the team operates. As AI is 
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directed at engaging people in a particular conversation to appreciate the strength of relationships 

“within and across an organization” (Bright, Cooperrider & Galloway, 2006, p. 287), I wanted 

this to be the starting point for this research. “By focusing through inquiry on that which is life 

giving, that which is energizing, that which is joyful, fun—and amplifying those qualities . . . 

enables systems to transform themselves” (Watkins et al., 2011, p. 121). Using the core 

processes for guiding change, the interviews enabled a focus on the core as a core value, inquired 

into stories of life-giving forces, located themes in the stories for further inquiry, created shared 

images of a preferred future, and asked innovative ways to create that preferred future (Watkins 

et al., 2011, p. 82). From these findings, I identified themes, which served as the framework for 

the second phase of data collection, the world café. 

The world café 

There are seven design principles to a world café. Of interest to me, and the reason I 

chose this as a method of research were (a) the opportunity for the respiratory therapists and 

leadership team (lead instructors and the Dean and Chair of Health Sciences) to be able to 

explore what is happening within the RT team that allows them to function the way they do and 

(b) with the exchange of perspectives, the possibilities of greatly enriching an already highly 

functioning team, the opportunity for new insights to emerge, and a chance for the participants to 

sit down, connect, and have conversations. 

The following seven world café design principles are an integrated set of ideas and 

practices that form the basis of the pattern embodied in the world café process and will be 

explained further in the study conduct section. 

1) Set the Context 
2) Create Hospitable Space 
3) Explore Questions that Matter 
4) Encourage Everyone’s Contribution 
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5) Connect Diverse Perspectives 
6) Listen together for Patterns and Insights 
7) Share Collective Discoveries. (Brown & Isaacs, 2005, p. 40) 

Study conduct 

The interviews with members of the RT Department and the world café, which included 

members of the RT Department and the team leads from the other departments within the SHS 

provided “multiple means of data development [that] can contribute to research trustworthiness 

and verisimilitude, or sense of authenticity” (Glesne, 2011, p. 48). I authenticated the data 

through utilizing these two data-collection methods. The “cognitional operations” (Stringer, 

2007, p. 22) were also addressed for validity through open-dialogue with my Organizational 

Sponsor, inquiry team members, and my personal reflections (Stringer, 2007, p. 27) to ensure I 

remained attentive, intelligent, reasonable, and responsible (Stringer, 2007). 

I piloted the interview with the Clinical Coordinator of the SHS, who prior to accepting 

his current position worked as an RT faculty member. I was hopeful this colleague would 

provide valuable input into the refinement of the interview questions; however, the interview 

questions were solid and no revisions were undertaken. Completing this step eliminated any bias 

and as well validated my observation, from the perspective and experience of a former RT 

faculty member, that indeed I was about to interview members of a high-functioning team. The 

pilot participant provided additional leadership ideas and recommended additional resources for 

me to utilize as I moved forward with the interview portion of data collection. This step also 

provided insight into themes that would emerge and further validated that I was correct in my 

subjective observation of the team functioning of the RT Department. 

The invitation to participate in the interview process was sent through the college email 

April 10, 2014, to the participants (see Appendix D). The e-mail included information regarding 

the research and the timeframe I had set to conduct the interviews. I had individual access to my 
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own account to allow for creation, administration, and access to the data. This allowed me to 

have full control of all aspects of the data retention in conjunction with Royal Roads University 

and CNA-Q policies regarding security, confidentiality, and privacy issues (Royal Roads 

University, 2011). Data gathered from the interviews formed the questions and themes for the 

world café. There were no demographic type questions in the interviews that would have allowed 

participants to be identified. All data were stored electronically on my password-protected 

computer, which was not accessible to anyone else. The anonymous data will be stored for three 

years, at which time it will be permanently erased. 

Between April 14 and 17, 2014, I conducted one-on-one interviews with members of the 

RT Department. This portion of the research was conducted in my office at the CNA-Q. My 

office was set up to allow for a comfortable atmosphere and to ensure privacy. I welcomed the 

interviewee and asked him or her to sign a consent form (see Appendix E); I then read a 

preamble and asked the interviewee to respond to the approved set of questions (see Appendix 

F). I provided each interviewee with the option to take a copy of the consent form with them. I 

took some notes and an audio recording captured the data. I allowed 1 hour for each interview. In 

my calendar, I scheduled a 90-minute block to allow myself 30 minutes following the interview 

to capture my thoughts and reflections prior to my next task. At the completion of the interview, 

the audio recording was sent in a digital format and transcribed by a professional transcriptionist. 

On May 20, 2014, I hosted a world café. Invited to the world café were the RT team, the 

lead instructors from each of the departments in the SHS, and the Chair and Dean of Health 

Sciences (see Appendix G). Again, using AI with the intent of “create[ing] the future . . . 

together” (CNA-Q, 2011, p. 4), it was my hope that the world café conversations would generate 

sharing and learning between the participants. Sullivan (2005) noted, 
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Appreciative Inquiry offers a compelling alternative [to deficit-based thinking] -the quest 
for the best possible situation. In this quest the focus is on possibilities, not problems; 
meaningful involvement of people to enable them to contribute their best thinking; 
attention to learning and generative thinking; collaboration and building trusting 
relationships; and a focus on existing resources and how to make the best use of them. 
(p. 219) 

The world café took place in a large working room on the CNA-Q campus but outside of 

the SHS buildings. The room was transformed into a café with flowers, candles, plants, and 

music to “set the context . . . [and] create [a] hospitable space” (Brown & Isaacs, 2005, p. 40). 

Each participant received a world café menu (see Appendix H), which served as a guide for the 

participants and provided “powerful questions that attract[ed] collaborative engagement” (Brown 

& Isaacs, 2005, p. 40). I provided colourful markers and tablecloths in the form of rolled out 

paper on the tables, which allowed for the participants and a table host to record their thoughts 

and feelings over the 2-hour session. As in the interviews, I asked the world café participants to 

sign a consent form (see Appendix I) prior to taking part in the session. I presented a 7-minute 

long slideshow presentation to explain the purpose of the session (see Appendix J) and 

introduced my inquiry team and graphic recorder. I invited “full participation and mutual giving” 

(Brown & Isaacs, 2005, p. 40) and asked the participants to focus on the core questions. Over the 

2-hour period, the participants had the opportunity to reflect on the past successes of the RT team 

and share stories. They were asked to describe a time when they had worked well together with 

the RT team and then describe why they defined that as a high point in terms of teamwork. The 

world café, again, captured the discovery, dream, and design phases of AI 4-D cycle 

(Cooperrider & Whitney, 2005). Participants were able to “listen together for patterns, insights, 

and deeper questions . . . [to] nurture coherence of thought without losing individual 

contributions” (Brown & Isaacs, 2005, p. 40). The final stage of the world café was the harvest 

phase, in which participants were able to “share collective discoveries” (Brown & Isaacs, 2005, 
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p. 40) to “make collective knowledge and insight visible and actionable” (p. 40). Following the 

world café, my inquiry team and I took approximately 30 minutes to capture our thoughts and 

reflections. The audio recording was sent in a digital format to a professional transcriptionist for 

transcription. 

Storing of the data 

During the period of data collection consent forms, notes, transcripts, flipchart paper, and 

the graphic recording were secured in my office in a locked filing cabinet and handled in a 

confidential manner. Photos of the larger items were taken and downloaded to my personal 

computer. With the exception of the graphic recording, which has become an artifact for the 

SHS, the larger items have destroyed. The memory on the recording devises used have been 

deleted and overwritten. Currently, all data (scanned copies of consent forms, notes, transcripts 

and photos) are stored on one personal, password-protected computer owned by me, the principal 

investigator. 

Data analysis 

Data analysis in the initial portion of the research was based on the transcriptions of 

audio recordings of the interviews. Once I had the transcribed interviews returned, I removed any 

identifiers and gave randomized code numbers to the transcripts. I began my analysis with 

proofreading the transcriptions and ensuring accuracy against the recordings. Boulton and 

Hammersley (2006) posited that a close reading of the initial data involves “looking carefully at 

the data with a view to identifying aspects of them that may be significant” (p. 251). The authors 

also discussed viewing the data through the lens of grounded theory to allow for research that is 

exploratory or discovery-orientated (Boulton & Hammersley, 2006, p. 251). Glesne (2011) 

wrote, “Data analysis involves organizing what you have seen, heard, and read so that you can 



Enhancing Excellence Through Teamwork    49 

figure out what you have learned and make sense of what you have experienced” (p. 184). To 

watch my mental models, I kept this exploratory or discovery-orientated frame open (Senge, 

2006). I read through the material at least twice. Once familiar with the transcripts, I began 

underlining key phrases looking for repetitions and themes. This is known as “pawing” (Ryan & 

Bernard, 2003, p. 88) the texts. I then cut out each quote (maintaining the context in which it 

occurred) and glued the quote on to a large sheet of flip chart paper according to themes 

(question asked) as they appeared in the text, a variation to the suggestion of G. W. Ryan and 

Bernard (2003), who recommend using index cards. At this point I began marking the flipchart 

sheets with different coloured pens as the themes emerged. 

Following the theming, I compiled the transcripts for my core team according to the 

questions asked and asked that they theme the data. We then met to discuss our findings. 

Applying triangulation in the data analysis allowed for enhanced credibility of the study findings. 

Data analysis for the world café was conducted in a similar fashion. Based primarily on 

the transcriptions of audio recordings of the café, I began my analysis with proofreading the 

transcriptions, ensuring accuracy against the recordings and removed any identifiers. I read 

through the material at least twice. I used the paper tablecloth, notes captured by my 

cofacilitators on flip chart paper and the graphic recording, as secondary documents, which 

allowed for a contrast “in some important way with the first . . . to maximize the potential for a 

variety of concepts” (Beasley, as cited in Saldaña, 2009, p. 18). I again used manual coding and 

what Saldaña (2009) termed “splitting” (p. 24) the data, which encouraged careful scrutiny on 

my part to ensure “induction, deduction, abduction, synthesis, evaluation, and logical and critical 

thinking” (p. 28). Once compilation of transcripts and secondary documents was complete (in the 

form of a Microsoft Word document), I began the process of theming followed by a meta-
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analysis of both data from the interview and the world café. Collaborating with my core team, 

organizational sponsor, and thesis supervisor allowed for member checking to validate the 

coding, analysis, and emerging themes (Saldaña, 2009). Following the meta-analysis of the data 

collected from the interviews and world café, I began preparations for the recommendations 

report, which was scheduled for June 23, 2014. 

Ethical Considerations 

In preparation for this research, this inquiry underwent an ethical review with Royal 

Roads University and the CNA-Q to ensure compliance with the 2010 Tri Council Policy 

Statement on Research and Ethics (TCPS 2), a policy developed jointly by the Canadian 

Institutes of Health Research, Natural Sciences and Engineering Research Council of Canada, 

and Social Sciences and Humanities Research Council of Canada to ensure the compliance with 

the three major principles of respect for persons, concern for welfare, and concern for justice 

when conducting research which deals with human subjects. 

Respect for persons 

Respect for persons is a core principle of the TCPS 2 recognizing “the intrinsic value of 

human beings and the respect and consideration that they are due” (Canadian Institutes of Health 

Research et al., 2010, p. 8), including respecting autonomy and protecting those with 

“developing, impaired, or diminished autonomy” (p. 196). The inquiry participants were fully 

informed as to the nature and purpose of research through written and verbal communication. In 

respecting autonomy, I ensured participants understood that participation in the research was 

completely voluntary. Respect for free and informed consent ensured that the participants were 

informed of their right to withdraw on both the invitations and consent forms for the interview 

and world café (see Appendices D, E, G, and I). Participants understood the right to withdraw at 
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any time and their ability to remove all of their data from the study up to the point the interview 

data became part of the world café data (once transcription was received and theming had 

commenced). The world café participants understood they had the ability to withdraw at any 

time, and they were also aware that their comments, if any, would have already influenced the 

group dialogue and would remain as anonymous data. No retraction of anonymous data was 

possible once participation had been completed and their information and data could not be 

withdrawn. 

There were no project participants who reported directly to me as my position was that of 

faculty, nor did any of the participants report to the organizational sponsor. None of the 

participants fell into a vulnerable category as specified in the TCPS 2 (Canadian Institutes of 

Health Research et al., 2010, p. 9). 

Concern for welfare 

Concern for welfare was addressed to protect the welfare of participants. The project 

participants received information in both the invitations to participate in the research as well as 

the consent forms to enable adequate assessment of the risks and potential benefits associated 

with participating in the research. As this inquiry looked at what could be learned from the 

model of a high-functioning faculty team to enhance teamwork within the SHS, there were few if 

any risks associated with participating in this inquiry. If implemented, the recommendations 

from this study could serve to bring about positive organizational change through the benefits of 

teamwork. As mentioned earlier in this chapter, all collected data from this research have been 

stored on one personal, password-protected computer owned by me, the principal investigator. 
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Concern for justice 

One of the risks to be considered when conducting action research within the researcher’s 

organization is that researcher can potentially influence outcomes. Due to the topic of the 

research project and my role in the inquiry, this research project is considered to be minimal risk 

as defined by the TCPS 2 (Canadian Institutes of Health Research et al., 2010). As I was a 

faculty member and had no authority over any of the project participants, I anticipated conflicts 

to be minimal. 

Project participants were given full details concerning the research, had time to 

understand and withdraw from the study, and had my full contact details. Privacy and 

confidentiality agreements were signed by all participants including the organizational sponsor, 

inquiry team members, graphic recorder, and participants (see Appendices E, I, K, and L). 

Chapter Summary 

This chapter discussed action research methodology, the use of interviews and the world 

café, and explored the overarching framework of AI. The rationale for selecting the participants 

was also explained as was the study conduct and data analysis. This chapter concluded with an 

exploration of the ethical issues as an important issue in conducting this inquiry. In the next 

chapter I will present the findings and conclusions as a result of this action research inquiry and 

discuss the scope and limitations of the research. 
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CHAPTER FOUR: ACTION RESEARCH PROJECT RESULTS AND CONCLUSIONS 

This chapter presents the findings and conclusions drawn from the data collected in 

interviews and a world café. The interviews were conducted with faculty from the RT 

Department and Dean of Health Sciences. The world café participants included the RT 

Department faculty as well as lead instructors for each of the departments within the SHS. The 

Dean and Chair of the SHS were also invited to the world café, but were unable to attend. 

Following an examination of the findings, I discuss the conclusions of the data analysis and 

conclude the chapter with a discussion on the limitations of the study. 

This inquiry explored the question: What can be learned from the model of a high-

functioning faculty team to enhance workplace excellence in the School of Health Sciences? The 

following subquestions were also explored: 

1. What are the respiratory therapy faculty’s experiences of a high-functioning team? 

2. What are the strengths and values found in the respiratory therapy faculty that make 

the department a high-functioning team? 

3. What kind of supports would the respiratory therapy faculty like to see in terms of 

team sustainability? 

4. How can leadership in the SHS support other teams in achieving the same cohesion? 

5. What are experiences from the respiratory therapy team that might have utility for the 

college? 

Study Findings 

The research data were generated through the process of individual interviews conducted 

with seven respiratory therapists and the Dean of Health Sciences. The world café was composed 

of six members of the RT Department and seven lead instructors. The knowledge and 
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experiences of team functioning within the RT faculty were explored to answer the research 

questions. The participants were encouraged to share their stories of teamwork and were asked 

how their experiences and knowledge could build better teams within the SHS. There was 

consensus from the leadership team that using the RT faculty as a model to enhance their own 

team functioning could serve to help teams achieve the same cohesion and work together to 

determine a common goal. There was energy surrounding the initiative and the opportunity of 

the world café was welcomed as a starting point to engage in communication, sharing, and 

support in building a better organization internally. As the issues of increased student enrolment, 

increased workloads and decreased budget become the new challenges in fulfilling not only the 

mission, vision, and goals of the SHS, but also those outlined in the Qatar National Health 

Strategy 2030 (Qatar GSDP), the participants welcomed the opportunity to have conversations 

regarding teams and team working. 

Although all participants, including my cofacilitators and graphic recorder signed a 

confidentiality agreement, several faculty staff from the SHS inquired into my research 

following the world café. I received several direct comments indicating that my research would 

contribute to an increase in collegiality, communication, respect, and trust within the department 

teams and SHS. In fact, following the completion of the data-gathering portion of the research, I 

was asked directly in the monthly staff meeting as to how and when the “teamwork initiative” 

would begin. 

Wolcott (as cited in Saldaña, 2009, p. 21) recommended, “Three of anything major seems 

an elegant quantity for reporting qualitative work” (p. 21). Based on his advice, I narrowed my 

analysis to three major findings. The major findings of my research are as follows: 

1. Functionality of the RT team comes from mutual support. 
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2. The RT team is highly motivated to create positive outcomes for their students, the 

program, and the level of respiratory care in the State of Qatar. 

3. The department teams and entire SHS desire enhanced sharing and communication to 

enable collaboration within Health Sciences faculty. 

The findings of this inquiry are based on the actual words of my participants (see Table 

1). These will be presented in quotations or in block-indented form as per the conventions of the 

American Psychological Association (2010) publication manual. As per my informed consent 

process (see Chapter 3), participants will remain anonymous but are identified by a code, with 

participants from the interviews identified as IP01 to IP08 and participants from the world café 

identified as WCP01 to WCP13. 

Table 1 

Themes, Codes, and Findings Generated from the Research 

Themes Codes Findings 

Common goals 
Friendship 
Communication (and) 
Collaboration 
 

Personal Connections Functionality of the respiratory therapy 
team comes from mutual support 

Environment 
Determination 
Common goals 
Student success 
Commitment 
 

Respiratory Therapy 
Values 

The RT team is highly motivated to 
create positive outcomes for their 
students, the program and the level of 
respiratory care in the State of Qatar. 

Formalized communication 
Sharing 
Learning opportunities 
Recognize and celebrate 

Enhanced Two-Way 
Communication 

There is a desire for enhanced sharing 
and communication within the 
department teams and entire School of 
Health Sciences to enable collaboration 
within Health Sciences Faculty 
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Finding 1: Functionality of the respiratory therapy team comes from mutual 

support 

Part of the functionality of the RT team is collegiality among the members and support 

within their team. The respiratory therapists feel supported by both the lead of their team and the 

Dean of Health Sciences to reach their goals. In terms of support, a participant stated, “We 

always have a great [team] lead that way” (IP06). Another participant volunteered, “What I 

aspire to [do] is create in a work environment where people feel empowered” (IP04). During the 

interview process, the respiratory therapists and Dean of Health Sciences were asked to describe 

the qualities that exist within the team that foster enthusiasm, communication, and collaboration 

towards common goals. Participants were also asked what qualities or strengths the team had that 

promotes collaboration, open communication, trust, and synergy. Following the data analysis, the 

top four strengths and values found to be attributes of the functioning of the RT team were: 

common goals, friendship, communication, and collaboration. 

Figure 3 depicts a word cloud, a representation in the form of a visual illustration of the 

sorting, coding, and theming, which I completed and was validated with my inquiry team. The 

larger words are representative of the frequency in which a word appeared in the theming of the 

data from the interview process. The most frequently mentioned value was having common 

goals. The relationships, way of communication, and collaboration within the RT team allow for 

positive teamwork in goal accomplishment. The RT team understands the mission and vision of 

CNA-Q and are committed to the success of their program and the college as a whole. 
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Figure 3. A word cloud representing the study themes. 

Common goals 

While each individual brings diversity in their background to the SHS as a health care 

professional and teacher, the RT team has two major goals with a common cause. As a team, RT 

faculty are committed to (a) focus on student success, which will (b) enable enhancement of the 

level of RT practice in Qatar. 

I think when we’re operating at our best we’ve got a common goal. That would be the 
number one thing . . . we all tend to focus on it in order to get things done. I think we’re 
really good at accomplishing tasks. . . . The discussions are fairly open. The cohesion 
comes from . . . everybody [having] the same motives and the same goals. (IP01) 

An interview participant stated, “Our common goal is our students’ success and their 

registry exam” (IP02). The dual function of this goal is seeing the students as the future of the 

profession. Another participant described an experience of team success in the context of faculty 

working together to improve student success in the national accreditation exams: 
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One peak experience or high point that I’ve had with my RT team has been the success 
on the national exam. When we first got accredited and we started helping students write 
the exam, the results were not stellar. We got together as a faculty and we tackled the 
issue and identified areas for improvement. We spent a lot of time doing this together. 
We all had our strengths and we devised various activities that we could do to try and 
address the issue and the next writing, the students did better. That was directly related to 
us and how were able to take something that was not 100% positive and improve it 
overall. It benefitted our students and I was quite proud of being part of this. (IP06) 

The common goal for the team is nothing less than improving RT practice in Qatar, 

another participant offered, “Our common goal, at the end of the day, is to enhance the practice 

of respiratory therapy in Qatar. We are definitely enthusiastic about that and we put our energy 

into that” (IP08). Another interview participant quantified and indicated, “We all have the same 

goal: This goal of practice of respiratory therapy . . . we have a goal to make it better” (IP03). 

The goals of the RT team are accomplished through the values of friendship, 

communication, and collaboration. Each of these topics is discuss in the following subsections. 

Friendship 

Throughout this research, a common theme within the RT team has been friendship, 

camaraderie, and history. This team works well together and enjoys the relationships, trust, 

honesty, respect, and diversity within the team. Six of the seven members of this team have 

previously worked in the Middle East, and several have made Qatar their home. Every member 

of the team loves their job at CNA-Q and wants to remain a faculty member in the RT 

Department. One participant stated, 

They understand the mission and they are happy with their jobs . . . they like living and 
working in Qatar and they like teaching at the school . . . they’re vocal about that, they 
say it out loud [the SHS is a good place to work], which I find is really endearing . . . If 
they don’t like it, they probably wouldn’t be staying because I think there would be 
almost that kind of integrity with [them]. (IP04) 

The RT team is well established as a tight knit group, with some members having known 

each other from working in various locations in the Middle East over the past 18 years. While the 
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lead instructor has been at CNA-Q the longest (8 years), there are several members who have 

been with the college for 5 years, and a few a little less. The team socializes outside of the 

workplace and have open communication within their relationship. Camaraderie and collegiality 

are evident. The newest participant, who did not have any history with the other team members 

previously, reinforced the strength of the team by stating, 

Right from the very beginning I felt like I knew these people. I was very comfortable 
right from the get-go. I didn’t feel like I was out of place. It just seemed very natural . . . , 
transitioning into a new culture and to a new position. In each and every aspect it was a 
big transition for me, leaving home, leaving family, my first experience in the Middle 
East. This has been a big step and a big leap of faith, but I thank [the RT team], for 
making my experience so far, I’ll just say an overall very positive experience. . . . I’m just 
very thankful that they were the team that I came to work with. 
 It could make or break you, given all the other challenges you’re taking, and the 
emotions and everything else that you’re dealing with in making that step [of 
employment overseas]. . . . It felt like I knew these people from day one, like I knew 
them for years. They weren’t strangers that I was coming to work with. I guess that’s 
really the best way to put it. Each and every day I find peak experiences, just the little 
things. There’s that communication, there’s that collaboration, that kind of thing. (IP05) 

Communication 

The RT team has established clear, effective open, two-way communication. During the 

data-collection process of the world café, it was evident that the channel of communication is 

open and the members of the RT team encouraged each other to freely express their ideas, 

opinions, and feelings. Thomas, Zolin, and Hartman (2009) identified, “Open communication 

implies that employees are willing to exchange their thoughts and ideas, even if the ideas go 

against the grain of popular opinion” (p. 6). Two interview participants offered the following 

with regards to communication: 

The RT program is completely cohesive. We communicate very effectively. I think that’s 
the biggest thing we have achieved in the RT team. . . .We’re probably more of a team 
than we are seven individuals. We spend an awful lot of time together doing everything 
that we possibly can to enhance anything for the students, whether it’s passing the 
national exams [or] better clinical exposure. We’re always in communication. We have a 
great [team] lead that way. (IP06) 
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That open communication is very, very big, and again, that is critical, it’s vital to any 
organization, operation, team. Not only from the bottom-up [but] top-down, because 
again the one-way communication doesn’t work . . . your thoughts and ideas are 
welcomed. They are well received. (IP05) 

Collaboration 

The RT team participates in several community outreach projects each year that 

contribute to the overall success of their students, program, and enhancement of the profession. 

An interview participant described the collaborative process that took place in the planning of the 

annual Lung Health Day: 

It’s [an] event that takes place every year where the respiratory team comes together and 
we put on an event to highlight the occupation of respiratory therapy, and to improve the 
profile of the college. It’s important for us in that sense. It’s a high point as a team, where 
we came together and coordinated, cooperated to host this successful event . . . the 
collaboration, the cooperation, everyone was committed to the event. We enjoyed 
working with the students to get them involved, inspired, coordinated. (IP08) 

The respiratory therapists shared stories of collaborating during program reviews, the 

accreditation process, and program and exam development, to name a few. Collaboration within 

the RT team has contributed to the success in achieving their common goals. 

Finding 2: The RT team is highly motivated to create positive outcomes for their 

students, the program and the level of respiratory care in the State of Qatar. 

The RT team is highly motivated and committed to the success of their students, their 

program, and the betterment of respiratory care in Qatar. My research supported the observation 

that there are a number of components of intrinsic motivation that are part of the RT team’s 

workplace. There is a genuine camaraderie among the members of the team and a collaborative 

leadership style. Motivation is a fundamental element of what drives this team. Amabile (1993) 

explained, “Employees who feel motivated toward their workplace are likely to be persistent, 

creative, and productive, turning out high quality work that they are willing to undertake” 

(p. 185). The “hygiene factors” (Herzberg, 1966, p. 80) or demotivators of the college, which I 
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discuss further in Chapter 5, create challenges for everyone, but the intrinsic motivators within 

the RT team are what seem to hold things together for them. 

I believe my research demonstrated that there is a link between the extra achievements of 

the team, which leads to increases in their calibre of engagement, and again further increases 

their willingness to engage in extra work activities. The research supports the model of a positive 

feedback loop where an individual (a) completes the nonteaching activities, (b) the nonteaching 

activities allow for achievement of goals, (c) the results satisfy the individual’s intrinsic 

motivation, and (d) this encourages further participation and engagement. 

There was no practice, no practice of respiratory therapy in this country when [the 
respiratory therapy faculty] came, and they look back over what they’ve done and what 
they have managed. To come from that environment to . . . where they probably [have] 
15 or 20 now Canadian certified respiratory therapists in the country, which 5 years ago 
there was zero. To get this program up, get it running, get it accredited, and have 
graduates actually successful in the Canadian Certification Exams is huge. (IP04) 

Finding 3: The department teams and entire SHS desire enhanced sharing and 

communication to enable collaboration within Health Sciences faculty 

Participants were asked what actions could be taken for the future of teambuilding and 

what would make the most difference in enhancing excellence within the program teams, the 

SHS, and CNA-Q. Participants in both the interview and world café indicated a strong desire for 

enhanced sharing and communication at all levels to enhance teams and teamwork. The 

interview and world café provided the opportunity to for the respiratory therapists to share stories 

of their successes, and explore how they, as a team, make their department a place to “learn, 

work and grow” (CNA-Q, 2011, p. 5). Participants agreed that taking time to learn about what 

the RT team is doing could serve as an avenue to provide other teams with a fresh perspective 

and allow for communication and teamwork skills to develop to help other teams remain focused 

on SHS’s vision and mission (Katzenbach & Smith, 1993). The participants felt that more time 
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was required to allow for sharing and communication within their program teams. One world 

café participant stated, “We have the willingness of everyone to do it. We just don’t have the 

time” (WCP09). The participants agreed that sharing and communication would allow faculty to 

(a) recognize and share accomplishments, (b) learning opportunities, (c) actively begin to live the 

strategic plan, (d) give everyone a voice, and (e) provide and receive support in times of 

uncertainty.  

Study Conclusions 

The intention of this research project was to highlight the importance of having a strong 

organization internally in order to weather unpredictable events. In forming the study 

conclusions I separated the findings into further parts and expanded my thinking on each. The 

responses and contributions of the study participants led to conclusions in response to my 

primary research question, which asked: What can be learned from the model of a high- 

functioning faculty team to enhance workplace excellence in the School of Health Sciences? 

Three major overarching themes resulted from the analysis of the data as well as the relevant 

literature: mutual support and collegiality, intrinsic motivation, and open, two-way 

communication. The study conclusions discuss each theme in turn. 

Conclusion 1: The strength of the respiratory therapy team is founded on team 

members’ mutual support for each other 

The RT team has demonstrated mutual support through their professional way of being 

together, which can be described as collegiality. Cipriano and Buller (2012) defined collegiality 

as 

the relationships that emerge within departments and in the manner in which members of 
the department interact with and show respect for one another, work collaboratively in 
order to achieve common purposes, and assume equitable responsibilities for the good of 
the unit as a whole. (p. 46) 
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The RT team accomplishes this collegial behaviour through collaboration, stepping up to serve 

for the good of the team, and communicating respectfully in a professional matter. Their support 

for each other allows for growth and development opportunities, the availability of resources 

necessary to do work and recognition, and appreciation of work contributions. A participant 

confirmed this finding with the following comment: 

I think everyone brings something and we all learn from each other, and it’s just been 
really good . . . the diversity of our backgrounds, and some of us being new to education 
. . . has really helped us a lot in evaluation and standards for the lab component or 
simulation lab. I think that’s really good. (IP02) 

Conclusion 2: The respiratory therapy team’s work together is its own reward 

(intrinsic motivation) 

Intrinsic motivation is recognized as the doing of an activity for its inherent satisfactions 

rather than for some external prods, pressures, or rewards (Ryan & Deci, 2000). Members of RT 

team genuinely care about their work and are energized and challenged in the process of 

ensuring student success to enhance the level of RT practice in Qatar. Their reward is the work 

itself and the job satisfaction. In confirming this conclusion, a project participant made the 

following statement, “I guess the outcome for me is the peak [experience]” (IP02). 

Conclusion 3: The strength of the respiratory therapy team is founded on two-way, 

open communication 

Communication plays a key role in the development of collaboration, collegiality, trust, 

respect, and success in reaching goals. Communication within the RT team allows members to 

express opinions, actively listen, share, and learn. The RT team has developed a common 

approach to communication through weekly e-mails, program meetings, and informal impromptu 

conversations. As a result of this open, clear, two-way communication, the team has been able to 

achieve two outcomes that enhance their functionality: (a) their goal of graduating Canadian 
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accredited respiratory therapists who then practice in the state improving health care delivery and 

(b) they learn from each other. Not only does their learning enhance the student experience and 

model effective team behaviour, but it also keeps the team current with their own practice 

(through sharing education, innovation and best-practices, and their commitment to team 

learning). 

Scope and Limitations of the Inquiry 

I made the decision to study a high-functioning faculty team to learn how a team within 

the SHS could succeed despite the major challenges facing the college and to provide 

recommendations to foster a strong organization internally in order to weather unpredictable 

events. As a novice researcher in action research my limitations may have led to missed elements 

in the inquiry that a more seasoned researcher would have caught. This study is not generalizable 

beyond the college, or even the SHS, but the study did reveal interesting features about the RT 

team, which may be an occupational culture matter. The selection process in choosing the RT 

team may also have contributed to a lack of generalizability. 

Conducting this research at the end of an academic year and during a stressful time 

(current realities of the budgetary cuts) presented challenges. Delivery of the intersession 

semester is 7 weeks long, with many courses running in a double-timed fashion, making it a busy 

and stressful semester for faculty. The faculty members were exhausted from a long, extremely 

busy academic year, and scheduling conflicts did not allow for all invited participants to attend 

the world café. 

The world café was conducted using an Appreciative Inquiry approach to the questions. 

Given the climate, however, during the dream and design phases of the café in the final round of 

conversation, the questions had the impact of derailing the positive focus of the café participants, 
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as the broader scope of using the experience of the RT team to advise the College as a whole, 

was not something the World Café participants were comfortable doing. I had intended for the 

last series of world café questions to focus on what participants wanted more of to encourage and 

support the RT team and the college as a whole. The challenges the college are currently facing 

were reflected in the responses from the participants and the shift in focus to thinking about how 

to help the college refocused the group on current organizational challenges, causing the positive 

focus on the RT team to be lost. Participants shared numerous discouraged comments, and 

despite the attempts of my core facilitation team and me to bring the focus back to the RT team, 

we were unable to do so. During these conversations, however, my choice in having the 

respiratory therapists as a model of a highly functioning team were further validated through 

their behaviours, comments, and unwavering goals of putting students first and increasing the 

level of practice in the country. The RT team conducted themselves according to the world café 

guidelines and continued to contribute in an appreciative way with their focus remaining on 

enhancing their student success and the success of the program. Toward the end of the world 

café, a participant continued to support the intention of the inquiry with the following statement, 

It’s going to be hard to do, especially given the current environment and what’s 
happening, right? If you look around now and see an environment that [is facing 
challenges], it’s not going to happen too easily to get people to buy into to that whole 
effort and approach. If we have the common vision and mission of student success, 
everything will filter up. (WCP06) 

Chapter Summary 

The findings support the observation that the RT team was correctly identified as a high-

functioning team within the SHS. The data analysis identified that their functionality comes from 

mutual support and collegiality, intrinsic motivators, and two-way, open communication. The 

climate of the college presented limitations during the world café even in the setting of using AI. 

In the next chapter I will discuss my recommendations as a result of these findings. 
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CHAPTER FIVE: INQUIRY IMPLICATIONS 

This final chapter provides recommendations for the organization based on my research 

findings, conclusions, and reviewed literature. The inquiry explored the question: What can be 

learned from the model of a high-functioning faculty team to enhance workplace excellence in 

the School of Health Sciences? The following subquestions were also explored: 

1. What are the respiratory therapy faculty’s experiences of a high-functioning team? 

2. What are the strengths and values found in the respiratory therapy faculty that make 

the department a high-functioning team? 

3. What kind of supports would the respiratory therapy faculty like to see in terms of 

team sustainability? 

4. How can leadership in the SHS support other teams in achieving the same cohesion? 

5. What are experiences from the respiratory therapy team that might have utility for the 

college? 

Also discussed in this chapter are organizational implications and implications for future 

inquiry. 

Recommendations for the Organization 

The following recommendations are based on the reviewed literature and research 

findings and conclusions presented in Chapter 4. With the possible exception of one 

recommendation coming from the participants, that being the issue of job security, I believe the 

recommendations are actionable and that implementation is possible. As suggested by the data 

findings, enhancing excellence in the workplace could be achieved with increased support, 

understanding factors for motivation, and enhanced two-way, open communication. The 

implementation of recommendations based on these three key findings could enable greater 
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success of teams, the SHS, and the organization as a whole despite the major challenges facing 

the college. 

The following recommendations, therefore, provide details to foster a strong organization 

internally in order to weather unpredictable events. Through support, motivation, and 

communication, the following recommendations are possible for implementation: 

1. Recognize, celebrate, and share the successes of the RT team. 

2. Identify through further research the intrinsic motivators that the RT team possess and 

share those with other teams in the SHS. 

3. Stay the course with the EHE initiative. 

4. Address the issue of job security. 

I give the gift of listening. 
Asking, I discover more than I knew. 

Meaning emerges from our shared 
Sense of what is and what could be. 

– Nancy Margulies (as cited in Brown & Isaacs, 2005, p. 210) 

Recommendation 1: Recognize, celebrate, and share the successes of the respiratory 

therapy team 

As part of the world café, participants were asked the following questions: How best can 

the college support the respiratory therapy department? How can we build an environment that 

supports and encourages teamwork in the college? Participants agreed that recognition would 

play an important part in “upgrade[ing] team work” (WCP10). 

Cacioppe (1999) wrote, “Rewards are one of the loudest and clearest ways leaders of an 

organization can send a message about what they consider important . . . the way people behave 

is influenced by the way they are measured and rewarded” (p. 322). In agreement, Gross (1995) 

suggested, “One of the smartest things companies can do is to develop a systematic program of 
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recognition of team results . . . or, more exuberantly, as a “celebration” of success” (p. 129). In 

order to achieve organizational success, Cacioppe went on to recommend that recognition 

become an integral part of teamwork. For people to work well together in teams, management 

must set performance goals and reward people as team members. Gross recommended that, in 

order for recognition to be effective, “recognition must be focused on the team whose 

achievements are being celebrated” (p. 134). To convey the importance of the accomplishment, 

time should be taken to recognize and celebrate accomplishments: 

Celebrations are among the most significant way people all over the world proclaim 
respect and gratitude, renew a sense of community and remember shared values and 
traditions. They are as important to an organization’s long –term health as is the daily 
performance of the task. (Kouzes & Posner, 2012, pp. 301–302) 

Currently, recognition is given by way of celebrating achievements through a “brag 

board” in the launch or project room, informal mentions at monthly staff meetings within the 

SHS, and celebrations of successes are spoken of twice a year during luncheons. However, there 

appears to be a disconnect between what the research participants would like in terms of 

recognition and the current practice. One participant offered the following: 

We said we’ve recognized that great teamwork exists in respiratory therapy. Do they get 
congratulations for that? There should be a celebration of great teams and they could talk 
about why their team works so well. Pass that information along to other people. 
(WCP04) 

Gross (1995) suggested, “In designing its recognition programs, management should be 

sure that employees are as enthusiastic about the recognition or reward as the company is itself. 

If they’re not, it can actually be counterproductive” (p. 134). Allowing staff to have a voice in 

the recognition and celebration initiatives will more likely lead to the successes that the 

organization is aiming for through rewards and celebrations. 

From the onset of this research, the theme of sharing was evident as a way to enhance 

excellence in the SHS through teamwork and communication. During the interview process and 
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world café, the respiratory therapists had the opportunity to share stories of their successes, and 

these participants shared with me how they, as a team, make their department the place to “learn, 

work, and grow” (CNA-Q, 2011, p. 5). Taking time to learn about what this team is doing will 

serve as an avenue to provide other teams within the school a fresh perspective and allow for 

collegiality, communication, and teamwork skills to develop to help other teams remain focused 

on SHS’s vision and mission (Katzenbach & Smith, 1995). It is obvious that the RT team 

members have common goals and a common mission. They have accomplished this through the 

“assemble[ance of] a team that has similar goals. That comes from recruiting like-minded 

individuals . . . everybody has the same motives and the same goals” (IP01). “Communication, 

collaboration towards common goals is there” (IP03). Denning (2011) wrote, 

Leaders should exploit every opportunity to bring people together and get them to see 
their common goals and shared values. In fact, every chance encounter is an opportunity 
to build alliances and nurture shared values and purpose. An information lunch, a chance 
meeting in the corridor, a business trip together- all represent opportunities to build a 
sense of communal purpose and discover an interest in pursuing a common goal through 
sharing stories. (p. 170) 

Through recognizing, sharing, and celebrating the successes of the RT team, other teams 

within the school may come to understand how the RT team enables trust, engages in passionate 

dialogue (without fear of conflict), facilitates commitment, holds one another accountable, and 

focuses on their goals to obtain results (Lencioni, 2005). During the recommendation report to 

the executive, the Dean of Health Sciences acknowledged the importance of this 

recommendation and agreed that there was value in sharing. 

Additionally, the sharing of the successes of the RT team, who successfully function well 

despite organizational constraints, could benefit other teams and potentially change the current 

culture of the SHS. Sharing can be likened to learning organizations. Kofman and Senge (as 

cited in Brown & Isaacs, 2005) wrote, “True learning organizations are a space for generative 
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conversations and concerted action which creates a field of alignment that produces tremendous 

power to invent new realities in conversation and to bring these new realities in action” (p. 22). 

Recommendation 2: Identify through further research the intrinsic motivators that 

the respiratory therapy team possess and share those with other teams in the SHS 

It is evident that the faculty in the RT Department are a highly motivated team. Through 

further research, identification of the intrinsic motivators the team possesses should be identified 

and shared with other teams in the SHS. Identifying and sharing what intrinsic motivators the RT 

team possess to help them move forward through challenging times will allow leadership to 

understand factors that need to be in place to motivate faculty. Amabile (1993) wrote, 

“Employees who feel motivated toward their work are likely to be persistent, creative and 

productive turning out high quality work that they willing undertake” (p. 185). Unmotivated 

employees, she continued, “are likely to expend little effort in their jobs, avoid the workplace as 

much as possible, exit the organization if given the chance and produce low quality work” 

(Amabile, 1993, p. 185). Let the RT members share their teams’ experiences, success stories, and 

level of engagement with others in the SHS. 

Herzberg (1959) hypothesised, in his motivation-hygiene theory, that understanding an 

employee’s attitude toward work would lead to an understanding of the employee’s motivation 

to work. During his research, Herzberg discovered that intrinsic factors (achievement, 

recognition, the work itself, responsibility, advancement, and growth) known as motivators were 

related to job satisfaction. The extrinsic motivators (company policies, supervision, relationship 

with supervisor and peers, work conditions, salary, status, security, and mission), known as the 

hygiene factors, led to job dissatisfaction (Amabile, 1993; Ayd, 2012; Bassett-Jones & Lloyd, 

2005; Herzberg, 1986; Langton et al., 2011). Herzberg concluded that job satisfaction and job 
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dissatisfaction were not opposites and, therefore, proposed a dual continuum: the opposite of 

“satisfaction” (Langton et al., 2011, p. 117) is “no satisfaction” (p. 117) and the opposite of 

“dissatisfaction” (p. 117) is “no dissatisfaction” (p. 117). Amabile (1993) summarized 

Herzberg’s motivator-hygiene with the following explanation: 

According to Herzberg, hygiene factors operate primarily as demotivators if they are 
insufficient. He suggests that workers are most satisfied and most productive when their 
jobs are rich in the motivator factors- when the work is interesting. This he proposes can 
be accomplished with job enrichment. (p. 187) 

Through further research, identification of intrinsic factors (motivators) will help to 

determine the applicability of achievement, recognition, the work itself, responsibility, 

advancement, and growth to other teams. For example, the achievement of increasing the 

practice of RT in the State of Qatar is an intrinsic motivator for the RT team. I believe there is a 

link between what is happening with the extra achievements of the team, which leads to 

increases in their calibre of engagement and again further increases their willingness to do more. 

The research supports the model of a positive feedback loop in which an individual (a) does the 

extras, (b) the extras lead to excellence, (c) the results satisfy the individual’s intrinsic 

motivation, and (d) this encourages more. On this theme of doing more, Burchell and Robin 

(2011) wrote, 

Employees in great workplaces often share with us that there is an ethos of giving extra to 
get the job done. Likely, this ethos is an outcome of personal pride, but it also may 
inspire pride to see others share this effort for the good of the team. Team members are 
proud to see each other step up in order to make it happen, whatever it is. And they are 
proud of this quality. (p. 137) 

Several hygiene factors (demotivators) that can lead to job dissatisfaction (such as 

company policies, supervision, relationship with supervisor and peers, work conditions, salary, 

status, security, and mission) were discussed in the world café by the participants, with the main 

concerns being workload issues and job security. There was a clear divide during the world café 
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surrounding the demotivators: faculty of the RT team were more focused on their common goal, 

while the other participants questioned company policies with regards to workload allocation, 

job security, and the mission and vision of the SHS. While the café was conducted using an AI 

approach, it became evident during the world café that the hygiene factors were a source of job 

dissatisfaction for those not in the RT team, and that the RT team is so intrinsically motivated 

that they are able to see past the challenges of the work environment to remain engaged, 

productive, and satisfied with their jobs. 

Exploration of the intrinsic motivators as part of the RT team at CNA-Q is worthwhile, as 

the organization will benefit from determining what role the RT culture plays versus 

circumstances specific to this RT team. There are several possible factors that influence this 

specific RT team, such as increasing the scope of practice in the country and providing a higher 

level of patient care. There may be a link in the professional cultural memory of the RT team 

given the history of the profession and the continued need for advancement and innovation. 

Kacmarek et al. (2009) wrote, “In the early years, RTs [respiratory therapists] were referred to as 

oxygen technicians” (p. 382) and were able to provide a limited amount of treatment. Today, 

respiratory therapists use sophisticated medical equipment to manage and administer mechanical 

ventilation; provide extracorporeal life support to all patient types (neonatal, pediatric, adult); 

perform diagnostics; educate patients; and have become an integral part of the health care 

delivery system (Kacmarek et al., 2009). As health care changes in the future, Kacmarek et al. 

envision “biomedical innovation and evidence-based medicine” (p. 382) requiring a “more 

sophisticated RT” (p. 382). 
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While some motivators may be transferable within the organization, others may be too 

specific to allow for transferability. It would be important to understand these differences before 

attempting change within the broader organization. 

Recommendation 3: Stay the course with the Excellence in Higher Education 

initiative 

Identified in Chapter 4 was the finding that the RT team is highly motivated. It is my 

belief that their high functionality and motivation are related to their accomplishments 

(nonteaching activities), which go above the mandate of the SHS and CNA-Q. The EHE 

initiative provided the framework for leadership to identify the mission critical items outside of 

teaching and learning (nonteaching activities). While the RT team has been able to attain their 

goals, the SHS is now faced with challenges of increased student enrolment numbers and faculty 

workload hours. The support of time allocation to mission critical, nonteaching activities will 

provide the ability for other program teams to achieve the same calibre of functionality and 

recognize their goals. 

There is evidence to suggest a link within this team supporting that excellence is related 

to the nonteaching activities. RT team members expressed pride in going above and beyond the 

mission and vision of the organization. If time allocation is available for nonteaching items, 

those extras activities (outside of teaching and learning) will lead to an enhanced perception of 

team, which will encourage more motivation and enthusiasm, thereby creating a positive 

feedback loop. Employees need to feel supported in participating in nonteaching activities. The 

EHE will provide support for innovation in the core programs, maintenance of professional 

development, and continuation of program development and promotion. 
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During the world café, I asked the participants questions surrounding their 

recommendations to make the most difference to enhance excellence within their teams, the 

SHS, and CNA-Q. The following responses were offered: “We want to focus on the students” 

(WCP06). Another participant clarified this with the following statement: “You also have to get 

ready to face the student . . . if we stop doing the 50 things, things other than teaching 

(nonteaching activities), we’ll free up a lot of time [for teaching and learning]” (WCP02). 

Another participant noted, 

It’d be reasonable to say that the EHE process has been . . . viewed as a good process and 
something else that you would like to do again to help [with workload allocation]. That’s 
[the EHE initiative] something that we’d like to keep, but what we would need more of 
from that process would be a way for those issues of workloads and stuff, for 
implementation to be supported. (WCP10) 

Implementing the EHE initiative will allow for workload hour allocation for both the primary 

mandate of the college, as well as the nonteaching activities. 

Recommendation 4: Address the issue of job security 

The last recommendation coming from the World Café participants was for CNA-Q 

management to address the issue of job security. Job security enhances engagement, as well as 

feelings of value and respect. Realizing CNA-Q does not control employee contracts, it is still 

important to mention that the uncertainty of job security causes stress and affects team 

functionality. This is a complex issue for organizational change given the governance structure 

of CNA-Q (see Appendix B), as the Qatar Project Office in Newfoundland is responsible for 

employee contracts. One world café participant commented, 

Well [if we weren’t] worried about losing our job, we would feel a bit more positive, I 
think. I think everyone would feel this . . . your work ethic may be a little bit . . . valued. 
Feel more valued instead. You don’t feel like, “Well I’m only going to be here for 
another year, so why should I have to do this extra-curricular [non-teaching activity]” just 
for example. (WCP10) 
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Similarly, another participant stated, 

We also said that even if we didn’t have job security, if your position was coming up, if 
you knew earlier in the year and that was taken care of in a more timely manner. That 
people could make plans. (WCP04) 

Lastly, a participant noted, “It is a very stressful time” (WCP11). 

Timely communication of employment status is important to all employees, especially in 

the context of an overseas environment. The project participants felt that with job security (or 

knowledge of job status) the work environment would become less stressful and more positive, 

the work ethic would become even stronger, and they would feel valued and respected as 

employees of the college. The executive of the college agreed and remarked that the topic of job 

security was an issue that impacts team functionality. There was agreement that employees need 

to feel safe and secure in their job.  

Further resources could come from the college to support the RT Department through 

timely communication of employment status. The respiratory therapists felt that with job security 

(or knowledge of job status) the work environment would become less stressful and more 

positive, the work ethic would become even stronger, and they would feel valued and respected 

as employees of the college. 

Inquiry Implications 

The recommendations from this research inquiry have implications for positive 

organizational change. This research inquiry project examined the model of a high-functioning 

faculty team to support organizational change during a challenging time for the SHS. To secure 

organizational commitment to the study findings, I engaged my organizational sponsor who is 

currently the Director of the Institutional Research, Planning and Organizational Development; 

the President of CNA-Q; the Dean of Health Sciences; the leadership team in the SHS; and the 

RT team through face-to-face meetings and e-mails. During the conduct of this inquiry, I was in 
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continuous communication with my organizational sponsor and my core inquiry team members 

to ensure the integrity of the research. Following the meta-analysis of the data from the one-on-

one interviews and the world café, I presented my findings, conclusions, and draft 

recommendations to the President and Dean of Health Sciences (see Appendix M). I obtained 

informed consent to audio record the meeting to capture accurate notes which allowed me to 

sequence the recommendations appropriately (see Appendix N). As an urgent issue arose 

minutes prior to the recommendations report-out, my organizational sponsor was regrettably 

unable to attend and rescheduling the presentation was not an option. The presentation was 

forwarded to my organizational sponsor via e-mail the following day (see Appendix M). The 

action research methodology was explained to the organizational sponsor, President, and 

leadership throughout the process of this research. Rowe et al.’s (2011) organization action 

research diagram (see Appendix B) was shown and explained to ensure understanding of the 

continuous cycle of action research. 

This upcoming academic year will see many changes and competing priorities in light of 

increased student enrolment, increased faculty workload hours, and a significant decrease in the 

budget. As these new challenges become realities, the challenge will be to move forward with 

the implementation of these recommendations to affect positive organizational change. As 

evidenced in the research, faculty members exhibited signs of doubt that this initiative would 

move forward. During the world café, I was asked, “[Are] there going to be any changes from 

this café and your research?” (WCP10). As the participants of this action research inquiry are 

employees of the organization in which the inquiry took place, and the staff invested themselves 

and their time, it will be disheartening and discouraging for there to be no changes as a result of 
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this inquiry. Of implementation of the inquiry recommendations, a participant offered the 

following thoughts: 

[We’ll] keep on modelling effective team attributes and somehow we’ll share our 
successes. [We will] talk about what we’re doing well and spread the news. Whether it’s 
in a Lunch and Learn or other forums, appreciative inquiry in particular, for sharing our 
successes and appreciating [each other]. (WCP10) 

Throughout this inquiry, I was encouraged to pursue the idea of teamwork and 

organizational change and relayed that information to my project participants. The hope would 

be that this inquiry has raised expectations in a manner that there will be follow-up with the 

recommendations. Several positive findings resulted from this inquiry, which I feel would be of 

benefit to other teams in the midst of increased student enrolment, increased faculty workload 

hours, and financial changes. As demonstrated in the findings, the RT team is focused on not 

only achieving the mandate of the organization but also on improving the quality of health care 

delivery through graduating students capable of becoming registered with the Canadian Body of 

Respiratory Care. Despite the challenges within the organization, the RT team remains focused 

on their work, with their main concern being job security. Despite the uncertainty of employment 

issues, however, the RT team remain focused on the work they are trying to accomplish. 

It will be important to continue with the EHE pilot. The participants of the world café 

spent a great deal of time discussing the importance of the EHE initiative. Of the EHE, one 

world café participant offered, 

I have to say overall as a process, that’s really, in 5 years, I think the first time I’ve heard 
leadership listen and get feedback and act on it. I’ve seen it through from the beginning to 
the end, so . . . an attempt was made. (WCP08) 

Another participant stated, “There’s progress being made” (WCP05). The assessment of 

(a) leadership, (b) purposes and plans, (c) beneficiaries and constituencies, (d) programs and 

services, (e) faculty and staff and workplace, (f) assessment and information use, and 
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(g) outcomes and achievements (CNA-Q, 2013, p. 7) were explored in the EHE pilot workshop, 

which allowed for staff in the SHS to voice their priorities for improvement. As part of the EHE 

Assessment Program there is also a self-assessment program for “academic and administrative 

departments” (Ruben, 2005, p. 372). The program provides a “systematic, high-level and 

comprehensive organizational self-assessment based on accepted standards of organizational 

excellence” (Ruben, 2005, p. 372). Prior participants who have participated in the process in 

other higher education institutes reported that defining the standard of excellence contributed “an 

important dimension to the learning process” (Ruben, 2005, p. 372), establishing “practical 

improvement strategies and actions” (p. 373). If leadership undertakes the process outside of the 

SHS, it will be a valuable tool for the organization in producing the desired outcomes of positive 

organizational change. 

The Dean stated that there would value in using a format similar to that of the world café 

to develop a new strategy for staff meetings and encourage the sharing of stories. During the 

recommendation report the Dean added that that she would like to spend more time with the staff 

celebrating successes and allow for conversations outside of the formal agenda driven monthly 

meetings. 

The Dean also acknowledged the outcomes of the EHE pilot referring to the third priority 

for improvement, the “exploration of options to improve the lines of communication at all 

levels” (CNA-Q, 2013, p. 24). The Dean acknowledged the third priority of communication and 

commented that there was value in addressing this recommendation.  

It is my hope that this inquiry will initiate strategies to enhance teamwork at all levels 

within the SHS providing the required supports for continued mutual support, motivation, and 

open, two-way communication. There is recognition across the SHS leadership team that 
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communication and sharing would enhance excellence in an already vibrant and dynamic school 

to enable the continuation of world-class allied health care professional training in the region. No 

cost is associated with this shift in practice. 

Implications for Future Inquiry 

This research study raised several areas for future inquiry. The first area of interest is 

what impact the direct participation of key members of the leadership team has on the outcomes 

of world cafés. Several key members were invited to the world café, but were unable to attend 

due to scheduling conflicts. This phenomenon begs future inquiry to better understand if the 

outcomes are as beneficial in the absence of individuals with change power. The second area of 

interest focuses on inquiry into the benefits and challenges of a homogenous team with the same 

training and same level of practice. Where does innovation come in to play in this sort of 

homogenous team? 

Report Summary 

This action research project examined the model of a high-functioning faculty team with 

the objective of understanding team functionality to assist the organization in succeeding despite 

unpredictable events. Chapter 1 provided the context for this research project and included the 

rational for selecting the RT team as the model of a high-functioning faculty team. Chapter 1 

also introduced the organization and the system within which the team functions. Chapter 2 

explored teams and teamwork from the literature and provided insight into the advantages of 

teams and teamwork in higher education and how teamwork can enhance the presence of 

collegiality, learning, and motivation. A connection linking teamwork to the enhancement of 

learning organizations was also explored. Action research methodology and the inquiry approach 

of one-on-one semi-structured interviews and a world café using the principals of AI were 
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outlined in Chapter 3. The study conduct, data analysis, and an exploration of the ethical issues 

in compliance with Royal Roads University (2011) and the TCPS 2 (Canadian Institutes of 

Health Research et al., 2010) were also discussed. Chapter 4 presented the findings and 

conclusions as a result of this action research inquiry. The identified components of high-

functionality within the faculty team studied were mutual support and collegiality, intrinsic 

motivation, and open, two-way communication. Chapter 5 presented recommendations to create 

change and strengthen teams, beginning with the RT team. The inquiry findings provided insight 

into the model of a high-functioning faculty team, which may be of value to the RT team, the 

leadership team in the SHS, the other program departments within the SHS, and CNA-Q as a 

whole. 

As this inquiry comes to a close, I offer a final thought for teamwork to conclude this 

thesis.  

When it comes to helping people find fulfillment in their work, there is nothing more 
important than teamwork. It gives people a sense of connection and belonging, which 
ultimately makes them better parents, siblings, friends, and neighbors. And so building 
better teams at work can—and usually does—have an impact that goes far beyond the 
walls of your office or cubicle. (Lencioni, 2005, p. 4) 
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APPENDIX A: COLLEGE OF THE NORTH ATLANTIC – QATAR CAMPUS IN 

DOHA, QATAR, IN RELATION TO NEWFOUNDLAND AND LABRADOR, CANADA. 

   

 

[Figure removed due to copyright] 

 

 

Note. From Map Data, Mapa GISrael, ORION-ME, by Basaroft, 2014, Mountain View, CA: 
Google. Copyright 2014 by Basaroft. Retrieved from https://www.google.ca/maps/@28.0522975 
,45.5968416,5z 
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APPENDIX B: GOVERNANCE AND DECISION-MAKING HIERARCHY OF THE 

COLLEGE OF THE NORTH ATLANTIC – QATAR 

   

 

[Figure removed due to copyright] 

 

 

Note. This figure is meant to demonstrate the decision-making authority on key issues. While the 
President and VP of Finance of CNA-Q hold positions on the Joint Oversight Board (JOB), they 
are non-voting members. As well, it is important to note that items listed “above the line” are not 
within control of CNA-Q. This is pertinent in terms of job security, which will be addressed in 
Chapters 4 and 5. 

NL = Newfoundland and Labrador; CNA= College of the North Atlantic; PSC = Public Service 
Commission; CRA = Canada Revenue Agency; SEC = Supreme Education Council; 
MoE = Ministry of Education; G & B & I = Government, business and industry; FT/PT = full 
time/part time; QPO = Qatar Project Office; CNAQ = College of the North Atlantic – Qatar. 
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APPENDIX C: COLLEGE OF THE NORTH ATLANTIC – QATAR STRATEGIC 

DIRECTIONS AT A GLANCE 

   

 

[Figure removed due to copyright] 

 

 

Note. CNA-Q = College of the North Atlantic – Qatar. 
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APPENDIX D: INVITATION FOR INTERVIEWS 

Dear colleague, my name is Joleyne Mayers-Jaekel and this is an invitation to be part of a 
research project that I am conducting in partial fulfilment of the requirement for a Master's 
Degree in Leadership (Health Specialization) at Royal Roads University in Victoria, BC, 
Canada. My credentials with Royal Roads University can be established by contacting Dr. 
Brigitte Harris, School Director at [telephone number], or email: [email address]. 

My research will consist of an interview and a World Café using Appreciative Inquiry. Explored 
will be my inquiry topic, which asks: What can be learned from the model of a high-functioning 
faculty team in the School of Health Sciences enhance workplace excellence? The anticipated 
outcomes will be 1) improved collaboration and communication, respect, teamwork, and 
excellence within your Respiratory Therapy team 2) suggestions and recommendations for teams 
and leadership to take forward for change implementation to maintain or exceed the level of 
functionality organizationally and 3) share findings with the SHS and the Executive Team that 
will be of use to the College. I would like to involve your department to enhance your team 
functioning and to share your successes with the School of Health Sciences and the College of 
the North Atlantic-Qatar. 

In addition to submitting my final report to Royal Roads University, I will also be sharing my 
research findings with the College of the North Atlantic- Qatar. My research findings may be 
used in scholarly articles or conference presentations. 

The information you provide will be summarized, in anonymous format, in the body of the final 
report. At no time will any specific comments be attributed to any individual unless your specific 
agreement has been obtained beforehand. All documentation will be kept strictly confidential. 
Protection of privacy, confidentiality and anonymity will be practiced by the participants, the 
Researcher, Core Team members and Graphic Recorder throughout this process. 

The interview portion of the research is foreseen to take between forty-five minutes to one hour 
to complete and will be conducted room 20.2.26 between Sunday, April 13 and Thursday, April 
17, 2014. The World Café will take approximately two hours will take place in May 2014 in 
room 12.2.12. A light lunch will be served. The final date will be confirmed as soon as possible. 

The study has been approved under the ethics and confidentiality principles established by Royal 
Roads University and the College of the North-Atlantic-Qatar. I have recruited two individuals to 
assist me as members of my core team. Larissa Thurlow and Mary Parrot will be assisting me in 
providing advice on the relevance and wording of questions and letters of invitation, supporting 
the logistics of the data-gathering methods, including observing, assisting, or facilitating the 
World Café, taking notes, transcribing, or reviewing analysis of data to assist me and the College 
of the North Atlantic-Qatar’s organizational change process. I have also recruited Jennifer Wicks 
to participate with the World Café as a Graphic Artist. Her role will be to visually capture the 
content for use in the final stage of my research. There are no risks beyond those of daily life to 
you as a participant in this inquiry. 

The data retention period for the research ends following the completion and acceptance of this 
thesis. All raw data will be destroyed upon my graduation from the Masters of Leadership 
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program. Audio recordings will be deleted and paper transcripts will be destroyed. The graphic 
recording will remain as an artifact of this event and form part of this thesis. 

Interview participants have the right to withdraw at any time and remove all of their data from 
the study, up to the point the interview data becomes part of the second phase (the World Café) 
of the data (transcription received, theming commenced). Past this point, data will influence the 
group dialogue. No retraction is possible. 

You are not compelled to participate in this research project. If you do choose to participate, you 
are free to withdraw at any time without prejudice. Similarly, if you choose not to participate in 
this research project, this information will also be maintained in confidence. 

You will be asked to sign a consent form at the time of your interview indicating informed 
consent. 

To schedule an interview, please contact me at your convenience. 

Please feel free to contact me at any time should you have additional questions regarding the 
project and its outcomes. My contact information is below. 

 

Sincerely, 
Joleyne Mayers-Jaekel 
 
Office: [telephone number] 
Mobile: [cell number] 
E-mail: [email address] 
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APPENDIX E: INTERVIEW CONSENT FORM 

My name is Joleyne Mayers-Jaekel and this is an invitation to be part of a research project that I 
am conducting in partial fulfilment of the requirement for a Master's Degree in Leadership 
(Health Specialization) at Royal Roads University in Victoria, BC, Canada. My credentials with 
Royal Roads University can be established by contacting Dr. Brigitte Harris, School Director at 
[telephone number], or email: [email address]. 

This document constitutes an agreement to participate in my research project, the objective of 
which is to explore how the model of a high-functioning faculty team in the School of Health 
Sciences at the College of the North Atlantic – Qatar can enhance workplace excellence. 

The research will take the form of action research using appreciative interview questions and is 
foreseen to last between forty-five minutes to one hour. In addition to submitting my final report 
to Royal Roads University, I will also be sharing my research findings with the College of the 
North Atlantic- Qatar. Additionally, my research findings may be used in scholarly articles or 
conference presentations. 

Information will be recorded in hand-written format and audiotaped for later transcription. 
Words and/or phrases from our interview may be used, and, where appropriate, summarized, in 
anonymous format, during the second phase of my research, a World Cafe Appreciative Inquiry 
Summit. Words and/or phrases from our interview may be used, and, where appropriate, 
summarized, in anonymous format, in the body of the final report. At no time will any specific 
comments be attributed to any individual unless specific agreement has been obtained 
beforehand. All documentation will be kept strictly confidential. Protection of privacy, 
confidentiality and anonymity will be practiced by the participants, the Researcher, Core Team 
members and Graphic Recorder throughout this process. 

The data retention period for the research ends following the completion and acceptance of this 
thesis. All raw data will be destroyed upon completion of research. Audio recordings will be 
deleted and paper transcripts will be destroyed. The graphic recording will remain as an artifact 
of this event and form part of this thesis. 

Interview participants have the right to withdraw at any time and remove all of their data from 
the study, up to the point the interview data becomes part of the second phase (A World Café) of 
the data (transcription received, theming commenced). Past this point, data will influence the 
group dialogue. No retraction is possible. 

You are not compelled to participate in this research project. If you do choose to participate, you 
are free to withdraw at any time without prejudice. Similarly, if you choose not to participate in 
this research project, this information will also be maintained in confidence. 

This research has been reviewed by Royal Roads University and the Institutional Review Board 
at the College of the North Atlantic-Qatar and conforms to the standards of the Canadian Tri-
Council Research Ethics guidelines and the Supreme Council of Health guidelines for the State 
of Qatar. If you have any questions about this process, your rights as a participant in the study, or 
for copies of the results of this study, please contact Bruce MacRae, either by telephone at 
[telephone number] or by e-mail [email address]. 
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Please feel free to contact me at any time should you have additional questions regarding the 
project and its outcomes. My contact information is below. 

By signing this letter, you give free and informed consent to participate in this project. 

 

Name: (Please Print): __________________________________________________ 

 

Signed: _____________________________________________________________ 

 

Date: _______________________________________________________________ 

 

 

Sincerely, 

Joleyne Mayers-Jaekel 
Office: [telephone number] 
Mobile: [cell number] 
E-mail: [email address] 
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APPENDIX F: INTERVIEW QUESTIONS 

Interview Preamble 

Teamwork 

In today’s challenging and ever-changing higher education system, teamwork is an essential 
ingredient for success. In high performance organizations teamwork fosters collaboration and 
communication, trust, innovation, camaraderie, and results. 

Winning teamwork requires a shared vision, common goals, open communication and full 
participation in planning and decision making. Most people work best in a team environment 
where enthusiasm and team spirit are high, where ideas and information are readily shared and 
where team members collaborate to accomplish common goals. It has been said the results of 
teamwork are greater than the sum of its parts. The synergy that comes from winning teamwork 
adds value to each team members, customers and the organization. 

Interview Questions 

1. Describe a peak experience, a high point for you in terms of teamwork as a member of 
the Respiratory Therapy team at CNA-Q- a time when you felt excited or really proud to 
be part of the Respiratory Therapy team. What was it about the team’s activity that causes 
you to define this as a high point? What is it about your team that enables you to describe 
them as a great, cohesive team? 

Describe what happens within the Respiratory Therapy team when it is operating at its 
best. What is it about your team that enables you to describe them as a great, cohesive 
team? When you think of the teamwork that you have achieved with the RT team, 
describe this experience. 

What conditions allow winning teamwork to emerge? 

2. Tell me about your beginnings as a Respiratory Therapist. How long have you been a 
RT? What attracted you to CNA-Q? Describe one of earliest positive experiences 
working with the RT team. 

3. What qualities exist within your team that fosters enthusiasm, communication and 
collaboration towards common goals? What qualities or strengths does your team have 
that promotes collaboration, open communication and trust and synergy? 

4. What can we do to foster winning teamwork at an even higher and more consistent level 
throughout our organization? How can we take your successes and apply them to the 
School of Health Sciences and the entire organization to create a winning combination of 
communication, collaboration, engagement, pride and trust? 

 



Enhancing Excellence Through Teamwork    97 

APPENDIX G: WORLD CAFÉ INVITATION 

Dear [Prospective Participant], 

My name is Joleyne Mayers-Jaekel and this is an invitation to be part of a research project that I 
am conducting in partial fulfilment of the requirement for a Master's Degree in Leadership 
(Health Specialization) at Royal Roads University in Victoria, BC, Canada. My credentials with 
Royal Roads University can be established by contacting Dr. Brigitte Harris, School Director at 
[telephone number], or email: [email address]. 

This document constitutes an agreement to participate in my research project, the objective of 
which is to answer the question “What can be learned from the model of a high-functioning 
faculty team in the School of Health Sciences enhance workplace excellence?” By participating, 
you will have an opportunity to reflect on past successes of our workplace. Anticipated outcomes 
include 1) improved collaboration and communication, respect, teamwork, and excellence within 
the Respiratory Therapy team 2) suggestions and recommendations for teams and leadership to 
take forward for change implementation to maintain or exceed the level of functionality 
organizationally and 3) share findings with the SHS and the Executive Team that will be of use 
to the College. Involving the Respiratory Therapy team and representation from each 
department, this research looks to enhance and better support the Respiratory Therapy team in 
their team functioning, and share their successes with the School of Health Sciences and the 
College of the North Atlantic-Qatar to create teamwork effectiveness in higher education. This 
portion of my research project will consist of a World Café using Appreciative Inquiry and will 
take approximately two hours. The World Cafe is a large group event that may include up to 
seventeen people. The World Café will take place on Tuesday, May 20, 2014 from 11:30 am – 
1:30 pm at the College of the North Atlantic-Qatar in room 12.2.20. A light lunch will be 
provided. 

This research is authorized by Royal Roads University (RRU) and the College of the North 
Atlantic-Qatar (CNA-Q). The study has been approved under the ethics and confidentiality 
principles established by both RRU and CNA-Q. I have recruited two individuals to assist me as 
members of my core team. Larissa Thurlow and Mary Parrot will be assisting me in providing 
advice on the relevance and wording of questions and letters of invitation, supporting the 
logistics of the data-gathering methods, including observing, assisting, or facilitating the World 
Cafe, taking notes, transcribing, or reviewing analysis of data to assist me and the College of the 
North Atlantic-Qatar’s organizational change process. I have also recruited Jennifer Wicks to 
participate with the World Cafe as a Graphic Recorder. Her role will be to visually capture the 
content for use in the final stage of my research. There are no risks beyond those of daily life to 
you as a participant in this inquiry. 

In addition to submitting my final report to Royal Roads University, I will also be sharing my 
research findings with the CNA-Q Executive Team. My research findings may also be used in 
scholarly articles or conference presentations. 

Information you provide during the World Café will be recorded in a digital format and 
transcribed by an outside third party. The recordings will be supplemented by handwritten notes 
and participants will be asked to capture data on flipcharts. Summary data from the data tables 
will be captured by the graphic recorder to compose visual material creating a graphic recording 
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of the event. The graphic recorder will capture participants ideas and expressions using words, 
images and color in the moment; drawings, writings and note taking will be used to capture the 
“life-giving forces in the system that are the things we want to increase” Watkins, Mohr, & 
Kelly, 2011, p. 22). Where appropriate, 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 your specific written agreement has been obtained beforehand. All recordings 
and summary documents will be kept in the researcher’s office, in a locked filing cabinet. 
Recordings and summary data will be kept until the completion and acceptance of this thesis. All 
raw data will be destroyed upon my graduation from the Masters of Leadership program. Audio 
recordings will be deleted and paper transcripts will be destroyed. The graphic recording will 
remain as an artifact of this event and form part of this thesis. 

Protection of privacy, confidentiality and anonymity will be practiced by the participants, the 
Researcher, Core Team members and Graphic Recorder throughout this process. 

Please feel free to contact me at any time should you have additional questions regarding the 
project and its outcomes. My contact information is below. 

You are not compelled to participate in this research project. If you do choose to participate, you 
are free to withdraw at any time without prejudice. Similarly, if you choose not to participate in 
this research project, this information will also be maintained in confidence. 

If you are able to participate in this World Cafe, please contact me at the email address provided 
below by May 13, 2014. 

Sincerely, 

Joleyne Mayers-Jaekel 

[email address] 
Office: [telephone number] 
Mobile: [cell number] 
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APPENDIX H: WORLD CAFÉ MENU 

 
Brown, J. & Isaacs, D. (2005). The World Café: Shaping Our Futures through 

Conversations That Matter. San Francisco: Berrett-Koehler. 
 
 
 

The World Café is an “innovative yet simple methodology for 
hosting conversations about questions that matter. These 
conversations link and build on each other as people move  
                                           between groups, cross-pollinate ideas, 
                                           and discover new insights into the  
                                           questions or issues that are most 
                                            important in their life, work, or 
                                            community. As a process, the World 
                                            Café can evoke and make visible the  
                                             collective intelligence of any group, 
                                             thus increasing people’s capacity for 
                                             effective action in pursuit of common 
                                             aims.” 
             - Brown and Isaacs (2005) 

 
 
 
 
 
 

 
  
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
“An effective action research method for creating organizational 
commitment and action.” – Agger-Gupta, N. (2007) 
 

 
 

© 2008-2014 Niels Agger-Gupta, Ph.D. 
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L’Apéritif  (10 min) 

 
Overview of the meal 

Your Maître d's to facilitate the World café: 
Joleyne Mayers-Jaekel, Mary Parrott & Larissa Thurlow 

Graphic Recording by: 
Jenn Wicks 

 
L'Entrée  (15 min) 

Questions:  
1. How did you become involved with the Respiratory Therapy 

team at CNA-Q?   
 

2. Tell me about a time when you and the Respiratory Therapy 
group worked well together as a team at CNA-Q in the 
School of Health Sciences, a time when you felt excited or 
really proud to be part of that team? Why do you define this 
as a high point in terms of teamwork? 

 

Le Plat Principal  (20 min) 

Questions:                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                                 
1. Please review  the  themes  from  Joleyne’s  interviews.  Can you 

think of any other values or qualities that are integral to your 
team?  
 

2. What have you learnt about teamwork from the stories told?   
 

3. If you could change one thing to enhance your team, what 
would it be?  What about the School of Health Sciences?  
What about CNA-Q? 

 
 
 
 
 
 

Le Dessert (20 min) 
Questions:  
1. Looking forward one year from now, how best could the College 

support the Respiratory Therapy department?   
 

2. How could we build an environment that supports and encourages 
teamwork in the College?   

 
3. What would you like to see as a result of this research?  What do 

we have a commitment to do?  How will you act on your 
suggestions? 
 

Le Digestif (20-25 min) 

Questions: 
1. What patterns, insights, and deeper questions have you noticed in 

our conversations here today?  
 

2. If our recommendations were completely guaranteed, what would 
our next steps be?  What unique contribution can you make?  What 
actions, if begun today, could ripple out in a way that creates new 
possibilities for the future of teambuilding?   

 
3. How can we make the most difference to enhance excellence 

within our teams, the School of Health Sciences and CNA-Q? 
 
 
 
 
 
 
 
 
 

 
Closing Comments & Next Steps (10 min) 

 
Title graphic by Jenn Wicks at jennwicks.wordpress.com 

 
 
 

 
 



Enhancing Excellence Through Teamwork    101 

APPENDIX J: WORLD CAFÉ INTRODUCTORY SLIDESHOW 

Slide 1: Title Slide 

Welcome to Café Collectif  
A World Café 
Presented by Joleyne Mayers-Jaekel 
With assistance from Mary Parrott and Larissa Thurlow 
And graphic recording by Jenn Wicks 

Slide 2: Why are we here today? 

Thank you for taking time out your busy schedules to attend this World Café! 
This Café is the final stage of my research as I complete my MA in Leadership through RRU. 
While my thesis revolves around organizational development and teamwork, I hope the outcome 
benefits each and every one of you as you continue here at CNA-Q.  
The “Grand Question:” 
What can be learned from the model of a high-functioning faculty team in the School of Health 
Sciences to enhance workplace excellence?  

Slide 3: What is a high-functioning team? 
Team defined: “A team is a relatively small number of people (anywhere from three to twelve) 
that shares common goals as well as the rewards and responsibilities for achieving them. Team 
members readily set aside their individual or personal needs for the greater good of the group” 
(Lencioni, 2005, n.p.). 

Slide 4: What is a high-functioning team continued?  
• Lencioni (2005) describes a team as high functioning when the following conditions are 

present: 
• Trust 
• Harmony (no fear of conflict) 
• Commitment 
• Accountability 
• Results oriented 
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Slide 5 

 

Slide 6: Why a World Café? 

• Café Conversations are an easy-to-use method for creating a living network of 
collaborative dialogue around questions that matter in service of the real work. 

• Café Conversations are a metaphor for enabling us to see new ways to make a difference 
in our lives and work. 

• We already have the wisdom and creativity to confront even the most difficult challenges. 
Given the appropriate context and focus, it is possible to access and use this deeper 
knowledge about what’s important. 

http://www.theworldcafe.com/pdfs/cafetogo.pdf 

Slide 7 

 
http://www.theworldcafe.com/pdfs/cafetogo.pdf 
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Slide 8 

 

Slide 9: References 
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Berrett-Koehler Publishers. 
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http://common.books24x7.com.ezproxy.royalroads.ca/toc.aspx?bookid=12397.  

http://www.theworldcafe.com/pdfs/cafetogo.pdf 
Watkins, J. M., Mohr, B. J., & Kelly, R. (2011). Appreciative Inquiry: Change at the speed of 
imagination (2nd ed.). New York: Pfeiffer. 

Slide 10: Leaving the Café Playlist 

• http://www.youtube.com/watch?v=FIXt2xpc9Cw 
• http://www.youtube.com/watch?v=_0qwwvyoa0U 
• http://www.youtube.com/watch?v=bXsmGSnq3lE 
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APPENDIX K: GRAPHIC RECORDER AGREEMENT 

In partial fulfillment of the requirement for a Master of Arts in Leadership (Health 
Specialization) Degree at Royal Roads University, Joleyne Mayers-Jaekel (the Researcher) will 
be conducting an action research study at the College of the North Atlantic-Qatar to explore how 
the model of a high-functioning faculty team in the School of Health Sciences can enhance 
workplace excellence. The Researcher’s credentials with Royal Roads University can be 
established by contacting Dr. Brigitte Harris, School Director at [telephone number], or email: 
[email address]. 

Graphic Recorder Role Description: 

As a volunteer Graphic Recorder assisting the Researcher with this project, your role may 
include one or more of the following during the World Café AI Summit: observing the World 
Café AI Summit to compose the visual material to create a graphic recording of the event; 
capture participants ideas and expressions using words, images and color in the moment; 
drawing, writing, note taking and transcribing. Following the World Cafe, review of the data to 
assist the Researcher in preparation for the College of the North Atlantic-Qatar organizational 
change process. In the course of this activity, you may be privy to confidential inquiry data. 

Confidentiality of Research Data: 

In compliance with the Royal Roads University Research Ethics Policy, under which this inquiry 
project is being conducted, all personal identifiers and any other confidential information 
generated or accessed by the graphic recorder advisor will only be used in the performance of the 
functions of this project, and must not be disclosed to anyone other than persons authorized to 
receive it, both during the inquiry period and beyond it. Recorded information in all formats is 
covered by this agreement. Personal identifiers include participant names, contact information, 
personally identifying turns of phrase or comments, and any other personally identifying 
information. 

Personal information will be collected, recorded, corrected, accessed, altered, used, disclosed, 
retained, secured and destroyed as directed by the Researcher, under direction of the Royal 
Roads Academic Supervisor. 

Graphic Recorder(s) who are uncertain whether any information they may wish to share about 
the project they are working on is personal or confidential will verify this with Joleyne Mayers-
Jaekel, the Researcher. Joleyne can be reached at the contact information below. 

Statement of Informed Consent 

I have read and understand this agreement. 

________________________ _________________________ ____________ 
Name (Please Print) Signature Date 

 
Joleyne Mayers-Jaekel 
Office: [telephone number] 
Mobile: [cell number] 
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APPENDIX L: CORE INQUIRY TEAM AGREEMENT 

In partial fulfillment of the requirement for a Master of Arts in Leadership (Health 
Specialization) Degree at Royal Roads University, Joleyne Mayers-Jaekel (the Researcher) will 
be conducting an action research study at the College of the North Atlantic-Qatar to explore how 
the model of a high-functioning faculty team in the School of Health Sciences can enhance 
workplace excellence. The Researcher’s credentials with Royal Roads University can be 
established by contacting Dr. Brigitte Harris, School Director at [telephone number], or email: 
[email address]. 

Core Team Member Role Description: 

As a volunteer Core Team Member assisting the Researcher with this project, your role may 
include one or more of the following: providing advice on the relevance and wording of 
questions and letters of invitation, supporting the logistics of the data-gathering methods, 
including observing, assisting, or facilitating an interview or World Café using Appreciative 
Inquiry, taking notes, transcribing, or reviewing analysis of data, to assist the Researcher and the 
College of the North Atlantic-Qatar organizational change process. In the course of this activity, 
you may be privy to confidential inquiry data. 

Confidentiality of Research Data: 

In compliance with the Royal Roads University Research Ethics Policy, under which this inquiry 
project is being conducted, all personal identifiers and any other confidential information 
generated or accessed by the core team advisor will only be used in the performance of the 
functions of this project, and must not be disclosed to anyone other than persons authorized to 
receive it, both during the inquiry period and beyond it. Recorded information in all formats is 
covered by this agreement. Personal identifiers include participant names, contact information, 
personally identifying turns of phrase or comments, and any other personally identifying 
information. 

Personal information will be collected, recorded, corrected, accessed, altered, used, disclosed, 
retained, secured and destroyed as directed by the Researcher, under direction of the Royal 
Roads Academic Supervisor. 

Core Team Members who are uncertain whether any information they may wish to share about 
the project they are working on is personal or confidential will verify this with Joleyne Mayers-
Jaekel, the Researcher. Joleyne can be reached at the contact information below. 

Statement of Informed Consent 

I have read and understand this agreement. 

________________________ _________________________ ____________ 
Name (Please Print) Signature Date 

 
Joleyne Mayers-Jaekel 
Office: [telephone number] 
Mobile: [cell number] 
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APPENDIX M: RECOMMENDATION REPORT PRESENTATION  

Slide 1: Title Slide 

What can be learned from a high-functioning faculty team to enhance workplace excellence in 
the School of Health Science? 

Presented to Dr. Ken MacLeod, Dr. Kelly Saretsky and Mrs. Irene O’Brien 

June 24, 2014 

A thesis in partial completion of Masters of Leadership (Health Specialization) LEAD690 

Slide 2: Agenda 

• About the research 

• Present and review my findings 

• Conclusions 

• Draft recommendations to determine the viability of the recommendations from the 
perspective of CNA-Q leadership. 

Slide 3: The “Grand Question” 

My research asked the question, “What can be learned from a high-functioning faculty team to 
enhance workplace excellence in the School of Health Science?” 

Slide 4 

[Picture of the Respiratory Therapy team] 

Respiratory Therapy Faculty at College of the North Atlantic- Qatar 
Lung Health Day, Hamad Medical Corporation Hospital, Doha, Qatar, 2013 

[Caption of Respiratory Team names from left to right in the photo] 

Slide 5: Methodology 
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Slide 6: Findings from the Interviews 

• Questions were asked using an appreciative stance 

• The RTs were asked to describe a peak experience, why it was a high point and why they 
would describe their team as a great, cohesive team? 

• The RTs were asked to describe what happens within the Respiratory Therapy team when 
it is operating at its best and in terms of teamwork to describe that experience. What 
conditions allow winning teamwork to emerge? 

• The next question was about their beginning as a Respiratory Therapist, how long had 
they been a RT? What attracted them to CNA-Q? And to describe one of earliest positive 
experiences working with the RT team. 

• The RTs were asked to describe the qualities that exist within the team that foster 
enthusiasm, communication and collaboration towards common goals? The qualities or 
strengths the team has that promotes collaboration, open communication and trust and 
synergy. 

• And finally, they were asked what they thought could be done to foster winning 
teamwork at an even higher and more consistent level throughout the organization. How 
can we take their successes and apply them to the School of Health Sciences and the 
entire organization to create a winning combination of communication, collaboration, 
engagement, pride and trust? 

Slide 7: Findings from the Interviews (continued) 

The following “word cloud” represents a visual illustration of the sorting, coding and theming 
which I completed and which was validated with my Core Team. The larger a word appears, the 
more times the theme emerged during the interview process. 

Slide 8 
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Slide 9: The World Café 

 

Slide 10 

 

Welcome to Café Collectif – A World Café 

Slide 11: The World Café 
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Slide 12: The Seven Design Principles of a World Café 

1) Set the Context 

2) Create Hospitable Space 

3) Explore Questions that Matter 

4) Encourage Everyone's Contribution 

5) Connect Diverse Perspectives 

6) Listen together for Patterns and Insights 

7) Share Collective Discoveries 

http://www.theworldcafe.com 

Slide 13: Sharing Collective Discoveries 

The “harvest” 

Slide 14 
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Slide 15: Findings from the World Café 

• Patient, innovative, passionate, dedicated, adaptable, flexible and transparent were 
strengths and values added to the list of attributes of the RT team. 

• “A team doesn’t come together without hard work.” 

• Effective leadership is required 

Slide 16: Findings from the World Café (continued) 

[An image of CNA-Q SHS Crest Ceremony] 

Slide 17 

Research Findings 

Slide 18: Research Findings 

• The Respiratory Therapy team is highly motivated 

• Functionality of the Respiratory Therapy team comes from mutual support 

• There is a desire to succeed 

• The Respiratory Therapy team wants to go even further 

Slide 19 

Recommendations 

Slide 20: Recommendations 

• Share, recognize and celebrate the successes of the Respiratory Therapy team. 

• Identify through further research the intrinsic motivators that the Respiratory Therapy 
team possess and share those with other teams in the SHS 

• Stay the course with the EHE initiative 

• Keep supporting innovation of the program 

• Job security 

Slide 21: And finally . . . 

• What have I learned? 

• What have I questioned? 

• What did I find unique? 

• And what would I do differently? 
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Slide 22 

Viability of Recommendations 

(perspective of CNA-Q leadership) 

Slide 23 
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APPENDIX N: RESEARCH CONSENT FORM – FINDINGS AND 

RECOMMENDATION REPORT 

My name is Joleyne Mayers-Jaekel; as you are aware, I am currently conducting a research 
project in partial fulfilment of the requirement for a Master's Degree in Leadership (Health 
Specialization) at Royal Roads University in Victoria, BC, Canada. My credentials with Royal 
Roads University can be established by contacting Dr. Brigitte Harris, School Director at 
[telephone number], or email: [email address]. 

My research asks the question, “What can be learned from the model of a high-functioning 
faculty team in the School of Health Sciences to enhance workplace excellence?” As the 
concluding part of my action research process, the purpose for this meeting is primarily 
organizational; I will present and review my findings, conclusions, and draft recommendations 
from my research to be able to determine the viability of the recommendations from the 
perspective of CNA-Q leadership. This meeting will then allow me to sequence the 
recommendations appropriately. I seek your informed consent to audio record this meeting. The 
primary purpose for audio recording is for me to keep accurate notes. However, should there be 
particularly relevant or enlightening comments about the findings, conclusions, 
recommendations or next steps during this meeting, I will seek specific written approval from the 
relevant speaker prior to including any such excerpted comment into the conclusion of the thesis. 

This research has been authorized by Royal Roads University (RRU) and the College of the 
North Atlantic-Qatar (CNA-Q). The study has been approved under the ethics and confidentiality 
principles established by both RRU and CNA-Q and conforms to the standards of the Canadian 
Tri-Council Research Ethics guidelines and the Supreme Council of Health guidelines for the 
State of Qatar. 

In addition to submitting my final report to Royal Roads University, the completed thesis will be 
published in the National Archives Canada and on the ProQuest/UMI database. 

As part of the RRU and Tri-Council Research Ethics policies, protection of privacy, 
confidentiality and anonymity are an essential part of my research process, which includes this 
meeting and your participation. The conversation that takes place during this meeting to present 
my findings and draft recommendations from my inquiry would be recorded in a digital format 
and transcribed by a professional transcriptionist. 

However, should it be your wish that no audio record of this meeting should subsequently exist, I 
will need to take notes myself and this will distract from our meeting. As such I would make a 
temporary audio recording which would be delete immediately after I have reviewed and made 
notes of the decisions of this meeting. In this case, no specific comments or quotations will be 
reported in my thesis. With your permission, however, I would like to include a general summary 
of the decisions made at this meeting with respect to next steps for this initiative in the 
conclusion of my action research thesis. This summary would then be approved by my Sponsor 
prior to the finalization of the thesis. 

Please feel free to contact me at any time should you have additional questions regarding the 
project and its outcomes, or the purposes and expectations of this meeting. My contact 
information is below. 
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By signing this letter, you give free and informed consent to allow me to audio-record this 
meeting as an important part of my action research thesis. 

Name: (Please Print): __________________________________________________ 

Signed: _____________________________________________________________ 

Date: _______________________________________________________________ 

 

Sincerely, 

Joleyne Mayers-Jaekel 
Telephone: [telephone number] 
E-mail: [email address] 
 

	


