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Abstract 

 This interpretive phenomenological study used an appreciative inquiry-based methods 

approach to explore how Girl Guides of Canada―Guides du Canada, BC Council could leverage 

its organizational values to communicate and engage its volunteers in a positive change 

management experience. Leader-member exchange theory, network theory, and organizational 

culture theory provided the theoretical framework for data collection and analysis. Seven semi-

structured interviews were conducted. Participants were purposively sampled from former and 

current members of provincial council. The dynamics of how these women experienced change 

within an organization that values the empowerment of women in leadership roles were 

explored. Key themes such as the importance of relationship building, the empowerment of 

members, and the opportunities to make a difference emerged as common values. Understanding 

these values can foster a change experience where the reasons for change are openly 

communicated, members feel like their voices are heard, and feedback is valued in the decision-

making process.    

 

Keywords: change management, organizational communication, internal communication,  

nonprofit organizations, leadership in women, organizational culture 
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Walking the Talk: Leading Change-Related Communications in Girl Guides of Canada– 

Guides du Canada, British Columbia Council 

Organizational change management and change-related communications are becoming a 

normal—rather than rare—activity in today’s organizations. Companies feel compelled to 

change, innovate, grow, and adapt in response to social, economic, and globalized external forces 

(Pietersen, 2002). This is feeding a growing belief that organizations must constantly change in 

order to remain relevant and competitive (Cheney, Christensen, Zorn & Ganesh, 2011). This 

dominant discourse has weaved its way into core values and strategic plans as a way for 

organizations to reinforce their commitment to organizational change (Cheney et al., 2011).  

Girl Guides of Canada―Guides du Canada (Girl Guides) is no different as it implements 

its own change initiatives. One of its priorities, as outlined in the Girl Guides of Canada 

Strategic Plan 2016-2017 (2016), reinforces a focus on organizational changes that enhance the 

effectiveness and efficiency of the organization by “[maximizing] human and financial resources 

and [increasing its] responsiveness to change” (p. 10). In response, the national level, which 

includes the Board of Directors, committees of the Board, Operations Committee, and the 

national office (based in Toronto), has implemented a number of large-scale initiatives to 

institute consistencies in how the organization is managed and run across Canada―working 

towards its goal of restructuring Girl Guides as a single, cohesive organization with a united 

voice. While the strategic direction of Girl Guides is approved by the Board of Directors, staff at 

the national office and the Provincial Commissioners work hand-in-hand to develop the plans 

that support the activities and services that bring Guiding to the grassroots level (Girl Guides of 

Canada, 2017). While the Board of Directors may consult with and request recommendations 

from its committees and provincial representatives, ultimately it is the Board that “[develops] 
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and [monitors] long-term strategic directions to ensure the country-wide vitality and viability of 

Guiding” (Girl Guides of Canada, 2015, p. 19). Recently, the Board of Directors instructed all its 

provincial councils (an appointed leadership body of Guiders that administer the Girl Guide 

program at the provincial level) to communicate and execute significant changes to the 

organizational structure of all its provincial, area and district councils. These changes included a 

policy change to the terms of office for all its elected and appointed volunteer administrative 

leadership positions from the previous three years with an optional two-year extension to a three-

year maximum term. This change greatly impacted the women who volunteered in these 

leadership roles across the organization. Without much advanced warning, many women who 

enjoyed their leadership positions were told they needed to be replaced, and other members were 

left wondering why these changes were necessary in the first place. Effective immediately, there 

was a mass turnover of council positions that required quick succession planning and recruitment 

within a few months of forming the new council model.  

The same strategic plan further states, “[Girl Guides] will position girls and young 

women at all levels in roles of influence and decision-making to advance the organization”  

(p. 11). However, after experiencing the way recent changes have been managed at my own area 

Guiding level (a regional council one step lower than the provincial council), I posit that there is 

an inconsistency between the values Girl Guides promotes through its current branding and 

programs, and the actions of senior leaders to implement and communicate change. I wonder if 

the leaders of our provincial council felt they had an influential role in the decision-making 

process. Furthermore, I wonder how these changes impacted them, and the leadership they 

needed to exhibit in the communication and management of these changes.  



WALKING THE TALK 13 

The intent of this study is to explore how Girl Guides British Columbia (BC) Council can 

leverage its values to communicate and engage its volunteers in positive change management. 

This leads to the primary research question: how can BC Guiders in volunteer leadership roles 

effectively communicate organizational changes on behalf of Girl Guides’ National Board of 

Directors? In order to delve deeper into this research question, these additional sub-questions 

were explored: (a) regardless of how decisions are made at a national level, can communications 

at a provincial level mitigate conflict, and lead to a positive change management experience; (b) 

how do Guiders feel about their experiences with change management at Girl Guides; (c) what 

core values are important to Guiders as they work through changes in the organization, and how 

can these values be incorporated in future change initiatives to better engage members; and (d) if 

it is possible to improve practices, how can Girl Guides encourage its Guiders to be agents of 

change within its own organization?  

Organizational communications and organizational culture theories provided the 

theoretical framework for this research. George Graen’s leader-member exchange (LMX) theory 

was used to examine the interactions between Girl Guide leadership and Guiders, and if these 

interactions have provided effective leadership in Girl Guides’s change management endeavours. 

In the work of Monge and Contractor (2001), network theory offered a way to analyze the flow 

of communications in a group or organization to reveal who communicates with whom. The 

relationships built through formal and informal channels in Girl Guides create connections that 

can influence a Guider’s exposure to and control over information. Additionally, to explore the 

values and culture of Girl Guides and its Guiders, Edgar Schein’s (2010) three levels of culture 

was used to explore and analyze how Girl Guides has maintained and communicated its mission 

of empowering girls and women to be leaders and advocates, and if the perception of these 
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values are aligned or misaligned between the organization and its members. Together, these 

theories have served as the framework to answer the above research questions, and for data 

collection and analysis.  

In this interpretive phenomenological study, through an appreciative inquiry-based 

methods approach, participants were individually interviewed to give voice to their experiences 

in dealing with changes in Girl Guides. Understanding the impacts of change in nonprofit 

organizations, including the impacts to volunteer leaders, will help Girl Guides BC Council 

better leverage its own leadership qualities to encourage Guider participation in future change 

initiatives. As more changes will be announced at a national level, it will be up to Girl Guides 

BC Council to lead its members through those changes. As a nonprofit organization, Girl Guides 

must communicate change in a way that does not negatively impact its volunteers’ enthusiasm to 

be a part of the organization. This is why the communication style and values of the organization 

should be examined to ensure that they align with the expectations of Guiders, with the values 

Guiders want to protect during times of change, and with how they prefer to receive their 

information. Girl Guides has an opportunity to manage and communicate change in a way that 

supports an appreciative leadership model, and advances a feminine leadership approach in 

organizational change management. 

In summary, this research explores how common values such as relationship building, 

empowerment, and the desire to make a difference can be used to foster a more engaging change 

experience where changes are openly communicated, members feel like their voices are heard, 

and feedback is valued in the decision-making process. The discussion established in this thesis 

seeks to contribute to a growing body of knowledge that explores the dynamics of change 

management in nonprofit organizations, particularly how women lead and communicate 
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organizational change in a predominantly female (and in this case all-female) organization. By 

examining the core values that are important to Guiders as they work through change initiatives, 

and exploring effective communication methods, this study aims to provide Girl Guides BC 

Council with a values-based framework that can be used to successfully lead a positive change 

management experience in which Guiders can become engaged change agents within the 

organization. 

Literature Review 

Introduction 

In developing this literature review, I have focused on arguments, ideas, and concepts 

that provided insight into my research question: how can Girl Guides BC Council leverage its 

values to communicate and engage its volunteers in positive change management, especially 

changes on behalf of Girl Guides’ National Board of Directors. In relation to the research 

question, the following literature review will examine these key topics: the impacts of change in 

nonprofit organizations and volunteer leadership with a brief look at LMX theory; 

communications as a primary tool for change management and a review of network theory; and a 

breakdown of Schein’s organizational theory in relation to the culture of women leading women 

in a volunteer organization. In the first section, I will explore the distinguishing features of 

change management in nonprofit organizations, and introduce LMX theory to explain the role 

leaders play in motivating people, such as volunteers, through the process of organizational 

change. This will lead into a conversation about the importance of using effective 

communications as a tool to implement positive and engaging change management. Following 

this, I will outline how network theory can be used to better understand the communication 

networks within organizations that can be used to distribute information, which may impact how 
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volunteers perceive the meaning of messaging about change. The literature review will conclude 

with a summary of feminine leadership styles, and their impact, if any, in a predominantly all-

female organization. Using Schein’s (2010) organizational culture theory, I will build a 

framework to examine the organizational culture of women leading women in a volunteer 

organization. The ideas and concepts summarized above provide important background 

information in framing the organizational and social context that may inform the experiences of 

my research participants. 

Change Management in Nonprofit Organizations and the Influence of Volunteer 

Leadership 

Most organizational change and change management literature focuses on dynamics within 

for-profit/business organizations (Cheney et al., 2011; Men, 2014; Mishra et al., 2014; Oreg & 

Sverdlik, 2010; Pietersen, 2002; Self et al., 2007; Ruck & Welch, 2011). However, not all business 

concepts translate seamlessly to nonprofit organizations. Among the differences between the 

categories is the vital fact that nonprofit organizations often rely on volunteers rather than paid 

staff to lead and complete the work of the organization (Garner & Garner, 2011). The motivations 

between paid staff and volunteers may be different. A volunteer’s pride, respect, and commitment 

to an organization may not be based on a paycheque per se, but rather on more intrinsic rewards 

that come from the perceived importance of the volunteer work and the support the volunteer 

receives from the organization (Posner, 2014). 

In his study of 16 summer camp counselors and 16 architectural firm members, Kahn 

(1990) referred to this concept as psychological meaningfulness, and recommended its use as an 

indicator of personal engagement or disengagement at work: “People experienced such 

meaningfulness when they felt worthwhile, useful, and valuable―as though they made a difference 
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and were not taken for granted” (p. 704). In other words, people felt disengaged in an organization 

when there was a lack of meaningfulness in their roles. Kahn (1990) outlined three factors that 

influenced a volunteer’s perception of meaning in his or her work: (a) task characteristics refer to 

how challenging, varied and autonomous a person’s work is, which gives a sense of competence 

and growth; (b) role characteristics describe the value of the position, and influence a person feels 

in their role; and (c) work interactions describe the rewarding interpersonal interactions people 

have with those they work with in an organization (Kahn, 1990).  Because volunteers exercise a 

choice to belong with a nonprofit organization, when they experience dissatisfaction they have 

“the option to voice their dissatisfaction, to leave the organization, to silently live with the 

dissatisfaction, or to reduce the effort they put into their duties” (Garner & Garner, 2011, p. 816).  

Also key to successful change management is an understanding of what factors drive 

volunteer dissatisfaction. To answer this question, in their study of 151 active volunteers working 

in an animal shelter in the western part of the United States, Allen and Mueller (2013) explored the 

potential causes of dissatisfaction which could lead to volunteer burnout. They conducted an 

online survey and concluded that “volunteer burnout mediates the relationship between two 

potential predictors of burnout (e.g., perception of voice and role ambiguity) and intention to quit” 

(p. 139). According to Allen and Mueller (2013), role ambiguity arises when volunteers are 

uncertain about their role in an organization―what are the requirements of the position? How do 

they achieve success in their volunteer-related tasks? When volunteers are unsure about their roles 

or when roles do not meet their expectations, they may take initiative themselves to seek clarity 

and make up their own definitions to suit their needs and interests. “Role ambiguity can result in 

increased stress, decreased performance, and impaired efficiency” (p. 143). Self-creating meaning 

in their roles takes time and energy which can take away from the achievement of organizational 
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goals. Additionally, how volunteers define their roles may conflict with how the organization 

views their positions and contributions (Allen & Mueller, 2013). 

Research has demonstrated that a volunteer’s commitment to an organization is increased 

when the leader can communicate appreciation, show support, and convey values that match the 

values of the organization; and encourages the expression of ideas towards the benefit of the 

organization (Boezeman & Ellemers, 2014; Camplin, 2009; Garner & Garner, 2011; Pearce, 1993). 

When examining the experiences of participants in my research, the above information will be 

used to frame conversations around their motivations to volunteer with Girl Guides, and their own 

responses to change in the organization. In Girl Guides, leadership positions on councils are held 

by volunteers; therefore, as council members, what influence, if any, do their motivations as 

volunteers have on other volunteers, particularly through times of change? 

Volunteer leaders who in turn lead volunteers often use their influence to motivate others to 

achieve tasks and goals (Camplin, 2009; Posner, 2014). George Graen’s LMX theory focuses on the 

interactions between leaders and followers, and emphasizes that effective leadership is contingent on 

effective leader-member interactions and communications (Camplin, 2009; Cheney et al., 2011). 

“Within an organizational work unit, subordinates become a part of the in-group or the out-group 

based on how well they work with the leader and how well the leader works with them” (Northouse, 

2007). Furthermore, categorization in one group or another depends on how the member involves 

themselves in the organization. Have they taken on additional responsibilities with the leader? Or do 

they only do what is asked? LMX theory examines the relationships created by leaders, and offers 

ways to build trust and respect between leaders and members. Understanding the dynamics between 

leaders, in-groups and out-groups, can help leaders be better messengers to encourage volunteers to 

support and participate in change (Camplin, 2009). This will be a key area for my research as it can 
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inform how Guiders in leadership roles define the leadership qualities that bring about effective 

communications, and frame the conversation about their own experiences as leaders responsible for 

change management in Girl Guides. Knowing these dynamics can help these leaders rally support and 

buy-in for changes in the organization. However, to do this effectively, leaders need to be prepared 

with messaging and reasons why change is occurring in the organization. Without proper coordination 

and transparency in the process, messaging, even from a trusted leader, may fall on deaf ears and 

incite negativity over the change. Communication becomes a crucial tool to manage change outcomes. 

Communication: A Tool to Manage Change 

In an environment of organizational change, internal communication becomes an 

essential vehicle to share information, build relationships, and create organizational culture and 

values with employees (Men, 2014). Men (2014) examined how transformational leaders can 

foster positive internal communications that lead to quality employee-organization relationships. 

She describes transformational leaders as role models who take a genuine interest in their 

colleagues’ well-being by fostering an environment of trust and empowering individuals to make 

decisions. Men (2014) also points out that “communication helps individuals and groups 

coordinate activities to achieve goals, and it’s vital in socialization, decision-making, problem-

solving and change-management processes” (p. 256). However, if change initiatives are not 

communicated effectively and clearly, the actions that follow can create confusion, concern, and 

negative reactions among employees who may have questions relating to the impact of the 

change (Self, Armenakis, & Schraeder, 2007; Pietersen, 2002; Oreg & Sverdlik, 2010). 

Researchers Dennis R. Self, Achilles A. Armenakis and Mike Schraeder (2007) explain that this 

cynicism when change initiatives are introduced can occur if the change leaders are not mindful 

about the human variables that can influence the success of change efforts. However, these 
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human variables can be managed by involving members in the overall decision-making process, 

encouraging upward feedback, and “closing the loop” when concerns are raised by members who 

are affected by change (Axelrod, 2001; Ruck & Welch, 2011). By examining this 

communication shortfall, questions can be raised to explore the opportunities to improve 

messaging and member involvement in future change rollouts. Are there specific communication 

channels and relationships that Girl Guides BC Council can use to create a positive change 

management experience? A look at network theory may yield some insight. 

In the work of Monge and Contractor (2001), network theory is used to analyze the flow 

of communications in a group or organization to reveal who communicates with whom. The 

relationships built through formal networks in the form of established communication channels 

of the organization, and emergent networks in the form of informal channels built through 

personal networks, create connections that can influence an employee’s exposure to and control 

over information (Monge & Contractor, 2001;  Katz, Lazer, Arrow & Contractor, 2004). 

Researchers in network theory have explored a number of properties or “ties” that support these 

formal and emergent networks. Examples of these ties include: (a) Communication ties: who is 

talking and passing along information to each other; (b) Formal ties: organizational structure of 

who reports to whom; (c) Affective ties: who likes whom and who trusts whom; (c) Multiplex 

ties: people may share more than one type of tie; and (d) Strong or Weak ties: relationships 

between family and friends versus casual acquaintances (Katz et al., 2004). By understanding 

these personal, group, and organizational communication networks, change communication can 

be distributed through leaders and relationships that are perceived as trustworthy and credible 

(Mishra, Boynton, & Mishra, 2014; Oreg & Sverdlik, 2010). In relation to my research question, 

identifying these trustworthy and credible relationships within Girl Guides may shed light into 
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how Girl Guides BC Council can leverage these networks to effectively communicate 

organizational changes on behalf of Girl Guides’ National Board of Directors.  

The Board of Directors has implemented a number of large-scale initiatives to institute 

consistencies in how Girl Guides is managed and run across Canada―working towards its goal 

of restructuring Girl Guides as a single, cohesive organization with a united voice. There has 

been some research on Girl Guides’ communication processes during times of change. As 

Thompson (2010) noted in her MA thesis about the newly amalgamated Girl Guides Burnaby 

Lakes District in Burnaby, the Guiders were anxious and resistant to new change because of the 

number of recent decisions and changes made by the Girl Guides’ National Board of Directors.  

This resistance [was] evident through the observations made from discussions during 

meetings, conversations, and reading emails from other Guiders. From these observations, 

it was clear that there were many concerns, fears, and unknowns that led to Guiders to 

question the changes. While this resistance [stemmed] from a general scope, the more 

localized resistance comes from fear of loss of identity, not knowing how to cope with or 

work with a different structure, and a fear of losing Girl Guides in Burnaby. (p. 5) 

With their knowledge of how past changes were implemented, any perceived threat―personal or 

cultural―was met with resistance. Cultures are durable and resilient, and the Guiders’ resistance 

to change was intensified by the strength in their culture (Gibson & Barsade, 2003). Burnaby 

Guiders questioned how quickly the decision was made, what the changes would mean for them, 

and the justification for the changes. “The seemingly simple, but important steps of 

communication, inclusion, and creating a vision can be overlooked during change 

implementation” (Thompson, 2010, p. 9). As more changes will be announced by the Girl 

Guides’ National Board of Directors, it will be up to the leadership of Girl Guides BC Council to 
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lead its members through those changes. My research will seek to discover how Girl Guides can 

learn to communicate change in a way that does not continually put its members on a roller 

coaster of uncertainty every time a change is announced. Since Girl Guides already has a mission 

to empower girls and women to be leaders in their communities and have the confidence to 

advocate on important issues, how can the organization encourage its volunteer leaders to be 

agents of change within its own organization? Through the lens of appreciative inquiry, this 

study will delve into the personal experiences of Girl Guides BC Council leaders to find their 

voice in the organization, and use that voice to advance positive and meaningful change. 

Finding the Female Voice in a Women’s Organization 

A vast amount of literature and research focuses on female/male leadership and work 

dynamics, and female leadership advantages (Bartunek, Walsh & Lacey, 2000). Research has 

supported a definition of feminine leadership as interpersonal, collaborative, and democratic; one 

that supports community building and relationships (Bartunek et al., 2000; Eagly & Carli, 2003; 

Kirton & Healy, 2012; Walinga & McKendry, 2014). In relation to women and leadership, “two 

dominant interconnected discourses have been extensively explored: (i) two opposing models of 

feminine and masculine leadership; and (ii) female leadership advantage” (Kirton & Healy, 

2012, p. 981). While some researchers argue there is feminine leadership advantage in today’s 

organizational structure that opens the way for more women senior leaders; others argue that the 

actual tools for assessing leadership have a gender bias, favouring male leadership qualities over 

more feminine qualities (Alimo-Metcalfe, 2010). “Traditionally, though, it is masculinity that 

provides the dominant interpretive frame for acceptable organizational behaviour, while 

femininity is frequently marginalized and associated with peripheral rather than core 

organizational functions” (Kirton & Healy, 2012, p. 981). By extension, even though Girl Guides 



WALKING THE TALK 23 

has built a program to empower women to lead in their communities, could the leadership 

qualities and empowerment outcomes it desires be influenced and defined by the organization’s 

male-dominated, paramilitary past with its ties to Boy Scouts (Arneil, 2010)?  In her research, 

Beverly Alimo-Melcalfe (2010) cautioned that: 

In many definitions of ‘empowerment’ it is the ‘masculine’ version which is adopted, in 

which increased autonomy and separateness is being encouraged, rather than ‘feminine’ 

notions of connectedness and interdependence. (p. 646) 

In the way Girl Guides’ National Board of Directors have chosen to communicate change to its 

members, they appear to have favoured a more masculine leadership style that leans towards 

being task-oriented, authoritarian, controlling, and top-down communication oriented. My 

research proposes that there may be a disconnect in the minds of Guiders between the more 

masculine change management style of Girl Guides’ National Board of Directors, and the core 

values Girl Guides promotes to its members. To explore if this disconnect exists, this study will 

engage its participants in conversation to identify the core values they try to protect during times 

of change. To explore the organizational culture of Girl Guides, Edgar Schein’s (2010) three 

levels of culture will illuminate how Girl Guides has maintained and communicated its mission 

of empowering girls and women to be leaders and advocates. Schein defines culture as: 

 Organizational culture is the pattern of basic assumptions that a given group has invented, 

 discovered, or developed in learning to cope with its problems of external adaptation and 

 internal integration, and that have worked well enough to be considered valid, and, 

 therefore, to be taught to new members as the correct way to perceive, think, and feel in 

 relation to those problems. (Schein, 2010, p. 18) 
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This definition speaks to the interpretive nature of organizational culture, and may explain how a 

large national organization such as Girl Guides could develop subcultures within the same 

organization. 

 Schein (2010) has long postulated that culture can be analyzed at three different levels. 

First, artifacts are all the tangible pieces associated with an organization. These include the 

physical environment, language, clothing, myths and stories, and rituals and ceremonies. For Girl 

Guides, our uniform, Promise and Law, award ceremonies, and program traditions would be 

considered artifacts. Second, espoused beliefs and values are reflected in the embodied ideology 

of an organization that is supported by a group’s shared experiences. One espoused value of Girl 

Guides is the belief in the idea of girl greatness and its empowering effect to inspire members to 

be leaders in their communities. And finally, basic underlying assumptions are shared ways of 

thinking that are so ingrained they are taken for granted by the people in the organization. For 

example, Girl Guides as an all-female organization is an assumption that is rarely disputed or 

questioned. As Schein points out, “If a basic assumption is strongly held in a group, members 

will find behavior based on any other premise inconceivable” (2010, p. 28). With this in mind, 

what are the dimensions of how women lead organizational change in a predominantly female 

―and in this case all-female―organization? Examining this angle in my research may show why 

the communication style of the Girl Guides’ National Board of Directors is not resonating with 

the expectations of Guiders, the values Guiders want to protect during times of change, and how 

they prefer to receive their information.  

Summary 

Through the review of literature, key areas have proved insightful in the exploration of 

how BC Guiders, in volunteer leadership roles, can effectively communicate organizational 
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change. The literature review began with an overview of change management, and the aspects 

that can influence the outcome of organizational change in nonprofit environments. These 

aspects include: the influence of leaders; the qualities that build trust and credibility through 

change; the importance of communications as a tool to manage change; and how organizational 

values can be explored and leveraged to create an inclusive dialogue through the change process. 

The theoretical underpinnings of this study rely on Graen’s LMX theory and Monge and 

Contractor’s (2001) network theory to examine the relationships and networks that can aid in 

effective member communications during times of change; and Schein’s (2010) organizational 

culture theory to explore the values that play an influential role in change management. The 

ideas and concepts summarized above provide important background information in framing the 

organizational and social context that may inform the experiences of my research participants. 

As a result, this research contributes to a growing body of knowledge that explores the dynamics 

of change management in nonprofit organizations, particularly how women lead and 

communicate organizational change in a predominantly all-female organization. By examining 

the core values that are important to Guiders as they work through change initiatives and 

exploring effective communication methods, this study provides a way to lead positive change 

leadership in Girl Guides. 

Methods 

Research Design  

 The overall research design is framed within an interpretive paradigm. The qualitative 

nature of interpretivism positions itself in an ontology that believes reality can be understood 

from various socially constructed perspectives depending on an individual’s standpoint, within a 

particular context (Creswell, 2013; Merrigan, Huston & Johnston, 2012; Howe, 2004; Myers, 
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2014). As Myers (2014) describes, “a primary objective of many interpretive investigations is to 

understanding meaning from the vantage point of participants” (p. 302). As a result, researching 

from an interpretivist point of view can support the examination of the outcomes of change 

communications from the Guiders’ perspective, and engage in a dialogue to uncover the core 

values that are important to them during times of organizational change.  

The qualitative methodology of this study used a phenomenological methods approach. 

According to John W. Creswell (2013), phenomenological methods are best suited in capturing 

the “essence” of a phenomenon by describing the commonality of all participants as they 

experience an issue or phenomenon. While phenomenological analysis has been used extensively 

in health-related research such as nursing and psychology, its application in organizational 

research remains limited (Gill, 2014). However, researchers such as Michael J. Gill (2014) and 

Patricia Sanders (1982) advocate the use of phenomenology in organizational research as it is a 

powerful tool to understand the human experience. It enables researchers to develop new insights 

within existing bodies of organizational study, particularly in research approaches that explore 

the interconnectedness of people’s shared experiences and meanings in the creation of their 

social realities (Gill, 2014). Gill (2014) outlines five phenomenological methodologies that have 

been used and extensively cited in various research disciplines. For the purpose of this research, I 

focused on Sanders’ phenomenology for organizational research. The aim of Sanders’ approach 

is to “make explicit the implicit structure and meaning of human experiences” (Sanders, 1982, p. 

354). This can prove to be particularly useful when exploring the core values that are important 

to Guiders as they work through changes in the organization, and how these common values can 

be incorporated in future change initiatives to better engage members in change.  



WALKING THE TALK 27 

Additionally, this study framed its dialogue with participants within an appreciative 

inquiry (AI) lens; AI is a collaborative and engaging way to examine an individual or 

organizational situation (Reed, 2010; Watkins & Mohr, 2001). In her research examining AI and 

elder care, Jan Reed (2010) noted that AI is regularly used in organizational development where 

the principles of AI are applied to the context and setting of practice: “AI, then, can aid strength-

based development in empowering ways for both nurses, patients and families―if we can re-

think our interaction into the environment in which we practice, we can see ways in which to 

build on this” (p. 293). Typically, when a person identifies a problem it means he or she may 

have an image of how that situation should be. AI encourages a positive conversation about a 

situation that can often be seen as negative (Reed, 2010; Watkins & Mohr, 2001). “The greatest 

value comes from embracing what works” (Watkins & Mohr, 2001, p. 11). This “positive” 

approach aligns with my research purpose because, as an organization, Girl Guides itself 

embraces an appreciative leadership model based on the principles of AI: “Appreciative 

leadership is focusing on learning and developing from the benefits and successes of earlier 

experiences, where experiential learning is focusing on solving the problems and learning from 

the mistakes of earlier challenges” (WAGGGS, 2009, p. 42). Therefore, framing this study 

within an AI lens that seeks positive engagement with its members to discover what works well, 

fits not only the core values of Girl Guides but also the research goals of this study. 

Site and Setting 

 The site of this study is Girl Guides BC Council. This council meets over a weekend, four 

times a year at the BC Girl Guides head office in Vancouver. Under the new common provincial 

council structure (See Figure 1), there are approximately 21 voting members of council. 
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Figure 1. Chart of provincial council structure.  

 

Note. From Provincial Structure Council Chart – BC Council (Positions), by Girl Guides of 

Canada, BC Council, retrieved May 20, 2017, from http://www.girlguides.ca/web/Documents/ 

BC/Admin/Provincial%20Council%20Structure%20Chart%20-%20BC%20Council%20 

(Positions).pdf Copyright September 2016 by Girl Guides of Canada, BC Council. Reprinted 

with permission. 

 

The BC Provincial Commissioner leads Girl Guide initiatives in the province, ensuring 

provincial operational plans are implemented while supporting the strategic plan of Girl Guides. 

She is a member of the National Operations Committee, and works with the Girl Guides’ 

National Board of Directors to promote the vision, mission, and values of Girl Guides (see 

Appendix A). While the advisers no longer sit on council and have voting privileges, they do 

report to two coordinator positions who each carry voting privileges on council. At the time of 

this research, the International Adviser, Program Adviser, and Camping Adviser reports to the 

http://www.girlguides.ca/web/Documents/BC/Admin/Provincial%20Council%20Structure%20Chart%20-%20BC%20Council%20(Positions).pdf
http://www.girlguides.ca/web/Documents/BC/Admin/Provincial%20Council%20Structure%20Chart%20-%20BC%20Council%20(Positions).pdf
http://www.girlguides.ca/web/Documents/BC/Admin/Provincial%20Council%20Structure%20Chart%20-%20BC%20Council%20(Positions).pdf
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Girl Engagement Coordinator; and the Training Adviser, Membership Adviser and 

PR/Communications Adviser reports to the Member Services Coordinator.  

 Interviews took place between January and February 2017 at various locations in 

Vancouver, as chosen and agreed upon by the researcher and the participants. These locations 

included participants’ homes, a coffee shop, and participants’ hotel rooms while they were in-

town for a council meeting.  

Participants 

Sanders’ (1982) phenomenological methodology notes that the selection of research 

participants should focus on people who can provide reliable insight into the phenomenon being 

researched. Through intensive interviewing, enough information can be collected through a 

limited number of participants―three to six individuals are sufficient (Gill, 2014; Sanders, 

1982). With permission from the Provincial Commissioner and Provincial PR Adviser, and 

contact information provided by the head office, I sent letters of invitation by email (see 

Appendix B) to seven participants who were purposively sampled from former and current 

members of Girl Guides BC Council. “Purposive sampling lets you access just the right people 

or text for your study when you do not have the sample frame that would be required to use 

stratified random sampling” (Merrigan et al., 2012, p. 66). From the Provincial Commissioner 

Team, I interviewed the current Provincial Commissioner and two of her deputies. I then selected 

two Area Commissioners and two advisers. In particular, I recruited Guiders who represented a 

balanced cross-section of council members, played a role in the province’s change 

communication, and who were affected by the changes in the organization and stayed through 

most of the implementation. Additionally, the participants in this study have been members of 
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Girl Guides for a long time, demonstrating a long-term commitment to the organization, as 

outlined in Table 1. 

Table 1 

Participant Information 

Total number of 

participants 

Range of membership 

years in Girl Guides 

Cumulative years in 

Girl Guides 

Mean years in  

Girl Guides 

7 17-50 years 192 years 27 years 

 

Six out of the seven participants confirmed they had some experience as a girl member in Girl 

Guides, and later became involved as an adult Guider.  

Data Collection 

One-on-one, semi-structured, in-person interviews with seven members, representing the 

Executive Committee, Area Commissioners and Standing Committee Advisers of Girl Guides 

BC Council, were conducted. Semi-structured interviews rely on a list of topics of interests to 

guide conversation and allow for a flexible conversation: “The questions serve only to stimulate 

discussion during each interview” (Merrigan et al., 2012; Kvale, 2007). In his book, Doing 

Interviews (2007), Steiner Kvale discusses ways to conduct interviews, in particular semi-

structured interviews. “A good interview question should contribute thematically to knowledge 

production and dynamically to promoting a good interview interaction” (Kvale, 2007, p. 57). As 

an interviewer, I explained the purpose from the start and posed a series of direct and indirect 

questions. Since I had specific topics to explore, semi-structured interviews offered a way to 

engage in conversation about these topics while still understanding meaning from the vantage 

point of participants. The questions related to the participants’ motivations for volunteering with 
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Girl Guides, how they felt about change management in Girl Guides, and what values are 

important to them (see Appendix C). Additionally, questions were framed from a place of AI, to 

highlight the strengths of Girl Guides, and find ways where Guiders can work together to use 

those strengths to create better change communication strategies. Follow-up questions were also 

asked to gain more information, to clarify details, and to better understand what was being said. 

Research participants were also given an opportunity to add other comments they thought 

relevant at the end of the interview. The interviews lasted between one hour and an hour and a 

half, depending on the participant. For each interview, audio was recorded, with the research 

participant’s consent, on two devices to ensure a back-up in case any issues arose with one of the 

recordings. The audio recordings were later transcribed to record the research participants’ exact 

words, which were then used for coding and analysis purposes. Transcripts were also provided 

back to the participants to confirm accuracy, and to offer them an opportunity to withdraw 

comments they felt too sensitive to include, or to add relevant information that was missing upon 

review.  

The theories informing the data collection and content analysis of this research include 

network theory and Schein’s cultural analysis model. Using network theory opened the door to 

analysis across multiple levels from a process and structural perspective (Fulk & Boyd, 1991). 

“Network analysis is a conceptually sophisticated tool for studying patterns of information 

exchange and communication” (Fulk & Boyd, 1991, p. 429). By understanding these personal, 

group, and organizational communication networks, change communication can be distributed 

through leaders and relationships that are perceived as trustworthy and credible (Mishra, 

Boynton, & Mishra, 2014; Oreg & Sverdlik, 2010). Through the use of Schein’s (2010) cultural 

analysis model, deep assumptions can be revealed by questioning how people learn the values of 
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an organization: “To get at those deeper levels, we must try to understand the perceptions and 

feelings that arise in critical situations, and we must observe and interview regular members or 

“old timers” to get an accurate sense of the deeper-level assumptions that are shared” (Schein, 

2010, p. 19). Schein’s model informed both the questions, and how data was coded in the content 

analysis process. 

Data Analysis 

 In order to carry out the data analysis, interviews were transcribed (Sanders, 1982). I 

documented each interview word-for-word in a Word document that could be analyzed on the 

computer or in print. To analyze the data, qualitative content analysis was used to create a coding 

frame to systematically describe and interpret qualitative data. This helped focus the research on 

selected aspects of meaning related directly to the research question (Schreier, 2014). The work 

done between establishing themes and the transcribed data describes an inductive process, which 

is the common practice for interpretive studies (Merrigan, 2012). To create a coding frame, 

Sanders (1982) outlines a four-step phenomenological analysis process that is used to describe 

the essence of a human experience. The first step is to describe a phenomenon based on the 

experiences of those interviewed. This reveals the personal identity and viewpoint of the person 

being studied. Second, themes that emerge from the descriptions within and between the 

different narratives need to be identified and categorized. Sanders (1982) notes, “Themes are 

identified based on the importance and centrality accorded to them rather than on the frequency 

with which they occur” (p. 357). Therefore, to start the thematic analysis process, the coding in 

this research used the theories outlined above to create themes gathered from data that reference 

organizational values, the change management experience, and thoughts about how Girl Guides 

could improve its change management processes. A second review of the transcripts coded data 
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to find additional common or central themes/patterns. The third step required the development of 

“noetic/noematic correlates”, which reflect an individual’s personal interpretation of the 

emergent themes. Noema refers to the objective statement of behaviour, and noesis refers to the 

subjective reflection of the objective statement. Together these describe an individual’s 

perception of the phenomenon being researched, or in other words, what are the subjective 

thoughts towards the coded themes identified in the research. The final step found the universal 

essence from the noetic/noematic correlates (Sanders, 1982). “If noema is described as the what 

of experience and noesis as the how of experience, then essence may be described as the why of 

experience” (Sanders, 1982, p. 357). The results were written in a summary examining the 

feelings of Guiders going through the change management process in Girl Guides BC Council. 

Through an AI lens, the focus will show how communications and organizational values impact 

the results of change management. 

Ethical Considerations 

 The primary role of ethics in research, particularly when it involves human participants, 

is to preserve the respect for human dignity (Merrigan et al., 2012). Ethical issues to keep in 

mind include: ensuring free and informed consent, respect for vulnerable persons, attention to 

privacy and confidentiality, justice, and framing research that minimizes harm and maximizes 

benefit (Canada, & Social Sciences and Humanities Research Council of Canada, 2014). This 

study required an approved ethical review by the Royal Roads University Research Ethics Board, 

and approval by the Provincial Commissioner and Provincial PR Adviser of Girl Guides BC 

Council. Within the policies and procedures of Girl Guides, minimizing harm is a routine part of 

activity planning and program risk management. Since risk assessment training is part of the 

organizational culture, Guiders would be equipped to understand the ethical requirements for this 
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research. I ensured the ethics fundamentals outlined above were incorporated throughout my 

conversations with Guiders so they understood the risks involved in participating in this research, 

or any impacts their participation may have on the organization.  

Participation in this research was voluntary and identifiable information was limited to 

protect the participants’ identities. Real names were not used in the final thesis document, notes 

and transcripts. Free and informed consent was secured in writing through a consent form (see 

Appendix D). Participants were able to withdraw their consent, in writing, at any time, up until 

the written thesis was submitted to the thesis committee for review. All data related to the 

participant’s withdrawal would be deleted and/or destroyed within two weeks of receiving 

notice. In respect to the participants’ confidentiality, access to raw interview data was only 

authorized to myself, as the researcher, and my thesis supervisor (when necessary). Electronic 

data was stored in two locations: (a) a password-protected personal laptop, and (b) a password-

protected external hard drive used for the sole purpose of this research. Hard-copy data and 

documents were locked in a personal safe at home when not in use. In addition, information was 

not disclosed to any parties outside my thesis committee during the research process, and was 

only shared once my thesis was completed, approved and published. Upon completion, all stored 

data was destroyed (Punch, 2016). 

As a researcher conducting an interpretive phenomenological study, my own bias will 

need to be acknowledged. I have been involved with Girl Guides for over 30 years, first as a girl 

member and then as an adult Guider for the last 20 years. My desire to consider the positive 

experiences in the organization is a reflection of my care for Guiding, my peers, and the future of 

the organization in BC. My bias is also linked to my personal sense of appreciation for the values 

of Girl Guides, and the disappointment I felt throughout the change management process in 
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recent years. In my view, it was a missed opportunity to better engage its members and unify as 

one organization. While I am not privy to the reasons behind the Girl Guides’ National Board of 

Directors’ decision or their change management communication strategy, the purpose behind this 

research is to focus on the opportunities to do better, and not to find fault or lay blame in a 

negative way. I will work to keep myself aligned with the interests of participants and consider 

any suggestions that they offer in order to make my research process meaningful, while 

demonstrating a “lead by example” role in creating a dialogue related to change-related 

communications. 

Results 

In this section, the results from the data collected through the qualitative content analysis 

and coding of seven transcribed interviews will be presented. The experiences of the Guiders 

involved in Girl Guides BC Council provided rich examples of how they felt about the 

implementation of change management and its communications in Girl Guides. To recap, the 

intent of this study is to explore how Girl Guides BC Council can leverage its values to 

communicate and engage its volunteers in positive change management. The primary research 

question is: how can BC Guiders in volunteer leadership roles effectively communicate 

organizational changes on behalf of Girl Guides’ National Board of Directors? In order to delve 

deeper into this research question, these additional sub-questions will be explored: (a) regardless 

of how decisions are made at a national level, can communications at a provincial level mitigate 

conflict, and lead to a positive change management experience; (b) how do Guiders feel about 

their experiences with change management at Girl Guides; (c) what core values are important to 

Guiders as they work through changes in the organization, and how can these values be 

incorporated in future change initiatives to better engage members; and (d) if it is possible to 
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improve practices, how can Girl Guides encourage its Guiders to be agents of change within its 

own organization?  

 The study results are organized into three categories: (a) the change management 

experience, (b) Guiding values, and (c) improvements through an AI lens. The following will 

describe in detail the themes that emerged within each category in order to show the importance 

of communications and organizational values in the implementation of change management in 

Girl Guides. 

The Change Management Experience 

 Overall, the participants in this study found their change management experience in Girl 

Guides challenging. The steps that were taken to decide and implement change created a sense of 

frustration where these Guiders felt they lacked a voice in the decision-making process, and they 

lacked the understanding behind the reasons why changes were being implemented in the first 

place. “The hardest part about this change is we’re all kind of in the same dark room together, 

and the flashlight only goes so far” (Guider 1-2017-01-16). As a result of this lack of 

communication about the changes happening in Girl Guides, these Guiders were left with the 

difficult responsibility of having to explain changes they did not fully understand, and cope with 

members who felt hurt by the process and undervalued by the organization. 

 I know a lot of people, the term they used when this change came in is they felt like they 

 were slapped in the face…good, long-time, knowledgeable, like dyed in the blue Girl 

 Guide people really thought long and hard about whether they were going to stay to be 

 members. (Guider 5-2017-02-15)  



WALKING THE TALK 37 

To understand how this happened, research participants were asked to describe how decisions 

were made, and the communication channels that were used to communicate change initiatives to 

their members. 

 How changes came down. In 2013, Girl Guides underwent a governance review of its 

organizational structure and governance model. Through research and consultation, a task force 

presented recommendations that the Girl Guides’ National Board of Directors subsequently 

approved in 2014. At the time of this research, the organization was implementing these 

recommendations (Girl Guides of Canada, 2016). In terms of how these recommendations are 

being implemented, the decision-making opportunities and communications have been carried 

out in different ways. In the majority of cases, final change management decisions came down 

from the national level of Girl Guides through the Provincial Commissioner, who was then 

responsible for announcing those decisions to Girl Guides BC Council. “Basically, when 

National implements change, it’s always top down. It comes from the top. It comes from 

National. It comes down to Area. It comes down to…you know, all the way down the field” 

(Guider 3-2017-02-02). Subsequently, Guiders sitting on council were then responsible for 

communicating the changes down to their area councils or standing committees, but the 

information could only be communicated once the meeting minutes were distributed.  

 More recently, when decisions needed to be made around restructuring area and district 

councils, Girl Guides BC Council members were given the opportunity to input on four 

structural models. Members were able to discuss and rank which option they could live with the 

most, and which one they could live with the least. “I think what we’re trying to do here is 

exercise the flexibility when we have the flexibility to set it up with what works for us” (Guider 

4-2017-02-14). Through the Provincial Commissioner, the council’s decision was brought up to 
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the national level where the final decision was made. Final decisions were then announced back 

down from the Provincial Commissioner, and so forth. If there were any issues that needed to go 

back to the national level, the Provincial Commissioner would then bring those questions up at 

her next national meeting. These meetings happen four times a year. In general, the 

communication channels being used included word-of-mouth/verbal communications through 

meetings and conversation, meeting minutes, email and e-newsletters, the strategic plan, and 

primarily through the Provincial Commissioner.  

 As described above, the ways in which the Girl Guides’ National Board of Directors 

decided to implement its change initiatives ended up creating challenges that made it difficult for 

these leaders to lead change. These challenges mainly stemmed from the feeling that voices were 

not heard throughout the process, and the communication efforts were ineffective in presenting 

timely and thorough information about what was going on.  

 The challenges. In many of the participants’ responses, the biggest challenge they found 

in their change management experience boiled down to process―how change was implemented 

in the organization. This included the lack of transparency in what the overall plan was for the 

incoming changes; Guiders not having a clear idea about the goals, or the reasons why these 

changes were necessary; the inability to get answers in a timely manner; and, the inability to 

provide input and feedback in the decision-making process. “The way Guiding works some of 

that information is confidential, so we can’t speak to the details but you can speak to the 

generalities” (Guider 4-2017-02-14). Maintaining confidentiality often meant that the Provincial 

Commissioner was the only one who knew the conversations being discussed at the national 

level. Even the provincial deputies on her team were not privy to the decisions being made for 

Girl Guides. “A lot of it was confidential. [The Provincial Commissioner] wasn’t even allowed 
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to share it with us. It was really, really hard for [her]…like, she really struggled. She’s been 

really…it was just really hard” (Guider 5-2017-02-15). Due to the confidential nature of the 

decisions, often announcements came down without advanced warning, and left the leadership of 

Girl Guides BC Council scrambling to inform its members about upcoming changes and figure 

out how to implement the changes. Often, it would have been helpful to have more information 

in order to communicate changes to members more effectively, instead of receiving information 

in bits and pieces:  

 I don't think enough information comes down. Um…sometimes just the decision. Not 

 necessarily the how we got...and you don't necessarily need all of the how we came to 

 it...but to have a little bit of the reasoning behind it, I think is easier for people if they 

 know the reasoning behind something. (Guider 1-2017-01-16). 

However, given that organizational changes were happening at all levels of Girl Guides, it was 

difficult to find information anywhere. Written information took time to catch up to the 

implementation of change.  

 Additionally, part of understanding change is also being able to input and provide 

feedback to change initiatives. As one research participant pointed out:  

 The challenge that I have is that we’re an organization of women, and women tend to be 

 more conversant, and tend to take the time to make sure people are feeling okay, 

 right…about a change. We’re more…we tend to converse more. So this was kind of like, 

 for me it was we’re an organization of women, yet this change was only kept at a very 

 high level. (Guider 4-2017-02-14). 
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Time to talk about change, and to adjust to some of the major changes that were coming down 

was not afforded to BC Girl Guide members. Consequently, members felt they were forced into 

the changes without feeling they had any engagement in the process.  

 So I never really got a fairly good understanding of what the thinking was, and I didn’t 

 like the “thou shalt do it, and do it now” that came down, and without much explanation. 

 So that…um…I was really uncomfortable with. (Guider 6-2017-02-17) 

In turn, having a voice and being engaged in the process were important to these members at Girl 

Guides BC Council. One could argue that the organizational values of Girl Guides prompts its 

members to believe they have a voice, and quite possibly a duty to advocate on issues important 

to them. In the words of one participant, the decision to accept a position on council was made 

especially difficult due to how the changes were being implemented in the organization. “For the 

first time, I found myself in a values crisis or a values conflict just because of some 

things…some of the ways it came down, and some of the actions that were an outcome of it” 

(Guider 4-2017-02-14). This leads into the next section, which explores the values of Girl Guides 

through the eyes of its provincial leaders. What core values are important to Guiders as they 

work through changes in the organization? 

Guiding Values 

 Even though Girl Guides is working towards its goal of restructuring the organization 

into a single, cohesive entity with a united voice, there seems to be an identifiable gap between 

how these research participants perceive and interpret the values of the organization from a 

national level to a provincial level to their own personal values as a Guiding member.   

 Exploring national level values―all business. When asked about the values Girl 

Guides’ National Board of Directors seem to be promoting through its implementation of change 
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in the organization, all seven research participants had a difficult time answering this question. 

Guiding as a business was a prominent theme that repeated itself in the description of national 

level values. Based on their responses, there seemed to be a struggle to reconcile the ingrained 

Guiding values as reflected in documents like the vision, mission, and values of Girl Guides (see 

Appendix A), and the business-focused decisions and change implementation being made by 

Girl Guides’ National Board of Directors. One participant remarked: 

 It’s hard for me to say what those values are because it’s coming across as very business. 

 This is to make our business run better. And yeah, I don’t doubt that they’re keeping 

 them in mind, but they’re definitely…there’s not enough Girl Guides. There’re not 

 enough volunteers at National that really get it. They’re all paid employees, and as a paid 

 employee, they can keep the values in the back of their mind…but they’re running a 

 business. (Guider 1-2017-01-16) 

Similar business-centric comments ran through other interview responses. Another Guider 

commented: 

 I don’t know that they are particularly clear about their values. I think National is very 

 much about fiscal responsibility, about risk management. I believe…I’ll try to believe 

 they are open to input from others…you know, people who belong to the organization. 

 (Guider 7-2017-02-17) 

It would seem that Girl Guides’ National Board of Directors, from the perspective of these 

research participants, have focused much of their attention on the business aspects of Girl 

Guides―aspects such as fiscal responsibility, streamlining organizational structure, and 

managing ways of work. In the process of figuring out “what” needs to change, and restructuring 

the framework of Girl Guides, leaders and decision makers at the national level may have 
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inadvertently left out “how” and “why” these changes would benefit Girl Guides, the girls, and 

the volunteers who worked in the organization.    

 Figure 2 provides a visual representation of the keywords and concepts that the research 

participants used to describe their perceptions of National level values.  

 

 

Figure 2. National level values. This figure is a word cloud illustrating the key words research 

participants used to describe the values being promoted at the national level of Girl Guides. The 

size of the word reflects how often the word or concept was mentioned by the research 

participants. 

 

Given the broad spectrum of words used, this diagram reveals how difficult this question was to 

answer, and possibly how uncertain members were about the values coming from the national 

level and how they related to the changes coming down. There was a sense amongst the research 

participants that at the national level, Girl Guides had lost sight of its values by carrying out 

decisions based on a business model, as opposed to a community organization model.  

 To some, the Girl Guides’ National Board of Directors were not acting the way they told 

their members to act. Even though these changes were meant to help with volunteer recruitment, 
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ease the workload of its volunteers, and show that Girl Guides values its volunteers, this 

disconnect between action and words had also created some skepticism as to whether the Board 

of Directors really understood the motivations of their members. With that said, how do the 

research participants define the values that are important to Girl Guides BC Council?  

 Exploring Girl Guides BC Council values―all about the girls. Participants seemed to 

be more at ease when describing the values that were important at a BC Council level. Three 

themes emerged from the interviews: (a) everything Girl Guides stands for is about creating the 

best experience for the girls, (b) giving girls and women a voice empowers them to make a 

difference, and (c) decisions are about strengthening Guiding in BC.  

 First, there was clear consensus among the research participants that their every decision 

boiled down to the question of, how will this change initiative benefit or impact the girls and 

units in BC?: 

 So when all of these changes come down from National, that’s the first thought. How is 

 this going to effect the girls? How is this going to affect how we deliver the program to 

 the girls? How is this going to affect how the girls meet? What type of meetings are they 

 going to have? Everything. So the value…the biggest value to us is the girl.  

 (Guider 1-2017-01-16) 

By focusing their attention on the girl, Girl Guides BC Council was able to ensure Guiding in BC 

provided the best experience so girls feel empowered to make a difference in their communities. 

Empowerment and voice was the second theme that emerged from the interviews. Empowerment 

was about ensuring all Guiding members had a voice and when they spoke, they were heard. 

Empowerment was about giving women and girls the opportunity to share their skills, 

enthusiasm, and passion with others. If Guiding members felt empowered, then Girl Guides 
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would be strengthened in BC. This was the third theme. There was a strong desire among the 

research participants I interviewed to ensure decisions and changes were good for BC Girl 

Guides, and not just those who lived in the Metro Vancouver area. While being mindful of BC’s 

Guiding traditions, Guiding resources, trainings, camps and events would need to be available to 

everyone, from anywhere in the province.  

 As shown in Figure 3, research participants seemed to be clearer about the values that 

were important on a provincial level. 

 

 

Figure 3. Girl Guides BC Council values. This figure is a word cloud illustrating the key words 

research participants used to describe the values being promoted at Girl Guides BC Council. The 

size of the word reflects how often the word or concept was mentioned by the research 

participants. 

 

In comparison to Figure 2 where national level values were dominated with business 

terminology, Figure 3 seems to depict a more concise description of the values that were 

important to Girl Guides BC Council. Figure 3 highlights the relationships and community that is 

built in Girl Guides. Relationships and community were also themes that connect with our 

research participants when they thought about their own personal Guiding values. 
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 Exploring personal Guiding values―making a difference. Making a difference is a 

broad term, but was used frequently to describe a series of comments made by the research 

participants. Making a difference was used to describe anything from community involvement, 

and giving back to Girl Guides to service projects, and making a positive impact in the girls’ 

lives. These Guiders’ personal values were closely linked to their Guiding relationships as well. 

When asked “why do you volunteer with Girl Guides,” one Guider explained, “Because I love 

the women involved in the organization. They’re very strong, talented women. They’re great to 

spend time with” (Guider 7-2017-02-17). The belief in the values of friendship and teamwork 

enabled these Guiders to build and support dynamic young women, and stay connected with the 

girls as they grew with the organization: 

 So that’s actually a core group of friends that I developed through that, and there’s eight 

 of us. And we still go out…you know, every couple of months for dinner, celebrate 

 someone’s birthday. We always get together for Christmas, you know. We have games 

 weekends…that kind of thing. (Guider 5-2017-02-15)  

In Girl Guides, the bonds of friendship that connect Guiders together is often called the 

Sisterhood of Guiding. Part of building these close, sisterly relationships is also valuing the idea 

of honesty, integrity and trustworthiness. These are values represented in the Guiding law (see 

Appendix A). 

 As Figure 4 shows, these Guiders’ personal values were strongly connected to building 

community through their personal relationships and ties to service.   
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Figure 4. Personal values as a Guider. This figure is a word cloud illustrating the key words 

research participants used to describe their own values as a Guider. The size of the word reflects 

how often the word or concept was mentioned by the research participants. 

 

 After exploring the values, as described by the research participants, from a national, 

provincial and personal level, we begin to shed some light into why the changes implemented by 

the Girl Guides’ National Board of Directors may not have resonated with the provincial 

leadership and Guiders in BC. As Schein (2010) points out, “If a basic assumption is strongly 

held in a group, members will find behavior based on any other premise inconceivable” (p. 28). 

Perhaps the ways in which the national level of Girl Guides had implemented its changes have 

impacted these Guiders’ relationships and sense of community within Girl Guides. With this 

thought in mind, is there a way to move forward in a positive way. This next results section will 

review how improvements can be made through an AI lens. 
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Improvements Through an AI Lens 

 In general, the participants in this research viewed change itself in a positive way. While 

they acknowledged change could be difficult at times, they saw it as a necessary action to 

encourage growth in oneself, growth in Girl Guides, and a way to be better than before: “Change 

is good. I have to say change is something that we need to do. We need to go with the times. We 

have to be relevant with the girls, and that’s a given” (Guider 3-2017-02-02). And for many of 

them, these research participants had accepted their positions or had accepted the extension of 

their positions during this critical time of change because they knew they could make a 

difference and lead change in a supportive and positive way: 

 Life is all about change, and organizations only remain vital if they do change with the 

 times. So, I think managing that change is just the most critical piece that I can do in my 

 role…because I deal with the frontline. So, when BC Council says they're implementing 

 a change coming from National or even from [BC Council], then it's my duty to do the 

 best I can to smooth the path for everyone on the frontline.  (Guider 7-2017-02-17) 

Having women who view change as a normal organizational activity that can be implemented in 

an empowering and engaging way with its members is a great asset to Girl Guides BC Council. 

When asked what the key components of successful change management are, and how Girl 

Guides’ could improve its change management strategy, one common theme emerged: 

communications. However, instead of focusing on how Girl Guides did not communicate 

change, it is important to look at what are the best parts Girl Guides has to offer, and see how 

those good parts could be leveraged to better change communications.  

 After analyzing the interviews, the best part of Guiding could be summed up into three 

themes that can be combined with ways Girl Guides could improve its change management 
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communications: (a) building relationships and connection / talking to members face-to-face, (b) 

empowering girls and women / ensuring members’ voices and feedback are incorporated in the 

change management process, and (c) making a difference and being engaged / being transparent 

and clearly communicate the goals so members can actually make a difference in the changes 

going on in the organization.  

 Building relationships and connection / talking to members face-to-face. For many of 

the research participants, it was the people they worked with that kept them involved in Girl 

Guides. Over the years, they have made strong friendships and life-long connections.  

 I think the best part of Girl Guides is just being a part of this large group of the sisterhood 

 that we have of like-minded individuals…um…it’s the opportunity to walk into a room 

 and know that you’ve got immediate people that you share a common bond with.  

 (Guider 4-2017-02-14) 

These connections often extended generationally between grandmothers, mothers, daughters and 

granddaughters. Many of the women interviewed were motivated to take on Girl Guides BC 

Council positions because someone asked them. Someone thought they had the skills and ability 

to do a great job and contribute to council. One research participant recounted how she felt when 

someone asked her to take on a provincial leadership role: 

 Somebody cooked me a really big meal! <laugh> It was Indian food. It was delicious! 

 No...um...I think, it's just that...kind of tying  in with…I mean, the meal had something to 

 do with it. The meal and the friendship, and that all ties in with it too. It's like, to have 

 somebody ask you to do something because they believe in you when you don't 

 necessarily…we never see in ourselves what others see in us. (Guider 1-2017-01-16) 
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This is an example of the influencing nature of these Guiding relationships. These relationships 

provide support and comradery that enable Guiders to explore new skills, take on new 

challenges, and gain satisfaction in the work they do in the organization. Therefore, getting out 

and meeting face-to-face with people moves the implementation of change from something out 

there, to something that has a personal connection. There is a sense of responsibility that builds 

up where a person is more likely to work through change so they do not let their friends down. 

 Girl Guides BC Council has worked hard to get out and talk to people. In an interview, 

the importance of talking to people directly was explained:  

 Well, I think actually we've worked hard this year to do that. In the…like, always the 

 open communication…like, we are here. We're not your enemy. We've made a point as 

 the PC Team to go to the different areas because sometimes…you know, people can 

 send an email, and they don’t know who I am? Sometimes, it can be nasty because 

 you don't know who I am, and you’re just venting to whatever. And I understand your 

 frustration, but I'm a volunteer just like you. I think you have to understand that, and that 

 I share the same concerns, and the same love of the organization that you do. So we've 

 made a point to put a face to us, and to go to the different areas. (Guider 6-2017-02-17) 

Doing this opened communications. It reminded people that they were valued, and that their 

input was valued. During times of change, it would appear that validating people’s concerns and 

offering a way for them to talk to someone could have smoothed the transition. Guiders could 

feel empowered if they knew their input was valued. This could have lessen their perception that 

change was being imposed on them if they felt like they were heard, and could make a difference 

in how changes were implemented. The next section will explore the importance of incorporating 

voice in the change management process.   
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 Empowering girls and women / ensuring a member’s voice and feedback are 

incorporated in the change management process. Through its programs, activities, and 

people, Girl Guides plays a role in strengthening its members’ sense of self, and giving them the 

confidence to advocate on issues they believe in. Empowering girls and women with 

opportunities to better themselves and gain satisfaction in achieving their goals is what Girls 

Guides is all about: “I like that it’s an all-girl organization. I like that we are really trying to 

instill…we’re trying to grow young, dynamic women, and that’s the best part of the 

organization” (Guider 6-2017-02-17). Having a voice is part of that sense of empowerment. As 

reflected in the interviews of all of the research participants, having a voice in the decision-

making process, being able to input on how something was implemented, and providing 

feedback so changes could be evaluated and improved upon down the road were elements that 

could have led to a positive change experience. Two-way communication where members were 

empowered to provide feedback and get answers in a timely manner would have been helpful to 

ensure BC Guiding members understood the changes and were comfortable with the process of 

change management: “I think the key thing for change management is that it’s a conversation, 

and everyone needs to feel engaged in the conversation” (Guider 4-2017-02-14). Due to recent 

council structure changes, advisers no longer have a direct voice on provincial council.  

 In light of the findings above, it is crucial that the newly formed Operations Committee 

and Girl Guides BC Council find ways to incorporate advisers’ voices back into the conversation 

and improve the communication flow between the two groups. This may mean allowing time for 

Area Commissioners and the coordinators to go back to their area councils and committees to 

discuss and formulate an opinion or recommendation to present back to the provincial council.  
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 Making a difference and being engaged / being transparent and clearly 

communicate the goals. Through their interviews, all the research participants mentioned how 

important it was that they felt like they were making a difference through their work in Girl 

Guides. Guiding offered them an opportunity to exercise their passion to make a difference 

wherever they wanted to be. Many of the women interviewed have gained great fulfillment in 

watching the girls grow through the program, seeing all levels build skills through activities like 

camping, and ensuring the Guiding program maintained its roots in the community through 

service. It was a prominent values statement as discussed above. In order to be engaged in the 

program and informed enough to make a difference or to impact change, Guiders need to be 

clear about the goals of the organization and informed about why the changes are happening. 

Particularly those who have taken on leadership roles where they need to effectively 

communicate change to other members. The practice of keeping decisions at a high level due to 

confidentiality should be re-evaluated because keeping Guiders in the dark does not help. The 

strength of Girl Guides lies in its ability to work together, and there seem to be silos of decision 

making where Provincial Commissioners are put in the difficult position of making tough 

decisions without the input or consultation from their councils. Positive change can only be 

enhanced when there is open communication about what is going on and why it is happening. If 

the Girl Guides’ National Board of Directors rely on their provincial leaders to communicate 

changes, then information needs to be more accessible through documentation other than 

meeting minutes which can delay communications. Through these Guiders’ experiences, it was 

clear they needed to have the tools and resources to share information easily and quickly, and be 

informed about the entire change process.  
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Discussion 

 The Girl Guides’ National Board of Directors instituted significant organizational 

changes to respond to the needs of today’s volunteer who is more pressed for time and prefers 

shorter time commitments. Changes to position terms and the organizational structure of councils 

were meant to support volunteers and avoid burnout. However, in the process, Girl Guides may 

have inadvertently let down its existing members, who have been involved for a long time, and 

for the most part are the ones who take on leadership roles on councils. 

Aligning Values with Change 

 As the results show, organizational and personal values played an integral role in how 

seven Guiders from Girl Guides BC Council felt about their experiences leading change efforts 

as directed by the Girl Guide’s National Board of Directors. In one particular study by Sullivan, 

Sullivan, and Buffton (2001), they argue that if an organization takes the time and focusses its 

efforts to align the values of its employees with the values of the organization, then change 

management initiatives can roll out smoother and quicker. The benefits of being a values-led 

organization include growth in revenue, performance, and recruitment. “An organization with 

explicit values attracts people who hold those values, allowing the organization to recruit and 

keep people who will feel fully committed” (p. 248). A similar point was made in one of the 

interviews: 

 I think we need to say, “This is who we are. There are the things that are important to us. 

 These are the goals that we have for girls and women involved in this organization.” And, 

 you know that…um…if that is strong, if that value system is strong, then you’re going 

 to attract people. (Guider 7-2017-02-17). 
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In essence, it is the values that should influence the decisions and actions of an organization. 

Interestingly enough, when an organization decides not to guide its decision making based on its 

values, Sullivan et al. (2001) state, “employees notice disparities between the espoused values 

and what management actually does. It is crucial that management be seen to be living the values 

and actively working on dealing with shortfalls in their own behaviour” (p. 249). One could 

argue this is what’s happening in Girl Guides: “Our values…the values haven’t changed. We 

may feel they’ve been kicked a bit, but we haven’t changed” (Guider 4-2017-02-14). Members 

are in a values crisis and unsure if they want to stay or go. While the above study basically walks 

through the process of how a for-profit company can become a values-led company, I believe the 

same principles and benefits apply to a non-profit where the values alignment between 

volunteers and the organization is critical for recruitment and performance.  

Finding Meaning in Volunteer Work 

A volunteer’s pride, respect, and commitment to an organization may not be based on a 

paycheque per se, but rather on more intrinsic rewards that come from the perceived importance 

of the volunteer work and the support the volunteer receives from the organization (Posner, 

2014). Kahn (1990) referred to a similar concept as psychological meaningfulness when used as 

an indicator of personal engagement or disengagement at work. “People experienced such 

meaningfulness when they felt worthwhile, useful, and valuable―as though they made a 

difference and were not taken for granted” (p. 704). In other words, a deficiency in any one or all 

of these areas could make a volunteer feel disengaged with the organization. Because volunteers 

exercise a choice to belong to a nonprofit organization, when they feel disengagement with their 

work, they have “the option to voice their dissatisfaction, to leave the organization, to silently 

live with the dissatisfaction, or to reduce the effort they put into their duties” (Garner & Garner, 
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2011, p. 816). In the case of Girl Guides, one research participant commented, “We’re all 

volunteers, and we speak with our voice and our feet” (Guider 4-2017-02-14). In other words, 

Guiders are empowered to vocalize their concerns, and if they feel they are not being heard, they 

will walk out. During this time of change, it is important that Guiders still believe they are doing 

meaningful work in Girl Guides. Often, when people feel disenfranchised, ignored or beaten by 

change, the meaning behind the work gets lost. In this particular case, Girl Guides BC Council 

needs to work with its provincial advisers to ensure advisers still find value in their roles, and 

accomplishing their goals, despite their changed roles away from sitting on provincial council. 

Predictors of Volunteer Burnout 

Trying to figure out the best course of action when a major change takes place can be 

mentally and emotionally exhausting for a volunteer to figure out. “Role ambiguity can result in 

increased stress, decreased performance, and impaired efficiency” (Allen & Mueller, 2013, p. 

143). Self-creating meaning in their roles takes time and energy which can take away from the 

achievement of organizational goals. Additionally, how volunteers define their roles may conflict 

with how the organization views their positions and contributions (Allen & Mueller, 2013). For 

the Guiders in BC, there were many questions but no point of contact to supply feedback or 

receive answers to frequently asked questions from the national level. In the midst of this 

information void, leaders were left to find answers for themselves and draw their own 

conclusions as to why Girl Guides needed to change leadership roles in such an abrupt manner. 

These changes also led to many Guiders feeling hurt. Many felt abandoned and that their time, 

energy, and commitment providing leadership on council were unappreciated. This role 

ambiguity created confusion. The Guiders who were relied upon to execute the changes were 

also being asked to leave their positions, while new leaders who were being recruited were left to 
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lead changes for which they did not participate in the decision-making process. Any intrinsic 

meaning these Guiders were able to draw from their volunteer experience was potentially being 

diminished in terms of not having the autonomy to decide how the task of succession planning 

would be implemented, feeling under-valued as a volunteer in a leadership role, and working 

through their interactions with Guiding friends who were struggling with the situation. 

Alternatively, research has demonstrated that a volunteer’s commitment to an 

organization is increased when the leaders can communicate appreciation, show support, convey 

values that match the values of the organization, and encourage the expression of ideas towards 

the benefit of the organization (Boezeman & Ellemers, 2014; Camplin, 2009; Garner & Garner, 

2011; Pearce, 1993). Having a voice is an important aspect when it comes to creating a more 

collaborative approach for communicating and engaging volunteers. 

Finding the Volunteer’s Voice 

Allen and Mueller (2013) argue that role ambiguity and the perception of a lack of voice 

can drain valuable resources such as time and energy from volunteers creating frustration and 

burnout in volunteers. Voice relates to the opportunity to provide input in a decision-making 

process and the overall work of the organization. Volunteers need to believe their opinions about 

their work matters and that those ideas are respected. The positive effects include the 

development of better decision-making skills, increased ambition, positive evaluations of 

authority figures, and increased job satisfaction (Garner & Garner, 2011; Allen & Mueller, 

2013). Allen & Mueller (2013) further argue that if volunteers feel like they have no voice in the 

organizational decisions that affect them, then that lack of voice can lead to volunteer burnout: 

“This lack of voice can lead to feelings of despair as well as a perceived sense of unfairness in 

the organization (p. 143). When the changes were announced by local leadership in Girl Guides, 
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many Guiders felt that these new rules were being imposed on them, and that there was little 

room for discussion about how these changes should be rolled out in each council area. Girl 

Guides’ National Board of Directors wanted these changes made immediately, and the leeway to 

receive extensions to terms of reference to ensure successful succession planning was restricted 

to a few positions. Through this process, Guiders felt their voices did not matter. This perception 

has made it difficult for some Guiders to accept the changes being implemented and cooperate 

with the change process.  

If change initiatives are not communicated effectively and clearly, the actions that follow 

can create confusion, concern, and negative reactions among groups who may have questions 

relating to the impact of the change (Self, Armenakis, & Schraeder, 2007; Pietersen, 2002; Oreg 

& Sverdlik, 2010). The important insight to take from these studies is that if left unchecked, the 

undue stress and mounting frustration in the existing adult membership base could lead to 

volunteer burnout. If these leaders feel burned out and if they no longer identify with the values 

of the organization, they could easily leave. Ironically, this is the exact scenario Girl Guides’ 

National Board of Directors are trying to avoid when they have implemented recent changes in 

the first place. 

 Researchers Self, Armenakis and Schraeder (2007) explain that this cynicism when 

change initiatives are introduced can occur if the change leaders are not mindful of the human 

variables that can influence the success of change efforts. These human variables can be 

managed by involving members in the overall decision-making process, encouraging upward 

feedback, and “closing the loop” when concerns are raised by members who are affected by 

change (Axelrod, 2001; Ruck & Welch, 2011). Grunig and Grunig (2011) refer to this as a “two-

way symmetrical model of dialogue, collaboration, and public participation” (p. 8). They argue 
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that when done with best practices in mind, internal communications should be founded on the 

principles of building good relationships and empowering people to participate in decision-

making processes by fostering a culture of participation rather than an authoritarian culture 

(Grunig & Grunig, 2011). 

 Conclusion   

 More changes are in the horizon for Girl Guides and like the Guiding motto, Guiders in 

B.C. will “be prepared” for the opportunities that lie ahead. This interpretive phenomenological 

study used an appreciative inquiry-based methods approach to explore how Girl Guides BC 

Council could leverage its organizational values to communicate and engage its volunteers in a 

positive change management experience. Through seven semi-structured interviews with former 

and current members of provincial council, and supporting arguments outlined in the literature 

review and discussion sections of this thesis, the dynamics of how these women experienced 

change within an organization that values the empowerment of women in leadership roles were 

explored. The theoretical underpinnings of this study relied on Graen’s LMX theory and Monge 

and Contractor’s (2001) network theory to examine the relationships and networks that can aid in 

effective member communications during times of change; and Schein’s (2010) organizational 

culture theory to explore the values that play an influential role in change management. These 

theories framed the data analysis and discussion outlined in this thesis. As shown in the results, 

the supportive and trusting relationships built between Guiders are the cornerstone of Guider 

participation in Girl Guides. These relationships play an influential role in how Guiders perceive 

and understand the implementation of changes in Girl Guides. Understanding the dynamics of 

these relationships and how Guiders communicate with each other can help leaders become 

better messengers to encourage these volunteers to support and participate in change. Since the 



WALKING THE TALK 58 

formal and established communication channels at the national level seem to be unable to keep 

up with the communication demands and expectations of Guiders, emergent networks in the 

form of informal channels through these Guiding relationships have dominated Guider’s 

exposure to change information. However, in order to be effective, Guiders who are relied upon 

to communicate through these formal and informal channels need to have access to timely and 

relevant information to help guide others through a successful change management process and 

experience. This success also relies on whether these changes align with the organizational 

values of Girl Guides. While Girl Guides’ National Board of Directors may use business 

analogies to frame the reasoning behind their changes, it is clear through this research that at a 

provincial level members may not see Girl Guides as a business, but may have more altruistic 

views of the organization. As a result, key themes such as the importance of the Sisterhood of 

Guiding; the empowerment of its members; and the opportunities to make a difference in 

oneself, the girls, and the communities we serve emerged as common values. Understanding 

these values can foster a change experience where the reasons for change are openly 

communicated, members feel like their voices are heard, and feedback is valued in the decision-

making process.    

Limitations and Exclusions 

While the organizational changes in Girl Guides are decided upon and rolled out at the 

Girl Guides’ National Board of Directors level and it would be ideal to involve their voice in the 

research, I was unable to seek the participation of leaders at that level. Instead, I have focused on 

the Girl Guides BC Council level to determine how leaders can be empowered to effectively 

communicate change to the members while implementing organizational plans from a national 

level. The research findings were limited to the small sample of Guiders who participated in the 
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study. As a result of this limiting aspect, it must be considered when reviewing the conclusions 

and recommendations that the findings rely on the experience and information given by each 

participant, as well as their recall and perceptions of their current and past Girl Guides 

experiences. This research will also set parameters around the number of Guiders being 

interviewed and surveyed due to limitations in time and resources to transcribe and analyze data. 

Future Research 

As the largest organization for girls and women in Canada, and for an organization that 

has been around for over 100 years, case studies and academic research about Girl Guides is 

sparse. Exploration in a wide variety of topics, such as change management communications and 

female leadership can prove beneficial to an organization that is constantly changing and may 

not have the time or resources to follow-up with in-depth evaluation. As a complement to this 

research study, I wonder if the values described above and the change management expectations 

are the same for younger Guiders. The participants in this study have a mean average of 27 years 

of Girl Guide membership. As an organization that aims to empower girls and women to be 

leaders in their communities and advocate on issues important to them, I believe Girl Guides will 

ultimately have to change its top-down approach as the girls who have been indoctrinated with 

the Girl Guide philosophy become leaders themselves, and in turn, will expect their voices to be 

heard: “Millennials tend to see the world as flat from a collaborative perspective―as opposed to 

the traditional world which is often hierarchical and has well defined team, company and country 

boundaries” (Curtis, 2010, p. 3). In time, these up-and-coming leaders will demand a 

participatory culture and Girl Guide’s leadership will have to respond. This may involve another 

organizational change effort that requires a look at Guiding’s organizational structures, 

communication methods, channels for membership engagement, and work processes. Most 
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importantly, as this research shows, any action should be aligned with the values of the 

organization and the leadership behaviours and interactions its volunteers expect from its leaders. 

Fundamentally, I believe Girl Guides has the ability to do this―we just need to walk our talk. 
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Appendix A: Vision, Mission and Values of Girl Guides of Canada―Guides du Canada 

 

Note. Retrieved April 18, 2017, from https://www.girlguides.ca/web/GGC/Parents/Who_We_ 

Are/Mission_Vision_Promise_and_Law/GGC/Parents/Who_We_Are/Mission_Vision_Promise_and_Law.aspx 
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Appendix B: Letter of Invitation 

Dear [Prospective Participant], 

My name is Audrey Wang, and I would like to invite you to be part of a research project that I am 

conducting. This project is part of the requirement for a Master’s Degree in Professional 

Communications, at Royal Roads University. My credentials with Royal Roads University can be 

established by calling Dr. Jennifer Walinga, my thesis supervisor, at the School of Communication and 

Culture (250) 391-2600 ext. 4869. 

 

The objective of my research project is to explore how Girl Guides of Canada–BC Council can leverage 

its values to lead its members through organizational change in a positive and engaged way? In addition 

to submitting my final report at Royal Roads University in partial fulfillment for the completion of my 

master’s degree, I will also be sharing my research findings with Girl Guides of Canada–BC Council. 

 

My research project will consist of one-on-one interviews that will last approximately one to one-and-a-

half hours. The foreseen questions will aim to engage you in conversation about your involvement in Girl 

Guides of Canada, your overall feelings about change management in the organization, the values that are 

important to you as a member of Guiding and BC Council, and your thoughts on how we can make 

change management a positive and engaging experience in Girl Guides of Canada. 

 

Your name was chosen as a prospective participant because of your involvement on BC Council and your 

leadership role in the province’s change management initiatives and communications. How changes in the 

organization have affected you, and your decision to be an active member on BC Council during this time 

of change will provide insight that can benefit my research. 

 

The interview will be audio-recorded, and where appropriate, summarized, in anonymous format, in the 

body of the final report. At no time will any specific comments be attributed to any individual. All 

documentation will be kept strictly confidential. A copy of the final report will be published. A copy will 

be housed at Royal Roads University, available online through UMI/ProQuest and the Theses Canada 

portal, and will be publicly accessible. Access and distribution will be unrestricted. A copy will also be 

sent to Girl Guides of Canada–BC Council.  

 

Please feel free to contact me at any time should you have additional questions regarding the project and 

its outcomes. So you are aware, I am also a member of Girl Guides of Canada, and actively involved at 

my Area Council level. I am also a Ranger Guider, and have been a leader for over 20 years. While I am 

familiar with the changes currently happening in the organization at the Area level, the aim of my 

research is to focus on your experience and insight at the provincial council level. I will be mindful and 

keep my own opinions out of the research process.  

 

You are not compelled to participate in this research project. If you do choose to participate, you are free 

to withdraw in writing at any time, without prejudice, up until your comments become part of an 

anonymous data set. Similarly, if you choose not to participate in this research project, this information 

will also be maintained in confidence. 

 

If you would like to participate in my research project, please contact me at: 

Audrey Wang 

guidingauds@gmail.com / Cell: 778-288-8327 

 

Sincerely, 

Audrey Wang 

mailto:guidingauds@gmail.com
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Appendix C: Questions for Semi-Structured Interviews 

Introductory Questions 

1. What is your role on Girl Guides of Canada, BC Council? 

2. How long have you been involved in Girl Guides?  

3. Why do you volunteer with Girl Guides?  

4. What motivated you to take on a leadership role as a member of council? 

Change Management Process 

5. What is your overall feeling about change management at Girl Guides? 

6. How would you describe your experience leading change initiatives at a provincial level? 

Is this your first time? Have you been involved with other change initiatives? 

7. How did decisions get made? How were final decisions announced? How did you find 

out? 

8. What communication channels are currently being used to communicate national’s 

change initiatives? Are they effective? Why or why not? 

Values  

9. Through the ways in which national has implemented change in the organization, what 

values are being promoted at a national level? 

10. What values are important to Girl Guides of Canada, BC Council? 

11. As a member of Girl Guides, what values are important to you? 

Appreciative Inquiry and Improvements  

12. What are the best parts of Girl Guides?  

13. What motivates you to make a positive impact in Girl Guides?  

14. What are the key components of successful change management? What would positive 

change look like? 

15. What parts of national’s change management strategy could be improved or implemented 

differently? Why? 

16. What would make managing change at a provincial level better? 

17. What would make communications of change easier for you to accomplish? 

Conclusion 

1. Are there any other comments you would like to add that weren’t addressed? 
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Appendix D: Informed Consent Form 

Master’s Thesis | Researcher: Audrey Wang | Royal Roads University 

Email: audrey.11wang@royalroads.ca | Cell: 778-288-8327 
 

 

Thank you for agreeing to participate in this study. My name is Audrey Wang, and this research project is 

part of the thesis requirement for my Master in Arts in Professional Communication completion. I am also  

a member of Girl Guides of Canada, and actively involved at my Area Council level. I am also a Ranger 

Guider, and have been a leader for over 20 years. While I am familiar with the changes currently happening 

in the organization at the Area level, the aim of my research is to focus on your experience and insight at 

the provincial council level. I will be mindful and keep my own opinions out of the research process.  

 

This form details the purpose of this study, a description of the involvement required and your rights as a 

participant. 

 

Study: Walking the Talk: Leading Change Management Communications in BC Girl Guides of Canada 

The purpose of this study is: 

 To examine the core values that are important to Girl Guide members as they work through 

change initiatives. 

 To explore effective communication methods that can be used to successfully lead a positive 

change management experience. 

 To identify ways for the organization to include its Girl Guide members in the conversation and 

decision-making process around change. 

The benefits of the research will be: 

 As a member of BC Council, sharing your experiences and reflections about change management 

in Girl Guides of Canada. 

 There is no risk associated with participating in the study. 

Your participation: 

 If you agree to participate in my research, I will conduct a one-on-one interview with you where 

we can meet at a time and location of your choice.  

 The interview should last approximately one and a half (1.5) hours.  

 You will be asked a series of questions about your experiences and reflections about change 

management in Girl Guides of Canada.  

 With your permission, I will audiotape and take notes during the interview. The recording is to 

accurately record the information you provide, and will be used for transcription purposes only. 

 You are not required to answer the questions. You may pass on any question that makes you feel 

uncomfortable. You are encouraged to ask questions or raise concerns at any time.  

 If you feel uncomfortable at any time during the interview, I can turn off the recorder at your 

request.  Or if you don't wish to continue, you can stop the interview at any time. 

 

Confidentiality: 

All your information and interview responses will be kept confidential. Our discussion will be tape 

recorded to help me accurately capture your insights in your own words; however, your name will not be 

recorded on the tape. Your name and identifying information will not be associated with any part of the 

mailto:audrey.11wang@royalroads.ca
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written report of the research. The tapes will only be heard by me for the purpose of this study. If you feel 

uncomfortable with the recorder, you may ask that it be turned off at any time. There may be additional 

follow up or clarification through email, unless otherwise requested by participant. All records will be 

kept confidential in the secure possession of the researcher. 

 

Insights gathered by you and other participants will be used in writing a qualitative research thesis report, 

which will be read by my thesis supervisor and thesis committee, and presented at my thesis defence. 

Though direct quotes from you may be used in the paper, your name and other identifying information 

will be kept anonymous. In addition, information will not be disclosed to any parties outside my thesis 

committee during the research process, and will only be shared once my thesis is completed, approved 

and published. Upon completion, all stored data will be destroyed. 

 

A copy of the final research paper will be housed at Royal Roads University but will not be publicly 

accessible. The paper may also be presented at academic conferences and to other Girl Guides of Canada 

councils. If and before the author chooses to pursue publication with a journal, further consent will be 

sought from you. 

 

Withdrawal:  

Participation is voluntary. Participants will be able to withdraw their consent in writing, at any time 

without prejudice, up until their comments become part of an anonymous data set. All data related to the 

participant’s withdrawal will be deleted and/or destroyed within two weeks of receiving notice. 

 

Questions: 

If you have any questions about this research, please feel free to contact me. I can be reached at my email: 

audrey.11wang@royalroads.ca or cell: 778-288-8327. 

 

My credentials with Royal Roads University can be established by contacting Dr. Jennifer Walinga, at 

250-391-2600 ext. 4869 or jennifer.walinga@royalroads.ca, my thesis supervisor. The Royal Roads 

University Research Ethics Board can be contacted via Colleen Hoppins at 

colleen.hoppins@royalroads.ca or 250-391-2600 ext. 4206. 

 

 

CONSENT 

You will be given a copy of this consent form to keep for your own records. 

By signing this consent form, I acknowledge that I have read and understand the above information. I 

am aware that I can discontinue by participation in the study at any time. 

 

I, ____________________________, agree to the terms of this agreement. 

(Print full name here) 

______________________________________    __________________________  

Signature of Interviewee                            Date  

______________________________________                           __________________________ 

Signature of Interviewer                       Date  
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