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ABSTRACT 

On A p d  1, 200 1, the Northern Affairs Program (NAP) of the Department of Indian Mairs and Northern 
Development (DIAND) of the Federal Govenunent in the Yukon Tem-tory, is targeted to devoIve to the 
jurisdiction of the Yukon Government (YG). The devolution process involves combining many fonnerly 
distinct and separate programs under the YG umbreiia The focus of this project, entitled Changing Times 
in Northern Government - Conflct and Cultural integration, is on predicting areas of conflict that might 
occur as the two organizations integrate people and programs. 

The research findings suggest that conflict is likely to occur in areas where YG and DIAND have 
fhdamentally different approaches to managing programs and making decisions. These approaches 
reflect the cultural values of each govemment, and are manifest in patterns of interaction that are unique to 
each organization. The culture of an organization can be likened to a lem though which employees filter 
information and evaluate the meaning of events. As separate organizational entities integrate, conflict can 
be expected due to the clash of differing cultural systems, 

Although conflict associated with organizational change and restnicturing is somewhat inevitable, this 
should not be seen as entirely negative. Conflict is in fact a normal aspect of change, and can have positive 
outcornes if proactively managed, Positive conflict can result in improved empioyee morde, as strong 
emotions are given an outlet for expression- In addition, conflict can lead to enhanced creativity and 
deeper organizational unis., as fiction is dissolved and tensions are released, 

This study attempts to normalize the presence of conflict that might occur with the NAP devolution, and to 
offer some possible solutions to ease the transition for employees in the post devolution implementation 
period- Codlict c m  then be used to transfomi what might be seen as a negative experience into a positive 
one for the new organization, post devolution, 
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1.0 Introduction 

The Northern Affairs Program (NAP) devolution represents a time of significant change 

for govermnent in the Yukon Territory of Canada. The transfer of resource management 

programs fiom the jurisdiction of the Department of Indian Affairs and Northern 

Development (DIAND) over to the Yukon Temtorial Government (YG) will have far 

reaching implications for staff that are direcùy affected by the organizational 

resû-ucturing; management responsible for program delivery, and the general public. Of 

particular interest is the change in political interface that will constitute closer local 

control over management of the temtory's renewable and non-renewable resources. 

Devolution affords Yukon people the opportunity for greater autonomy and decision 

making power over their land and resources, and hence will result in a regime that is 

more responsive to the needs of the people. 

Devolution will impact approximately 220 federal employees, whom, under the current 

planning target, are scheduled to begin employrnent with the temtorial govenunent on 

April 1'' 200 1. Also affected are employees in the YG departments that will receive 

DIAND employees. Studies indicate that change associated with organizational 

transition and restnicturîng is extremely stressfbl for employees. As many formerly 

adjustment where there is tremendous potential for conflict. In this integration period, 

YG and DIAND ernployees who have strong ties and allegiance to their organizations 

will be expected to forge new working relationships. Many will be grieving for the Ioss 

of identity associated with their former workplace. Employees will experience huge 



adjustments because policies, and procedures and protocol differ in each organization. 

Organizational change can also be a time of great creativity, providing opportunities for 

developing shared visions and exciting new initiatives, If proactively managed, conflict 

associated with the transition c m  create unity in the new organization as employees seek 

collaborative solutions for resolving areas of divergent interests, and work toward 

cornmon goals. 

This study will focus on cultural, as opposed to structural aspects of the upcorning 

devolution, in the resource management sectors of DIAND and YG. To date, there is 

little w-ritten material on organizational change and corporate cultural integration in the 

context of northern goverment. Much of the literature about organizational change 

centers on the increasing trend of mergers and acquisitions. There is an identified need 

for research on the impact of change and restnicturing on evolving govemance 

structures, as the North is in a period of rapid transition. Constitutional development in 

the fom of delegation of former powers and responsibilities fkom the federal to the 

tedorial govemment, resolution of First Nation land daims, and self-government, al1 

create exciting challenges and opportunities for the fùîure of Yukon. This project, 

eniitled Changing Times in Northem Government - Conter and Cultztral In tegr ation, 

will attempt to close the gap in understanding the implications of organizational change 

on govemance in the temtory. The research focuses on the following central question: 

What are the potential sources of conflict that could occur with the integration of 

DIAND and YG resource management programs, and how can associated conflict best 

be managed to achieve a harmonious workplace atrnosphere in the post devolution era? 



2.0 Organizational Culture, Conflict and Change 

In the NAP devolution, DIAND and YG will atternpt to combine people and programs 

from selected departments within each orgrtnization, under the YG banner. Each 

organization, as a distinct entity, has a culture that is unique to thern. "Culture is the 

shared tacit assumptions of a group that it has leamed in coping with extemd tasks and 

dealing with intemal relationships" (Schein, 1992, p 186). Corporate culture cm be 

simply defined as patterns of interaction within an organization, or the way business is 

conducted within that organization. Combining two organizations has implications that 

translate to the developrnent of conflict at cultural boundarïes. Often, the presence of 

conflict becomes apparent as integration efforts fail to produce the hoped for synergy in 

the blended organization. 

Conflict can be seen as a normal fùnction of social change and is inherent in 

organizational change and restructuring, where many forces and systems interface. 

Conflict, culture, and organizational change are thus interrelated. Ln support of this 

postulation is the social constnictionist view that "social conflict emerges and develops 

on the basis of the meaning and interpretation people involved attach to action and 

events ... conflict is therefore connected to meaning, rneaning to knowledge, and 

knowiedge is rooted in culture" (Lederach, 1995, p 8). Conflict then, is a natural by- 

product of change in combining two distinct organizational systems. Understanding the 

systemic link is key, as the magnitude of the problem cannot be reduced to simple 



misunderstanding, and thus can only be fundamentally understood on a much deeper 

leveI. Lederach (1995) argues that ".--understanding the connection of social conflict and 

culture is not merely a question of sensitivity or awareness, but a fax- more profound 

adventure of discovering and digging in the archeology of accumulated shared 

knowledge comrnon to a set of people" @ 10). 

It is vital that employees who are affected by the NAP devolution in both DIAND and 

YG have a solid understanding of the culture in their own organization, and of the impact 

culture has on decision- making practices, program management, and external 

relationships. This understanding will assist in creating an aûnosphere of acceptance and 

tolerance for diversity, post devolution. 

The difficulty involved in cornbining distinct organizational cultures c m  be understood 

against a backdrop of corporate combinations. Studies of corporate unions, such as 

mergers and acquisitions, while differing £tom government devolution, are illuminating 

as they provide compelling evidence of the devastating impact of poorly managed 

integration efforts on an organization. One needs to look no further than the horror 

stories of current mergers that regularly grace the covers of national magazines and 

newspapers. For exarnple, there has been extensive media coverage of the recent Air 

CanadaKanadian Airlines International merger, and of the trernendous difficulties 

employees are encomtering with the transition. Despite a plethora of evidence to 

substantiate the negative impacts on ernployees involved in organizationai restructuring, 

little attention is paid to the significance of cultural issues. For example, "studies 



conducted of combinations in a variety of corntries find that senior executives rate 

underestimating the importance and difficulty of combining cdtures as a major oversight 

in integration efforts" (Marks and Mirvis, 1998, p 187)- 

Management responsible for overseeing the restmcturing is ofien guilty of neglecting 

differences, with a wisffil thinking mentality that mates an illusion of similarity where 

it does not exist. Marks and Mirvis (1998) encourage leadership in combining 

organizations to acknowledge the differences between cultures in the combination, and to 

be aware of the pitfialls ùivolved with downplaying the dissimilarities between 

organizations. Differences, once recognized, can be valuable conduits of innovation as 

employees must work together to resolve emergent issues. In contrast, avoiding areas 

where there are divergent interests or existing differences can cause covert conflict, 

particuIarly destructive as it remains below the surface, with no opportunity for 

resolution- Covert conflict can quickly escalate, poisoning the workplace atrnosphere, 

causing loss of morale and disjunction in employee relationships. 

If conflict is not effectively managed, is suppressed, ignored or allowed to escalate, 

organizational efficiency will be severely impaired. According to Tjosvold ( 1 99 1, p 5): 

Poorly managed conflicts pose great hazards because they disrupt the ability to 
solve problems, including the ability to deal with conflict. In escalating conflict, 
people communicate in closed, irnpoverished, and biased ways. As a result they 
are unable to discuss the underlying issues and develop solutions to end the 
conflict. Il1 managed conflict attacks joint problem solving and, thereby, the very 
essence of the organization. 



Improperly managed conflict in the post devolution integration period would be very 

destructive, at a time when it is particularly important that staff work collaboratively to 

ensure that there is little or no interruption to publicly delivered programs. Stakeholder 

and public interest groups will be looking to leadership for reassurance that program 

delivery will continue as  usual. 

Extemal factors also have the capacity to create conflict as a sagging tenitonal economy 

fùels expectations and increases demands fi-om stakeholders to "get on with business." 

Balancing the interests of resource development and environmental protection further 

heighten the importance of ensuring that conflict associated with integrating YG and 

DLAND resource management cultures is carefully managed. The potential for negative 

publicity during this period is great, due to the closeness of constiîucnts to cabinet, and 

will take a harsh toll on leadership, management, and politicians if conflict is allowed to 

escalate. 

The importance of failing to address conflict associated with combining groups of former 

DIAND ernployees with YG employees are reinforced by Coser (1956) who suggests that 

inter-group conflict is far more serious and intractable than inter-persona1 conflict. 

"Conflicts in which participants feel they are merely the representatives of collectivities 

and groups, fighting not for self, but only for the ideals of the group they represent, are 

likely to be more radical and merciless than those that are fought for persona1 reasons" 

(p 1 18). The nsk in combining cultures in organizational restnicturing is the tendency 

for employees to resist integration, to continue to identi* with familiar peers, and to 



remain focused on differences between organizations, rather than being open to explorhg 

cornmonalties. 

Culture clash cm be the destructive result of failure to integrate, which creates internal 

divisions and alliances between homogeneous factions. Marks and M i ~ s  (1 998) warn 

that ernployees need to be sensitized to the dynarnics of cuIture clash. Culture clash is a 

'pattern of focusing on differences rather than sirnilarities between the organizations, 

evaluating the differences in terms of good or bad, and seeing one's own organization as 

supenor to the other side" (Marks and MWis, 1998, p 187). Further, Elsass and Veiga 

(1 994) also associate conflict resulting fiom culture clash to individualsr degree of 

ethnocentrïsrn, or the tendency for members of a culture to interpret other cultures on the 

ba i s  of their own cultural reality. They argue that taken to an extreme, ethnocentnsm 

c m  lead to outrageous misunderstandings and culture shock. Implications of culture 

clash in the NAP devolution would be far reaching as intemal fissures could cause loss of 

confidence in program management and erode the credibility of the territorial public 

service. 

The elusiveness of a seamless transfer appears to be found in the difficulty of combining 

two distinct organizational cultures whose workplace paradigrn is based on the values and 

assumptions, both explicit and implicit, of their own organizations. For exarnple the 

tendency of members of a culture to base their interpretations of others on their own 

experiences is alsr, described by Avruch and Black (1993): 



.... ones own culture provides the 'lens' through which we view and b ~ g  into 
focus our world; the 'logic' (known as common sense) by which we order it; the 
'grammar' by which it rnakes sense. Above dl, our culture provides ways of 
seeing, thinking, and feeling about the world which in essence defines normality 
for us -the ways things are, and the ways things ought to be (p 133). 

Unless integration efforts are carefully tailored, integration conflict, or culture clash will 

Iimit efficiency and desired harmony in the post devohtion organization. 

Discussion thus far has been primady limited to the negative impacts of conflict. It is 

however important to note that the capacity for conflict with devolution is not a foregone 

conclusion, nor is such conflict inherently negative. In fact, there are many positive 

aspects of conflict. Positive outcomes of conflict c m  consist of enhanced understanding 

of each other's business practices, methods of program management and deiivery, and 

improved relationships with stakeholders and the public. in Tjosvold's (1 99 1) book The 

Conflict Positive Organization, the author describes the positive aspects of conflict, "as it 

celebrates diversity and encourages opposing views, builds organizational unity, and 

helps create a meaningfùl vision to which al1 employees are cornmitted" (p 143). Further, 

Coser (1956, p 39) suggests a positive function of conflict as it enhances relationships by 

providing a forum for clearing the air and releasing tensions and by allowing for 

expression of suppressed emotions. Unresolved smoldering conflict lefi to fester in a 

conflict adverse climate will not assist in creating an enjoyable workplace for employees, 

as conflict simmers below the surface with no outlet for release. In contrast, fostering an 

atmosphere of tolerance for diversity, allows for the expression of divergent interests, 

needs and hopes, and will create a positive and stimulating working environment, 

resulting greater internai cohesiveness and higher employee morale. 



Clearly, The NAP devolution c m  be seen as a trernendously creative opportunïty for 

building an entirely new resource management regime in the territory Positive aspects of 

conflict c m  be proactiveiy utilized to create an ethic that reflects the best fiom both 

cultures. Indeed, it can be argued that implicit to the success of the NAF' devolution is 

the identification and irnplementation of each organization's '%est practices." A caution 

is that while recognition and adoption of best practices is an admirable goal, in reality, 

according to (Schein, 1999) inattention to culture during integration efforts prohibits 

combining organizations from recognizing and capitalizing on potential synergy's. It is 

however, a credit to leadership responsible for the NAP devolution that the implications 

of culture in the transfer are being given a high prionty with the support for this project. 

3.0 Methodology 

3.1 Action Research 

The research methodology used in this study was based on the p ~ c i p l e s  of action 

science. Action science is described by Argyris (1 990) as basic research and theory 

building that is intimately related to social intervention @ 4). Further, Argyris (1 990) 

explains that clients are participants in a process of public reflection that atternpts to both 

comprehend the concrete details of particular cases and to discover and test propositions 

of a general theory @ 4). The key features of action science are (1) empincally 

disconfirmable propositions that are organized into a theory; (2) knowledge that human 

beings can impiement in an action context; and (3) alternatives to the status quo that both 



illuminate what exists and inform fùndamental change, in light of values fkeely chosen by 

social actors (Argyris et aI, 1990, p 4). 

Action research is said to respect the following values (Argyris et al, 1990, p 8): 

i change experiments to real prublems in social systems, focushg on a particular 

problem, and providing assistanceto the client system; 

a involves iterative cycles of identifjring a problem, planning, acting, and evaluating; 

i change generally involves reeducation, at the level of noms  and values expressed in 

action; 

i is based on the values of participation and free choice; 

i makes a contribution to basic knowledge in social science and to social action in 

everyday life. 

The interpretation of action research as it relates to this project is as follows: that action 

research is by necessity flexible, cyclic, participatory, and is intended to culminate in 

fostering change. The steps listed above by Argyris are consistent with the methodology 

used in this study. Each step in the research methodology was designed to build upon the 

previous one, so that the process was informed and directed by the previous action. For 

example, stage one involved reviewing intemal documents pertaining to devolution such 

as organizational charts, web sites and devolution agreements, and reviewing pertinent 

academic and business literature related to organizational change. Following this 

preliminary investigation of mostly written documents, stage two, the interview stage, 



was comrnenced and questions for interviewees were based upon knowledge gained h m  

the documents and literature. In this way action was informed and steered by the 

previous action- 

AAer the interview stage, consultations with clients informed and directed the third, or 

focus group stage. Throughout the projecî, the cycles of action, Mitical reflection, and 

action were used to gather and analyze data. Active and vo1untary participation led to 

education on the importance of culture in organizational change and its relationship to the 

presence and escdation of conflict. This education resulted in enhanced awareness, 

which then informs and drives change in the fonn of people working toward a vision of a 

new post devolution organization that reflects the shared values of al1 employees. 

3.2 Process Description 

After reviewing interna1 documents and reIevant literature on the subject of 

organizationd change, interviews were conducted with managers at DIAND and YG. 

The interviews compnsed the second stage of the project, centenng on cultural 

integration issues that would be explored more fùlIy in focus groups. 

At the outset of the project, a population survey of affected employees fiom both 

organizations was planned to better understand how pervasive the issues that emerged 

from the interviews were. This direction was abandoned for the following reasons: 1) 

The NAP devolution had recently been delayed for a one year penod, and it was felt that 



ernployees, potentially disillusioned by the stop and start nature ofthe process, would not 

be receptive to the exercise at this tirne- 2) The issues to be explored concemed tacit 

organizationd phenornena, hence focus groups would be the most appropnate method of 

data collection, rather than a standardized survey. Accordhg to Edgar Schein, 

( 1992, p 60) surveys are not the best method of data collection when attempting to assess 

organizational culture, for the following reasons: 

You don 't know what to ask - you don't know what questions to ask about, or what 

questions to design. Every organization has a unique profile of cultural assurnptions 

that any questionnaire inevitably misses. 

In this case, because the devolution structures were still evolving, it was not possible to 

obtain the necessary internal documents that would provide a sense of the scope of the 

issues, or the proposed new post devolution organizationd structure. The methodology 

thus had to be designed around these limitations; effectively forcing the project to begin 

with loosely structured interviews that consisted primarily of generalized, open-ended 

questions. This change however was not problematic since the parameters of action 

research embrace the flexible values of planning, acting, reflecting, and reevaluating 

which then guide an appropriate course of action. 

Asking about sharedprocesses is ineffective - asking individuals about a shared 

phenomenon is inefficient, and possibly invalid. It is not easy for anyone to access 

shared tacit assumptions, so the idea of using a questionnaire is based on faulty logic 



in the first place. Inasmuch as culture is a group phenornenon, it is far easier to elicit 

information in a group by asking broad questions about different areas of 

organizational fùnctioning and seeing where there is obvious consensus among the 

members of the group. Ln the group, one learns not only what the areas of conceni 

are, but also the intensity of the feelings about thern, and thereby the centrality of the 

different shared assurnptions in the total cultural profile. Furthemore, there is no 

way of knowing what a person answering a question reads into the question, nor the 

attitüde elicited by the usual promises of anonyrnity and privacy. 

The interview stage of the project was intended only to provide a general sense of what 

the issues were regarding devolution. The focus groups to follow would clarifi the issues 

that emerged in the interview stage, allowing for critical reflection by the group. ~ i t h  an 

interactive, educationd format the focus groups would assist in challenging the 

underlying assurnptions behind the issues toward a goal of educating employees about the 

impact of culture clash on integration efforts, and the developrnent of ideas to manage 

any identified conflict- This outcome would almost certainly be unattainable with a 

standardized survey, as there would be no way to test the validity of the emergent issues, 

they would simply become the isolated opinions of a few, with no opportuniw for 

collaboration on whether they accurately reflect reality. 

ui addition, avoiding a survey in lieu of interviews and focus groups provided an 

opportunity to explain the rneaning of "organizational culture," and "cultural integration," 

ternis with which the average employee is not farniliar. This avoided the pitfall of 



respondents misunderstanding the questions, or of each interpreting the questions through 

their own individual lem. 

The project at the outset can be compared to a "conflict analysis" or organizational 

assessment, deterrnining the types of issues through interviews, and the intensity, covert 

assurnptions, and perceptions using focus groups. The project would wrap up with a 

report and series of recomrnendations for pre-devolution integration and bridge building- 

This phase is descriibed as follows by Fisher (1994, p 50): 

The phase of conflict analysis involves the initial and mutual exploration, 
differentiation, and ~Iarification of the sources of conflict and the processes of 
interaction that characterize both its history and current expression. This phase 
initiates a "phenomenological unraveling" of the conflict in which the parties 
jointly identify, distinguish, and prioritize the essential elernents of the cod i c t  in 
a way that leads to shared empathic understanding. 

The rationale behind this project was to conduct focus groups separately with each 

organization to Aesh out some of the issues that arose in the interview stage, in an 

interactive, educational forum. This rationale was based on the premise that it is 

important to understand one's own culture, before understanding your counterparts. The 

focus groups would set the stage for initiating dialogue between the groups at a date 

closer to transfer. "Dialogue is a form of conversation that allows the participants to 

relax sufficiently to begin examining the assurnptions that lie behind their thought 

processes" (Schein, 1992, p 18 1). 



The dialogue stage unfortunately fell outside the scope of this project due to the change 

of timing for devolution. Devolution was initially slated for April 1,2000, and was 

subsequently moved to April 1,200 1 due to difficulties in negotiating some of the final 

technical details of the transfer. This shift in schedule caused a slight delay in the start of 

this research, allowing for insufficient time in the project schedule to undertake and 

complete dialogue groups to meet the major project deadline for Royal Roads University. 

An additional factor was uncertainty about whether ernployees would have received the 

most benefit fiom such as exchange so early in the devolution process, Ideally, dialogue 

groups would occur within 6 months of the transfer date so that ernployees are aware and 

firmly committed to the finality of the impending deadline. 

Action in the form of change has none the less still occurred, as participants were 

involved at the outset in the i n t e ~ e w  stage, by iden t iwg issu&s that were important to 

them regarding the upcoming devolution. These issues were then explored more filly in 

the focus groups, resulting in an increased awareness of concems related to devolution 

that might affect staff, and a better understanding of their own organizations' culture. 

The cyclic action of interviews, reflection, and action through focus groups, resuked in 

change in the form of enhanced understanding and education. This education and 

enhanced understanding will ultimately effect change as ernployees will be able to 

capitalize on the more positive aspects of conflict associated with devolution, and avoid 

the negative pitfalls of dysfunctional conflict in the post devolution integration penod. 



4.0 Interview Stage 

The interview stage consisted of a series of flexi'bly structured interviews in the 

management sectors of DIAND and YG. It was believed that management who are 

responsible for program management and delivery mïght have the best sense of the types 

of integration issues that create conflict, with devolution. The data gathered and 

presented here reflects the perceptions of the people that were interviewed. This research 

is not intended to typecast either organization, but rather to gather information in order to 

make some predictions about the linkages between conflict and organizational culture 

with the NAP devolution. 

In terms of hc t ions  and operations, it was identified in the interviews that DIAND and 

YG have fûndarnentally di fferent organizational cultures. Historicall y, DIAND has a 

regdatory focus that is organized prïmarily with respect to acts and legislation, Its role is 

largely a legal one, of permitting and authorization, and is oriented toward industry. As 

such there is not a lot of flexibility in the organization, as its regulatory fûnctioning is 

constrained by legal parameters. In addition, it was felt that DIAND has a "professional" 

mindset - looking after the public good. The culture therefore reflects the values of 

"stewards of the public," whose regdatory role, or legislative mandate sometimes runs 

counter to the wishes of politicians, and of implicit high standards that cannot be 

interfered with by non-professionals. In the DIAND culture the professional public 

service image is maintained in part by an emphasis on credentiais. There is a tendency to 



hire people that are highly educated, with degrees, specialized people who are experts in 

their particular area, 

At YG, interviewees reported having significant flexibility with a business line that is 

more oriented toward the public, their constituents. Due to this orientation, YG managers 

fkom their perspective, tend to be skilled at policy and strategic development, stakeholder 

consultation and consensus building. There is not a lot of ernphasis on hiring people with 

advanced academic credentials, as employee hire is job specific, partly due to the YG 

Yukon Hire Policy, which attempts to give preference to the hiring of Yukon people over 

those fiom outside the territory. 

InteMew questions focused on narrowing down how ernployees viewed both their own 

and their counterparts' organizational culture. From this vantage, it was possible to 

detect where areas of conflict might emerge in the post devolution irnplementation 

period. Interviewees were asked where they envisioned areas of conflict post devolution, 

in terms of program delivery, historical relations between organizations, and in the 

interface between DIAND business, and YG business. Additionally, interviewees were 

asked what they thought about the other side, in terms of their perceptions about 

management practices, program delivery and resource management initiatives. 

Interviewees were also asked to identie what types of differences existed between 

organizations regarding items such as budgeting and autonomy over decision- making. 

Other questions were aimed at attempting to determine what stereotypes and assumptions 

exist in a histone context between YG and DIAND. 



4.1 IdenW~ed Issues 

Specificaliy, issues that emerged in the interview stage were as follows: 

1. Lack of understanding of one another 

2. There is no shared vision 

3. The prevalence of misperception, assumptions and stereotypes 

4. Change in corporate identity for DIAND employees 

5. History of miscommunications between organizations 

6. DIAND ernployees concern about political closeness at YG 

7. The change for DiAND employees in autonomy over decision making 

8. Uncertainty about business in a more compiex corporate environment 

9, The feeling that devolution is like a hostile takeover 

10. The impact on staff a t  YG. 

11. The speed at which things happen at YG. 

These issues are discussed below in more detail. 

1. Lack of understanding of one another 

Of concern is the extent to which there is Iack of cross-cultural understanding between 

staff of DIA.ND and YG. Tt is in this area that there is potential for significant conflict in 

the post devolution implementation period. In the past, these organizations have 

interfaced narrowly and points of contact exist as if looking through a porthole window. 

Understanding of each organization's business practices is by necessity Iimited, due to 

the fact that these practices are embedded in the unique organizational culture of each 



side. Without either having worked in the other's culture, or having the opportunity to 

participate in cross -cultural dialogue, most employees will be influenced by this 

dynamic. 

In the post devolution implernentation period, two groups of people who have little 

understanding of one another, or worse, beZieve they understand one another but these 

beliefs are inaccurate, will need to work collaboratively together. For DIAND employees 

starting work at YG, there will be a big adjustment to a new culture with a unique set of 

noms, policies, procedures and business practices. AI1 of these create a unique climute 

which employees that are new to the organization will find confusing, unsettling and 

disorienting. Climate c m  be thought of as %e prevailing temper, attitudes, and outlook 

of a dyad, group or organization" (Folger, 1997, p 153)- Climate can affect an 

organization in the following way: 

As a generaI sense of a relationship, group, or organization, climate enables 
members to ascertain their general sense of direction. What it means to be part of 
a group, what actions are appropriate, how fellow rnembers are likely to react, and 
other information necessary to guide members behavior and help them understand 
the relationship, group, or organization" (Folger, 1997, p 153). 

Integrating employees into a new culture with an unfarniliar clirnate could have profound 

consequences that need to be carefully managed. For exarnple, it is important to 

remember that as new mernbers to the YG culture, former DIAND emplo yees will not 

have the familiar federal compass to guide their way. As employees fiom DIAND try to 

"fit in" to the culture at YG, there will be a tendency to identiQ with %th own kind-" 

This them versus us dynarnic, a normal consequence of organizational change, is where 



one tends to seek comfort in the familiar. This aspect of the transfer could be particularly 

troublesome to effective and efficient integration if not managed constructively. The two 

cultures will perhaps not effectively uitegrate, but bind together in homogeneous units, 

forming informal coalitions and intemal alliances. These coalitions and alliances could 

give rise to destructive intemal fissures, hindering communications, working 

relationships, and ultimately program delivery. 

2. The Need for Building a Shared Vision 

After devolution there will be a need to create a shared vision, an overarching resource 

management ethos. The adjustrnent period post devolution could take 5 - 10 years, in that 

time a fiamework that sets out a new resource management ethic needs to be developed. 

The integration of ernployees and programs fiom DIAND with those at YG will result in 

the creation of an entire new culture. This culture wiI1 require a shared vision in order to 

give the new organization a sense of cornrnon purpose. 

At its simplest level, a shared vision is the answer to the question, " M a t  do we 
want to create?" Just as persona1 visions are pictures or images people carry in 
their heads and hearts so too are shared visions, pictures that people throughout an 
organization carry. They create a sense of community that penneates the 
organization and gives coherence to diverse activities (Senge, 1990, p 207). 

The NAP devolution is an exciting opportunity for creating this type of learning 

organization, through a journey that starts with a vision. 



3. Managing Perceptions, Assumptions, and Stereotypes 

Interviewees were questioned about the extent to which mispexeptions and stereotypes 

are prevalent between the two organizations. A variety of themes and "stories" emerged 

as a result. These tended to reflect historical relationships that developed over tirne 

between organizations, rooted in misunderstandings, miscommunication, and 

interpersonal conflict at the juncture between cultures. It is vital that these themes and 

stories are unraveled thereby exposing their root causes, so that they do not cloud and 

subsequently impede the process of cultural integration. 

haccurate perceptions, assurnptions and stereotypes while extremely damaging to 

intercultural relationships, are unfortunately fnistratingly common. Fisher (1 999) notes 

that the concept of ethnocentrism captures how identity groups tend to be ethnically 

centered, to accept and even glorify those who are alike (the in-group) and to denigrate, 

discriminate against and reject those who are unlike (the out-group). Further, the 

dynamics of social categorization and group d&Zereniation are linked causally to conflict 

between groups, giving rise to negative stereotypes (Fisher, 1999). 

Social categorization is the process by which people determine to what groups they and 

others belong; it creates identification and oppositions among people (Folger, 1 997, 

p 35). Related to social categorization is the process of group differentiation "Group 

differentiation refers to the polarization between groups and the attendant stereotyping of 

other groups that trigger conflict" (Folger, 1997, p 37). It is important that affected 

employees fiom each culture understand each organization's best practices, and are able 



to ernbrace a shared vision that encompasses the best £îom each culture- It is key to 

foster this understanding during the pre-devolution period so as to avoid cornpetitive 

communication among ernployees- ' m e n  groups are put into cornpetition there tends to 

be an increase in members' expression of loyalty and cornmitment to the 

group.. .contributing to the development of stereotypes, highly simplified beliefs about 

characteristics of other groups" (Folger, 1997, p 38). 

In addition, they-we dynamics contribute to the escalation of codict:  

They-we dynarnics create self reinforcing cycles of polarization and hostility 
between groups.. .If mernbers believe that the other group is responsible for their 
problems, hear o d y  bad things about the other group, and are not permitted to test 
these perceptions and beliefs, there is no way to improve inter-group relations. 
Members of the in-group, expecting the worst fiom the other group, are likely to 
act in a defensive or hostile manner toward rnembers of the other group. In effect, 
the in-group creates a self-fülfilling prophecy whereby its worst fears about the 
hostility of the other group seem to be confirmed, j u s t i m g  further polarizing 
communication (Folger, 1997, p 39). 

The proposed pre-devolution dialogue group exercise described in the methodology 

section would assist in fostering open communication between organizations. This 

exercise, aimed at uncovenng and bringing resolution to some of the more covert 

historical assumptions that exist, would be useful for brïdging communications between 

organizations. Each side would benefit fiom gaining an understanding of the rationale 

that drives decision making in each organization. Unless these implicit assumptions are 

uncovered and made explicit, there is no opportunity to create a shared perspective. it is 

important to avoid a situation called pluralistic ignorance, "where each side is mistaken 

about the other, but neither is aware that it is mistaken, so both sides act on their true 



beliefs and invite behavior that confirms their views" (Folger, 1997, p 37). This is the 

type of self-reinforcing cycle that has the potential to be very destructive to cross-cultural 

relations, post devolution. 

4. Change in Corporate Identity for DIAND Employees 

Trading the familiar DIAND identification card for a new one at YG is an issue that 

impacts ernployees moving over to YG with the transfer. Identity with a group or 

organization can be described as follows: 

Identity is defined as an abiding sense of self and of the relationship of the self to 
the world. It is a system of beliefs or a way of construing the world that rnakes life 
predictable rather than random.. .it may include self-definition of individuals or 
groups at many levels, including interpersonal, community, organizational, 
cultural, and even international (Northnip, 1989). 

Upon arriving at YG, many DIAND employees are without the predictable routine of 

their previous culture, the familiar boss, coworkers, and office space. Managing the they- 

we dynamic at this tirne is crucial, as new employees will naturally identify with "their 

way" of doing business. Empathy and validation of the feelings of these employees will 

assist them in making the transition to the new culture and avoid potential conflicts fkom 

arising over practices, procedures and protocol. 

According to Marks (1997) it is vital that leadership demonstrate empathy for the pain of 

dealing with the stress and uncertainty of a combination. To do so dernonstrates that 

leadership respects staff and their situation. 



Showing empathy for employees both before and after devolution will help to ease the 

level of motion and turmoil during this stressfil time and foster a feeling of trust. In 

addition, staying in touch with employees' concerns will assist in helpuig to mitigate the 

threat employees may feel as the result of losing their identification with the familiar 

DIAND culture. Employees that feel threatened because their core sense of identity 

(their former way of doing things) has been invalidated will not be productive or efficient 

in their new organization. Nortbnip (1989, p 68) describes the correlation between 

identity and threat: 

When in the course of a relationship between parties, an event occurs that is 
perceived as invalidahg the core sense of identity, the party or parties perceiving 
invalidation experience threat. Invalidation of the group's core constnicts is 
threatening because it destroys meaning and the ability to predict events. 

The roots of this type of inter-group conflict lie in the basic human need for identity 

(Folger, 1997, p 34). It is important not to underestimate this core need for belonging, 

particularly for those who have spent the greater part of their careers in the Federal 

culture. 

5. History of Miscommunications between Organizations 

Another issue that arose during the interview stage was the history of miscornmunications 

between the two organizations. There is a long standing perception by some at DIAND 

that YG is a "fledgling government," young and immature. On the other hand there is a 

view by some YG people that DIAND resource mangers are unresponsive and arrogant in 

their approach to stakeholders and program management. 



These perceptions of one another are steeped in a long history of cross-cultural working 

relationships, and if left unchecked will create tensions as the two organizational cultures 

integrate: 

. . .Tensions arising at any interface can create a dynamic history with significant 
events of the past recalled and the remernbrances shared as each group develops a 
kind of folklore surrounding events witfun groups and between groups . . . It is not 
history per se that groups m e m b e r  but their own perceptions of what transpired 
and the war stories recounted to embellish them, Soon history becomes a source 
of guidance and a directional force that shapes approaches to the future (Blake 
and Mouton (1 984, in MACAM 1998 class handout). 

Having an opportunity for each organization to check perceptions and events of the past, 

first in homogenous groups then in mixed dialogue groups, will assist in purging some of 

the "ghosts", setting the stage for more positive communications in the fiiture. If past 

relationships are not tended to durïng the pre-devolution phase integration problems will 

likely occur. According to (Blake and Mouton, 1984, in MACAM 1998 class handout) 

"history is often a formidable b e e r  to progress and effective resolution of conficts at 

the interface. . . whether it transpired yesterday, Iast year, or a decade ago, history may 

exercise counter productive influemces on rnembers' perceptions, attitudes, and 

behaviors." 

In the context of historicaI relatioms between the two organizations it is clear that there is 

a certain arnount of distrust of one another that manifests in stereotypes. These 

stereotypes might include the following: "DIAND people are rigid, "by the book" 

resource managers that do not understand process and stakeholder consultation;" or 'YG 



people are generaiists, not technicians, and therefore the public service is not as 

professional as that of DLAND." This is an example of interface conflict, 

Once interface conftict develops, the distnrst surrounding it is kept in place by 
traditions, precedents, and practices f h l y  rooted in history.. .History influences 
the way groups regard and respond to one another in sometime subtle, fiequently 
silent, but very important ways" (Blake and Mouton, 1984, in MACAM 1998 
class handout). 

5. Political Closeness 

One of the most significant issues that arose during the interview stage for DIAND 

ernployees is the change in accountability or political closeness that is experienced 

because of localized governance in a small jurisdiction. Under the current governance 

structure, DIAND managers are removed fiom the political realm of headquarters in 

Ottawa. Program delivery in DIAND Yukon region operates under the auspices of a 

much larger federal umbrella, whose priorities and mandate frequently differ -Tom those 

of the regional agenda. As such, progress is slower than desired at times, as the system 

by nature of its very size and geographic distance cannot be as responsive as a local 

government. 

In contrast, YG operates under unrelenting public scrutiny, a normal situation for local 

government in a small jurisdiction. Management in YG is cognizant that they do operate 

in the public eye and this has a significant impact on their organizationd culture. At YG, 

management is accustomed to the process of stakeholder consultation, as a method of 

staying in touch with the needs of the Yukon population. At DiAND, management is 



removed fiom this necessity, functioning primarily in a pennit granting and legislative 

roie. At DIAND there is less flexibility, program delivery is very much by the book, with 

regdations and legislation setting out operation of programs. Rarely does political 

interference reach across the firewall into the daily affaïrs of regional business. Because 

of their geographic proximity, YG managers do not have this level of imrnunity fiom the 

local political arena and thus adopted a philosophy of sensitivity to the needs of the 

public. 

Concerns and fears around this issue of political closeness were articulated more strongly 

than any other issue in the DIAND interviews. In tenns of organizational culture, this 

type of issue has profound implications for those who must adapt quickly to the new 

regime. Significant implications for an escalation of they versus we thinking, inter-group 

competitiveness and misunderstanding unless cross-cultural dialogue occurs before 

devolution. 

6, Autonomy Over Decision Making 

One significant area where the cultures of YG and DIAND differ is in autonomy over 

decision making. At DIAND, individuals at the director level have a great deal of 

autonomy in terms of program delivery, regulatory functions, and decision making. In 

addition, at DIAND there is Responsibility Centered Management (RCM) and control 

over budgets is delegated to individual units, each of which is totally accountable to how 

they spend their money. They have credit cards, vehicles and can buy their own gas. 



Each directorate can hire staff, authorize travel, and buy cornputers. YG bas tighter 

central control over fiscal matters such as budgeting as budgets are approved line by h e  

in the legislature thus creating tighter fiscal control with less flexiiility. 

7. Increasing Complexity in the Corporate Environment 

The increase in complexity of the corporate environment post devolution is of concem to 

some managers. The department of Renewable Resources at YG and the department of 

Economic Development at YG will approxirnately double in size with tramferring 

programs and employees 6om DIAND. YG will not only have a regulatory 

responsibility, formerly a federal function, but will also be responsible for environmental 

protection and resource development. The creation of a new systern that combines both 

regdatory responsibilities with economic development in a politically charged 

environment creates complex challegges. For exarnple, post devolution resource 

management issues will cut across several depariment lines, potentially resulting in a 

clash of mandates. There will need to be processes to deal with administrative 

improvements, prograrns and policies. 

9. The feeling that devolution is like a hostile takeover 

The widespread feeling arnong DIAND employees that the devolution is like a hostile 

takeover is an issue of great concem. Many ernployees feel they have no choice, that 

they have no control over whether devolution occurs or not. This is for the most part 

true, and most employees over tirne will come to accept their new organization. For 



others, those perhaps closer to retirement, this might not be so simple. An employee 

dose to retirement that has spent the greater part of their career in the federal system will 

probably feel the most impacted. These employees need to feel that they can make a 

contribution to the new organization, that they have a legitunate place there. 

Employees need to be moved, on both an intellectual and emotional level, to go 
beyond the comfort of the status quo and commit themselves to the potential of a 
productive combination. On an intellectual level, people need - and deserve - a 
compelling argument for why this merger makes sense and is worthy of their 
support. A vision of  a new and better organization helps people let go of the old 
by turning their attention away fiom what is being lost and on to what is being 
produced (Marks, 1 997, p 12). 

It is important to remind employees who are rnoving to YG about the positive aspects of 

that organiza.tion. People need to be reminded that idedly, the transfer will not involve 

DIAND employees and programs being swallowed by the YG culture, but will involve a 

cultural "blending" of organizations, taking the best practices fiom each. Eliciting 

information about these best practices from employees pnor to devolution will assist in 

their buy-in, effecîiveIy increasing their feeling of control over their destiny. 

It would be a mistake to underestimate the impact on organizational efficiency of 

employees that are filled with malaise, not integrated properly and generally unhappy. 

Productivity is directly tied to employee satisfaction with their employer. 



10. The impact on YG employees 

It is important to remember that the transfer also affects employees at YG. Devolution 

impacts employees in both organizations in profound ways, and wiI1 ultimately result in 

an entirely new culture. Ideally, this culture will constitute the best practices fkom each 

side. 

Some YG employees will see the size of their departrnents dramatically increase. This 

gives rise to fears of greater and more complex responsibilities for employees. There will 

be many unfarniliar faces, more competition for intemal job postings, and new managers. 

Il. The speed at which things happen 

One of the greatest identified differences in culture between DIAND and YTG is the 

speed at which things happen. The Federal government is a much larger organization, 

with differing priorities, mandates, and more geographic distance among jurisdictions. As 

such the system does not move quite as quickly as  YG. Fonner DIAND ernployees will 

need to become accustomed to this change, post devolution. For exarnple, senior 

managers cm be fired or shuffled around with short notice. In the federal culture this 

situation would be extremely rare. 

The closeness of the constituents to govemment in the Yukon creates an organization that 

is very responsive, flexible and adaptable to change. In contrast, DIAND is slower 



moving, difficult to get moving, and slow to recover. For example, at DIAND, the 

Forestry legislation is sorely in need of retooling to reflect the needs of stakeholders in 

the Yukon. However, because DIAND is part of the larger umbrella of the federal 

system, change efforts are vulnerable to the agenda of the nation. National business takes 

precedence over regional business and it is much more difficult to lobby Ministers in 

Ottawa fiom the isolated regions. This aspect of devolution will have positive impacts on 

program delivery, but will be a critical area of change for management accustomed to 

operations in the federal systern. 

5.0 Focus Group Stage 

5.1 The Process 

Identi@ing the major cultural integration issues that exist for staff regarding devolution 

during the interview stage of the project prepared the foundation for future analysis in 

focus groups. In the focus group stage of the project the goal was to take some of the 

common themes that emerged in the interviews and study the issues in greater detail. The 

desired end product of this exercise was an increased understanding of the cultural issues 

that could impact devolution. 

Underlying issues are assumptions often steeped in history, and need to be made explicit 

in order to dispel inaccurate myths and stereotypes. The groups had an opportunity to 

explore the "why" behind the manner in which things are done at DIAND and YG, a 



chance for critical reflection. The process was designed as a stepping Stone toward 

building cross-cultural dialogue between the two organizations, a step in creating bridges 

of understanding and cooperation, 

The following constitutes the areas of concentration for the DIAND focus groups: 

i Cross-cultural understanding 

i Assurnptions and perceptions 

i The change in political immediacy 

i The speed of decision making. 

For the YG groups, the following areas were explored: 

i Cross cultural understanding 

i Assumptions and perceptions 

i The impact on YG staff 

Each of the above themes represented a series of issues that arose in the interview stage 

of the project. Focus group participants were asked to reflect upon a group of questions 

related to each theme. 

5.2 Focus Group Findings - DIAND 

The following constitutes the findings fkom the devolution focus groups conducted at 

DIAND. The sessions were highly informative, interactive, and educational. Participants 

spent approxirnately 3 hours exploring a series of questions designed to stimulate 



thinking around potential issues that staffcould face in the post devolution 

implementation period. The target outcome of the exercise was to raise consciousness of 

the cultural issues that could cause conflict d m g  the process- 

The questions were organized into 4 prirnav areas: Cross Cultural Understanding, 

Assumptions and Perceptions, Speed of Decision Making and Change in Political 

Immediacy. The following comprises a brief overview of the findings. 

Cross Cultural Understanding - DLAND resource management mandate: the resource 

management mandate at DIAND varies among directorates. There are subcultures within 

the larger NAP program, resulting in occasional conflicting mandates of sustainable 

development versus environmental protection. HistoricaIly, DLAND has prirnarily a 

regdatory role with authonty based on legislation. Currently, the system is evolving and 

the new approach to resource management invoIves greater responsiveness to 

stakeholders and a higher degree of cooperation with the public. The impetus for this 

evolutlon has been changes in the Canadian Environmental Assessrnent Act (CEAA), and 

Land CIaims that necessitated involving a wider spectnim of people in negotiations. 

Impact on program management - fiom the perspective of participants, the DIAND 

resource management system is a slower controlled environment than YG, there is less 

impulsiveness, less "shooting fiom the hip" or creativity. This results in less stress felt 

by managers, less persona1 risk-taking, and greater empowerment. Additionally, the 

resource management mandate at DIAND makes the systern somewhat rigid, due to the 



narrow legislative kmework within which it operates. This occasionally resuits in a 

convoluted approval process that is quite slow, as in the Forestry program. 

YG understanding of DLAND - participants expressed views that YG generally has little 

understanding of the breadth and complexity of managing programs fiom a federal 

perspective, in particular the restraints DIAND managers have in managing prograrns 

with "national" legislation. Participants noted that lack of understanding about DIAND 

is demonstrated in the YG view that resource management at D W D  operates with the 

mentality "if it can't be logged, it c m  be mined." In some prograrns where there is a 

counterpart at YG however, there is heightened understanding and awareness of the 

fûnctioning of DIAND programs, resulting in collegial relationships with one another. 

DIAND understanding of YG - the YG resource management mandate is lirnited and 

tends to be politically driven. The DEAND perception of YG is that they are histoncally 

wildlife managers, with a mandate for habitat protection, and park formation. There is a 

perception arnong some DIAND staff that YG is relying on DIAND to provide the 

resource management mandate. Participants noted that YG does not seem to have any 

explicit, identified core values, and that at DIAND there is little understanding about 

what the YG corporate values are. 

Assumptions and Perceptions - impressions of YG working environment: the 

perspective of participants was that there is more creative decision making at YG versus 

replations and procedures at DIAND, and that YG has more flexibility because it is not 



limited by a national agenda. There is a common perception that YG has tighter fiscal 

and administrative control, creating a system where there is less autonomy over decision 

making. For example, at DIAND, the Public Service 2000 initiative allowed for 

increased autonomy in some decision making areas like purchasing items with credit 

cards and making travel arrangements. YG, participants contend, does not have such a 

program, and as a result, Iess authonty is delegated to the individual, resulting in a system 

with more red tape, and less individual empowement- 

At DIAND there is concem that staff at YG are not valued, that there is less HR support, 

and fewer opportunities for training and career advancement. At D W D  the Leadership 

and Leaming program is an initiative that focuses on training and empowering employees 

at al1 levels of the organization. At YG, it is felt that these types of initiatives will not be 

available. In addition, employees are afraid that YG will not make former DlAND 

ernployees welcome, that they will be nervous about the impact the transfer will have on 

their identities when DIAND people inundate them. Some feel the YG culture is very 

conservation onentated, and are concemed that this "green ethic" will clash with the 

resource development proclivities at DIAND. 

Comrnon assumptions about YG - common assumptions about YG include instability, 

fiscal irresponsibiIity, and political interference in prograrn management, discretionary 

decision -making, and greater levels of bureaucracy and formality. There is a stereotype 

that YG is a 'Yemfied govemment," that YG rnight one day support an initiative, and the 

next day take an opposed position on it. It is felt this unpredictability is due to political 



closeness, which keeps the sands shifting, resulting in less certainty about program 

direction. Participants cite the conflict over Tombstone Park as an example of the rift 

between what is what is said, (protected areas) and what is done, (mining daims). 

In addition, there is a common assumption that YG is fiscally creative and that political 

platforms affect spending that can be designed to fulfill that p I a t h .  There is also the 

perception that YG is much more flexible, and is adept at making deals, whereas DIAND 

managers are bound by regdations and legislation. 

They versus we dynamic - participants report this dynamic manifest in comrnents like 

"when they take us ove? or "when we get to manage the DIAND prograrns we'll do a 

better job than them." Additionally, tension is noted between YG and DIAND due to the 

fact that YG has the mandate for Wildlife management, but DLAND controls the habitat. 

Historically, this has created mistrust between the two ocganizations and this tends to 

reuiforce they versus we thinking. 

In addition it was noted that few employees achially switch over fiom one goveniment to 

another, but tend to spend their careers in one organization. At DIAND there is a great 

deal of pride in being a "federal" public servant. Participants expressed that many 

DIAND ernployees, due to their strong feelings of identity with the federal government, 

feel "out on a limb," feeling the need to protect their turf, their decisions, and their policy, 

and do not want to merge with YG, 



Speed of Decision - Making - decisions at DIAND tend to be made slowly, partly 

because it is a large organization with a national agenda. Conflicting program mandates 

and national pressures slow down decision- making process at times. DIAND has a 

consensus approach to decision-making that involves balancing multiple objectives and a 

diverse client base. This results in a great deal of  process aimed at reconciling polarized 

points of view. It was also noted that the low political priority given to most Yukon 

matters on the national agenda has a tendency to slow down decision- making. The 

DlAND Yukon region is only one srnall part of a larger federal organization, making it 

difficult to pass new reguiations. In addition, there is more opportunity for national and 

international pressures to impact the speed of decision- making at DIAND, for example 

the conflict over the Tombstones. 

Decision-making at YG - there is a perception that things happen much more quickly at 

YG. Of necessity, YG fûnctions very close to the people, with more influence f?om the 

political level, and is therefore much more flexible and responsive. In addition, 

legislation at YG can be changed very quickly due to the fact that they are a smdl local 

government with less legal regulatory framework. It is believed that DlAND is not set up 

for policy work to the same extent as YG, and that at YG there are dedicated policy 

people. An example provided by one of the focus group participants for how quickly 

things happen at YG, is the Environment Act, which was written in approximately one 

year. 



Change in Political Immediacy - political closeness at DIAND: participants reported 

that political cioseness at DLAND is not much of an issue due the large geographic 

distance of Yukon fkom Ottawa, and because DIAND has a legislative mandate. Political 

a u e n c e  is therefore not felt as much at DIAND, as its legislative mandate does not 

dlow for discretionary decision-making. However some feel that Ottawa's over-arching 

control over regional affairs feels like political interference at times. For example, only 

at times when the Yukon region is ïnvolved in controversy will any perceptible level of 

political attention be felt. Normally Yukon assumes a low profile on the national agenda. 

The impact of this Iow level of political doseness on the DIAND system, is the creation 

of a culture that is sornewhat reactive rather than proactive, there is not much chance to 

be strategic. The system therefore is stable, predictable, and consistent with a national, 

rather tfian provincial or temtorial perspective. 

Impression of the level of political closeness at YG - participants noted that political 

closeness seems very dominant at every level in the organization. This impacts the YG 

culture because the system appears to be very reactive to change with less individual 

autonomy over decision- making. In addition, participants noted that at YG, it seems as 

though politicians have the ability to step in and over-ride management decisions. 

Participants in the focus p u p s  acknowledged that there is a need to increase their 

understanding of roles and responsibilities between the two organizations and to involve 

the YG politicians so that they also understand the process. Participants felt that 



increasing understanding by identi*g the best practices in each organization before 

merging would be highly beneficial. 

5.3 Focus Group Findings -YG 

Only one focus group was held at YG, due to the fact that a change in government was 

occumng, making it difficult for senior people to attend. The YG focus group was 

however extremely informative. Participants spent approximately 3 hours exploring a 

senes of questions designed to stimulate thinking about potential issues that staff might 

face during the post devolution implementation period. As in the DIAND focus groups, 

the goal of the exercise was to raise consciousness of the cultural issues that could cause 

conflict during devolution. 

The questions were organized into 3 primary areas: Cross Cultural Understanding, 

Assurnptions and Perceptions, and the Impact on YG Employees. The foliowing is an 

o v e ~ e w  of the findings. 

Cross - Cultural Understanding - mandate: YG has a Iirnited resource management 

mandate, having current responsibility for wildlife, oil and gas, and some lands. Due to 

immediacy of its client groups, YG is held accountable to the demands of local 

stakeholders. 



Impact - this circumscribed mandate has a positive impact on program delivery and 

accountability for decision- making. Due to the existing bureaucratie structure, 

interdepartmental cooperation is strong. As well, confidence in decision- making is high 

due to close relationships between Ministers and senior civil servants. Conversely, 

managers sometimes expenence hstration because of fiachired program delivery due to 

incomplete resource responsibility. For example, there is a tendency for YG to lobby 

DIAND to irnprove and enhance its programs with innovative initiatives Ied by YG. YG 

however does not have the power to control this process in, for example, the forestry 

management sector. 

DIAND's understanding of YG - participants reported that they believe that DIAND 

does not fùlly understand how or why the YG system operates as it does, particularly 

regarding political accountability and decision making. For example, participants noted 

that DIAND tends to perceive policy direction setting by ministers as political 

interference. Participants noted that there is simply a different f?me of reference in 

terms of accountability between DIAND and YG. 

YG understanding of DIAND - participants reported their understanding of the DIAND 

mandate as broad responsibility for forestry, lands, mining and water, with national 

interests influencing local decision making. It was noted that some of the NAP prograrns 

have positive program linkages, while others are not properly coordinated with one 

another. 



The Impact on YG - impact on YG employees: issues that could impact YG staff after 

devolution were reported as foIlows - 

= change in duties- extra, or fewer duties 

= ernployees feeling like they were not consulted, that the new structure is imposed on 

them and that they were not involved 

encroachment of new ernployees on YG turf 

the perception of being swallowed up or nin over 

a change in promotional opportunities, both positive and negative 

Participants felt that with increasing department size, and greater program complexity, 

potential impacts on staff would be changing duties, either a greater nuniber of duties or 

a reduction in existing duties, and thus a change in responsibility for tasks they had 

previously undertaken. 

There was a strong sense that many YG employees are feeling that they were not 

consulted with regard to devolution, that the structure is being imposed without clearly 

shared ideas or a vision about what will transpire. There is the perception that a great 

deal of tirne has been spent focusing on negotiations, and not much attention has been 

paid to processes and decision- making, that "the change is leading us" not "'us leading 

the change." 



YG ernployees are proud of their organization, of their culture- There is fear that YG 

culture will be subsumed, or otherwise changed by the absorption of DIAND staff and 

programs. For exarnple, many employees consider YG a champion of environmental 

protection and DLAND as favoring resource development. There is thus a fear that 

economic issues will win out over environmental protection issues, and that the "green 

turf' of YG will be encroached upon, or nin over by the influx of new programs and 

emplo yees. 

Participants felt that with the transfer, there would also be a change in personnel 

promotion opportunities. On a positive note it was felt that with increasing program 

complexity, the expansion of some departrnents, and the adoption of new programs, there 

would be greater opportunity for career advancement. Conversely, it was also 

acknowledged that larger departments and greater numbers of ernployees there could be 

increased cornpetition for the more attractive placements. 

Complexity of decision- making - there is the perception that there is no over-arching 

ethic that will create a vision for everyone during the post devolution. There is a feeling 

that better understanding is needed between YG and DIAND about how the blended 

system will fùnction in terms of policy direction, processes and the evolving relationship 

between boards and councils. In addition, there is concern that larger governrnent 

departments will create cornunication problems, and that the Pace of change will be 

faster. There is also a fear about increased political interference. 



Working environment - concems about the change in working environment include fear 

of possible physical relocation, integration with new employees, inheriting the reputation 

of DIAND and a faster Pace of change and difficulty in making change happen. 

Some participants felt that fear of possible relocation is very real, and will be one of the 

most traumatic experiences of the transition. One manager noted that simply having to 

relocate to a new desk causes anxiety for some staff. 

Participants additionally claimed that YG employees have aIready been "shell-shocked" 

by change with a new elected government, and worry that too much change will be 

overwhelming for employees. They stated that the changing Pace of change will be 

stressfùl for employees. 

Preparing for change- parîicipants shared ideas for assisting YG employees to adjust, and 

are as follows: 

increase exposure of YG employees to the federal culture 

working together on transition 

developing legislation and policy together 

job shadow and shared work exchanges 

increase direction fiom above to pre- integrate 

mode1 districts to leam what happens at DIAND 



Participants felt that integration will be difficult d l  employees actually see one another, 

and believe that increasing exposure of employees to each other through job shadow and 

shared work exchanges would be beneficial. As well, working together on transition, and 

developing legislation and policy together would assist in building collaborative working 

relationships. 

One last thught from participants to assist in managing the change was to profiIe 

leadership endorsement of devolution processes during the pre-integration phase. This 

will greatly assist staff understanding of devolution issues and influences throughout YG. 

There is a general feeling that employees will not take devolution seriously and start 

working together until this upper level direction is communicated. 

Perceptions and Assumptions - perceptions about DIAND- common perceptions about 

the DIAND working environment include the feeling that DIAND sees YG as a "junior 

govenunent," that DIAND as the "senior government" knows best. Also, that DIAND 

employees are not client or public orientated, and have no incentive to change or resolve 

issues. AdditionaIly, there is a perception that DIAND views YG as being politically 

swayed, as opposed to technically based. 

Roots of misunderstandings - examples of conflict situations that are rooted in 

misunderstanding or inaccurate perceptions: there is the feeling that DIAND sees YG as 

being able to respond and make decisions very quickly, and ofien is asked to respond to 

significant policy issues in a very short amount of time. Another example is the comrnon 



view DIAND has of YG being politically swayed, and the negative impact this has on 

communications between the two organizations. 

Stereotypes about DIAND- DIAND is commonly viewed as being inconsistent in- its 

positions. There is a cornmon view that DLAND is not accountable to the people, there is 

no local involvement, and priorities are driven by a national, not a local agenda 

They verszis we dynarnic- this type of thinking is manifest in "our way versus their way," 

where YG and DIAND actively differentiate themselves. YG managers feel DIAND is 

guilty of a senior govemment mentality that results in a closed-door approach which, in 

turn, creates conflict with YG. In addition YG often feels discounted as a "toy" 

govemment, that they are not being taken senously by DLAND. YG employees want 

recognition for their broad range of experiences and for their accountability to the public. 

6.0 Analysis 

Of al1 the issues addressed in this study, the importance of the impact of culture on 

devolution cannot be underscored strongly enough. The issue of culture was studied in 

both the interview and focus group stages. Findings about culture in the interview stage 

were very consistent with those gathered in the focus group stage. The focus groups were 

successful in fleshing out the issues that arose dunng the interviews, and participants 

appeared to achieve a greater Ievel of understanding about their organizational culture. In 

addition participants had the opportruiity to contemplate the culture of their counterparts, 



and to identie why things might operate differently within the other organization. 

Finally, employees were able to generate options to ease the devolution transition. 

Due to the fact that culture ernerged as such an important issue in the study, a great deal 

of time was spent on atternpting to improve cross-cultural understanding in the focus 

group stage. During the interviews, it became apparent that there was a lack of 

understanding between DIAND and YG about how one another conducts business in 

terms of program delivery, resource management mandate, and corporate values. 

Participants in the focus groups were given a series of questions to discuss about what the 

differences were between DIAND and YG in terms of corporate culture, and how these 

differences might affect the decisions they make and the way programs are managed. The 

exercise was designed to stimulate thinking at a deeper level, to uncover what underlying 

assurnptions and values drive each systern. It was not the intent of this research to 

highlight differences per se, but simply to illuminate them as a means toward a goal of 

achieving greater understanding about how these kinds of issues might create conflict. 

For exarnple, according to Dubinskas, in Hidden Conflict in Organizations (Kolb, 1992): 

In a dialect of discord, the cultural systems of two conflicting groups provide 
fundarnentally disjunct ways of understanding what is happening. Differing 
cultural systems create different and often opposing orientations to basic issues of 
life, work, goals, and values of the antagonists. Because the concept of culture 
provides a rubric for understanding persistent differences between groups, it also 
provides a foundation for understanding the generation of conflict @ 187). 

Employees in each organization view their working environment through a lens that is 

colored by the unique patterns of interactions that are a product of that organizational 

culture. These patterns of interactions are not necessarily explicit, but are ofien 



unconscious, embedded in underlying assurnptions that tend to guide decision making in 

the organization. Organizational culture then, is al1 pervasive, mostly invisible and thus 

difficult to identie. 

At DIAND and YG, the resource management mandate of each organization has a direct 

impact on shaping the culture of that organization, At YG, the resource management 

mandate is lirnited to control over some lands (the federal goveniment in Yukon currently 

is responsible for approximately 96% of land) wildlife, and oil and gas. In contrast, 

DiAND has a regulatory role, organized around legislation and permitting. 

In addition, the culture in each organization is also influenced by differences in political 

accountability. At YG, program delivery is closely tied to the needs and desires of the 

public. Because YG operates under close public smtiny, the system is very responsive 

to the needs of client groups. At DIAND, due to the fact they are geographically 

removed fiom Ottawa, and not high on the national agenda, their system operates with a 

fair degree of immunity fi-om public and political pressures. The impact on the culture of 

each organization is as follows: YG, as a governrnent, has evolved to be very responsive 

to the needs of stakeholders. The culture therefore reflects this by showing a high level 

of effectiveness in policy development, strategic planning, and consensus decision 

building. Employees tend to be generalists; able to grapple with the implications of 

broadly based initiatives, as opposed to technicians that are highly skilled in one area, as 

in DIAND. 



At DIAND, the culture has evolved to reflect the vdues of empowerment and autonomy 

over program delivery, partialy a result of decentralized decision-making. At YG, 

because the system operates so closely to the public, there is tighter control over 

decision- making, and decisions are typically approved at a higher ievel in the 

organization. 

These cultural differences have the potentid to create conflict when DZAND and YG try 

to integrate people and prograrns at transfer time. For example, Dubinskas describes the 

relationship between culture and conflict in organizations: 

Culture is a way of understanding both the constitution of a group with a 
distinctive identity and the fundamental grounds upon which groups differentiate 
or distinguish themselves fiom one another. When disparate groups in an 
organization encounter each other with a strong need to coordinate their actions, 
the drive to collaborate may be styrnied by a fundamental disjuncture or clash 
between cultural systems (Kolb, 1992, p 193). 

In the NAP devolution, a clash between cultural systems is possible in areas of program 

management and delivery due to differences in procedures, protocols and values in each 

organization. Current decision- making practices at DIAND and YG are contextually set 

in the values of each organization, giving rise to the opportunity for conflict. 

Organizational values provide an interpretive ternplate from which prograrns are 

managed and decisions are made in each organization. At transfer date, ernployees fiom 

each side who are accustomed to operating within the parameters of the culture h m  

which they hail will have to establish collaborative working relationships. Without an 



action plan to sensitize ernployees to the realities of culture clash, there is tremendous 

potentid for destructive integration conflict. 

According to Marks and Mirvis (1 998, p 1 90) stages of culture clash typically follow a 

cornmon pattern: 

1 .  Perceive dtrerences. This stage includes the tendency to focus on the differences 

between the two organizations. 

2. MagnG d~rerences. The start of we versus they thinking. Distinctions become 

sharper and more polarized. 

3. Stereotypes. This includes typecasting one another. 

4, Put-downs. This is the full height of the culture clash, where each puts the other 

down as inferior, backward, etc. 

The four stages of culture clash are readily observable to varyhg degrees, between 

DIAND and YG, and are manifest in misunderstandings about one another, negative 

stereotypes, and we versus they thinking. YG and DIAND have developed a relationship 

Siroughout many years of interactions that tends to reinforce culture clash by the simple 

nature of group differentiation. On the positive side, the NAP devolution is now targeted 

to occur on April 1,200 1, allowing for adequate time to address cultural issues, because 

of support for bridge building activities designed to harmonize relationships between 

organizations. 



Avoiding culture clash by addressing cultural issues, and encouraging cultural blending is 

therefore critically important to the success of the NAP devolution. The implications of a 

failure to blend cultures are profound, as the newly sîructttred organization will Iack 

internal cohesiveness and a shared vision- Bolrnan and Deal (as cited in Marks, 1998, 

p 189) describe the power of a shared and cohesive culture as an invisible force that gives 

a group of people its drive, and how specialized language, history and values foster 

internal cohesion, cornmitment, and reinforce identity. 

YG could be stymied by culture clash, which manifests in employee malaise, decrease in 

efficiency and fkacturing of program management, exponential increase in sick and stress 

leave, and internal fissures caused by escalating cycles of destructive conflict. This 

would result in a profound deaease in overall efficiency and productivity in the 

organization. For example, in a study done by Elsass and Veidra ( 1994) it is argued that 

organizational performance is inversely related to the Ievel of acculturative conflict 

within the organization. In other words, organizational performance is strongly impacted 

by cultural conflict when combining organizations. 

The destnictiveness of culture clash c m  be illustrated by analyzing this phenornenon in a 

merger or acquisition. Grossman (1999) explains the tremendous impact of culture clash 

on mergers and acquisitions: 

7 out of 10 mergers and acquisitions don? live up to their hancial promise; 47 
percent of the acquired executives leave in the fkst year; and 75 percent leave in 
the first 3 years ... when organizations attempt to mesh their workplace cultures, 
productivity in the targeted Company drops as much as 50 percent ... even if the 



merger or acquisition ends up a success, it can take fiom 3 months to 3 years for 
the new joint organization to recover fiom the culture shock @ 2). 

h addition, 500 senior managers who had gone thirough a rnerger or acquisition cited 

culture as the primary reason for failure to achieve financiai goals. Further, in another 

survey, of 125 major US.  ernployers and 45 Asian companies, 73 percent of respondents 

said the most important limitation to merger integration, and the biggest failure factor 

was cultural incompatibility (Grossman, 1999, p 3). 

Love and Gibson (1999) also M e r  describe the serious implications of culture clash in 

two historic mergers, Bankers Trust New York Corporation, and Alex Brown and 

Company; and Bank Arnerica and Nations Bank: 

In the former, Bankers Trust, a $2.8 billion deaI, disizgreement and resentrnent led 
to the loss of six out of 12 top executives at the company ... consequently, Bankers 
Trust suffered major losses in it's trading operations and its share pnce dropped 
drarnatically. In the Bank America and Nations Bank merger, the combined 
organization lost 10 of its 12 top-ranking female executives . A i s  created a public 
identity disaster with untold financial costs to the organization. Just as positive 
publicity can be invaluable, irreplaceable, and unquantifsrible, negative publicity 
can take years to undo (p 6). 

Negative publicity and loss of staff are paramount devolution issues. In Marks (1 997) the 

importance of retaining pre-combination staff is illustrated: "human assets are even more 

critical to merger and acquisition success than before ... in the information age, the value 

of many firms lies squarely in the intellect and creativity of human assets"@ 7). During 

the focus groups at DIAND, fear of the loss of valuable corporate capitol with the transfer 

was raised. In order to guarantee the success of the combination, employees must not be 



lost. One of the most successful aspects of the Yukon Health Canada transfer in 1996, 

was the fact that 98% of  the staff transferred over to YG fiom the federal govermnent. 

The impact of negative publicity was evident in the 1 996 Yukon Health Canada tram fer. 

Comrnunity nurses, unhappy with their level of classification, created a stir of bad 

publicity about the ways in which the transfer was handled. In a smail jurisdiction, this 

type of negative press wreaks havoc on workplace morale, and undermines the success of 

the entire integration. 

Potential conflict rooted in inaccurate assumptions about one another that lead to 

stereotypes will be a challenging issue for leadership. When participants were questioned 

about whether misperceptions and stereotypes were cornrnon between YG and DIAND, 

the response was affirmative. Group differentiation and %ey versus we" are reported 

examples of the manifestation of this phenomenon. It is important that conflict 

associated with the above is addressed pre-devolution to avoid a destructive spiral of 

escalation in the post devolution implementation period. In many respects, the success of 

the integration between DIAND and YG rests on managing this issue, as once conflict 

begins to escalate, it is becomes increasingly dificult to manage. The previously quoted 

exarnples of the consequences of poorly managed conflict associated with organizational 

change and restructuring demonstrate the importance of de-escalating conflict in the early 

stages. 



The following table illustrates the stages of conflict escalation: 

Table 6.2 Dimensions of the Conflict 

1 Cornmunication/ 1 Perceptions/ 1 Issues 1 Outcornel 
Interaction 
Discussion/ 
debate 

Relationship Less direct, 
deeds, not words 

Relationship 
Accurate/û-ust, 
respect 

Stereotyped 
other still 
important 

Little direct/ 
threats 

Compromisel 
nego ti atio n 

Interests 

Nonexistent/ 
direct attacks 

Win-losel 
defensive 
cornpetition 

Management 
Joint gain/mutud 
decision 

Good vs. evil/ 
distrust, lack of 
respect 

Lose-losd 
destruction 

Basic needs 

Other 
non-human, 
hopeless 

Fisher and Keashley (as cited in Fisher, 1997, p 166) dernonstrate in the above table the 

four stage Mode1 of Escalation: 

Survival 

The stages of discussion, polarbation, segregation, and destruction are 
characterized by increasing negative intensity in inter-party communication, the 
parties perceptions' of one another and their relationship, the prominent issues, 
the perceived likely outcornes, and the approach to managing the conflict. 

As can be seem from the model, it is highly advantageous to address conflict associated 

with integration at an early stage, before it has a chance to escalate. As sides polarize, 

communication breaks down, and further damage to the relationship is probable. Like 

many organizations, YG and DIAND have a reported history of communication problems 

that manifest in they verszrs we thinking, differentiation, stereotyping and turf protection. 



Fuaher exacerbating this, according to Marks (1997) is the fact that by their very nature, 

combinations produce a 'tve versus they7' relationship, and there is a natural tendency for 

people to exaggerate the differences as opposed to the similarities between two 

organizations. 

According to Marks (1 997) by definition, the acquiring of one organization by another 

yields two distinct subcultures, or cultural groups, each with values, goals, and 

technologies that may or rnay not be compatible. Marks, M e r  suggests that Social 

Identification theory would indicate that the simple presence of subcultures in an 

organization is enough to lead to feelings of in-group out-group and bias, discrimination 

and conflict (1 997). This is further highlighted by Bolman and Deal (1 999) who predict 

that major organizational change affects individuals' ability to feel effective, valued, and 

in control, and this in turn, disrupt existing patterns, and produces confusion and 

uncertainty. Change creates conflict between wimers and losers. Those who expect to 

gain f?om the new direction and those who do not, which creates loss of meaning, 

particularly for those on the receiving end (Bolman and Deal, 1999). 

In both the i n t e ~ e w  and focus group stages employees fiom both sides expressed the 

feeling that devolution felt like a hostile takeover. YG staff and D W D  employees are 

feeling heavily impacted by the impending transfer, and have concems about their unique 

culture being swallowed up in the integration of the organizations. According to Marks 

and Mirvis (1 998, p 19 1) this situation is normal: 



When individuals in a combination tum inward, they typically come to revalue 
key aspects of their organization and company culture. Implicit knowledge of how 
their company works, and how policies and systems sustain the firm, come to be 
explicit as employees refiect on what might be lost in the combination. Culture 
clash is a threat to people who see their company as a loser in a combination. 
They not only see differences between the two company cultures; they feel a 
sense of vulnerability and fear losing their culture- As in any situation where 
people experience loss, they go through predictable phases, starting with disbelief 
and denial, then anger, and then rejection. 

Both YG and DIAND employees who participated in the research expressed a fear of 

losing their culture. Both sides reported feeling like they had no choice, they were not 

consulted or involved in the decisions impacting them. It is important to remember that 

change is stressful to employees. The change associated with losing ones' culture creates 

fear and uncertainty among employees, as described in Bolman and Deal (1991, p 375) 

"change also alters power relationships and undemines existing agreements and pacts. 

Even more profoundly, it intrudes upon deeply rooted cultural noms and n t ~ a l  behavior. 

Below the surface, the organization's social tapestry begins to unravel, threatening both 

time-honored traditions and prevailing values and practices" (Bolman and Deal, p 375). 

It is not however a foregone conclusion that negative cod ic t  will styrnie integration 

efforts. Widi close to one year until the target transfer date of April 1,200 1, there is 

ample opportunity to proactively manage the integration so that positive outcomes occur. 

It is important to remember that devolution is an exciting opportunity to forge new 

relationships, seek synergies, and create a resource management ethic that is trdy 

representative of the needs and desires of Yukon people. 



7.0 Recommendations 

Foster commitrnent to integrate- motivating employees 

Senge (1990) describes the importance in fostering a sense of cornmitment among 

ernployees so that the "committed person brings energy, passion, and excitement" to their 

job, a situation that cannot occur without enrollment @ 220). Senge M e r  distinguishes 

between enrollment and the l e s  desirable state of cornpliance. 'Real commitment is rare 

in today's organizations, it is our experience that 90 % of the time, what passes for 

commitrnent is compliance ...p eople who are enrolled or comrnitted truly want the vision, 

genuinely cornpliant people accept the vision" @ 220). 

In order to achieve enrollment and cornmitment by ernployees to the transfer, leadership 

needs to be aware that trends of cynicism and mistrust, organizational change wearhess, 

and bum-out, are common among employees confkonted with shifts in strategy and 

transitions and increased Pace of technological change (Marks, 1997). 

Employees need to develop a commitrnent to the transfer, so that they wilI be motivated 

to integrate. This could pose a significant challenge to those ernployees that are either 

currently close to retirement at DIAND, or have been employees of one governrnent for 

many years. According to Marks (1997, p 12) "providing employees with a vision of a 

'new and better organization' demonstrates that "management has thought through where 

it is headed." It is also important to remind employees of the advantages of working for 



YG, such as flexibility, responsiveness, and the possibility for management to really 

drive and effect change. 

It is important to remernber that employees have a natural attachment to their identity as a 

"YG" person, or a "DIAND" person. Employees will not easily release their feelings of 

solidarity to their old organization. They will need to be inspired by leadership to want to 

do so. Leadership will need an exemplary role model, a person of high vision, who can 

inspire employees to move beyond their grief over the loss of the cultural identity, and to 

move on to a place of cornmitment to the new organization. 

Find a cultural champion 

During the interview stage, and in both the DIAND and YG focus groups, employees 

expressed a desire for a "cultural champion" not directly associated with either 

govemment to assist with leading the cultural integration. Employees felt that ideally, to 

be most effective for both sides, this person should not be employed by either 

govemment. This person wouId function primarily as a liaison, a neutral acting on behalf 

of both organizations to oversee the cuIturd integration, and ensure that the interests of 

each side are addressed. 



Hold cross-cultural dialogue groups at the operational level of management 

Scheui (1 999) underscores the importance of dialogue as a rnethod of uncovering tacit 

assumptions. Comparing underlying assumptions aliows for participants to go beyond 

- superficial thought processes and examine their beliefs and perceptions and how these 

relate to their understanding of their culture. According to Schein, this is where true 

cross-cultural understanding can occur. 

The positive impact of dialogue on underlying assumptions is also described: 

"assumptions are built fiom experience; they becorne part of identity as experience and 

assurnptions together are programrned into memory. Clusters of assurnptions nourish 

cultures and subcultures. in dialogue, we suspend our assurnptions to listen to others" 

(Dukes, 1996, p 83). 

Dialogue groups, should be held at the operational level throughout al1 affected 

departments of both organizations. The homogeneous focus groups held previously in 

each organization could serve as a stepping stone toward this stage. Participants in the 

focus groups were able to gain a better understanding of their own culture, and of the 

range of potential cultural issues that could impact devolution. Held at the operational 

level of both organizations, participants would have the opportunity to examine how their 

culture influences decision making, program management and delivery, and external 

relationships. 



The utility of dialogue can be described as "a process of genuine interaction through 

which human beings listen to each other deeply enough to be changed by what they learn. 

No participant gives up his or her identity, but each recognizes enough of the other's 

vaiid human claims that he or she will act differently toward the other ..." one's mind 

opens to absorb new views, enlarge perspectives, rethink assumptions and modi& 

judgments" (Dukes, 1996, p 82). 

Although somewhat of a risk due to the possibility of M e r  degrading relations between 

cultures, tbe benefits are sufficient enough to outweigh any associated negative impacts.. 

It is important to remernber that there are also risks inherent in suppressing, or allowing 

conflict to escalate, as described previously. Suppression of inter- group conflict between 

DiAND and YG cultures post transfer would severely impact productivity, employee 

morale, and would likely extend to relationships with stakeholders. The watchfbl eye of 

the public would be sure to notice intemal discontinuity and lack of cohesion that is the 

result of protracted conflict. Similarly, ifconflict is ignored, or mismanaged and thereby 

allowed to escalate, the result wouid necessitate immediate intervention to prevent the 

destruction of newly established programs and fledgling initiatives. Finally, failure to 

seize the oppominity to build a shared vision through dialogue would mean loss of a 

valuable oppoxtunity for enhancing synergy in the newly combined organization. 

J 



Communicate opedy and often with empIoyees 

Under conditions of uncertainty, employees trying to solve problerns for whïch the 

available information may be vague, uncertain, arnbiguous, or incongruent will react by 

creating conditions of closed communication, self-fblfilling prophecies, and escalating 

error (Veiss and Volga, 1994, p 9). Further, employees are desperate for facts during 

transition, making communication even more important during times of change (Klunk, 

1997). In the 1996 Yukon Health Canada transfer, it was demonstrated that employees 

had a nearly insatiable desire and thirst for information (Smith, Health Canada Transfer 

Study, 1999, DIAND and YG). It is important to remember that employees are 

especially sensitive to information that they perceive to be vague or misleading, and can 

Iose faith and trust in the change initiative over perceived inconsistencies in 

communications. 

Create cross-poliination by increasing empioyee cross- over between organizations 

Focus group participants identified a need to increase employee cross over between 

organizations. This type of activity could include job shadow and shared work 

exchanges, and wodd allow employees to see how things are done in their counterparts' 

organization, and to get a sense of what types of initiatives might be successfiil. For 

example, participants in the YG focus groups expressed a desire to mode1 districts at YG 

in the same way as is currently done successfiilly at DIAND. Cross pollinating 



organizations with ernployees would make it easier to identiw with the rationale behind 

policies and procedures in each organization. 

Sensitize employees to the implications of culture clash 

Irnpacted ernployees in both DIAND and YG need to be sensitized to the implications of 

culture clash. Since involving each and every impacted employee in cross cultural 

dialogue groups would be a monumental task, a multiple approach of dialogue groups, 

culture workshops, and newsletter articles about the implications of culture on devolution 

would help increase awareness. Workshops could occur over a period of several months, 

pre-devolution, and could include a culture clarification exercise. As described by Marks 

and Mirvis (1 998) the objective of this exercise is to raise awareness of cultural 

perceptions and stereotypes between organizations, and to discuss what type of vision is 

desired for the new organization- The exercise is thus both educational and visionary. 

The exercise is built around the following three questions (p 196): 1) how we view our 

organization's culture, 2) how we view the other side's culture, 3) how we think the other 

side views our culture. This exercise would be highly useful in uncovering and 

unraveling the prevalent inaccurate perceptions and stereotypes that have the capacity to 

create destructive conflict post devolution. 

IdentiQ and implement best practices 

Love and Gibson (1999) conclude that a sense of excitement and unity c m  occur through 

the identification of best ideas and practices. The identification and implernentation of 



best practices fosters unity and a sense of shared purpose. It may also assist employees in 

deding with the loss of their previous identity. Employees who are feeling threatened, as 

identified in the interviews and focus group sessions, may feel the need to protect their 

"turf", their policies and organizational values, and will benefit fiom the opportunity to 

apply the best fiom their culture to their new experience. Ideally, the uniwng action of 

identifLing best practices together with the satisfaction of seeing their implementation 

efforts come to h i t i on  in a new and better organizational regime, will offset the sense of 

loss associated with the transition to a new culture. 

Finally, searching for the synergy inherent in combining the best practices fiom each 

organization wiIl give employees h m  both sides a sense of ernpowerment and control 

over their destiny. 

Create a joint initiative for both sides to work on together 

According to Tjosvold (1 99 1, p 162) "assigning groups of diverse peopIe to important, 

high profile tasks reinforces talk of diversity and shared aspirations." This is based on 

the rationale that '20 the extent that employees believe that they have cooperative goals, 

they are able to manage their conflicts." Having employees fiom both organizations 

work on a joint initiative will help propel employees away fkom the differentiation of they 

versus we, and foster collaboration and joint problem solving fiom a cornmon and united 

vantage. 



Schein (1 999) reiterates that because the essence of culture is shared, tacit assumptions, 

"the quickest way to create a new culture is to give people a compelling, common task so 

that together they can build a new set of assumptions" (p 186). Having a new, shared set 

of assumptions will limit the potential for pose devolution conflict, as each side will 

suddenly be "on the same side," not working against one another in opposing directions. 

Build a shared vision 

Focus group participants and interviewees suggested a need for a shared vision, an 

overarching ethic to guide the new organization into the hture. According to Senge 

(1 990) visions are vital to the organization, creating spark, excitement and exhilaration. 

To be truly effective the shared vision must refRect the core values of the organization, 

with an approach that fosters enrollment and subsequent cornrnitrnent fiom employees, 

instead of compliance. For example: 

Visions spread because of a reinforcing process of increasing clarity, enthusiasm, 
communication and cornmitment. As people talk, the vision grows clearer. As it 
gets clearer, enthusiasm for its benefits- build. And soon, the vision starts to spread 
in a reinforcing spiral of communication and excitement (p 227). 

In her book Strategic Thinking and the New Science (1998, p 84) Sanders underscores 

the importance of systemic thinking, and demonstrates its relationship to creativity, and 

intuition 'tisualization is the key to insight, m d  foresight - and the next revolution in 

strategic thinking and planning." Sanders notes how now in this era of complexity and 

change we "need to integrate the techniques o f  imagination and the ski11 of intuition." 

The creativity needed to develop a new resource management ethic for YG post 



devolution can be thus enhanced by a systemic approach that recowzes the importance 

of intuition and visualization, 

It is vital that the vision is the product of ernployee hopes, aspirations, and desires, not 

another initiative spawned and dictated by upper level advisors to management. 

Employees need to identie the organization's vision, and spawn a sense of pride that will 

propel thern to greater levels of cornmitment and motivation to serve. 

Achieving the lofty goal of a positively reinforcing spiral of energy and enthusiasm 

requires high levels of creativity and collaboration, a state that can be very difficult to 

achieve fiom a place of conflict and malaise. It is important to empower ernployees by 

eliciting their support and expertise when seeking to define a new corporate vision for the 

organization. Senge (1 997) believes the concept of building a shared vision can take 

place only when people tmly believe they can shape their future. According to Marks 

(1 997, p 12) a vision of a new and better organization breeds confidence among 

employees, and "provides a ternplate for organizing thinking and action towards the 

attainment of the desired end state." 

Involving employees at al1 levels in creating a post transfer vision will foster a feeling of 

unity and ernpowerment arnong existing and new YG employees, as the organizational 

"end-state" will reflect the values and priorities of both cultures, building on the strengths 

of each. 



Integrate cultures 

According to Elsass and Veiga (1994) organizational integration efforts are critically 

important because they have the potential to mitigate the dysfunctional consequences of 

cultural differentiation. Ln particular, those organizational efforts that c m  reduce the 

prevalence of salient, cultural group-based distinctions shouId also reduce the arnount of 

cultural differentiation experienced by the organization. Failure to physically integrate 

DiAND and YG employees after the transfer could have serious consequences for 

achieving cultural blending. 

If, after the initial encounter between the two cultural groups, there exist strong 
restraining forces of cultural differentiation, interacting with weaker 
organizational integration forces, the most likely outcome would be separation of 
the two groups, each retahing its old cultural identity. This mode is fi-equently 
associated with self-imposed segregation of the subordinate group. Since the need 
to remain culturally differentiated is not subdued by organizational integration 
structures, both cultural groups operate independently (Elsass and Veiga, 1994, 
P 3- 

The risk of failure to integrate cultures is, at the least, inefficient program management 

and delivery caused by lack of synergy between departments with cross-functional 

mandates and at worst, escalating destructive conflict between opposing interna1 factions. 

For example in Elsass and Veiga's (1 994, p 5) force field model, 

high acculturative tension, resulting f?om the restraining forces of cultural differentiation 

and the drivùig forces of organizational integration, mate conflict manifest in high levels 

of stress, tension and anger. 
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Close attention will need to be made, as to how employees and programs will physically 

integrate. Currently, many YG departments are separateci, being housed in different 

locations throughout the city of Whitehorse, and in geographically rernote communities. 

For example, the departments of renewable resources and economic development are 

currently housed in separate locations in the city. These two departments have already 

evolved into distinct sub-cultures within the larger YG culture due not o d y  to geographic 

separation, but also because their opposing mandates of resource development and 

environmental conservation are in conflict with one another. Complicating this 

relationship is the post devolution addition of the DIAND programs of forestry, minerais, 

and renewable resources that will swell already large and separate departments at YG. 

Physical separation of new DIAND programs post devolution would make it extremely 

difficult for integration to occur. It is therefore important that wherever possible, 

cornplernentary programs are housed in the same physicd location. 

8.0 Conclusion 

On Apnl 1,200 1, the Northern Affairs Program (NAP) of the Federal Government in the 

Yukon Temtory is targeted to transfer to the jurisdiction of the Yukon Governrnent (YG). 

This event has profound histoncal significance for Yukon people. Traditionally, control 

over land and resources, has been retained by the federal govemment. However during 

the past twenty years the federal government has been devolving responsibility for 



programs typically under provincial jurisdiction to the Yukon government The transfer 

of natural resource management responstbilities is an opportunity for Yukon people to 

direct the allocation and control over local resources. 

The focus of this project was on identifjhg and analyzing areas of potential conflict that 

might be encountered as governance structures devolve to territorial control. Specificdly 

the project focused on the cultural issues that stem from organizational change. It was - 

argued that conflict is a natural product of organizational change, and that additionally, 

there is a link between conflict and the integration of corporate cultures. 

The project used the methods and values consistent with action research, which identifies 

knowledge as a social construct, and as such directly involves research participants by 

empowering them to participate in crafting solutions to effect change in their own 

situation. Action research is therefore designed to bring about action in the form of 

change, and is cyclic, participatory, and flexible to meet the needs and requîrements of 

clients. 

The methodology included client input into the central question about how to lessen the 

incidence of conflict as devolution unfolds, in the movernent toward a searnless prograrn 

transition to YG. The central question evolved fiom analyzing structural components of 

the transfer to looking at areas of confiict in the cultural integration of DIAND and YG 

resource management prograrns. Once the central question had evolved to examine in 



detail the conflict inherent in the cultural integration, the process expanded to include 

employees fiom the two organizations, who wodd be directly hpacted by the transfer. 

Research questions posed to employees who participated in the i n t e ~ e w  stage centered 

around identi+g concerns ernployees had with regard to the transfer, and questions 

designed to understand what types of cultural issues might cause conflict at the time of 

devolution. Participants then, were directly involved in determining what the issues of 

importance to include in the study were, and to assist in generating options for resolution 

of those issues. 

During the focus group stage, participants were given the opportunity to flesh out the 

identified issues, resulting in a better understanding of their own culture in terms of 

business practices and values, and in the underlying assumptions that give meaning to 

their lives as employees of their organization. 

The research findings resulted in the identification of a number of areas where conflict is 

likely to emerge during cultural integration. It was not the intent of this study to identify 

and "prevent" conflict fkom occurring with devolution, but to proactively use the positive 

aspects of conflict to create a vision for a new and better post devolution organization 

that reflects the values and pnorities of both YG and DIAND. In this way, the 

opportunities for synergy can be seized and maximized, to create a new culture where the 

forces of destructive conflict do not tear apart the fabric of a new and exciting era of 

resource management in the territory. 



Findings suggest that conflict is likely in areas where YG and DIAND have 

findarnentaHy different approaches to rnanaging programs and making decisions. These 

approaches reflect the cultural values of each government, and are manifest in patterns of 

interaction and assumptions that are unique to each organization. These assumptions and 

patterns of interaction that make up the culture of the organization are like DNA and as 

such are not easily discemible. The culture of each organization can be likened to a lens 

though which employees filter information and evaluate the meaning of events. 

Low levels of conflict are currently evident between DIAND and YG, having developed 

through years of collegial relationships, and are af3ected by the assumptions and values 

imbedded in each organizational culture. Low level conflict is manifest in group 

differentiation, categorization, and stereotyping between the two organizations. This type 

of conflict is not unusud, and is in fact normal, due to the mere identification that 

employees have with their own organization. Group identity is linked directly to 

ethnocentrism, which in itself gives rise to inter-group conflict. 

Interventions designed to reduce the incidence of destructive conflict in the cultural 

integration include the following: sensitizing employees to the implications of culture 

clash; fostenng open communication and sharing through cross-cultural dialogue; 

working together to create a shared vision for the post devolution organization; and 

increasing motivation and enrollment to integrate fiom those in leadership roles. Other 

recomrnendations involve working on joint initiatives pre-devolution, and identiwng and 



implementing best practices. Finally, research participants identified a desire for an 

independent cultual liaison person to assist employees in adjusting to the transition. 

The upcoming devolution is an exciting time of change for the territory Conflict 

associated with the change is not necessarily endemic, but cari be seen as a tremendous 

opporhuiity to effect change in governance structures, to create a new resource 

management vision for the Yukon. Potential for conflict in the cultural integration can be 

proactively rnanaged through a series of tirned interventions, so that on transfer day, the 

newly formed organization has al1 of the tools it needs to negotiate a smooth course into 

the fùture. 
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Focus Group Questions - DIAND and YG 

Cross- Cultural Understanding - as organizational cultures interface there is ioevitably 

a period of change and adjustment. YG and DIA.ND, as distinct organizational entities 

have different ways of doing business, methods of prograrn delivery, practices and 

protocol that are imbedded in the unique culture of each organization. It is important to 

explore these areas and identiQ where areas of both synergy and conflict exist, to create a 

prograrn transfer that is as seamless as possible. Business practices like decision- making 

and prograrn management and delivery al1 reflect the unique culture and values of eacb 

organization. 

Interviews wiîh management uncovered a need to increase cross-cultural understanding 

between DIAND and YG post devolution. Question design for the focus groups was 

based on the premise that cross-cultural understanding needs first to begin with an 

understanding of one's own culture 



1. Define your organization 's resource management mandate. How would you explain 
the reason for this focus? 

This question was designed to stimulate thuiking about what the DIANDNG resource 

management practices looked like, and possible underlying reasons behind why the 

system works the way it does- 

2. In what kinds ofways do yozt think thk mandate affects program management and 
Mvery?  For example, does it make the system flexible and responsive, or ri@ and 
bureaucratie? 

The goal of this question was to prompt participants to reflect upon the relationship 

between the mandate of DIAND/YG, and it's impact on program management. The 

purpose was to uncover the interrelationships and patterns that shape the organizational 

culture. 

3. Do you think yozw counterpavts at YG/DiAND understand why the DUIKDffG system 
operates as it does? For example, do rhey understand the restrictions you face, or 
challenges that exist when rnanaging programs from a local/federalpevspective? 

With this question, it seerned important to quiz the group about whether they felt 

understood by their counterparts, in terms of their program management mandate. This 

was an atternpt to not only understand the magnitude of potential misunderstanding, but 

ais0 of the intensity of the feelings around this issue. 



4. m a t  is your understanding of the YGDLQND resource management mandate? 

Again, this question was geared toward getting a handle on the level of cross-cultural 

understanding about program management practices that exists between YG and DlAND 

managers. 

Assumptions and Perceptions - Historical myths and stories are very common within 

and between organizations like YG and DLAND that have had a long history of 

interactions, OAen, these myths and Stones are rooted in misunderstanding and inaccurate 

perceptions of one another that Lead to the perpetuation of negative stereotypes, and 

consequently, to conflict. If left to escalate, this unresolved conflict could result in a 

%ey versus we" dynamic that would be particularly destructive to cross-cultural 

relations post devolution. I d e n t i e g  the roots of these types of negative interactions 

would assist in understanding and unraveling any associated conflict. 

1. m a t  stories, myths, or Zegends are you awar-e of that exkt regarding the working 
environment of YG/DL4ND? 

The intent with this question was to elicit information about common perceptions of one 

another that might manifest in folklore. 

2. Idena3 any examples of situations wlzere conflict has occurred between DL4ND and 
YG that might have tlreir mots in misunderstandirlg or inaccurate perceptions of one 
another. 



Participants were asked to recall any examples of codic t  that occurred between YG and 

DIAND, that might involve misunderstanding or inaccurate perceptions. This question 

was intended get at unraveIing historid cases of unresolved conflict to identifjf deeply 

rooted unconscious assurnptions about one another. 

3. Ident13 any cornmon stereotypes or asmrnptions about YG/DLQND rhat might be 
rooted in these situations. 

Identifying stereotypes is critical to understanding the magnitude and intensity of the 

impressions that are comnonly held about one another. 

4. Are you aware of the "they versus we " dynamic between YG and DUND resozrrce 
management ndtures? Can you explain in what way the dynamic manz~ests? 

This question was aimed at assessing whether conflict between YG and DIAND has 

escalated to where %ey versus we" is evident. This dynamic is an indication of 

escaiating cycles of inter-group conflict. 



Supplementary DUND Questions 

Change in Political Immediacy - in the i n t e ~ e w  stage, concem about possible 

increased political immediacy at YG was raised by a number of interviewees. Political 

immediacy is a phenornena experienced by both YG and DIAND in different ways, and 

to varying degrees. For example some DIAND intewiewees felt that in their culture* 

interference fiom senior bureaucrats felt like political closeness. 

The intent behind the questions around this issue was to cl&@ for participants just how 

much political irnmediacy there is at DIAND, and to reflect how the culture is shaped by 

the organizational structure. This theme was designed to assist in raising consciousness 

of what drives the DIAND systern to operate the way that it does, and to stimulate 

participants to start thinking about why things might look different at YG. This helped 

employees increase understanding of their own culture, and also prompted thern to look 

through a new lens, to see things fiom a different perspective. 

1 -1s politicaZ closeness an  issue in the Northem Affairs pr-ogram at D m ?  

This question is designed to elicit fiom participants a definition of  what things are like at 

DIAND in tems of this issue. 



2. In what ways does the organization at DL4ND shape the Zevel ofpolirical closeness 
that is felr In your cultztre? For example, the geographic proximity of the Ottawa 
"C'enter" to the Yukon, or the place of Yukon business on rhe national agenda. 

This question attempted to prompt participants to reflect how the structure of DIAND 

shapes the culture in which employees must operate. It was designed to probe deeper into 

the underlying assumptions about why the DIAND organization operates as it does. 

3. Whar is your impression of the Zevd ofpolitical closeness at YG? 

Information gained fiom the i n t e ~ e w  stage uidicated that there is widespread concem 

among resource managers about potential increased political immediacy at YG. This 

question was asked of participants to test the prevalence of this perception among 

DIAND ernployees, and the intensity of the feeling about it. 

4. Do you have any idea how the culture ut YG affects the level ofpolitical closeness in 
that organization ? 

This cpeition prompted participants to think in ternis of what might drive the 

organizational culture over at YG. The intent was to increase understanding of how 

culture impacts organizations, and to stimulate reflection about why YG and DLAND are 

di Rerent. 

The Speed of Decision Making - Some wodd Say that the speed in which things happen 

over at YG is much faster than at DIAND, that the responsiveness of the system of 



necessity creates thïs difference. Change in this context wuld mean legislative or 

regdatory change, or restmcturing of programs and management. The speed of decision 

making is directly related to the organizational culture of both D W  and YG. 

1 - ffow quickly are decisions rypically made at DLPND? 

The question was designed to allow participants to reflect on the speed of decision 

making at DiAND. 

2. What causes the system to operate as it does? 

This was an attempt to encourage participants to contemplate why decision making works 

as it does at DIAND. 

3. m a t  is your impression of the speed of decision making at YG? 

Testing the validity of the data obtained through the interview stage. 

4. Can you ident23 why things move so slowly/quick[y at YG? 

With this question, an attempt was made to have participants think outside the DIAND 

culture, to step in the shoes of a YG employee, and try to understand the reasons for that 

systern to operate as it does, in cornparison to DIAND. 



Supplementary YG Questions 

The Impact on YG Employees - devolution profoundly impacts not just the DIAND 

employees movùig over to YG, but also the employees at YG. Blending cultures will 

result in the creation of a whole new organizational culture in some YG departments, 

such as the departments of Renewable Resources and Economic Development, which 

will double in size. It is important to discuss potential impacts to uncover what fears and 

concerns exist in regard to this change. 

Impacts will be felt within YG as employees are confionted with unfàmiliar faces, new 

programs, changing mandates and a higher degree of complexity in program 

management. In addition, if cultural blending is to occur decision- making practices 

could also change, creating a period of adjutment and potential uncertainty for 

emplo yees. 

1. The departments of Renewable Resources and Economic devdopment wiZl be impacted 
by the large nurnbers of DLAND emplo-vees moving over to YG. How might this change 
affect employees at these and ottrer YG departments that wiZZ receive s&nz~cant nurnbers 
of DWVD emp loyees? 

This question attempted to prompt participants to start thinking about how the transfer 

might impact employees, particularly in departments that will grow much larger. 

2. In what ways do you envision devolution might impact the complexity of decision 
making in resource management programs, post devolution? 



In the YG stage concern was noted about increasing complexity of decision making in 

some resource management prograrns, post devolution. The intent of this question was to 

test the extent to which participants in the larger focus group felt this to be an issue. 

3. ?Thar concerns do you have about the change in your working environment post 
dmo lzr tion ? 

Research on corporate alliances and mergers suggest that organizational change and 

restmcturing is very stressful for employees. Feedback from participants to determine 

what kinds of fears and concems exist was solicited with this question. 

4. mat kinds of things wozrld assist in helping yozr and other YG employees prepare for 
this change in your working environrnent? 

Participants were given an oppomuiity to share insights into possible options for assisting 

staff in preparing for devolution. 




