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ABSTRACT 

The four-year joumey of one high-technology organization to build a culture that values 

leming as a cornpetitive advantage was studied. A company-wide survey and employee 

and manager focus gruups were selected to collect data on the leaming aspect of the 

culture. Three key elements of organizational learning were examined: leadership. 

rewards and recognition, and transfer of skills and evaluation. The research outcomes 

identify specific recornrnendations for change that can be applied to other organizations 

on similar journeys. Key outcomes include making the organizational vision accessible 

to a11 employees; increasing the level of cornfort with taking appropriate risks; designing 

a process for the identification, selection and monitoring of employee development plans; 

and enhancing the coaching skills of managers. 
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Chapter 1: Introduction 

The purpose of this research is to identify gaps in, and links to, the theoretical 

learning models underlying one organization's four-year effort to create an environment 

that values leaming as a cornpetitive advantage. The research will focus on three key 

dimensions: leadership, rewards and recognition and the evaiuation of learning initiatives. 

This case study offers a perspective from the hi& technology industry where the 
# 

emphasis is on science and product development. This organization is involved in a 

number of joint-venture pamierships for the sale and distribution of i ts produc ts. thereby 

adding an additional complexity to the culture. management style and organizational 

systems. The joumey that this organization has embarked upon allows us to compare 

curent theories on leming organizations with the practice of this Company. 

ORGANIZATIONAL AND INDIVIDUAL LEARNING 

There is an abundance of definitions for leaming and organizational learning 

which fa11 short of clarifying the characteristics of the terms. While al1 progressive 

companies aspire to being recognized as learning organizations, that label, aithough not 

always well understood, has become the new moniker for organizational excellence. 1 

believe that Redding and Catalane110 (1992) capture this best when they Say: 

It is common to refer to the "leaming organization" as if it represents a certain 
type of organization, implying that it is possible to label certain firms as leaniing 
organizations and, at the same time, determine that others are not. In contmt, it 



seems more useful to think of the learning organization as a mode1 of strate& 
change. (p.48) 

If we embrace the notion that adults choose to leam and then choose to make 

behavioural changes as a result of new knowledge or insights, then organizational 

leaming is the sum of these individual choices which ofien promotes changes in systems. 

structures and culture. Behavioural changes requiring a shift in values and beliefs are life- 

long jomeys with many unexpected curves in the road. These significant changes 

require individuals to understand their mental models and have the ski11 and cornmitment 

to choose different paths. In Senge's frarnework, mental models can be either simple 

generaiizations or complex theories that define how we view the worid and determine 

how we act (Senge, 1990). 

The most practical definition of leming within organizations cornes from Garvin: 

"A learning organization is an organization skilled at creating, acquiring and transfemng 

knowledge, and at modifying its behaviour to reflect new knowledge and insights" 

(GarvinJ993, p. 80). In this definition, companies that are learning organizations are able 

to pool, share and transfer individual leaming arnong their members. To complete this 

thought, we tum to Gephart et al. (1996) who expand on the concept with: 

It's an organization in which learning processes are analyzed, monitored, 
. developed, managed and aligned with improvements and innovation goals. Its 

vision, strategy, leaders, values, stnicnires, systems, processes, and practices al1 
work to foster people's learning and development and to accelerate systems-level 
learning. (p.36) 

Peter Senge (1990) describes organizational leaming as the capacity of the 

organization to shape its future. He describes a leaniing organization as a place where 
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"people continually expand their capacity ta create the results they truly desire, where 

new and expansive patterns of thinking are numired, where collective aspiration is set 

free, and where people are continually learning how to learn together" (1990, p. 3). There 

are a number of authors (Bennett & O'Brien, 1994; Garvin, 1993; Kim, 1993) who 

similarly identify the characteristics of organizational leaming. 

Since organizational learning is the collective expression of individud 

behaviours, it is important to acknowledge the significant role that individud leaming 

plays in bringing about suategic change. Kolb (1984) descnbes individual learning as 

"the process whereby howledge is created through the transformation of experience" 

(1984, p. 38). He emphasizes that leaming is a transformative process that is created and 

recreated, and not a static event. 

Leadership and Learning 

The leadership of an organization must actively support the change toward a 

culture that values leaming as a way of becoming and remaining cornpetitive in a global 

environment. Leaders cm be either assets or obstacles to creating a value for leaming 

and integrating that value into al1 other organizational systems. It takes courage to make 

space for iearning activities that may not appear to be imrnediately relevant. in the face of 

the pressure on operationai resources that generate tangible bottom line benefits. Leaders 

are most effective when they craft, communicate and live a vision of learning while 

finding mechanisms to enrol others. Not al1 leaders have "the ability to see beyond our 
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present reality. to create, to invent what does not exist, to becorne what we not yet are" 

(Covey, 1994, p. 103). 

Max DePree (1989) said it best when he descnbed leaders as servhnts and debtors. 

and noted that the signs of outstanding leadership appear primarily arnong the followen. 

Other authon have provided clarity on the role of managers and leaders (Gerber 1998; 

Autry, 1991; Semler, 1993; Covey, 1990) in creating environments that value employees 

for their unique skills and contributions and aid in their development in ways that rneet 

their individual needs dong with the needs of the enterprise. 

In a Fortune Magazine article, Warren Bennis describes the benefits of leaders 

with vision: "Al1 the leaders 1 know have a strongly defined sense of purpose. And when 

you have an organization where the people are aligned behind a clearly defined vision or 

purpose, you p t  a powerful organization" (Bennis in Davis, 1994, p. 241). 

Al1 change efforts require a shared vision, communication of the vision. changes 

to the organizational systems and guidance from the champions. Shifting a technology 

driven culture to one that values leaming, particularly non-technical leaming, requires 

leaders with conviction, commitment, tolerance and patience. 

Rewards and Recognition and Learning 

The saying that "what gets rewarded gets done" (unknown) captures the power of 

reward and recognition programs in fostering a new value for leaming and development. 



Organizations traditionally design their plans in isolation of other strategic initiatives. 

And while most plans recognize the short-term financial performance, few reward 

performance in areas related to the "soft skills". 

Rewards are usually tied to an assessrnent of performance outiined in the 

performance management program. This program attempts to "fiicilitate(s) the 

integration of various human resource activities, mesh(es) them more closely with the 

business objectives of the organization and thereby improve(s) overall performance" 

(Bevan & Thompson, 1991, p. 38). In most performance systems, objective-setting and 

performance appraisal are part of a process that includes an assessment, employee 

feedback, pians for the next period, on-the-job coaching and rewards for achievement 

(Bevan & Thompson, 199 1). 

Performance systems c m  also align individual performance and development 

with the goals of the organization. They can provide a catalyst for learning if the 

organization "waiks the talk" (i.e. leaders say they value leaming and allow employees to 

spend a minimum of 5% of their time in formal leaming activities in addition to on-the- 

job leaming). Goals that include ski11 development need to be equally weighted with 

operationai goais and once attained, have similar financial value. 

Transfer of Learning, Evaluation and Learning 

Employees often r e m  from a leaming activity praising the session but then 

continue to perform in their jobs in the same manner as before. The task of tuming new 



skills into new performance is a challenge for al1 organizations. It is crucial for managers 

to ensure that learning is a key component of the organizationd strategy. Participants 

need to see the link between learning events and their jobs. They need to be part of the 

planning process with their managers to select sessions that meet their interests and the 

company's needs. Managers need to discuss the l e m h g  objectives for the sessions and 

follow up after these sessions with a review of key points and a discussion about how the 

skills cm be applied. The emp1oyeeTs work design should be adjusted to provide an 

opportunity for practising the new skills. Finaily. the developmental efforts and success 

in the use of the skills should be monitored, supported and recognized. In addition to 

career development and performance enhancement activities, employees engage in 

numerous other types of learning endeavours such as discussion, reading, expenmenting, 

computer and intemet options, and reflection. These activities are more difficult to 

capture and support within the traditional training fnmework. 

Many training departments fail to provide senior management with objective 

information related to the impact of major training initiatives. This weakens the ability of 

the learning group to access funding for future events and dirninishes the impact of 

leaming because of an inability to capture results as bottom-line improvements . 

Kirkpavick (1998) developed a 4leveI program evaluation mode1 in common use within 

the training assessrnent field. This mode1 can be supplemented with Phillips' (1997) 

'return-on-investrnent' mode1 to add a financiai dimension to the evaluation. Evaiuation 

of the impact of learning can be measured against five levels: 

Lmel I - Reaction 

A measure of participant satisfaction and intention to apply the skills. 



Level2 - Leaming 

A measure of tramfer of knowledge or development of ski11 or change in attitude. 
Levez3 - Behavior 
A measure of change in on-the-job activity or application of the learning in reai 

situations. 
Level4 - Results 

The business impact achieved by program participants as they successfully apply 

the skills (changes in output, quality, costs, time, customer satisfaction etc.). 
Level5 - Retu rn-on-Investment 

Compares the monetary benefits of the program (value of improved efficiency, 
decreased turnover, etc.) with the program costs (trainer, venue, participant 

salaries, evaluation etc.). 

Measurement plays an important role in validating the use of organizational 

resources for learning. While there is wide-spread agreement that there are many benefits 

to organizational leaming such as improved effectiveness, increased satisfaction, reduced 

turn-over and enhanced attraction for potential hires, many executives today are at a loss 

to translate these benefits into bottom-line benefits; hence the need for rigorous 

evaluations on major initiatives. 

PURPOSE OF STUDY 

The purpose of this research is to document the progress of one organization's 

effort to integrate leaming into the natural course of business, and as a result reaiize a 

competitive advantage through an innovative, nsk-oriented and satisfied worldorce. This 

case study provides a unique and in-depth opportunity to follow events over a four year 

span and to identify gaps in, and links to, theoretical learning models as they rekte to 

three key dimensions: leadership, rewards and recognition and the evaluation of learning 



initiatives. The recommendations resulting from this examination will lay the 

groundwork for further study in specific aspects of organizational leaming theory. ' 

Research Question 

The key question underiying diis research is: 

Does the experience of one organization' process to incorporate the leaming 

organization concepts mirror the theoretical models for organizational leming and 

leadership, rewards and recognition and evaluation? 

Significance of the Research 

There are three primary points of devance for this research. One goal is to 

confim. or identify gaps, in current organizational leaming theories as compared to the 

practical experience of one organization as seen through the eyes of the empioyee and 

manager population. This cornparison may provide executives and organizational 

development practitioners with additional insights about the design of a leaming culture 

shift and the required systems, tools, structures and programs that are fundamental in 

making such a shifi successfbl and enduring. 

A second goal is to identib t h e  elements which support leaming (leadership, 

rewards and recognition, and evaiuation) and test their presence or absence and the 

impact of that state. As many change agents know, there is tremendous value in 

understanding the subtle and more obvious influences that have an impact on change 
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efforts. By concentrating on three key elements, this case study may contribute to the 

increased rate of success of other cultural change initiatives both inside and outside the 

organization. 

A final goal is to identify oppominities for further research related to the 

development of a practical learning framework for organizations with a specific focus on 

the systems that would support the ease of transformation. 



Chapter 2: Review of Literature 

2.1 LEADERSHIP AND LEARNING 

The last decade has brought about much interest in leaders and leadership 

development. Leaders are different from managers whose roles are to plan. organize, 

control and rnonitor. they are seen as individuals responsible for creating visions and the 

changes needed to enact them (Kotter, 1996). 

Senge et al (1999) distinguishes arnong three types of leaders. The local line 

leaders organize and manage the work of the organization; they are critical in that they 

can test the impact of new ideas and approaches. Intemal networken develop informal 

networks that spread new ideas across organizations. They have the ability to move 

about the larger organization and, through alliances with others, assist the local line 

managers by serving as brokers of contacts and supporters. 'They are the natural seed 

cimiers of new ideas and practices" (Senge et al. 1999, p. 19). Executive leaders are 

tasked with creating organizational environments that foster innovation and howledge 

generation. This is accomplished through new infrastructures for leaming , through 

support and inquiry. and by modelling the noms and behaviors. Leaders must abandon 

the objective of always having dl the answers and accept that they need assistance to be 

effective. 



Attributes of an Effective Leader 

Effective leaders have a number of attributes that manifest themselves in their 

approach to mnning their businesses. the manner in which they respond to people and the 

way in which they integate leaming for themselves and othen. There are endless 

definitions of leaders. The following four perspectives collectively provide a fairly 

comprehensive image of an effective leader, according to the literature. 

McCall(1998) identifies a number of characteristics of good leaders: someone 

who acts with integrity. tells the truth and takes responsibility for his or her actions and 

seeks opportunities to 1earn;to do new things and has changed over time; someone who 

understands al1 facets of the business and how the various parts connect; someone who is 

insightful and cm ask probing questions; someone who has the courage to take risks and 

will persevere in the face of opposition; someone who c m  fom high performing teams. 

drawing the best out of each member and achieving consensus in the face of 

disagreement; someone who seeks and uses feedback; and finally, someone who leams 

from rnistakes, responds to critique without getting defensive, and starts over after 

setbacks. 

Koner (1996) takes the position that lifelong learning builds and renews leaders. 

He defines good leaders by their ability to intemalize the following mental habits: 

demonstrating a willingness to step beyond their levels of cornfort; honesty evaluating of 

achievements and failures; relentiessly seeking information and ideas from others; 

actively listening; and having an open mind. 



Senge et al (1999) believes that leaders need to possess multiple intelligences to 

manage large systems. He developed a system of levels of intelligence that become more 

difficult to access at the higher levels. Fiscal intelligence allows one to undentands how 

the enterprise creates financial viability. Social inteliigence allows a leader to choose the 

appropriate social form for the execution of the work and allows the leader to intervene 

effectively when necessary. Noetic intelligence is the capability for thinking and 

learning, particularly in groups. This requires patience. willingness to engage. and the 

ski11 of reflection. Emotional intelligence positively acknowledges emotions and is 

sensitive to subtle signals from othen. Environmental intelligence allows one to pay 

attention to ergonornic factors in the workplace, what it feels like to work in that space. 

Spiritual intelligence provides a place where we cm bnng Our whole selves to work. The 

latter three are not always evident in leaders in modem workplaces. 

DePree (1989) believes that in organizations, leaders and Followen yeam for 

trust, and that followers need to believe that their leaders will do what they Say they will 

do. Followes have a reliable instinct about trust, and will be quick to identify behaviors 

and actions that are contrary to the stated commitrnents. Great things, including reaching 

Our potentiai, are possible only when trust is present. 



Obstacles to Effective Leadership 

Cult of the hero-leader 

There is a societal addiction to heroes seen in film, pnnt and other media, as well 

as in organizations. Often, finding the hem-leader takes precedence over developing 

leadership cqxicity thc~ghout the organization (Senge et al, 1999). Sense expands on 

this concept by discussing the myth of these leaders. The hero-leaders usually take 

drastic measures in the face of crisis to Save or change the organization. This type of 

intervention does not allow for the personal or professional growth of the followers. who 

will persist in old behaviors in the face of coercion to change. The environment created 

by hero-leaders severely restricts the degree of risk that people are willing to take, and 

ultimately limits the innovative thinking that organizations require to sustain gowth. 

These leaders perpetuate interna1 competition among team memben vying for 

recognition. 

In effect, the myth of hero-leaders creates a reinforcing vicious spiral of ciramatic 
changes imposed from the top, and diminished leadership capacity in the organization, 
leading eventually to new crises and yet more heroic leaders. Wonhiping the cult of the 
hero-leader is a sure-fire way to maintain change-averse institutions. (Senge et al, 1999. 
p. 12) 

Followers fearful of the responsibility for change or for resolving problems and 

removing obstacles are more than happy to pass the baton to the leaders who are 

presumed to have the "answen". Block (1993) States that c m n t  theories on change 

management cling to a belief in leadership as the key. 'Tt is this pervasive and dmost 

religious beIief in leaders that slows the process of genuine reform" (Block, 1993, p.5). 

His tenet is that "stewardship" rather than leadership provide the oppominity to chose 
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service rather than the pursuit of self-interest, which can give rise to reforming 

organizations. 

Most leaders today corne by their approach quite honestly; they have been 

rewarded for organizing and controlling things and may believe that the sarne techniques 

can be applied to people. Even the term "human capital" suggests an attempt to reduce 

human beings to assets that can be valued like realestate holdings. Leaders are measured 

by their efforts and loyalty, which often cornes with a high personal price. They are 

reco=pized for their brilliance even when it intirnidates othen and limits the levels of 

contribution and participation. Their charisma cm be used to manipulate others. (McCall. 

1998). This type of success cm blind a person to the need to adapt, leam and change and 

will surely stunt the development of those working with such leaders. 

While we cm understand how and why our leaders developed certain styles of 

interacting and getting the job done. hero-worship is a daunting obstacle to overcome. 

However, cornpanies cm no longer &Tord to support environments that stifle 

participation and creativity, that do not let people be responsible and accountable, that 

cunail growth and developrnent. These organizations are doomed to failure over the long- 

term. 

Need for direction 

Transfomation cannot take place in the absence of direction. bbWhenever you 

cannot describe the vision driving a change initiative in five minutes or less and get a 
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reaction that signifies both understanding and interest, you are in for trouble" (Kotter, 

1996, p. 9). Having a vision is often not enough if people perceive that there are huge 

obstacles in their paths. Leaders often send people mixed messages about their roles in a 

change process, because they are unclear themselves about the end goai. and how to 

enroll people in the process of realizing these goals (Kotter. 1996). Confusing sipals 

increase anxiety, a natural inhibitor to learning, and drastically slow the change process 

for the individual and the orgmization. Unfominately, leaders who have managed in a 

traditional hierarchy for much of their careen often find the switch to a more open and 

participative approach a very difficult joumey which many cannot complete. 

Dependency 

Block (1993) introduces the notion of dependency as key to understanding 

tradi tional leadership models. In order for dependenc y to take root there must be a belief 

that the people in power know what is best for others. Dependency allows followen to 

hold leaders personally responsible for how they feel about themselves and for their view 

of the degree of freedom that is available to them. "Dependency is the collusion required 

for patriarchy and parenting to endure ..." (Block, 1993, p.8). 

The coin of dependency has an opposite side. and that is the wish for dominance. 
ClaiMng control over othen who are adults is also a choice. We may think that 
they are not ready to exercise their freedom, but this is mostly Our rationalization. 
Dominance fulfills the wish to be in control. It rnay take the softer guise of being 
the dl-knowing, omniscient, loving parent. Or you may see it as being a strong 
leader, giving people structure, clarity, and something to lean on and react to. 
These are ail indirect forms of staying on top. (Block, 1993. p. 79) 
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By maintaining dependency, people will choose to be passive and silent, 

effectively waiting to be told when and how to contribute. Learning is stified by leaders 

who can only achieve CO-operation through control. 

Creating the Culture 

Endunng personal changes requires us to understand how we came to hold Our 

values and beliefs, to challenge these and hopefully to emerge with a deep understanding 

of our evolutionary process. From this new insight cornes the opportunity to select or 

modify Our values and beliefs, and to review our behaviour for any gaps between what 

we believe is cnticai and how we react and interact with the world. Leaders are most 

credible in the role of mentors and coaches when they either have experienced, or are on 

the joumey of, personal transformation. These leaders are well positioned to rnodei and 

encourage a value of learning and growth in their organizations. 

Since we spend most of our waking hours in our jobs, organizations should 

provide a safe place for learning. People need a supportive environment in which to take 

nsks and expriment with new behavion, to receive encouragement from their boss and 

colleagues and to know that they are not alone in the change process. 

In order for leaden to promote personai and professional growth for others, they 

must first be able to access this growth for themselves. McCall(1998) States that 

executive development faces a number of challenges. Fint, the selection of executives 

should be based in large pan on evidence that these individuals have the ability :o. lem. 



Second, there are no guarantees that a person, when placed in a developrnental 

oppomnity, will l e m  what needs to be leamed. Third, given the limited number of 

opportunities for growth, there is tension between selecting people who have s h o w  that 

they will succeed versus people who would benefit most from the experience. This point 

ties into the degree of risk that organizations can tolerate and the acceptance of rnistakes 

as learning opportunities. The underlying factor for success is a well-established input 

and feedback mechanism that allows for constant corrections in the course. 

Kotter (1996) adds ro McCail's position by focusing on lifelong Ieaming, and 

believes that leadership potential in developed over the course of a career. He believes 

that potential will only be reaiized if the climate fosten development. Many 

organizations, because of their culture. destroy potential and repel people who stretch 

outside of the acceptable and predictable noms. 

Empowerrnent 

Many of the same type of organizational charactenstics required to support 

leadership developrnent are also needed to foster empowered employees. Those 

charactenstics include flatter hierarchies, less bureaucracy, and a p a t e r  willingness to 

take risks. Leaders are best able to create and nurture such a climate when they have 

shifted most managerial responsibilities to lower levels (Kotter, 1996). 

Block (1993) refers to "empowerment" as a belief that the solutions to our issues 

and problems lie within each of us, and thedore we d l  sign on for the job of fixing the 



problem. '2mpowerment bets that people at our own level or below will know best how 

to organize to Save a dollar, serve a customer, and get it nght the fint timet' (Block, 1993, 

p. 9). Benevolent leaders who seek to protect their people are claiming sovereignty, 

which precludes the presence of ownershjp and responsibility. Followen should not be 

the vehicle through which leaders fulfill their expectations for security. self-esteem, and 

freedom because it is not the followers to give but the leaders' to claim (Block. 1993). 

An empowerment style of management creates more innovation, initiative. and 
commitment, but also more unpredictable behaviour. Managers must weigh the 
benefits of an empowerment style against the predictability of high conuol. To 
talk empowerment but practice conwl only creates cynicism. Few managers are 
willing to really pay the price of empowerment through the widwin agreement 
process - where desired results and guidelines are clearly established, available 
resources are identified, and specifics of accountability and consequences ye 
agreed opon. Those managers who do pay the pnce unleash the potential of 
people, foster innovation and initiative through self-supervision that respects the 
individual, and produce desired results in a way that is both tougher and kinder 
than a high-control style. (Covey, 1990, p. 184) 

Fostering trust 

"When things go awry, trust powers the generaton until the problem is fixed" 

(DePree, 1997, p. 124). DePree is very eloquent in his discussion of trust. He States that 

trust cannot be demanded or forced by the leaders, but is given by the followers only 

when their high standards have been met. Once trust is given it must continue to be 

e m e d  Trust star& with a personal commitment to respect others and to acknowledge 

and integrate the strengths and interests of others to reach common and individual 

potentials. Trust is willingly given to leaders who keep promises, consistently and 

predictably do the nght thing, demonstrate their competence and help followers 

understand where they fit into the overall picture. 
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Kotter (1996) contends that major change is impossible without the help of others, 

and that the need for consistent and open communication will increase a sense of cornfort 

with change and see people through shaky times. A real danger is a mismatch between 

the boss' behaviours and espoused values. "People do not expect perfection. but they 

recognize sincerity and openness and their absence. When a local boss relapses from a 

style of open inquiry into authori tarian behaviour. the repercussions c m  be fel t for 

months" (Senge et al, 1999, p. 195). 

The absence of trust often results in debilitating anxiety and feu. vinuaily 

paralysing dl but the safest actions and decisions. Senge (Senge et al, 1999) presents a 

prescription for overcoming fear and anxiety, by removing the obstacles to openness and 

by accelerating the development of safety and the capacity for openness. Start small and 

build success before confronting difficult issues. Mode1 openness and avoid frontal 

assauits that will threaten and cunail participation. Lem to see diversity as an asset and 

ensure that people sense that they are valued. Use mistakes as opportunities for leming 

by removing the stigrna attached to failure. Ensure that participation in change efforts is 

a matter of choice, not coercion. Develop skills of openness and inquiry and help others 

also acquire these skills. Develop a cornmon understanding of the vision and current 

reality, and be patient when fear and anxiety manifest themselves. they are nahiral 

responses to change. Once people believe that their leaders can be trusted to support new 

values, they will be more prepared to take nsks (Senge et al, 1999). 
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Structure and systems 

The braves& vision and the clearest strategies alone cannot guarantee succesr 

Leaders must be ngorous in their examination of their systems and structures and remove 

practices that reinforce behaviours that do not support the direction. Many authon refer 

to this as aligning the organization's systems and structures with the oved l  mission of 

the enterprise. Misaiignmenr ofien results in stress for the employees who finds 

themselves operating in a fog of conflicting signals. The ultimate objective is to find the 

balance between high effectiveness and profits. and low stress. Such a state is ripe for 

nsk. experimentation and leaming. 

Covey (1990) refers to six systems that leaders must juggle to preserve the 

organizational equilibrium: intemd and extemal information to support decisions: 

compensation and recognition; training and development; recruitment and selection; job 

design and communication. Align these systems with the vision. communicate constantly 

and consistently in word and deed and people will choose to vigorously contribute to 

realizing the organization's goals and, in the process. may find that they have also 

realized their dreams. 

Conclusion 

It perhaps is helpful to think about effective leadership with a naval analogy. The 

captain of a ship only reaches this position after years, even decades, of sailing under the 

command of more experienced officen in a variety of open waters in differently 

confi~gured vessels. At the end of this apprenticeship she has leamed to read the subtle 



signals of the sea, would not for a moment imagine that she c m  tame it, and honours it 

with the deepest respect and even love. Because of this intimate knowledge, she brings 

insight, determination and wisdom to this role. Observers are in awe of her skills and 

seek unsuccessfully to define them. The captain sails to meet her own needs and. in 

return for the pnvilege and pleasure. prepares others to assume the comrnand. She bnngs 

an unshakable faith in the desire of her crew to perform at their peak and nse to the 

challenge presented by nature. The captain navigates her ship through calm and stomy 

weather, knowing the direction and constantly adjusting the course to reach the ultimate 

destination. She is open to detours in the route to ensure safety or to provide new 

challenges and leaming opportunicies. She prepares her people to be adaptable and 

responsive to change, and instills a sense of self-discipline that supports the freedom to 

assume responsibility and the willingness to be held accountable. 

2.2 REWARDS AND RECOGNITION AND LEARNING 

It would be reasonable to expect that, with the conUnued focus on developing 

leaniing organizations, there would a proliferation of literature on how to design and 

manage compensation systems that encourage individual, tearn and organizationai 

leaming. A review of the lirerature reveais a lack of resources on this topic and presents 

an opportunity for f'urther study. 

Rewards and recognition either serve as motivaton or, most often, as 

demotivators. This stems from a number of factors: the Iack of clarity about what 

performance objectives should be and how they can be designed to leverage leaming 



opportunities; a lack of conpence between what the compensation systems say they 

reward and what they actuaily do reward; and a low pnority placed on the intangible 

rewards that often have more impact than the financial rewards. 

The literature is consistent in repoaing the need for aligning reward and 

recognition programs with other factors that contribute to the shaping of a Ieaming 

culture such as leadership, communication. career development and succession planning. 

What is absent is a discussion of concrete and practical approaches to designing rewards 

and recognition programs with a view to promoting learning. In this context. leaming 

captures a variety of activities: on-the-job learning; formal training and the uansfer of 

skills to the workplace; coaching and mentoring; and sharing personal insights about 

what motivates people to act in cenain ways, and the resulting impact of those choices. 

Perhaps part of the challenge in finding such resources lies in the fact that much 

of the most profound learning an individual or team can engage in is very persona1 and 

often humbling, and not always easy to capture. A manager cannot wnte a leaming 

objective for an employee that requires him or her to: "develop insight on the impact of 

your communication style by November 30", and expect profound changes to occur 

unless he is prepared to actively support and coach his employee. We cannot always 

predict what will give rise to a leaming oppominity, and in the mie spirit of the learning 

organization models, managers and employees need to look for leaming in the natuni 

course of managing the business. 



In Teaching Smart Peo~ le  How to Leam, Chris Argyris (1998) refen to "single 

loop leaming" where we focus on correcting errors in the extemal environment, 

compared with "double loop leaniing", which is added to the fint loop, and involves 

reflecting on our own behaviors to identify changes to improve future interactions. This 

concept presents tremendous developmental opportunities for individuals and 

organizations. A critical part of learning is the ability to undentand what motivates 

behaviour, and to be willing to share this information with your team for the sake of 

deeper understanding and irnproved working relationships. Becorning skilled at double- 

loop learning involves the continuous anaiysis of current behaviour to undentand the 

underlyng very personal human needs, and then actively engaging in changmg 

motivations and behaviours to enhance the quality of relationships, Another profound 

concept in learning is recognizing the lack of congruence in behaviour between 

"espoused theory", or acting in accordance with stated values and beliefs, wd "theory in 

use", or the way people actually act (Argyns, 1998; Senge, 1990). A typical exarnple 

would be an espoused theory that says that customer satisfaction is a fundamental value, 

while the reward programs only reward cost cutting measures. Employees in this 

situation quickly identiQ the m e  value and will tailor their perfommces accordingly. 

Reward and recognition systems will only be effective if they measure what is critical to 

the business and if the measurement criteria is digned with the stated goals of the 

organization. 

If we believe that this type of learning, in addition to other traditional and non- 

traditional activities, has value, then the challenge becomes setting performance targets 
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aimed at capniring and rewarding instances of leaming and the sharing of insights with 

others. The outcornes of newly developed insights cm be profound for the individual, 

team or organization, and cm be good catalysts for creating a safe environment for 

vulnenbility and experimentation. 

Senge (1999) provides more specific advice for the design of leaming incentives. 

He believes that what people have leamed can be captured in the "results of change" and 

that they can then be measured and rewarded by organizations. He advocates creative 

approaches to incentives and feels that such program are best designed and prornoted by 

executives who are prepared to commit financial resources to recognizing and 

encouraging change. Managers cm only reward the results of change if employees have 

direction and share in the process of selecting learning avenues to explore. It would be 

dificult to provide encouraging feedback unless managers know about the growth 

aspirations of their employees. Organizations need to establish incentives that are 

flexible enough to reward progress, thereby giving attention to the process as well as to 

the outcornes. Not dl growth initiatives lead to predictable results, and recognizing 

unanticipated successes plays a large part in fostering a learning environment. Imagine 

the message sent to employees if organizations marginally recognized repeated isk-free 

performance but rewarded mistakes that generated new insights, knowledge andor 

attitudes. Not ail successes provide developmental opportunities. 

There are a number of obstacles in the design of rewards that cm limit the degree 

of oiganizational change: rewards based on individuai contribution do not encourage 
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people to acknowledge and support team interdependencies; there is often a lack of 

congruence between what organizations Say is important and what they actually rneasure 

and reward; and the continued focus on short-terni results leaves little room for mistakes, 

risk and collaboration. 

The design of pay systems is a complex undenaking that evokes substantial 

emotion. It strikes at the heart of the designer's valuing of people and the beliefs they 

hold about the capacity of people to grow and change. Rosabeth Moss-Kanter (1989) 

states that one of the most significant shifts in pay design is the move from systerns based 

upon status, i.e. continued support for the hiermhy, to ones based upon contribution 

linked to achieving leaming objectives. The latter has many positive features including 

increased fairness, keeping fixed costs low, and achieving higher productivity through 

specific goals. The cost of these benefits, however, stems from the choices required of 

the leadership in the design of the system such as: rewarding individuals or proups: 

rewarding company or unit performance; discretionary (b y managers) or automatic 

(linked to specific goals) distribution: one system for the whole company or different 

systems for different units. 

In his book "High Ryers: Developing the Next Generation of Leaders", Morgan 

McCall(1998) defines development as a continuous leaming process facilitated by job 

assignments and rotations, coaching and mentoring, and formal courses, to narne just a 

few options. He states that barriers to learning result from inadequate goals, incentives 

and resources, and notes that organizations should ensure that rewards are consistent with 
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the culture. More organizations need to use individual leaming goals as an aid to 

organizational growth, provided that the individuals are held accountable for their 

performance in relation to these pals. Because of the focus on the tangible influences of 

profits such as tools, vendordsupplien and stafing decisions, intangible influences such 

as leaming do not take a high pnorïty. Only organizations that set specific learning goals 

tied to business prionties, and attach to the results of these objectives meaningful 

recognition and rewards, will capture organizational growth through individual 

development. In the absence of incentives tied to learning and development. 

oqanizations should tum to promotion and succession practices to reward leaming over 

the longer term. 

In a recent mode1 developed by Horibe (1999), the author describes a process to 

"encourage new knowledge" which is a key method of rewarding leaming. It can be 

accomplished by ensuring the following: that employees undentand the role they play in 

realizing the business goals; supporting effort and work on projects that are not fully 

accepted by management: listening to and understanding what people are saying; 

stopping activity on things that are not working; accepting failure; rewarding the 

admission of mistakes and the resulting insights. 

Leanllng initiatives need to take the form of a pamiership with clear expectations 

of the organization to provide oppominities or facilitate the process. There should be no 

rewards for learning activities such as attendance at courses, but significant rewards for 

applying and sharing new skills and knowledge. Horibe contends that rewards for 
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knowledge use are usually intangible and are reflected in the enhanced roles and 

challenges provided to the lemers. Time to leam, new tools and other resources are 

often more vaiuable than financial incentives. Leaders would be most effective in 

creating a culture that values learning if they concentrated on providing honest 

encouragement, taking an interest in the things that employees care about, and 

supporthg characteristics rather than activities. This creates a cycle of support for those 

hungry to grow, eager for change and willing to influence their peen, units and 

organizations. 

Continuing with the notion-of encouragement as a key incentive for leaming, 

Kouzes and Posner (1995) identify five practices that leaders should implement to 

"encourage the heart" of their people. These practices help leaders recognize and reward 

othen: building self-confidence through setting high expectations to bring out the best in 

people; connecting performance and rewards so people know what is expected and how 

they will participate in the process and receive and give feedback on progress; employing 

a variety of rewards such as intangible rewardç (providing challenge, a chance to create. 

listening carefully, helping, giving credit in front of others) and tangible rewards 

(financiai, promotion); and being cautious about using them in concert for fear of 

negating the impact of the intangible rewards. The last point made by Kouzes and Posner 

emphasizes the limited use of tangible rewards, primarily financiai, and the potential of 

these rewards to work against each other. In other words, if a situation is aIready 

intnnsically rewarding, adding an extrinsic reward provides very little, if any, added 

benefit The authors, in their recent text (1999), refer to a famous work done by Lindahl 
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in 1949, which found that employees rank intangible rewards, such as feeling appreciated 

and being listened to, the highest. 

In summary, al1 authors agree on the cntical need to align rCcoapition and reward 

practices with the needs of the business, and that systems must be developed as 

frameworks for setting clear learning goals, defining the feedback loop and encouraging 

growth and development at al1 levels of the enterprise. Unfominately. there is little 

direction on how that can be accomplished from the literature. The authors are 

unanimous on the positive impact of providing intangible rewards to employees who 

mode1 personal growth and serve as coaches to, and role models for, othen. Complex 

pay systems do not have the capability to fulfil the basic human need to be appreciated 

and feel valued, and performance appraisal systems are typically expected to make up for 

the absence of regular, clear and honest communication about daily decisions and actions. 

Certainly, by the account of employees in organizations, these systems are sadly missing 

the mark in creating a leaming environment. Managers may be most effective in 

supporiing organizational leaming and change by consmicting relationships with their 

peers and employees that are concerned with the whole penon, thereby accessing, and 

hopefully liberating, each person's potential in the process of preparing the enterprise for 

the future. 

2.3 TRANSFER OF SKILLS, EVALUATION & LEARNING 

One of the key elements in the transfer of skills to the job or the use of learning 

tools and processes is the degree to which these new behaviours will be utilized to 



accomplish the objectives of the enterprise. One of Kirlcpatrick's (1998) four conditions 

for behavioural change after training is that "the person m u t  work in the right clirnate". 

The right climate refers to the relationship an employee has with his or her manager and 

the level of support received from the manager in the use or practice of new skills or 

behavioua. It is very comrnon to observe a person leaving a learning activity eager to 

use a new skill, only to meet up with resistance on the part of the manager, leading to the 

setting aside of this new knowledge. Not only does the employee lose an opponunity for 

continued growth, but the work team may not be exposed to new ideas and ways of 

working that would further both team and organizational goals. 

In Kirkpatrick's mode1 (1998, pp 21-22), there are five different types of climates 

that an employee may face. He descnbed them as preventing, discouraging, neutral, 

encouraging and requiring. A manager who prevents the use of new skills or knowledge 

simply removes the possibility of practice or discussion for the employee. A 

discouraging manager makes it clear in subtle and obvious ways that any changes on the 

part of the employee would not be well received. A n e u d  boss has no objections to the 

practice of new skills, providing it does not get in the way of getting the job done. The 

encouraging manager shows interest in the employee's development and takes an active 

role in helping the employee m s f e r  the skills to the job. The "requiring" manager is a 

p m e r  with the employee in the leaming process; he is aware of the context of the 

learning activities and mesures the employee's progress in the use of the skills in the 

workplace. 
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Since the manager plays such a crucial role in the application of the new skills on 

the job, it is crucial that oqanizations prepare their managers for this role to maxirnize 

the opportunity for companies to reap the benefits of sponsored leaming activities that are 

criticai to their financial viability. Employees who are continudly frusuated in their 

attempt to apply new skills will soon make the decision to abandon any attempts at 

development, resulting in a loss for both the organization and the individuals. One of the 

methods of supporting the transfer of skills is to conduct regular and thorough 

evaluations, thereby capturing everyone's attention. This will be most effective if these 

reviews are developmental rather than judgemental as are most performance reviews. 

The importance of evaluating Iearning becomes apparent in considenng the 

various definitions of the leaming organization, such as Garvin's (1993, p.80): "a 

leming organization is an organization skilled at creating, acquiring and tramferring 

knowledge. and at modifying its behaviour to reflect new knowledge and insights". 

Without a regular method of assessing an organization's incremental progress toward 

these venerable goals, it is difficult to know how, where and when to best modify . 

behaviours to influence their attainment. An organization that regularly stops to 

determine whether it is on the right course will undoubtedly get there faster, using the 

information it gathen to adjust its course dong the way. It is through this "temperature 

taking", reflecting on past and current States, that an organization can achieve the benefit 

of what Senge (1990) describes as organizational leaming: the capacity of the 

organization to shape its future. 
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A key way to assess progress dong the leaming organization's journey is to 

evaluate the impact of leaming initiatives. By evaluating the impact of leaming 

programs, technical and non-technical training, outcomes of organizational development 

(OD) initiatives, an organization c m  determine the effectiveness of its efforts and the 

r e m  on its investrnent. It cm determine if the desired outcomes of training are being 

achieved, and if learning is taking place. Thorough impact assessments provide 

invaluable information on the potential barriers to leming and skills transfer that can 

help facilitate the success of future learning initiatives. In this way, OD impact 

assessments provide a useful opportunity for the OD function to guide the learning 

organization's journey. 

While much has been written on the theory and practice of evaluating learning 

and programs from an educational perspective (see Worthen & Sanders, 1987, for a 

comprehensive review). significantly less has been written about workplace learning 

assessment. Industry can apply many of the tenets and techniques that have been found 

useful in educational assessment, however. For example, organizations undergoing a 

shift to a learning culture might borrow from Rippey (1973), who used the term 

'transactional evaluation' to draw attention to the effects of disruptions in an organization 

on incumbents in the process of change. Rippey believed that through transactional 

evaluations, organizations could identifj and remove the obstacles to the change process 

and thereby minirnize the natural resistance and reduce the inherent conflicts that emerge 

as people navigate their way through a transition. Rippey's mode1 suggests that 
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continuous evaluation of changes, by both the supporters and detractors, creates a 

dialogue that may resolve conflicts about the consequences of organizational changes. 

Sen- (1990) translates this notion into the organizational systems archetype of 

"limits to growth', a naturally occuming phenomenon charactenzed by a reinforcing 

process that creates a spiral of success but also creates inadvertent secondary effects 

which eventuaily slow down the success. The management principle he advocates to 

facilitate organizational development is to remove the factors limiting growth, rather than 

pushing the growth. Thoughtful evaluation efforts permit identification and, ideally, 

removal of such barriers to growth and learning as they arise, ultimately facilitating 

organizational development more efficiently than pushing prognms through blindly. 

Despite the obvious wisdorn of evaluation pauses, organizations rarely undenake 

measuring the impact of their development initiatives in any depth. One of the main 

reasons for this is that this level of analysis is traditionally not required or expected by 

senior management. 

Organizations, as they prepare themselves for business in the new millennium, are 

complex entities with diverse challenges from driving for profits, managing investor 

perception, meeting shareholder expectations, coping wit! the rapid changes in the e- 

community. responding to the needs of employees, fighting the war for talent, and 

behaving as responsible citizens. It is then easy to understand that the evaluation of 
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training and activities does not rank as a high priority. thereby posing a challenge for OD 

practi tioners. 

Over the past few years. evaluation has become a business focus. as the costs of 

providing training are escalating. Boards and executives must now show a retum-on- 

investrnent for their training dollars. In times of economic pressures. there are usually 

many needs for a limited budget and only those with a clear link to increasing 

profitability will be appmved. In addition. operating expenses are scrutinized more 

closely in an effort to economize in al1 possible areas. The human resources function. 

traditionaily labelled as a cost cenw, is under new pressure to become a business partner 

and profit centre, and to measure its prograrns and services in a manner sirnilar to other 

functional areas. The ability to measure the impact of human resources progams greatly 

inmases the credibility of the function and the willingness of the executive to continue to 

provide financial support. Many organizations p p p l e  with methods and approaches to 

measure the results of training. In a survey of 35 mernbers of the International Federation 

of Training and Development Organizations, measuring retum on investment was 

consistentiy rated the hottest topic among members of those organizations (Phillips, 

1996). 

In selecting an evaluation framework, managers look for ease of use, automation, 

ROI foxmula that are similar to those used in the other aspects of the business, and 

quantifiable results. 'They need a process that they can explain to others, if necessary. 

More importmtly, they need a process with which they can identify, one that is sound 
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and realistic enough to earn their confidence" (Phillips, 1997, p.7). Another reason 

leaming impact has not been routinely assessed, is that the process of calculating it is 

little understood outside of a small segment of human resources professionds. Even 

practitioners with this functional orientation have found the process to be cumbersome 

and time consuming, particularly in departrnents with limited resources and high extemal 

demands. Trainers rarely venture into the realm of conducting evaluations at the level of 

retum-on-investment, and are satisfied with measuring trainee satisfaction. 

Human resources development can be charactenzed as training for job-related 

sicills. education in preparation for the next job. or larger scale development initiatives 

designed for cultural change (Nader and Wiggs, 1986). According to this definition, 

training has a short time frame for observable payback and represents a low risk: 

education has a medium time fnme for payback and represents a moderate risk: and 

development has a long time frame for payback and consequently represents higher risk 

in tems of payback. It is easy to understand why organizations traditionaily place 

greater emphasis on training where the risk is low and the payback is quick. 

The r e m  on investment for short term training programs is easier to capture with 
the ROI process. It is more difficult to attain the ROI in educational prograrns 
because of the extended time for payback and because other intervening variables 
may enter the process. Developmental programs are the most difficult for ROI 
application because of the long-term focus and the full range of variables that may 
enter the process and complicate the linkage with the performance change. 
(Phillips, 1997, p.11) 

While human resources professionals understand the need for program evaluation, 

what they have lacked is a systematic and straightforward procedure for deterrnining and 



communicating the return on training investment. 

frorn pushing the issue within their organizations. 

This has kept even these professionals 

In the mid 1970Ts, Kirkpatrick developed the four-level. training evduation mode1 

previously mentioned, that has since become the industry standard. The four levels are 

conducted in sequence, with each level setting the groundwork for the next. Each level 

bnngs an added degree of complexity and tirne, and results in richer information. The 

four levels are: Level 1 - Reaction. Level2 - Learning. LeveI3 - Behaviour, and Level4 - 

Results. 

A reaction evduation captures the level of satisfaction on the part of the trainees. 

Results may determine if the propin will be repeated, but do not provide information on 

whether or not the skills will be applied. The leaming evaluation assumes that specific 

objectives and outcornes were established for an initiative, and this level of evaluation 

measures the extent to whic h participants change attitudes, improve know ledge, andior 

increase ski11 as a result of attending the program. The behaviour evaiuation determines 

the degree of changes in behaviour resulting from a training program. The results 

evaluation captures quantifiable changes related to business objectives such as increased 

production, decreased defects, reduced injuries, etc. Kirkpauick suggests that, for 

prograrns dealing with content such as conflict management, communication and 

leadership, training professionals mesure outcomes in ternis of non-financial measures 

such as increased morde and cultural shifts, and hat  these measures will result in the 

tangible outcomes desired (Kirlcpatrick, 1998). 



The ROI pmcess ad& a fifth level to Kirkpaüick's four levels of evaluation. 

Developed by Phillips in 1997, an ROI measurement compares the program's monetary 

benefits with the program costs. Although the ROI cm be expressed in several ways, it is 

usually presented as a percent or cost benefit ratio. The evaluation cycle is not complete 

untilthe Level5 evaluation is conducted. (Phillips, 1997, p.9) Program costs include al1 

the costs associated with the needs assessment, curriculum development, trainers and 

participants, delivery (including space and materials), and evaluation. For each 

individual involved in any stage of the training. an accounting of salary, benefits and 

overhead for the tirne spent is calculated. In addition. a thorough accounting of program 

costs should include 'opportunity costs', which are any associated costs that the fim 

must incur as it stops or changes work patterns to develop staff. 

In order to calculate the benefits of human resource programs, we fint need to 

understand how to calculate their costs. "Benefits are very often shown by comparing the 

cost of two ways of doing something, then clairning the ciifference between them as a 

cost-saving benefit. Cdculating the costs of "people problems" (e.g., gievances, . 

accidents, employee relations conflicts) is the way you show the benefits of reducing 

these problems"(S pencer, 1986, p.84). 

Phillips (1997) details several strategies for converting collected data into 

monetary values to determine r e m  on training investment. Collecting hard data 

requires a simple search for existing measures of outcomes such as units produced, 

patients visited, overtime, repair time, operating and accident costs, error rates and 



rework, inventory adjustments etc. Most training initiatives are developing non-technical 

skills, which are more difficult to measure. Data collected in this type of evaluation are 

usually subjective but can be grouped into thematic areas that provide an opportunity for 

cornparisons with the pre-training States. Strategies for converting these data into 

monetary values include calculating the cost of quality, converting employee time. using 

historical costs, using intemal and extemal experts' input. using estirnates from 

participants, management and training staff, and using values from extemal databases 

(Phillips, 1997). 

While the ROI process is an effective way to measure the accountability of 
training, it has rarely been used in the past. A complete implementation of the 
process requires a thorough needs assessment and significant planning befgre an 
ROI program is implemented. With the ROI process in place, a new change 
program that does not produce results will be exposed. Management will be 
aware of it early so that adjustments c m  be made. (Phillips, 1997. p.4) 

On the journey to becoming a leaming organization, feedback is vital to 

rnaintaining a steady course of improvement. Recently, there is more and more evidence 

that organizations are tuming their attention to evaluating leaming prognms. Firms 

specializing in assisting organizations to tabulate and interpret training impact data are 

finding a market. A variety of publications descnbe their impact assessment projects to 

encourage and promote training evaluation. In 1994 and again in 1997, Phillips 

compiled a book of case examples of training and development ROI projects for the 

Amencan Society for Training and Development (Phillips, 1994). The cases represent a 

wide range of settings, rnethodologies, strategies, and approaches in manufacniring, 

service. and govemment organizations. 
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The Amencan Society for Training and Development casebook (1999) details 

how Litton Industries, an avionics firm. conducted an ROI on a self-directed work tquns 

program it provided to al1 employees. Litton incorporated action planning and 

performance monitoring into the evaluation process and reported a productivity increase 

of 45%, scrap rate reduction of 50% and an overall650% ROI. A health maintenance 

organization (HMO) measured the retum-on-investrnent for a company-wide 

development program that included team building, group meeting skills and customer 

service training. They used performance monitoring and management estimation in their 

evaluation process and calculated a 1270% ROI. An electric and gas utility targeted 

managers and supervisors for its Applied Behaviour Management training which 

focussed on achieving employee involvement to increase quality, productivity. and 

profits. Using action planning and performance monitoring, they were able to declare a 

400% retum on this development investment. 

In his how-to book for human resources professionals, Spencer (1986) describes a 

consulting effort to teach a group basic principles of meeting management designed to 

decrease the necessity for the group to meet. At the end of the program, the manager and 

his subordinates agreed they could meet weekly rather than daily, if they followed the 

principles they had been taught. A cost-benefit accounting of this effort was caiculated 

by adding the full cost of the labour of the manager, his subordinates, and the consultant 

and cornparhg it to the saving of everyone's time in four meetings a week for 50 weeks, 

resulting in a cost-benefit ratio of 1:90. 
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Clothing retailing giant, The Gap, Inc. recently commissioned a detailed, long- 

terrn assessrnent to determine the impact of Situational Leadership training on 850 

corporate based executives, 400 regional executives and 1100 store managers in their The 

Gap, GapKids, Banana Republic, and International divisions. The groups were assessed 

one year &ter the learning initiative using a combination of quantitative and qualitative 

data collection methodologies reflecting Kirkpatnck's four levels. They were able to 

determine that participants improved in seven of the eight ski11 areas to a statistically 

significant degree. that both involuntary and voluntary turnover decreased in stores led by 

managers with these higher scores, and that sales increased (Blanchard Training & 

Developrnent, Inc., 1997). 

These case examples provide insight and encouragement for OD practitioners 

considering their own evaluations of the impact Iearning initiatives are having on their 

organization's bottom line. They provide concrete validation of the time and effort spent 

fostenng a leaming culture. The information such studies yield is invaluable feedback 

for charting and adjusting the course of organizational learning stntegy, highlighting 

specific successes where they exist, and facilitating infomed reflection for future 

development directions. 



Chapter 3: Methodology 

The purpose of the study is to understand how organizations undertake the 

transition from the traditionai approach to employee training to ones that value learning 

as an integrai part of the way they realize their business goals. This examination of one 

organization's joumey provides the opportunity to test current theories against practice. 

to identify gaps in these theories and to provide direction for further study. 

In selecting a rnethodology, three options are available: quantitative, qualitative. 

or a combination of both. Quantitative. or experimentai research, uses deductive logic to 

explain and predict behaviour. and allows the researcher to manipulate the variables. The 

suength of quantitative research lies in the detached and objective observations of the 

researcher (Yegidis & Weinbach, 1996). Some quantitative methods, such as a survey, 

have the advantage of being able to collect a large amount of data from a large 

population, in a short amount of time. The resulting analysis identifies the areas for 

further study using qualitative tools. In other situations, qualitative studies set the stage 

for quantitative work. Qualitative research involves the direct observation of human 

activity and interaction in a continuous and naturalistic fashion (Rist in Rogers. 1994). 

The strength of qualitative research is the opportunity for the researcher to accurately 

depict a panicular process or phenomenon. It acknowledges the importance of context 

and tries to understand complex social events From the perspective of the individuais 

actuaily expenencing the situation or process. It "allows an investigation to retain the 

holistic and meaningful characteristics of real-life events" (Yin, 1989, p. 14). The 



research for this thesis employs a primady quaiitative methodology, although the use of 

a survey provides a quantitative flavour to the analysis and interpretation of the results. 

The nature of this case study led to the selection of both qualitative and quantitative 

methods for the effective collection of data and representation of empIoyee perceptions. 

Qualitative methods such as observation, document analysis and focus groups. as used in 

this study, aid in understanding the context in which this study was undertaken. They 

also permit a deeper exploration of the concems and issues of the participants (Bogdan & 

Bikien, 1982). 

This study follows acase study design in which a single group is studied only 

once subsequent to some intervention presumed to cause the change (Lee, 1989). A case 

study is a sound choice when the objective of the research stmtegy is to undentand the 

"how" or "why" questions king posed (Yin. 1989). 

A common difficuity with social research is that the red world (as opposed to a 

labontory setting) is affected by simultaneous and often connected variables making the 

establishment of cause and effect a complex process. Ultimately. the real value of a case 

study is to accurately capture the collective perspective of those living through the 

change and by doing so, to honour their participation in. and contribution to, the 

outcornes. 



3.1 PROCEDURES 

Selection of the Research Site 

The selection of the Company for this case study was primarily based on the 

opportunity to descnbe the events of the learning journey over a period of four years. 

This unique situation cornes about from the researcher's ten-year association with the 

organization in the role of champion of the leaming initiatives. 

The single site study permits a deeper examination of the impact of changes 

introduced to foster a value of leaming in the organization. The researcher's position 

allowed the tracking of subtle changes not readily captured by external review. In 

addition, the researcher had access to data that, although outside the scope of the study, 

provided ches to the degree of change that has tmspired over the past four yean. AI1 

employees of this Company were located in the same area, making observation and 

measurement of the overall learning culture less cornplex. 

Research Design 

This research project uses both quantitative and qualitative approaches to gather 

evidence of the effectiveness of the company's efforts to mate an environment that 

values learning as a cornpetitive advantage. The method selected for this research was the 

single case study because the study is Iirnited to an intact group which participated in 

company-provided learning oppominities. Borg and Hall indicate that 'The case study, 

in its simplest forrn, involves an investigator who makes a detailed examination of a 



43 

single subject or group phenornenon" (Borg and Gall, 1989, p. 402). This is supponed by 

Memarn's comment that 'The decision to focus on qualitative case snidies stems from 

the fact that this design is chosen precisely because the researchers are interested in 

insight, discovery and interpretation rather than hypothesis testing" (Memam, 1988, p. 

10). 

The objective of the researcher in a case study is to collect sufficient data to ailow 

for an analysis and interpretation of the findings that would enlarge the knowledge base 

of the area under investigation. The value of the case study lies in the chance to get close 

to the subject, which is not available in research efforts using derivative data (Bromley, 

1986, p. 73). 

To provide credible Findings from the case study, it is wise to incorporate multiple 

measurement strategies. 'Thus, any finding or conclusion in a case study is likely to be 

more convincing and accurate if it  is based on several different sources of information. 

following a corroboratory modew(Yin. 1989, p. 97). This curent research combines three 

types of data coI1ection efforts: histoncal document review of changes in the culture, an 

electronic employee s w e y  and focus groups with employees and managers. Stakes 

captures the case study's unique contribution ro knowledge when he ".... claims that 

knowledge learned from case study is different frorn other research knowledge .... case 

study resonates with our own expenence ... our expenence is rooted in context, as is 

knowledge in case studies .... readers bnng to a case study their own experience and 

understanding ..." (Stakes, 198 1, p. 15). 



Organizational leaming survey 

The primary source of data was a survey sent to al1 employees (Appendix A). 

The survey was extracted from 'Ten Steps to a Leaming Organization" (Kline & 

Saunders, 1996) and addresses the cultural components of organizational leaming. 

Anderson rernarks that "Questionnaires/su~eys are not a panacea in research; they are a 

necessary evil. They do enable the collection of data not otherwise available" (Anderson. 

1990, p. 205). 

The s w e y  consisted of 36 questions organized into the ten factors of the learning 

organization culture as identified by Kline & Saunders. Permission was obtained from 

the publisher for the use of the survey tool in this study (Appendix H). The survey was 

sent out electronically using a software package (Decisive Survey), which provides a 

feature that blocks the e-mail addresses of the respondents. The electronic survey method 

increased participation in a high-technology environment. ensured confidentiality and 

tabulated and cross-correlated the raw data. As another step to maintaining 

confidentiality, the survey responses were collected by a third party who provided the 

researcher with the raw data. 

The sample for the survey consisted of the volunteer respondents from the entire 

employee population to whom the survey was sent. Al1 employees were located at one 

site in Concord, Ontario. Respondents were asked to identim themselves against 

hinctional groups (a choice of four) and against job groups (a choice of five). Each sub- 

group exceeded five respondents, thus M e r  protecting anonymity. One hundred and 
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forty-three responses were received from a population of 304, for a response rate of 479. 

Al1 responses received were cornpleted in enough detail to be used in the data analysis. 

Due to the confidentid nature of the responses. administrative consent (Appendix 

B) was obtained from the Company to use the responses to the questionnaire in this 

researc h. 

Fociu groups 

In addition to the questionnaire, and to clarify issues or trends emerging from the 

questionnaire results, two focus gmups were conducted with a random simple of 

employees and a second randorn sarnple of managers from the general population. Focus 

groups involve the use of detailed interviews in which the participants are selected based 

upon a sampling of a specific population that share a common problem. (Lederman. 

1990). Focus groups allow the researcher to leam about how people feel about an issue. 

They are also useful in generating ideas and validating impressions left by other forms of 

data collection. 

A sample size of ten employees (randomly selected from twenty volunteers) and 

thirteen managers (comprising d l  volunteer managers) took part in two separate focus 

groups. A general request for participation was sent electronically to al1 employees and 

managers inviting their participation in the groups. The E-mail message is attached in 

Appendix C. A list of names of interested employees and managers was compiled and a 

random numbering methodology was used to identify twelve potential candidates per 

population group. This ailowed for a reserve in case of attrition or refusal io paxticipate 
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in the research study. Participants were asked to sign a consent form (Appendix D) pnor 

to the focus group interviews. 

The researcher's relationship with the organization. as a member of senior 

management. was perceived as an obstacle in soliciting manager and employee feedback 

about programs designed and managed by the researcher. In an attempt to minimize this 

influence, an objective interviewer conducted the focus group meetings and created a safe 

environment where participants were completely cornfortable sharing their honest 

cornments. The interviewer was a graduate student with a background in counselling 

psychology working with the organization on a separate project. She brought 

considerable ski11 in facilitation and observation, which resulted in the collection of rich 

data. Each meeting lasted two hours, and questions (Appendix E) were designed based 

on the findings from the analysis of the responses to the leaming survey. Responses were 

surnrnarized for each question without reference to participant name, position or 

departmen t. 

Documentation review 

The third source of data for this research cornes from the review of organizational 

documents which provided an indication of the culture of the organization over the four 

year period, in addition to evidence, if any, of the increasing value in leaming across the 

enterprise. This review included three employee opinion surveys, histoncal materid and 

an andysis of the organization's typology based on the Myers-Bnggs Type Indicator, ail 



of which are summarized in Chapter 4, section 4.1 of this document as context for the 

study. 

3.2 DATAANALYSIS 

Learning Survey 

The participant responses were sent electronically to a software survey tool 

designed to tabulate the resulu. Each question in the survey was recorded and tabulated. 

The scores of the respondents were averaged for a calculated mean score on a scde of A 

(not at ail) to E (to a very great extent). The analysis of the responses was caiculated by 

examining the frequency distri butions. The frequency of responses, modal responses. on 

normal distribution curves. describes participants' assessment of the cultural factors 

related to learning. 

Focus Groups 

The responses to the questions were summarized without any effort to edit or 

interpret the information. In the fint phase of the qualitative data analysis, dl responses 

were reviewed and examined for themes or patterns of responses. A coding procedure 

was used to attach the responses to the learning organization mode1 (Kline & Saunders, 

1998) and the ten steps identified in their survey. During the final review, the data were 

summarized under the ten themes outlined by Kline & Saunders. 



Documentation Review 

This phase of the study consisted of capturing the key areas of employee 

satisfaction and dissatisfaction from employee opinion surveys from 1994 and 1996. 

3.3 RELXABILITY AND VALIDITY 

In designing this research project, both interna1 validity. or the extent to which 

scientific observations and measurements are authentic representations of some reality 

and, extemal validity. or the de*gee to which representations may be compared 

legitimately across groups have been taken into considention (Lecompte & Goetz, 

1982). 

To ensure the internai reliability. or the degree to which other researchers can 

replicate the findings (Lecompte & Goetz. 1982) of this research project, the following 

steps were taken: the s w e y  questions are documented and attached in (Appendix A). 

other descriptive materials related to the organization are referenced and can be made 

available, and the focus group questions are anached in (Appendix E). Intemal validity is 

also secured by a sample size (304) and response rate (47%) large enough to allow for 

some generaiization to the entire employee population at this Company. The sample 

population was comprised of employees from the base population, which is defined as dl 

employees at the time of administration of the survey. The findings From this research 

study are not generalized to other organizations, populations or situations. 
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The degree to which independent mearchers would discover the same 

phenomena or generate the same constnicts in the same or similar settings irnplies 

extemal reliability (Lecompte & Goetz. 1982). This was addressed by providing a 

description of the respondent population demographics, defining the sample selection 

process, and descnbing the methods of data collection and andysis. 

3.4 LIMITATIONS TO THE STUDY 

While researcher bias is unavoidable in qualitative studies. it is often viewed as a 

valuable component of the data. In this case, the bias is augmented by the fact that the 

researcher is also a permanent member of the management of the target organization. 

The potential for bias was limited by the use of software to tabulate the survey responses 

and by the use of an objective third party to conduct and summarize the focus groups 

results. 

Focus group interviews, while a sound methodology for the exploration of beliefs 

ar.d perceptions, are limited in that the interviewer cannot possibly explore al1 aspects of 

the issues at hand in the available time. In addition, the micro-culture of the participant 

group affects the direction of the discussion. Individuals with particularly strong 

opinions or those who may have other reasons for participating, may direct the discussion 

in a manner that is not representative of the collective opinions of the others in the group. 

This limitation was managed by the use of an experienced interviewer, with expenence 

in meeting facilitation. who had the ability to keep the group focused on the topics being 

investigated. 



The limitation of the survey was the absence of any open-ended questions. While 

the focus group results expand, clarify and explore the main themes derived f?om the 

survey responses, the time lag between the two events may have affected the types of 

issues discussed in the focus groups. The use of open-ended questioris in the survey 

would have captured thoughts that were fresh in the min& of the respondents at the time 

they completed the questionnaire. 



Chapter 4: Findings 

4.1 THE COMPANY CONTEXT 

MDS SCIEX is one of the world's leading suppliers of mass spectrometers. This 

highly advanced technology plays a key role in developing a wide range of commercial 

products and health care services that add to the quality of life for people the world over, 

including new phmaceuticals and genetically engineered dnigs. advances in disease 

testing and diagnosis, environmentally-safe biological and chernical pesticides and 

herbicides, and enhanced testing procedures for water and soi1 contamination. 

MDS SCIEX is a division of MDS inc., which is Canada's largest and most 

diversified health and life sciences Company. It expons products to more than 50 

countries through two marketing alliances. Through these alliances. MDS SCIEX designs 

and manufactures mass spectrorneters for use in testing manufactured goods, protecting 

the environment, and treating and preventing disease. The MDS SCIEX history is rooted 

in groundbreaking scientific research conducted by one of the company's founders, 

Doctor Barry French. During the 1960 '~~  Rofessor French, dong with other scientists at 

the University of Toronto's Instinite for Aerospace Studies (UTIAS) developed this 

technology, which formed the ba is  for a number of commercial applications using mass 

spectrometers, and was the driving force behind the creation of MDS SCIEX in 1974. 

After the introduction of the world's first triplequadrople mass spectrometer in the early 

19801s, MDS S C W  was presented with the Canada Award for Business Excellence in 



52 

the category of Technology Transfer. MDS SCIEX was honoured with the same award 

again in 1993 for innovations in mass spectmrneter instrumentation. 

MDS SCIEX employs more than 400 highly skilled professionals. with nearly 

half of the workforce in scientific research. product engineering and software 

development. MDS SCIEX has set aggressive growth targets for the next five years and 

wil1 rely more than ever on an adaptable and responsive workforce to meet these goals in 

the face of extemal market pressures. 

Cultural Context 

MDS Inc., and its divisions, believe that basic human values go hand in hand with 

good business. The Core Values express what the organization is stnving to achieve 

from a cultural perspective. Adherence to the values is considered essential to the 

enduring success of MD$ as a whole. MDS SCIEX has embraced these vaiues as its 

own: 

Mutual Trust: 

Having confidence to rely on others and to be open to new and different people and ideas. 

Genuine concem and respect for people. 

Showing genuine concem for others: 

Treating people as individuals with the same understanding and appreciation we seek for 

ourselves. 

Integriiy: 

Being reliable and accountable in word and behaviour. 



Cornmitment tu excellence: 

Striving to reach our full potential as a Company and as individuals. 

MDS SCIEX has made significant progress over the past five years in modelling 

its values through actions. The nature of the professional groups represented in the 

organization (scientists, engineers and technicians) influence the culture with unique 

strengths and some liabilities. These are discussed in detail in the next section. 

Structure 

More than two-thirds of the staff is made up of engineers and scientists with the 

remaining one-third being technicians. professional and support staff. The organizational 

structure is a traditional one with functional departments dividrd based on 

specializations. A matrix approach is used for managing product development teams with 

representatives from research, engineering, purchasing, marketing and manufacturing. 

The production group is composed of a number of teams with rotating tearn 

leaders. These teams are responsible for the ailocation of work to meet production 

targets and some administrative tasks related to parts supply, time and resource planning 

and SC heduling. 



Typology 

The theory of psychological types was developed by Car1 Jung in the 1920's. The 

Myers-Briggs Type Indicator (MBTI) was developed by Katherine Briggs and her 

daughter Isabel Myen during World War II to put Jung's theory into practice. 

Psychological types offer a method of explaining how apparently random human 

behaviour is actually consistent, because it Rows from innate preferences in how human 

penonalities interact with the environment to satisfy their needs. Type theory further 

refines the contmts by outlining the differences in people in the way they focus their 

attention, absorb information, make decisions and approach their lives. Sixteen types 

have been identified by the MBTI (Briggs Myen and McCaulley. 1993). They are 

distinguished by a four-letter type code which descnbes an individual's preferred or most 

cornfortable way of being or operating in the world. Knowing the type code allows you 

to make predictions based on a penon's habitua1 ways of functioning. 

The MBTI classifies preferences according to attitudes and functions. First. 

attitudes descnbe the direction of the energy flow. either inward (introverted) or outward 

(extroverted); and secondly, it describes the preferred way of dealing with the world by 

either gathenng information (perceiving) or by drawing conclusions (judging). The two 

functions refer to mental processes; the first is collecting data (sensing and intuiting) and 

the second is decision-making (thinking and feeling) (Briggs Myen, 1993). 
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Jungian theory emphasized that in order to achieve our hiIl potential, we must 

achieve a balance between engaging intemal reflection (I) and relating to the extemal 

world (E), collecting data through Our senses (S) and through our intuition (N), and 

making decisions based on logic (T) and values O. 

The MBTI was chosen as the framework for exploring the MDS SCIEX 

management style and the organizational culture. William Bridges (Bridges, 1993) 

descnbes a number of factors that affect the character of an organization and are reflected 

in the organizational type: 

the industry in which it operates 

the dominance of one or two functions in the organization 

the collective characten of the employees 

the leaders 

the stage an organization is in relative to its life cycle 

In Myers-Briggs' terminology, MDS SCIEX can be described as an INTP 

organization. According to Bridges (1992), the INTP Company is the best in deaiing with 

systems and designs with a focus on understanding and creating, not on implementation 

or building multiples of the same products. It is one of the most creative of 

organizational types and often fin& itself on the leading edge in its field, is independent, 

innovative, and sees itself as unique. 
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It is stimulated by difficulty and complexity, often trivializes objections grounded - 

in reality and avoids routine activities. INTP companies are persistent and want to move 

on to the next challenge once the problem is solved. They are pragmatic, with everything 

demanding proof and everything being up for discussion. They are impatient with things 

not being understood the fint time. 

These organizations tend to be loners and do not always communicate well with 

employees, joint ventures or customers. They cm be unaware of, or uninterested in. the 

feelings of the employees and will atuact and retain employees who share a desire to 

view things in a logical manner. The leaders expect the same level of commitment from 

ail employees which they themselves give the organization. Managers take a lot for 

granted, make heavy demands on people, and expect the process to be its own reward. 

Interpersonal communications can be Iimited to the technical or systems work and often 

does not include persona1 aspects of people's lives. Acceptance is accorded to those who 

eam credi bili ty through formai education and demonstrated in tel lectual capaci ty. 

INTP companies are more cornfortable with change that they create. If change is 

forced on them, they may deny or denounce it, have a period of confusion and can lose 

momentum. These organizations have difficulty with the human side of change and rnay 

dismiss the softer side of relationships as non-productive. As a result of this typology, 

MDS SCIEns primary strengths are the ability to: organize and synthesize data; persist 

in completing dificult tasks; engage in long-range planning and conceptualization; 

provide impersonal and impartial analysis; develop rnodels and patterns to organize 



concepts; be intellectually curious, willing to Ieam and see possibilities. MDS SCIEX's 

primary limitations include: being skeptical and overly critical of others; insensitive to 

feelings and needs of othen; intolerant of ideas not well reasoned or articulated; and 

having difficulty with sepadng ego from performance. Key motivators include: having 

the opportunity to achieve and demonstrate competency; tirne to reflect; a chance to test 

theories; and minimal bureaucracy. Key detractors: are regulations and d e s :  being 

forced to meet deadlines without time for study; and conformity and uniformity. 

As a result of this typology, the organization has an inherent set of values which 

have a strong impact on defining the culture. This manifests itself as supporting heroes 

over teams, effort over results, and tasks over relationships. Many of MDS SCIEX's 

systems, structures and programs encourage these cultural outcomes. A nurnbet of 

initiatives have been launched over the past five years in an attempt to shift the culture 

into one that values teamwork, has siulled leaders, is innovative at al1 levels, is 

responsive to change, delivers results and views learning as critical to the company's 

success. The high number of individuals sharing the INT preferences means that the 

implementation of cultural changes requires challenging the "group-think" in an 

environment where financial success may have reduced the sense of urgency for changes 

not attached to the technology. While intemal change agents have been frustrated by the 

slow Pace of change, uemendous srrides have k e n  made towards creating a culture 

positioned for both organizational and personal growth. Recently, due to additions and 

changes to the management team, there has been a shift to stronger sensing and judging 

preferences which are influencing the management style. 



Cultural Benchmark 

MDS SCIEX stated formally soliciting employee feedback in 1992 with the first 

employee survey. Two subsequent surveys followed in 1994 and 1996. The fint two 

tools where purchased and had limited ability for modification. The 1996 instrument, 

Barorneter, was designed intemally in response to the need to collect feedback on specific 

components of the culture. The results of these communication efforts provide a 

retrospective view on the evolution of the culture. This study focuses on the results of 

the 1994 and 1996 surveys which coincide with the launch of formalized leaming 

activities. 

1994 Employee Survey 

A total of 147 employees. a 70% response rate, participated in the 1994 MDS 

SCIEX Employee Opinion Survey. A structured survey instrument consisting of 5 1 items 

(Appendix F), divided among 13 measurement categories, was distributed to dl 

employees. With the exception of a single item "miscellaneous" category, there were four 

items per category. In addition, the survey questionnaire included an open-ended section 

in which respondents were invited to make additional comments. Participation in the 

survey was anonyrnous and voluntq.  

Overall survey scores were somewhat rnixed with 24 out of 51 of the survey items 

receiving scores below the MDS SCIEX satisfaction threshold of 60% positive response. 

(AH scores are reponed in ternis of percentage of employees who responded positively to 



the various survey issues). Five additional items, although above the threshold level, were 

each more than 5 points below the MDS SCIEX normative range. 

At the same time, many survey items received scores within or above threshold 

level and above the company's database noms. This was especiaily true of employees' 

perceptions of supervisory and empowerment practices. The following are the significant 

highlights from the survey results: 

Communication 

Employees seemed to be generally positive about communication practices within 

the organization, including the credibility of communication from management. This 

category probably would have scored at or above nom had it not been for a 16 point 

below nom score in the area of information sufficiency. 

Teamwork 

Although employees were at lest reasonably positive about cross-departmental 

teamwork, they were cntical about teamwork between employees and management, 

among management, itself, and about the perceived lack of teamwork focus in the 

organization. This was the rhird lowest rated category in the survey. 

Management Practices 

This was another low sconng category; management practices were senously 

questioned by employees. Essentidl y, emplo yees seem quite unsure about how 

effectively management engages in various practices that contribute to overail 

organization performance. 



Work Performance 

The most significant concems here seem to be that employees believed they are not 

recognized for good work performance and that there are limited opportunities for career 

development. 

Empowennent 

The overall score for rhis category exceeded norm by 11 points. Scores for 

management practices related to empowerment were right at the threshold level. Those more 

affected by supervisory practices were significantly higher than the norm. It would appea. 

that employees are somewhat more satisfied with the way management treats them than with 

the way management utilizes other organizational resources such as tools. finances and 

materials. 

Oroanization Practices 

The only truly significant problem in this category is that employees seemed to 

indicate that they are not cornmitted to organizational goals. There may be a correlation 

between this issue, their attitude toward management (as opposed to supervision). and their 

earlier statement that the job environment is not motivating to them. 

S uoervisorv Prac tices 

Most of the employees reported that their supervisor is effective as a problem 

solver, that he or she is willing to listen to their problems or cornplaints and that the 

supewisor treats them fairly. However, they are far less positive about the training and 

coaching skill of their supervisors. 



The Job Itself 

Employees were generally satisfied with the nature of their jobs. However. they 

expressed some concem about the extent to which quaiified employees are given fair 

consideration for advancement. 

Reaction to Survey 

The most significant finding in this category was that only 60% of the employees 

seemed to believe management would use the results of this survey constructively. 

Training - and Education 

This was the lowest rated category in the survey. Although a small majority of 

employees indicated that they receive the training they need to do their jobs properly. 

most employees were critical about on-going programs for ski11 development. training 

and education that would help to make them more effective in their jobs. A more 

detailed examination of the responses related to the Training and Development questions 

provided additional insight. 

TRAINING AND EDUCATION 
QUESTIONS 

Positive R 

1 4 6  ail of the training that 1 need io do rny job pmprly. 1 60% 1 61% 
- - 1 47. 1 New employees are @ven the training that they need to do their jobs 1 5 8 8  1 42% 

I 1 properly. ! I 
48. 

49, 

0 .  

Employees rire provided with continuous education and training to 
develop their job skiUs. 
The ernployees in our work group have received training in ways to 
improve their effectiveness a s  a team. 

Employees are provided with continuous education and training about 
the operations of this organization and its products and services. 

64% 

58% 

53% 

45% 

49% 

40% 



1996 Employee Suney 

The Barometer instrument (Appendix G) was developed by MDS SCIEX in order 

to survey employees' opinions about what was being done well and what could be 

improved. In 1996, the survey was more comprehensive than previous surveys completed 

in 1991 and 1994. The responses of 18 1 employees (80% response rate) to 106 questions 

were tabulated. Written cornments to the three open-ended questions were summarized. 

Everything possible was done to ensure confidentidity by having responses sent directly 

to a third party for analysis. The raw data was subsequentiy destroyed. 

Where possible, comparisons with the 1994 Survey were made. Although no 

normative data is available for cornparison wi th the Barometer, there is a standard 

benchmark for instruments of this kind. Ratings of 60% positive or greeater usually 

indicate an acceptably favourable work environment. Ratings from 50% to 60% sugest 

mixed feelings. Ratings below 50% are an indication of an ana in need of attention or 

improvement. 

Questions were grouped into 16 topic areas to measure opinions on specific 

factors which make up a cornpany's work environment. Responses of 4 or 5 on the five- 

point scale (agree or strongly agree) were considered positive. The total percentage of 

positive scores provided the basis of the interpretation. Unsure or unknown responses 

were combined with neutral(3 on the five point scale) scores. Scores below 3 were 

considered negative (disagree or strongly disagree). The percentage of responses in each 

category is provided along with an interpretation of the ovedl  trends. Highlights of the 



differences between managers and non-managers, and between newer (O to 3 years 

service) and long-standing employees (4 or more years service) are provided. Weighted 

averages were used. 

Key Findings 

The overall results present a rnixed pictue. Definite progress has been made in 

important areas since the 1994 survey. At the same time, there was clear need to address 

othea. Most employees continued to feel that MDS SCIEX is a good place to work and 

that their jobs are meaningful and challenging. They care about their work and are ready 

to contribute more. There is a commitment to quality and diversity and a strong sense of 

collaboration and support within work teams. People are proud of their work and want to 

improve the way things are done. They expressed confidence that this survey would 

contribute to that progress. The results suggest that since 1994, employees felt more 

involved in the decision-making process. While some progress had been made in 

reducing bureaucratic procedures, employees believed that there was more roorn for 

irnprovement in this area. 

Com~arisons to the 1994 Survev 

Compared to the 1994 Survey results, effective work team performance and 

cornmitment to quality had increased, as had satisfaction with training and development. 

There had been some slippage in satisfaction ratings in the areas of compensation and 

benefits, communication and management practices. Better benefits and pay were king 

requested There was a desire for more timely and complete sharing of information 



c%etween all levels of staff and departmentsyy. There is room for improvement in 

managers' responsiveness and support, especially in coaching and on-the-job training. 

Employees were also calling for more support for innovation and creativity, 

greater cornmitment to quality and customer service, irnproved job-orientation for new 

employees, better teamwork arnong management itself, more feedback on employee 

performance and improved ways to measure and reward it. 

The quantitative results of the 1996 survey were complemented by employees' 

cornments. The most significant positive changes mentioned were a new facility, new 

hires and management's irnproved focus on decision-making. Increased training 

opportunhies and greater attention to quality issues were also mentioned. 

The most frequently mentioned irritants were poor communication between 

departments, lack of cornpany-wide cornmitment to quality and customer s e ~ c e  issues, 

compensation and overly complicated procedures. There was dso some concem that 

distrust was on the increase. A significant nurnber of employees believed there was risk 

in speaking out or in chaiienghg management decisions. 

Points of Interest 

- 80% of d employees completed the Barorneter 

5 5% provided comments to the open-ended questions 
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- the responses of managea tended to be more positive than those of the rest of 

employees (64% versus 54%), which is not unusual since there is often a 

difference in perception between managers and other employees. 

- ernployees with less than 3 years of service tended to respond more positively 

(58%) than those with 4 or more years (54%) 

- 25% of employees answered in the neutral position of the response range 

- 43% had 4 or more yean of service, 39% 3 or less years and 17% did not Say 

- 13% indicated they were managers. 70% non-managers and 17% gave no 

indication 

S umrnarv of Results 

Below are the 16 topics in the 1996 M D S  SCIEX BAROMETER, rank-ordered 

from highest to lowest percentage of positive ratings: 

Topics where there is Satisfaction 

My Job 
The Survey 
Quality 
Di fferences 
Work Teams 
My Contribution 

7 1 % (Items 28-35) 
69% (Items 99-103) 
68% (Items 73-77) 
63% (Items 69-72) 
62% (Items 49-57) 
60% (Items 36-42) 

Topics where there are Mired Feelings 

Customer Focus 59% (Items 88-90) 
My Manager's Skills 58% (Items 4348) 
Direction and Decision-Making 57% (Items 1-9) 
Training & Development 54% (Items 62-68) 
Communication 51% (Items 18-27) 



Topics where there is a Desire for Change 

Innovation & Creativity 49% (Items 58-6 1) 
Career Progress/Oppominities 48% (Items 78-83) 
Policies & Tools 46% (Items 9 1-98) 
Management Frac tices 46% (Items 10-17) 
Compensation & Benefits 32% (Items 84-87) 

Since the 1991 Survey, there had been improvcment in: Quality Fmus. Work 

Teams. and Training & Development areas. Some gound had been lost in: 

Compensation & Benefits, Communication, and Managers' Skills. 

In response to the initiai requests for more leming opportunities in 1994. MDS 

SCIEX developed a leaming' philosophy and supporting programs to respond to the needs 

of the employees in 1995. The impact of this philosophy can be seen in the intemal 

learning initiatives for managers and employees. These new initiatives are, in part, 

responsible for the small increase in the level of satisfaction in training and development 

in the 1996 employee survey. 

MDS SCIEX Learning Philosophy 

In 1995, MDS SCIEX developed a learning philosophy and objectives to serve as 

a frarnework for learning initiatives. The philosophy resulted from a srnall task force of 

managers who were initially concemed with the quality of the orientation experience of 

new employees. It became clear from the discussion, that employee orientation was part 

of the larger topic of employee training and leaming. The task force proceeded to 

develop organizational guidelines for leaming that have evolved over the past four years, 



as the organization gained experience with designing learning initiatives and their 

supporting systems. 

Philosophy 

B y 1999, the learning philosophy for MDS SCIEX reflected a cornmitment to 

creating an environment that encourapd learning at al1 levels, with learning defined as 

informal or formal sessions, interna1 or externd events and activities that are initiated by 

the employee, the manager. a d o r  the Company. 

O bjecrives 

The organizational objectives are to maintain an awareness of the changing needs 

of the business and the skills and behaviours required to meet these targets in the present 

and the future; to mate  multiple options for employees and managers to expand their 

knowledge and enhance their skills; to add new systems that support behavioural changes 

related to leaming and the application of learning on the job, and to change or remove 

systems that detract from the integration of the learning initiatives; to evaluate and 

monitor progress toward the leaming strategies: and most importantly. to reflect the 

leaming philosophy through daily decisions and actions. Managers and ernployees are 

encouraged to invest at lest 40, or more, hours each year in acquiring knowledge and 

skills through a variety of media. 



Responsibilities 

Employees were expected to acquire the knowledge and information required to 

perform in their jobs today and in the future. This involves taking the initiative and 

bringing learning opportunities to the attention of their managen. It also includes sharing 

new knowledge and information with othen and reflecting on approaches and processes 

and their impact on the business. Employees were also encouraged to discuss their 

developmentai objectives with their managers and select activities that met their needs 

while taking into account the needs of the business. 

Managers were expected to demonstrate insight on the impact of their managerial 

style and to determine the skills and knowledge needed to meet the organizational 

standards. Managers were responsible for coaching their employees and peen, and for 

identifying barrien to growth and development. 

MDS SCIEX was committed to developing, comrnunicating and monitoring 

systems and practices that demonstrate its cornmitment towards learning by providing 

resources, tools and time for development. 

Working w ith Facilitators 

In addition to these responsibilities. MDS SCIEX established guidelines for a l l  

extemal facilitaton participating in formal leaming ac tivi ties. The managers be iieved 

that the method of delivery was as important as the content to be shared and viewed the 

relationship with extemal facilitators as a leaming partnership which is based on a clear 
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understanding of goals, processes and culture. Facilitaton are expected to link leaming 

objectives to the company's strategic goals, thereby providing context for the participants. 

MDS SCIEX also identified a number of specific requirements of their facilitaton 

that support its leaming practices. They included facilitator preparation prior to formal 

sessions such as becoming familiar with the culture. conducting needs assessments, and 

providing participant materials outlining session content and expectations. During the 

sessions, facilitators were asked to create a positive learning environment by establishing 

group noms, sharing the results of any pre-assessments, using examples relevant to the 

culture and business, ensurinp that ail learning styles are engaged, providing choices for 

the participants in determining pace, depth, and activities, and creating opportunities for 

the participants to leam from each other. After the sessions, facilitaton were expected to 

share observations or insights on organisational issues or changes for the next delivery of 

the session. 

Creating Learning Progrums 

MDS SCIEX was now prepared to inîroduce a new emphasis on learning. In 

addition to on-the-job developmental opportunities and formal training accessed 

extemally, an intemal leaming program was developed in 1995. The genesis of the 

change was the MDS SCIEX Learning Program which incorporates self-development 

options, forrnal learning sessions, career and personal development education, tools and 

resources, leadership development opportunities, the introduction of innovation skills and 

tools and the evaluation of Company wide initiatives. 



The Learning Program has evolved over the past five years as the organization 

experiments with new Ieming models and methods of deiivery. 1Managen and 

employees are regularly asked for feedback and suggestions. In the future. MDS SCIEX 

plans to tailor its learning activities by using new technologies that increase the self- 

service components of leaming. 



4.2 LEARNING SURVEY RESULTS 

MDS SCIEX selected the survey questionnaire from the Kline and Saunders 

(1998) book "Ten Steps to a Learning Organization" for its completeness and brevity. 

The s w e y  addresses the cultural dimensions of a leming environment through thirty- 

six questions. A summary of the results is presented here. The full survey data c m  be 

found in Appendix H. 

Responses 

Of the 304 employees contacted. 143 completed the questionnaire. This 

represents a response rate of 47%. Participants were distributed by Functional Area as 

follows: 

1 Functiond Area 1 Number of Returned 1 Percentage of Tom1 Retumed 1 
1 1 Questionnaires 1 ~uestiomaires 1 

Manufac turing 
Product Development 
Research 

Responses by Job Group are captured in the following chan: 

Other 
To ta1 

Job Group 

48 
5 4 
4 

Scientist 
Engineerl 
Technical 
Speciaiîst/ 
Desi mer 

33.6% 
37.8% 
2.8% 

37 
143 

- - - 

Technician 
Manaeer (+I 

25.9% 
100 % 

Admînistrativd 
Corporatd ûther 

Total 

5 
Percentage of 
Total R e m  

1 
Number of 

Employees* 

2 
Percenrage of 

To tai 
employees 

3 
Num ber of 
Returned 

Questionnaires 

4 
Response 

Rates 



The breakdown of response rate within job groups (Column 4) has important 

implications for results interpretation. Nearly three quarters of the Management group 

responded to the survey, about half of the EngineerlDesigner and Technician groups 

responded, and only about one-third of Scientists and Administrative1 Corporate 

employees responded. 

Bearing these rates in mind. survey responses from the Management job category 

can be generalized to the entire management group with greatest confidence. the 

EngineerDesigner and Technician responses less so; and the Scientist and 

Admnistrative/Corponte responses should be considered least reliably representative of 

the attitudes and beliefs of al1 of their colleagues. When considering the groups with 

lower return rates. it would be of value to detemine if any factors affected participation 

selectively, prompting cenain individuals to respond and not others (e.g., opportunity or 

time to complete the survey, desire to cornrnunicate job satisfaction or dissatisfaction. 

attitudes toward the value of giving feedback, interestfdisinterest in leaming and 

development issues, concems with confidentiality etc.). 

ResuIts by Survey Item 

Participants rated the degree to which each statement in the questionnaire 

describes the current reality at MDS SCIEX using the following five-point scaie: 

1 = Not at al1 
2 = To a slight extent 
3 = To a moderate extent 
4 = To a great extent 
5 = To a very great extent 
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Frequency distributions were generated for the total group's responses as well as 

responses by job group. Most distributions were bel1 shaped around the "moderate 

extent" score of 3, but several items evoked responses that skewed the curves positively 

(modal response of 2) or negatively (modal response of 4). A bief report on response 

patterns to each item follows. 

Item 1 

"People feel /ree to speak their minds about what th- have Iearned without fear, lltrear 

or repercussion for disagreeing. " 

Group results indicate a bel1 shaped distribution of responses, skewed slightly to 

the higher scores. The Scientist and EngineeriDesigner groups bring the scores up from 

the mid-range, 75% and 62% respectively choosing scores of 4 and 5. Technicians. 

Managers and Administrative/Corponte groups agreed 'to a modente extent" as their 

modal response. 

Item 2 

"Misrakes mude by individzcaZs, teams or depattments are tumed into cconsrmctive 

learning experiences". 

Group results indicate a clear bell-shaped distribution of responses across the 

rating scaie. One notable exception is the relatively large (20%) "not at dl" response 

from the AdministrativeKorporate group indicating dissatisfaction among 5 employees 

in this category, a smdl but significant red flag in an otherwise normal response set. 



Item 3 

"There is a general feeling thar it is alwqs possible tu find a better way to do 

something ". 

Group results show a distribution skewed noticeably to the higher scores. 

Approximately 90% of respondents rated this statement as 3 or higher (67% rating it 4 or 

5).  not differentiated significantly among job groups, indicating the cultural resonance of 

this statement for MDS SCIEX. Of interest: 33% of Engineer/Designers and 21% of 

Technicians rated this item as 5, agreeing to "a very great extent", two of the highest 

ratings in the questionnaire. 

Item 4 

"Mulriple viewpoinn und open productive debares are encouraged and cultivated". 

The frequency distribution for this item is skewed in favour of the higher scores. 

with more than 80% of participants selecting 3,4, or 5. This is indicative of a widely 

accepted or culturally entrenched message or belief. 

Item 5 

"Erpe~mentation is endorsed and championed and is a wuy of doing business". 

The distribution of these scores is skewed to the higher scores across the job 

groups, with 774 of dl respondents sconng this statement as 3,4, or 5. This is indicative 

of an accepted cultural belief. 



Item 6 

"Mistakes are clearly viewed as positive growth opportmities throughour the system ". 

The overall distribution of these scores is bell shaped but leaning toward the 

lower scores. The Scientist, Management and Administrative/Corporate groups scored 

this item a 2 most frequentiy (modal responses of 36%,40% and 418, respectively). 

This is an area that appears to need some improvement. 

Item 7 

"There is a willingness to break oldpanerns in order to erperimenr with different w q s  

of orgunizing and managing daily work". 

The o v e d l  distribution of these scores is a tdl bell shape, with almost 90% of 

scores falling in ratings 3.3 and 4. Two notable pockets of disagreement were found 

among the Technician and Adrninistrative/Corporate groups , with 15% and 17% scoring 

! - "not at all". While these percentages only represent a total of 9 individuals, they may 

be indicative of a rigidity of systems or leadership within specific corporate functions. 

Item 8 

"Management practices are innovative, creative and periodically risk-taking ". 

These responses are distributed relatively in a bell shape, but leaning slightiy 

toward the lower scores. Scientists rate this statement lowest (55% scored 2 or 1) with 

Technicians and EngineedDesigners not far behind. Management spread their scores in 

an even bell shape around the "moderate" score (3). 



Item 9 

"The qualiry of work life in our organhtion is improving ". 

Overall, sconng for this item was a bell shape around the middle score (45% 

chose score 3, with 24% below and 31% above). The Technician and EngineerlDesiper 

groups' distributions lean slightly to higher scores, whereas the Scientist and Manager 

goups lean slightiy toward the lower scores. The Admnistrative/Corporate group was 

the most evenly distributed around their modal score of 3. 

Item 10 

"There are formal and infonnal methods designed to encourage people ro share what 

tl2ey Zeam with their peers and the rest of the organiza~ion ". 

Overall, scoring for this item was a bell shape around the middle score. The 

Scientist and EngineerlDesigner groups lean slightly to higher scores, whereas the 

Manager and Administrative/Corporate groups lem slightly toward the lower scores. The 

Technician group responded in an even bel1 shape around their modal score of 3. 

Item 11 

la nie organizarion is perceived ro be designed for problem-solving and learning ". 

Group results indicate a bell shaped distribution of responses, skewed slightly to 

the higher scores. Approximately 45% of respondents agreed with this statement to a 

"great" or "very great extent", with the EngineerlDesigner and Management groups 

rating highest. The greatest divenity of scores within a job group appears in the 

Administrative/Corporate group. with 38% rating agreement to "a great extent" and 11% 
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agreeing "not at dl", indicating very uneven perception of this message across this job 

g r 0 U P -  

Item 12 

"Learning is erpected and encouraged across all levels of the organizadon: 

management, research, product deveiopment. manufacturing. administration". 

Responses to this item are clearly skewed to the higher scores, with 70% of 

employees selecting a score of 4 or 5 (agee to a F a t  or very great extent). This 

statement was one of the highest sconng of the questionnaire across goups (with 83% of 

Scientists. 8 1% of Enpineer/Designers. 53 % of Technicians, 75% of Managers and 61 96 

of Administrative/ Corporate group rating it 4 or 51, reflecting the general appreciation 

and acceptance of this expectation and activity rhroughout the organization. 

Item 13 

"People have an overview of the organimtion beyond their special~ and funcrion and 

adapt their working patterns to if". 

The overall distribution of these scores is bel1 shaped, but leaning toward the 

lower scores. Most of the scores (73%) showed respondents agreeing only to a "slight" 

or "moderate extent", similarly distributed across job groups. This finding indicates a 

potential barrier to corporate flexibility and ability to innovate at the grass-roots level. 



Item 14 

"Lessons leamed' sessions are conducted to produce cfear and permanent changes to 

systern and practices ". 

This item received lower than usual scoring. Overd1471 chose a score below 3, 

whereas only 21% chose a score above 3. Two pockets of disagreement stand out: 73% 

of Scientists and 59% of Administrative/Corponte scored below 3. 

Item 15 

"Management practices. operarions. policies and practices thar become obsolete and 

Iiinder the conrinzled growth of people are rernoved or replaced". 

The overall distribution of these scores is bell shaped, but skewing slightly toward 

the lower scores. 

Item 16 

"Continuoiis improvement is expected and treated receptively ". 

The majority (78%) of responses to this reflected agreement to a "moderate" and 

"great extent", with the rest of the ratings tapenng off higher and lower, producing a ta11 

bell shaped distribution skewed slightly to the higher scores. There was little discrepancy 

arnong job groups. 

Item 17 

"There are clear and specific expectations of each employee to receive a specified 

number of hours of learning and educarion annually". 
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The responses to this statement were spread across the scale. but the lower ratings 

were selected with greater frequency. This statement garnered the largest percentages of 

score 1 of the entire questionnaire. Overall, 25% indicated this statement was "not at dl" 

reflective of redity at MDS SCIEX (25% of Scientists, 20% of EngineerlDesigners. 18% 

of Technicians, 30% of Management. and 41% of Administrative/Corponte scored this 

as 1). Annuai learning hours appears to be a topic in need of improved clarity and 

communication, particularly in light of Item 14 responses. which indicate an apparent 

strong cornmitment to leaming. 

Item 18 

"People at al1 levels are specijkally directed towards relevanr and valuable Iearning 

opponunities inside and outside the organiiation ". 

The overall distribution of responses to this statement is bell shaped. skewed to 

the lower scores. Specifically, 58% of Scientists, 55% of Managers, 46% of 

Administrative/Corporate and 42% of EngineedDesigners chose a rating of 1 or 2 ("not 

at alIV or "to a siight extent"). Technicians' responses reflected more of a bell shape 

around the "moderate" response. 

Item 19 

"Cross-funcrional leaming oppomnities are expected and organized on a regdar basis, 

so that people understand the functions of others in differeenr j o b  of reiated importance." 
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The overall distribution of responses to this statement is bel1 shaped, skewed to 

the lower scores. The Scientist group scored particularly low, two-thirds scoring this 

statement at 2 or 1. Overall, 86% of participants found this statement "moderately". 

"slightly" or "not at dl" reflective of reality at MDS SCIEX (scores of 3.2, and 1). 

Responses to this item correlate with those of Item 15. indicating a need for improved 

cross-functional awareness and communication. 

Item 20 

"Middle managers are seen as Iiaving a primary role in keeping the learning process 

nmning smoothly throughour the organicatiun ". 

The distribution of responses to this statement was a bel1 shape. skewed to the 

Iower scores. Specific groups pull the overail distribution to the lower range: 5 5 8  of 

Managers, 53% of Technicians, and 50% of Administrative/Corporate participants scored 

this item as 2 or 1 ("slightly" or "not at dl" indicative of reality at MDS SCEX). 

Item 21 

"The unexpecred is viewed as an opportuniiy for learning ". 

The responses to this statement essentially fell into a standard bel1 shape. Of note, 

however, are two lower response sets: 42% of Scientists and 50% of Managers rating 2 or 

1. The remainder of the scores are distributed relatively evenly around the "moderate" 

response. 



Item 22 

"People look fonvard to improving their own competencies us well as those of the whole 

orgunization ". 

The majority (79%) of responses to this statement reflected agreement to a 

"moderate" and "great extent", with the rest of the ratings tapenng off higher and lower. 

with only 2 individuals choosing the lowest score (1% of the total), but 14 selecting the 

highest score (10% of the total). 

Item 23 

‘Tic systems, structures, pol icies and practices of the organization are designed to be 

adaptive. flexible and responsive to intemal and extemal influences". 

The overall distribution of these scores is a standard bel1 shape around the 

"moderate" score, with no notable job group differences. 

Item 24 

"Presently, even if the environment is complicated. chaotic and active. we are not on 

ove rload". 

This distribution is skewed to the lower scores, with a high percentage in score 1, 

but these results are risky to interpret, given that several participants cornmented that the 

wording was confusing and contained a double negative when combined with the 

wording of the response scde. 



Item 25 

"There is a heulthy, manageable level of stress that assists in promoting leorning ". 

Combined participant responses reflect an overall bell shape. with some job group 

clifferences. Scientists' scores cluster mid to high range (100% scored 3,4, or 5). while 

Management and AdministrativeICorporate settle more on the lower side of the scale 

(80% and 82% respectively scoring 3.2, or 1). 

Item 26 

"Continuous improvement is practised as well as preached". 

Responses to this statement reflect a bell shaped curve, leaning slightly to the 

higher scores. Al1 groups chose more scores above the "moderate" score of 3 than below 

it, except for the Administrative/Corporate group, which scored in the opposite direction. 

Item 27 

"The difference between training/education and leaming is eu* rtnderstood. (Training 

and education can be so conducted that no learning tukes place)". 

The distribution of responses to this statement is somewhat skewed to the lower 

scores. Of particular note is the large percentage (65%) of Managers rating this 

statements as 2 or 1. It is uncIear if this reflects a deske on their part for greater 

undektanding of this issue or a sense that their direct reports need to better understand 

this issue. It may also be indicative of rriticism of the value of current training activities 

within the organization. 



Item 28 

"People are encouraged and provided with the resources to becorne self-directed 

leamers". 

The distribution of responses to ihis item is skewed slightly to the higher scores. 

66% of respondents chose scores of 3 and 4 ("moderate extent" and "great extent"). Of 

note. however, is that 21% of the Administrative/Corporate group selected 1 ("not at 

dl"), indicating a potentid inequity in distribution of leaming resources or time to make 

use of resources, diffenng staff  awareness of available resources, or uneven management 

encouragement. 

Item 29 

"There is a formal. on-going education program to prepare middle managers in their 

new roles as ficilirators, coaches and leaders ". 

The majority of responses to this item (69%) were score 3 and 4 ("moderate" and 

"great extent"), skewing this distribution slightly to the positive side. This was tme for al1 

job groups. 

Item 30 

"Recognition of your own leaming style and th, ose of CO-wi 

communication and ove r-dl organizutiona l leaming ". 

used to improve 

The responses to this item are distributed in a clear bel1 shape. A few notable 

pockets of job group scores that deviate from this shape are: 40% of Managers, 34% of 

Engineen and 2 5 4  of the AdmnistrativelCorporate group selecting 2 or 1 as their rating. 
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This finding may indicate that the lack of awareness of learning style differences hinders 

communication and learning, and is potentidly a valuable topic for staff development. 

Item 31 

"Management is sensitive to learning and development differences in their employees, 

realizing rhat people leum and improve their situations in different ways". 

Responses to this item are generally normally distributed around the "moderate" 

score. 

Item 32 

"There is sufficienr time scheduled into people's calendars to step back front day-to-day 

operations and reflect on whnr is happening in the organization. " 

Responses to this item showed a clear disagreement that this reflects reaiity at 

MDS SCIEX. Particularly within the Management group (with 80% scoring a 2 or 1) but 

ais0 in the Administrativefcorporate group (70% scoring 2 or l), Scientists (59% sconng 

1 or 1). and EngineerlDesigners (52% scoring 2 or I), these responses indicate that 

opportunities for reflection are few and far between in their busy environment. These 

results corroborate those of Item 27, where both Management and 

Administrative/Corporate groups disagreed that their stress levels were "healthy" or 

"manageable". 



Item 33 

"There is direction set. and resources allocated to b h g  about meûningful and lasting 

Responses to this item fa11 into a normal distribution, with a notable pocket of 

disagreement in the Adrninistrative/Corporate group. where 25% of respondents (or 6 

individuals) nted this as "not at ail" reflective of redity at MDS SCIEX. 

Item 34 

"Teams are recognized and rewarded for their innovative and paradigm-breaking 

Responses to this item are skewed toward the lower scores arnong dl groups 

except Scientists, who distibuted their responses normaily. Parzicularly, Technicians and 

Manages rate tearn recognition as problematic. with 59% and 53% respectively selecting 

a score of 2 or 1. 

Item 35 

"Managers have considerable skills for gatlzenng information and developing their 

abilities to cope with demanding and changing management situations". 

The distribution of these responses is generally bel1 shaped, with Managers 

selecting higher scores to a slightly p a t e r  degree (50% choosing 4 or 5) than the other 

groups (27% choosing 4 or 5). It would seem their self-assessments in this area outscores 

the assessments by their direct reports, a finding suggesting 360-degree feedback would 

be of value to managers. 



Item 36 

"Managers enable their staffs ro become self developers and leam how tu improve tlieir 

perfomnces ". 

This bel1 shaped distribution of responses is skewed slightly higher than the 

rnidpoint for al1 groups except managers. who rate thernselves lower more often (scores 

spread across 2 ,3  and 4) than do their direct reports (scores mainly in 3 and 4). When 

considered with their higher self-ratings in the previous item, it could be interpreted thût 

managers are less confident with their ability to facilitate learning in othen than with 

their ability to develop their own skills on an ongoing basis. 



In their book "Ten Steps to a Leaming Organization" (1998), Kline and Saunders 

suggest that the cultural shift required to become an orpization that values learning and 

adaptability is an evolutionary one. The goals of the first step must be achieved and 

intemalized across the organization before the demands of the next step are presentea 

and so on, recognizing that individuals and departments may differ in their staning points 

on this joumey. Specific groups of items from the survey can be analyzed as 

representative of each of these "steps. The focus group findings are grouped according to 

the three topics of this research: leadership, rewards and recognition, and the tmnsfer of 

leaming and evaluation. These finding are reponed separately in this chapter. The 

survey items refemed to below in each step can be found in Appendix A. 

Step I - Assessrnent of Learning Culture 

(Includes Items 9, 16,22-26,32,35-36) 

The fiat step in improving the learning culture in any organization is a thorough 

assessrnent across job groups to determine the current state. Sorne of the more general 

survey items addressed in this section give us a hint of the detail that follows. 

Two general culture items, Item 9 (quality of work life improving) and Item 23 

(systems, policies are flexible) were both rated with moderate agreement by the majority 

of respondents, indicating no senous cornplaints but leaving lots of room for 

improvement. 



Items related to continuous improvement attitudes and practices reflect a 

somewhat more positive perception. Group scores for Item 16 (improvement expected. 

treated receptively). Item 22 (eagerness to improve cornpetencies). and Item 26 

(improvement not just talk) were predominantly above 3 (45%, 53% and 41%, 

respectively), with the remainder mostly at 3, indicating an awareness and acceptance of 

improvement of self and the organization as a corporate priority. These results are 

consistent with leming organization vision of a cornrnunity that nurtures, values. and 

supports the development and leaming of every individual (Gephart et al.. 1996. p. 38). 

Some notable exceptions stand out, particularly with respect to workload. 

Response to Items 25 (stress is manageable) and 32 (time for reflection) indicate that both 

the Management and Administrative/Corporate groups find day-to-day operations 

stresshl beyond the "healthy" degree, eclipsing most or al1 reflection time. Time for 

self-development and reflection is considered a vital factor in facilitating leaming 

(Buckler, 1998. p. 18). 

Management Role 

For Item 35 (managers' skills for gathering information and developing their 

abilities to cope with demanding and changing management situations), managers rated 

thernselves higher more often (50% rated thernselves 4 or 5) than did their direct reports 

(only 25% rated them 4 or 5). The opposite was a i e  for Item 36 (staff enabled to 

improve), where managers rated themselves lower more frequently than did their staff in 

terms of enabiing staff "to becorne self-developers". In considering these different 
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reactions to management skills, it appean that managers are overconfident about their 

ability to develop their own skills and underestimate their ability to facilitate leaming in 

others. 

In a leaming organization, each individual takes responsibility for his or her own 

learning (Senge, 1990, p. 141). It appean that the majority of MDS SCIEX employees 

have accepted this message, and despite negative feedback on workload stress and 

managers' flexibility, they feel enabled to make decisions about their own learning and 

are committed to continuous improvement. By making more time for the reflection stage 

of leming for themselves and their staff, managers may benefit in unanticipated ways. 

There m u t  be time for refl ection and analysis, to think about strategic 
plans, dissect customer needs, assess current work systems, and invent 
new products. Leaming is difftcult when employees are hanied or rushed; 
it tends to be driven out by the pressures of the moment. Only if top 
management explicitly frees up employees' time for the purpose does 
learning occur with any frequency. (Garvin, 1993. p.91) 

Step 2 - Promote the Positive 

(Includes Items 3,9, 12, 14, 16,2 1,24,28,30,3 1, and 34) 

The next step in improving the learning environment is fostering an attitude of 

seeinp the glas haif full rather than half empty (Kline & Saunders, 1998, p. 68). 

Mastering this step requires al1 MDS SCIEX employees to function at a level of matuity 

where individu& are treated with respect and everyone is encouraged to work together 

toward c o m o n  goals. It appears MDS SCIEX is well on the way to accomplishing this, 

with specific areas for improvement. 
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Survey results show Item 3 (always possible to find a better way) and Item 12 

(learning expected and encouraged across ail levels) scoring exmmely hi&. In fact 

EngineerlDesigner and Technician gmups rated these items among the highest in the 

survey, with the Scientist, Manager and Administraùve/Corporate groups not far behind, 

reflecting an acceptance and appreciation of the value of leaming throughout the 

organization. 

Management Role 

Items relating to recognition and respect for different leming styles (Items 30 

and 3 1) indicate room for improvement. For example. 40% of Managers, 34% of 

EngineerslDesigners and 25% of Administration/Corporate rated Item 32 (learning styles 

recognized to improve communication) as below 3. indicative of a potentiai concem with 

communication and individuality that is worth investigating. 

Attitudes toward iearnwork appear to be somewhat problematic as well. Item 14 

("lessons leamed" sessions produce clear and permanent system changes) and Item 34 

(teams rewarded for innovation) responses were skewed toward the lower scores. The 

Scientist and Administrauve/Corporate groups are particularly dissatisfied with "lessons 

Ieamed" sessions. Technicians and Managen indicate that team recognition is 

particularly problernatic (59% and 53% respectively scoring lower than 3). These results 

suggest that Managers c m  benefit h m  improved strategies for managing knowledge 

gained from experience and encouraging team effectiveness. 



In a leaming organization, emphasis is placed on creating, capturing, and moving 

knowledge rapidly and easily so that the people who need it c m  access and use it quickly 

(Gephart et al, 1996. p.38). Companies must review their successes and failures, assess 

them systematically, and record the lessons in a form that employees find open and 

accessible (Gamin, 1993, p.85). 

Step 3 - Make the Workplace Safe for Thinking 

(Indudes Items 1-6, 13, 14,11,24,28,30,3 1,34) 

In today's global economy, the price of failing to think well is too high to pay. 

Organizations must rnaximize everyone's thinking and creative capacity and eliminate 

attitudes and systems that discourage them (Kline & Saunders. 1998, p. 92). 

Group results for Item 28 (people encouraged and provided with resources to 

become self-directed leamers) showed 66% choosing scores of 3 and 4, agreeing to a 

"moderate" and " w a t  extent". This is encouraging but leaves plenty of roorn for 

improvement. 

A specific problem area appeared in the Adrninistration/Corporate group 

responses, where 21% scored this statement as "not at dl" reflective of MDS SCIEX. 

Given the relatively small representation of this group among respondents, this result 

should be interpreted with caution. it may, however, point to an inequity in support for 

leaming within this group. 



Management Role 

Of particular relevance among these items is reaction to failure. Item 2 (mistakes 

turned into constructive learning expenences) was rated "moderately" tme by most 

participants with a notable exception in Administrative/Corporate, where 29% selected 

"not at dl" m e .  Item 6 (mistakes are viewed as opportunities) was also scored low, with 

the most common rating of 3 for Scientists (36%). Management (40%) and 

AdministrativelCorporate (4 1 %) groups. 

Item 5 (expenmentation encouraged as a way of doing business) responses appear 

to contradict these findings (77% of the total group scoring 3 or higher), but this may 

reflect a discrepancy between what is commiinicated and what is practised. Overall. 

attitude toward experimentation and erron should be further investigated to clear up this 

ambiguity. A learning organization improves the value of bold, creative thinking by 

encouraging it and then providing the structure. support and feedback necessary to 

improve it (Kline & Saunders. 1998, p. 100). 

Highlighted in Step 2, Item 14 (lessons leamed sessions produce changes) 

received more low than high scores. as did Item 71 (the unexpected viewed as an 

oppominity). Both Management and Scientist groups show a modal score of 3 for these 

items, indicating that these statements reflect MDS SCEX only "to a slight extent". 

The survey results suggest that managers must exercise more openness and 

flexibility in incorporating new information into existing structures and systems. They 
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must be convinced that by defining and restructuring a system's operating rules, they can 

continuously improve the system itself (Kline & Saunders. 1998, p. 244). Learning 

organizations ensure that individual and team learning contribute to systems-level 

organizationd leaming and that organizational learning Ieads to productive action 

(Gephart, 1996, p. 38). 

Step 4 - Rewnrd Risk-Taking 

(Includes Items 1-3.5-8, 14,21,25,25,34,36) 

In a cornpetitive, high technology industry, it doesn't make sense to take refuge in 

conformity and security. Taking meaningful, reasonable and moderate risks is becorning 

a prerequisite of survival (Kline & Saunders. 1998, p. 1 12). 

Item 1 (people feel free to speak their rninds), a key element of risk taking, 

received an overall rnid-range response, with Scientist and EngineedDesigner groups 

agreeing most strongly (75% and 62% chose scores of 4 or 5). This is an encouraging 

finding, given the destructive effect of fear on innovation. but leaves plenty of room for 

improvement. Employees must feel that the benefits of expenmentation exceed the costs; 

othenvise, they will not participate (Garvin, 1993, p. 83). 

Management Role 

Overall response to Item 7 (willingness to break old patterns and try new ways of 

managing) was moderate, with 90% of scores falling in ratings 2,3, and 4. Two notable 

poc kets of disagreement were found among the Tec hnician and Adminis trativel 
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Corporate groups , with 15% and 17% sconng 1 "not at dl". While these percentages 

only represent a total of 9 individuals, they may be indicative of a rigidity of systems or 

leadership within specific functions. 

Overall reaction to Item 8 (management takes nsks) leaned somewhat to the lower 

scores. Scientists rate this statement lowest (55% scored 2 or 1) with Technicians and 

EngineerDesigners not far behind. 

For both these items, the management group spread their responses in low, even 

bel1 shapes around the "moderate" agreement score. In order to encourage risk-taking 

and innovative thinking in staff, leaders mus& adopt a bold and enrerprising attitude 

toward knowing, learning and confronting problems. Over time, practice in risk-taking 

fosters better risk analysis and judpent improves (Kline & Saunden, 1998. p. 114). 

If you want real, significant. sustainabie change, you need tdented, 
committed local line leaders. Find the people who are at the heart of the 
value-generating process - who design. produce, and sel1 products: who 
provide services; who talk to customers. Those value-generating activities 
are the province of the line manager, and if the line manager is not 
innovating, then innovation is not going ro occur. (Senge in Webber. 1999, 
p. 186) 

Step 5 - Help People Becorne Resources for Each Other 

(Includes Items 4, 10, 12, 13, 16, 18, 19, 22,25,28-3 1,34) 

Sharing resources across the organization promotes patterns of interaction that 

sûengthen an organization and generate better solutions (Kline & Saunders, 1998, p.133). 

Leaming organization theory proposes that, in the most adaptive organizations, every 



member - whether on the Front line or in the executive suite - is a strategic planner. 

Teams act in mative and autonomous ways to interprer the strategic direction and make 

the plans happen. They coordinate and collaborate with others in the organization who 

are also experimenting with change (Redding & CatalanelIo, 1992, p. 52). 

The distribution of responses for Item 4 (different views encouraged) is skewed in 

favour of the higher scores, with more than 80% of participants selecting 3,4. or 5. This 

is indicative of a widely accepted or culturally entrenched belief at MDS SCIEX. 

Scoring for Item 10 (sharing of leaming with peee and organization) was predominantly 

moderate, leaving lots of room for. improvement. The Scientist and EngineerlDesigner 

groups lean slightly to higher scores, whereas the Manager and Administrative/ Corporate 

groups lean slightly toward the lower scores. These results suggest that forma1 and 

informal methods for sharing knowledge could be further developed. 

In many organizations, expertise is held locally: in a particularly skilled 
cornputer technician, perhaps, a savvy global brand manager, or a division 
head with a track record of successful joint ventures. Those in daily 
contact with these experts benefit enomously form their skills, but their 
field of influence is relatively narrow. Transfemng them to different parts 
of the organization helps share the wealth. (Carvin, 1993, p. 87) 

The overall distribution for Item 13 (awareness beyond function.specialty) scores 

is bel1 shaped, but leaning toward the lower scores. Most of the scores (734) showed 

respondents agreeing only to a "slight" or "moderate extent", similarly distributed across 

job groups. Too much work specialitation means people doing jobs for which they wil1 

not see the end results, a factor found to inhibit organizational learning. 



Management Roie 

Lower scores predominated for Item 18 (people are directed toward relevant 

leaming oppominities). Specifically, 58% of Scientists, 55% of Managers, 46% of 

Administrative/Corporate and 42% of EngineerlDesigners chose a rating of 1 or 2 ('hot 

at dl" or "to a slight extent"). Technicians' responses reflected more of a bel1 shape 

around the "moderate" response. 

The overall distribution of responses to Item 19 (cross-functional learning 

opportunities are organized) is skewed to the lower scores. The Scientist group scored 

particularly low, two-thirds scoring this statement at 2 or 1. Overall. 86% of participants 

found this statement "moderately", "slightly" or "not at dl" reflective of reality at MDS 

SC= (scores of 3.2,  and 1). Opportunities for cross-fertilization of ideas and solutions 

could be structured into work processes to reduce perceived distance between the 

functions. 

It appears participants are eager to becorne involved in more learning 

opportunities, but don? feel their managers are facilitating this or providing structures or 

systems for information sharing across groups. 

[Organizational] boundaries inhibit the flow of information; they keep 
individuals and groups isolated and reinforce preconceptions. Opening up 
boundarîes, with conferences, meetings, and project team, which either 
cross organizational levels or link the Company and its customers and 
supplies, ensures a fresh flow of ideas and the chance to consider 
competing perspectives. (Garvin, 1993, p. 9 1) 



Step 6 - Put Learning Power to Work 

(Includes Items 2,6,9, 11, 12, 16-20,23,25,37,29-3 1,33,35,36) 

A leaming organization is an environment where everyone fiom top to bottom is 

passionate about learning for their own improvement and the improvement of the 

organization . 

Item 36 responses (staff enabled to improve), skewed somewhat to the higher 

scores arnong al1 groups except Managers, are indicative that staff acknowledge their 

responsibility in the learning process. 

Management Role 

Responses to Item 17 (there are clear expectations of number of h o m  of 

education annually) were predominantly low. including some of the lowest scoring of the 

Survey. Overall, 15% indicated this statement was 'bot at dl" reflective of reality at 

MDS SCIEX (25% of Scientists, 20% of EngineedDesigners, 18% of Technicians, 30% 

of Management, and 42% of Adminisüative/Corporate scored this as 1). Amount of 

perrnitted leming hours appears to be a topic in need of improved clarity and 

communication. 

Managers must recognize that positive leaming expenences are self-rewarding 

and generate more leaming energy. Managers' responses to Item 27 (difference between 

training and leaming is understood), 6546 rating 2 or 1, suggests they acknowledge a need 

for greater understanding of how to maximize leaming oppomrnities for their staff. 



Managers could benefit from programs that help them wrestle with l e d n g  issues and 

build understanding of learning processes relevant to the workplace (Buckler, 1998, p. 

19). 

in learning organizations, leaders and managers at al1 levels provide cntical 

support to the learning and development of individuals and teams by : 

0 rnodelling learning behaviour 

providing systems that facilitate learning 

rn encouraging people to contribute new ideas 

ensuring the dissemination of knowledge and learning 

O freeing resources in order to signal the organization's cornmitment 

to learning and sharing leadership (Gephart et al, 1996. p. 39) 

Step 7 - Map out the Vision 

(Indudes Items 4.7, 10, 19,20,22,75,27,29,30,31,33.35.36) 

In a learning organization, each individual thinks in ternis of a penonai future 

that's related ro the funire of the organization. This develops through participation, 

communication and connection among individuals and groups throughout the 

organization. A shared vision provides the focus and energy for leaming (Senge, 1990, p. 

106), and the motivation for many creative mincis to corne together in a common 

enterprise (Kline & Saunders, 1998, p.188). 



Several of the survey items addressed in Step 5 are relevant to this step as well. 

and indicate that there is a great deal of room for improvement of cross-functional 

infornation sharing and learning. Access to organizational information to create shared 

experiences is considered a factor facilitating leamhg and innovation, broadening 

understanding and building relationships. 

For leaniing to be more than a local affair, knowledge must spread quickly 
and efficiently throughout the organization. Ideas cany maximum impact 
when they are shared broadly rather than held in a few hands. A vviety of 
mechanisms spur this process, including written, oral, and visual reports. 
site visits and tours, personnel rotation programs. education and training 
programs and standardization programs. (Garvin, 1993, p. 87) 

Management Role 

As noted earlier, Item 4 results (different views and open productive debates 

encouraged) were skewed in favour of the higher scores. with more than 80% of 

participants selecting 3 or higher. The perception that management is actively leamhg 

more about facilitating, coaching and Ieading (Item 3 1. with 76% rating 3 or higher) also 

indicates optirnism about the potential for individuais to influence their environment. 

[Poor management practices are considered by sorne to be a] direct 
consequence of a poor level of understanding by managers of the 
processes by which people in organizations leam . . . an understanding of 
the learning processes is a key requirement for the facilitation and 
optimization of improvement and innovation in business processes. 
(Buckler, 1998, p.16) 

Step 8 - Bring the Vision to Life 

(Includes Items 4,7, 10, 19,23.26,30,3 1,35) 

Translating a corporate vision to everyday organizational life requires the 

participation and cornmitment of dl employees. Several of the Survey items grouped 



under this step have been commented on in earlier sections of this report. These include . 

items addressing the degree to which systems are flexible, how managers cope with 

change, practising as well as preaching continuous improvement, as well as awareness 

and appreciation of different learning styles. 

The suggestion from the responses to these items is that MDS SCIEX as an 

organization could be more responsive in managing both internai and external 

knowledge. Specific information gathenng in the form of focus groups, and group 

problem solving to determine ways to make systems more flexible and enhance 

communication, could provide valuable solutions and m a t e  greater efficiency. 

Step 9 - Connecr the Systems 

(Inchdes Items 5, 11-13, 19,23,32,33,35) 

As indicated by the response to Item 11 (the organization is perceived to be 

designed for problem-solving and learning) there is optirnisrn about MDS SCIEX's 

capacity for growth. 

Croup results indicate a bel1 shaped distribution of responses. skewed slightly to 

the higher scores. Approximately 45% of respondents agreed with this statement to a 

"'great" or "very great exten t", w ith the EngineerlDesigner and Management groups 

rating highest. The greatest diversity of scores within a job group appears in the 

AdrninistrativelCorporate group, with 38% rating agreement to "a great extent" and 21% 
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agreeing "not at dl", indicating very uneven perception of this message across this job 

group. 

This step, like the previous one, addresses communication throughout the 

organization. As the analysis of s w e y  items throughout the previous steps indicates. 

cross-functional knowledge sharing and problem-solving strategies would potentially 

address many of the concems raised, and enhance organizational learning greatly. 

Management Role 

Middle management provides a critical axis between the strategic learning of 

senior management and operational learning at the front lines. They are at the rnidpoint 

in educating upwards from opentions as wel1 as translating new vision and direction into 

operational reality (Burgoyne. Pedler & Boydell. 1995, p. 16). 

Response to Item 33 (there is direction set and resources allocated to bring about 

meaningful and lasting learning), predominantiy lukewarm, combined with other items 

detailed in this report, indicate many practical learning issues still need to be addressed, 

particulariy within the Administrative/Corporate group. 

Once managers have established a more supportive, open environment, 
they can create leaming forums. These are programs or events designed 
with explicit leaming goals in rnind, and they can take a variety of forms: 
strategic reviews, which examine the changing cornpetitive environment 
and the company's product pordolio, technology, and marketing 
positioning; systems audits, which review the hedth of large, cross- 
functional processes and delivery systems; internal bench-marking reports, 
which identify and compare best-intlass activities within the 
organization; study missions, which are dispatched to leading 
organizations amund the world to better understand their performance and 



distinctive skills; and jamborees or symposiums, which bring together 
customers, suppliers, outside experts, or interna1 groups to share ideas and 
leam form one another. Each of these activities fosters leaming by 
requiring employees to wrestle with new knowledge and consider its 
implications. (Gamin, 1993. p, 9 1) 

Step IO - Get the Show on the Road 

(Inciudes Items 7.8, iZ, 22-24,26j 

Kline and Saunders' Step 10 concems the growth potential of the organization, 

and ways to maintain the momentum which can be built into the process of becorning a 

leaming organization. Survey Items 7 (willingness to try new ways), 8 (management 

takes risks), 12 (leam across al1 levels), 23 (systems are flexible), and 26 (improvement 

not just talk) reflect key components of maintaining the dynamic energy that fuels 

innovation and adaptation. They are important elements of the "drama" necessary to 

focus and energize an organization's intemal activities and its approach to the worid. 

Results of Item 22 (people look forward to improving their own cornpetencies as 

well as those of the whole organization) paint an optimistic picture of MDS SCIEXTs 

capacity to hamess this drama and motivation. The majority of responses to this item 

(79%) were scores 3 and 4, with the rest of the ratings tapering off higher and lower, but 

only 2 individuals choosing the lowest score (1% of total) and 14 selecting the highest 

score (10%). 

Leaming organizations are not built ovemight. Most successful exarnples are the 

products of carefully cultivated attitudes, commitments, and management processes that 

have acmed slowly and steadily over time (Gamin, 1993, p.9 1). 
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Peter Senge, in his book "The Fifth Discipline" (1990) sees the evolution of the 

leaming organization as a never-ending, iterative process. An adaptive organization 

needs always to be practising the disciplines of promoting personal mastery, 

deconstnicting mental models, building shared vision, enhancing team learning and 

encouraginp systerns thinking. Attention to integrating the development of these 

disciplines within al1 levels at the same time ensures that the whole will exceed the sum 

of its parts, fostenng long tenn cornpetitive advantage for the organization, and a healthy 

work environment for i ts employees. 

Sicrnrnary 

MDS SCIEX has made progress over the past four yean in a number of key areas 

related to learning. Scientist and Engineermesigner groups feel encouraged to speak 

their mincis (Item 3.75% and 62% respectively scored higher than 3) which is critical to 

preserving the innovative nature of the culture. This is further supported by the fact that 

most employees agree that different views and open productive debates are encounged 

(Item 6, more than 80% of participants selected 3 or higher). Increased tolerance for 

diverse thinking adds to the richness of the learning expenence and contributes to 

creative business solutions and products. There is a clear perception that management is 

actively leaming more about facilitating, coaching and leading (Item 31,76% rating 3 or 

higher), a fact that mitigates some of the dissatisfaction with management skills 

mentioned eariier. MDS SCIEX has spent a considerable amount of resources assisting 

managers at all levels to hone their leadership skills. While the organization 
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acknowledges that this is a long-term cornmitment. the incremental changes can be felt 

throughout the Company. 

As with al1 enterprises, there is always room for improvement. MDS SCIEX 

needs to address a number of obstacles to leaming. Specificaily; more attention is 

required on workload and stress. innovation and risk taking, learning from expenence and 

adapting, and employees learning from each other. Two employee goups, Management 

and Administrative/Corporate, find day-to-day operations stressful beyond the "healthy" 

degree. eclipsing most or al1 reflection time (Item 27). 

Innovation and nsk taking could be enhanced with changes in management style. 

When asked about management's willingness to break old patterns and try new ways of 

managing (Item 9), overail response was moderate, and lower mong the Technician and 

AdminismtivefCorporate groups. Overall responses to Item I O  (management takes risks) 

Ieaned somewhat to the lower scores. Scientists rate this statement lowest (55% scored 2 

or 1) with Technicians and EngineerlDesignen not far behind. 

Regarding managers' skills for gathering information and developing their 

abilities to cope with demanding and changing management situations (Item 37), 

manages rated themselves higher more often (50% rated themselves 4 or 5) than did 

those reporthg to them (only 25% rated them 4 or 5). 
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MDS SCIEX needs to continue to endorse and encourage risk taking and 

innovation in managers, who must in turn pass dong this approach to their staff. As Max 

Depree (1989) States, "Life is more than just reaching Our goals. As individuals and as a 

group we need to reach our potential. Nothing else is good enough. (p. 50) This 

approach to shaping work will result in a confident work force ready and able to 

experiment and challenge the status quo. 

The third area for irnprovement requires the organization to make a concened 

effort at al1 levels to capture what has been learned from decisions and actions related to 

meeting the business goals. The Scientist and Adrninistrative/Corporate groups are 

particularly dissatisfied with "lessons lemeci" sessions (Item 16. 73% and 59% 

respectively scored below 3). Turning mistakes into constructive leaming experiences 

(Item 4) was rated as "rnoderately" true by most participants with a notable exception in 

Administrative/ Corporate, where 29% selected "not at d l "  mie. Viewing rnistakes as 

opportunities (Item 8) also scored poorly, with a modal rating of 2 for Scientists (36%). 

Management (40%) and Administrative/ Corporate (41%) groups. 

The survey results suggest that managers must exercise more openness and 

fiexibility in incorporating new information into existing structures and systems. They 

must be convinced that by redefining and restnicturing a system's operating rules, they 

can continuously improve the system itself (Kline & Saunden, 1998, p. 244). 



The last oppominity for change lies in the value of sharing and exchanging 

acquired knowledge and experience. Scoring for Item 12 (sharing of learning with peers 

and organization) was predominantly moderate, leaving lots of room for improvement. 

The overall distribution for Item 15 (awareness beyond hinction/speciaIty) scores is bel1 

shaped, but leaning toward the lower scores. The overall disuibutionbof responses to Item 

I I  (cross-functiond learning opportunities are organized) is skewed to the lower scores. 

The Scientist group scored particularly low. two-thirds scoring this statement at 3 or 1. 

Opportunities for cross-fertilization of ideas and solutions could be stmctured into 

work processes to reduce perceived distance among the functions. Formal and informai 

rnethods for sharing knowledge couId be fuaher developed in order to maxirnize 

opportunities to improve efficiency. 

Focus Group Findings 

The focus group questions were organized according to the three themes of 

leadership, rewards and recognition. and evaluation. Participant responses are reported 

based on the two groups of respondents: managers and ernployees. 

Leadership and Lenrning 

The first twelve questions explore aspects of leadership and ski11 transfer related to 

survey ratings that suggested potential issues. 
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1. Do managers have the skills to manage their em~lovees' development? What is the 

paD todav? 

Employees had some strong feelings with respect to their manager's support in 

their personal development. WhiIe it was indicated that some managers were supportive, 

leaving training choices up to the employee, most of the responses reflected a distinct 

lack of support from managers in this area. Employees felt they were discouraged from 

taking courses due the inconsistent critena for approval used by the managers. 

Favouritism was mentioned in conjunction with these comments. Employees felt 

managers should be held accountable for helping to develop their staff. It was suggested 

that accountability would be achieued through appraisals of managers by employees, 

provided MDS SCIEX took this feedback seriously. 

Managers are suggesting they need more direction and information on how to 

assess what employees need in their cumnt and future roles, in order to determine which 

activities would be most appropriate for developrnent. Concems expressed included the 

challenge of managing the workflow of employees who are on training courses, as well 

as the unredistic expectations of employees in terms of their development plans. An 

additional issue is that after MDS SCIEX develops employees, they are better equipped 

to leave for a position with a cornpetitor. 

2. What - percentage of em~lovees' deveio~ment - is miidedsup~orted bv the manager? 

Ernptoyees mentioned inconsistent practices among managers with respect to this 

question; some managers allow employees to choose their own development paths, others 
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tend to control the process. Some managers do not communicate their expectations. so 

that the perfomance appraisal and development systems work better for some than for 

othen. The consensus was thar employees should be able to take more responsibility for 

their own development, with assistance and input from the manager. 

3. What are some wavs managers could help their staff develop? 

Employees would like managers to be specific in their recommendations for 

training by guiding employees to courses most appropnate for career development. 

While employees recognize that managers have to concentrate on meeting business 

objectives, they proposed that suficient time be ailotted to more in-depth performance 

appraisds and that managers be encouraged to support Company wide training strategies 

such as Six Thinking Hats (deBono, 19--). 

Managers requested career planning training that would provide the tools to better 

undeetand employees' career development needs. A list of required hard and soft skills 

requirements for each position would be useful in identifying appropriate training. 

Providing opportunities for on the job leaming and job rotation would also be beneficial 

to the employees' development. 

4. What are some svstems and policies that could be made more flexible to encourage 

leaniing? 

The main area of discontent for employees lies in the current performance 

management process, although there was no consensus on the changes needed. 



Employees also felt that managers should not have such wide discretion in setting and 

interpreting policy. A desire for equal access to computea and information was voiced. 

The selection process for in-house counes was not seen as contributing to performance 

development. 

Managers approached this issue very differently by stressing the need to hire 

people who enjoy sharing information and working in a team environment. More 

recognition would be given to people who spthesize data, harvest ideas, and find new 

applications for existing solutions. 

5. What are some ways that knowledge can be better distributed within the organization? 

Employees recommend more courses for al1 employees on the business 

fundamentds, encouraging people to educate othen, and more technical courses. 

Implementing cross-fùnctional meetings as well as a knowledge management system will 

help MDS S C W  avoid problem solving duplication. People would iike the opportunity 

to spend time in other departments. including short-term lateral moves. Another 

suggestion was to prornote updating and information sharing sessions about what is going 

on in al1 departments so people know how their job fits into the big picture. The 

consensus was to open communication channels at al1 levels to encourage transfer of 

knowledge. 

Communication is a key theme running through the managers' responses to this 

question. They suggest a central source of information, an individual who has the ability 
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to keep each department infonned about what is going on in different areas. A steering 

committee would be helpful in identifjmg needs and opportunities for leaming. It would 

be useful to appoint a functional area contact person who woüld be able to respond to 

employees' questions. Other suggestions included weekly meetings; more frequent and 

informal managers' meetings to inspire and harvest new ideas; a newsletter highlighting 

both successful and unsuccessful efforts around the company. Managers also agreed with 

employees that job rotation andor short-term laterd moves would promote knowledge 

distri bution. 

6. Are there barriers to learning; at MDS SCIEX? 

Lack of available financial resources may be a factor in limiting training. and it 

was suggested that the company should offer more training and learning in spite of this. 

One way of demonstrating that people are valued is to hold managers accountable for 

providing learning opportunities for their staff. The learning program calendar release 

date should coincide with performance appnisal time so that managers and staff can 

discuss the courses together. Recognition for employees who corne up with improved 

ways of doing things would encourage innovation in the work place. 

Managers pointed out several bamien in this area, including noise levels, lack of 

time, employees not taking responsibility for their own learning and Iacking a defined 

career path. One suggestion was to set a leaming objective and permit everyone time to 

read or study new information in a quiet. environment at a specified tirne. 



7. What are some wavs that differences could be better valued across the or~anization? 

One suggestion from ernployees in response to this question was to have experts 

from across the organization share their knowledge in short segments within product 

related seminars. Implementing a team approach to work rather than the hierarchical 

model, and allowing people to choose how to spend their training hours without having to 

first obtain permission. would encourage respect for differences across the Company. 

Managers recornrnend awarding people ment points for rotation to meaningful 

work in other departrnents and, in fact, make rotation a requirement of the job and a 

condition of the offer of employment. Offenng social activities around cultural themes 

would also encourage people to value di fferences among the emplo yee population. 

8. How could MDS SCIEX incorporate appreciation of different stvles into our current 

training ~ractices? 

To prevent having to rewrite procedures. employees suggest consulting and 

collaborating with the end users during the design stage. Technical training documents 

should be written with users in mind, and this could be accomplished through improved 

communication among functions. 

Managers recognize the different learning styles of people and suggest several 

ways to address the issue, including offering the same course twice, one for those who 

Ieam best by doing and one for those who leam best by reading. A needs assessrnent 

would target the audience and their learning style More the course is scheduled; the 
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assessrnent could gather information about leaming style h m  the employees themselves - 

by conducting a skills inventory. The skills inventory would assist the manager in 

planning learning for the staff as well as provide information to the leaming steenng 

cornmittee responsible for setting up the courses. 

9. Why do you think the self-directed leamine ootions in the leamino calendar have not 

been used? 

Employees indicated that the books, particularly those related to IT, were 

outdated; some people do not have the time or cornputer skills to use the self-directed 

leaming CD's and some staff forget that we have the resources available. One suggestion 

was that the Human Resources team should deveiop slide presentations about the in- 

house resources. 

Managers cited lack of time and energy as well as poor communication and 

visibility of the self-directed learning program resources as reasons for poor usage of the 

P ' O W *  

10. How would vou rank the importance of learning in non-technical areas? 

Employees rated non-technical training as a low priority, while managers felt that 

non-technical Iearning is very imponant and would like to see it continue and expand. 

This could be accomplished by providing trainers who have had relevant work place 

experience and by developing broader topic ranges. There was a feeling that some peers 

and supervisors do not acknowledge the non-technical leaming as important. Thele was a 
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comment that there is a limit to development in terms of individual's "sofi skills" and 

therefore a limit to the viability of this type of training. 

11. To what extent do vou think formal or informa1 leaininp is important to the 

company's financiai success? 

Employees feel that learning is not stressed enough. and suggest that if the impact 

of training were measured, managers would take it more seriously. 

There are a number of responses from managers to this question. ranging from the 

idea that the majority of ernployees don? think soft skills learning is as important as hard 

skills learning, to cornrnents that although hard to measure, this training is strategic, wiih 

a longterm impact convibuting to the bottom line. Development of interpersonal skills 

and a learning attitude are mentioned as being important for managers and employees 

alike. 

12. Would you feel cornfortable discussinrr vour development needs with vour manager? 

The comfort level for employees to engage in discussion about learning varies; 

some staff feel very uncornfortable talking with their manager while othen may have 

great relationships with their managers and are able to partake in this type of discussion. 



Rewards & Recognition and harning 

Five questions further probed the issue of learning and rewards. 

1. Are there penalties for rnistakes in the non-technical aspects of vour iob? 

Employees indicated that managers and peers sometimes discourage 

implementation of new skills. Although managers suggest that attitudes across the 

Company Vary with respect to how mistakes are viewed, there is a feeling that mistakes 

are penalized and people are held accountable for their rnistakes. They feel that career 

advancement could be limited as a result of employees' lacking good soft skills. 

2. How can MDS SCIEX encourage ex~enmentation and risk-takine? 

The cumnt performance appraisal system is cited as a deterrent to 

expenmentation; it is felt that managers tend to remember mistakes and will revisit the 

issues at appraisal time. 

Managers approached this issue with several positive suggestions. 

Recommendations included promoting risk taking by turning rnistakes into opportunities, 

by sharing the learning experience with others and by cleariy and frequentiy 

communicating that managers will be supportive of employees who are willing to 

expriment. Sharing the burden of corrective actions, encouraging peer coaching in 

analyzing the situation and rewarding people as their performance improves in this area 

were mentioned as appropriate approac hes to this issue. 



3. What are some ways to mm mistakes into constructive 1eamin-g ex~enences? 

Employees suggest that managers be trained in how to promote risk taking, as 

well as in how to provide sincere feedback on problems/mistakes. 

A proactive approach is apparent in the managers' comments with respect to this 

question. Preparing and implemenûng a back-up plan for any extreme risks would help to 

minimize costs while working through potential mistakes. The corrective actions would 

be a collaborative effort between the employee and manager. It is important to 

communicate the importance of encouraging nsk taking; in doing so, employees would 

be reassured rhat they would not be punished for their mistakes and that a solution is 

4. How can rnanaEers be encouraaed to value leamine for themselves and for their 

em~loyees? 

Employees feel that the corporate focus is on getting the product out the door 

rather than on employee development. It is recommended that the impact of training be 

measured and that managers be accountable for staff development. 

Managers propose a number of incentives for leming, including integrating it 

into work objectives by devoting a certain amount of time to coaching their staff. 

Managers should be held accountable for development in this area by the senior 

management tearn, and they suggest that the senior management team communicate and 

support the importance of learning. Allowing al1 employees access to a career 



development specidist andfor training a group within the company to act as career 

coaches would assist the managers in this area. 

5. What are some wavs MDS SCIEX could encourage ail staff to improve their 

cornpetencies? 

The responses from employees reflect a desire to have more control over their 

own choice of training. The training and insmictor selection shouid be based on input 

fiom everyone in the company, and training providers should be prepared to provide 

MDS SCIEX with evaluation ratings from other clients. Course titles are sometimes 

misleading; more specific course descriptions are required. Evaluations completed by 

employees should be posted and an instructorltraining with a poor evaluation should not 

be rescheduled. Employees also request technical skills training be emphasized more. 

Managers recommend rewarding staff by such things as free lunches. cash to be 

spent on courses, and awarding development credits to be used in determining promotion, 

compensation and performance appraisal ratings. Candidates for employment at SCEX 

should be informed that continuous learning is expected. Current employees need more 

education about the long-term value of learning with respect to career development. 

Other suggestions include making learning fun, offering a variety of courses and 

customizing courses for job specific, just-in-time training. 



Transfer of Skills, Evaluarion and Leaming 

Four questions on this theme supplemented the survey results. 

1. Do new skills and knowledrre get applied on the iob? Why? 

There were only two employee responses to this question; both indicate that 

leaming is sometimes applied to the job but there is little follow-up by othen. Managers 

had similar responses to this question, suggesting that there is little assessrnent of the 

impact of the uaining. 

2. What actions should manapers take to heio emplovees use their skills on the iob? 

The consensus from employees was that the trainee should share the new 

knowledge with his or her group and manager so that the value of the training is put into 

practice in the department. A monitoring system should be in place whereby the manager 

observes how the training is being applied and the employee advises the manager, 

possibly at his performance review, how the new skills have been applied. Not al1 

employees agreed, and some felt that they should not be held accountable for applying 

the training. 

Managers believed that trainees should be held accountabie for applying the 

newly acquired skills, and they suggest this c m  be facilitated by encouraging the 

employee to share the information with the work group and by providing project 

opportunities for the employee to practice the new skills. 



3. What are some reasons emplovees corndete or don? com~lete survevs related to 

There were a number of responses which had a similar theme: lack of time and 

interest; limited or no access to cornputers; apathy; survey too long; r e m  tirne too short. 

Employees also felt that the questions were not specific to work issues. 

Managers had a slightly different view from the employees. Their comments 

ranged from the perception there is nothing to cornplain about and employees are very 

happy, to the thought that employees are very unhappy and cynical. believing there will 

be no impact as a result of the survey. Lack of time was aiso cited as  a reason for not 

completing the survey. 

4. What expectations do vou have about the use of survev results related to learninq 

activities at MDS SCIEX? 

Employees do not have high expectations about the survey results. While they 

would expect to see the survey results published and subsequent changes occur, generally 

they are not optimistic about this happening. There are issues of outcomes being slow to 

be communicated or not being communicated at dl; there is distrust about any significant 

changes being implemented; opinions are given but no action is taken. 

Managers' responses echoed the employees' responses: low expectations that 

staff will know what to do with the results; re1ativeIy minor changes will occur, questions 

on the s w e y  do not probe for real problems ("sanitized. 



119 

Chapter 5: Discussion and Recommendations 

It is rny hope that the insights gained in this case study of MDS SCIEX will 

increase understanding of the practical implications of developing organizational learning 

capacity and culture. I also hope chat the researcn provides M D S  SCEX with additionai 

insights on the effectiveness of its learning initiatives, and that the recommendations 

provided are seen to be useful improvements that could strengthen the contribution of 

these initiatives. 

Leadership and Learning 

Current resemh suggests that effective leaders display certain behaviours and 

attitudes which foster experimentation, generation of knowledge and a commitment to 

life-long learning at al1 Ievels. Effective leaders view mistakes as opportunities for 

growth and demonstrate this by inviting challenge and honest feedback. The most 

successful leaders promote and encourage personal and professional growth in their 

employees, and are themselves students of the world. 

In order to maximize both the growth experience and the return to the business, 

people must be encouraged to challenge the status quo without fear of punitive 

consequences and share information and ideas unresemedly. The effective leader 

recognizes the need for tapping into other people's knowledge and helps give voice to 

ideas and dreams, 
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Results fiom the survey and the focus groups in the research for this study capture 

the essence of leadership and i e d n g  at MDS SCIEX. This is the basis for cornparison 

with cumnt literature about the attributes of leadership that support learning. While the 

survey points to several elementd strengths in the leadership group at MDS SCIEX,  the^ 

is a st~ong indication of a need of to improve in key areas to support individual and 

organizational leaming. It is not uncornmon that technology-driven organizations are 

more confortable with, and adept at, dealing with technical and financial issues than 

responding to the people side of the business. Increasingly however, there is a growing 

recognition that the technical and business challenges can best be resolved if the 

organization creates a responsive and supportive culture for its employees. Key elements 

of this culture include: defining and comrnunicating the business vision; enabling 

freedom of thought, speech and action; connecting the systems; and encouraging learning 

and development. 

Business Vision 

Kotter (1996) States that transformation cannot occur in the absence of direction. 

Nor should we think that vision alone c m  remove al1 obstacles to change. More 

realistically, a clear sense of direction provides context for decisions and actions and 

serves as a "base camp*' when there is a need to regroup. Confusing signals increase 

anxiety, a nanual inhibitor to leaming, and drastically slow the change process for the 

individual and the organization. 

In a learning organization, each individual thinks in terms of a p e m d  future that 

is related to the future of the organization. This develops through participation, 



communication and connection among individuals and p u p s  throughout the 

organization. A shared vision provides the focus and energy for learning (Senge, 1990). 

and the motivation for many creative min& to corne together in a cornmon enterprise 

(Kline & Saunders, 1998). Several of the s w e y  items are relevant to this topic and 

indicate there is a great deal of room for improvement in information sharing and 

leaming. 

Translating a corporate vision to everyday organizational life requires the 

participation and cornmitment of al1 employees. The suggestion from the responses to 

these survey items is that MDS SCIEX would benefit from communicating the divisional 

goals in a rnanner that would help people link their roles to the overall objectives of the 

company. Minimally, a description of the technical and non-technicai skills required to 

facilitate growth would assist managers and employees in their discussions on 

development. 

Freedom of Thotcght, Speech and Action 

A strong indication of MDS SCIEX's cornmitment to collect employee feedback 

is the practice of conducting regular surveys on a variety of topics. In pariicular, the 

organizational learning survey upon which this research is based is an example of the 

desire to understand the employees' perceptions on learning in the company. Item 4 in 

the survey (different views and open productive debates encouraged) was skewed in 

favour of the higher scores, with more than 80% of participants selecting 3 or higher. 

These responses seem to contradict doubts expressed in earlier satisfaction surveys that 

action would be taken as a result of suniey results. These new attitudes expressed above 
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may reflect MDS SCIEX's efforts over the past four years to regularly communicate 

decisions and implementation plans. 

In today's global economy, the price of failing to think well is too high to pay. 

Organizations must maximize the thinking and creaiive capacity of people and eliminate 

attitudes and systems that are obstacles (Kline & Saunders, 1998). Survey Item 1 (people 

feel free to speak their mincis), a key element of learning, received an overall mid-range 

response, with Scientist and EngineedDesigner groups agreeing most strongly (75% and 

62% chose scores of 4 or 5). MDS SCIEX has created an environment in research and 

engineering where curiosity is an asset often leading to innovative solutions. Given the 

high-technology nature of the work in these two functional areas, one cm understand 

why these employees are given wider latitude in their explorations. Often the answen 

have not yet been invented. so the need to be creative, test, fail and start again is critical 

in designing the next innovation that will capture the leadership position in the 

marketplace. Expanding this cultural charactenstic to the other functional areas could 

result in improved effectiveness and an increase in challenging work. Employees must 

feel that the benefits of expenmentation exceed the costs; otherwise, they will not 

participate (Garvin. 1993). 

A rating of 3 or higher was given by 77% of respondents to survey Item 5 

(expenmentation encouraged as a way of doing business), again demonstrating a beiief 

that experimentation is important to finding new solutions and creating new products and 

services. MDS SCIEX needs to be watchful that other systems and practices are not 
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becorning obstacles to this belief (see Item 2, mistakes tumed into constructive leaming 

expenences). "A leaming organization improves the value of bold. creative thinking by 

encouraging it and then providing the structure, support and feedback necessary to 

improve it" (Kline & Saundes, 1998, p. 100). 

A generally accepted n o m  seems to be that it is always possible to find a "better 

way" (Item 3). Scores for Item 7, indicating the level of willingness to break old 

patterns and experiment with new methods of working, ranged from relatively low to 

moderately high, identifying a need for less rigidity in some functiond areas. Overall 

focus group results pointed out that improvement in the area of risk-taking is needed. 

Managea believe that there is a lack of a recognition and reward system for employees 

who are innovative in finding new applications for existing solutions. Without 

appropriate reward mechanisms, organizations cannot effectively reinforce the desired 

behaviors related to innovation and risk-taking. 

Cunnect the Systems 

The best vision and beliefs about development will not corne to h i t ion  if, 

through their design, the operational systems limit success. Organizationai systems cover 

a broad array of programs, practices and policies that send clear messages to employees 

about the value system of the enterprise. They include hiring and orientation practices, 

performance management, compensation and incentives, flexible work hours, qudity, 

continuous improvement, bereavement leave, and so on. While they may appear 

unrelated to leaming, they set a climate that cm signai acceptance of differences, respect 

for the individual, tolerance of nsk, and mutual trust. The s w e y  and focus groups 



provided sorne insight into where improvements are needed. 

At MDS SCIEX, two general culture items, Item 9 (quality of work life 

improving) and Item 23 (systems, policies are flexible) were both rated with moderate 

agreement by the majority of respondents, indicating no serious complaints, but leaving 

lots of room for improvement. Focus group participants suggested that changes to the 

performance management system would enhance the motivation to lem.  Some 

employees felt uncornfortable with the "wide" discretion accorded to managers in the 

setting and interpretation of policies. signalling a potential issue with the level of trust 

between some ernployees and their managers. As MDS SCEX has evolved into a more 

complex organization, the anxiety of many managers has increased. They are the 

managers who need rules and reguiations to justify their decisions to their employees, or 

who prefer to blame the policies rather than make a judgement that could be unpopular. 

Another item limiting leaming was seen to be the registration process for in-house 

learning activities. The current lottery method was not seen as contributing to 

performance development. When asked if there were barriers to learning at MDS 

SCIEX, respondents assumed that financial resources were limited for training activities. 

Employees requested that managers be held accountable for the development of their 

people, suggesting that many employees do not have access to a process that ensures a 

discussion about growth opportuni ties. Managers added other barriers to Iearning such as 

the ievels of ambient noise and lack of time. They adopted a slightly different view from 

that of employees by contending that employees need to take responsibility for their 

Ieaming and career development with redistic expectations of the organization's ability 
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Items related to continuous improvement attitudes and practices reflect a 

somewhat more positive perception. Group scores for Item 16 (improvement expected, 

treated receptively), Item 22 (eagemess to improve cornpetencies), and Item 26 

(irnprovement not just talk) were predorninantly at 3 and above, indicating an awareness 

and acceptance of irnprovement of self and the organization as a corporate pnority. 

These results are consistent with the leaming organization vision of a community that 

numires, values, and supports the development and learning of every individual (Gephart 

et al., 1996). 

Responses relating to work Ioad and stress, Items 25 (stress is manageable) and 32 

(time for reflection), indicate that both the Management and Adminis~tive/Corponte 

groups find day-to-day operations stressful beyond the "healthy" degree, eclipsing most 

or al1 reflection time. Time for self-development and reflection is considered a vital 

factor in facilitating learning (Buckler, 1998). Perhaps this finding is exacerbated by the 

lower scores in Item 15 (practices, policies, etc. that become obsolete and removed or 

replaced), where dealing with cumbenome bureaucracy increases stress. The perception 

and experience of stress is very personai. In a society where the victim mentality 

dominates, it is hard to understand whether the cornplaints about stress stem from lack of 

personai responsibility, k ing  fearful of disappointing othen, or a need to blame someone 

for a perceived lack of choices. Whatever the beliefs behind the feelings of stress, an 

organizational cuiture can be limited by the perceived Ievei of stress and the 



organization's response to these issues. 

In addition to the above systems. the focus groups identified communication as a 

key tool in need of fiuther development. Specifically, the level of cornfort on the part of 

the employees in discussing leaming matters with managers tended to be on the low side. 

This is potentially a senous obstacle to learning and needs more discussion to detennine 

the depth of the problem. A number of factors contribute to this unease: the manager's 

limited skills in creating a cornfortable setting for employees to voice their career 

aspirations, even if it means hoping to move into the manager's position: ignorance on 

the part of employees and managers of the options and choices available; Iimited or 

unknown tools and resources, successful developrnent activities not tied to compensation 

for both employees and managers; senior management needing to take more interest; and 

not making development a strategic pnority. 

Over the past 3 years, MDS SCIEX has made tremendous strides in revising the 

key organizational systems to ensure that they reflect the stated values of the 

organization. In 2000, this review has resulted in new designs in compensation and 

employee policies, and the introduction of a Balanced Living program to ease the general 

stresses of life. Recognizing that expertise was required in the area of communication, 

MDS SCIEX hired a Communications Manager to lead the implementation of new tmls 

to enhance the sharing of information. 



Learning and Development 

As described in Chapter 4, MDS SCIEX rrafted a leaming strategy in 1996 which 

laid the foundation for the Learning Program. The mandate of this program is to provide 

developmental opportunities for non-technical skills, leaving technical currency to the 

individual functionai areas. In addition to formal activities, the organization engages in 

regular process checks designed to understand outcornes and results, and geared to 

transplant new insights to the next business initiative. Both survey results and focus 

group findings are rich with information on how well the organization performs in this 

regard, with suggestions for change. A number of the survey questions relate to the 

ability of managers to develop themselves and their staff.  These questions capture both 

attitudes and practices. 

Item 2 (mistakes are tumed into constructive learning experiences) was rated 

moderately, while Item 1 L (organization perceived as designed for problem-solving and 

learning) was rated moderately high. One of the highest rated items across al1 groups was 

Item 12 (leaming is expected and encouraged at al1 levels), reflecting the general 

appreciation of this expectation throughout the organization. Use of the "lessons 

learned" strategy (Item 14) was rated low with 73% of scientists disagreeing that these 

sessions are conducted to produce clear and permanent changes to systems and practices. 

This is in conûast with the rnoderately high rating of Item 26 on the practice of 

continuous improvement. Aithough it appears that MDS SCIEX is using improvement 

techniques, the mixed responses indicate that they are not used to the degree they could 

be, possibly losing o p p o d t i e s  for increased effectiveness. A prime factor may be the 
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lack of human resources, thereby limiting the available time for such exercises. Over the 

p s t  five years, MDS SCIEX, like most high-technology companies. has had dificulty 

recruiting new employees at a Pace that matches its rate of growth. The consequence of 

this is the need ta meet business goals with the cunent employee population. In this 

scenario, the main focus is to meet the research, product and delivery targets with linle 

time available for introspection or sharing knowledge. Focus group findings show that 

employees feel that learning is important to the company's financiai success. and might 

be receptive to learning and using new tools. 

The second grouping of responses deals with the role of managers in the 

development of themselves and their employees. Organizations who resist tuming the 

task of development over to their employees, with managers and peers acting as coaches 

and mentors, promote a climate that is not conducive to the spirit of orgmizational 

learning. It is helpfui to restate Senge's (1990) definition of a learning culture as a 

situation in which "people continually expanding their capacity to create the results they 

truly desire, where new and expansive patterns of thinking are nurtured, where collective 

aspiration is set free, and where people are continually leaming how to l e m  togetheri' (p. 

3). 

The slightly lower scores in Item 20 (middle managers seen as having primary 

role for the leaming process), the moderate scores in Item 3 1 (management is sensitive to 

developmental differences), and siightly high scores of Item 36 (managers enable their 

staffs to l em how to improve their performances) tell us that respondents do not feel that 



managers drive the development process, that managers could do better in recognizing 

individual learning preferences and that managers do only a fair job of helping their staff 

grow. Perhaps managers do not believe that it is their roles do lead the development 

charge. Since the MDS SCIEX Leaming Program is directed by the Humm Resources 

(HR) hinction, managers may believe that HR is also responsible for career development. 

Whiie most managea do a very good job of ensuring that their employees have the 

current technical skills, their discomfort stems primarily from their roles in supporting 

growth in non-technical areas. Clearer definition of roles for HR and managers is needed 

to support employee development. 

Employees in the focus groups had some strong feelings about to their managers' 

support of their penonal development, with most of the responses reflecting a distinct 

lack of support from managers. Inconsistent criteria for approvd of training requests and 

favouritism were rnentioned. Managers suggested that they required more direction and 

information on how to assess what employees need in their current and future roles, in 

order to determine which activities would be most appropnate for development. When 

asked about the degree to which managers guide employee development, employees 

mentioned inconsistent practices among managers. The consensus was that employees 

should be able to take more responsibility for their o m  development, with assistance and 

input from the manager. Offenng employees more control over their destinies c m  only 

benefit the organization, and liberate managers to assume the role of coach rather than 

that of controlIer. 
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The type of assistance employees would like from theïr managers is that they be 

more specific in their recornmendations for training by giving examples of expected 

behavioural outcornes. While employees recognize that managers have to concentrate on 

meeting business objectives. they proposed that sufficient tirne be allotted to more in- 

depth performance appraisals. Managers requested career planning training that would 

provide the tools to better understand employees' career development needs. The most 

uoubling comments centered around the level of comfort al1 employees have in 

discussing their development needs with their managers. Some employees have positive 

relationships with their managers and engage in a dynamic development process. In far 

greater numbers, are employees who do not feel able to talk about their growth objectives 

with their managers. While this has k e n  examined earlier in this section, MDS SCIEX 

needs to build confidence in employees, and skills in the managers, to allow for open 

dialogue on the topic of development. The absence of tmsting relationships is impeding 

organizational growth and, in the long-term, will become a significant retention issue. 

The final aspect of learning and development to be examined addresses the 

individual and team roles and responsibilities in the learning process. Item 10 (rnethods 

of sharing with p e r s  and the organization) earned a rating of 3; Item 18 (people are 

directed to leaming opportunities) scored a moderate response; a Iow score was obtained 

for Item 19 (cross-functional learning is expected and organized regularly); respondents 

rated Item 28 (people are provided with resources to become self-directed leamers) 

slightly higher, and last, 79% of responses to the statement in Item 22 (people look 

forward to improving their own cornpetencies) reflected agreement to a moderate and 

great extent. Ideally, the organkation wants to capture the positive view toward leaming 
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as stated in Item 22, and develop methods that improve the learning channels identified 

above. Sharing resources across the organization promotes patterns of interaction that 

strengthen an organization to generate better solutions (Kline and Saunders, 1998). 

Overall, MDS SCIEX is in an moderately positive position with respect to the 

leadership attributes and practices that give life to individual and organizational leaming. 

More efforts could be invested in setting clear expectations related to development, 

followed by the enhancement of current techniques for the sharing of knowledge. 

Managers need to understand their crucial role in talent development and need to acquire 

the coaching skills to facilitate the.process. Al1 employees rnust take an active part in the 

development process and be held accountable for how those activities can benetit the 

business. 

Rewards & Recognition and Learning 

Most organizations aspire to adopt the attributes of the "learning organization". 

They believe that skilled and involved employees cm have a positive impact on meeting 

business goals as well as increasing general employee satisfaction. While much has k e n  

written on how to identiQ and implement the systemic changes required to become a 

learning organization, M e  can be found in the Iiterature on the best design of rewards 

and recognition practices to support these initiatives. 

A review of the definitions of a leamhg organization is helpful in setting the 

context for leamïng incentives. Lessem defines a learning organization as one that ". . . 
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facilitates participative (horizontal) and innovative (vertical) development within and 

between people and institutions . . . cornmercially, technologically and socially. It thereby 

transcends not only the business enterprise but also the hierarchical institution" (Lessem, 

1990, p. 85). 

Whipp refers to leaming as how people within firms collectively change their 

knowledge, values and shared mental models of their company and its markets (Whipp, 

1991). The challenge is to design reward and recognition mechanisms that prornote, 

support and reinforce decisions and actions related to individual, tearn and organizational 

development. 

One of the limitations of common reward and recognition tools is that they rarely 

cause people to change their values or beliefs about the many aspects of their work life. 

although they can encourage people to adopt and maintain behaviours, comfonably or 

not, that elicit approval from managers. Cornplex pay systems do not have the capability 

to fulfil the basic human need to be appreciated and feel valued, and performance 

appraisal systems are typically expected to make up for the absence of regular, clear and 

honest communication about daily decisions and actions. If a situation is already 

intrinsically rewarding, adding an exuinsic reward provides very little, if any, added 

benefit. 

MDS SCIEX has an evolving compensation program that has changed as the size 

and needs of the business have changed. The company recently launched a new 



compensation framework designed to foster an attitude of ownership arnong its 

employees. The program is progressive on several fronts; it provides a clear link between 

organizational goals and rewards, contains a component of individual performance, and 

employs a communication strategy that reveais d l  facets of the program. Now that the 

framework is in place, MDS SCIEX can tum its attention to formally setting expectations 

for learning activities and the application of learning to the job and defining the 

measurement criteria. In this way, MDS SCIEX can meet two objectives: conven the 

costs of training into a contribution to the bonom line, and maxirnize personal, team and 

organization productivity. The literature is clear on the need for clear developmental 

expectations. McCall(1998) refers to the use of learning goals as an extension to 

organizational growth, provided that individuals are held accountable for their 

performance in relation to these goals. Managers at M D S  SCIEX believe that learning is 

critical to the business, but admit that it holds a lower pnority when compared to other 

"hard" business objectives. Technical training occun as needed and is seen to have a 

clear relationship to the business goals. Non-technical training and its resulting 

behavioural changes, while understood to be important on an intellecnial level. has not 

achieved a hi& priority ranking with many managers. It is difficult to justify releasing 

employees for training activities, or reorganizing job responsibiiities every time someone 

leaves the team to participate in leaming expenences, when a manager is trying to meet 

product release dates. If the value of non-technicai training is not seen to be criticai to 

success, even by a few managers, the cost for the Company may be felt in the long-terni, 

when the need to be responsive to change in innovative ways will be limited or slower 

than needed. 



One of the greatest challenges for any enterprise is to manage the changes 

demanded by sumival and growth. These changes require employees to leam, share 

leaming and do things differently from the way they did them before. People are 

reluctant to take'risks, either because of their personal attitudes toward risk, or because 

they have witnessed the negative consequences of failure in their organizations. Since a 

key aspect of leaming is the testing of new ideas. we c m  evaluate reward systems, in 

part, on the basis of how they respond to experimentation and mistakes. 

The survey results provide an interesting perspective on the perceived attitude of 

MDS SClEX toward mistakes and risk. Item 3 (rnistakes rmed into constructive 

leaming experiences) of the survey captures the company's reaction to rnistakes. 

Responses to this item were rated modemtely true by most participants. Item 6 (mistakes 

are viewed as opporuinities) scored low, with the most common rating of 2 for Scientists 

(368), Management (40%) and Administrauve/Corporate (41 %) groups. In the focus 

groups, managers and employees discussed ways to turn mistakes into constructive 

leaming expenences. Employees suggested that managers be trained on how to prornote 

nsk taking, as well as how to provide helpful feedback on problems and rnistakes. 

Managers felt that preparing and implementing alternative plans for cases of extreme risk 

would help to minimize the impact of potential mistakes. Corrective action would be a 

collaborative effort between the employee and manager. Managers believed that it is 

important to communicate the importance of taking risks and reassure ernployees that 

they would not be punished for their mistakes. Given the financial success of the 

organization, a success based almost exclusively on creativity and innovation in aI1 
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functions, it is interesting to ponder the potential for even greater success if more effort 

was made to actively turn mistakes into ieaniing experiences. Perhaps there is a lack of 

congruency between espoused beliefs related to nsk, and the management of the 

performances of employees who make mistakes. Clear direction and expectations of 

appropriate nsks may be needed to set the parameters for managers and employees. New 

non-rnonetary recognition systems may send supportive signals about the value of 

innovation in the organization. 

Item 5 (experimentation encouraged as a way of doing business) responses appear 

to contradict the findings in Item 2 (77% of the total group sconng 3 or higher), but this 

may reflect a discrepancy between what is communicated and what is practiced. 

Employees and managers dike believe that the Company values experimentation, 

although some would suggest bat  this is seen to be the purview of the research group. 

This perception makes sense given that the role of the research group is to hypothesize 

and test theones which may, or may not, contribute to the business. The expectations 

about experimentation and responses to erroa should be clarified and communicated 

consistently through discussions between managers and employees, and in the setting and 

monitoring of annuai performance objectives. The potentid of the performance 

management system to engage people in the practice of new skills and behaviours cannot 

be underestimated. In this situation, performance management is seen as the continuous 

coaching, support and feedback that the manager provides the employees. Skilled 

managers can mate a safe environment for experimentation that will, in tirne, set the 
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standard across the organization. Managers at MDS SCEX have made prognss in 

honing their coaching and feedback skills. A few managers are exemplary in this area. 

Reward and recognition systems m u t  measure what is critical to the business and 

ensure that the measurement cnteria are aligned with the stated goals-of the organization. 

The challenge becomes setting performance targets aimed at capturing and rewarding 

instances of Ieaming and risk, providing mistakes yield new knowledge and insights that 

can be applied in the next attempt. It is wise to establish incentives that are flexible 

enough to reward progress, thereby giving attention to the process as well as to the 

outcornes. Kouzes and Posner (1995) state that encouragement is the key incentive for 

leaming that is best supported by a process of regular feedback. 

Not al1 successes provide developmental oppominities. This is confirmed by the 

comments in the focus group discussions. Employees believe that the c m n t  

performance appraisal system is a deterrent to expenmentation; it is felt that managers 

tend to remember only the mistakes and will revisit them at appraisal time. While their 

beliefs are substantiated by real p s t  and current examples, management in general has 

been labelled negatively based on the actions of a few managers. Managers approached 

this issue with severai positive suggestions including promoting risk taking by tuming 

mistakes into learning oppominities, sharing learning experiences with others, and by 

clearly and frequently communicating that managers will be supportive of employees 

who are willing to experiment. MDS SCIEX may be best served with more ernphasis on 

leaming and gmwth in the appraisal process. Perhaps distance between a retrospective 
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on p s t  performance and planning for future development would help accomplish this. It 

would be useful for the senior management tearn to explore why such good ideas are not 

k i n g  incorporated into the performance management systems. As stated earlier, and not 

to be used as an excuse, the lack of resources and t h e  may direct the managers attention 

elsewhere. 

In a cornpetitive, high technology industry, it doesn't make sense to take refuge in 

conformity and security. Taking meaningful, reasonable and moderate risks is becoming 

a prerequisite of survival (Kline & Saundea, 1998). In Item 1 (people feel free to speak 

their mincis) of the survey, a key dement of learning received an overall rnid-range 

response, with Scientist and EngineerlDesigner groups agreeing most strongly (75% and 

62% chose scores of 4 or 5). This is an encouraging finding, aven the destructive effect 

of fear on innovation, but leaves plenty of room for improvement MDS SCIEX appean 

to be on the right path in this regard and building an open and safe environment can only 

help the business goals. 

OveraII response to Item 7 (willingness to break old patterns and try new ways of 

managing) was moderate, with 90% of scores falling in ratings 2 ,3 ,  and 4. Reaction to 

Item 8 (management takes risks) Ieaned somewhat to the lower scores. Scientists rate 

this statement lowest (55% scored 2 or 1) with Technicians and EngineerDesigners not 

far behind. Again, semng clear performance expectation with measurernent and 

accountabilities will generate greater gains in this area. 



For both these items, the management group spread th& scores around the 

"moderate" agreement score. In order to encourage risk-taking and innovative thinking 

in staff, leaders must adopt a bold andenterprising attitude toward knowing, learning and 

confronting problems. Over time, practice in risk-taking fosters better risk andysis and 

judgment improves (Kline & Saunders, 1998). Managers at MDS SCEX need to take 

the lead and mode1 the desired behaviours. Only after observing the impact of success 

and failure will othen decide if it is safe to follow suit. Perhaps the issue is more one of 

celebration and recognition of those managers, and employees, who do take successful 

and unsuccessful risks. 

The survey results suggest that managers must exercise more openness and 

flexibility in incorporating new information into existing structures and systems. They 

must be convinced that by defining and restmcturing a systemTs operating rules, they can 

continuously improve the system itself (Kline & Saunders, 1998, p. 244). Managers must 

corne to believe that the path to meeting the business goals lies in the development of 

thernselves and their employees. Leaming organizations ensure that individual and team 

leaming contribute to systems-level organizational leming and that organizational 

Ieaming leads to productive action (Gephart, 1996, p. 38). In the focus gmups, 

employees felt that the main focus is on meeting project and production targets, rather 

than on employee development. It is interesting to note that this is seen as two separate 

activities, rather than viewing development and Iearning as the vehicles for 

accomplishing the technical and business objectives. In this regard, MDS SCIEX 

practices do not follow the recommendations desaibed in the literature, and over t h e ,  



may have a negative effect on the business. Perhaps tying talent development to the 

business strategies in a tangible manner, would encourage managers to use the 

development of employee skills and knowledge as the vehicle for achieving the technical 

business objectives. 

Managers and employees recommended that the impact of training be measured 

and that managers be held accountable for staK developrnent. Managea proposed a 

number of incentives for learning, including integrating employee development into their 

own objectives. Managers should be held accountable by the senior management team 

for developing talent. They requested that the senior management team communicate 

and support the importance of learning. Allowing al1 employees access to a career 

development speciaiist andlor training a group within the Company to act as career 

coaches would assist the managers in this area. This last comment suggests that MDS 

SCIEX managers are looking for relief fiom the role of career coaches. They may view 

the administrative burden as an added workload stress. In order to relate the career goals 

and learning objectives to the job, employees must see their managers as the pnmary 

contact for discussions about growth. This does not preclude the use of support staff in 

assessments and sourcing learning resources. 

Interesting comments were noted frorn the focus groups when discussing methods 

to encourage all staff to improve their skills. The responses fkom employees reflect a 

desire to have more control over their own choice of training. Employees dso requested 

that technical skills training be emphasized more. Managers recommended rewarding 
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staff by such things as free lunches, cash to be spent on courses, and awarding 

development credits to be used in determining promotions, compensation and 

performance appraisal ratings. Candidates for employrnent at MDS SCIEX should be 

screened for an aptitude and interest in continuous learning. Current employees need 

more education about the long-term value of leaming with respect to career development. 

Other suggestions included making learning fun, offenng a variety of courses and 

customizing courses for job specific. just-in-time training. These manager responses 

suggest an underdeveloped understanding of their role in identifying, encouraging and 

supporting the growth aspirations of their employees. Again. clear role definition and 

expectations rnay assist managers in understanding their responsibility to their employees 

and the organization. 

Rewards and recognition either serve as motivaton or, most often, as de- 

motivaton. This stems from a number of factors: the lack of clarity about what 

performance objectives should be and how they can be designed to Ieverage leaming 

opportunities; a lack of congruence between what the compensation systems are 

supposed to reward and what they actually do reward; a continued focus on short-ierm 

results leaving linle room for mistakes, risk and collaboration, and a low priority placed 

on the intangible rewards that often have more impact than the financiai rewards. 

We cannot dways predict what will give rise to a learning opportunity, and in the 

mie spirit of the Iearning organization model, managers and employees need to look for 

leaming in the natural course of managing the business. If organizations like MDS 
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SCIEX hope to send strong and clear messages about the importance of leaming to their 

employees. they need conpency between their espoused beliefs and their practices as 

they relate to compensation, non-monetary rewards, performance management and the 

level of coaching skills in their managers. 

Imagine the power of the message if there is to be no reward for leaming 

activities such as attendance at courses. but significant rewards for applying and sharing 

new skills and knowledge. Rewards for knowledge use are usually intangible and are 

reflected in the enhanced roles and challenges provided to the leamers. This is an area 

ripe for cultivation, and MDS SCIEX could benefit fiom more tools to help managers and 

leamen integrate and appl y new knowledge. 

Transfer of Skills, Evaluation and Learning 

A review of the literature reveated an abundance of information related to the 

measurement of training impact on individuais and on the business. Very little could be 

found on the role of program evaluation in the leaming organization. As seen in the 

previous section on Rewards and Recognition, the literature does provide a number of 

references to the evaluation of performance as accomplished through the measurernent of 

iearning goals. This applies more to the transfer of skills than to determining the impact 

on the financial results of the business. 

The discussion of ski11 transfer and program evaluation is best started with a view 

of how, or if, individuals apply new skills to their jobs. Many of the issues discussed in 
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the previous section on Rewards and Recognition have an impact on the effective transfer a 

of Iearning fiom the developmental activity to the job. The attitude of a manager towards 

rnistakes and risks has a powefil influence on the employee's decision to apply new 

skills or behaviours on the job. This is especiaily true when the leaming event focused 

on non-technical skills. If employees believe that mistakes will become constructive 

learning experiences, they will more willingly expose their vulnerabilities as they practice 

new approaches. However, if expenmentation is viewed positively only when the 

outcome is successful, employees will not take the chance of publicly failing in the use of 

new skills. 

MDS SCIEX has room for improvement in fostering a strong and appropriate riçk 

orientation. When asked about the transfer of skills to the job, the consensus kom 

employees was that the trainee should share the new knowledge with his or her gmup and 

manager so that the value of the training is put into practice in the department, A 

monitoring system should be in place whereby the manager observes how the training is 

being applied and the employee advises the manager, possibly at the performance review, 

how well the new skills have k e n  applied. Not al1 employees agreed and some felt that 

they should not be held accountable for applying the training. Managers believed that 

trainees should be held accountable for applying the newly acquired skills and they 

sugest this can be facilitated by encouraging the employee to share the information with 

the work group and by providing project opportunities to the employee to practice the 

new skills. These responses are encouraging, in that both employees and managers 

believe that new skilk need to be brought back to the job. Both respondent groups also 



see the manager as the champion of this process. MDS SCIEX could capture this 

willingness to apply new skills by helping employees undentand their roles in the 

transfer of skills, thereby establishing a partnership with their managers; by giving 

managers more tools and support and by ensuring that the organizational design is 

flexible enough to accornrnodate on-the-job growth opportunities. 

Both groups touched on the need for evaluation and monitoring as a tool to ease 

the application of skills to the job. If we believe that the manager has the primary 

responsibility for captunng his or her employees' new skills and knowledge, then we 

must tum Our attention to the climate that exists in any given work group. Any resistance 

on the part of the manager will lead to the employee setting aside this new knowledge. 

MDS SCIEX, like aI1 organizations, has a rnix of different manageIial responses 

to leaming and thus to the uansfer of learning. While not explicit, the focus group 

findings suggest that more attention on the part of the manager is needed if transfer is to 

occur in an enduring manner. Managers had a number of ideas about how that could be 

accomplished, but as discussed earlier, other priorities stand in the way of making this a 

redity. In response to a question about whether or not new skills are applied on the job, 

both groups indicated that leaming is sometimes applied to the job, but there is little 

follow-up. Managers had similar responses to this question, suggesting that there is little 

assessrnent of the impact of the training. hterestingly, their comments addressed the 

formai aspect of evduation, suggesting that many managers still see the responsibiiity for 

monitoring and evaluation as k i n g  with the aaining team. Perhaps a discussion is 
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required on the needs and depth of program evaluations as a tool of change. Also of 

value would be a definition of developrnent and the roles and responsibilities of d l  

contributing parties. A review of the performance management system may provide 

opportunities to build the application of new skills in a natural manner. 

Mechanisms that encourage employees to share new knowledge accomplish two 

objectives, fint they reinforce the leaming expenence for the learner and secondly, they 

spread knowledge across a larger group. Sconng for Item 10 (sharing of learning with 

peen and organization) was predominantly moderate, leaving lots of room for 

improvement. 

In many organizations, expertise is held locally: in a particularly skilled 
computer technician. perhaps, a savvy global brand manager, or a division 
head with a track record of successful joint ventures. Those in daily 
contact with these experts benefit enormously form their skills, but their 
field of influence is relatively nanow. Transfemng them to difierent parts 
of the organization helps share the wealth. (Gamin. 1993, p. 87) 

The distribution for Item 13 (awareness beyond functionlspecialty) scores is bel1 

shaped, but leaning toward the lower scores. Most of the scores (73%) showed 

respondents agreeing only to a slight or moderate extent, similarly distributed across job 

groups. Too much work specialization means people doing jobs for which they will not 

see the end results, a factor found to inhibit organizational learning. The results also 

suggest that groups may be sharing information within their work units, but are less likely 

to do so across work units. Opportunities for cross-fertilization of ideas and solutions 

could be strucnired into work processes to reduce perceived distance among the functions 
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and increase understanding and appreciation. At present, the MDS SCIEX reward 

systems do not directiy reward this type of information sharing. 

Attitudes toward tearn leaming appear to be somewhat problematic as well. In 

Item 14 ("lessons lemed" sessions produce clear and permanent system changes), the 

Scientist and AdministrativeKorporate groups are particularly dissatisfied with "tessons 

learned" sessions. These results suggest that managers can benefit from irnproved 

strategies for managing knowledge gained from experience in functional and cross- 

functional teams. In a leaming organization. emphasis is piaced on creating, capturing, 

and moving knowledge rapidly and easily so that the people who need it can access and 

use it quickly (Gephart et ai, 1996). Companies must review their successes and failures, 

assess them systematically, and record the lessons in a form that employees find open and 

accessible (Garvin, 1993). MDS SCIEX currently employs the "lessons learned" 

technique, often called "post-rnortems", in evaluating the outcomes of major product 

development projects. Perhaps this expenence can be applied more widely in the context 

of evaluating leaming prograrns. 

Despite the obvious wisdom of evduation, organizations rarely undertake 

measuring the impact of their development initiatives in any depth. This level of anaiysis 

is traditionaily not required or expected by senior management. Over the past five years, 

there has been a growing interest in evaluation of training as a key element of business, 

particularly as the cost of pmviding training is escalating. Executives must now show a 

return-on-investment for their training dollars. Unfortunately, a thomugh evaluation 



requires expertise, is time consuming and can be expensive. Line managers rarely have 

the resources or the interest for the undertaking. Even the experts in the field 

acknowledge the difficulty in measuring the impact of Iearning. 

The r e t m  on investment for short term training programs is easier to capture with 
the ROI process. It is more difficult to attain the ROI in educational programs 
because of the extended time for payback and because other intervening variables 
may enter the process. Developmental program are the rnost difficult for ROI 
application because of the long-term focus and the full range of variables that may 
enter the process and complicate the linkage with the performance change. 
(Phillips, 1997, p. 11) 

Like most organizations. MDS SCIEX has approached evaluation with a focus on 

capturing three levels of results: the reaction evaluation which captures the level of 

satisfaction on the part of the trainees; the learning evaluation which measures the extent 

to which participants change attitudes, improve knowledge, andor increase ski11 as a 

result of attending the program; and the behaviour evaluation which determines the 

degree of changes in behaviour resulting from a training program. Recently, MDS 

SCIEX elected to conduct an in-depth, retum-on-investrnent evaluation of a major 

company-wide innovation initiative. While the ~ s u l t s  were extremely positive and were 

helpful in detennining the financial impact, the organization acknowledged that it would 

likely only repeat this type of evaluation for significant initiatives. Having said that, the 

act of evaluation did bring about a heightened interest and focus on the application of 

new skills. This may be a sufficient outcome from an evaluation exercise. 

Ultimately, it is more important for MDS SCIEX to develop and enhance tools 

and management skills related to the transfer of knowledge. Any improvements in this 

area wiU accomplish three objectives: placing a much needed emphasis on capturing and 
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moving howledge rapidly; grooming managers to be effective coaches; and providing 

employees oppominities to grow and design theu work in a way that combines their need 

for challenge and the organization's need for innovative thinking. 

Conclusions 

The key objective of this research was to determine if the expenence of MDS 

SCIEX in adopting the key concepts of the learning organization would mirror the 

predictions of the models in the current literature. Overall, the models were found to be 

accurate predictors of the practical challenges this organization faced, and continues to 

face, as it tries to incorporate new values and practices related to individuai and 

organizational development. 

The one element that is not clearly addressed in the literature, and which may be 

unique to the hi&-technology industry, is the speed at which events unfold. The nature 

of the business necessitates rapid changes in tools and processes to maintain a leadership 

position in the market place. This approach naturally caries rhrough to the other 

processes and systems in the organization, including training and development. This has 

three potential effects: first, it is very difficult to isolate the impact of learning and 

development activities within the Iarger context of change in d l  areas of the organization; 

secondly, in the interest of resolving issues and making progress, new initiatives are not 

dways given enough reflection at the onset, nor are they nurtured through their growing 

pains; and k t ,  the success of development seems to lie with a handful of champions who 

may not be able, or availabfe, to promote these programs. A M e r  consequence of 



speed is neglecting to adjust other process or pro- that could become obstacles to 

success. 

Suggestions to other organizations embarking on similar journeys are to: 

- fnme the developmental objectives as part of the strategic plan, with clear 

and meaurable outcornes. and ensure undentanding through frequent and 

varied cornmunication tools; 

- review connecting systems to rninimize obstacles, with particular focus on 

new employees orientation. performance management and monetary and 

non-monetary incentives: 

- shift ownenhip of talent development from the original champion and 

architeet to every manager and employee, and support this through clear 

roles and expectations, access to tools and resources, and ties to 

performance objectives and rewards. 



Recommendations for Practice 

MDS SCIEX is well positioned to move to the next level of organizational growth 

related to learning and development. This research defined a number of attributes within 

the MDS SCIEX culture that are now promoters of leaming and development. They 

include the following: 

1. Al1 employees believe that it is always possible to find a better way of doing 

things. This view has been confirmed by the results of other sweys. The 

challenging work, high level of professionaiism and incredible level of 

cornmitment al1 contribute to the desire to continuously improve the technical and 

process elements of the work. 

2. The freedom to speak freely and challenge is well developed in the areas of 

research and engineering. This is cntical given the technical aspects of the 

products and services and the need to stay ahead of the competition with 

innovative designs. 

3. There is an overall positive attitude to continuous improvement that is related to 

item 1 above. There is a high degree of pride across al1 levels of the organization 

that is a great motivator for improvement. 

4. Empioyees believe that learning is expected and encouraged at ail levels of the 



organization. This belief is critical for the success of change initiatives. 

5. Survey and focus group responses clearly indicated that people want to irnprove 

their cornpetencies. This desire is related to the employees'. needs to maintain 

cmency in their fields and to the focus on global cornpetition that demands the 

use of the best techniques and methods. 

The valuable input from managers and employees identified a number of areas requinng 

attention. The theme of the suggestions concentrates on what is needed to support a 

culture that seeks out leaming, applies new skills and knowledge to the job and, by doing 

so, provides opportunities for employees to have challenging roles and to craft career 

paths that contribute to their persona1 aspirations. 

1. Business Vision 

Making the organizational vision more accessible would allow employees to make a 

connection between the organizational growth objectives and their responsibilities. It 

would also provide a context for the selection of developmental oppominities. 

2. Experimentation 

A key opportunity will be to increase the level of comfort with challenging the status 

quo and taking appropriate risks. This cm be accomplished by open dialogue about the 

organizational standards and by providing examples of a safe environment for 

experimentation. This is critical in setting the perception of how mistakes are treated 



3. Development Process 

It appears that there is a general dissatisfaction with the performance appraisal 

process. Upon closer examination, it is not the process or the tools that seem 

objectionable, but rather the lack of process related to the identification, selection and 

monitoring of development plans. Monetary rewards and non-rnonetary recognition 

programs would give visible support to the value of leaming to the organization. 

4. Coaching 

The coaching skill of many managers is not at the level required to guide the growth 

of their employees. Improvements in this area would reap significant benefits to the 

organization. A more receptive attitude toward learning, including more creative job 

design, cross-functional transfers, the use of peers as learning resources. and interna1 

career counseling support would al1 contribute to integrating learning into the work 

processes. 

Recommendation for Further Research 

A final goal was to identiQ opportunities for further research related to the 

development of a practical leaming frarnework for organizations with a specific focus on 

the systems that would support the ease of transformation. Aithough there has been some 

research on rewards and recognition and learning, there is limited research on 

compensation design options for organizations looking to reinforce their cornmitment to 

learning and risk h u g h  their compensation practices. The outcornes of this study 

suggest that a deeper understanding of a variety of compensation models and their impact 



on talent development would be useful. 

Similarly. the literature in program evaluation is limited to the mechanics 

of capturing the.impact of training. Additional work on the role of evduation in 

strengthening a Iearning culture would provide organizations with a menu of models and 

tools to support their change initiatives. 
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APPENDM A 

LEARMNG SURVEY OUESTIONS (sent as e-mail to al1 emplovees) 

ON BECOMING A LEARNING ORGANIZATION 

'The ability to leam faster than your cornpetitors may be the only sustainable competitive 
advantage." Royal Dutch/Shell 

MDS SCI€X is continuing on a joumey toward becoming a learning organization where people 
continuatly expand their capacrty to mate  the results they truly desire, where new ways of 
thinking are encouraged, where collective inspiration is set free, and where people are continually 
leaming how to leam together. 

The objective of sharing new skills and knowledge is to increase our competitive advantage while 
contributing to the growth and development of al1 employees. Please tell us what we currently do 
well and where we need to improve to meet this challenge. 

YOUR INPUT IS CRUCIAL AND CONFIDENTIAL. The survey software removes your e-mail 
narne from the reply so that your reply will be anonymous. Please take 20 minutes out of your 
busy schedule to complete the attached questionnaire. 

If you do not have email and you were supplied with a paper copy of this survey, please mark 
your responses directly on these sheets. Drop off the completed survey in the box provided in 
the HR area marked "MDS SClEX Leaming". Your responses will be added to the rest of the 
company's. 

Thank you for your tirne and input. 

Suzanne Wolfe 

HOW TO ANSWER: 

To respond to this survey, click on the "REPLY TO SENDER" icon to create an e-mail message 
that contains the survey. 

Make sure the reply contains the survey authentication marker. 

To answer a question, type an x between the brackets, like this: [ x 1. 
For fill-in-theblanks, type between the brackets Iike this: f your response 1. 
Please make no other changes to this survey. Your survey will not be included electronically if 
you differ from these instructions. 

For each question you may select one of the possible responses: 
[ ] a) not at al1 
[ j b) to a slight extent 
[ ] c) to a moderate extent 
[ ] d) to a great extent 
[ ] e) to a very great extent 



ABOUT YOU: 

A. Your functional area: 

Choose one: 

[ ] a) Manufacturing 
[ ] - b) Product Development 
[ ] c) Research 
[ ] d) Otner 

B. Your job group: 

Choose one: 

[ ] a) Scientist 
[ ] b) Engineerfrechnical SpecialistIDesigner 
[ ] c) Technician 
[ ] d) Manager (or more senior) 
[ ] e) Administrative/Corporate/Other 

1. People feel free to speak their minds about what they have learned without fear, threat or 
repercussion for disagreeing. 

2. Mistakes made by individuals, teams or departments are tumed into constructive leaming 
experiences. 

3. There is a general feeling that it is always possible to find a better way to do something. 

4. Multiple viewpoints and open productive debates are encouraged and cultivated. 

5. Expenmentation is endorsed and championed and is a way of doing business. 

6. Mistakes are clearly viewed as positive growth opportunities throughout the system. 

7. There is a willingness to break old patterns in order to experiment with different ways of 
organizing and managing daily work. 

8. Management practices are innovative, creative and periodically risk-taking. 

9. The quality of work Iife in Our organization is improving. 

10. There are formal and informal methods'designed to encourage people to share what they 
leam with their p e r s  and the rest of the organization. 



11. The organization is perceived to be designed for problern-solving learning. 
12. Leaming is expected and encourageci across al1 levels of the organization: management, 
research, product development, rnanufacturing, and administration. 

13. People have an overview of the organization beyond their speciality and function and adapt 
their working patterns to it. 

14. "Lessons leamed" sessions are conducted to produce clear and permanent changes to 
system and practices. 

15. Management practices, operations, policies and practices that become obsolete and hinder 
the continued growth of people are removed or replaced. 

16. Continuous improvement is expected and treated receptively. 

17. There are clear and specific expectations of each employee to receive a specified number of 
hours of leaming and education annually. 

18. People at ail levels are specifically directed towards relevant and valuable leaming 
opportunities inside and outside the organization. 

19. Cross-functional leaming opportunities are expected and organized on a regular basis, so 
that people understand the functions of others in different jobs of related importance. 

20. Middle managers are seen as having a primary rote in keeping the leaming process running 
smoothly throughout the organization. 

21. The unexpected is viewed as an opportunity for learning. 

22. People look forwatd to improving their own corn petencies as well as those of the whole 
organization. 

23. The systems, structures, policies and practices of the organization are designed to be 
adaptive, flexible and responsive to intemal and extemal influences. 

24. Presently, even if the environment is complicated, chaotic and active, we are not on 
overioad. 



25. There is a healthy, manageable level of stress that assists in promoting leaming. 

26. Continuous improvement is practised as well as preached. 

27. The difference between training/education and Ieaming is clearly understood. (Training and 
education can be so conducted that no learning takes place.) 

28. Peopie are encouraged and prwided with the resourcas tu becorne sslf-cfirectec! leamers. 

29. There is a formal, on-going education program to prepare middle managers in their new roles 
as facilitators, coaches and leaders. 

30. Recognition of your own learning style and those of co-workers is used to improve 
communication and over-al1 organizational learning. 

31. Management is sensitive to leaming and development differences in their employees, 
realizing that people learn and improve their situations in different ways. 

32. There is sufficient time scheduled into people's calendars to step back from day-to-day 
operations and reflect on what is happening in the organization. 

33. There is direction set, and resources allocated to bring about meaningful and lasting learning. 

34. Teams are recognized and rewarded for their innovative and paradigrn breaking solutions to 
problems. 

35. Managers have considerable skills for gathering information and developing their abilities to 
cope with demanding and changing management situations. 

36. Managers enable their staffs to becorne self-developers, and leam how to improve their 
performances. 

This questionnaire was extracted frorn the Ten Steps to a Learning Organization, 2Pd ed., 
Kline, P. and Saunders, B., Great Ocean Publishers, Arlington VA, pp. 61-63. 

Reproduced with permission of Great Ocean Publishers, Inc. 



MDS SCIEX 
CASE STUDY: EIGH TECHNOLOGY CULTURE & LEARNING 

Administrative Consent 

MDS SCEX bas made tranendous progres in creating a culture that values learning a s  a cornpetitive 
advantage. We wish to continue our learning of the impact of our pmgrams and pmcesses as they relate to 
les irkg in order to increwx our undetstanding, we will be canductiq a study of the impact of learning at 
MDS SCIEX ïhe resulting information will also help inCrcase our cffectiveness. 

A 36quesîion w e y  on the components of the MDS SCEX culture relateci to leamkg wiii be sent to the 
general employec population. Responses will be anonymous to preserve confidentiality. in addition to the 
w e y ,  two focus p u p s  will be conducteci to expand on the themes uncovered in the d y s i s  of the 
survey resuits. RecoPni;ring the possibility of dinérent view points between managers and non-management 
staff, a focus p u p  wilI be coaducted for each p u p .  AU data wiii remain strictiy contrdential. Names wiU 
not be attachcd to any commmts, although MDS SCIEX will bc idcntified by name as  the research site. In 
order to increase the level of cornfort, a third party (Kama West) will be facilitahg the focus groups. She 
will transcribe the notes without identification. 

Al1 data h m  this study wili be: 

maintaincd in a secured area inaccessible to anyone except the faciiitator util the end of the study 
whea it wilI bc destroyed 

- compiled into collective reports containing no individual information 
reported to management as part of a larger study on learning at MDS SCIEX - used in my research on Iearning at MDS SCIEX for my master's thesis 

- made avaiiable to ail intctrsted cmpioyees in the form of my completed master's thesis 

The organization and individuals are fke to decline to pdcipate without consequence or to withdraw h m  
the stuc@ at mythe. Wpon withdrawai, any information providai wiU be desmyeci and not used in the 
study. Prtcautions have betn taken to insure that confidtntiality is maintaineci and to protect participants 
h m  possible evaiuation on the basis of the wriaen report 

The find products of this project will be a report to management, journal articles as well as a thesis to 
which you WU have access. Thank you in advance for your cooperation Please do not hesitate to contact 
me wiîh questions or concerns. 

Suzanne Wolfe 
w o I f ~ i e x c o m  

CONSENT: 

I have read the above leîîer and consent to provide the data requestd 1 understmd that the data for this 
stdy wili be kept d d a i t i a l ,  1 give my consent that the data coUected may be pooled into collective 
reports to determine the impact of Iearning st MDS SClEX and to assist in fbîure Iearning initiatives. 



INVITATION TO PARTICIPATE IN FOCUS GROUPS (sent as e-mail to al1 
emplovees) 

About 6 months ago we sent out an electronic survey on culture and learning. 
The survey results identified a number of interesting points for further study. 

We would like to increase Our understanding of these findings by hosting two 
focus groups meetings: one for managers and one for non-management staff. 
Each focus group would have 10 participants and last a maximum of 90 minutes 
over lunch supplied by Human Resources. 

We will randomly select 20 participants from al1 those who indicate an interest in 
participating in the project. 

If you are free for lunch and conversation on the following dates, and interested 
in participating, please contact Wendy Murphy as soon as possible. She will 
advise you shortiy if you have been randomly selected. 

Focus Group for Non-management June 17th 12 to 1 :3O 
Focus Group for Managers June 24th 12 to 1 :30 

Location to be finalized. 

Thank you for your help. 

Human Being 
MDS SClEX 
71 Four Valley Drive 
Concord, Ontario L4K 4V8 
905-660-9006 ext. 212 - fax: 905-761-3548 - wolfese@sciex.com 



APPENDM D 

MDS SCIEX 
CASE STUDY: HIGH TECHNOLOGY CULTURE & LEARNING 

Focus Croup Consent Form 

MDS SCEX has made trernendous propess in creating a culture that values Iearning as a cornpetitive 
advantage. We wish to continue our learning of the impact of our prograrns and processes as they relate to 
learning. In order to increase our understanding, we will be conducting a study of the impact of leaming at 
MDS SCEX. The resulting information will also help increase our effectiveness. 

Recognizing the possibility of different view points between managers and non-management staff, two 
focus p u p s  will be conducted one for each groupe Your participation will involve spending up to 90 
minutes in one focus group. 

Al1 data will remain strictiy confidential. Your name wi11 not be attached to any comments. In order to 
increase your level of comfort. a third party (Karima West) wiIl be facihating the focus p u p s .  She will 
transcribe the notes without identification. The data will be: 

miiintained in a secured area inaccessible to anyone except the facilitator until the end of the snidy 
when it will be destroyed 
compiled into collective reports contriining no individual information 
reported to management as part of a Iarger study on learning at MDS SCEX 
used in my research on leaming at MDS SCIEX for rny rnaster's thesis 
made availabie to al1 interested empIoyees in the fom of my cornpIeted rnaster's thesis 

You are free to decIine to participate without consequence or to withdrriw from the study at anyume. If you 
withdraw, you may request that any information that you have provided be destroyed and not used in the 
study. Precautions have been taken to insure that confidentidity is maintaincd and to protect participants 
from possible evaiuation on the basis of the written report. 

The final producc of this project will be a report to management. journal articles as well 3s a thesis to which 
you will have access. 

Thank you in advance for your cooperation. Please do not hesitate to contact me with questions or 
concems. 

Suzanne Wolfe 
woIfesn@sciex.com 

CONSENT: 

1 have read the above 1 and consent to provide the data requested. 1 understand that my resp - - 
be kept confidential. I gïve my consent that the data 1 provide-may be pooled into collective reports to 
determine the impact of l&ng at MDS SClEX and ta assist in future learning initiatives. 

Signature Name (please print) Date 



FOCUS GROUP QUESTIONS 

Leadership and Learning 

Do managers have the skills to manage their employees' development? What is the gap today? 
What percentage of employees' development is guidedlsupported by the manager? 
What are some ways managers could help theù staff develop? 
What are some systems and policies that could be made more flexible to encourage learning? 
How? 
What are some ways that knowledge couid be better distributed within the organization? 
Are there baniers to learning at MDS SCEX? 
What are some ways that differences could bc better vdued across the organization? 
How could MDS SCIEX incorporate appreciation of different styles into the current training 
practices? 
Why do you thing the self-directed leatning options in the learning calendar have not been used? 

10. How would you rate the importance of learning in non-technical areas? 
11. To what extent do you think formal or infocmal leaming is important to the cornpany's financial 

success? 
12. Would you feeI comfortable discussing your development needs with your manager'? 

Rewards & Recognition and Learning 

1. Are there penalties for mistakes in the non-technical aspects of your job? 
2, How can MDS SCIEX encourage experimentation and risk-taking? 
3. What are some ways that mistakes cm be tumed into constructive leaming expenences? 
4. How can managers be encouraged to value leaming for themselves and for their employees? 
5. What are some ways MDS SCEX cou1d encourage al1 staff to improve their cornpetencies? 

Transfer of Skiik, Evaiuation and Learning 

1. Do new skills and howledge get applied on the job? Why? 
2. What actions shouid manager take to help employets use their skills on the job? 
3. What are some reasons employets complete or don't complete surveys related to leaming or 

culture? 
4. What expectations do you have about che use of survey results related to leaming activities ate 

MDS SCIEX? 



APPENDIX F 

Respondent Booklet for 

EMPLOYEE 
OPINION 
SURVEY 

by Louis Tagliaferri, Ph. D. 

DATE: 

WORK GROUP: 

CODE: 



EMPLOYEE OPINION SURVEY 

INSTRUCTIONS: Read each of the statements in this questionnaire carefuliy Decide the extent to which 
you agree with each statement as it applies to conditions in this organization Then, to the nght of each 
statement, check (d) the box that most accurately expresses your opinion or feelings. A section in which 
you can make additional comments will be found on the back of this questionnaire. 

0 1. 

02. 

03. 

04. 

05. 

06. 

07. 

08. 

09. 

10. 

Il. 

12. 

13. 

14. 

15. 

16. 

17. 

Communication fmm management is frank and honest. 

Employees are free to speak up and say what they think 

I get all of the information that I need to do my job properly. 

My s u p e ~ s o r  is an accurate, reliable source of information. 

There is a lot of teamwork between management and the employees. 

Members of management work together effectively as a team. 

There is a lot of teamwork among the employees in my work group. 

A major focus in this organization is on work team development. 

Management conducts the business of this organization effectivelx 

Management is responsive to employees' needs and concems. 

Management has been successful developing a productive work force. 

Most of the individual managers are effective in their jobs. 

Quality standards have been established for al1 of our products / 
services. 

Management is fully committed to achieving total quaüty 
performance. 

Our fuiished products/se~ces f d y  meet our custamers' 
requirements. 

We are continuously seeking ways to împrove our products and 
services, 

1 am paid fairly compared with the pay that 1 could get elsewhere for 
similar work. 



1 am paid fairly compared with the pay that others in this organiza- 
tion get for doing Qmilar work 

1 have a good understanding about the employee benefit plan. 

The employee benefit plan rneets my needs. 

1 understand what the performance standards are for my job. 

1 understand how well 1 am meeting the performance standards for 
my job. 

Ernployees are usudy recognized for good work performance. 

The job environment motivates me to perform at my very best. 

Management wants to know about my ideas and suggestions. 

Management encourages employees to be innovative and creative. 

1 am involved in making decisions that effect my work. 

I have reasonable opportunities to try my own ideas on the job. 

1 understand the policies, procedures and work d e s  of this 
organization. 

Policies, procedures and work d e s  are administered fairly. 

I understand the goals and objectives of this organization. 

Most employees are cornmitted to achieve organizational goals. 

My supervisor is an effective problem solver. 

My supervisor is an effective coach and trainer. 

My supervisor is willing to listen to my problems or complaints. 

My supervisor treats al1 employees fairly and u n i f o d p  

My job is interesting. 

My job make good use of my s k i b  and abilities. 

There are good opportunities to leam new skills in thiç 
organization. 



Qualified employees are given fall consideration for advancement; O U D O  

I am confident about management's assurances that my responses 
to this survey are anonymnus and confidentid. 

This survey has been a good way for me to candidly express my 
opinions, concems and suggestions. 

The issues in this survey are important to me. 

This sumey demonstrates that management is sincerely interested 
in learning about employees opinions, concem and suggestions. 

1 believe that management will use the results of this s w e y  
constructivel y. 

- 
1 have received all of the training that 1 need to do m y  job properly. 

New employees are given the training that they need to do their jobs 
~ n p e r l ~ .  

Employees are provided with continuous education and training to 
develop their job skills. 

The employees in our work group have received training in ways to 
improve their effectiveness as a team. 

Employees are provided with continuous education and training 
about the operations of this organization and its products and 
services. 

The Quarterly Employee Assernblies meet my needs. 

COMMENI'S & SUGGESTIONS 
Please use the space below andior additioadpaper to make suggestions ta improve the content and the 
format of the Quarterly Employee Assembly meetings or any other comments or suggestions that you 
might have to improve the work environment in this organization. 

Copyright 0 1987.1993. Louis E. Tagliaferri. Ph.D. 



Before you get started: 

SCIEX8s Senior Management Tearn would like to thank you for tnking the 
time to complete the SCIEX Barometer. Your opinions about your job, your 
nbility to use your skills, management prnctices und the climate within SCIEX 
are extreinefy iinportani. The results will allow us to measure the changes 
made over the post two years in building a positive environnient and will 
identify areas for us to focus on over the next few years. Your honest 
opinions are needed. 

Each employee will receive the SCIEX Bnrometer. It  should lake 
approximately 20 miiiutes to cornplete. To ensure the confidentiality of your 
respanses, the resulis will be nnnlyzcd und rcported by an external consultnnt. 

A surnmary of findings will be disiributed at the end of August to al1 
employees and will be reviewed at an assernbly in Septemkr, Each member 
of the Senior Management Teom will also be discussing his or her funciional 
results with ernployees in his or her departments. 

All of the information in the Barometer will be collected anonymously and 
kept confidential. You are no1 required to give yours name and il will not be 
possible for us ta identify how you are, 

Plense complete the Barometer no later than July 5, 1996, seal i t  in the 
envelape provided, and depsit it in the special box located in the Atrium 

If you've chnnged jobs wiihin the last three months, please cornpletc the 
questions based on your previous position. Ncw SCIEX employees should 
conipfete the survey ns bcst ihey cm. 

In the B~romeier, we inlk about five different employee groups: employees, 
manager, work team, management and the senior management team. Please 
keep these definitions in mind when answering the questions. 54 
"EMPLOYEE": Everyone who works at SClEX on a permanent 
or contract basis 

"MANAGER": The person who conducted your performance appraisal. 

"WORK TEAM": Your manager and dl the people who report to him or her, 
All managers, please note: your work team consists of your direct manager 
(Director or Vice President) and al1 your colleagues who also report to that 
person. 

"MANAGEMENT": Al1 Managers (ris defiiied obove), including Managers, 
Directors, Vice-Presidents, and the President. 

"SENIOR MANAGEMENT" : Members of the Senior Management Team 
(Directors, Vice-Presidenis and the President) 



Please read each of the statemenis carefully. For each statement, tell us if you strongly agree, strongly disagrce, or samewhere in between. I f  you feel that you 
have no way to comment on the statement, please use the unknown/urisure box. Check only one box per question. It's iniportant io answer each question. 
Please km; the definitions on page 1 in mind when answering the questions. 

I f .  

12. 

13. - 
14. 

Strongi y 

QUESTIONS Disugree 

1 have a clear understanding of whnt SCIEX hopes to achieve in the next 3 yenrs. 

The Senior Management Tearn hris clearly cornmunicated this objective to me. 

Management considers the long-term objectives when making day-io-dny decisions. 

Cornpared with two years ngo, decision-making t~kcs less tirne. 

The ernployees in my group are commiited to achieving SCIEX's objectives. 

I receive rcgular progress reports on how well SCIEX is doing toward the slated 

objectives. 

1 have a basic understanding of our indusvy and our customers. 

I am awnre of the impact that my actions and decisions have an SCIEX'S overall 

performance. I I I I 
SCIEX'S slruclure is appropriate to support the stated objectives. I I I 1 

Management responds to the needs und concerns of employces. I I I I 
I 

Most SCIEX managers are effeciive in their jobs. I I I I 
Ernployms are held accountable for their riclions. I I I I 
Managers are held accountable for their actions. 

Managers mnke people feel valued. 

1 understand the key SCIEX values. 

Manngers' behaviors demonstrate SCIEX'S vilues. 

Managers ore concerned abaut employees' overall healih and wcll-being. 

Unknown 

/Unsure 



QUESTIONS 

Important information is usunlly communicnted to me in n timely and understandable 

manner. 

When there n d s  IO be changes in my work unit, 1 am given the reasons for the 

changes. 

Our work team receives sufficient information about what is happening in othcr 

departmenis. 

I trust the information my manager shores wiîh my work terim. 

1 get al1 the information 1 need to d o  my job properly. 

My manager cornmunicates our team's ides and concerns to his or her manager. 

My manager is an occurate. reliable source of information. 

Employees are free to speak up and sny what they think without of repercussiw. 

The Quarterly Employee Assemblies met my needs. 

The majoriiy of the mcetings 1 attend area good use of my time. 

1 feel that 1 am involved in key decisions that affect rny job. 

1 know why my job i s  important to the success of this orgunizrition. 

M y  job gives me an opportunity to use my skills, knowledge and experience. 

1 could contribute more if given the opportunity. 

1 am given the responsibility and f r d o m  to be effective in what 1 do. 

SCIEX is a good place to wark. 

My job is interesting and challenging. 

1 worry about k i n g  fired. 

The environment in my depnrtment motivates me to perform at my very best. 

1 am usually rccognized by my manager for the contribution 1 rnake, 



1 Strongly 1 
# QUESTIONS 

38, Together, my manager and I set clear objectives for my job. 

39. 1 understand the performance standards and objectives for my job. 

40, 1 receive regular and constructive feedback on my performance l'rom my manager. 

4 1. 1 understand how well 1 am meeting the performance standards for my job. 

42. I am sufficiently challenged at SCIEX. 

43. 1 My manager Rnds opponunities to help hisher staff develop and grow. 1 1 1 
I 

44 1 1 rcecive helpful coaching and on-the-job training from my rnanapr. 
1 I 

45. 1 My mnnager recognizes and respects my strengths and weaknesses. I I I 
46. My manager ireuts al1 members of our work team fuirly. 

47. My manager is an effective decision-maker and problem-solver, 

48. My manager provides me with sufficient direction and priorities so that 1 csn best do 

rny job. 

1 

49. 1 My work team places n high priority on doing its work well. I 
1 I 

50. 1 My manager routinely gives OUT work team feedbock. 1 
5 1. 1 understand the goals that are set for rny work team, 
-- - 

52. My work team consistently meets or exceeds its goals. 

53. People in my work team help each other out when the workload is heavy. 

54, Compared to two years ago, there is good teamwork between rnnnagement and other 

employees. 

55. My manager encourages the members of OUT team to work together. 

56. There i s  good teamwork between departments and work teams who depend on emh 

1 other. I 



QUESTIONS Disagree 

Management works effectively as a team. 

My manager encourages me io iry out new ideas. 

Employees are &en the support they need (time, funds, help) to try out new ideas. 

Employees are supported even if they try out new ideas ihat did not work. I 
Management recognizes employees who are creative and innovative. 1 

New employees are given the orientation ihat they need to d o  iheir jobs properly. 

1 have received al1 of the technical training thot 1 need to d o  my job properly. 

1 am receiving the training, coaching and/or job experience which allows me io meet 

my current objectives. I 
I 

Employees are provided with coniinuous training to develop job skills. 1 
The employees in our work graup have received training in ways to improve iheir 

effectiveness as a team. I 
~ m p l o y e c  are provided with continuous educcition and training about the operotions of  l 
this organization and its products and services. I 
The k a r n i n g  Program provides useful and relevant developmeni opportunities. I 

SCIEX has a diverse workforce that includes people of different races, religions and 

nationalities, I 
SClEX employees treat on another with respect, no maiter whai iheir age, gender or 

race. l 
I 

Management encourages differences in opinions and ideas. I 



QUESTIONS 

~ m ~ l o ~ & s  are not penalized for openly disagreeing with dcpartment andlor Company 

direction, policies, decisions, etc. 

Most of SCIEX'S products and services have an excellent reputntion for quality. 

Our finished products/services fully meet our internul or external customers' 

requirements. 

My manngerh actions and decisions show thnt hdshe is M y  committed 10 very high 

standards of quality. 

My CO-workers ore al ways boking for opportunities ta improve how we do things. 

Quality standards have been establislied for all of Our products/services. 

There are opportunities at SCIEX for me to meet my personnl career or job objectives. 

1 am sntisfied with my progress towards rny career or job objectives. 

There are sufficient opportunities to work in different parts of SCIEX. 

Where possible, job vacancies are filled from within the organizotion. 

There are g d  opportunities today to l e m  skills thut will be needed in the future. 

Qualificd emplayees are given fair consideration for advoncement 

The MDS emplayees benefit plan meets my needs. 

The MDS employee benefit plan is gaod compnred with other companies in the city. 

I am paid fairly compared with other SCIEX employees who are in u siinilür job to 

mine. 

1 am paid fairly compared with the pay thnt 1 could get elsewhere for similnr work. 



Strongly 

customer' needs and expectations. I 

QUESTIONS 

In  our work team, we are totally commitied to meeting al1 af Our internaüextcrnal 

Our work team regularly asks for feedback from our internaWextcrnal custorners to 

Disagree 

learn how satisfied they are with our products and services. I m 

Custorner service is given very high priority throughout SCIEX. I 

SCIEX'S policies and procedures are administered fairly. 

Campared to two years aga, SCIEX'S plicies and prrwiedures are less bureaucrütic. 

Compnred ta two years ago, 1 hnve more input into decisions that affect the policies 

and practices in my department. 

SCIEX'S palicies help employees balance work and family responsibilities. 

1 hnve al1 the equipment and technology 1 need to do my job. 

1 have the time to do my job. 
- -- - - - - - - 

Compnred to two years ago, 1 fwl less stress while working at SCIEX, I 
SCIEX has the: right electronic communication twls to nllow me to 

sendlsearchlreceive internnl or extemal informntion to get my job done, 

1 am confident ribout management's assurances that my responses to this survey are 

anonymous and confidential. 

This survey has been a good way for me to candidly express my opinion, concerns und 

suggestions. 

The issucs in this survey are important to me, 

This survey demonstrates that management is sincerely interested in learning about 

employees' opinions, concerns and suggestions. 1 

Strongl y l 7 - l  Unknown 

/Unsure 
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QI- Your functional area: 
VS 

42- Your job group: 

Filter: No Filter 

Cross-Table Statlstics (CrossTable) 







43- People teet tree to speak thetr rnlnds about what they have 
Iearned without fear, threat or repercusslon for dlsagreelng. 

- .  

W. Your job group: . . ,  ..! ,. Y 

No Fiiter . . : . , . a .  . . 
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a 

Manager (or more senlor) 1 
AdrnlnistrativelCorporatdO(her 3 

? - ,  E . '  
7 

42- Your job gtoup: 
VS 

43- People feel free to 
speak their minds about 
what they have learned 
without fear, threat or 

repercussion for 
disagreeing. 

Filter: No Filter 

Cross-Table Statistlcs (CrossTable) 



QI-  Your functional area: 
VS 

44- Mistakes made by 
individuals, teams or 

departrnents are turned 
into constructive learning 

experiences. 

Filter: No Filter 

Cross-Ta ble SCatlstlcs (CrossTable) 



Q2- Your job group: 
VS 

44- Mistakes made by 
individuals, teams or 

departments are turned 
into constructive learning 

experiences. 

Filter: No Filter 

Cross-Table Statlstlcs (CrossTable) 



-- - --..-?--A---. ------ - 
p h e r e  is a general feellng that it Is always posslble to and a better ( 7 r - 7 1  
'way to do something. 1 1 
QI - Your functionai area: 
No Fltter . . * -  I ' 

I - 

Q1- Your functional area: 
VS 

Q5- There is a general 
feeling that it is always 
possible to find a better 
way to do something. 

Filter: No Filter 

Cross-Table Statlstlcs (CrossTable) 



better way to da something. 1 
QZ- Your job group: k 

No Fliîer - .  , 
' a - . \  - ,  ,.-( ,i , . , m .  . < Y :  + 

. . .' ' L  ' ,  no( at al1 :O a slight extentb a modetate extent to a great extent to a very great entent 'iixm 
Sclentist O 2 4 S 1 Tizaljl 

- 

~ng lnesr~ech~ca l  SpeclallstlDesigner O 2 18 2 1 
Technkjan O 3 11 12 

Manager (or more senior) 1 2 5 9 
AdminlstratlvdCorporatelOther 3 2 8 10 

T M  4 11 W 57 

42- Your job group: 
VS 

45- There is a general 
feeling that it is always 
possible to find a better 
way to do something. 

Filter: No Filter 

Cross-Table StatlsHcs (CrossTa ble) 



QI-  Your functional area: 
VS 

Q6- Multiple viewpoints 
and open productive 

debates are encouraged 
and cultivated. 

Filter: No Filter 

Cross-Table Statistlcs (CrossTable) 



Q2- Your job group: 
VS 

Q6- Multiple viewpoints 
and open productive 

debates are encouraged 
and cultivated. 

encouraged and cuttlvated. 
02- Your job group: 
No Fliter m,i;;* !: * 1. ; L a .. , ,:- ;; ,,$ 

Scientlst 
EngineerKechnlcal SpeclallstlDeslgner 

Technklatl 
Manager (or more senior) 

Adminlstratlve(CorporateK>ther 
T M  

Filter: No Filter 

Cross-Table Sîatlstlcs (CrossTable) 
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- - - -- - - -. . - - . --. . . - . - - - - - - - - - . - . - - - - - - - - - - - .- 
1 ~ 8 -  Mlstakas are clearly vlewed as positive growth opportunilies .-r--.T r I - - - T - -  -- 

QI-  Your functional area: 
VS 

48- Mistakes are clearly 
viewed as positive growth 
opportunities throug hout 

the system. 

Cross-Table Statlstlcs (CrossTable) 



Q2- Your job 
vs 

48- Mistakes are clearly 
viewed as positive growth 
opportunities throughout 

the system. 

. ,  
- 

! 1:. 

&!!Tm 
2 g & $ m  

,'jA.* ' I , J ~ ~  YI&? 

Filter: No Filter 

Cross-Table Statistlcs (CrossTable) 

-- ___________ . _  -- 

, .  . , 
. 

- - - - - 

. >  1 

1 ,  

______.CI - _ 
'Q8- Mlstakes are clearly vlewed as posltive growth 
opportunitles throuqhout the system. 
Cl21 Your job group: 
No Fllter 

. *l,,I . 

8 
10 

" , ,, f . . " 'r - - .  .-.-.- 

Manager (or more senior) 
Adminlst ratrveJCorporatelOther 

. ,  . . , 
, . *yy------S 
' 2  

7 
6 

to a moderate extent - - to a sllgM extent 
4 

41 
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1 
3 

' .  ; ', ' , . . . : : 
Sckntlst 

Englneer/Technlcal SpeclalisUDesigner 
TecRnlclan 

3 
4 

not at al! 
1 
5 
3 

-0 
' . " 942 

to a gieat extent to a very gnat extent 
3 2 -mm 

22 
17 

13 
8 1 



------- .- -- - . .. . . --r---~----r .---- - ---- m- There Is a wlllingness to break old patterns in order to 
T-------r ---- r-1 

QI- Your functional area: 
vs 

Q9- There is a willingness 
to break old patterns in 

order to experiment with 
different ways of 

organizing and managing 
daily work. 

Filter: No Filter 

Cross-Table Statlstlcs (CrossTable) 



Jdl(hrent ways of organizlna and mmaglnQ daily work. 1 1 1 . I r  . . . ' 

QZ- Your job group: I 4 

No Filter 
% . , f :  ;vj4; 

. 
- -  . .- , -. , -  I a s  O a . not at ali 

Sclentlst a 
EnglneerlTechnical Spei=lalistlûeslgner 1 

- - - .  

Manager (or more senlor) 1 
AdmlnlstratlvelCor~orateIOUIer 4 

Q2- Your job group: 
VS 

Q9- There is a willingness 
to break old patterns in 

order to experiment with 
different ways of 

organizing and managing 
daily work. 

Cross-Table Statlstlcs (CrossTable) 



QI -  Your functional area: 
VS 

QlO- Management 
practices are innovative, 
creative and periodically 

risk-taking. 

Filter: No Filter 

Cross-Table Statlstlcs (CrossTable) 

-- -- 
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Q10- Management practices are Innovatlve, 
creatlve and perlodlcally rlsk-taklng. 
421- Your lunctlonal area: 
No Flîîer 

* . , 
I 

Manufacturing 

! 

- - to a p. sllght extectt 
18 
13 
2 

10 
U 
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-------- 
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17 
20 

1 
15 

-. - - 63 

Product ûevelopmm<l 4 
Researchl 1 
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acüces are innovative 

-, 1 - - -  . -  

42- Your job group: ,' 

Management 
practices are innovative, 
creative and periodically 

risk-taking. 
l5  1:. 
20 

l 

Filter: No Filter 

Cross-TaMe Statisttcs (CrossTable) 





Q2- Your job 
VS 

group: 

-- 

' . , L , .  ,: > , a - -  - 
, . C, - , r  f r 7 * v ~  q 

to a very great erdent A~a om 

Q I  1- The quality of work 
life in Our organization is 

improving. 

- t 

to a great extent 
3 

12 
13 
3 
6 

37 

Filter: No Filter 

- - - -- - - 

Io a moderate extent 
4 

28 
14 
9 
8 

--- 63 

Cross-Table Statlstlcs (CrossTable) 

to a sllght extent 
4 
7 
6 
4 
5 

- 26 

___ .. -- a- 

Q11- me quallty of work Ilfe In out organlratlon 1s Imptoving. 
CU- Your job group: 
NO FI#er 
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Eng IneerI'Technlcal S peclallsüüeslg ner 
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Manager (or more senlor) 
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1 
2 
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3 
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8 



QI- Your functional area: 
VS 

412- There are formal and 
informal methods 

designed to encourage 
people to share what they 
learn with their peers and 

the rest of the 
organization. 

Cross-Table Statlstlcs (CrossTable) 



Q2- Your job group: 
VS 

412- There are formal and 
informal methods 

designed to encourage 
people to share what they 
learn with their peers and 

the rest of the 
organization. 

---- - - - - -  - 
912- There are formal and Informal methods deslgned to 
encourage people to share what they leam with thelr pers  
and the rest of the organlzation. 
l 

CU- Your job group: 
No Flltet 
{ :y: ; 

< :  . .- ..: : .,;, 
S c W s t  

Englneeriïechnlcal Speclalistlûeslgner 
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Manager (or more senlor) 
AdmlnIstrativelCorporateîûther 

T M  

Filter: No Filter 

Cross-Table Statlstlcs (C rossTable) 
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QI-  Your functionai area: 
VS 

413- The organization is 
perceived to be designed 

for problem-solving 
learning. 

Filter: No Filter 

Cross-Table Statlstics (CrossTable) 





QI-  Your functionai area: 
vs 

Q14- Learning is expected 
and encouraged across al1 
levels of the organization: 

management, research, 
product development, 

manufacturing, 
administration. 

Filter: No Filter 

Cross-Table Statlstlcs (CrossTable) 



. -- - - --. - - - -p. - . . . - . . - - - - - - - - - 
b 4 -  Leamhg IS expected and encourageci across al1 levdsl I T I .  -7 
lot the organihtlon: management, research, product 1 1 1 1 1 1 1 
development, manufacturlng, administration. 
CU- Your. Job group: 
No Fltter 
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// - - 
Q2- Your job group: - _ _  
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1 
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1 EnglneerKechnlcal SpeclallsUDeslgner 
Technkian 

Manager (or more senlor) 
AdmtnlstraUve/Corpor~~r 

Q14- Learning is expected 
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levels of the organization: 
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product development, 
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Cross-Table Statjstlcs (CrossTable) 

C 

1 
1 
1 
2 

T- 6 

---- -- 

SI 
- 

14 .>- i: fi 
O :  ' 3 2  
2 . ' .:go 

3 
S 
O 
4 

13 

6' 
9 
4 

' 3 

-- 

29 
12 
13 
11 

Wi 72 



QI-  Your functional area: 
vs 

Ql5- People have an 
overview of the 

organization beyond their 
speciality and function and 

adapt their working 
patterns to it. 

Cross-TaMe StatisUcs (CrossTaMe) 



I 

EngWerlïechnkal ~peclallstl~eslgne~ 4 14 24 
Technkhn I 12 13 

Manager (or more semior) 1 9 6 
AdmlnlstrativelCorporsteK)thet 3 8 10 

P ,'! , - . j  -, * a . , - - .  - 
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Q2- Your job group: 
VS 

(215- People have an 
ovewiew of the 

organization beyond their 
speciality and function and 

adapt their working 
patterns to it 

Cross-Tabit Staüstlcs (CrossTable) 



QI- Your functional area: 
vs 

416- "Lessons learned" 
sessions are conducted to 

produce clear and 
permanent changes to 
system and practices. 

Cross-Table Statjstics (CrossTable) 



I I I I -, *".W%a-.W 

Manaaer for more senlorll 41 91 6) 21 01?.<$2d 

Q2- Your job 
VS 

Q16- "Lessons 

group: 

learned" 
sessions are conducted to 

produce clear and 
permanent changes to 
system and practices. 

Filter: No Filter 

Cross-Table Statlstics (CrossTaMe) 



--- perattons, pdlcies and 

QI-  Your functional area: 
VS 

417- Management 
practices, operations, 

policies and practices that 
become obsolete and 
hinder the continued 
growth of people are 
removed or replaced. 

Filter: No Filter 

Cross-Table Statisücs (CrossTable) 



42- Your job group: 
VS 

417- Management 
practices, operations, 

policies and practices that 
become obsolete and 
hinder the continued 
growth of people are 
removed or replaced. 

Cross-TaMa Statlstics (CrossTable) 



QI-  Your functional area: 
VS 

(218- Continuous 
improvement is expected 
and treated receptively. 

Filter: No Fiiter 







QZ- Your job group: 
VS 

Q19- There am c h i  and 
specific expctations of 

each empioyee to receive 
a spec0M number of 
hours of kaming and 
educatioia annually. 





'k. 



QI- Your functional area: 
vs 

Q21- Cross-functional 
leaming opportunities are 

expected and organized on 
a regular basis, so that 
people understand the 
functions of others in 

different jobs of related 
importance. 





QI- Your functional area: 
VS 

422- Middle managers are 
seen as having a primary 

role in keeping the 
learning process running 
smoothly throughout the 

organization. 

Filter: No Filter 

Cross-Table Statlstics (CrossTaMe) 



42- Your job group: 
VS 

--- -- - - A - - 
'422- Middle managers are seen as having a primary role In keeping the 
leaming process running smoothly throughout the organlzatlon. 
Q2- Your Job group: 
No Fllter 

, Y  . , . 1 ' +*;y ',.' r. . , . . . ' * . . 1- 
II t , . ,  . - ' 1  . . . , . . , . t  . ' . 

Scientist 

422- Middle managers are 
seen as having a primary 

role in keeping the 
learning process running 
smoothly throughout the 

organization. 

not at al1 
1 

Cross-Table Statistics (CrossTable) 

Englneerlïechnical SpeciallsUDesigner 7 
Techniclan 3 

Manager (or more senior) 1 
AdmlnlstrativelCoiporatelOther 8 
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8 
6 
g 

44 



QI-  Your functional area: 
VS 

423- The unexpected is 
viewed as an opportunity 

for learning. 

Cross-Table Statlstlcs (CrossTa ble) 



Q2- Your job 
VS 

group: 

423- The unexpected is 
viewed as an opportunity 

for learning. 

Filter: No Filter 

Cross-Table Statlstlcs (CrossTable) 



QI-  Your functional area: 
VS 

424- People look forward 
to improving their own 

cornpetencies as well as 
those of the whole 

organization. 

Filter: No Filter 

C ross-Table Statlstics (C rossTable) 



---.------ -- - -------- --- ------ 
Q24- People look tonruard to improvlng thelr own cornpetencles as 
well a i  thore of the whole orqanlzatlon. 
PZ- Your job group: 1 1 . ,  

Englneerliechnical SpeciallstlDesl~ner 1 2 17 
Technlclan O 8 13 

Manager (or more senlor) O 3 4 
AdmlnlstratlvtlCor~oratelOther 1 2 1Q 

Q2- Your job 
vs 

group: 

Q24- People look forward 
to improving their own 

cornpetencies as well as 
those of the whole 

organization. 

Filter: No Filter 

. /  I 

to a great extent to a very great extent ' Total 
6 1 12 

Cross-Table Statlstlcs (C rossTable) 



-------- ------TC-.---- - -- C- -- .---TT- -.- - - 
426- The systems, structures, pollcles and practlces of the 
organlzatlon are deslgned to be adaptlve, flexlble and responslbe 
to Intemal and external Influences. 
QI- Your hinctlonril areri: 

-..... . I 

' *  , r  , i . " . '  . - " -  . " .  , .  . 4.. . - T . - C  . .. . i ,  . - ,  ,(. I '  8 

. r 

No Fllter 
to a very great extent 

Q I -  Your functional area: 
vs 

425- The systems, 
structures, policies and 

practices of the 
organization are designed 
to be adaptive, flexible and 
responsibe to interna1 and 

--- 

Total 
1 4 6  

Product Development 4 1 21 22 13 2 
Research 1 3 O O 

external influences. 

63 
4 

Filter: No Filtet 

Cross-Table Statlstlcs (CrossTable) 



Q2- Your job group: 

Englneermechnlcal Speclallstlüeslgner 
Techniclan 

r 

Manager (or more senlor) 
AdmlnlstratlvdCor~oratelOlher 

(225- The systems, 
structures, policies and 

practices of the 
oraanization are desianed ~6 Y ' </,3 

4 
2 
1 
2 

to Le adaptive, flexible and 
resnonsibe to interna1 and ' " 1  ' A 

10 
6 
6 
3 

m 

external influences. 

Filter: No Filter 

26 
13 
9 

11 

Cross-Table Statlstlcs (CrossTable) 
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- -- 
~ L i m e n t  Is compllcated, 

Manufacturlna 5 13 20 6 
Product Development 9 12 16 10 11 48 

QI-  Your functional area: 
vs 

426. Presently, even if the 
environment is 

complicated, chaotic and 
active, we are not on 

overload. 

Filter: No Filter 

Cross-Table Statlstlcs (CrossTable) 



---- -. . _-_--_ --l-___--___-l_- _-_-______C_______-CI- - - - - - - - - -  -- 
Q26- Presently, even cthe envlronment 1s compllcated, 
chaotlc and actlve, we are not on overload. . 
QZ- Your Job group: 

* , .  . . I 

NO Ritar . . -  . .. 

Q2- Your job 
vs 

group: 

426- Presently, even if the 
environment is 

complicated, chaotic and 
active, we are not on 

overload. 

Filter: No Filter 

Cross-Tabla Statlstlcs (CrossTable) 



-----..-------A -- --- - - -- -. - -. - - . . . - - - - - . - - . - AL- 

-- b 7 -  There ls a heatthy, manageable level of stress that )-----r r-- -TV--7 
asslsts In promotlng learnfng, 
QI - Your lundlonal area: 
No Fllîer , . 

QI-  Your functional area: 
vs 

427- There is a healthy, 
manageable level of stress 
that assists in promoting 

learning. 

Product Oevelopment 
Research 

Other 

Filter: No Filter 

Cross-Table Statlstlcs (CrossTable) 

2 
O 
2 

10 
3 

13 

28 
2 

12 

14 
1 
8 

O 
O 

O 

M 
3 

4 
35 





Product Development 1 9 27 13 4 84 
Research O 1 3 O O 4 

Other 6 19 8 3 37 

QI -  Your functionai area: 
vs 

428- Continuous 
improvement is practised 

as well as preached. 

Filter: No Filter 

Cr08s.74ble Statlstlcs (CrossTable) 





-- ---- -.--- -...A - .  - -- - -. 

n tralnlngleducatlon and learnlng is clearly 

Manufacturlng 3 17 16 
Product ûeveloprnent 6 17 16 

Research O 2 1 1 
Other 7 1 O 14 5 O 36 

QI-  Your functional area: 
VS 

Q29- The difference 
between 

trainingleducation and 
learning is clearly 

understood. (Training and 
education can be so 

conducted that no learning 
takes place.) 

Filter: No Filter 

Cross-Table Statlstlcs (CrossTable) 



- - - . - 
and learnlng Is aearÏy 
conducted that no 

.1- - 

Q2- Your job group: - __ Ï '" 
vs 

Q29- The difference 
between 

trainingleducation and 
learning is clearly 

understood. (Training and 
education can be so 

conducted that no learning 
takes place.) 

Filter: No Filter 

Cross-Table Statlstlcs (CrossTable) 



---- -- - - - - -- -*- --- ---- -- -- ---- _1 

Q3O- People are encouraged and provlded wlth the 
resources to become selfdlrected learners. 

7 -  .; - '  .-rerep- - - i I ( . . 6 - -  , - QI - Ywr functional ares: , . .  r -  . .  . .  . 

Manutactu ring 7 8 16 
Producl hvelopment 4 7 4 15 19 

1 

2 54 
Research O 2 O 2 O . 4  

1 I l  othe 3 6 17 IO 11 . 37 

QI-  Your functional area: 
vs 

430- People are 
encouraged and provided 

wlth the resources to 
become self-directed 

learners. 

Cros8-Table Statlstlcs (CrossTable) 



------ 
1430- people are encourageâ and provlded with the - --A j l - ~ -~ - - - - - - r - - - - -  I - - p - I ‘ I I  
resources to becorne selfdlrected learners. - + ,,.. , . .I 

.. . 
Q2- YOUT Job ~ ~ O U P :  ;-, 1 6 , 

I, . - . * .  ' .. - . - T , Y '  ;? * r - >  - L I No Fllter --. .=. . - -.- -- , -- . .. -. - . 

. 
Englneerflechnical SpecIaIlsUDedg ner 4 13 16 18 

Technlcian 4 6 11 13 
- - - 

Manager (or more senlor) O 7 7 6 O .'7.'r?d 
AdmlnlstrativslCor~~ratalOther 3 10 6 

Q2- Your job group: 
VS 

430- People are 
encouraged and provided 

with the resources to 
become self-directed 

learners. 

Filter: No Filter 

Cross-Table Statlstlco (CrossTable) 



QI-  Your functional area: 
VS 

431- There is a formal, 
on-going education 

program to prepare middle 
managers in their new 

roles as facilitators, 
coaches and leaders. 

Filter: No Fllter 

Cross-Table Statlstlcs (CrosrTable) 



Q2- Your job group: 
VS 

431- There is a formal, 
on-going education 

program to prepare middle 
managers in their new 

roles as facilitators, 
coaches and leaders. 

Cross-Tabk Statlcrtlcs (CrossTable) 



mprove communlcatlon and over-al1 

Q I -  Your functional area: 
vs 

Q32- Recognition of your 
own learning style and 
those of CO-workers is 

used to improve 
communication and 

over-al1 organizational 
learning. 

Filter: No Filter 

Crois-Table Statlstlcs (CrossTable) 



-- ---- - - . _. _. _ _ -  - -- _-_- -_-_- - --- -__)-----_- -- - . _ _  _ _ _  
own leainlng style and those of 

O-workers Is used to lmprove communlcatlon and over-al! 1 1 1 1 1 1 1 

42- Your job group: 
VS 

432- Recognition of your 
own learning style and 
those of CO-workers is 

used to improve 
communication and 

over-al1 organizational 
learning. 

Cross-Table Statlstlcs (CrossTable) 



QI-  Your functional area: 
VS 

433- Management is 
sensitive to learning and 
development differences 

in their empioyees, 
realizing that people learn 

and improve their 
situations in different 

ways. 

Filter: No Filter 



42- Your job group: ,, 1 - - 

vs 
433- Management is 

sensitive to learning and ,s 
development differences 

in their employees, 
realizing that people learn 

and improve their 
situations in different 

ways. 

Filter: No Filter 

Crors-Table Statlstlcs (C~ossTable) 



lback trom day-today operatlons and relled on h a t  1s happening In 1 1 1 1 

QI-  Your functional area: 
VS 

434- There is sufficient 

Manulacturlng 
Pioducî Development 

Research 

time scheduled into 
people's calendars to step 

back from day-to-day 
operations and reflect on 
what is happening in the 

organization. 

9 
12 

O 

Filter: No Filter 

Il 
18 
2 

2 1 
16 
1 

4 
7 
1 

2 
1 
O 

- : 147 
' 63 

'. 4 



Q2- Your job group: 
VS 

434- There is sufficient 
time scheduled into 

people's calendars to step 
back from day-to-day 

operations and reflect on 
what is happening in the 

organization. 

Filter: No Filter 

Cross-Table Statlstlcs (CrossTable) 



QI-  Your functional area: 
VS 

435- There is direction set, 
and resources allocated to 

bring about meaningful 
and lasting learnïng. 

C rosi-Ta ble Statlrtlcs (CrossTable) 







Q2- Your job group: 
vs 

436- Teams are recognized 
and rewatded for their 

innovative and paradigm 
breaking solutions to 

problems. 

Filter: No Filter 



- -. _ -_ --- ._ - -- - -_ 
-. 

-- - - -  QI-  Your functional area: 
VS 

437- Managers have 
considerable s kills for 

gathering information and 
developing their abilities 
to cope with demanding 

and changing 
management situations. 

Filter: No Filter 

Cross-Table Statlstlcs (CrossTable) 



-- -+ - . . 

have considerable skllls for gathering 

Q2- Your job group: 
VS 

437- Managers have 
considerable skills for 

gathering information and 
developing their abilities 
to cope with demanding 

and changing 
management situations. 

Cross-Table Statlstlcs (CrossTable) 



QI-  Your functional area: 
VS 

438- Managers enable 
their staffs to become 

self-developers, and learn 
how to improve their 

performances. 

Cross-Table Statlstlcs (CrossTable) 



42- Your job group: 
VS 

438- Managers enable 
their staffs to become 

self-developers, and learn 
how to improve their 

performances. 

Filter: No Filter 

Cross-Table Staüstlcs (CrossTable) 



Suzanne Wolff= 1 

From: Mark Esterman[SMTPgreatocean@tidalwave.net] 
Reply Ta: greatocean@tidafwave.net 
Sent: 1999102125 3:47 PM 
To : Karirna West 
Subject: Re: Request for permission - copyright 

> Mark Esterman 
Great Ocean PuMishers. Inc. 

> 1823 North Uncoin Street 
Arlington, VA 

> 
> Helki Mark, 
> 
> As per our tefephone dkcussion last Thursday, please grant pmisdon to reproducet Vie Leaming Organitatfori Assesmient instrument for the 

following purpose: 
> 
> Suzanne Wolfe, Director of Human Resoums at MDS SCIEX, has ordered 62 copies of the Leaming Organkation Assessment (coWrigtit 1995, 
> Great Ocean PuMMers, lnc.) for use as a data eolkdkn instrument in her investigation of culture and leaming at MDS SClUC 
> 

Ms Wolfe would like to reproâuce Vie Leamfng Organizaüon Assessrnent as an appendk in her Master's thesis in Aduit Education at the Ontario 
> Insütute for Studies in Education of the University of Toronto. In addition, she woukl îike to appendix the Assessment questions as they appeared 
> in Ten Steps to a Learning Organiratkn, 2nd ed., (1998, KJine, P. 8 Saunâew, B., Great ûcean PuMMers, Arlington VA, pp. 61-63) in 

reference to her earlier invastigatians. 
> 

60th documents would be approprlately cited wiaiin aie texî and appear in the appendk of the M e t s  Viesis in reduced original formats ta fn the 
size of thi publication. The copyright notices a~compa~ng  the book and the questionnaire Ml1 be teproduceci on the documents in entirety. The 
fdlowing note wwId be added to a+&: "Reproduced with pemigsiori of Great Ocean Publisherç, I~c.'. Copies of the th& are intendad for 
academic and coprate libraries. Parts of the theds may later be lncorporated into articks for academic and commercial joumals. If so, bath 

> documents would be cited in strict accoidam;a with editorial requimmmb. 
> 
> Thank you for providing such an insightful research instrument and contributhg to our understanding of our wganimtion. 
> 
> Sincerely, 
> 
+ Karima West. M.Ed., Program Evaluator 
> MDS SCIUI 
> 71 Four Valley Orive 

Concord. Ontario, Canada L4K 4V8 
> (905) 66ô-9006 &. 241 

Oear Ms. West, 

Thank you for p u r  letter, and m your phone call. whkh nminded me that 1 had nat mpmkd to your latter. l apologue for not responâing 
SQoner- 

Thk ib to confimi tbat Ms. Wdfe may proceed with her use and relerence to aie Leaming Organization Assessment publiski by us, in accwd 
with the tamis we discussed anà de$iled in your Mer. 

If you have any furttier quesüons, please do nat hesitate to call. 

Wrth best wishes, 
Mark Esterman, Ptesklent 
Great Ocean PuMtshers 

Page 1 




