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structures characteristic of a learning organisation
by Yves P. Givel

The concepts of organisational learning and the learning organisation have been
discussed and debated extensively in the literature, with some writers arguing that many
organisations are not relying on continuous learning and development, and react with
different strategies to external change, and with others defending the point of view that
organisational learning or becoming a learning organisation is key to keeping up with
the changes happening in the world, such as globalisation, increased competition and
rapid technological advances. This study addresses the above concepts within the
context of the hospitality industry, in particular the international hotel industry, and
aims to provide some measures and clarity to the question of what the right skills are
that help leaders creating the conditions and structures characteristic of a learning
organisation, as well as to address the potential gap in the literature around the limited
availability of research about the learning organisation and organisational learning in
the hospitality industry. The research follows a two-phase case study design, using an
organisation in the international hotel industry that had recently introduced a ‘design-
thinking’” programme, the vehicle through which learning organisation reforms were
introduced into the case study organisation with the stated objective to foster innovation
and to differentiate the organisation from its competitors, as a research setting. The
findings of this study suggest that organisations in the hospitality industry embarking on
this journey of becoming a learning organisation should consider the leadership skills
and mind-sets as identified in this research for the design of their leadership models,
such as the ability to encourage experimentation, reward and foster failure and
demonstrating a commitment to learning. This will assist them in the creation of a
learning-supportive culture where employees are involved and participate, are
empowered to make their own decisions and have trust in leadership to take risks and
foster innovation. The study contributes to foster a better understanding by practitioners
of the interaction between leadership skills and organisational learning, thus
highlighting the importance of those skills and mind-sets in the creation of a learning
organisation, and also reveals some interesting findings around the value and
applicability of the learning organisation concept in the hotel industry.
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Chapter 1: Introduction

The world is changing, and so is the hotel industry. In this new world, customers are
better educated and have more power than ever before: they have a number of tools and
options available to consult online before making a purchase, or book a room in a hotel.
Traditional services are being replaced by new ones that are fuelled by the constant
change of customer expectations: Zipcar replacing rental cars, or Uber' replacing
traditional taxi services. Similar examples can be found in the hospitality industry, with
Airbnb * potentially replacing traditional hotels, and Tripadvisor replacing the

conventional printed Michelin Guide.

Technology has had an enormous impact upon the hotel industry, changing the way
business is conducted, such as the use of online booking engines (Davidson et al. 2011).
Large international hotel companies are bringing a broad range of innovation to the
customer experience— from mobile check-in to space design to the hotel room of the
future. Airbnb has surpassed well-known large international hotel companies as one the
world’s largest hotel chains, without owning a single hotel. Online agencies and
services are changing the travel landscape; partnering with them is the new price of
admission. With sites such as TripAdvisor and Orbitz, many guests no longer come to

the hotels, but the hotels have to go to them.

The point being made is that in today’s world of globalisation and rapid, continuous
change in technology, some organisations might have to re-think the way they operate
and manage their business. This reflects a significant theme in the academic literature,
which posits that organisations may continue to successfully compete on the basis of a
stable, low-cost, high-volume strategy, but if nations and organisations wish to avoid a
‘race to the bottom’ where salaries and working conditions are continuously eroded,
then they should look at developing the capability to continuously innovate, reorganise,
learn from experience, create and offer new services and products, and improve the way

those are delivered to their customers (Phillips, Watkins and Marsick 1996).

" A ridesharing service, which operates in multiple international cities around the world.

* An on-line community marketplace for people that want to rent out rooms in their accommodation.

* An on-line community marketplace for people that want to rent out rooms in their accommodation.
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The above noted challenges around globalisation, increased competition, technological
advances and the ever accelerating rate of change overall, were also viewed as the
drivers for the emergence of concepts such as the ‘learning organisation’ and
‘organisational learning’, based on the premise of helping organisations to address those
challenges and making them more adaptable to change. Being a major strategic change
initiative, organisations embarking on the journey of becoming a learning organisation
also realised the impact that leaders have on the success or failure of the concept.
Identifying the best approach to creating a learning organisation, and the critical skills
needed by leaders to support such a strategy, has been subject of the vast literature
about the learning organisation. With different writers presenting different frameworks,
with different definitions of the concept, and different views on the impact of
leadership, this literature seems to have an overly unitarist perspective on how to create
a learning organisation, and what leadership skills are needed to create the conditions
and structures characteristic of a learning organisation. This view may neglect wider
organisational factors that are at play that can potentially influence how an organisation
embarks on the journey of becoming a learning organisation, and what kind of

leadership skills should be valued, acquired and developed to support this strategy.

Although many organisations are not relying on continuous learning and development,
and react with different strategies to external change (e.g. Ashton and Green 1996, Keep
2000, Keep and Rainbird 2000), proponents of alternative competitive approaches point
out that other organisations choosing the learning approach will have to ensure that the
knowledge and skills of their employees are optimally used and deployed, and must go
beyond simply ensuring that individuals are trained and developed, focusing on shifting
towards collective and continuous learning. Senge (2006) calls these organisations

‘learning organisations’:

‘...where people continually expand 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 learning how

to learn together.’ (Senge 2006: 3)

The learning organisation is a word often misused by many practitioners who believe
that the concept merely addresses an increase in learning opportunities and training for

individuals in an organisation. But the learning organisation, if not only used as a ‘buzz
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word’, is much more than just offering additional individual learning opportunities — it
is about removing barriers to the organisation’s ability to adapt, thus representing a shift
towards organisational and collective learning (Garavan 1997). For those interested in
how one might move an organisation towards the learning organisation model, this
raises the question of what skills, knowledge and abilities could assist leaders’ in
removing those barriers to learning, and in building a learning organisation? And how
does the organisational environment affect the utility and employment of those skills?
How does the rhetoric of the learning organisation compare with what is happening in

organisations today? It is questions such as these that occupy this study.

In line with the above argument that the learning organisation literature often adopts a
more ‘unitarist’ perspective towards the concept, Bass (2000) takes the view that only
transformational leaders can be successful in building and maintaining learning
organisations. The same argument is presented by Senge (1990), talking about the
‘leader’s new work’ to build learning organisations, addressing the roles, skills and
tools necessary to be successful. Both views tend to neglect wider organisational,
political, cultural or environmental factors that might be at play, and argue that only one

sort of leadership, and one set of skills, is needed.

? The term ‘leader’ in the context of this research is defined later in the Literature Review chapter.
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Tracing the Key Concepts: Organisational Learning and the Learning

Organisation

Argyris and Schon (1978) proposed the idea that organisations had different levels of
learning namely single-loop and double-loop learning (Easterby-Smith ez al. 1999), and
the overall idea of organisational learning. Organisational learning continued to appeal
to researchers during the early 1990s and the writings started to fall into two different
perspectives: the organisational learning perspective advocated by the academics, which
was more descriptive addressing the perception of the learning processes in
organisations, and the learning organisation perspective advocated predominantly by
practitioners, which was more prescriptive, pragmatic and geared towards the creation
of models that helped organisations to transform themselves (Rebelo and Gomes 2008).
Subsequently, the concept of the learning organisation has evolved from and has been
influenced by a variety of movements, such as the organisational development
movement in the 1970s and total quality and business reengineering in the 1980s, as
well as other events such as more recent shifts towards globalisation, market
deregulation and the knowledge society (Pedler et al. 1997, Jamali and Sidani 2008).
The above-mentioned concepts of the 1980s were perceived as too efficiency-driven,
and the learning organisation became a well welcomed change focusing more on
development and growth rather than cost cutting — an approach that left many
organisations vulnerable in times of crisis (Garavan 1997), with few bench-strengths in
their succession planning, and no strategy in place on how to foster innovation and
learning to overcome the economic down-turn. Senge (2006) also argued that some of
these older initiatives were not able to cope with the pace of change, and organisations
needed to become learning organisations to move forward with time. Peter Senge’s
(2006) work was probably one of the most influential writings on the learning
organisation, at least from a US perspective. But even with his seminal work, the
concept remained ambiguous and research up to today in general is still characterised by

abstraction and vagueness (Ortenblad 2001).
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Study Aims and Structure

The overarching research aim of this study is the investigation of an organisation’s
journey towards becoming a learning organisation, and the skills that help leaders to
create the conditions and structures characteristic of a learning organisation. The
Learning Organisation literature adopts a more unitarist view of what kind of leaders are
needed and what leadership skills are successful, but with limited consensus between
writings and with little research available on how leadership skills may differ depending
on the wider organisational context in an attempting learning organisation (e.g. Garavan
1997). The contribution of this research is helpful for practitioners to get a better
understanding of the interaction between leadership skills and organisational learning,

highlighting the importance of those skills in the creation of a learning organisation.

Chapter 2 (Literature Review) is structured in two main parts, concluding with a
number of more refined research questions in line with the above stated overarching
research aim. The first part looks in particular at the literature around organisational
learning and the learning organisation, reviewing the various drivers and origins of the
concepts, the main writings, the various critiques, the measurement tools, and the
applicability of the learning organisation concept in the hospitality industry. The second
part reviews what the organisational learning and learning organisation literature writes
about leadership, with an emphasis on different skills, roles, styles and mind-sets of

leaders.

Chapter 3 (Methodology) starts with the overall research strategy that has been applied
for this study, followed by the philosophical perspective adopted and the methods used.
Based on philosophical/epistemological, substantive as well as practical concerns, and
to address the research questions, the research design chosen is a two-phase, embedded
single-case study. The first more quantitative-dominated phase started with a survey
questionnaire and document analysis with the purpose to establish whether the case
study organisation was indeed an organisation on a journey of becoming a learning
organisation, and whether it could therefore be considered for researching the skills
needed by leaders to create the conditions and structures characteristic of a learning
organisation. The second more qualitative phase included structured interviews and
focus groups based on the critical incident technique (Flanagan 1954) with the purpose

of actually researching those leadership skills and gather rich qualitative data to answer
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the research questions. Each phase of this design was separate from the other, and took
place in sequence. The chapter also gives additional information on the research setting,
the case study organisation, as well as on the sample procedure and research
participants. The subsequent parts of the methodology chapter then outline the data
collection process and instruments used, and give additional details how the collected
data was structured and analysed. The chapter ends with some considerations in regards

to ethical considerations, importance and potential limitations of the study.

Chapter 4 (Results and Discussion) is split into two main parts, with the first part
looking at the results of the first, more quantitative-dominated research phase that aims
at confirming the case study organisation as a relevant research ground for this study,
followed in part two by the findings and discussions of the second, more qualitative
research phase. The second part is then again split into two main sections, starting with
the findings, addressing the learning organisation concept in the case study organisation
in particular, followed by the second section that presented the findings and discussions
around the impact of leaders on organisational learning and the potential creation of a

learning organisation.

Chapter 5 (Conclusion) puts the research findings into context with the literature
reviewed, and attempts to answer the various research questions as well as to address
the overarching research aim, which is the investigation of an organisation’s journey
towards becoming a learning organisation, and the skills that help leaders to create the
conditions and structures characteristic of a learning organisation. The study’s
implications for theory and practice are also discussed, followed by the potential

limitations and considerations for future research.
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Chapter 2: Literature Review

Introduction

A short history of organisational learning and the learning organisation, as well as the
various drivers that are commonly cited as being the reason of the emergence of these
concepts, will be taken as an appropriate starting point in this chapter. The key issues
driving research and writing on these topics have remained fairly consistent over the
past three decades, and remain significant in today’s social, business and political
environment: the often-stated need for organisations to be able to adapt to the ever-
changing turbulent economic environment in times of globalisation (e.g. Eijkman
2011). From there, the question of whether ‘organisational learning’ and the ‘learning
organisation’ are the same, are different, or are complementary, is addressed by
reviewing a number of relevant writings. As these two terminologies will often be used
interchangeably during the literature review, it is important to understand how they
relate to each other. A pragmatic explanation was given by Nyhan et al. (2004), arguing
that the two terminologies represent two sides of the same coin. They describe
‘organisational learning’ as the process to achieve the goal of becoming a learning
organisation, and describe the ‘learning organisation’ as a goal to be achieved, which

will involve organisational learning.

When conducting a literature review on the concepts of organisational learning and the
learning organisation, one inevitably comes across a fairly narrow band of main writers
who are commonly referenced, such as Senge (2006), Pedler et al. (1997), Argyris and
Schon (1978) and Watkins and Marsick (1993). The literature review will look at a
number of different definitions of the learning organisation in particular, and will then
examine the work of the above writers in more detail to form a common understanding
of the main ideas around organisational learning and the learning organisation. Also
included in this first part of the literature review are the various critiques of
organisational learning and the learning organisation, as well as how different writers
have attempted to measure either the process of organisational learning, or the status of
a learning organisation. The section closes with a review of the above-mentioned

concepts particularly in the hospitality industry.
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The second main theme of the review revolves around leadership, especially leadership
in the context of organisational learning and the learning organisation. With the
leadership literature being very rich and voluminous, the literature review concentrates
on writings around organisational learning and the learning organisation that
specifically addressed the role of leaders and their respective leadership skills. The
various writings are then categorised according to the way leadership was described:
roles, skills, styles, and attitudes. From there, the literature is also examined around the
theme of ‘contingent’ leadership, which addresses the questions concerning whether
leadership would look the same for everybody in any context or not, and whether the
writings have addressed leadership mainly on top level only or on all levels across the

organisation.
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Organisational Learning and the Learning Organisation

Origins and Background

A number of factors have been cited as prompting the emergence of the concept of the
learning organisation, and some general themes can be elicited from the literature (see
Table 1). There seems to be consensus that interest in the learning organisation concept
was fuelled by a globalising economy, which brought along increased competition, as
well as by the turbulent economic environment, characterised by constant change and an
exponential speed of technological advances. Maintaining a competitive advantage
under those circumstances meant being able to adapt quickly and having a foundational

commitment to continuous learning (Gould 2000).

Key words Drivers Writers ‘
Globalisation Global economy, firms going global, Harrim (2010), Chinowsky et al.
increase in mergers and acquisitions ~ (2007), Rebelo and Gomes

(2008), Gould (2000)

Change Turbulent change, turbulent Song et al. (2009), De Geus
environment, rapidly changing (1988), Harrim (2010),
environment, increased speed of Appelbaum and Gallagher
change (2000), Gould (2000), Drucker

(1988)

Competition and Increased competition, companies Song et al. (2009), Harrim

Customers need to evolve to stay ahead (2010), Chinowsky et al. (2007)

Technology Exponential technological advances Song et al. (2009), Park (2008),

Drucker (1988)

Workforce: Fluid A more educated workforce, aging Chinowsky et al. (2007)

Labour Market workforce

Knowledge Knowledge-based economy, shift Song et al. (2009), Appelbaum

from manufacturing towards service  and Gallagher (2000), Drucker
industry, delivering knowledge-based (1988)

solutions

Table 1 — Drivers cited as contributing to the emergence of the learning organisation

According to Fulcher (2000), globalisation is ‘... the development of relatively
distanceless relationships that extend beyond national units and involve a growing

consciousness of the world as a whole’ (Fulcher 2000: 525). Some writers advocate for
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a ‘stronger’ globalisation thesis (e.g. Ohmae 1999), arguing that the world has become
borderless and that we are seeing the increasing convergence of economic systems,
forms of production, management and even culture. The opposing view would argue
that globalisation is nothing new, with the nation states still playing a very important
role in the world (e.g. Weiss 1999), and that we are in fact seeing an entrenched
divergence. The middle position on the continuum represents a more moderate
globalisation thesis, recognising a certain impact of globalisation but also emphasising
the importance of the nation state (e.g. Fulcher 2000). Whether one favours the strong
globalisation thesis or the weak one, there is a high degree of consensus that it is one of
the drivers that has brought along a number of changes to the world of organisations
and market competition, which in turn contributed to the development of the concept of

the learning organisation.

Another trend cited by some was the shift from a predominantly manufacturing-focused
economy towards a more knowledge-focused economy in much of the Western world,
with a significant increase of ‘knowledge workers’ and a decrease of industrial
labourers in many countries (e.g. Drucker 1988). Whether this shift to knowledge work,
and the importance of knowledge workers, was overstated by Drucker (1988) is beyond
the scope of this paper, but it presents an interesting perspective that contributed to the
emergence of the concept. Another often-cited change factor is the improvement in
communication technology and the overall advances in technological innovation,
resulting in increased uncertainty and frequency of change in the business environment.
The advances in communication and other information technology would support
Drucker’s predicted changes to a certain degree, although not across all industries and
organisations, with more qualified users who could transform their data to information

to create further knowledge.

Another potential driver for organisational learning, referring to the process of creating
structural and human capacity for adaptability within the organisation, and the learning
organisation are changes in the workforce with the entrance of new generations, such as

the Generation Y*, which according to some writers have very different expectations of

* With Generation Y, this study refers to a demographic cohort also referred to as ‘Millennials’, made up

of individuals born between 1982 and 2004 (Howe and Strauss 2000).

Page | 18



the workplace than previous generations had. There is said to be growing dissatisfaction
for example with traditional management methods based on command and control, and

more participative leadership is in demand (Harrim 2010).

With a large number of people planned to retire over the coming years, loss of
organisational knowledge tops the agenda of many organisations, and also serves as a
key driver for the establishment of a learning organisation (Chinowsky et al. 2007).
This increased labour market fluidity and change has generated a need for organisations
to be more adaptable, and the learning organisation concept addresses the process of
giving organisational structures and employees the capacity to adapt in response to

external change.

Although a number of successful organisations don’t change and evolve on continuous
basis, for many organisations remaining competitive in the new knowledge era requires
delivering knowledge-based solutions to meet today’s customer expectations. Many of
them need to evolve continuously if they want to secure long-term, sustainable
profitability and success, as keeping the status quo may not be enough anymore

(Chinowsky et al. 2007).

Organisational Learning

Overview of the concept

In the academic literature, there is little agreement over a definition of organisational
learning. The process of organisational learning is prominently based on writers such as
Argyris and Schon (1978), who distinguish between single and double-loop learning
(these terms are defined below). There is perhaps some consensus that organisations
need to be able to learn if they want to remain competitive, but how those organisations
actually should learn is debated. Fiol and Lyles (1985) introduce organisational learning

as follows:

‘... organizational learning is not simply the sum of each member’s learning.
Organizations, unlike individuals, develop and maintain learning systems that
not only influence their immediate members, but are then transmitted to others

by way of organization histories and norms.’ (Fiol and Lyles 1985: 804)
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Organisational learning therefore is seen as being the terminology used by academics
primarily (Argyris and Schon 1996), and being descriptive in nature based on empirical
research (Tsang 1997). It involves the process by which an organisation adapts and
transforms in response to or anticipation of change (Sun 2003, Watkins and Marsick
1993, Nyhan et al. 2004, Ortenblad 2001). Huber (1991) for example, in describing the
process of organisational learning, notes that ‘... an entity learns if, through its
processing of information, the range of its potential behaviours is changed... an
organization learns if any of its units acquires knowledge that it recognizes as
potentially useful to the organization’ (Huber 1991: 89). Addressing the question of
how individual learning is transferred to the organisation, Kim (1993) argues that this is
filtered through collective ‘mental models’. Mental models, as proposed by Senge
(2006), are deeply held internal images of how the world works, which impact on how
an individual behaves, and on the way in which new information and knowledge is (or
is not) integrated by members of a group or organisation. This is supported by Argyris
and Schon (1978), who argue that organisational learning takes place through
individuals whose actions are based on a set of shared models. Shared interpretation
through mental models is the link between individual and organisational learning:
‘Because the mental models in individuals’ heads are where a vast majority of an
organization’s knowledge (both know-how and know-why) lies’ (Kim 1993: 44).
Although theories of organisational learning are supported by a number of empirical
studies, the descriptive writings on organisational learning often fail to provide useful

and pragmatic guidelines to practitioners in organisations (Tsang 1997).

Chris Argyris and Donald Schén

The interest in the learning organisation started with Argyris and Schon’s (1978)
‘Organizational Learning’ (Pedler ef al. 1997), who described organisational learning in
terms of the distinction between single and double-loop learning. Single-loop learning is
the basic learning process, where learning occurs by solving a problem and by
addressing the problem’s symptom. Double-loop learning, which is more effective,
occurs when addressing the root-cause of the problem, and not merely the symptoms to
solve a problem. It is like taking an Aspirin for headache (single-loop) versus checking
out one’s eyesight, which could be the root-cause of the headache (double-loop).
Collective learning, which is also central to the concept of the learning organisation, is

not simply the sum of all individual learning, but addresses learning on individual,
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group, and organisational and even inter-organisational level. It is considered by many

writers to be a key competitive advantage of companies today.

Furthermore, Argyris and Schon (1978) recognise the notion of agency, arguing that
organisational learning can take place when members of an organisation act as learning
agents for the organisation. Their individual learning in turn will result in organisational

learning (Garavan 1997).

‘There is something paradoxical here. Organizations are not merely collections
of individuals, yet there are no organizations without such collections. Similarly,
organizational learning is not merely individual learning, yet organizations
learn only through the experience and actions of individuals. What, then, are we
to make of organizational learning? What is an organization that learns?’

(Argyris and Schon, 1978 9)

In attempting to answer this question, Argyris and Schon begin by observing that people
have what they call ‘theories-in-use’, which are individuals’ own interpretations and
mental maps guiding ones actions and behaviours in a number of situations. Most
individuals are not explicitly aware of their mental maps or their theories-in-use, as they
tend to be tacit structures. Argyris and Schon (1978) further argue that on the other
hand, individuals also have ‘espoused theories’, which are the words used to convey
what one does, or what one would like others to think they do. Simply said, espoused
theories represent what someone says they would do in a certain situation, whereas the
theories-in-use represent what they actually do — it therefore is rather the mental maps
that guide individuals’ actions rather than their espoused theories. In many cases, there
is inconsistency between an individual’s theory-in-use and espoused theory, and
Argyris and Schon (1978) argue that effectiveness results from developing congruence

between the two of them.

Argyris and Schon’s (1978) argument is that individual and collective learning are
different aspects of the same process, with individual learning not only taking place

within individuals but also collectively.

‘As individual members continually modify their maps and images of the
organization, they also bring about changes in organizational theory-in-use’

(Argyris and Schon 1978: 17)
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Individuals therefore become change agents in an organisation’s theory-in-use. If there
is a mismatch between organisational results and expectations, they can detect eventual
errors in the organisation’s theory-in-use and correct them. This is the basis onto which
Argyris and Schon (1978) build their single-loop and double-loop learning theories,

with the aim of resulting in higher level learning.

In the context of this study, fostering such higher levels of learning may have
implications for leaders in learning organisations, and what kind of leadership skills will
make leaders successful in creating the structures and processes characteristic of a

learning organisation.

The Learning Organisation

Overview of the concept

A number of writers have taken up the theme of organisational learning, and attempted
to create models that would link individual and organisational learning (e.g. Kim 1993).
This created two main strands of research, where one continued to study the process of
organisational learning, and the other ventured into more prescriptive accounts of the
learning organisation, advocating how an organisation ‘should’ learn to develop its
capacities to adapt in the face of change (Tsang 1997). The learning organisation is seen
by a number of writers as being the terminology used first and foremost (though not
exclusively) by practitioners (Argyris and Schon 1996), and representing in general a
goal or ideal form of an organisation (Nyhan et al. 2004, Ortenblad 2001, Watkins and
Marsick 1993).

Some writers advocate that the concept of the learning organisation (e.g. as presented
by Senge 1990) can be achieved as a final stage or goal of an organisation. Others argue
that organisational learning is a process (e.g. as presented by Argyris and Schon 1978).
Gorelick (2005) argues that the five disciplines put forward by Senge (2006) for
example are tools and an integral part of the organisational learning process. If learning
is to be a continuous cycle, then the final stage of declaring oneself a learning
organisation is not possible. This is a critical point: the process is seen as continuous, as
organisational learning itself consists of continuous transformation, and therefore no
organisation should be able to proclaim that they have become a learning organisation

as such (Nyhan et al. 2004):
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‘If an organisation behaving in a smug and self-confident manner, considers
that it has achieved the goal of being a learning organisation, it has ceased to
be a learning organisation. The advice of Schiller is to be heeded in this respect
— “Follow the one who is searching for the truth but take no notice of the one
who claims to have found it”. A learning organisation, therefore, has to go
through a continual process of becoming a learning organisation ..." Nyhan et

al. (2004: 73)

Such a view echoes Drucker’s (1990) vision of future forms of work, which emphasised
a high skills / high quality model, arguing that competition in the future would be
increasingly based on quality, and that higher value-added services and goods would
represent the way developed countries would have to compete against lower-wage
economies. This new organisational model for high skills / high quality has a number of
implications, such as flatter non-hierarchical organisational structures, more
autonomous work based on self-monitoring, and the requirement of workers to adapt to
change, solve problems, take initiative and think creatively (Brown and Keep 2003). On
the other hand, although many of Drucker’s (1990) predictions may be accurate, there
are a number of organisations who are very successful by following alternative
strategies that do not relay on high levels of skill, as will be presented later in this

review.

The literature on the learning organisation concept has emerged mainly from within
business schools, driven by an interest in organisational development (Brown and Keep
2003). Therefore, most writings in this area tend to be rather prescriptive, and as noted
by Tsang (1997), are often lacking the basis of systematic empirical research. The
majority of writings present common characteristics of a learning organisation (Hughes
2000): a strategy of continuous organisational change, a link between individual
development of employees and the resulting development of the organisation, and a
new kind of workplace learning with a focus on replacing single-loop learning by
double-loop (Argyris and Schon 1978), or adaptive learning by generative learning
(Senge 2006). Although many writers in the learning organisation field address similar
themes and features of the concept, the actual concept of the learning organisation is
still subject to wide-ranging debates (Mumford 1995). Below follows an outline

describing the models of the best-known writers in more detail.
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Peter Senge

Senge (2006), a key ambassador of the concept of the learning organisation, argues that

today’s organisations should become places

‘... where people continually expand 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 learning how

to learn together.’ (Senge 1990: 3)

Organisations in this sense do not simply adapt to changes imposed by the environment,
but should have the capacity for generative learning, and have the ability to create
alternative futures by fostering continuous learning and allowing experimentation
(Watkins and Marsick 1996). He spells out how the ideal learning organisation should
look, therefore representing a set of ideal organisational characteristics towards which

organisations, practitioners in the field and consultants should aspire to.

Senge’s (2006) approach to the concept of the learning organisation is built on five
interrelated dimensions that he considers vital to build organisations that can truly learn,
which he calls the Five Disciplines. Disciplines for him are development paths to great
proficiency, and it is the convergence of these disciplines that create the learning
organisation (Senge 1990: 10). Personal Mastery addresses the continuous clarification
of personal vision, and a focus on developing patience and being realistic in one’s
outlook. It addresses the personal commitment to excellence and continuous learning. In
line with Argyris and Schon’s (1978) earlier work, Mental Models are described as
deeply engrained ideas how the world works. For Senge, as with Argyris and Schon, the
act of challenging existing mental models and assumptions, thus challenging the status
quo, is a key feature of a learning organisation. Building Shared Visions aligns
individual and organisational objectives by sharing a picture of the future. Shared
visions inspire trust, and foster commitment by people, rather than compliance. Team
Learning addresses the learning capabilities of a group and the creation of synergy.
According to Senge, ‘... unless teams can learn, the organisation cannot learn’ (Senge
1990: 10). As the final discipline, Systems Thinking is the focus on interconnectedness,
and the ability to see that everything is interrelated and not everything consists of linear

cause-effect chains. It emphasises the importance of seeing the whole rather than only
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the sum of its parts, and for Senge (2006) represents the glue that holds all the other

disciplines together.

Although Senge’s concept of the learning organisation is seen by many as very
appealing, and has been taken up by many organisations and consultants, it also has
some flaws, for example in neglecting a number of internal variables, such as power
relations and control within an organisation, as well as external variables that

potentially impose barriers to learning (Yang, Watkins and Marsick 2004).

Senge’s approach to the learning organisation seems to build on some of Argyris and
Schon’s (1978) ideas about organisational learning, mainly in the areas of challenging
the status quo. As with the work of Argyris and Schon (1978), Senge’s ‘disciplines’ of
the learning organisation may impact the kind of leadership skills an aspiring learning
organisation is looking for. For example, the dimension of ‘Mental Models’, and the
ability as described above to challenge the status quo, will require a specific mind-set of

leaders to do so on continuous basis and be successful in such an organisation.

Mike Pedler, John Burgoyne and Tom Boydell

Pedler, Burgoyne and Boydell (1997) have looked at the concept of the learning
organisation from a more European perspective, and argue that there has been a shift
within the field away from looking at the learning organisation as the ‘panacea’ for any
organisational improvement, towards a more pragmatic emphasis on the process of
organisational learning. A learning company, as they call it, in their view has not only
the purpose of resolving immediate challenges and problems, but also of ensuring that
learning takes place from the problem-solving process if they want to survive in today’s
competitive environment which is characterised by the need of organisations to be
flexible, agile and intelligent. The learning company is described by Pedler et al. (1997)
as a journey, with a number of maturity stages, based on eleven characteristics that need
to be developed on the way. Those characteristics address not only soft processes such
as culture and the learning climate, but also systems processes such as information
technology, as well as social processes looking at structures, participation and

communication.

To briefly explore each of these eleven characteristics: a Learning Approach to Strategy

means that the organisation is constantly evaluating and if necessary revising its
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strategy; Participative Policy Making allows all members to contribute and participate
in the strategy process; Informating assists in making information available to
everybody through information technology; Formative Accounting and Control is about
creating transparency and a better understanding of how money works in the business
and the organisation; Internal Exchange addresses the way people and departments are
working across functions in the organisation and seeing themselves as customers and
suppliers of each other; Reward Flexibility means providing the conditions and rewards
for learning; Enabling Structures is about adaptability and flexibility in the
organisational architecture; Boundary Workers as Environmental Scanners is about
learning from the environment and welcoming information for learning from anybody
in the organisation; Inter-company Learning can be done through benchmarking and
companies creating learning partnerships; 4 Learning Climate is an organisational
environment where people can experiment and learn from experience; and Self-
development Opportunities for All is about making learning opportunities, resources and
materials available to everybody in the organisation. From there, Pedler et al. (1997)
created a blueprint for the modelling of a learning organisation, grouping the eleven
elements into given clusters: strategy, looking in, structures, looking out and learning

opportunities.

Pedler et al.’s (1997) model of the learning organisation seems more pragmatic from a
practitioner’s perspective to initiate change in an organisation, but does not differ
considerably from what Senge proposed. Things are mainly presented in a different
way, such as for example a ‘learning approach to strategy’, which seems to bear many
similarities to Senge’s (2006) ‘mental models’. Both frameworks present a different
‘model’ of the learning organisation, each with its respective prescriptions on how to
achieve this goal. Pedler et al. (1997) have also developed a measuring tool called ‘The
Learning Company Questionnaire’, which is presented in more detail later in this

chapter.

As with Argyris and Schon’s (1978) idea about organisational learning, and Senge’s
(2006) framework of the learning organisation, Pedler et al’s (1997) eleven
characteristics may impact on the skills that make leaders successful to create those
conditions and structures characteristic of a learning organisation. ‘Enabling Structures’
for example may result in organisational structures that will change how leaders manage

their business and lead their people, with a potential shift from control towards
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participation and involvement. Developing a ‘Learning Climate’ will require leaders’
ability to let employees take risk, try out new things, accept failure and subsequently
learn from it. Such skills or mind-sets may not always be naturally inherent in all

leaders.

Karen Watkins and Victoria Marsick

Watkins and Marsick (1993) elaborate on the concept describing the learning
organisation as ‘... ome that is characterized by continuous learning for continuous
improvement, and by the capacity to transform itself’. Watkins and Marsick (1996)
view the learning organisation as an integrative model, where learning is a continuous
process, used strategically, and is integrated with overall work processes (Yang et al.
2004). This model therefore integrates both structure and people, as they are focusing
on leveraging learning on several levels: individual, team and organisational or system

learning.

Many writers address the distinction between individual and organisational learning
(e.g. Argyris and Schon 1978), and although writers have broadly agreed that
individuals have to learn for organisations to learn, learning by individuals is not
considered enough alone for organisations to change (Watkins and Marsick 2003).
Watkins and Marsick (1996) clearly argue for a distinction between different levels of
learning, and that change must occur on all levels of learning — individual, group,
organisational and environmental. These changes must become new routines, in order to

use organisational learning to improve organisational and business performance.

Theories of the learning organisation have emphasised that an organisation needs to
work with people at the individual and group level first, and needs to empower people
to take initiative to learn (Yang 2003). At the individual level, continuous learning
opportunities need to be created, allowing members in the organisation to acquire
knowledge and skills. Such opportunities include experiential learning on the job,
assessment and coaching, as well as formal learning through training programs and
courses. Alongside this, the organisation needs to create opportunities for employees to
experiment, question the status quo, give and receive feedback, and promote dialogue in
general (Watkins and Marsick 1996). At the group level, individuals learn as teams,
focusing on collaboration and teamwork. An example in practice would be group

workshops, action learning programs, or the creation of cross-functional or cross-
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departmental teams to work on specific projects (Watkins and Marsick 1996). This is
then followed by learning at the structural level, incorporating individual and group
learning, and capture all in standard operating procedures, work processes, operations
manuals, information systems, and the organisational culture. Learning at the
organisational level is described as the most difficult, and least practiced by companies
as it requires the establishment of effective systems to capture and share learning, and
gaining organisational consensus and commitment from all employees through
empowering them toward a collective vision (Watkins and Marsick 1996). The last
level in this framework of the learning organisation is learning at the global level, where
organisations connect to their environment. This entails thinking outside of the
organisation, thinking globally, and assessing leadership in the organisation to ensure
that leaders are role models and support learning on all levels (Watkins and Marsick
1996). The outcomes are then organisational learning, and a resulting increase in

organisational performance (Yang 2003).

The concept of learning on different levels may also impact the kind of skills a leader
would need to be successful in a learning organisation as described by Watkins and
Marsick. Those leaders would require having the ability to continually foster learning
simultaneously on individual, group, organisation and environmental level, and to
ensure that those changes become new routines in the organisation if learning is to

improve organisational and business performance.

To measure an organisation’s learning culture, Watkins and Marsick (1996) developed
the ‘Dimensions of a Learning Organization Questionnaire’ (DLOQ), an instrument that
was also validated by relating it to organisational performance (Tsang 1997). As with
Pedler et al’s (1997) ‘The Learning Company Questionnaire’, the DLOQ is a holistic
assessment tool of an organisation’s learning capabilities based on the author’s model or

framework of the learning organisation.

As outlined earlier in this section, most of the learning organisation frameworks and
definitions have common denominators, such as leadership, finding purpose,
questioning, empowering and evaluating (Moilanen 2001). The more prescriptive
writings of Senge (2006) and Pedler et al. (1997) have the same type of elements in
their respective learning organisation concepts, but expressed in different ways. Argyris

and Schon’s (1978) writing has less in common with those two, and their work is more
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process-oriented. But there is some commonality between the frameworks of Argyris
and Schon (1978), Senge (2006) and Watkins and Marsick (1993): that the
organisational learning process is the key of the learning organisation, that collective
thinking and competencies are the base of a successful learning organisation, and that a
learning organisation is a systematic environment, allowing for continuous learning. A
number of writings characterise the learning organisation as a journey rather than a
destination (e.g. Appelbaum and Gallagher 2000, Ortenblad 2001). Although similar,
there is no consensus on a definition and a specific set of definitive characteristics of
learning organisations, and in turn no consensus on how to measure the concept best

(Jamali and Sidani 2008).

For the purpose of this study, the model of Watkins and Marsick (1993) was used to
frame the learning organisation context’. It represents a comprehensive and integrative
framework of the learning organisation (Yang et al. 2004), with a clear distinction
between the levels of learning, a link to organisational and business performance as
outcomes, and with a measuring tool that was developed and validated based on several
years of research (Tsang 1997). The research also takes the stance that the learning
organisation is not an achievable outcome, but a goal towards which organisations
should strive if they aspire to cope with continuous change. In view of using this
framework, this study also benefitted from the ‘Dimensions of the Learning

Organization Questionnaire’ tool, which is discussed in more detail later in this section.

> This study favoured the concepts of organisational learning and the learning organisation as a base for
the research, with their focus on people and learning, over that of knowledge management with its focus

on tools and knowledge (Scarborough and Swan 2001).
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Two sides of the same coin

While some commentators may use both terms inter-changeably, most of the literature

actually differentiates between the terms ‘organisational learning” and ‘learning

organisation’ (Easterby-Smith and Araujo 1999), as outlined in Table 2 below.

Authors

Argyris and Schoén
(1996)

On difference between

Terminology for

academics

Terminology for

practitioners

Researcher’s

Summary of

concept

Different
terminology, but

share common

themes
Sun (2003) Process of collective  LO: Concept and Explores linguistic
learning subject of research  differences

A LO: image or

representation of

LO.
Watkins and Marsick Actual process Ideal But OL can be an
(1993) ideal as well
Nyhan et al. (2004) Process to achieve Goal to be Represent two sides

the goal of becoming

achieved, which

of the same coin

alLO should include OL

Gorelick (2005) Dynamic OL is part of LO. OL and LO can and
interchange of a should co-exist.
number of factors

Ortenblad (2001) Process; Focus on Ideal organisation Viewed from

understanding the
nature of learning in

organisations

form; Focus on
development of
normative
organisational

models

classical
perspective. The
LO can also be a

process.

OL = organisational learning LO = learning organisation

Table 2 — Organisational learning and the learning organisation
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Research in the area of organisational learning is approached differently across different
disciplinary perspectives (Easterby-Smith 1997), and puts emphasis either on the
process, the actors or the conditions of learning. The ‘process of learning’ is
prominently based on writers such as Argyris and Schon (1996), who distinguish
between single and double-loop learning. Senge (2006) also addressed the learning
process by distinguishing between adaptive and generative learning, very much in line
with Argyris and Schon’s model of single and double-loop learning. The debate around
the ‘actors of learning’ revolves around whether organisations can really learn, or
whether only individuals can. Argyris and Schon (1996) as well as Senge (2006) argue
that only individuals can learn, and that the individuals therefore are the main actors in
organisational learning (Lahteenmaki et al. 2001). The ‘conditions of learning’ strand of
the debate focuses on the elements of a learning organisation (Garavan 1997), such as
the framework presented earlier by Pedler ef al. (1997), Senge (2006) and Watkins and
Marsick (1993), arguing that there has been a shift within the field away from looking at
the learning organisation as the ‘panacea’ for any organisational improvement, towards

a more pragmatic emphasis on the process of organisational learning.

When looking at the particular relationship between the two concepts or terminologies,
a common theme begins to emerge: that is the notions of the ‘learning organisation’ and
‘organisational learning’ seem to represent two sides of the same coin: the ‘learning
organisation’ can be seen as the goal to be achieved, and ‘organisational learning’ as the
process to achieve this goal. Some writers have argued that an adequate description of a
learning organisation has to include both the process of organisational learning and the

goal of becoming a learning organisation (Nyhan ef al. 2004).

This study echoes the argument of Nyhan ef al. (2004) that the two terms seem to
represent two sides of the same coin: the ‘learning organisation’ as the goal to be
achieved, and ‘organisational learning’ as the process to achieve this goal. This view is
also consistent with the Watkins and Marsick’s (1993, 1996) definition of the learning
organisation used in the study: an organisation that ‘...is characterized by continuous
learning for continuous improvement, and by the capacity to transform itself” (Watkins

and Marsick 1993, 1996).
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Critiques of the learning organisation

There is little consensus around a definition of the learning organisation (e.g. Grieves
2008, Garvin 1993), and a sense of non-fulfilment of the optimistic forecasts in the
1980s when the learning organisation was first popularized (Nyhan et al. 2004). The
concept is still very intangible, with little pragmatic operations advice that leaders could
use, and a variety of measurement instruments looking at different dimensions of the

concept (Grieves 2008).

‘The learning organization concept is naively apolitical ... it assumes that
people share the same interests, are not abused by exploitative managers, and
are not driven by systems that seek to maximize effort at the expense of

rewards.’ (Grieves 2008: 470)

The criticisms that have been made of organisational learning and the learning
organisation are numerous, and it is important that one is aware of the potential
conceptual flaws that might impact on the work of both researchers and practitioners.
The rather prescriptive literature of the learning organisation (e.g. Senge 2006, Pedler et
al. 1997, Watkins and Marsick 1993) argues that becoming a learning organisation is
predictably a good thing, and that there was a need for all organisations to embark upon
the journey of becoming a learning organisation. But in reality, there are a number of
organisations that are not looking to compete based on the ‘high skill / high quality’
model, and that are therefore not seeking continuous improvement and innovation as
presented as an outcome of becoming a learning organisation (e.g. Ashton and Green
1996, Keep 2000, Keep and Rainbird 2000). The new organisational model as proposed
by Drucker (1990), with flatter, non-hierarchical and more networked forms of
organisations, more autonomous work with self-monitoring, adaptable and highly
skilled workers engaged in continuous learning. Alternative approaches to competitive
advantage have been taken, following very diverging routes, such as seeking protected
markets, non-organic growth through mergers and acquisitions, monopoly power, or
simply adopting cost-cutting strategies and new forms of Fordism (Brown and Keep
2003). In essence, this suggests that claims regarding the universal popularity and
necessity of the learning organisation model should be treated with caution. Within the

United Kingdom context for example:
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. research in this area tends to confirm that the high-performing workplace
looks set to remain the experience of the minority of the UK workforce for the

foreseeable future.” (Brown and Keep 2003: 77)

Another critique of the learning organisation concept is the assumption that the interests
of employees and employers are in general reconcilable, reflecting the more North
American views of human resource management, whereas in many countries those
interests might be at odds from the start, reflecting the more industrial relations view
with its focus on trade unions and collective bargaining (e.g. Grieves 2008). Under the
North American perspective, organisations realised that competitive advantage could be
seized and sustained through the effective utilisation of human resources, viewing
human resource professionals as potential business partners who could participate in
strategy planning and implementation (Schuler and Jackson 1995). Although in essence
coming from North America (Brewster 2007), human resource management often looks

different elsewhere:

‘Whereas HRM in the USA typically focuses on the firm, HRM in Europe is
conceived of more broadly, providing better explanation of the potential
differences in views about the topic and a better fit with the concerns of the
specialists, by including national institutional and cultural issues such as the
trade union movement, national legislation and labour markets not as external
influences but as part of the topic.” (Brewster 1995, cited in Brewster 2007:
241)

The Industrial Relations perspective of a number of countries outside of North America,
such as the United Kingdom for example, where the interests of employees and
employers are seem as potentially being at odds, will view a concept such as the
learning organisation as more problematic. Illustrating this, Coopey (1995) for example
argues that the ideology underlying the concept of the learning organisation can easily
be changed from promising employees more participation and empowerment, to
coercive control, exploitation and disempowerment. Although the concept can foster
more employee participation through the encouragement of learning at all levels,
organisations, or a handful of powerful elite groups, may have full control over what

kind of learning may take place (Driver 2002):
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‘The “learning organization” is naught but a Hawthorne light bulb with a
dimmer switch, intended to stimulate productivity regardless of its chameleonic
brilliance. It is a Machiavellian subterfuge. It is a pimp, and the employees, the
hapless prostitutes.’ (Armstrong 2000, cited in Driver 2002: 44)

The same argument is presented by Keep (2000) who examined the applicability of the
learning organisation concept in the United Kingdom context. He highlights that only
few organisations have or are about to become a learning organisation, and that
unfortunately, the assumptions that organisations would not only train employees in
narrow technical skills but foster the development of wider transferable skills, was in
large part mistaken due to the emphasis on short-term profits as requested by
shareholders, the choice of marketing strategies based on a narrow range of relatively
standardised goods and services, and the adoption by many organisations of traditional
Taylorist work forms with low trust between employees and management (Keep 2000,
Grieves 2008). This does not provide fruitful grounds for building learning

organisations, but does not exclude those organisations from being successful.

The notions of power, control and politics are mentioned in many critiques of the
learning organisation (e.g. Coopey 1995, Coopey and Burgoyne 2000, Keep 2000,
Eijkman 2011, Owenby 2002), as most of the writings of the learning organisation
adopt an apolitical and unitarist framework, obscuring the extent of political activity in
organisations (Coopey and Burgoyne 2000). In general, authors writing about the

«

learning organisation are predominantly concerned with the instrumental
dimensions of company culture - a means to achieve economic success’ (Fischer 2003:
40). The concept is largely North American influenced and treated mainly in connection
with economic effects, resulting in a neglect of the political and social dimensions of a
learning organisation. The rather prescriptive, business-school management approach to
organisational learning neglects the attention to ensuring personal learning benefits for
all employees (Fischer 2003). Power, control and political relationships cannot be
simply ignored, with organisations and the process of organisational learning being
inherently political. Organisational learning emphasises the generation of new ideas,
interpretation of knowledge, and integration and institutionalisation of this knowledge.
Each of these sub-processes of organisational learning are, as highlighted above,

inherently political as they depend on power of the individual actors involved

(Lawrence et al. 2005). This critique of the potential power-blindness of many accounts

Page | 34



of the learning organisation suggests the need to question the universal applicability of
the learning organisation concept, and that research in organisations should not neglect

those social and political dimensions of a learning organisation.

In some organisations, the current structure may not allow for the creation of a learning
organisation (e.g. Keep and Rainbird 2000, Gephart ef al. 1996), in others the culture
and climate may put additional barriers to organisational learning in place (e.g. Eraut et
al. 1997, Slater and Narver 1995). In particular the hotel industry has been one of the
last to recognise the benefits of flatter, team-based organisational structures that assist
in reducing barriers to knowledge transfer (Brownell 2008). Traditionally, the nature of
the hotel and hospitality environment required well defined jobs, tasks and standard
operations procedures to cope with the highly dynamic and unpredictable work
(Brownell 2008). Such traditional structures can represent an obstacle to knowledge
sharing in organisations, as organisational knowledge will not increase, or may even
decrease, if not shared by employees who are interested to learn from each other

(Hendriks 1999). Or as Teare and O’Hern (2000) highlight:

‘If the organization is too rigid or hierarchical, then the “the good ideas” will
live with the enthusiasts and perish with the die-hards that refuse to renew their

learning regularly.’ (Teare and O’Hern 2000: 99)

A number of critiques were also raised in particular with Senge’s (1992) work, such as
his reification of the organisation, presenting the abstract concept of an organisation as a
concrete entity that has “.... an existence beyond the level of the individuals who are the
units of its constitution’ (Hughes 2000:9). The critique addresses the dilemma of
individual versus organisational learning that is often discussed in the learning
organisation literature (e.g. Senge 1990, Watkins and Marsick 1993), emphasizing the
argument that organisations as such cannot learn, but only people can. Other criticisms
of Senge’s (2006) view of the learning organisation include the neglect of factors in
organisations that would be outside the practitioner’s or consultant’s control when
developing a learning organisation, such as the broader political, institutional or
organisational context of the environment, as well as the potential demand of senior
leaders to have an endless faith in the value of continuous development, which certainly

is not always the case (Hughes 2000).

Page | 35



Implementing organisational learning processes has been challenging in general for
several companies, with many good ideas and intentions being poorly designed and

incorrectly implemented as highlighted by Appelbaum and Gallagher (2000):

‘... managers take complicated concepts, oversimplify them, expect too much out
of them, do not make adequate preparation for implementation and then give up

on them too quickly.’ (Appelbaum and Gallagher 2000: 48)

Along with being labelled prescriptive, intangible and difficult to implement, Tsang
(1997) adds that the writings on the learning organisation are rarely based on rigorous

scientific research, and often don’t qualify as good theories.

These various critiques and potential difficulties (see Table 13 below) are important to
consider when researching organisations on the journey to become ‘learning
organisations’. As outlined earlier, the claims regarding the universal popularity and
necessity of the learning organisation model are not always accurate, and the rather
prescriptive learning organisation framework might neglect some of the more social and
political dimensions of organisational learning. If an organisation embarks on a journey
to become a learning organisation, creating structural and human capacity for increased
adaptability to change, it becomes evident that the learning agenda is set by the
organisation’s leadership to fulfil their goals and often to retain control, and not
necessarily with the main objective to put employees at the centre of it. This study does
not accept the learning organisation or organisational learning at face value, but adopts
a more balanced view considering both the positive and negative aspects of the
concepts. This is also in line with Owenby’s (2002) argument that the potential ‘dark
side’ of the learning organisation is not inevitable, and may be overcome only if the
power and control dynamics of organisations are closely scrutinised as part of the

change process.
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Difficulties and critiques Writers

Lack of consensus of meaning and Garvin (1993), Grieves (2008), Eijkman (2011)
definition
Questions around Management Garvin (1993), Tsang (1997)

Lack of consensus of how to measure  Garvin (1993)

a learning organisation

Politics and control, unitarist Coopey (1995), Coopey and Burgoyne (2000), Keep
approach to power (2000), Eijkman (2011), Owenby (2002)
Coercive persuasion, exploitation Rebelo and Gomes (2008), Marsick and Watkins

(1999), Coopey (1995), Owenby (2002)

Reification of the organisation Hughes (2000)

Consideration of other factors, Hughes (2000), Grieves (2008), Appelbaum and

structure, culture, values, long-term Gallagher (2000), Eijkman (2011), Owenby (2002),

objectives Keep and Rainbird (2000), Eraut et al. (1997), Slater
and Narver (1995)

Individual vs. organisational learning  Hughes (2000)

dilemma

Commitment to learning vs. reality of Keep (2000), Grives (2008)

short-term profits, leadership support

Transferable skills vs. production of Keep (2000), Brown and Keep (2003)

standardised goods

Concept founded in American Fischer (2003)

economic principles

Lack of role model examples and Keep (2000), Nyhan et al. (2004)

success stories

Too prescriptive, presented as a Nyhan et al. (2004), Appelbaum and Gallagher
panacea (2000)

Unclear link between the learning Brown and Keep (2003), Marshall and Smith (2009)
organisation and business

performance

Research not rigorous Mullins (2005), Tsang (1997)

Table 3 — Difficulties and critiques of the learning organisation
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Measuring organisational learning and the learning organisation

To avoid venturing into technical methodological issues regarding how to measure,
assess and research organisational learning and the learning organisation at this stage,
this section will focus mainly on the tools addressing the writings and frameworks
outlined in the previous section (see Appendix 1). Chiva et al. (2007) classify
measurement instruments by aim, and by the conceptual background. Under aim, they
differentiate between instruments that address either organisational capability to learn,
such as the tools developed by Tannenbaum (1997) or Pedler et al. (1997) highlighting
the main facilitators of learning, or the process of organisational learning, such as the
tool developed by Bontis et al. (2002) that looks at a specific phase of the process of
organisational learning. Under conceptual background, they differentiate between
instruments that are based on the holistic concept of the learning organisation,
individual learning, or another specific framework such as Crossan et al.’s (1999) 41
framework that underlies the measurement instrument developed by Bontis et al
(2002). Other classifications of measurement instruments are possible, such as the
approach by Moilanen (2001) who classified them by different special interests, such as
whether the questionnaire has other outcomes than just measuring organisational
learning or the learning organisation, how widely the questionnaire covers the concept,
how comprehensive the tool is, and whether it has been tested for validity and

reliability.

‘The Learning Company Questionnaire’ developed by Pedler et al. (1997) for example
would classify, according to Moilanen’s (2001) framework, as not being archetypical
and the only thing it measures is the learning organisation, as being holistic and
covering a wide area of the concept, as profound and therefore very comprehensive, and
as not statistically tested. The same tool in Chiva et al.’s (2007) framework would
classify as aiming to measure organisational learning capability, and having the learning
organisation as the conceptual background. Pedler et al’s (1997) measuring instrument
was initially the result of a research study in the United Kingdom, and was subsequently
refined along with their concept of the learning company (Moilanen 2001). Although
the instrument has been used in a variety of contexts, and that it exhibited high
reliability, there were also some concerns and doubts about the content validity of the

tool (e.g. de Villiers 2008).
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The ‘Dimensions of the Learning Organization Questionnaire’ (DLOQ) developed by
Watkins and Marsick (2003) would fall exactly into the same classifications as Pedler et
al.’s (1997) instrument, based on the frameworks of both Moilanen (2001) and Chiva et
al. (2007), with the sole difference that the instrument was actually tested for validity
and reliability. Both their learning organisation model as well as the measuring
instrument developed out of over sixteen years of practice and research, and were
subsequently tested, validated and modified again through a number of research studies
(Marsick and Watkins 2003). The DLOQ was designed to measure an organisation’s
learning culture, based on the seven dimensions of a learning organisation on
individual, group and organisational level (O’Neil 2003). Considered as one of the most
comprehensive questionnaires (Moilanen 2001), it has an empirically tested

background, and covers the concept of the learning organisations very broadly.

Also interesting to mention is Moilanen’s (2001) ‘Learning Organization Diamond’,
grounded in the holistic approaches of writers such as Senge (2006), Pedler et al.
(1997), and Argyris and Schon (1978). It is the only measurement tool found in the
literature that was applied in a hospitality environment, assessing the ‘Hotel Salpaus’ in
Finland as a ‘learning’ organisation. Although a very comprehensive tool, Moilanen
(2001, 2005) is following the argument that the learning organisation is a goal that can
be attained, and not necessarily as a journey, and that organisations are either ‘learning’

or ‘non-learning’ organisations.

Several instruments have been developed over the past years to measure various aspects
of organisational learning and the learning organisations — some with tested levels of
validity and reliability, and others that remained untested (Moilanen 2001). Most
measuring tools have intervention and diagnostic as their main purpose, but are
informed predominantly by a change agent’s practice, and not by research (Gephart et
al. 1996). Selecting the right instrument, based on the matching framework and
definition of the learning organisation concept, and viewing the concept from the
relevant perspective of the research question, is critical. The ‘Dimensions of the
Learning Organisation Questionnaire’ (DLOQ) for example has also been validated in a
number of settings (e.g. Ellinger et al. 2003 for the use within a business context) and
across a number of countries (e.g. Jyothibabu et al. 2010, Song et al. 2009), and
presents itself as the most extensively tested tool, and as a sound one to use. The

learning organisation model as well as the measuring instrument developed were
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regularly tested, validated and modified again through a number of research studies
(Marsick and Watkins 2003, and according to Moilanen (2001) can be considered as
one of the most comprehensive questionnaires that has an empirically tested

background, covering the concept of the learning organisations very broadly.

The learning organisation in the hospitality industry

Although this part of the literature review was based on the hospitality industry, which
covers a broad spectrum of businesses such as hotels, restaurants, coffee shops, cruise
lines and more (Testa 2007), the overall discussion in this paper focuses predominantly
upon the experiences within the hotel industry, in particular a large international hotel
chain. This is important for context purposes, considering that the hotel industry is
primarily made up of smaller and medium size businesses. The terms ‘hospitality

industry’ and ‘hotel industry’ are therefore often used interchangeably in this chapter.

The hospitality industry is generally bound by more traditional work and employment
processes compared with other industries, such as more hierarchical organisational
structures and a preference for numerical rather than functional flexibility, even within
the service sector (Teare and Bowen 1997). In particular, the hotel industry is
challenged by the continual turnover of employees and the implementation of more
labour flexibility combining full time and contingent labour (Brien and Smallman
2011). Managing these potential dual labour markets adds to the complexity in the
industry (Davidson ef al. 2011). Other particularities that characterise the hospitality
industry described in the literature include staff and skills shortages, difficulty in
attracting and retaining talent, and low prestige and status of the industry, in particular

in the hotel industry (Kusluvan et al. 2010).

For large-scale hospitality operations, such as international hotel chains, standardisation
is one of the main business processes to foster consistency and cost efficiencies
(Ottenbacher and Harrington 2007). Such operations are based on global business
practices in a multicultural environment (Sledge ef al. 2008 in Chen ef al. 2012), which
makes them particularly complex and diverse. Innovative organisations therefore
attempt to find the right balance between standardisation, innovation and creativity in

order to foster adaptation and learning.
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Research on organisational learning and the learning organisation in the hospitality
industry, and in particular in the hotel industry, has subsequently been fairly scarce, and
very often focuses on individual learning and training, rather than on the more
generative perspective of organisational learning and the learning organisation. One
example would be the study of Adams and Waddle (2002), examining the evaluation of
individual learning and its impact on the organisation. They described the experiences
of a major hotel group, which had implemented a ‘virtual university’, and their process
of evaluating the impact individual learning had on the organisation. The conclusion
was that there is a considerable return on investment from learning activities such as a
‘virtual university’, suggesting a further integration of learning and individual
development into organisations’ overall strategy. Another example is the study of Harris
(2010), who examined the alignment of individual learning initiatives to an
organisation’s core purpose, using the case of another international hotel group. The
organisation had adopted a virtual leadership community, to share best practices and
deliver short training sessions on leadership. The outcomes of these initiatives were that
that training could be provided to a broader audience, therefore increasing the overall

number of learners without having to add additional trainers.

Although limited, there are a number of other studies that addressed organisational
learning and knowledge management in the hospitality industry. Wong and Pang (2003)
conducted a study in the hotel industry with the objective of identifying the job-related
motivators of creativity and innovation as perceived by managers and supervisors in the
hospitality industry. They argue that an organisation’s success in today’s business
environment is the ability to adapt to and manage the speed of change, which requires
both creativity and innovation — very much the same argument as used in most of the

organisational learning and learning organisation literature.

‘... executives responsible for hotel planning, operations and management must
be more creative and innovative than ever before as the hotel industry continues
to experience problems in a world recently relegated to exogenous shocks such
as foot and mouth in the UK, September 11, the Bali bombings plus the more
normal competitive structures of new destinations and new assets competing for

business.” (Wong and Pang 2003: 551)
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A similar argument addressing the need for organisational learning was also presented
by Teare and Bowen (1997), in their examination of ‘environmental scanning’, which
represents the managerial activity of learning about events and trends in the

organisation’s environment, in the context of the hotel industry.

¢

. the 1980s was a decade of turbulence for hotel companies. Inflation,
terrorism, recession, war, political upheaval, global airline restructuring and
the continued advancement of technology are but a few of the major events

influencing performance.’ (Teare and Bowen 1997: 274)

Although still traditional at times, hotels also have to stay in touch with change in the
environment, and show creativity in many areas, such as product innovation and on-
going customer-service improvements. Top chefs for example, such as Michelin-starred
chefs in top restaurants, are developing processes to drive fine dining innovation to
become more competitive (Ottenbacher and Harrington 2007). But another potential
dilemma of leaders in the hospitality industry is to balance a well-trained, motivated and
engaged workforce, while at the same time keeping the necessary flexibility allowing to
react to fluctuating business levels (Gjelsvik 2002). Hotels are often experiencing high
employee turnover rates, making it more risky for them to invest in continuous learning
and development. Traditional strategies selected by many hotels in the past were based
on adaptation to environmental factors, resulting in numerical rather than functional
flexibility with a considerable percentage of contingent workers. However, as argued by
Gjelsvik (2002), this approach neglects the potential for internal interaction and actions
to affect the external environment as proposed by Nonaka and Takeuchi’s (1995)
concept of the knowledge-creating company. Gjelsvik (2002) further states that °

knowledge is generated through organizational learning. Knowledge creation and
transfer of knowledge within the firm builds human capital ..." (Gjelsvik 2002: 33),
which would suggest that from an organisational learning perspective, hotels would
have to consider retaining a higher share of permanent full-time employees, and
recruiting more effectively from within through fostering stronger internal labour

markets, to create superior learning organisations.

Although not unique, the hospitality workplace is also characterised by a number of
other factors, such as has the general difficulties in recruiting, motivating and retaining

employees, leading to high turnover. This is often fuelled by the fact that employees
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often enter the industry with different expectations about the nature of the work, which
although being a very dynamic environment, on the other hand often requires long
working hours, as well as evening and week-end shifts (Brownell 2008). In addition to
the factors outlined by Gjelsvik (2002) above, the nature of work in the hospitality
industry is often unpredictable, typified by a considerable impact of environmental
factors and frequent crisis management. Such an uncertain employment context would,
on the face of it, appear to undermine the potential for certain pillars of the learning
organisation (e.g. shared mental models) to thrive. However, considering all those
factors, Brownell (2008) suggests that despite such problems the creation of learning
organisations can assist the industry in being more successful implementing strategic
plans. He observes that the hospitality industry has been one of the last to recognise the
benefits of flatter, team-based organisational structures that can potentially reduce
barriers to knowledge transfer. This would mean a move away from the traditional
framework of well-defined jobs, tasks and standard operating procedures, but rather
implementing more job flexibility to cope with the highly dynamic and unpredictable

environment:

‘While hospitality organizations are not unique in their frequent failure to
capture and tap into informal networks, the fast pace of events and the demand

for coordination make them one of the most challenging.” (Brownell 2008: 214)

One of the few studies that addressed the actual process of organisational learning
within the hotel industry is the writing of Yang (2004, 2009), who examined the
practices of knowledge capturing and organisational learning of two hotels in Taiwan.
He draws attention to the importance of individuals collecting and identifying useful
knowledge, the exploitation and useful application of this knowledge, the dissemination
throughout the organisation, and the subsequent conversion of this information into
valued organisational knowledge. He argues that organisations need to trigger the first

part of the process, knowledge capturing, if they want organisational learning to occur.

Another interesting study by Kwortnik (2006) outlined the argument that the hotel
industry only shows limited organisational learning. The study was not focused
primarily around organisational learning, but addressed the great service recovery of

hotel employees during the 2003 blackout in the North Eastern part of the United States.
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He highlighted the limited organisational learning of the hospitality industry to plan for

eventual future power failures.

When researching the literature around the concept of the ‘learning organisation’ in in
the hospitality industry, and in particular in the hotel industry, the evidence base
becomes scarcer still. A yearly publication by the American Society of Training &
Development (2010), the BEST Awards, is supposedly rewarding learning
organisations, and every year a number of hospitality organisations are included. But
the awards often address only parts of what a learning organisation is supposed to be,
such as for example guest service delivery or leadership development. A few studies
have been conducted, using learning organisation measurement tools in the hospitality
industry, such as the one by Moilanen (2005) who applies his measurement instrument
‘The Learning Organization Diamond’ to different business settings in order to validate
the tool — and one of the business settings was a hotel. His results actually showed that
the ‘Hotel Salpaus’ was a good example of an organisation that scored high on his
instrument; although the scores were overall well balanced between organisational and
individual learning, the organisational learning score was very strong compared to other
companies. Moilanen makes an interesting point here for the applicability of the
learning organisation concept in the hospitality industry: the way he describes the hotel
Salpaus (see Moilanen 2005: 83), the hotel does not seem to represent the typical more
traditional hotel characteristics, but is privately owned, has a stable ownership, makes
investment over time, and seems to enjoy good returns on investments. The hotel seems
to have a clear goal of exceeding customer expectations, but seems to have chosen a
path to reach this goal through employee satisfaction, rather than at the cost of it
(Moilanen 2005: 84). He also argues that the high organisational learning scores give a
good indication that leaders at the hotel have created an environment where

discussion is allowed and encouraged and means for change and learning are

provided’ (Moilanen 2005: §3).

Two more studies address the argument around creating learning organisations in the
hospitality industry. Akin, Aksu and Ozdemir (2005) explored organisational
dimensions that enable individual learning in hotel establishments, and stressed the
importance of a learning climate and culture in the learning organisation. Although they
talk about the learning organisation, most of their discussions revolve around optimising

individual learning. Bayraktaroglu and Kutanis (2003) analysed and evaluated the main
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perspectives on organisational learning, particularly in relation to the hospitality
industry. They argue that in today’s business world, the most valuable assets are
‘information’, ‘knowledge’ and ‘people’, which thus for them presents the perfect logic

to look at the concept of the learning organisation.

In summary, although organisational learning and the learning organisation have been
examined in a wide variety of contexts, industries and national cultures, there are only
few studies available that either addresses the hospitality industry, or the hotel industry
in particular, or where the hospitality industry was a research ground. One reason may
be the perceived difficulties in applying the learning organisation concept to this
industry, with issues such as high turnover posing potential barriers to the introduction
of learning organisation structures and practices. A number of hospitality organisations
are mentioned or have been described as learning organisations, but with the exception
of Moilanen’s (2005) ‘Hotel Salpaus’, there is little evidence of this concept actually
existing in this industry. Any further research within the hospitality industry around
organisational learning and the learning organisation would therefore contribute to
existing knowledge, by potentially developing a ‘learning organisation model’ for the
hospitality industry, and the hotel industry in particular. Although a small variety of
writers look at organisational learning and the learning organisation concept in the
industry, there does not seem to be one that brings all together and consolidates the
learning into one learning organisation model for the hospitality industry. This study,
investigating a hospitality company’s journey towards becoming a learning
organisation, and the skills that help leaders to create the conditions and structures
characteristic of a learning organisation, will make a further contribution towards

developing such a model in the future.
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Leadership in the Learning Organisation

Introduction

The learning organisation literature addresses in most cases the critical role of
leadership in putting in place structures to foster organisational learning, and in setting
up a climate of continuous learning on all levels of the organisation. Although, as
outlined earlier, Bass (2000) and Senge (1999) adopt a rather unitarist view of the
leadership skills needed to build and maintain learning organisations, other writers
clearly recognise that wider organisational, political, cultural or environmental factors

cannot be ignored.

Researching the literature for leadership in learning organisations is not an easy
undertaking. When looking at recent leadership studies in general, the abundance of
writings is simply overwhelming. A better approach was to identify first a number of
studies that linked leadership explicitly to organisational learning or the learning
organisation (e.g. Bass 2000, Chang and Lee 2007, Ellinger et al. 1999, Slater and
Narver 1995, Senge 1999/2006, Richardson 1995, Antonacopoulou 1999), and
complement this with references to leadership from more generic studies of
organisational learning and the learning organisation (e.g. Elkin ef al. 2011, Goh 1998,
Senge 1990, Pedler ef al. 1997) and with a number of targeted writings by different
authors about ‘new’ leadership paradigms in general (e.g. Bass 1997, Mumford et al.

2000, Hunt 1999, Marquardt 2011).

In a subsequent step, the various writings were analysed based on what kind of
leadership attributes they described. A number of writings outlined the overall ‘roles’ of
leaders, others addressed more defined ‘skills’ and/or ‘styles’, and some addressed
particular ‘attitudes’ or ‘mind-sets’ leaders should have. Although the review in this
chapter has been structured around those four categories, there certainly is considerable
overlap between each group, with some writings potentially fitting into several
categories, and linking to each other. From a theoretical perspective, it therefore is
difficult to clearly support those distinctions, other than ‘mind-sets’ that look at

leadership really from a different and softer perspective.

The majority of writings that were connected with organisational learning and the

learning organisation, also outlined the impact leadership potentially has on those
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concepts. Another item that differentiated the various writings was the level of
leadership it addressed: half the studies mainly described leadership skills or roles of
senior leaders, executives, top management or even the CEO. These writings were very
often concerned with the impact senior leaders had on the creation and maintenance of a
learning organisation (e.g. Popper and Lipshitz 2000, Richardson 1995, Vera and
Crossan 2004), whereas the other half of writings were more concerned with generic
leadership skills for leaders at all levels — supervisors, managers and senior leaders (e.g.
Mumford 1995, Mumford et al. 2000, McGill et al. 1992, Tannenbaum 1997, Eraut et
al. 1997).

A detailed table outlining the above analysis is available in Appendix 2.

Managers and Leaders

Although the debate about ‘managers vs. leaders’ is outside the scope of this study, this
short section might be helpful in understanding how the researcher uses the terms in the
context of the study. This debate has been extensively written about, with extremes
ranging from the perspective that the terms are different with managers focusing on
control and leaders on getting people to follow, to the point of view that there is no
difference between terms such as ‘management’ and ‘leadership’, or that leaders can

exist on all levels of an organisation.

A number of writers explicitly differentiate between what ‘managers’ and ‘leaders’ are
(e.g. Zaleznik 1992) in terms of the former for example being driven by a more narrow
purpose and the latter by focusing on broader strategies and goals. Cordes and Ibrahim
(1996) follow a similar argument, and list a number of different characteristics for
‘managers’ and °‘leaders’, but make an interesting point that ‘To be an effective
manager, an individual must first be a leader’ (Cordes and Ibrahim 1996: 41). They
argue that the main difference between a ‘manager’ and a ‘leader’ is that the more
technical managerial skills come with the job role, but that leadership had to be earned.

In their view, a manager must know how to manage and lead as well.

Another strand of thought is that ‘managers’ simply evolve to become ‘leaders’, and
that ‘leadership’ plays an important part for both roles (e.g. Archambeau 2005). The
most marking career passage according to Archambeau (2005) is the one from

individual contributor to team manager, where the need for leadership increases
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significantly. As an individual moves up higher in the organisation, to what
Archambeau (2005) calls functional managers and top-level leaders, this need for
leadership further increases. In essence, Archambeau (2005) uses the terms ‘manager’
and ‘leader’ as a progression, but with both roles requiring a growing need for

leadership.

Although there is a lack of consensus between the different writings, the emerging
theme is that the responsibilities of managers are more technical and tactical, and those
of leaders more emotional and strategic (for more details about differing
responsibilities/characteristics see e.g. Cordes and Ibrahim 1996). Figure 1 below

outlines how the various terminologies and meanings that are used within this study.

Theoretical Model Case Study Organisation

Individual
contributors

Hotel Middle Managers | e.g. Banquet Manager, Front
Office Manager, etc.

Hotel Senior Leaders e.g. Catering Director, HR
Director, General Manager

Manager

Progression

responsibilities

Leader
Leadership

Corporate Leaders e.g. Corporate Directors,
Vice Presidents and above

Figure 1 — Managers and Leaders

The study therefore does not adopt a ‘leaders on all levels’ perspective, but rather
defines ‘leaders’ from a more hierarchical and organisational perspective, focusing on a
group of individuals whose work includes manager and/or leader responsibilities. There
is a progression from the responsibilities of an individual contributor, to manager and
leader, and a growing need of leadership in the latter two. In the context of the case
study organisation, this group of ‘leaders’ would therefore include the middle
management and senior leadership team in the hotels, as well as the Corporate
leadership team. Although writers such as Senge (1990) argue that leadership should
not belong to a specific group of people at the top of the organisation only, but should
be distributed to ensure that everybody can be accountable for leadership in his or her

area, this study does not fully subscribe to this view but views leaders as a more narrow
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group as outlined above. This is an important point, as it has subsequent methodological

implications for this research.

Leadership roles

Table 4 summarises the findings of such writings with regard to the different roles of
leaders in learning organisations. Studies following this theme concentrate on what
leaders in learning organisations should (or actually) do. Many writers outline the
importance of leaders in creating structural foundations to ensure that individual
learning translates into group and organisational learning. As described by writers such
as Popper and Lipshitz (2000), this role applies mainly to more senior leaders in an
organisation, who are in a position to create organisational learning mechanisms and
structures to shape a learning environment and culture. Similarly, according to Goh and
Richards (1997), organisational learning happens only if the organisation is
appropriately structured and managed. On the other hand, those writers who emphasise
the role of leaders in promoting systems thinking (e.g. Senge 1990, Marquardt 2000),
believe that such roles can be fulfilled by leaders at all levels of the learning

organisation — not just at the top of the hierarchy.

The role of creating a learning environment is the most widely mentioned, but also the
broadest role of leaders within the literature on learning organisations. Antonacopoulou
(1999) describes the leader as a ‘learning manager’, based on the argument that
managers need to recognise the need for learning and engage actively in learning as
well. Their role is to create an environment that not only facilitates learning, but also
encourages and rewards it. Role modelling of learning is being mentioned frequently,
along with the need of leaders to champion learning and show enthusiasm for learning
and development (e.g. Mumford 1995). Leaders that show a high level of learning
agility, meaning that they have the ability to learn easily, spend time to gain self-insight
and continue their own personal development, are seen as effective role models for
other employees to follow. Senge (1999) perceived such modelling to be important due
to the reluctance of many people to engage with learning for fear of being perceived as
inadequate. As he put it: ‘To be a real learner is to be ignorant and incompetent. Not
many top executives are up for that’ (Senge 1999: 12). The same argument is presented
by Watkins and Marsick (1996), who recommend looking for leaders in learning

organisations who model and support learning at the individual, team and organisational
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level, as they in general ‘... think strategically about how to use learning to create

change and to move the organization in new directions or new markets’ (Watkins and

Marsick 1996: 7).

Building shared visions is one of Senge’s (2006) five disciplines of the learning
organisation, with the goal of fostering commitment rather than compliance from
people. This again seems to be one of those roles that would be attributed to more
senior leaders in an organisation, who are visionaries, can build a motivating vision and
subsequently roll-out this shared vision in the organisation. On the other hand,
Marquardt (2000) also stresses the broader role of managers in general to help building

a shared vision and inspire others to follow this vision.

Other writers have argued that great leaders develop people around them (e.g. Slater and
Narver 1995), and foster the development of a strong leadership pipeline in the
organisation. With leadership being one of the building blocks of the learning
organisation (Goh 1998), this development function is regarded as a crucial role for
leaders. Developing others, and especially developing other leaders, is described in
parts of the literature as demanding a shared approach to leadership, a culture of
distribution of leadership at all levels, and the willingness of leaders to give up power
(McGill et al. 1992). Senge (1990) describes this role as ‘leaders as teachers’,
emphasizing the importance of coaching others, facilitating their development and
guiding them to potentially restructure their view of reality and try to solve old
problems with new approaches. The idea being presented by these writers, therefore, is

that a leader in a learning organisation needs to develop others as well as themselves.

The leader’s role in fostering innovation and change is also a popular theme in a
number of writings. In his description of the leaders in the 21st century, Marquardt
(2000) stresses the importance of creating an environment where people are allowed to
take risk and are allowed to experiment, without fear of punishment. In this view,
leaders have to be able to tolerate mistakes when individuals are applying new skills
during learning periods, but have to balance this as well with the need to maintain high
customer service scores and a high quality of service overall (Tannenbaum 1997). Also
part of this role is the leader being a change agent (Marquardt 2000), being competent
in creating and managing change, and therefore be able to influence others to look for

continuous improvement as well.
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The last leadership role commonly referred to in the learning organisation literature
revolves around the creation of a culture of trust, and being a servant leader (e.g. Popper
and Lipshsitz 2000) or steward (Senge 1990). Servant leaders serve first and then lead,
are stewards for the people they lead, and often work for a larger purpose beyond
themselves, and even the organisation. Steward leaders are value driven and inspire
trust, a theme that will be referred back to again a little later in this section on
‘Leadership in learning organisations’. In terms of the learning organisation, Senge and
Kofman (1993) argue that learning organisations are built by communities of servant
leaders, who are leaders that serve others as well as a higher purpose, are both idealist
and pragmatists, and are highly practical. Servant leaders choose to serve first and then
lead, and move people to a higher-level self-awareness by actually leading people at a
higher level (Serrat 2009). The philosophy of servant leadership goes back to Robert
Greenleaf in the 1970’s, and is supported by a number of well-known authors such as
Blanchard, Covey, DePree, Senge and Wheatley (Serrat 2009). The principal role of a
servant leader is to serve followers, and to support and develop them to their fullest
potential. Developing such leadership skills in people is a lengthy process, and not
every manager would feel comfortable with this kind of leadership. Therefore, Senge
and Kofman (1993) argue that putting more emphasis on recruiting leaders with those

capabilities, and have role models in the organisation, will make a difference.

The table below summarises the key themes in the above discussion, and provides an

overview of the leadership roles most prominent in the learning organisation literature.

Key words Roles Writers
Structure Create structural foundations; leaders as Popper and Lipshsitz
and systems  designers; systems thinkers; provide structures  (2000), Senge 1990,
and systems that facilitate learning Marquardt (2000), Gephart
et al. (1996)

Learning Create a learning environment; role model Antonacopoulou (1999),
environment enthusiasm for learning; provide learning and Goh 1998, Mumford

development opportunities; integrate learning;  (1995), Marquardt (2000),

champion learning; Gephart et al. (1996), Eraut
teacher/mentor/coach/learner; role model for (1997), Watkins and
learning; create a learning climate Marsick (1996)

Shared Establish a shared vision; visionary and vision-  Slater and Narver 1995,
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vision builder Marquardt (2000)

Develop Developing People; staff developer; leaders as  Slater and Narver 1995,

people teachers Eraut (1997), Senge 1990

Innovation Change agent; innovator and risk taker; allow Marquardt (2000), Gephart

and change for creativity and innovation and et al. (1996)
experimentation

Servant and  Create a culture of trust; servant and steward; Popper and Lipshsitz

steward leaders as steward (2000), Marquardt (2000),

Senge (1990), Senge and
Kofman (1993), Serrat
(2009)

Table 4 — Proposed ‘Roles’ of leaders in learning organisations

Leadership skills

Most writers describe leadership in terms of ‘skills’, and the list of eighteen proposed
skills distilled from the literature can be found in Table 5 below. Again, some of those
skills overlap with, or are actually a critical component of, some of the above-
mentioned roles, but are listed individually below for analysis purposes. A number of
the skills are also associated with either the roles of leaders discussed above, or styles of
leadership following later. Popper and Lipshitz (2000) for example argue that research
evidence about leadership in organisations has shown that transformational leaders are
better at creating structural foundations for organisational learning and creating a
culture of trust, where employees are allowed to experiment and make mistakes.
Accordingly, they claim that this type of leadership is characterized by leaders that have
strong values and the ability to influence through them, motivate others through
inspiration, constantly evaluate and if necessary challenge the status quo, and are able to
relate to each of their team members as individuals, coaching and developing them. The
importance of influencing is also emphasised by Senge (1999) who argues that ‘learning
leaders’ should articulate guiding ideas, and subsequently influence others through
those ideas. Challenging the status quo is also picked up as a skill by Bass (2000),
underlining that intellectual stimulation is needed to create a culture of innovation and
creativity, where individuals can question the status quo and come up with new ideas on

how to solve old problems.
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Coaching is seen as another key skill said to be characteristic of the modern, more
transformational leader, and the ability to give good and rich feedback (Bass 2000) and
pass on what they have learned through coaching and mentoring (Marquardt 2000), is
described as being crucial to fostering learning and develop individuals (Bass 2000).
Coaching is a powerful skill for leaders not only to develop existing skills in people, but

also to develop skills that they might need in the future (Ayupp and Perumal 2008).

Entrepreneurship skills, or the ability to recognise opportunities, allocate resources and
create value with it, and market orientation, or the ability to learn from customers and
competitors, are also seen as key for the more transformational and facilitative leader in
today’s complex and ever-changing environment (Slater and Narver 1995). Other skills
associated with this style are the ability to empower others, as exemplified for some by
the former General Electric CEO, Jack Welch, who was described as being successful at
empowering his management teams to run their own business (Slater and Narver 1995),
representing an important departure from the more control-command style of leadership
and management towards a facilitate-empower style (Ellinger et al. 1999). Another
interesting, and often neglected, skill identified in parts of the literature includes the
ability to un-learn potentially detrimental practices from the past (Slater and Narver
1995), allowing transformational leaders to keep up with change and inspire others

around them.

Mumford et al. (2000), examining the leadership skills required for today’s changing
world, argue for a ‘skill-based’ leadership model, and that effective leadership
behaviour depends upon the leader’s ability to solve complex social problems that arise
in organisations. In this view, skills required therefore are problem-solving skills, social
judgement and social skills, as well as a range of knowledge of the job, organisation,

and the business and people in general.

Another key skill set that is sometimes described as important is communication,
assisting transformational and facilitative leaders in inspiring others (Ellinger et al.
1999). This does not only address verbal communication and the way one expresses him
or herself, but also stresses the importance of being a good listener, as proposed by

Brownell (2008):
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‘We propose that leaders who focus on effective listening are best able to
establish learning environments and are subsequently in the best position to

implement the strategic plans that will facilitate high performance.’ (Brownell

2008: 215)

In this view, leaders that are good listeners promote and create trust with and between
employees, therefore fostering a learning environment that allows for knowledge

transfer, which is one of the basic processes of a learning organisation.

A leader’s ability in relation to self-learning has already been stressed, and one of the
critical skills for this process is self-insight. Leaders have to have a good understanding
of their own motivations and of themselves, before they can lead others (Mahoney
2000). High levels of self-insight and self-knowledge, or emotional intelligence as it is
also called today, are also described in the literature as underlying characteristics of
transformational leaders. Leaders in learning organisations should have high levels of
emotional intelligence, as they will be looking for results that don’t only benefit
themselves, but also others and the wider organisation, and will foster participative
decision making, which is also in most descriptions a key cornerstone of the learning

organisation (Scott-Ladd and Chan 2004).

Systems thinking and the ability to build shared visions have also been mentioned
above as often-cited key roles of leaders, and a number of writers add this to their lists
of key skills for learning organisation leaders. Systems thinking has really two sides: on
one side, leaders should be able to see the whole rather than the parts and be able to
recognise how things are interrelated, and on the other side foster this thinking in others
and ensure that everybody around them can see the bigger picture as well (Senge 1990).
It is also one of the key skills associated with generative learning (McGill et al. 1992).
Being a visionary is described as the skill of creating a shared picture of the future,
resulting in commitment rather than compliance. The more people share this vision, it is

claimed that the more real it will become, and the more people want to achieve it (Senge

1990).

The last two skills in Table 5 were only mentioned by Ayupp and Perumal (2008),
mainly in the context of many managers feeling today that they have not received

enough or the right training to develop the skills they need in the future. The skills they
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are addressing relate to being inspiring and motivating, which was also mentioned by
other writers, as well as teambuilding and selection - two very interesting skills required
by leaders in learning organisations attempting to foster deeper or transformational
change. Whether teambuilding can be considered a specific skill, or represents a set of
skills such as communication, conflict resolution, motivation, influencing and others, is
debatable within the literature, but its importance in this context is not. Selection is a
key skill of leaders, and often gets neglected or is viewed as a HR specialist skill.
Organisations depend heavily on the quality of their people to achieve their strategic
objectives, and leaders are generally entrusted with the crucial task of ensuring that they
recruit the right calibre of employee that will fit the organisation’s culture, and that can

add value to the organisation overall.

The table below summarises the leadership skills that feature most prominently in the

learning organisation literature.

Skills Writers ‘

Influencing Popper and Lipshitz (2000), Senge (1999)

Motivating and inspiring Popper and Lipshitz (2000), Bass (2000), Ayupp and
Perumal (2008)

Challenge status quo Popper and Lipshitz (2000), Bass (2000), Bayraktaroglu and
Kutanis (2003), Senge (1999)

Relating to others Popper and Lipshitz (2000)

Coaching Bass (2000), Ayupp and Perumal (2008), Ellinger ef al.

(1999), Slater and Narver (1995), Goh (1998)

Learning from others Slater and Narver (1995), Bayraktaroglu and Kutanis (2003),
Ellinger et al. (1999)

Entrepreneurship Slater and Narver (1995)

Empower Slater and Narver (1995), Ellinger et al. (1999)
Un-learning Slater and Narver (1995)

Problem-solving Mumford et al. (2000)

Social judgement skills Mumford et al. (2000)

Social skills Mumford et al. (2000)

Communication Ellinger et al. (1999), Brownell (2008)
Self-insight Mahoney (2000), Scott-Ladd and Chan (2004)
Systems thinking Senge (1990), McGill et al. (1992)
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Visionary Senge (1990), Slater and Narver (1995)

Teambuilding Ayupp and Perumal (2008)

Employee selection Ayupp and Perumal (2008)

Table 5 — Proposed ‘SKkills’ of leaders in learning organisations

Leadership styles

A number of writings in the organisational learning and learning organisation literature
did not address a specific skill for leaders, but instead a higher-level style of leadership.
These leadership styles overlap with and include components of both different
leadership skills as well as roles, as outlined earlier in this chapter. Some of the authors
argue for a single style (e.g. Popper and Lipshitz 2000), others for the use of a
combination of styles (e.g. Vera and Crossan 2004) based on a number of contingent

factors.

As emphasised by Senge (1990), it has often been argued that organisations need to
adapt to the ever-changing environment, and leaders therefore need to motivate others
to learn and adapt to those changes. It is this kind of adaptability to change that is
characteristic of a learning organisation, and it is transformational leadership that relates
to the creation and maintenance of such organisations (Bass 2000). Transformational
leadership represents a paradigm shift from the traditional leadership of ‘doom and
gloom’ as described by Hunt (1999), and is strongly associated with the creation of
organisational learning mechanisms and structures, and with the shaping of a learning
culture and a culture of trust (Bass 1985, cited in Popper and Lipshitz 2000: 141).
Transformational leadership is characterised by the ability of leaders to motivate others
through inspiration and to share their knowledge enthusiastically, by leaders having
strong values and influencing through them, by the ability to constantly challenge the
status quo and stimulate others intellectually, and by relating to team members as
individuals, coaching and developing them (Popper and Lipshitz 2000).
Transformational leaders are characterised as charismatic and adept at inspiring others
to go beyond their own goals towards the larger goals of the organisation or even
beyond, as well as at creating and translating visions and missions into action (Bass
2000). In summary, the argument goes that transformational leadership in organisations
fosters an inclination for building shared visions, personal mastery and systematic

cooperation, which all are part of Senge’s (2006) five disciplines of the learning
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organisation. Moving towards becoming a learning organisation can be viewed as a
transformation, and therefore it can be argued that without transformational leadership,

this goal would be difficult to achieve (Chang and Lee 2007).

Transactional leadership is often mentioned alongside transformational leadership in the
organisational learning and learning organisation literature. Transactional leaders focus
more on the exchange benefit, or transaction, give clear direction, set goals and
subsequently either reward or punish for achievement or non-achievement (Bass 2000).
In Bass’s view, the transformational-transactional leadership paradigm is universal, and
can be observed in a number of organisations and cultures (Bass 1997). The majority of
writers stress the importance of transformational leadership in creating and maintaining
learning organisations, but also advocate a combined approach using behaviours from
both styles. Bass (2000) argues that improving leadership skills means reducing the
more directive transactional leadership and increasing the transformational leadership

behaviours that inspire trust.

The overall theme in the leadership literature is that the traditional leadership paradigm
with the charismatic forceful commander-leader has waned in popularity, and the new
transformational and facilitative leader has accordingly become more prominent (Slater
and Narver 1995). From a facilitative leadership perspective, managers are facilitators
of learning in a learning organisation, which represents a marked departure from the

control-command style of management:

¢

. adopting a new role identity as coach and facilitator of learning is a
necessary phase of this transition in companies that are aspiring to become

learning organisations.’ (Ellinger et al. 1999: 113)

Facilitative leaders are seen as good communicators, and are skilled at encouraging
others to learn and develop themselves. Leaders in learning organisations become the
key developers of their employees, and together with learning and development
specialists in their respective organisation, they will be able to create a broader learning

infrastructure where learning is continuous and on all levels (Ellinger ef al. 1999).

A number of other leadership styles are mentioned in the organisational learning and
learning organisation literature, but have not received the same interest such as

transformational, transactional and facilitative leadership. Hunt (1999) stresses the
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importance of charismatic leadership, with leaders using their personality, grace and
charm instead of power and authority to lead. Elkin et al. (2011) build on the same
argument when examining the building of learning organisations in China. They argue
that charismatic leadership, along with transformational leadership, by Chinese
managers shows positive results on Senge’s (2006) five disciplines of the learning
organisation. Antonacopoulou (1999) proposes the concept of the ‘learning manager’,
based on the argument that managers need to recognize the need for learning and
engage actively in learning as well. Their role is to create an environment that not only

facilitates learning, but also encourages and rewards it.

Richardson (1995) refers to ‘situational leadership’, exploring the variations of
leadership skills needed by a learning organisation leader based on the learning context
within the respective organisation. He argues that organisations with more self-
organizing learning networks need leaders with softer, more political, social and
cultural approaches; whereas organisations with a more classically administered and
directed learning context require more skilful and planned approaches. He also
concludes that in a successful learning organisation, leaders will be required to pay
attention to both the hard and soft learning contexts. A number of other writers have
addressed this more ‘contingent’ approach to leadership, which is addressed later in this

section.

Styles Writers

Transformational leadership Popper and Lipshitz (2000), Bass (1997), Bass (2000), Chang
and Lee (2007), Slater and Narver (1995), Hunt (2000), Vera
and Crossan (2004), Elkin et al. (2011)

Transactional leadership Bass (1997), Bass (2000), Chang and Lee (2007), Vera and
Crossan (2004)

Facilitative leadership Slater and Narver (1995), Ellinger et al. (1999)

Charismatic leadership Hunt (1999), Elkin et al. (2011)

Learning manager Antonacopoulou (1999)

Situational leadership Richardson (1995)

Table 6 — Proposed ‘Styles’ of leaders in learning organisations
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Leadership mind-sets

A number of different ‘mind-sets’ in leadership can also be identified in the literature,
which are worth noting here as they form a common theme across most writings. It is of
course true that there is a degree of overlap between these mind-sets and the styles,
skills and roles discussed above but they really present a different perspective of
leadership. However, as the following concepts are described in the literature, they tend
to refer more to an over-arching approach or outlook that encompasses styles, skills and
roles but cannot be reduced to any of them. Garratt (1991, cited in Mullins 2005)
outlines the problem of senior leaders saying one thing, but doing another, and although
the often say that ‘people are our principle asset’, they do not regularly behave that way.
He further argues that in order for an organisation to learn, and create a climate
conducive to learning, there has to be a willingness by leaders to foster learning on all
levels of the organisation (Senge 1990), and to give up power, share leadership with
leaders at all levels in the organisation, and ensuring that this happens across the
organisation (e.g. McGill et al. 1992, Goh 1998, Mahoney 2000). In this view,
leadership should not belong to a specific group of people at the top of the organisation
only, but should be distributed to ensure that everybody can be accountable for
leadership in his or her area. Distributed leadership will foster an environment where
everyone can participate and contribute, and freely develop and share ideas and
knowledge. Senge (1996) for example argues that the roles of Leaders as Designers,
Teachers and Stewards should apply to leadership on all levels, and that hierarchical
authority will not resolve today’s most prominent and pressing societal issues. He goes
on to underline that learning organisations cannot tolerate people with traditional
leadership perceptions, but have to be made up of a mix of different people, who can
lead differently. This potentially touches again on the debate how ‘leaders’ are defined,
and whether one subscribes to Senge’s view of ‘leaders on all levels’. This debate is
outside the scope of this study, but as a reminder, and as outlined earlier in this section,
this study views ‘leaders’ from a more hierarchical perspective, considering a more

narrow group with specific manager and leader responsibilities at work.

Another frequently discussed area is the leaders’ mind-sets towards tolerating mistakes,
and creating a climate of trust and openness (e.g. McGill et al. 1992, Tannenbaum
1997, Nevis et al. 1995). Within this line of discussion, in an environment where

employees are not allowed to experiment, and where failure is consistently punished,
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there will be no room for creativity and innovation. Leaders need to balance the
pressure for high quality services and products with the need to let people make
mistakes, if they want to foster a learning environment. This is thought to be especially
important during induction and learning periods, when individuals are applying their
newly learned skills (Tannenbaum 1997). Ottenbacher and Harrington (2007) came to
similar findings, outlining the Michelin-starred chefs’ willingness and demonstration to
make trial and error a part of their regular daily routines in order to drive innovation and
learning, and the importance of hospitality leaders to support the creation of such
cultural norms supporting the innovation process (Ottenbacher and Harrington 2007:

456).

Another quality of leaders said to be important in a learning organisation context is the
willingness to collaborate and share knowledge and learning (e.g. Senge 1999, Nyhan
2004). It is argued that leaders need to establish a supportive work environment, where
they and everybody else is sharing their learning and is genuinely interested in the
development of others. Leaders who hold back their knowledge in the mistaken believe
that this will foster their individual power and authority, cannot be successful
contributors in an organisation moving towards becoming a learning organisation.
Along with this goes the leaders’ attitude for self-reflection, the willingness and ability
to seek feedback, and for accepting that everybody has room for improvement and
learning (McGill et al. 1992). Or as Senge (1999) put it: ‘To be a real learner is to be
ignorant and incompetent’ (Senge 1999: 12).

Having the right mind-sets seems to be an important starting point for leaders, before
any more hard skills, to be successful in an organisation that is aspiring to become a

learning organisation.

Contingent view of leadership

Richardson’s (1995) idea of situational leadership has been adopted by a number of
other writers, who argue for a contingent approach to leadership. Being advocates of
transformational leadership, Popper and Lipshitz (2000) for example note that
leadership alone may not be enough to increase organisational learning, as other factors
are at play as well, such as structural and cultural aspects. According to Hofstede

(2001), people in more collectivist countries for example, such as Latin America, China
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or Indonesia, tend to have a stronger attachment to their organisations, and some
evidence suggests that, on average an individual’s goal is often subordinated to the
group’s goal. This is in contrast with the more individualistic cultures of a number of
Western countries, where individuals place more importance on their own achievements
and personal rewards (Hofstede 2001). Within this context, transformational leaders,
emphasizing the importance for subordinating individual needs to the group’s or the
organisation’s need, would normally be more effective in collectivist cultures than
individualistic or transactional leaders (Jung and Avolio 1999, cited in Popper and

Lipshitz 2000).

Vera and Crossan (2004) look at the combination of transformational and transactional
leadership, and argue that a number of external contingency factors influence top
management’s choice of leadership style, such as the environment, previous firm
performance, and the stage of organisational life. In their view, transactional leadership
for example may be more appropriate in times of crisis and high risk, whereas
transformational leadership would a better choice in turbulent times where leaders need

to motivate and influence stakeholders to overcome resistance to change.

As can be seen in the above section on ‘leadership in learning organisations’, most of
the writings are rather prescriptive, and pragmatically concerned with roles, skills,
styles and attitudes that will foster organisational learning and contribute to the creation
and maintenance of a learning organisation. With the exception of a few, this
prescriptive literature makes only little reference to contingent factors of leadership, and
seems to assume that leadership skills are fairly general for learning organisation
leaders. But when looking at the concept of the learning organisation, and the fact that
most of the literature describes it as a ‘journey’ or ‘transformation’ towards becoming a
learning organisation, then it seems likely that every organisation will be faced with
different, individual challenges on this journey. Some organisations may need to
overcome conflict-inducing internal power relations, whereas others need to create a
new vision. Coopey (1995) for example draws attention to political activity in learning
organisations, and uses Glidden’s framework of structure and agency to outline the
issues of power, control and regulated access to knowledge in learning organisations.
Such issues will require different skills, knowledge and abilities of leaders to be
successful. Every organisation will be different, will have to take a different path in

order to move towards this ‘ideal’ of becoming a learning organisation, and may need
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different leaders with different leadership skills to get there. The other question that one
has to ask is whether leadership skills would differ between the CEO and top
management, and the leaders and middle managers across the organisation? Are
different skills needed for those leaders who are building and structuring the learning

organisation, versus the ones that will be contributing and maintaining it?

Thus, what the literature suggests is that the impact that leaders can have on the creation
of a learning organisation can therefore either be constrained or enabled by the broader
organisational environment, and a whole range of different managerial or leadership
skills are likely to be necessary. It is important to obtain a better understanding of how
the specifics on an organisational context impact upon the skills, values and attributes
required of leaders in the movement towards becoming a learning organisation. In this
sense, this is one of the areas in which this study aimed to make a contribution.
Extending the line of argument presented by the authors outlined above. Recruiting and
developing the right leaders with the right knowledge, skills and abilities, or developing

those skills in existing leaders, will be a crucial activity for learning organisations.

Going back to the example of the Swiss Postal Service highlighted in the Introduction
chapter: we might ask what kind of leaders should the organisation have hired, and what
skills, roles or mind-sets should they have, or have developed, to make the

organisational development interventions more effective and fruitful?
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Conclusion

The relevant literature presents a picture where the drivers for organisational learning
and the learning organisation have not changed much over the past three decades, and
one could argue that they have become even more important in view of the further
accelerated pace of technological advances, the even more globalised world of today,
and the general uncertainty the global economic crisis created over the past years. This
study therefore started from the position that, in light of these heightened uncertainties,
the learning organisation is still a pertinent concept — perhaps more so than ever before

— given its professed focus upon the capacity of organisations to adapt to change.

As presented earlier, the literature in the area of the learning organisation is mainly
prescriptive, and a number of frameworks are available. The review narrowed down the
choice to three main writers, considering the learning organisation frameworks of Senge
(2006), Pedler et al. (1997) and Watkins and Marsick (1993), along with the seminal
work on organisational learning by Argyris and Schon (1978). Senge’s (2006) approach
to the concept of the learning organisation is built on five dimensions that are vital to
build organisations that can truly learn, which he calls the five disciplines. Pedler,
Burgoyne and Boydell (1997) have looked at the concept of the learning organisation
from a more European perspective, and have given the concept a less mechanical
meaning by changing the terminology of ‘organisation’ to ‘company’. The learning
company is described as a journey, with a number of maturity stages, based on eleven
characteristics that need to be developed on the way. Watkins and Marskick’s (1993)
model is not very different from the other two, emphasising the importance of
continuous learning, participation, empowerment and autonomy. They also reiterate that
the learning organisation is an ideal, and a never-ending journey. Argyris and Schon
(1978) look at the concept from a process perspective, and describe how learning on a
different level fosters organisational learning. A variety of framework are available, and
there is still little consensus on a common definition of either organisational learning or
the learning organisation. For the purpose of this study, the approach of Watkins and
Marsick (1993) will be used to frame the learning organisation context. It represents a
very comprehensive and integrative framework of the learning organisation (Yang et al.
2004), with a clear distinction between the levels of learning, and with a measuring tool

that was developed and validated based on several years of research (Tsang 2003). The
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research also takes the stance that the learning organisation is not a definitively
achievable outcome, but a goal towards which organisations should strive if they aspire

to cope with continuous change.

There is also little consensus in the literature regarding how to measure organisational
learning or the learning organisations, with a number of writings not only using
different frameworks, but also looking at them from different perspectives. Several
instruments have been developed over the past years, some with tested levels of validity
and reliability (e.g. Tannenbaum 1997, Watkins and Marsick 1998), and others that
remained untested. In view of using the learning organisation framework of Watkins
and Marsick (1993), this study also benefits from the ‘Dimensions of the Learning
Organization Questionnaire’ developed by the same authors, designed to measure an
organisation’s learning culture. This will inform the quantitative aspect of this research,
establishing baseline data about the current situation of the case study organisation

used.

The importance of leadership has been emphasised by a number of writings, describing
a number of different, but also overlapping leadership roles, skills and styles, as well as
leadership mind-sets conducive to organisational learning or the development of a
learning organisation. There are some common themes that can be identified, but there
is still little consensus of what makes a successful leader in a learning organisation. The
literature is also not very clear about the distinction between skills of senior leadership,
or an organisations CEO, and other managers and leaders across the organisation. In
addition, only few writings seem to address the ‘contingent’ nature of leadership, based
on a number of organisational and environmental factors. Coopey (1995) for example
draws attention to political activity in learning organisations, and uses Glidden’s
framework of structure and agency to outline the issues of power, control and regulated
access to knowledge in learning organisations. Such issues may well require different
skills, knowledge and abilities of leaders to be successful. Another example is
Richardson (1995), who explores the variations of skills needed by a learning
organisation leader based on the learning context within the respective organisation. He
argues that organisations with more self-organizing learning networks need leaders with
softer, more political, social and cultural approaches; whereas organisations with a more
classically administered and directed learning context require more skilful and planned

approaches. He also concludes that in a successful learning organisation, leaders will
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require to pay attention to both the hard and soft learning contexts. And as a last
illustration of the ‘contingent’ view of leadership, although Bass (2000) argues that the
successful leader should adopt transformational leadership to create and maintain a
learning organisation, Vera and Crossan (2004) explored the impact of different
leadership styles on organisational learning, in particular focusing on the role of the
CEO and top management in an organisation. They concluded that different leadership
styles, in their context either transformational or transactional, could be successful to
drive organisational learning depending on a number of contingency factors, such as the
political or economic environment, past business performance or the stage of

organisational life.

The impact leaders and managers can have on the creation of a learning organisation
can therefore either be constrained or enabled by the broader organisational
environment, and a whole range of different managerial or leadership skills are likely to
be necessary. Based on this insight, this study will attempt to answer a number of

research questions:

*  What barriers and challenges do leaders within the hotel industry face in the
process of moving towards becoming a learning organisation (e.g. politics,
resistance to change, organisational culture, other leadership, lack of
commitment, funds, etc.)?

*  What leadership skills are conducive to the creation of the conditions and
structures characteristic of a learning organisation within the hotel industry?

* Are those leadership skills influenced by the wider organisational context (e.g.
culture, power relations and organisational structures) or environmental factors

(e.g. economy, competition)?

But there also is a strong sense that the concept of the learning organisation suffers from
a number of conceptual flaws. The rather prescriptive literature of the learning
organisation for example argues that there is a need for all organisations to embark upon
the journey of becoming a learning organisation, but there are a number of organisations
that are not looking to compete based on the ‘high skill / high quality’ model, and that
are therefore not seeking continuous improvement and innovation (see e.g. Ashton and
Green 1996, Keep 2000, Keep and Rainbird 2000). In some organisations, the current

structure may not allow for the creation of a learning organisation (e.g. Keep and
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Rainbird 2000), in others the culture and climate may put additional barriers to
organisational learning in place (e.g. Eraut er al. 1997, Slater and Narver 1995).
Another problem, particularly with Senge’s (2006) view of the learning organisation, is
the reification of the organisation, presenting the abstract concept of an organisation as

¢

a concrete entity that has ‘...an existence beyond the level of the individuals who are the
units of its constitution’ (Hughes 2000:9). Overall, it is therefore important to consider
the broader organisational context and potential institutional environment, in which
organisations are operating, as these are often neglected in the classical learning
organisation literature. It is important that one is aware of these potential limitations that
might impact the work of academics and practitioners, in particular when examining
relationships between variables such as leadership skills and the learning organisation.
This research therefore does not assume a unitarist view that all organisations should
become learning organisations, but looks at a case study organisation that has embarked
on the journey of becoming one, and uses a learning organisation framework in order to

assess what skills can help leaders to create the conditions and structures characteristic

of a learning organisation.

*  How successful have leaders in the case study organisations been to overcome
some of the barriers and critiques raised about the concept of the learning

organisation?

Reviewing the literature about organisational learning and the learning organisation in
different cultural and industry context also shed some light on the potential applicability
of the concepts. Although the concepts seem to have been accepted in a number of
countries, some of the above critiques were also related to the suitability in certain
contexts such as the UK, where only few organisations consider it a useful tool due to
more industrial-relation based approach to human resource management (Keep 2000),
and Germany, where the learning organisation concept is a contrast to the local
traditional VET system (Fischer 2003). On the other hand, a number of learning
organisation frameworks were successfully tested and validated in other countries, such
as for example in Asia (e.g. Song ef al. 2009), continental Europe (e.g. Chiva-Gomes
2004) and the Middle East (e.g. Jamali and Sidani 2008). More concerning here was the
limited evidence of the concept’s applicability in the hospitality industry, and in

particular in the context of the hotel industry where the case study organisation is
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positioned. More research into different areas of organisational learning and the
learning organisation, such as leadership, would assist in developing a more complete
model of the learning organisation for the hospitality, and in particular the hotel

industry. This raises another set of research questions this study will attempt to address:

* s the learning organisation a concept that can be applied to the hotel industry?
How useful is it, and would the concept be according to ‘text book’?
* Are the leadership skills that are conducive to the development of a learning

organisation different in the hotel industry then they would be anywhere else?

The different models of the learning organisation have similar characteristics, with most
of them addressing the areas of individual and organisational learning, suitable
structures conducive to learning, participation and empowerment, knowledge transfer
and sharing, and the importance of leadership (Phillips, Watkins and Marsick 1996).
Leaders are expected to drive learning by putting structures in place, sharing
knowledge, empower employees and overall assist in creating a learning culture (Pedler
et al. 1997). The learning organisation literature adopts a more unitarist view of what
leaders and what leadership approach is successful, but there is little research available
on how leadership skills may differ depending on the wider organisational context in an

attempting learning organisation:

‘The learning organization literature does not give sufficient attention to the
type of individual which is suited to a learning organization. There is clearly a
need for employees who have the appropriate level of psychological maturity to
be reflective. The potential to develop these and other attributes in employees is
significantly ignored. It is argued that such attributes are difficult to develop
even in organizations where employee development initiatives put an emphasis

on collaboration’ (Garavan 1997: 27).

The contribution of this research will be helpful for practitioners, especially in the hotel
industry, as well as the wider hospitality industry, as recruiting the right leaders with the
right skills, and further developing those skills, will ensure that the various models of
the learning organisations can actually be applied successfully within the respective
organisational context. This research is based on a case study of a large global hotel

company, examining the lessons learned (and still learning) of an organisation on its
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journey towards the learning organisation model — with its success, challenges,

problems, failures and potential culture change along the way.
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Chapter 3: Methodology

Introduction

Different writings on social research design and theory follow slightly different
approaches to the establishment of a research philosophy (e.g. Tuli 2010, Fleetwood
2005, Blaikie 2010, King and Horrocks 2010), but there is general agreement that
everything starts with the research topic and subsequent questions. The structure of this
methodology chapter will follow the recommendations of Blaikie (2010), starting with
the research questions and their purpose, informing an initial overall research strategy.
The various social science research strategies also differ in their ontological and
epistemological assumptions, which are subsequently addressed. After having taken a
stance within this philosophical debate, research methods and design are discussed in
more detail, along with the respective justifications and reasoning for their use. The
second part of this methodology chapter will cover other important topics, such as the
actual research setting with additional information on participants, as well as a more
detailed description of the data collection process, of the instruments used, and of the
data reduction and analysis process. The chapter will finish with the intended
contributions and possible limitations of this study, and considerations of potential

ethical issues.

Research Strategy

The literature review was conducted in order to establish the rationale for this study, as
well as to develop the research questions to be asked. The review helped in identifying
what is already known about the research topic, what the patterns are, and where one
could see potential gaps or ambiguities in the literature. A number of research questions
were identified, and marked a fundamental starting point for this research (Blaikie

2010).

The next step was the choice of a research design, or the overall research strategy. Four
broad research strategies can be identified in the social sciences, which can be used by
themselves or in combination: inductive, deductive, retroductive and abductive (Blaikie
2010). This research is seeking to promote a fine-grained understanding of the
relationship between leadership skills, organisational context and the development of a

learning organisation. Therefore there was a need to obtain a detailed, contextualised
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understanding of these complex relationships, thus arguably promoting an inductive,

qualitative approach.

Philosophical Perspective

Along with the choice of research strategy, ontological and epistemological
assumptions need to be made explicit as well, as they impact the choice of methods of
data collection, analysis and interpretation of results. The research questions involve
‘critical realist’ ontological assumptions about what kind of things exist, in this case the
relationships between human-created constructs, such as leadership skills and the
learning organisation. Critical realism is a perspective that takes into account some of
the ‘realist’ view that beliefs and behaviours are partially influenced by underlying
social or economic structures, and would take account of such structures when
interpreting social reality (King and Horrocks 2010). Reality in critical realism is seen
as ‘stratified’, consisting of three domains ranging from the empirical domain (what can
actually be observed), through the actual domain (what can exist independently of what
can be observed), to the rea/ domain (underlying structures and mechanisms that may
not be readily observable) (Blaikie 2010: 93). Critical realism acknowledges that on one
side research can use causal language as advocated by positivism, and on the other side
also acknowledges that social phenomena are meaningful and need to be understood

(Sayer 2000).

In line with the critical realist ontological perspective, and based on the aim of
answering the research questions through interpretive inquiry rather than statistical
generalisation, an ‘inductive interpretive’ epistemology, which is situated on the
phenomenological side of the scale, was deemed appropriate for this study. This
approach is oriented towards an inductive process of discovery, fostering a deeper

understanding of the social phenomenon examined (Tuli 2010).

Following the critical realist ontological view, and the ‘inductive interpretive’
epistemological perspective, this research followed overall a qualitative-dominated
mixed methods approach. This methodology enabled the researcher to elicit meaning
that is embedded in the participants’ experiences, mediated through his own perception

(Tuli 2010).
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Method and Design

Three sets of concerns are important when choosing research methods:
philosophical/epistemological, substantive as well as practical concerns. The
epistemological/ontological debate, as outlined in the previous section, informs one’s
choice of methodology, methods, research design and implementation. Epistemological
concerns in part address the question of whether the research should be more qualitative
or quantitative. Substantive concerns address more the subject matter, and whether a
methodology chosen matches the subject matter and research question. Research in
organisational learning has been approached from multiple perspectives and by different
disciplines. A number of studies based on the prescriptive literature of the learning
organisation, looking for example at relationships between variables such as emotional
intelligence or job satisfaction and organisational learning capabilities, are based on
quantitative approaches (e.g. Scott-Ladd and Chan 2004, Chiva 2004, Chiva and Alegre
2008). Other studies, investigating the actual process of organisational learning, are
based on more qualitative approaches (e.g. Argyris and Schon 1978, 1996). A
combination of both is also possible, drawing information about both the process of
organisational learning and the pre-conditions for organisational learning (Lahteenmaki
et al. 2001). The third set of concerns is about the practicality of methods chosen based
on resources and time available. Questions will have to be asked in regards to the scope
of the research question, time availability, sample access, data analysis and ethical
issues. According to Anderson (2004), from a practical point of view the best-suited
research strategy for human resources practitioners undertaking a research project over
a limited timescale is the case study method. Advantages include easier access to data
collection, potentially using one organisation only, as well as the breadth available in
methods of data collection. However, case study research can also have its
disadvantages, resulting in large quantities of qualitative data that may be difficult to
analyse, the difficulties around ‘generalisation’ of findings, and the potential influence
of inside-research (Anderson 2004: 53). A similar argument for the choice of case

studies based on practical concerns was presented by Blaikie (2010):

‘... that case studies are suitable for single-person research on a limited budget,

and that the study of one case provides a manageable opportunity for a
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researcher to study one aspect of a problem in some depth within a limited time-

scale’ (Blaikie 2010: 187).

Based on the above philosophical/epistemological, substantive as well as practical
concerns, and to address the research questions, the research design chosen therefore is
a two-phase, embedded single-case study, starting with a quantitative-dominated phase
using a survey questionnaire to establish baseline information about the case study
organisation and its approach to organisational learning, and document analysis,
followed by a qualitative phase using structured interviews and focus groups based on
the critical incident technique (Flanagan 1954). Each phase of this design is separate

from the other, and will take place in sequence (see Table 7).

Survey
Phase 1

Document analysis

Semi-structured interviews
Phase 2

Focus groups

Table 7 - Framework

According to Yin (2009), the choice to use a case study design depends in large part on
the research questions, especially if answering the research question is requiring
extensive description of a social phenomenon. A second reason for undertaking case
study research is that it allows a researcher to retain the meaningful characteristics of
real-life events, such as managerial and organisational processes when studying

leadership in learning organisations. Yin (2009: 18) defines the scope of a case study as:

‘... an empirical inquiry that investigates a contemporary phenomenon in depth
and within its real-life context, especially when the boundaries between

phenomenon and context are not clearly evident’.

As this study is looking at leadership in learning organisations, and specifically
considers the impact of contextual factors on leadership, it is important not to
deliberately separate the phenomenon from its context, but to understand a real-life

phenomenon within its organisational context.

Case study design potentially distinguishes between four types: single-case and

multiple-case designs, and holistic and embedded types for each design (Yin 2009).
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Although not fulfilling all of Yin’s (2009) rationales for selecting a ‘single’ case study,
this design was chosen primarily due to practical concerns around available time and
access to research settings. Having selected the single-case study design, the next
question was whether the research would involve more than one unit of analysis.
Although the case study is about a single organisation, answering all the established
research questions will require an analysis that will include outcomes about different
levels of employees, being located in different parts and functions of the organisation.
According to Yin’s (2009) classification, this research therefore follows an ‘embedded’

single-case design.

The objective of the first, more quantitative-dominated phase of the research was to
establish the extent to which the case study organisation is indeed an organisation that is
on a journey towards becoming a learning organisation, therefore having the conditions
and structures characteristic of a learning organisation. The research in this phase was
based on document analysis to ascertain the organisation’s professed strategy of
becoming a learning organisation, as well as the results from an existing, tested and
established quantitative survey measurement tool to confirm the extent to which this

organisation actually was perceived by its employees to be a learning organisation.

In order to answer all the research questions, the second phase of the research adopted a

qualitative case study methodology. Ellinger et al. (2005:6) note that:

‘Surveys may be followed by fieldwork or interviews to deepen understanding,

provide rich description, or test alternative explanations for a phenomenon.’

Data were collected through qualitative interviewing, using the °‘critical incident

technique’ (CIT), defined by Flanagan (1954) as:

‘... a set of procedures for collecting direct observations of human behaviour in
such a way as to facilitate their potential usefulness in solving practical
problems and developing broad psychological principles.’ Flanagan (1954
327)

In this semi-structured interview process, CIT was complemented by a number of open-

ended questions with the purpose of addressing all the research questions. A
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standardised open-ended interview guide was prepared, and customised to the level of

the participants (see Appendix 5).

Setting and Participants

The selection of the case study was based on finding an organisation that had explicitly
expressed its intention of becoming a learning organisation, and was in the process of
implementing measures aimed at achieving that intention. Another selection criterion
was the accessibility to the researcher for the purpose of reviewing documentation,
conducting interviews and administering surveys; the selected case study organisation
immediately fulfilled all of the above criteria, pending determination through this

research how far it had succeeded in attaining the learning organisation goal.

The Case Study Organisation

The context of this research is situated in the hospitality industry, and in particular in
the international hotel industry. The case study organisation is a global hotel company
with widely recognized brands, and an expressed commitment to innovation, developed
over their more than fifty-year history. The company manages, franchises, owns and
develops branded hotels, resorts and residential and vacation ownership properties
around the world. As of September 30, 2013, the company's worldwide portfolio
consisted of 535 properties, and more than 95,000 individuals work at their corporate
and regional offices and managed, franchised and owned properties in 47 countries

around the world.

The organisation was founded in 1957 when the founder purchased a motel adjacent to
the Los Angeles International Airport. Over the following decade, the company grew
into a North American management and hotel ownership company, which became a
public company in 1962. In 1968, an international sister company was formed by the
main stakeholder’s’ family business interests and subsequently became a separate
public company. The two sister companies were taken private again by the founder’s
family business interests in 1979 and 1982 respectively. In 2004 all of the hospitality
assets owned by the founder’s family business interests, including the two sister
companies, were consolidated under a single entity. In 2009, the company completed an
initial public offering, and in connection with the offering, part of the company’s stock

began trading publicly on the New York Stock Exchange.
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The case study organisation also presented itself as an appropriate site for this research
due to its professed commitment to innovation. The company claims to pride itself on
its enduring aim of committing to continuous innovation in service provisions, facilities,
etc. As one example of this, it points to the fact that more than forty years ago, they
opened the first ever large-scale atrium lobby hotel. This was both an architectural icon
as well as a highly functional hotel property that provided the organisation with an entry
into the large-scale convention market. The organisation also points to the fact that it
recently added a dedicated innovation function with representation at the highest level
of the organisation with the stated aim of ensuring they continue to use what they know
about their guests to create the best guest experience for each of their brands. In
addition, they launched two new brands in 2006 and in 2007, each of which features an
internally developed service model that seeks to eliminate a number of de-personalised
aspects of the hotel experience. In 2011, they launched another new brand, a revitalized
extended stay concept that was designed based on insights gained from guests who
frequently utilise hotels in the extended stay segment. It is quite clear that the
organisation sees itself as an innovative and adaptable one — thus potentially providing a

useful site for exploring dimensions of the learning organisation.

In mid-2011, the case study organisation’s Chief Executive Officer appointed a Chief
Innovation Officer, whose role was to implement innovation in order to differentiate the
company’s brands from its competitors. Some work was done with the School of
Design at Stanford University, who assisted the organisation in rolling-out an
‘innovation by design’ process, which became a methodology for innovation that
combined creative and analytical steps, requiring collaboration across functions and
disciplines. Since its original launch in early 2012, the design-thinking process went
through a number of iterations, and was presented to the leadership of the case study
organisation in the format as outlined in Figure 2 below (the terms used in the figure are

explained in the next chapter).
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Figure 2 — The Design-thinking process

Within the case study organisation, eight hotels were identified to serve as ‘Lab hotels’
(laboratory hotels®), where this design-thinking process could be launched and tested.
Four hotels were located in the United States, and four hotels outside of the United
States, namely in Brazil, India, Hong Kong and the United Kingdom. The integration of
the above process in the day-to-day activities in those hotels aimed at a considerable
paradigm change: increased employee participation, empowerment at all levels,
fostering a culture of listening before acting, and continuous learning. All in all, the aim
was to integrate a learning process similar to what Argyris and Schon (1978) called

‘double-loop learning’.

The researcher planned to conduct this study within the above-mentioned eight Lab
hotels, where the design-thinking process had already been rolled-out, allowing the
researcher to focus on the previously identified research questions, within an
environment where the relationship between organisational learning, learning
organisation and leadership had been made visible to investigation by the design-
thinking process and therefore could be readily examined. Access had been granted to
the researcher to conduct research within the organisation, but was limited to the
population of ‘owned’ hotels only. The case study organisation has properties that are
owned, where employees are employed by the case study organisation, but also has

properties that are either managed or franchised, where employees are employed by

% The term ‘Lab hotel’ or ‘Lab’ will be referenced to on several occasions in this study.
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different legal entities. For both legal and practical reasons, access had therefore been
granted to all areas of the organisation where employees were actually employed by the

organisation.

In addition to the case study organisation’s Corporate office, three owned Lab hotels
located in the United States were subsequently selected as research settings for both
phases of the study, i.e. the survey, document analysis, focus groups and individual
interviews. The case study organisation’s Corporate office employs about 800
employees across a number of levels and functions such as operations, brands and
marketing, finance, legal, development and human resources. Lab hotel 1 is a larger
airport hotel, with an employee base of 550. Lab hotel 2 is an upscale city-centre
property employing 360 employees. Lab hotel 3 is a business hotel, located in the busy
Silicon Valley, employing 300 employees. The researcher used the experiences of the
participants in those four locations with the new design-thinking process, to ask for

critical incidents where specific leadership skills either helped or hindered the process.

Participants

According to Yin (2009), the research objects in a case study are usually called
‘participants’. For both phases, participants were chosen based on a non-probability
sampling approach, and in particular a convenience sample due to the selection of a case
study research method. Although a non-probability sampling approach is usually less
desirable in quantitative research, where the researcher is looking for generalizable
results, it is more accepted in qualitative research where samples are characteristically
smaller and sample composition is not impacted upon by the need to meet statistical
thresholds. However, as noted below, attempts were made to ensure that the sample did
include a range of participants. More extensive theory-building from the results from
one case study may be limited, but can still be achieved through analytical induction
through additional case study research reproducing similar results as outlined by

Lindesmith (1968, quoted in Blaikie 2010: 196).

Getting access to participants was a fairly straightforward process for the researcher,
due to his knowledge of the organisation and the various internal networks through
which participants were contacted. Considering this overall sampling paradigm, a

purposive sampling method was used, looking at participants that fit into the following
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categories: expert sampling, quota sampling and language. For expert sampling,
participants were selected that either worked in one of the case study organisation’s
‘Lab hotels’, or had been involved with the setup of such a ‘Lab hotel’, or had attended
any of the multiple design-thinking ’ sessions that were conducted in a hotel or office.
For quota sampling, participants were then selected on the base of demographic
diversity, such as their work location (hotel vs. corporate), different levels (Vice
Presidents, General Managers, Leadership Committee members, Department Heads and
Middle Managers). As the survey for example included questions about the perceived
financial performance of the case study organisation, no participants below Manager-
level were selected, as they would not have access to the information required to
complete much of the questionnaire. As the research was conducted in the Corporate
office and three hotels located in the United States, there was no need to adjust the
sampling for language consideration. The same sampling approach was used for the
selection of participants in both phases of the research, i.e. the survey, focus groups and
individual interviews. At the Corporate office the survey was sent to fourteen
individuals on Vice President and above level across different functions. The six
participants from the Corporate office interviewed during the qualitative phase of the
study were selected out of the same group and, for context purpose, had all completed
the survey before the interview. In the three Lab hotels, 95 surveys were sent to a
broader group, which included middle-managers and senior hotel leadership. All
interview and focus group participants were subsequently selected out of this same

group, although having completed the survey was not a prerequisite.

In phase one of the research, the quantitative-dominated phase which aimed at assessing
whether the case study organisation was indeed an organisation on the journey of
becoming a learning organisation, or a ‘learning-oriented’ organisation as described by
Ellinger and Bostrom (2002), the target was to obtain 50 questionnaire responses.

Assuming a 60-70% completion rate, around 100 invitations were sent out to

7 Design-thinking sessions were a training course (change initiative) that the case study organisation had
put in place to encourage participants (mainly Vice Presidents and above in the Corporate office, and
senior leadership and middle-managers in hotels) to use different problem solving techniques based on
Stanford University’s design-thinking model. The purpose of introducing design-thinking was to foster

organisational learning and innovation across the case study organisation’s business units.
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participants at the organisation’s corporate headquarters and in three selected, owned

business units (Lab hotels) where employees are employed by the organisation.

Out of 109 survey links sent out, 72 were completed representing an overall response
rate of 66%. This was in line with the numbers anticipated during the setup of the
survey. Table 8 shows the details about number of respondents, what levels or roles

they were in, and the respective participation rates by group and overall.

Case Study Organisation
Hotel
Not
Middle Senior Total
identified
Managers Leaders
Surveys administered
Lab hotel 1 20 8
Lab hotel 2 21 8
Lab hotel 3 30 8
Corporate office 14 109
Surveys completed

Completed 39 18 13 2 72
Response Rate 55% 75% 93% N/A 66%

Table 8 — DLOQ survey participation

In phase two of the research, the qualitative phase where the researcher assessed
participants’ beliefs about leadership skills in learning organisations and their
perceptions of the learning organisation concept overall, as well as the potential impact
of organisational context on what those skills should be, a similar approach to sampling
was taken. This meant that participants were leaders from different levels, working in
different functions and contexts in the organisation. 12 participants were selected for
qualitative interviews: the 6 of them out of the Corporate office group were part of the
13 that had previously completed the survey, and out of that group had agreed to an
individual interview. The other 6 were the General Managers and Human Resource
Directors from each of the 3 Lab hotels, who were initially driving the design-thinking
process at their properties. It was anticipated that at least 10 participants would agree to
the interview, which took between 60 to 90 minutes. Interviews were all taped, and later
transcribed verbatim. To maximize the time available, the researcher also decided to

conduct two focus groups: one with middle managers, and one with more senior
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managers in a hotel. 20 participants were invited: 7 middle managers attended the first
session, and 6 senior hotel leaders the second session. Both groups represented a good
mix of functions and gender within the hotel, but the sample was still purposively
selected, to have the right experts within the focus groups. A breakdown of the samples

for interviews and focus groups is presented in Tables 9 and 10 in the next section.

Once participants were identified, the researcher used his knowledge of the informal
internal networks to get in touch with them. All participants in both phases received an
invitation, with more details about the research as well as about some of the theoretical
concepts discussed. The invitations for the interviews also included some information
on the interview technique used, asking participants to think about a number of ‘critical
incidents’ related to leadership during the rollout of the design-thinking process at their
hotels. A consent form was also signed by all participants that attended an individual

interview or a focus group (reference Appendix 7).
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Instruments and Data Collection

Yin (2009) argues that in a case study evidence should be collected from multiple
sources, in order to increase construct validity and reliability of the case study research.
This study therefore took advantage of a number of proposed sources of evidence as
well, such as documentation, archival records and a survey as part of first phase of the
research, and interviews and focus groups as part of the second, more qualitative phase

of the research.

In the first, more quantitative-dominated phase of the case study, the ‘Dimensions of the
Learning Organisation Questionnaire’ (DLOQ) developed by Watkins and Marsick
(1997, 2003) was used as a means of assessing the organisation’s progress towards the
learning organisation model (as defined by Watkins and Marsick). This was seen as a
necessary precursor to the main phase of the research, which (in accordance with the
research questions) aimed to investigate the role of leaders and leadership in an aspiring
learning organisation. The DLOQ is an established tool that has been validated in a
number of settings (e.g. Ellinger et al. 2003 for the use within a business context) and
across a number of countries (e.g. Jyothibabu et al. 2010, Song et al. 2009). According
to the literature, both their learning organisation model as well as the measuring
instrument developed out of over sixteen years of practice and research, were regularly
tested, validated and modified again through a number of research studies (Marsick and
Watkins 2003). The DLOQ was designed to measure an organisation’s learning culture,
based on seven dimensions of a learning organisation addressing learning on individual,
group and organisational level (O’Neil 2003). Considered as one of the more
comprehensive questionnaires (Moilanen 2001), it has an empirically tested
background, and covers the concept of the learning organisations very broadly. To
obtain permission to use this tool, the researcher contacted Karen Watkins and Victoria
Marsick directly. Permission to use the survey and to make some minor customisations
to fit the tool to the case study organisation and environment were granted. In the
survey, the word ‘my organization’ was changed to the name of the case study
organisation; in addition, the researcher added some additional demographic questions
relative to the case study organisation and some additional questions about the
‘perceived value of the learning organisation concept’. Karen Watkins also sent the

researcher their latest norms of the ‘Dimensions of the Learning organisation
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Questionnaire’ (dated May 2012) against which to compare the case study
organisation’s results. This allowed the researcher to interpret the difference within the
seven dimensions of the learning organisation based on benchmarking the results to the
above norms, and considering the detailed scale description by O’Neil (2003), with the
aim to assess whether the case study organisation was indeed an organisation on its way
to become a learning organisation. A blank copy of the DLOQ used in this study is
attached (Appendix 3).

In addition to the original 55 questions of the DLOQ, the following additional questions
were added to ensure participants were indeed familiar with the organisation’s new

design-thinking process:

*  Which of the following categories best describes your employment with the
organisation?

* Are you based in a Lab hotel?

* If'Yes', did you attend any of the 'Innovation and Ideation Sessions'?

* If'No', have you attended any of the 'Innovation and Ideation Sessions' in one of

the hotels or offices?

The following questions were added as well to collect limited quantitative information

in view of better answering some of the initial research questions:

* Having completed the above 'Dimensions of the Learning Organization
Questionnaire', how relevant or valuable do you feel are those questions to the
hospitality industry in general?

*  How relevant or valuable are they to [case study organisation]?

The survey was conducted in three Lab hotels of the case study organisation, targeting
both middle managers and more senior leaders in each unit, as well as in the case study
organisation’s Corporate office. The survey was therefore conducted within the same
population, from where the individual interview and focus group participants were
sampled. The survey was delivered in an on-line format following the exact
‘Dimensions of the Learning Organization Questionnaire’ format, using the Survey
Monkey platform. The survey link was subsequently sent to the Human Resources
departments of the three Lab hotels and forwarded to their middle and senior managers

in the respective hotel via distribution list. Additional invites to complete the survey
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were sent to a selection of senior leaders at the Corporate office, targeting individuals
who had previously been involved with the work of the Lab hotels and the rollout of
design-thinking. Each e-mail invitation contained not only the link to the survey, but

also a short introduction to and overview of the research project (see Appendix 4).

In addition to the quantitative survey, the researcher also looked for evidence that the
organisation’s learning-orientation was not solely rooted in its rhetoric, but actually
translated into real events, strategies and activities. Such evidence also included internal
communications, reports, previously collected survey data and other organisational
records (Yin 2009). Although organisations are major producers of documentary
materials, the researcher also recognised that documents don’t often convey facts that
can be presented as an objective reality but rather promote a particular point of view or
perspective within and outside of the organisation (see Atkinson and Coffey 2011).
Documents therefore can tell us something about how the organisation likes to present
itself, but they cannot by themselves truly tell us how the organisation operates day to
day. The purpose of the document analysis in this research was mainly to add weight

and detail to the picture emerging from the above survey data.

For the qualitative phase of the research, a modified version of the critical incident
technique was used for individual as well as focus group interviews. Both the individual
and focus group interviews took place in a more conversational manner, and although a
certain set of questions were followed, the format remained fairly open-ended (Yin
2009: 107). Following the description of critical incidents, revealing ‘... how case study
participants construct reality and think about situations...” (Yin 2012: 12), the
interviews followed a semi-structured form allowing case study participants to talk
about a number of issues raised in the research questions. Participants, as mentioned
earlier, were selected from both the case study organisation’s Corporate office, as well
as from three Lab hotels. 6 participants were from the Corporate office, and were
selected due to their involvement with the launch of the design-thinking process in a
number of Lab hotels. From the Lab hotels themselves, the General Manager and the
Human Resources Director from each hotel were chosen for individual interviews,
again because of their familiarity with this new process, as well as of their unique
position from where they could observe how leaders either embraced or rejected the
new approach to problem solving. The researcher did not manage to get an individual

interview appointment with the organisation’s Chief Executive Officer, but was able to
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attend an interview that was conducted by the Chief Innovation Officer with the Chief

Executive Officer, discussing the same themes around leadership, the implementation of

design-thinking and innovation.

Interview Interview Type Position Location
Interview 1 1-Jul-17 Individual VP - Learning & Development Corporate office
Interview 2 19-Jul-12 Individual General Manager Lab hotel 2
Interview 3 19-Jul-12 Individual Human Resource Director Lab hotel 2
Interview 4 20-Jul-12 Individual Human Resource Director Lab hotel 3
Interview 5 20-Jul-12 Individual General Manager Lab hotel 3
Interview 6 17-Aug-12  Individual VP-OL & LD Corporate office
Interview 7 2-Aug-12 Broadcast Chief Innovation Officer Corporate office
Interview 7 2-Aug-12  Broadcast Chief Executive Officer Corporate office
Interview 7 2-Aug-12 Broadcast General Manager Lab hotel 1
Interview 8 11-Sep-12  Individual VP — Rooms Corporate office
Interview 9 12-Sep-12  Individual VP - Food & Beverage Corporate office
Interview 10  5-Oct-12 Individual Human Resource Director Lab hotel 1

Table 9 - Individual Interview Participants

The two focus groups were conducted in a very similar manner, using the dynamics of
the focus group to get participants building on each other’s comments. For practical
reasons, they were both conducted within the same Lab hotel, with one focus group
being comprised by participants on middle manager level, and the other focus group
comprising more senior leaders in the hotel. All individual and focus group interviews

were conducted by the researcher, and were taped and transcribed verbatim.

A case study and interviewing protocol was prepared, containing both the instruments
as well as the procedures to be followed in conducting the case study. It also contained
a set of questions to address while collecting data during individual interviews and
focus groups, which were predominantly directed at the researcher in form of a mental
framework (Yin 2012). Copies of the interview guides used (individual and focus
group) are attached in Appendix 5. The guides ensured some level of consistency and
structure during the conversations, still leaving enough room for more open-ended
questions to elicit the necessary information from participants. The open-ended
questions used were designed to spark conversations focusing on the topics of the
research questions, such as leaders’ behaviours during the rollout of the design-thinking

process, or the learning organisation concept in the hospitality industry.
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Focus Group 1 23-Jul-12 Focus group Banquet Manager Lab hotel 1
Focus Group 1 23-Jul-12 Focus group Assistant F&B Manager Lab hotel 1
Focus Group 1 23-Jul-12 Focus group Group Sales Manager Lab hotel 1
Focus Group 1 23-Jul-12 Focus group Group Sales Manager Lab hotel 1
Focus Group 1 23-Jul-12 Focus group Executive Housekeeper Lab hotel 1
Focus Group 1 23-Jul-12 Focus group Front Office Manager Lab hotel 1
Focus Group 1 23-Jul-12 Focus group Convention Services Manager  Lab hotel 1
Focus Group 2 23-Jul-12 Focus group Director of Catering Lab hotel 1
Focus Group 2 23-Jul-12 Focus group Director of Rooms Lab hotel 1
Focus Group 2 23-Jul-12 Focus group Assistant Controller Lab hotel 1
Focus Group 2 23-Jul-12 Focus group Director of Food & Beverage  Lab hotel 1
Focus Group 2 23-Jul-12 Focus group Executive Sous Chef Lab hotel 1
Focus Group 2 23-Jul-12 Focus group Assistant HR Director Lab hotel 1

Table 10 - Focus Group Participants

Pilot study

The researcher conducted a pilot with two surveys, as well as with one qualitative
interview, in order to test how well the questions and the topic overall were understood.
The survey and interview participants were both from the Corporate office group, and
their data was subsequently used as part of the research. This assisted in ensuring that
clear answers could be collected in the quantitative part, and that no misunderstandings
lead to unnecessary delays in the qualitative part. Part of the pilot study also was to
consider whether both the quantitative and qualitative data could be processed as
planned in NVivo, or whether different models or frameworks needed to be considered.
Following the pilot survey and interviews, no changes were made to the survey
questions or the interview guide, as both the context of the research and the subsequent

questions were easily understood.
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Processing and Analysing Data

Research designs usually deal with comparisons between groups with a number of
variables. In a case study research, such as this one, explanations are achieved by
analysis of variables within a case. A case study also does not strive for statistical but
for theoretical generalisation (de Vaus 2001, Blaikie 2010, Yin 2009). The aim is
therefore not a finding that is universally generalizable, but to come to a conclusion that
would potentially be similar in other similar organisations. This means that even from
just one case study, it might still be possible to say something significant about much

broader academic themes and debates.

Survey and document analysis

The first phase of the research was designed around the objective to establish whether
the case study organisation was indeed on the journey of becoming a learning
organisation. This needed to be established, as it formed the basis of the research. Two
methods were used: a survey and document analysis. Both methods based their analysis
on the learning organisation model of Watkins and Marsick (1996), as detailed in

Tables 11 and 12 below.

The ‘Dimensions of the Learning Organization Questionnaire’ (DLOQ) developed by
Watkins and Marsick (1997), examining the seven dimensions of learning at individual,
team and organisational level, was used as a survey tool. For the document analysis, the
same framework of the learning organisation was used to categorise findings into the
seven dimensions of a learning organisation and performance outcomes, allowing the
researcher to look for evidence beyond the organisation’s rhetoric about its learning
orientation. The researcher was looking in particular for actual policies, memorandums,
company initiatives, processes, events, strategic documents and business plans, as well

as of course the organisations mission statement.
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Dimension Definitions

Create continuous learning Learning is designed into work so that people can learn on

opportunities the job; opportunities are provide for on-going education and
growth.

Promote inquiry and People gain productive reasoning skills to express their views

dialogue and the capacity to listen and inquire into the views of others;

the culture is changed to support questioning, feedback, and

experimentation.

Encourage collaboration and Work is designed to use groups to access different modes of
team learning thinking; groups are expected to learn together and work

together; collaboration is valued by the culture and rewarded.

Create systems to capture Both high- and low-technology systems to share learning are
and share learning created and integrated with work; access is provided; systems

are maintained.

Empower people toward a People are involved in setting, owning, and implementing a
collective vision joint vision; responsibility is distributed close to decision
making to that people are motivated to learn toward what

they are held accountable to do.

Connect the organization to  People are helped to see the effect of their work on the entire
its environment enterprise; people scan the environment and use information
to adjust work practices; the organization is linked to its

communities.

Provide strategic leadership  Leaders model, champion, and support learning; leadership

for learning uses learning strategically for business results.

Table 11 — The Dimensions of a Learning Organization

(adapted from Marsick and Watkins 2003: 139)

Key results Definitions ‘
Financial performance State of financial health and resources available for growth.
Knowledge performance Enhancement of products and services because of learning

and knowledge capacity (lead indicators of intellectual

capital)

Table 12 — Performance Outcomes

(adapted from Marsick and Watkins 2003: 139)
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The survey took place between July 1 and 20, 2012, allowing participants enough time
for completion. Raw data was subsequently downloaded into EXCEL for analysis, and
the survey was considered closed on July 30. Upon completion of the survey, the
researcher contacted again Karen Watkins, sent her a copy of the survey results in form
of a graph, and asked for an updated normative data set to benchmark against. This was
promptly provided by Karen Watkins, based on 46 of the 70 published studies using the

‘Dimensions of the Learning Organization Questionnaire’.

The responses to the DLOQ were tabulated for all participants in order to determine the
extent to which the case study organisation was perceived to possess the seven learning
organisation dimensions and two organisational performance dimensions. Following the
DLOQ model that scores questions from 1 to 6, higher scores indicated more positive
perceptions of the adoption of principles characteristic of a learning organisation. In a
successive step, means and standard deviations were calculated for each question and
subsequently for each dimension and number of answers given for each question
counted. All survey responses were considered for the results for each question, even if
a participant did not answer all the questions in the survey. Questions that were not

answered were left blank, and therefore did not affect the mean scores.

The questions were then grouped around the dimensions of a learning organisation and
performance outcomes, in line with the framework presented above (Table 11 and 12),
and average scores were calculated for each of the dimensions. Normative scores, as
received by Karen Watkins in August 2012, were added to each of the dimensions and
compared with the scores of the case study organisation. This therefore provided a
normative benchmark against which the case study organisation’s relative progress
towards the learning organisation model could be established in advance of the main

stage of data collection.

Although outside of the scope of this study, the above analysis was also undertaken for
the different respondent groups: Hotel Middle Managers, Hotel Senior Leaders and
Corporate office Senior Leaders. This allowed the researcher to compare scores in the
seven dimensions plus the 2 outcome dimensions between the above three participant
groups, the case study organisation overall and the respective normative scores. Once
this comparison was established, the remaining questions added by the researcher to the

survey were further examined as well.
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Interviews and Focus Groups

As mentioned earlier, access to interview participants was fairly straightforward for the
research, through the use of his internal networks and contacts. All individual and focus
group interviews were audio recorded and transcribed verbatim, and data were
subsequently systematically organised into categories, relationships and themes. Data
reduction and analysis therefore went hand in hand, and a qualitative data analysis
software (NVivo) was used. After having collected and transcribed the field data, the
researcher started the coding process by breaking down the rich and descriptive data
into suitable categories and sub-categories, and classified the information accordingly
(Blaikie 2010). Thematic analysis was chosen to analyse the qualitative data from the
interview and focus group transcripts. King and Horrocks (2010) stress the importance

of defining what a ‘theme’ should be, and offer some helpful guidelines:

‘Themes are recurrent and distinctive features of participants’ accounts,
characterising particular perceptions and/or experiences, which the researcher

sees as relevant to the research question.’ King and Horocks (2010: 151)

Themes usually imply some sort of ‘repetition’; in the context of this research
‘repetition’ refers to topics repeated across different interviews and focus groups, as
well as within a specific transcript. Different styles of thematic analysis are available,
and this research has used ‘template analysis’ to analyse the qualitative data and to
organise themes accordingly. Template analysis according to King and Horrocks (2010)
can be used with any size of study, but is especially well suited to a research such as
this one with 10 or more hour-long interviews or focus groups. Using this approach, an
initial template was constructed around a number of ‘a priori’ themes (see Table 13),

based on the research questions developed in the literature review.

Code Level 1

Barriers to organisational learning

Case study organisation

Design-thinking process

Hospitality industry

Impact of leaders

Table 13 — Overarching Structure (a-priori themes)
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This approach of defining some themes in advance of the analysis process ensured a
focus on the ability to use the findings to answer those questions at the end of the

research, without leading to a narrow-minded approach to analysis.

Following an iterative process, the template was further revised and additional themes
added (see Table 14) as the researcher worked his way through the interview transcripts,
but the same overall template was subsequently used to analyse all interview and focus
group transcripts. Within template analysis, themes can be organised into several levels,

. with lower-level themes representing distinct instances or manifestations of the

concept identified by the higher-level theme.’ (King and Horrocks 2010: 168).

Code Level 1 Code Level 2

Barriers to organisational learning

Barriers and challenges

Corporate influence

Leaders overcoming barriers

Organisations overcoming barriers

Case study organisation

Commitment by senior leaders

Culture of the organisation

Leaders in the organisation

Negatives

New approaches

Performance

Structure

Design-thinking process

Document analysis

Hospitality industry

Leadership skills

Learning organisation concept

Other industries

Impact of Leaders

Influence of wider organisational

or environmental context

Leadership at all levels
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Leadership skills — positive

Leadership skills — negative

Table 14 — Detailed Themes

The findings of the thematic analysis are described and discussed in ‘Results and
Discussion’ chapter, following each overarching theme in turn, referring to examples
and actual quotes from the transcripts with a focus on the more illustrative themes and
codes that are most relevant to the research questions. To identify the most relevant
themes and codes, all data was downloaded from NVivo into Excel, and a separate page
was crated for each a priori theme (see Appendix 6). Duplicate nodes were subsequently
removed in case they were coded on both lower and higher levels, and a number of
quotes were re-coded either into existing nodes or new nodes where further sub-themes
could be identified. Each sub-theme node was then evaluated for its relevancy and
importance, based on the number of references and sources. The nodes were
subsequently colour-coded: green for those sub-themes that were frequently referenced
from a number of sources, red for those that were also referenced frequently but from
fewer sources, and no colour-code for those which were not considered equally
relevant. Following the colour coding, all quotes within the selected nodes were
reviewed and additional sub-themes within the node were identified where possible.
Actual quotes were then selected to support those sub-themes. The quotes are embedded
within an analytical narrative that will guide the reader through the findings, and will
serve as signposts for a ‘compelling story’ (Braun and Clarke 2006, in King and
Horrocks 2010:165). Themes were subsequently further refined and underlying

evidence from all sources used to write-up a compelling case.
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Ethical Considerations

Access to the research setting: Having selected a case study research strategy, the
organisation selected for the study was the company the researcher was working in.
Being a public company, the process of getting access to the research participants
required the approval by the legal department, and implied a number of limitations. The
researcher submitted a detailed proposal, being very open and honest about the fact that
this research was linked to gaining a Doctorate degree with a UK-based university. The
proposal also laid-out how the data was to be collected, analysed and stored, and what
steps the researcher would take to ensure confidentiality and anonymity of participants.
As access was granted promptly to the researcher, there was no need for additional
information such as the potential benefit or return to the organisation by granting the
researcher access to the research subject, but the researcher has planned to ensure that
the organisation will receive a full report on the findings, with eventual

recommendations for practice.

Although the organisation granted full and open access, this was limited to the entities
where employees were directly employed by the organisation, which represent about
70% of the organisation’s employee-base. Access to the other participants would have
implied signing legal documents for confidentiality and data privacy with third-party
owners and employers, which for practical concerns was not feasible. A contract was
signed between the organisation and the researcher, outlining the confidential use of
research data and results. The contract did not imply any other clauses, such as the

review of the results before publications, or any other limitations.

Process of data collection in different countries: Due to the access restrictions to
‘owned’ properties only, the researcher for practical reasons decided not to include any

research settings in other countries than the United States.

Obligations to funders and employers: The researcher had to make sure that
confidentiality was respected when given access to privileged information — not only
through qualitative interviewing, but also the documentary analysis. The objective of
the research was not to analyse or research the organisation per se, but to study a social
phenomenon within the setting of an organisation. The researcher did not foresee any

potential attempt to compromise the research findings by dictating a certain outcome in
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advance. To ensure that there was no risk of disclosing confidential or privileged
information, the researcher shared a number of the key findings and an outline of the
final report with key gatekeepers in the case study organisation, and asked for their
feedback. Interestingly, some of those preliminary findings were actively used by the

case study organisation (see ‘Conclusion’ chapter).

Obligations to subjects and research participants: According to the Social Research
Association (2003), this is one of the most important ethical dilemmas when conducting
insider-research. The maintenance of confidentiality for participants known to the
researcher, and anonymity for participants that are unknown is crucial. It begun with the
correct design of the research instruments, to ensure that the participants wasted no time
and effort and that future research would still be possible in the same setting. In
addition, it was important to look for readily available data before starting a new inquiry
through a detailed literature review. Upon embarking on the research, the researcher
made sure that informed consent could be obtained from the participants for any data
collection, whether through the survey, focus groups or individual interviews. The
British Psychological Society (2000) gives some useful guidance on how to obtain
informed consent, such as providing adequate information about the purpose and nature
of the inquiry, use of a consent form, and allowing participants to opt-in and out at any
time. This was especially important as the main researcher was holding a senior position
in the organisation. The consent form (see Appendix 7) therefore explicitly stated that
this was an academic piece of research and not an obligation upon them as part of their
work. In any case, participation should be voluntary, thus ensuring that employees are
not reluctantly agreeing but rather enthusiastically participate. All participants were
aware that they were participating in a research project, and they were provided with an
adequate debriefing of the findings (The British Psychological Society 2000). The
researcher also personally thanked every participant by sending them a personalised
note following the interview or focus group. To address the potential ethical dilemma of
misuse of data that might lead to identification of participants, the researcher ensured
not to disclose identities. This only applied to the more qualitative side of the research,
i.e. the interviews and focus groups. Results were grouped by categories, thus ensuring

that they did not lead to the identification of individuals.

Data analysis, writing and storage: Any documents showing personal information

concerning research participants, such as consent forms or invitation letters were kept
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confidential by the researcher. All research data was stored in a secure manner, thus
preventing data being published or released without prior consent. To mitigate the
effects of participants’ potential disagreement with the interview data collected, the
researcher distributed copies of the transcripts to all interview and focus group
participants and validated the information with them accordingly. As electronically
stored data can potentially be compromised, and to further ensure confidentiality and
anonymity, hard copies of questionnaires and transcripts were purged once the analysis

was done.

Insider research: Although the fact that the researcher was using his own organisation
as research setting potentially helped with the identification of participants and
interpretation of certain results, potential issues such as limited access, position in the
organisation, result focus and insider knowledge could come up. The issue of access
was addressed in the first paragraph, outlining the necessary process. The position of
the researcher in the organisation could potentially create an issue, especially for the
more qualitative data collection. This was overcome by presenting the research clearly
as a thesis for an academic qualification, and not as a work project sponsored by the
organisation. In addition, the assistance of local Human Resource representatives was
crucial, as at times they acted as proxies in the administration of questionnaires. The
question of insider knowledge also had to be addressed, as the insider researcher needed
to detach himself to a certain degree from the subject as his work place, but had to
analyse and interpret the findings based on academic theories and principles. Being an
insider researcher therefore has both its potential problems as well as its strength, which

had to be balanced during the research.
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Limitations

It is also worthwhile mentioning a number of limitations this study may have, in
particular: the case-study design, sampling procedures, participant access and the role of
the insider-researcher. The most common limitations stated with the case-study method
are the method of selection of cases, as well as the way results can, or cannot, be
generalised (Yin 2009, Blaikie 2010). Although the case used in this study can be
classified as ‘typical’, no other potential cases were taken into consideration and
therefore no case sampling took place. As for the generalisability of results, case studies
strive for ‘theoretical generalisation’ rather than ‘statistical generalisation’ (Yin 2009,
Mason 2009, Blaikie 2010), as outlined in the previous section of this chapter. Another
potential limitation is the participant sampling procedure used. Due to practical
concerns, and in line with how the research questions were to be answered, a purposive
and expert sampling procedure was applied, which may limit more extensive theory-
building from the results, and may require an ‘analytical induction’ through additional
case study research coming up with similar results as outlined by Lindesmith (1968,

quoted in Blaikie 2010: 196):

“... this logic begins with an initial investigation of a few cases, which leads to
the formulation of a tentative causal hypothesis to account for the phenomenon.
Additional cases are investigated to test this hypothesis, and this may lead to its

reformulation’.

The sample used consisted mainly of middle managers and senior leaders in hotels and
in corporate functions, based on the definition of ‘leaders’ outlined in the Literature
Review chapter. This could also represent a potential limitation, if a different definition
of ‘leaders’ is adopted (e.g. such as ‘leadership at all levels’, which would subsequently

have a methodological impact as well).

The participant access, as outlined earlier, could also be considered a potential
limitation, with access only having been granted to certain parts of the case study
organisation. Also, for practical reasons as outlined earlier around understanding the
‘concept’ of organisational learning, interviews were conducted with participants on
middle management and senior leadership level only. To gain deeper insight into the

case study organisation, involving employees on all levels of the organisation, would
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require a redesign of the methodology and research instruments. This could be a topic

for further research.

Another potential limitation of this research is the fact that the researcher is an
employee in a leadership position in the case study organisation, resulting in a number
of concerns around insider research (Brannick and Coghlan 2007). A commonly held
view is that those dual roles of investigating researcher and employee are not
compatible (e.g. Morse 1968, quoted in Brannick and Coghlan 2007), but this paradigm
can be overcome by respecting a high quality of research design and application,
consistency in data collection, processing and analysis. Addressing potential power
relations in the research setting, the researcher mitigated some of the concerns by not
inviting any direct reports at the Corporate office to participate in the research, and by
conducting the research in three Lab hotels that were not under his direct scope of work
and where individuals did not know him. This way, he could balance the strengths and

potential issues of insider research.

Being an insider-researcher then can also result in a number of advantages, such as the
knowledge how an organisation really is, and what can potentially be further uncovered
to the benefit of answering the research questions. According to Brannick and Coghlan
(2007: 72), ‘... insider research is not problematic in itself and is respectable research
in whatever paradigm it is undertaken’. The limitations of insider-research can also be
minimized by ensuring a high quality of research, and by respecting a number of ethical

considerations, as outlined in the last section.
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Chapter 4: Results and Discussion

Introduction

Although more detailed conclusions within the context of the literature review and the
research questions are considered in the Conclusion chapter, the Results and Discussion
chapter already looks at a number of broad results implications. This chapter is
structured in line with the two-phase case study design outlined in the previous chapter,
starting with the results of the survey and document analysis in phase 1, followed by the
analysis of the individual interviews and focus groups in phase 2. Phase 1 therefore will
follow a more quantitative-dominated analysis of results supported by tables and
numbers for the survey, whereas Phase 2 will be more qualitative in nature, structured
around the themes elicited from the interviews and focus groups, supported by actual

quotes from participants.

Design-thinking

The design-thinking process was the vehicle through which learning organisation
reforms were introduced into the case study organisation, with the stated objective to
foster innovation to differentiate the organisation from its competitors. As described in
the Methodology chapter previously, this process was used as a proxy for organisational
learning to prompt interview participants to talk about leadership behaviours during the
roll-out phase of the process. Design-thinking, as applied by the case study
organisation, is rooted in the effort to foster innovation ‘by design’ (e.g. Gaynor 2002,
Brown 2008, 2009), and portrays innovation as a process to identify the unique needs of

customers or employees, and create equally unique solutions for them.

The case study organisation worked with the Stanford University’s ‘d.school’ (School
of Design), to adapt their design-thinking process to the organisational environment. As
outlined in Figure 3, the process consists of five steps, which can be recombined in
several ways in order to properly define a problem, uncover specific needs and develop

innovative solutions accordingly.
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At the time when this study took place, the case study organisation had rolled out the

Figure 3 - Design-thinking elements

design-thinking process in all their eight Lab hotels, and had run a number of two-day
workshops for all middle managers and senior leaders in each property. In addition, a
number of corporate leaders had participated in those workshops as well, and were
given the same opportunity to practice design-thinking to solve both guest and
employee problems. The workshops were facilitated jointly by a consultant from the
d.school and the case study organisation’s own Innovation team. The strategy to roll-out
the process in a limited number of hotels for a year was chosen to test its applicability
and effectiveness before considering rolling it out to more hotels®. Appendix 11 shows
the kind of innovation projects the Lab hotels were undertaking at the time this study

took place, using the design-thinking process.

Under the design-thinking initiative as adapted by the case study organisation, the steps

can be summarised as follows:

Empathy in general means that one can feel what another person is feeling. From what
the case study organisation’s Lab hotels had learned over the first year, it was suggested

that empathy was one of the key elements or skills of the process. They felt that it was

¥ In the year following this study, the case study organisation rolled out the same process across the
organisation, running over 30 ‘train-the-trainer’ workshops in various parts of the world, letting the hotels
cascade the process down to their respective middle managers and senior hotel leaders to practice design-

thinking.
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the foundation of a human-centred design process where deeply understanding people
lead to designing better and innovative solutions for employees and guests. Empathising
in the design-thinking process was defined by the case study organisation as
experiencing what customers, employees or other stakeholders would experience,
observe their behaviours in the context of their lives, engage and interview them both

formally and informally to gain a better insight into their needs and perspectives.

The goal of the next step of the design-thinking process, Define, is to reframe a problem
or focus area in a new and unique way grounded in the insights gained from the
empathy interviews. This new point of view potentially exposes new opportunities by
looking at topics and themes differently, focuses and guides innovation efforts and

combines empathy with creativity.

Ideate is the part where participants in the design-thinking process start brainstorming,
gathering as many ideas as possible, building on each other’s ideas, encourage ‘out of
the box’ thinking and avoid judgement. Once all ideas are up, they can be evaluated and
a focus area or topic selected. The result of the ideating session, as outlined by the case
study organisation’s design-thinking process, should be that participants have a
selection of ideas that are either breakthrough, implementable or non-implementable,
delightful for the customer, or obvious and easy to implement. This part of the process

assists in identifying priorities, before starting the next steps of prototyping and testing.

Prototype is a step used to potentially reduce risk, and avoid that too much work is
going into a solution, which then makes it too late to stop if it fails. The design process
teaches to start prototyping, try out ideas, starting from scratch again if necessary, and
only then proceeding to the next level of planning and testing. As prototyping is very
cost-effective, a number of ideas can be tried out before the best one is seclected and

further developed for testing.

The next step in the design-thinking process is to Test potential solutions. In the testing
phase, participants are testing whether the solution they were proposing addresses the
right needs. End users should be given the opportunity to test the prototype, so their
experience can be observed. Empathy will again come into play, making sure that
participants continue to listen to what the users have to say, and use this insight to

translate results and feedback into learning. The testing phase of the process seems to
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give the participants a unique opportunity to use the learning from it to improve the

solution, or if the testing really failed to go back and start with the process again.

As can be seen, in stating its intention to develop and leverage the capacities of its
employees in order to innovate and find new ways of competing, the case study
organisation indicates its implicit desire to move closer to a learning organisation
model. The following sections of this chapter will firstly assess the extent to which its
efforts have matched this rhetoric, and then describe the role of leadership in bringing

this process to life in more detail.
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Results of Phase 1

The Dimensions of the Learning Organisation Questionnaire

The overall findings as shown in Figure 4 below, based on the mean scores in each
dimension measured against the normative database provided by Marsick, signifies that
the case study organisation scored above the norm (i.e. the average score achieved by
other reporting organisations) in each of the seven dimensions of the learning
organisation, as well as in the two organisational performance variables. The results
therefore indicate a relatively positive perception of members’ of the case study
organisation relative to the adoption of the dimensions of the learning organisation and

the performance outcomes as a result of it.
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Figure 4 - Survey Result Graph

Table 15 below shows the scores of the normative database compared with the case

study organisation’s mean scores in each of the seven dimensions, along with their

’ As a reminder, and as outlined in the Methodology chapter, the survey participants were mainly middle
managers and senior leaders in the selected Lab hotels, as well as senior leaders at the case study

organisation’s Corporate office.
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standard deviations. Additional information includes data around the median for each

data set and group measured on the same scale of 1 to 6: the mean scores for the

normative database ranged from 3.72 for ‘Systems to capture learning’ to 4.41 for

‘Financial performance’, with a median score of 4.11; in comparison the mean scores

for the case study organisation ranged from 4.62 for ‘Financial performance’ to 5.03 for

‘Provide strategic leadership for learning’, with a median score of 4.83. The high score

under this leadership dimension within the DLOQ again underlines the importance

leaders have in an organisation to foster organisational learning, and this is exemplified

here as well within the case study organisation where overall score across all groups is

very high and the standard deviation is the lowest of all dimensions.

Normative
Dimensions of the Learning Overall | Std Middle | Senior | VP and | Not

Database
Organization Scores Dev Mgrs Mgrs higher | id’fied

Score
N 72 39 18 13 2
Continuous Learning 4.19 4.82 1.21 4.83 5.39 4.08 4.57
Inquiry and Dialogue 4.11 4.88 1.14 4.99 5.36 3.92 4.58
Collaboration and Team

4.08 4.90 1.14 4.97 5.33 4.14 3.83
Learning
Systems to Capture Learning 3.72 4.72 1.28 4.87 5.06 3.78 N/A
Empower People 4.00 4.81 1.16 4.93 522 3.92 N/A
Connect the Organization 4.06 4.86 1.13 4.85 5.24 4.38 N/A
Provide Strategic Leadership
4.36 5.03 1.07 5.11 5.42 4.27 N/A

for Learning
Financial Performance 4.41 4.62 1.21 4.74 4.71 4.09 N/A
Knowledge Performance 4.22 4.83 1.13 4.92 5.06 4.22 N/A
Min 3.72 4.62 4.74 4.71 3.78
Med 4.11 4.83 4.92 5.24 4.09
Max 4.41 5.03 5.11 5.42 4.38

Table 15 - DLOQ Results

Although personal information on job level and work location was collected during the

survey, a more detailed analysis of statistically significant variances between those

scores was outside of the scope of this study.
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Figure 5 - DLOQ Results Graph by group

It was interesting to see that the responses from the ‘VP and higher’ level were
somewhat different from other respondents. A number of hypotheses could be
established to explain these variations, such as for example the fact that this was the
group that was mostly impacted by the case study organisation’s re-organisation.
Testing those hypotheses would be outside the scope of this research, but could present

an interesting topic for further research.

Overall, the data from the DLOQ seem to suggest that the organisation is relatively
advanced in terms of its attainment of the learning organisation standard based on
Marsick’s model (Watkins and Marsick 1996). This gives a basis on which to treat it as
a site for investigating how leaders operate, what skills they need and use in
organisations that have had some success in attaining learning organisation status. What
comes next in form of a document analysis is simply intended to add additional weight

and detail to this picture.
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Document Analysis

Although organisations are major producers of documentary materials, the researcher
was also recognising that documents don’t often convey facts that can be presented as
an objective reality but rather promote a particular point of view or perspective within
and outside of the organisation (see Atkinson and Coffey 2011). Documents therefore
can tell us something about how the organisation likes to present itself, but taken in
isolation they cannot truly tell us how the organisation operates day to day. The purpose
of the document analysis in this research was mainly to add weight and detail to the
picture emerging from the above survey data, and thus was condensed significantly

from what was initially outlined in the Methodology chapter.

The case study organisation’s leadership had initiated a change process through a major
re-organisation, and the below extract from a memorandum from the Chief Executive
Officer sent to all leaders in the organisation outlines well the context of organisational

change within which this research took place:

“I am writing to you as we transition to a new organization structure and
operating model designed to make the company more flexible and responsive.
The new structure is the result of a great deal of work and thought and is
designed to allow us to operate as a more cohesive and innovative organization.
I am delighted to share additional details about the changes we have made and

the new ways we will work together.” (Appendix 8)

He went on to outline some of the other changes that were implemented during the re-
organisation, such as the consolidation of certain activities that were formerly
fragmented or duplicated across the organisation, and pushing authority and
accountability from the Corporate office to the field so decisions could be made by the
individuals closest to the guest. These structural changes were explicitly aimed at
fostering openness and working differently, therefore changing how the organisation

worked together.

The available organisational documentation paints a picture of a company attempting to
provide ample opportunities for continuous learning, both on the job in form of
experiential learning and coaching, as well as off the job in form of more formal

education and training. For example, a global ‘Learning Philosophy’ was recently
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developed, outlining the company’s strategy around learning, training and development.
Although rather philosophical in its format, this document is available in a prevalent
place on the organisation’s intranet, and outlines the company’s approach to learning,
employees’ role in learning, learning tools and basic details about leadership
development. A process based on individual development planning also seems to be in
place, designed to allow employees to participate in a structured career and
development planning process. The case study organisation also has a more formal tool
in place to track learning, in form of a learning management system. This tool aims to
assist disseminating training and learning resources across the globe, tracking individual

learning, and establishing learning curricula for a number of roles.

From an inquiry and dialogue perspective, the researcher was also looking for evidence
of processes that allow employees to give feedback and express their opinions. The case
study organisation’s yearly engagement survey with subsequent action planning seems
to be the strongest process illustrating this dimension. Employees have an opportunity
to participate in a third-party survey and give their opinion on how they feel about the
organisation and the workplace, as well as to be actively involved in the subsequent
action planning process. In addition, the case study organisation rolled-out a new action
planning process following this survey, focusing more on the conversation rather than
survey results per se. Leaders are taught to use their empathy skills to elicit where the

barriers to success are in their teams, in order to develop more meaningful action plans.

The case study organisation also has an articulated mission, goals and values, which are
translated into leadership behaviours expected from leaders across the organisation
(Appendix 9), and have been integrated in the organisation’s performance management
process. One document that exhibits those expected behaviours is the case study
organisation’s ‘Performance Model’ (Appendix 10). The performance model includes
both the core skills and behaviours that are expected by anybody in the organisation, as
well as the leadership expectations that outline the specific behaviours expected by
leaders. Under other, they explicitly spell out ‘living values’ and ‘promoting learning’,

which underlines the apparent commitment to learning by the case study organisation.

The case study organisation has also developed a comprehensive framework around
corporate responsibility and community involvement, based on four core pillars:

education, health & wellness, environmental sustainability and economic development.
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This ‘Thrive’ framework was rolled-out to all hotels and offices around the world, and
the yearly Corporate Responsibility Report illustrates the commitment from the case
study organisation’s Chief Executive Officer, and showcases all the activities and
initiatives that have taken place around the world in support of this strategy. Although
mainly prepared for public relations purposes, the report also outlines some of the
achievements of the ‘Thrive’ initiative in recent years, such as the number of hours
contributed to community activities and number of initiatives launched within the
“Thrive’ framework (i.e. in the areas of Education, Health & Wellness, Environmental
Sustainability and Economic Development), and how all the various properties around

the world contributed to it.

The case study organisation seems to view itself as an innovative organisation, and
some of the projects that are currently being tested would arguably support this view.
Between the eight Lab hotels, they had well over 120 projects at different stages of
testing; some based on real innovative concepts, other addressing process or product
improvements (Appendix 21). Knowledge is also shared across geographies with the
help of the case study organisation’s intranet, which can be accessed by any employee
in the organisation. The ‘innovation lobby’ and ‘proven practices’ are two tools that
have been put in place on the intranet, allowing employees to submit innovative ideas

and hotels to share best practices.

Acknowledging the limitations of documentary analysis as outlined at the beginning of
this section, the above should help to support and elaborate on the picture presented by
the earlier survey data. Although often top-down driven, the outcomes of the document
analysis when considered in combination with the findings of the DLOQ, lend some
support to the notion that the case study organisation is indeed an organisation on a
journey of becoming a learning organisation, and can therefore be considered an
appropriate site for researching the skills needed by leaders to create the conditions and

structures characteristic of a learning organisation.
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Findings of Phase 2

The below findings of phase 2 of the research build onto the findings of both the survey
and document analysis of phase 1 above. As outlined in the Methodology chapter,
qualitative data was collected through individual interviews and focus groups, using the
critical incident technique. Participants were asked to recall situations where leaders
made a difference during the rollout of design-thinking at the case study organisation’s
Lab hotels. Differences referred to both positive and negative outcomes. The individual
and focus group interviews generated a large amount of data that was transcribed,
analysed and coded accordingly. The initial write-up of this chapter included a lot of
rich and detailed information, which was subsequently condensed to focus on data that
was essential to answer the initial research questions. The coding summary is available

in Appendix 6.

The case study organisation

Barriers and challenges to a learning organisation approach

During the interviews, participants discussed a number of topics representing barriers
and challenges the case study organisation may encounter on its journey to becoming a
learning organisation. The most prominent ones were the feeling by participants that
innovation and organisational learning may become only a corporate (i.e. head office)
initiative, that the culture was not ready, that the case study organisation did not have
the right leadership, that individuals in the organisation did not want to go through the
pain of change, and that the high tenure of many employees may hinder attempts to roll

out processes for innovation and learning to a wider audience.

Code Level2  Code Level 3 Sources References
Barriers and challenges 10 88
Budget 2 7
Communication 3 3
5 7
5 10
Customers 1 1
Internal interests 2 5
Involvement | 2
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Learning support 2 5
More work 1 2
L
Overload 1 1
Planning 2 2
Results 2 3
Scepticism 1 5
6

n

Table 16 - Barriers and challenges

Corporate initiative

This challenge seemed on the mind of many participants, and was also expressed as a
major concern by the case study’s Chief Executive Officer during a recent town hall

meeting'’:

"In fact when [name] said he got a call and that it was about an initiative from
corporate, my hair stood up on the back of my neck because I know what that

. . . e . 11
can sound like. Like, ‘Here we go again, another initiative from corporate’ .

Thanks a lot.” ..." (Chief Executive Officer)

Participants described the tendency that activities in form of ‘initiatives’ launched by
the Corporate office, or by a specific function such as Human Resources, as one of the
biggest challenges to creating an environment where innovation and organisational
learning can take place. If it is viewed as something that may come and go again, not
enough support from all areas of the organisation will be available — as described by

one of the Human Resources Directors:

' Town hall refers to a communication tool the case study organisation is using on quarterly basis, where
the CEO and selected senior leaders of the organization present an update to the rest of the company. This

is broadcasted live around the globe through the case study organisation’s intranet.

""In the case study organisation’s language, the word ‘corporate’ mainly refers to something coming

from the company’s head offices.
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“Again, somebody thinking that this is just an HR initiative, hare-brained idea

that's not going to last very long.” (Human Resource Director, Lab hotel 1)

Being seen as an initiative only potentially hinders a strategy from becoming a part of
an organisation’s culture. A similar conversation started during one of the focus groups,
where participants brought up a number of other examples of such initiatives that were

launched, but quickly got forgotten as well:

Participant 1: “To [name]’s point, we’ve heard that before from [case study
organisation] too and other programs have come down the pipe

2

and...

Facilitator:  “That’s what a lot of people are saying these days. This is just
the flavour of the day. This is just another initiative and let’s just
sit tight and wait until it’s over again and they come back with
something new. I’ve worked for [case study organisation] for 20

years as well.”

Participant 2: “Exceptional people exceptional...”

- “« . . 2 12
Participant 3: “Exceptional experiences.

Participant 2: “That lasted a week.”

Participant 3: “We painted it on the walls and phone greeting and then it was

’

like don’t do that anymore.’
(Senior Manager Focus Group, Lab hotel 1)

The consensus from many interview participants therefore was that such initiatives
needed buy-in in the field, and had to become anchored in the day-to-day behaviours of
leaders in the hotels. The prevailing view was that if words such as ‘innovation’ and
‘learning’ become simple buzz-words, then the organisation’s culture would struggle

embracing this important shift. Viewing the roll-out of a major long-term change

"2 Within the case study organisation’s North America division, ‘Exceptional People, Exceptional

Experiences’ was a corporate initiative launched a few years back, which did not last very long.
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initiative such as design-thinking as a simple short-term corporate initiative would
potentially be in line with the concerns about the learning organisation concept raised
by writers such as Keep (2000) and Grieves (2008), who argue that many organisation’s
focus on short-term profits, as often requested by shareholders, would not be fruitful

ground for such concepts and strategies.

Culture

Bishop et al. (2006) highlighted the importance and impact of a ‘learning-supportive
culture’, and how culture could potentially support or inhibit learning. Researching the
impact of culture on organisational learning is beyond the scope of this paper, but the
interviews gave some interesting insights into what potential barriers could exist from a
cultural perspective. Although the design-thinking process was well received by the Lab
hotels, in some instances the individuals, as well as the work environment, were not
entirely ready for it. On one side were the existing work processes that had been in
place for many years and that did not support the goals of empathy, experimentation
and participation, key elements of the design-thinking process, but on the other side was

also the mind-set of individuals that inhibited the momentum of the process:

“Yeah, I was thinking about the idea of kind of what comes first in that
innovation process. Was it focus on changing individuals' mind-sets and
behaviours so that they then can both be more open to and be more likely to
innovate; or do you put in place a five or ten step process and say ‘just do this’
and six months later you've actually changed their mind-sets. There's no answer

to that question from me ..."* (Corporate Vice President 2)

The impact of ‘culture’ was also discussed in the Literature Review earlier, with a
number of writers arguing that many organisations’ culture may put additional barriers
to organisational learning in place (e.g. Eraut et al. 1997, Slater and Narver 1995).

Within the case study organisation, there was widespread consensus among respondents
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that the organisation had a great" culture that made them successful in the past, but that
moving forward this culture had to evolve in order to become a catalyst for change. The
quote below from another Corporate Vice President mirrored many other comments
from interview participants, underlining this tension of trying to implement a new

philosophy without aligning the culture to support it:

“But, the big challenge is that our company is a company that is very top-down
driven. [...]. I think there is a clash between that one culture and the other
culture where the leadership of the top-down approach is not comfortable with

the bottom-up approach, and the two they are not complementing each other...’

(Corporate Vice President 4)

The tension within the case study organisation therefore was that some leaders wanted
to scale the design-thinking process as a vehicle for innovation and learning faster and
more widely, while there was another group of leaders who believed that the
organisation’s culture had to evolve first before real change could happen. Nevertheless,
there was consensus from most participating leaders that the organisation’s culture had
to evolve in order to scale the design-thinking process, and subsequently start looking at
the obstacles that were currently in place. This approach would support Garvin (1993),
who raises a number of critical issues that needed to be addressed before an
organisation could even embark on the journey to become a learning organisation, such
as the establishment of its own with its own pragmatic and meaningful definition of a
learning organisation, with corresponding guidelines to managers and leaders across the

organisation, and tools for measuring success.

Although Change was coded separately, it also relates closely to the issues of Culture.
The pain of having to go through change was another theme that came out of the
interviews, with a number of participants arguing that many individuals would be much

more comfortable holding on to the status quo. The following quote comes from a

" Many interview participants described the case study organisation’s culture as ‘great’, without
qualifying the exact meaning of it other than that it was recognised both internally and externally as such.
Based on the demographics of the interviewees, it also represents a rather managerial rather than

organisation-wide view of culture.
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senior manager in a Lab hotel, during a conversation how the philosophy of a Lab hotel

could be scaled to other hotels as well, and the difficulties associated with this change:

“The staff changes a lot more often. How they’re going to do three menu
changes a year through the seasons? [...] How are they going to do all that kind
of stuff, because it’s really difficult here and we have seasoned staff and
seasoned sous chefs and seasoned executive chef that have been around for a
long time? I can’t imagine doing it at that level. It would be like fire alarms

going off for weeks.” (Senior Manager Focus Group participant, Lab hotel 1)

This example also exemplifies the potential difficulty in bringing the learning
organisation concept to the hotel industry, which is still characterized to a certain degree
by fairly rigid hierarchies that will challenge any change process (e.g. Teare and Bowen
1997, Teare and O’Hern 2000). Also, because the case study organisation had been
successful in the past, and because so many things had been done the same way for so
many years, change was not at the forefront of many individuals’ minds. The
organisation’s Chief Innovation Officer expressed this tension during a recent town hall

meeting, underlining the effort it takes to change:

“So part of what’s going to happen is we re going to go bigger, bolder, faster in
the existing labs and I appreciate [General Manager of a Lab hotel]’s candour
because [Chief Executive Officer] talks a lot about the impact of muscle
memory. If we’ve been doing something for years and years and years it’s hard
to change that and I think for all of us that have been a part of this and for those

of you that are about to, just remember that.” (Chief Innovation Officer)

The ‘muscle memory’ that would be needed is the memory about embracing and
managing change. Inertia, or a lack of willingness to change, to accept change and to
manage change, therefore can be considered another barrier to rolling out the design-

thinking process and foster learning.

Another subset of Culture, and also related to Change, is the theme of Tenure;
individuals who have spent the most time within the culture are those who are less
inclined to change it. This theme emerged on a number of occasions during
conversations with participants, with the case study organisation being characterised by

high tenure, especially in management and senior leadership. The case study
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organisation’s latest Corporate Social Responsibility Report published recent tenure
information, indicating that in 2012, 14’000 out of 90’000 associates globally had 10 or
more years of service with the case study organisation, and 6’000 out of these 14’000
had 20 or more years of service. The tenure of General Managers in the case study
organisation was averaging 20 years of service (Appendix 12). In a customer-service
company such as the case study organisation, retention is usually one of the key talent

strategies, but as with culture and leadership it can be a double-edged sword.

Although ‘tenure’ did not emerge explicitly from any writings covered in the Literature
Review, Appelbaum and Gallagher (2000) argued that overall, different organisations
will have to take different approaches to becoming learning organisations, as
organisational learning is heavily influenced by critical variables such as culture, values
and other environmental factors in the context where those organisations operate, which
may well include factors such as ‘tenure in the organisation’ as well. High tenure can
potentially make it very hard to manage change, as expressed by a participant in one of
the focus groups, during a conversation regarding how some of the current General

Managers would potentially have difficulties operating a Lab hotel for example:

“I don’t think that he’d embrace it well. I don’t know. He’s a pretty cool guy but
I know he’s grown up within [case study organisation] so I think it would be
challenging for some people to change when it comes to that type of stuff.”
(Middle Manager Focus Group participant, Lab hotel 1)

The following quote came from one of the senior managers in a Lab hotel during a
focus group, who recently participated in an Engineering Directors Meeting where the

design-thinking process was presented:

“Old engineers! Quite honestly it was across the board. Just about everybody
was like ‘I don’t understand what we’re doing here’. By the time day two rolled
around, I think people had started to buy into the process of understanding what
we’re doing. [...] I had the same feelings when I first did it in [Lab hotel 3
name] like ‘what are we doing here’. I think it can be taught. I think it’s a very
different concept for us, but I think it’s teachable.” (Senior Manager Focus

Group participant, Lab hotel 1)
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This quote outlines that although high tenure can potentially present a barrier to

learning and innovation, it doesn’t always have to be one.

Leadership

As outlined by Gephart et al. (1996), the discussion around culture is closely related to
the topic of leadership, an area that the leaders in the above-mentioned design-thinking
workshops considered as one of the most important levers to promote a shift in the
organisation’s culture. There was a common view among many interview participants
that there often was lack of trust and support by superiors due to their desire to maintain

control.

“It’s outside their comfort zone. When you have done things all throughout your
professional life or even personal life that have given you dividends or what you

perceive as things being successful.” (Corporate Vice President 3)

This potential barrier also mirrors the concerns of Hughes (2000) that the learning
organisation concept assumes senior leaders to have an endless faith in the value of
empowerment and continuous development, which is not always the case. A more
detailed section around leadership will follow later in this chapter, and participants by
no means suggested that all leaders were characterised as above, but there was
consensus that leadership behaviours needed to be reviewed in order to create the kind
of culture or environment that would allow participation, experimentation and learning.
Like culture, leadership therefore can be seen driver of, but also as a barrier to
organisational learning and innovation, if it does not support the creation of the right

culture for learning.

The other side of the coin, and looking at the previous points made about barriers to
organisational learning, seems to be that the inertia potentially caused by lengthy tenure
can possibly be managed and even reversed through appropriate intervention and
management development. This argument led to another interesting perspective: what
were reported as the most successful tactics or strategies to overcome some of those

challenges and barriers?
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Organisations overcoming barriers

The literature doesn’t explicitly address how to overcome barriers, but a number of
studies are available describing in practical terms how an organisation might move
towards becoming a learning organisation (e.g. Chinowsky et al. 2007, Garvin 1993).
Other than ‘leadership’ itself, which is discussed in the following section, a number of
other tactics and strategies to overcome barriers to organisational learning in the case
study organisation emerged during the various conversations. What respondents
mentioned most frequently was that reviewing the selection process for new employees
would be the most successful tactic in addressing some, but not all, of the issues

covered in the previous section.

Code Level2  Code Level 3 Sources References
Organisations overcoming barriers 10 33
Communication | 2
Culture 3 3
Incentives 2 3
On-boarding 1 1
Wider involvement 1 2

Table 17 - Overcoming barriers

In one of the Lab hotels, the General Manager explicitly tasked her Human Resource
Director to look into the way candidates were interviewed and selected, in order to
come up with a better way of identifying the kind of leaders and employees in general
that would be successful in a Lab hotel. During the interview, the Human Resource

Director summarised the need for this new approach as follows:

“You know, it started with that simple thing which gave me the freedom to say
all right we’re going to look at our selection process because if my employees
now have to be able to learn and adapt faster, try new things, be more open to
change, understand that their job will change in two years, five years and then
it’s going to change again and then it’s going to change again and then it’s

going to change again.” (Human Resource Director, Lab hotel 3)
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The process change revolved not only around looking for a different profile to hire, but
also at the way interview questions would be asked. If the hotel was looking for
individuals who were not afraid of failure and experimenting and of questioning the
status quo, then interview questions had to be changed as well. One of the new
questions the Human Resource Director asked applicants was around ‘tell me about the
last time you failed’. According to him, this additional question alone gave him a great

insight into a candidate’s ability and willingness to experiment and learn.

In an interview with one of the Corporate Vice Presidents, the discussion lead to the
differences between selecting entry-level managers versus more senior leaders. The
question that came up was whether a leader should possess all the important leadership

skills that the organisation is looking for, or whether they could be taught later.

“So I think you can refine some of what they've learned if you bring in a senior
executive. [...] I think you could be able to say, we can teach them some of those
skills and refine some of what they already have. Whereas with younger ones it's
gonna be far more big. I think, a greater runway and a blank slate to work with.
So I think you're right. [ think that where we can really go extremely far with
selection and development is to say we're not as concerned bringing in a mid-
level manager or below that hasn't had these experiences because a) we can

provide them and b) we can teach them.” (Corporate Vice President 2)

The above quote also raises an interesting point, presenting an opinion that leaders are
made, not born - especially when looking at recruiting and developing entry-level or
middle management. Reviewing the selection process in the case study organisation
therefore was viewed by respondents as a key tactic, both for the hire of the general
employee population as well as for leaders. The more senior the leaders to be hired are
in the hierarchy, the more the selection process has to be able to elicit the behaviours
that support this culture shift towards learning and innovation. The implementation of
the design-thinking process, and the general approach of allowing employees across a
hotel to participate, experiment, fail and learn, seemed to have provoked this shift in

looking at a different candidate profile on all levels.
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The perceived value of the learning organisation concept

Not many quotes were coded in this category, but on a number of occasions the
discussions revolved around different expectations of what the outcomes of all those
design-thinking initiatives should be. Is the case study organisation looking at putting
structures and process in place to drive breakthrough innovation? Or implement an
environment of continuous learning and improvement? Overall, there was no evidence
that any of the interview or focus group participants did not believe in the value of
creating an environment where individuals can try out new things; on the contrary, the
establishment of the Lab hotels and the rollout of the design-thinking process generally
seemed to generate excitement and passion. But the quote below from one of the
Corporate Vice Presidents reflects a certain level of confusion about the final outcome
of the entire initiative, and it seems that learning and innovation has to be defined

specifically within the scope or mission of an organisation:

“At the end of the day, we re not Google, we re not Yahoo so yes, we can have

creative people but they also have to conform to a certain degree, I guess.’

(Corporate Vice President 4)

This is an interesting and important point that hints at some ambiguity in the meaning
and definition of the learning organisation concept, as outlined by writers such as
Garvin (1993), Grieves (2008) and Eijkman (2011) in the Literature Review. As a
model, the learning organisation encourages empowerment and individual
experimentation. However, this may come into tension with organisational desires or
requirements for at least some level of uniformity, standardisation and predictability.
Such standardisation is often required in the hotel industry in which the case study
organisation is operating, in order to offer a consistent experience to customers across

geographies and brands.

Parallel to discussing the value of the learning organisation concept, or the potential
benefits of moving towards becoming one, two questions were added to the original
‘Dimensions of the Learning Organization Questionnaire’ to measure the actual

perception of value by participants.

95% of all respondents felt that the questions asked in the survey, based on the concept

of Watkins and Marsick’s (1996) framework of the learning organisation, were relevant
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or even very relevant to organisations in the hospitality industry, and an even larger

percentage felt that the concept could be particularly valuable to the case study

organisation itself (see Table 18). This also mirrors the argument of Brownell (2008),

that despite all the potential barriers and issues raised by a number of writers, such as

high employee turnover and often strict hierarchical structures (e.g. Gjelsvik 2002,

Teare and Bowen 1997), the creation of learning organisations can assist the hotel

industry, as well as the wider hospitality industry, in being more successful at

implementing strategic plans.

Questions

Not

relevant

Very

relevant

1

Having completed the
above 'Dimensions of the
Learning Organization
Questionnaire', how
relevant or valuable do
you feel are those
questions to the hospitality

industry in general?

17

1%

0%

4%

24%

How relevant or valuable
are they to [case study

organization]?

13

Average

Answers

491

70

100%

0%

0%

4%

19%

5.12

69

100%

Table 18 - Relevancy of learning organisation concept

Page | 118




The impact of leaders

Leadership skills conducive to the creation of a learning organisation

The importance of leadership in creating the conditions and structures characteristic of a
learning organisation, and in overcoming potential barriers to organisational learning,
has been addressed extensively in the literature (e.g. Nyhan et al. 2004, Popper and
Lipshitz 2000, Marquardt 2000, Antonacopoulou 1999, Tannenbaum 1997, Senge 1990,
Watkins and Marsick 1996, McGill et al. 1992), and was also identified in the findings
of the survey results discussed in the previous section of this chapter. This study aims at
identifying the specific leadership skills that are conducive to the creation of those
conditions and structures, in particular within the hotel industry, and whether they are

influenced by the wider organisational context.

During the interviews, participants were asked to recall situations where leaders were
either very successful or not successful during the design-thinking process rollout in the
Lab hotels. After coding of the interview transcripts, as described in the methodology
chapter, over 30 leadership skills could be elicited and 10 of them were considered
more critical to focus on (see Table 19 below). The criteria to select those 10 leadership
skills were the number of sources and references mentioning the respective skill

(elicited from at least 6 different sources with multiple references).

Code Level2  Code Level 3 Sources References
Leadership Skills 15 278
Broad perspectives 1 1
Coaching 4 12
Collaboration 4 9
Communication 5 7
Customer focused 1 1
Emotional intelligence 1 2
33
13
17
20
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Humility 3 8

Influencing 3 6
Innovative 1 1
9 22
7 16
Loyalty 1 1
Multi-tasking 1 3

J
—
—

Organisation savvy 1 2
e
Passion 4 5
Pragmatism 1 1
Problem Solving 1 1
Process 4 5
Respect 1 1
Role Model 4 6
Strategic 1 1
Technology savvy 3 3
Transparency 1 1
Trust 5 10
Visionary 1 1

Table 19 - Leadership skills
Adaptability

Rolling out design-thinking and establishing Lab hotels were two very new approaches
for many leaders in the case study organisation. One of the Corporate Vice Presidents’
described the example of two high-tenure General Managers, who were seen as being
very successful in embracing these new approaches, and adapting their leadership

accordingly.

“To me he’s the hero of the Lab hotels... The other one is the GM in [country], I
think [name of a General Manager] stepped up big time because he’s an old
finance guy that thinks things are either black or white in this world and he

opened his mind drastically.” (Corporate Vice President 3)
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Another Corporate Vice President also underlined the importance of both organisations

and individuals being able to adapt to the new world, and to new ideas:

“It’s not the biggest, strongest, or the most beautiful bird that survives, it’s the
one that can adapt. 1 find the word ‘innovation’ is the wrong term because it
creates a certain expectation. It makes everybody think that we’'re gonna come
up with an Apple iPhone or something like that, which we’re not. I don’t think
we will, but we need to evolve. The one thing is everything is customer-based.
In order to evolve you truly need to be employee centric because in the end they

make it happen on a day to day basis.” (Corporate Vice President 4)

The above quote also makes again an interesting point about the applicability of the
learning organisation concept in the hotel industry, as outlined in the previous section
already. If organisational learning is not used for breakthrough innovation, it seems that

the concept might be applied or manifested differently in different industries.

Another example about adaptability was described by one of the Human Resources
Directors, about an individual who had never been involved in a Lab hotel or in design-
thinking before, but had subsequently become one of the hotel’s key players in driving

the process and implement a number of new, sometimes innovative approaches.

"One of the projects here was about ‘women’s preference’ - you know for our
women travellers that come to our hotels. He was able to involve housekeepers,
coordinators, other managers, and engineering in different teams to be able to
achieve the results. [ think his engagement scores went up. He has done a
fantastic job. He’s not only a talented manager in his own right but he has been
able to make the change, make the adjustment to the new style that is required

for this kind of initiative to work." (Human Resources Director, Lab hotel 3)

The above quote gives also very useful information about how specifically the process
of implementing adaptation might work. Respondents felt that the ability of leaders to
adapt was critical, especially in times of accelerated change due to the more globalised
competition and rapid technological advances. This was also well outlined by several
writers referenced in the literature review, such as McGill ef al. (1992), describing a

number of leadership mind-sets, such as the need for managers to adapt to ‘permanent

Page | 121



white water’ (McGill et al. 1992:12), an analogy used to represent the fast paced change

organisations are facing today.

Change management

Another leadership quality identified by the respondents was that leaders should have
the skills to actively manage change around them. The Lab hotels that were
implementing the design-thinking process were also reviewing their selection criteria
for new leaders, as mentioned in one of the previous sections. In view of the new
approach, the ability to manage and embrace change became one of the key skills they

claimed to be looking for.

The interview participants also identified that managing change includes managing a
certain amount of ambiguity and uncertainty. As the individuals in the Lab hotels
experiment with new things, prototype and test new approaches, and try to operate in a
less structured and restricted environment, it was thought that this skill become more
and more important for leaders. One example that was brought up during one of the
interviews was the ‘check-in’ experience, where a new approach was tested to take
away a number of the more prescriptive steps in the process, and leaving it up to the
respective front desk agent to manage this experience. The ability to lead a team

through this phase of ambiguity was seen as a crucial skill by the respective manager.

The consensus emerged that the ability to embrace and manage change should become
an integral part of a leader’s role. The Corporate Vice President quoted below offered
strong support for the view that all leaders in the case study organisation should be able
to manage and embrace change, and that stricter performance management should be

applied to those individuals who do not.

“... if we're really going to be a culture that drives change, then what are we
going to do, which by the way, at least for North America, have we ever come
and said, ‘You know what? You don’t embrace change in your job, and
therefore this is probably not going to be the place to work for you.’ I think we
have never had or addressed some of those issues. And so you have the legacy
environment that we have as an organisation. And if we are we going to get

serious about innovation and change being important, and if you don’t do it, this
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probably isn’t a good place for you to work. I think that’s the question to ask.”

(Corporate Vice President 1)

The above quote also seems to outline a harder interpretation of the learning
organisation model, presenting an argument that only certain people are suitable to
work in a learning organisation. This is contrast with the literature of the learning
organisation, which represents the concept from a softer and more developmental
perspective where people are given the chance to be innovative and adaptable, and can
be encouraged and developed into being that way. It usually doesn’t address this hard
edge as presented above, where an organisation would eject people that they feel are not
suited to working in this environment. Although how an organisation deals with
performance management is outside the scope of this study, the above quote raises an
interesting debate on how to avoid that individuals, having trouble adapting to the new
(softer) ways of thinking associated with the learning organisation, fall back on more

traditional, tried-and-trusted (harder) leadership approaches.

Although considered as important by the participants of the case study, tolerating
ambiguity and uncertainty were seldom referenced in the literature review, and were
only explicitly addressed by McGill ef al. (1992) in form of a leadership mind-set, as

outlined in the literature review earlier.

Empathy

This quality was probably one of the more interesting findings. Many respondents felt
that, while empathy is often seen as an innate characteristic, it can be learned and tools
to foster a more empathetic approach can be developed. This was one of the big
learning experiences the Lab hotel leaders went through, when the design-thinking
process was launched. The example below is taken from a conversation during one of
the focus group meetings at Lab hotel 1, and describes what happened during their

‘Borrow-Bar’ and ‘I-Forgot-Bar’'* project:

' These were concepts/ideas that came out of a number of design-thinking sessions, related to customer

satisfaction projects.
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“I think it was a good thing for us because we learned the importance of getting
customer feedback. I guarantee all of us in our careers have been told our whole
life just go out there and make it happen. Just figure it out. So we go out there
and we do the best we can. We make the decisions based on what we think is
right and we don’t talk to anybody else. I think it was very eye-opening to us
that even though we 've been in the business for 20 years or 25 or whatever it is,
we don’t know all the answers. It’s important to listen to what the customer says

and feels and thinks.” (Senior Manager Focus Group participant, Lab hotel 1)

This quote from a senior manager at one of the Lab hotels sums up well how empathy
was perceived within the design-thinking process: accepting that one does not know
everything, listening to other stakeholders to explore their needs, and use this learning
in coming up with better and more innovative approaches. The following quote from a
conversation during the Senior Manager Focus Group at one of the Lab hotels gives

another example:

)

Participant 1: “The higher performance menus, they were a failure.’

’

Participant 2: “They were a failure.’

Participant 1: “We tried to give our guests something that they didn’t want and
they failed.”

Participant 2: “Because it was the right...”

Participant 1: “Because we didn’t do interviews. We didn’t ask again what they

wanted.”
(Senior Manager Focus Group, Lab hotel 1)

While some participants’ perception was that empathy was strongly rooted in personal
psyche, others felt that being empathic could be developed by actively listening to and
involving others. For some individuals this comes more naturally, for others it seems to

be a learned process — as one of the senior managers in the focus group explained:

“So it wasn’t ‘til after we went and learned this whole process off applying

empathy to figure out that that’s not really what they were looking for. They
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weren’t looking for to lot [...] So we started having these empathy interviews
with customers and trying to figure out what would work better. That’s when we
started to learn that really all they wanted was some sort of unobtrusive way to

get what they wanted.” (Senior Manager Focus Group participant, Lab hotel 1)

Empathy therefore became a technique used by many of the leaders in the Lab hotels,
enabling them to gain the necessary insight about customers’ or employees’ true needs
and to solve for the right problems. Empathy could thus be seen as either leadership
skills that can be applied in different situations and contexts, or even more as leadership

mind-sets that can possibly be taught.

McGill et al. (1992) for example explicitly mentioned ‘empathy’ as one of the
organisational features or qualities that is critical for learning organisations, where
leaders have to unlearn previous mind-sets in order for generative learning to occur.
Other writers also mentioned the importance of empathy to a certain degree, describing
it more as listening and learning from other stakeholders (e.g. Slater and Narver 1995,
Antonacopoulou 1995), but overall it does not seem to be described widely as an

important leadership attribute in the learning organisation literature.

Empowerment

Empowerment was cited in many studies in the Literature Review chapter (e.g. Watkins
and Marsick 1993, Ellinger ef al. 1999, Goh and Richards 1997, Phillips et al. 1996),
and it was therefore no surprise that ‘giving up control’ and ‘empower others’ were
identified as another critical leadership skill. The quote below came from a Lab hotel
General Manager, when asked what her role as a leader was in the Lab hotel

environment.

“... my role in the Lab now and with the Lab leaders is really I'm not overseeing
a project. I have all the Lab leaders and so I'm like the bee going around and
pollinating all of the flowers, right? So I'm there to — you know I show up and,
‘Tell me what you're doing. What are your road blocks?’ So then I facilitate,
‘So tell me more about that? What else? How might we?’ So it's more of being
there to inspire and just keep it unstuck when things get stuck.” (General

Manager, Lab hotel 3)
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She saw her role as empowering others, and removing barriers for them to learn and
grow. And this way of leading was outlined by many participants in a number of critical
incidents, as they explained their views on empowering others and getting out of their

way:

“And they came up with a lot of feedback. And I think that was a great success
first because it achieved results quickly. They didn’t have to wait till the
manager got back to them. They had the permission to go fix it. And the result
has been higher engagement. People were really very, very excited about the

process.” (Human Resource Director, Lab hotel 3)

Empowering people seemed to have contributed significantly in creating this
environment where employees can start questioning the status quo and experimenting

with new ideas.

Experimentation

Linking to the above, the development of Lab hotels started with the philosophy of
‘experimentation’ where employees have the opportunity to test new approaches to
solve problems. During one of the interviews with a Corporate Vice President, he was
asked about the most striking impact he had seen with the creation of those Lab hotels

and the initial rollout of design-thinking:

“The blanket willingness from the people that have been involved to just
experiment [...]. But I am far more surprised than I thought [ would be initially
in both the Lab hotels as well as the corporate function which right now is
[name of loyalty program], it's used as a lab but the individuals involved in that
are almost wildly willing to experiment and challenge the conventional and
challenge the status quo and challenge how things are done.” (Corporate Vice

President 2)

A number of illuminating examples were given by participants around how leaders

created this environment where everybody was encouraged to try out new things and

"1t is worth acknowledging here that, given the data available, it is not possible to verify these leaders’

claims about the extent to which they really have empowered their staff.
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experiment. One such example was a project focusing on the re-design of a new front
desk with the aim of making the check-in experience more efficient and pleasant. A
small project team was sent out to look at ideas that were successful at other Lab hotels,
talking to both guests and employees working at the front desk, and subsequently
starting to mock up different types of front desk designs. These prototypes were
designed very rapidly and crudely. They did not hire any designers and expert
carpenters, but simply designed a rudimentary product for prototyping. They tried out
several designs, invited guests and employees to interact around those prototypes, and
collected additional feedback in order to come up with a more sophisticated design.
Experimenting with different designs and testing their ideas with guests and employees
was the real essence of this environment that leaders in this Lab hotel started to create.
The case study organisation’s Chief Executive Officer picked up on this great story, and

made reference to it during an interview in one of the recent communication meetings:

“If you make it crude and say, ‘You know, we’re just experimenting with this’,
and you can tell this is just a mock-up then people say: ‘Okay, well, I guess
they’re really looking for my feedback.” And then they actually bring great
feedback. Now you have to listen again two to one ratio. You have to listen

very intensively and they came up with a completely unique design, it’s really

cool actually.” (Chief Executive Olfficer)

The Literature Review earlier outlined already the importance of learning from
experimentation and exploration (e.g. Slater and Narver 1995), allowing for creativity,
innovation and experimentation (Gephart et al. 1996) and fostering experimental mind-
sets (Nevis ef al. 1995). But in the case study organisation, experimentation was not
only seen as being about leaders creating an environment where employees can try out
new things and test their success, it was also about accepting that not every experiment
will be successful. The importance of embracing failure was identified as another key
skill as outlined in the following paragraph, or as one of those specific mind-sets a

leader should adopt.

Experimentation and failure

Learning organisation models tend to promote the view that accepting or even
embracing failure creates the motivation for individuals to try out new things (e.g.

Antonacopoulou 1999, Nevis et al. 1995, Tannenbaum 1997, Popper and Lipshitz
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2000). During one of the interviews, a Lab hotel General Manager was emphasizing the

essence of design-thinking:

“What holds them back is fear of failure. The whole design-thinking process is
all about failure.” (General Manager, Lab hotel 2)

Within the new Lab hotel and design-thinking world, respondents described an
environment that goes beyond accepting failure, but towards encouraging failing early
and often. One of the managers at a Lab hotel described his experience during a new

customer service project:

“I don’t think the whole point of the innovation process was to be really, really
good at it; it was just to try it. I think we were really, really good in one field,
but the ‘failing’ has been some of the best experiences that weve had, especially
with the ‘I Forgot Bar’ that we lost.” (Middle Manager Focus Group
participant, Lab hotel 1)

The critical incident discussed during the above focus group interview was a project
where a team had come up with a new concept to offer guests a facility at the hotel
where they could borrow items they may have forgotten at home, such as adaptors, hair
dryers, shavers and more (the ‘Borrow-Bar’ or ‘I-Forgot-Bar’ as referenced earlier). The
initial prototype failed early with many customers not returning the borrowed items, and
subsequent tests did not always bring success either, until the project team moved away
from providing a separate facility and came up with a different way of offering
customers the ability to borrow those items'®. But the positive end product was the

result of experimentation and failure.

In one of the Lab hotels, the Human Resource Director took this a step further, and
integrated this mind-set about ‘failing early and often’ in his interviews with candidates

from all levels (as outlined earlier when discussing the change of the selection process):

' This process actually evolved into the development of an ‘App’ for use by guests on their mobile

devices.
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“I'm looking for someone that has failed before. If you have, this is one of my
questions. If you don'’t, if you tell me youve never failed, first of all you're lying.
Or, you just don’t take feedback and you blame others. So I like to hire people
that have given it their all in something and have failed miserably. Then we have
a discussion about why did you fail. What did you learn? What have you done
differently? How did that help you to succeed? So we have this conversation
during interviews because I need somebody that understands that the innovation
process and the learning process will include failure.” (Human Resource

Director, Lab hotel 3)

While the philosophy to experiment and encourage failure sounds interesting, the
interview data also lead to one more element or skill that seems critical to make it all

work: to actually learn from success and failure.

Learning agility

Leaders championing (e.g. Marquardt 2000) and role modelling learning (e.g. Gephart
et al. 1996) has already been one of the key leadership roles identified earlier in the
Literature Review. Learning agility can be defined in this context as both the ability and
willingness to learn. Having seen in the above extracts the perceived importance of not
being afraid of failure, it is important to connect this with learning — learning from both

success and failure.

“Again we learned from our failure there but I think that’s part of it. I think
that’s exactly what we’re talking about. If you don’t learn from it...” (Human

Resource Director, Lab hotel 3)

Learning agility also links to empathy, as discussed earlier, valuing leaders that can

accept that they don’t know everything and that are not afraid to ask and learn:

“But on the other hand she also allows you to teach her. There are things that
she doesn’t know and she’s very open about it. She’s not one of these managers
that think ‘oh I need to know it all’. She’ll actually come in and say ‘that’s

intriguing - tell me more’.” (Human Resources Director, Lab hotel 3)
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The importance of learning agility was also championed by the case study’s Chief
Executive Officer, who admitted that many of the experiences in the Lab hotels were

new to him, and that he learned a lot from those experiences:

“We went out to {state], where we spent a few days in [city] and where we also
one morning sort of dispersed and went to interview some of our colleagues in
different hotels around the [city] area, and also some guests. We started off at
the [Lab hotel] with this guy who actually is directly responsible for the process
by which the team at the [Lab hotel] is ending up with a completely unique front
desk design. So I just wanna share this — I'll try to keep it short but this is
unbelievable to me because I learned a huge amount through this.” (Chief

Executive Officer)

In the context of leadership skills, learning agility can be taken to refer not only to one’s
own learning, but also to the creation of an environment where knowledge is shared and
others are encouraged to learn. One of the Lab hotels’ Human Resources Directors
recalled a situation where a housekeeping manager, who was considered to be one of
the more successful lab leaders, exemplified this skill during a time when the design-
thinking process was rolled out. First he learned the process himself, and subsequently
transferred this knowledge on to others in his team, involving his coordinators more,

and teaching them how to use the process.

The importance of learning agility was also covered by a number of writers in the
Literature Review, such as Anatonacopoulou (1999) focusing on the understanding of
managers’ attitudes towards learning (i.e. ‘learning managers’), Ellinger et al. (1999)
describing the importance of managers as facilitators of learning in learning
organisations, as well as Senge (1999) describing the importance of the ability to be
‘ignorant and incompetent’ to foster learning, as well as to be willing to collaborate and

share knowledge.

Listening

Although it could be argued that the skill of listening is part of empathy, interviews
clearly showed that it is seen as a critical skill in itself as well. One of the interesting

results of rolling-out the design-thinking process at the Lab hotels was that it
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encouraged leaders to listen to all their stakeholders: customers, employees and owners

alike.

“There are people who they care about, they go out there and give you things
that make you feel like you're on top of the world. That’s one thing that 1
learned. The biggest thing for me that came out of the lab is listening to your
customer, and to me our customers are not only the paying guests. (Corporate

Vice President 3)

This key skill of ‘active’ listening came up in a number of interviews, and was
considered critical by one of the Human Resources Directors who described a situation

where his General Manager practiced this skill in a very active way:

“Not only does she listen to it, you can see that she absorbs it. And it comes up
another time and in a practical use so you can see how my feedback got used.
She teaches and she learns at the same time.” (Human Resource Director, Lab

hotel 3)

In line with these findings, the importance of ‘listening’ was also outlined by Senge
(1999) in his article about ‘learning leaders’, as well as Brownell (2008), who argued
that leaders that are good listeners promote and create trust with and between
employees, therefore fostering a learning environment that allows for knowledge

transfer, which is one of the basic processes of a learning organisation.

Openness

Another common perception among the respondents was that having an open mind-set,
defined by them as being open to new ideas and having the ability to think outside of
the box, could be considered as one of the starting points or a pre-requisite to learning
and innovation. It could also again be argued that openness or being open-minded is an
innate personal characteristic, and that some people are naturally predisposed to being
more open-minded than others. But it was also seen as important that leaders foster
openness, whether they are naturally open-minded or whether it is a learned skill or

behaviour.

“... I think, with the innovation process anybody can be innovative. You just

have to have an open mind and go with the flow [...] go with the flow and be
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willing to take chances and have an open mind to it. So rather than just being
focused on somebody else, you also have to focus on yourself and how you can
do that, what you can do to make a difference, so kind of shifting a little bit.”

(Middle Manager Focus Group participant, Lab hotel 1)

In line with those findings, ‘openness’ was also addressed by a number of writings in
the Literature Review, such as by Senge (1990) describing the ability to challenge
prevailing mental models, Antonacopoulou (1999) valuing openness within the context
of being open to challenge the status quo, as well as Nevis et al. (1995) emphasising the
role of leaders in creating a climate of openness, and the mind-sets of being open to

proposed change.

Participation and involvement

Participation and involvement is one of the key premises of the learning organisation
model (e.g. Watkins and Marsick 1993, Pedler ef al. 1997). Getting others involved and
to participate in projects and decision-making was also considered important by the
interview participants in the case study organisation, mainly in terms of promoting the

requisite change, alongside with empathy and listening.

“I think from an employee perspective, there had been many employees that
have been really involved in some of the processes and will continue to be
involved in processes as we move forward. We got a new project coming up in
housekeeping that I'm excited about and it’s involving the employees and
getting their ideas and opinions about what’s going to make their lives easier to

take care of our customers.” (General Manager, Lab hotel 2)

The above quote came from a General Manager from an unionised hotel, where
involvement of employees was seen as critical in getting buy-in, have everybody benefit

from learning experiences, and fostering engagement.

“We initially started with the engagement survey questions and asked them to
select a couple questions that were important to them and we sent our
invitations to close to 80 different associates, probably had 50 at the first
meeting. They selected ‘supplies’ and they selected ‘my supervisor cares’. And

then we began to brainstorm and it's really neat to see this process unfold and

Page | 132



how it's really impacted the employees because they really feel like they have

ownership in the whole process.” (Human Resource Director, Lab hotel 1)

The above example referred to an initiative launched at one of the Lab hotels around
improving working conditions at the hotel, using the case study organisation’s
engagement survey as a tool. The fact that leaders didn’t just take decisions without
involving their employees reportedly resulted in a lot of participation in the

. 1
improvement process. 7

“We had all of the corporate brass here. And we were very busy in the hotel too,
sold out, with other things going on. And so [manager name] came in on the
Friday of that LAB launch week and he brought in his entire department to the
kick-off meeting. And you could just see him when we started talking about the
LAB and he was just so proud. And what was really cool about it for me was
that of everybody in the audience, it was so obvious that he had been talking to
his group because they were all really like fixed on the conversation and they

were really engaged and interested too.” (General Manager, Lab hotel 3)

A very emotional story told by one of the Lab hotel’s General Managers, underlining
the success of one of her managers who ensured that his team participated and was

involved in the process from the beginning.

The framework presented in the literature review around the four, at times overlapping,
categories of leadership roles, skills, styles and mind-sets proofed to be an effective
framework in the analysis of the above findings. The results seem to suggest that that
the majority of the above identified qualities that help leaders to create the conditions
and structures characteristic of a learning organisation, describe mainly leadership
‘roles’ and ‘mind-sets’, and less the harder ‘skills’ or ‘styles’ of leadership, as outlined
in the literature review. The following section will look at the other side of the coin,
outlining some of the more unfavourable qualities of leaders to the creation of a

learning organisation.

7 The data available can base this on leaders’ accounts only. It is therefore not possible
(methodologically speaking) to judge with certainty the extent to which the leaders did seek to engage

employees, or the extent to which they were successful in doing so.
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Leadership qualities unfavourable to the creation of a learning organisation

During interviews and focus groups, using the critical incident technique, participants
were also asked to think about situations where leaders were not successful in coping
with the rollout of and using the design-thinking process, thus potentially putting
barriers in place for organisational learning. The two most prominent adverse qualities

that came out of the interviews were ‘control’, and a ‘know-everything-attitude’.

Code Level 3 Code Level 4 Sources References

Negative impact skills 7 36
Collaboration 1 1
Experimentation 1 2
Emotional resilience | 2
Lack of empathy 1 1
Lack of action | 1
Lack of learning 1 1
Listening 2 2
Power 1 1
Problem solving | 1
Technical | 1

Table 20 - Unfavourable leadership qualities

Control

As outlined by Harrim (2010) in the Literature Review, there is growing dissatisfaction
with traditional management methods based on command and control, and more
participative leadership seems to be in demand. This seems to be in line with the
findings from the case study interviews and focus groups, where ‘excessive controlling’
was viewed by many as the most inefficient quality or disposition a leader could possess

in support of the design-thinking process.

“I find that leaders that try to be controlling, that are not open to other ideas,
are not strong leaders because what they are doing is they are making the

organisation the same again and again.” (Corporate Vice President 3)
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Another example is the quote below from a Corporate Vice President, referring to the
implementation of a new performance management process, and demonstrating how an

over-controlling group of leaders represented a barrier to the successful rollout:

“But my biggest pushback, which was surprising, was my HR directors, who
previously controlled the process, really controlled what you used, when they
did it, pretty much everything. And we built the system to be not HR dependent.
A lot of our hotels don’t have HR. In fact, most of them, less have HR than don'’t.
So we had to build it that it’s very manager driven, and managers taking
accountability for the folks that work for them. And the HR directors became my
biggest obstacle through the rollout. They didn’t understand why they didn’t

have a manual and control.” (Corporate Vice President 1)

A number of interview participants described excessive control as on old-school
leadership skill, which was passed on from one leadership generation to another.
Leaders still have to be able to exert some control over some things, and control can
still be a valuable skill when exercised judiciously; but a tendency towards excessive
controlling behaviours may not be conducive to coping with change. In addition, such a
non-progressive leadership approach does not seem to resonate well with the new

generation of leaders being hired into and developed in organisations:

“I don’t think that today’s managers or potential leaders are attracted to
somebody that micromanages them. You want to have the opportunity to bring

your own personality to the job.” (Corporate Vice President 4)

Excessive control is not only a potential barrier as a result of leadership behaviour, but
also as a result of how processes are structured in an organisation. A number of
conversations have taken place within the case study organisation around how processes
could be simplified, removing the control aspect on many occasions, and allowing
leaders to spend more time with customers and employees rather than controlling

others. The quote below addresses both problems: leadership and process.

“One of the examples I'll give you to back this notion up, is that throughout the
Lab hotels there were conversations about too many brand standards tying our
employees up to a certain script, this and that. One of our senior leaders in

[city] said, ‘oh no, we cannot get rid of these. We cannot tweak the standards,
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we cannot change the scripts, and people need to be told what to do, how to eat,
how to walk and how to talk’. When we said, well allow them to work on their
own, we heard back ‘oh, I'm scared, this isn’t going to work’.” (Corporate Vice

President 3)

The above is a fairly typical example of how a leader is not willing to give up control,
and of a number of controlling processes that may hinder learning and advancement
towards a learning organisation model, supporting some of the difficulties and critiques
of the learning organisation expressed in the literature (e.g. Coopey 1995, Coopey and

Burgoyne 2000, Keep 2000, Eijkman 2011, Owenby 2002).

Know everything

This might be seen more as a negative attitude than an ineffective skill, but it seems
critical that managers and leaders can realise that they don’t always know everything. It
is really the opposite of learning agility and empathy, where a number of leaders feel
that they don’t have to learn anything, don’t have to approach things differently, and

don’t have to learn how to lead and manage differently.

“I think it was a good thing for us because we learned the importance of getting
customer feedback. I guarantee all of us in our careers have been told our whole
life just go out there and make it happen. Just figure it out. So we go out there
and we do the best we can. We make the decisions based on what we think is
right and we don’t talk to anybody else. I think it was very eye-opening to us
that even though we 've been in the business for 20 years or 25 or whatever it is,
we don’t know all the answers. It’s important to listen to what the customer says

and feels and thinks.” (Senior Manager Focus Group participant, Lab hotel 1)

In an environment where individuals are expected to have all the answers and not make
any mistakes, with leaders punishing failure and not tolerating an ‘7 don’t know’
answer, this ‘know-everything’ behaviour is consistently reinforced. The ‘locker room
project’ in one of the Lab hotels was previously used as an example, but the below
extract of a conversation during one of the focus groups showcases the impact of

‘know-everything’ on the outcome of a project:
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Participant 1: “No, I think so. I mean we’ve learned. I learned the hard way.
Our general manager always gives an example that he and our
director of engineering, between the two of them they’ve got
probably 55 years of experience. That sounds right?”

Participant 2: “Yeah.”

Participant 1: “We redesigned the employee locker room. Never spoke to a
single employee. We put things in it we thought we would like: a
couch, a TV, a this and a that.”

Participant 2: “We don’t have a couch and TV in the ladies. I just want to point

that out.”
Participant 3: “They forgot benches. They forgot...”

Participant 1: “Never even spoke to a woman to ask her what she wants in

)

hers.’

’

Participant 2: “We just had to empty the lockers.’

Participant 1: “So, yeah. I think it can be taught. I think we’re all learning.
That’s probably the most eye opening thing in this whole Project
X'® for us is that’s the take home. You have to think. You have to

redo the way you think through processes.”
(Senior Manager Focus Group, Lab hotel 1)

It is an illuminating example of a situation where senior leaders seemingly did not step
back, did not accept that they don’t know everything, did not reach out to other
stakeholders to get their input, and did not come up with better solutions that could be
tested before they were implemented. The responses outlined above suggest that leaders

should be aware of the impact of those two ineffective skills or behaviours, ‘excessive

' Project X was a blueprint developed by the case study organisation’s innovation department, and within

the above context referred to the Lab hotel concepts and design-thinking process roll-out.
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control’ and ‘knowing all’, on their ability to foster learning, generate new ideas and

foster participation and involvement overall.

Influence of wider organisational or environmental factors

During the interviews and focus groups, the interviewer also attempted to elicit factors
that may have an impact on the implementation of the design-thinking process in Lab
hotels, outside of leadership. Overall, very few wider organisational and environmental
factors were mentioned. The only two factors that strongly emerged were the impact of

high tenure of employees, and working in an unionised environment.

Code Level2  Code Level 3 Sources References
Influence of wider organisational or environmental factors 9 37
Culture 1 1
Day to day job 2 5
Internal interest groups 3 4
Organisation strategy 2 2
Organisational values 1 1
Personal characteristics 1 3
Structure 1 1
Team 2 3
5 9
4 8

Table 21 - Impact of wider organisational or environmental factors

Tenure

Listening to the interview and focus group participants, creating Lab hotels and rolling
out design-thinking in an organisation with high tenure, such as the case study
organisation, could potentially be more challenging. As outlined earlier in this section,
when discussing ‘tenure’ as being one of the barriers to organisational learning, high
tenure with leaders that were mainly developed from within, can potentially inhibit

learning and innovation, as explained by one of the Corporate Vice Presidents:

"I just feel that in our company mostly, because most of our people, our leaders

are home-grown, I feel like they have very strong opinions about what they think
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works and doesn’t work. It makes them less susceptible to change or to be

opened minded.” (Corporate Vice President 3)

Earlier in this chapter, the results around the skill of ‘adaptability’ described a number
of situations where General Managers adapted very well to the new environment and
were successful in their quest to implement the design-thinking process in their Lab
hotels. A number of those General Managers are leaders with high tenure, and this did
not seem to impact on their ability to embrace those new concepts. Getting the buy-in of
high tenure employees may require an extra effort from leaders, but many of the Lab

hotel leaders were successful with this quest:

“I give her a lot of credit because she’s dealing with people with a lot of tenure
in the industry, you know: old dogs and new tricks. It takes a lot of convincing
but I think she did a fantastic job of making sure she was inclusive, instead of

saying ‘you’re going to do this because corporate wants us to do it’.” (Human

Resource Director, Lab hotel 3)

The impact of ‘tenure’ has already been discussed earlier in the section on ‘Barriers’,
where it was identified as a wider organisational factor that could potentially influence

organisational learning and leadership in a learning organisation.

Unions

The opinions around the impact of unions on the concept of a Lab hotel and the process
of design-thinking were also split, with some participants arguing that working with
unions can potentially inhibit the flexibility and creativity of individuals, and

subsequently hinder learning and innovation.

“They have to conform to the little red book which is the local tool book, right?
And they have to really just not deviate from that. [...] I can’t go to an employee
and say hey let me train you on how to do x. No you can’t. So it would be a

challenge.” (Human Resources Director, Lab hotel 2)

The same argument is supported by another Human Resource Director, who describes
some of the difficulties encountered in the past where any variation of an employee’s

job description involved renegotiations with the unions.
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“So we’re at different evolutions of the project and they have a fundamental
difference in terms that they are a union hotel which restricts them in a lot of the
things that we can do they cannot. Or it’s going to be a little bit harder for them
to produce. I could ask a housekeeper to bring a bottle of water to the room
because we had a project that we’re trying out. You can’t do that in a union
environment unless you have five different meetings and five different

negotiations...” (Human Resource Director, Lab hotel 3)

The counter-argument would be that unions do not necessarily hinder learning,
innovation and in this scenario the rollout of design-thinking in Lab hotels, as long as
the right environment is created. This argument was defended by a General Manager
who used to work in an unionised hotel, who felt that anything was possible as long as

there was this environment of trust between the unions and the hotel management:

“So everybody knows that we're doing something, right, that something's
happening. Somebody's listening and that ‘the lights are on and nobody's home’
is not happening. So that again goes back to that trust piece so when you ask me
about if I'm a union or a non-union hotel, it's about trust.” (General Manager,

Lab hotel 3)

The Banquet Manager in one of the Lab hotels also agreed that unions did not
necessarily stifle innovation or progress, with innovation in this context mainly

referring to questioning the status quo and fostering incremental improvement:

“Yes, and so coming here and, you know, you definitely - you prep more and
people tell you about the union. You look at the collective bargaining
agreement. Like, I think in all respects a lot of my, in my department my guys
are great at doing innovations like figuring out new ways - I mean, it might be
on a smaller scale in respect of a banquet set or, like, a buffet set or something
like that but the innovation, I think, is still pretty amazing for having a union
hotel. There’s no, like, especially here, I haven’t heard much of a ‘No’ or a ‘I
don’t think we can do that’ or something like that in my department. I would say
that innovation is not that difficult and also I think that, especially in my
department, I don’t think the union has prohibited that much.” (Middle

Manager Focus Group participant, Lab hotel 1)
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It seems that unions, like tenure, may impact how individuals are brought on board to
support new concepts and processes, but that the creation of an environment conducive

to learning and innovation in itself actually might assist this co-operative approach.'

As outlined in the document analysis earlier, the case study organisation has gone
through a major re-organisation with the goal of making the organisation more nimble
and responsive to change. This would converge with the argument of Popper and
Lipshitz (2000) that leadership alone may not be enough to increase organisational
learning, as other organisational factors are at play as well, such as structural aspects.
The dealing with unions did not emerge as an organisational factor in the literature, and
not all interview participants considered it a major factor either, but it would certainly
support the view of Appelbaum and Gallagher (2000) that different organisations will
have to select different approaches to becoming learning organisations, based on their

own circumstances.

" This will depend as well on the approach adopted by the union, i.e. whether it is confrontational,

cooperative or compliant.
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Putting the results and findings into context

The opening section of this chapter described the design-thinking process, the case
study organisation’s intervention that was put in place in attempting to move closer to a
learning organisation model. This level-setting was important, as this process was used
as a proxy for investigating organisational learning during the research, interviews and

focus groups.

The second part looked at phase 1 of the two-phase case study research: the findings
from the survey and the document analysis. Those findings provided considerable
evidence to conclude that the case study organisation could be considered an
organisation on the journey of becoming a learning organisation, which was a basic
premise in order to use the case study organisation as a research setting. The survey
results also underlined and confirmed the importance of leadership in fostering

organisational learning and the creation of a learning organisation.

The third part of the chapter outlined the findings from the individual and focus group
interviews. The barriers and challenges described in the first section converge with
much of the difficulties and critiques of the learning organisation expressed in the
literature, such as the potential problem of organisations’ focus on short-term profits
rather than long-term strategies, cultural elements that inhibit learning, the impact of
leadership and resistance to change overall. An interesting finding was that ‘tenure’,
mainly referring to the high tenure of senior leaders in the organisation, was viewed by
many participants as a potential barrier to rolling out a major change initiative such as
design-thinking. Some of those barriers may be more difficult to overcome than others,
but the interview findings also suggest that most of the tactics to overcoming challenges
and barriers, such as the proposed changes to the selection process, are based on local
initiatives by individual managers, rather than being part of the overall organisational
change process. This seems to fit well in with the broader learning organisation
approach of empowering managers to make the changes they think would be best for
their particular function or department. Both quantitative as well as qualitative data was
also collected to address the perceived value of the learning organisation concept in the
case study organisation. The findings suggest that although the model of the learning
organisation, encouraging empowerment and experimentation, is seen as valuable, but

may come into tension with organisational requirements for at least some level of
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standardisation to ensure consistent customer experiences; something often required in

the hotel industry in which the case study organisation is operating.

The main part of the chapter described the findings around leadership skills, styles,
roles and mind-sets, either conducive or unfavourable to the creation of a learning
organisation. Ten common qualities of successful leaders were identified through the
individual and focus group interviews, which were also widely referenced in the
literature reviewed in the opening chapter. In the Literature Review, leadership skills or
qualities described in the learning organisation literature were categorized into roles,
skills, styles and mind-sets, although those groups overlap considerably and certain
qualities could potentially fit into several categories. The qualities identified during the
interviews and focus groups describe mainly leadership roles (e.g. change management,
learning agility, listening and participation), and leadership mind-sets (e.g. adaptability,
empathy, empowerment, experimentation, failure and openness), with fewer addressing
leadership skills (e.g. coaching, empowerment) and leadership styles (adaptability), as
identified in the Literature Review. In addition, the findings also drew attention to a
number of less favourable qualities of leaders, or leadership mind-sets, such as
‘excessive control’ and ‘knowing everything’. These unfavourable leadership qualities
are also in line with the difficulties and critiques of the learning organisation identified
in the Literature Review, as previously discussed in the context of barriers to
organisational learning. Apart from leadership, only very few wider organisational and
environmental factors that could impact leadership and organisational learning were
mentioned: the impact of high tenure of employees, as outlined under potential barriers
towards becoming a learning organisation already, and working in an unionised
environment. None of the two factors were explicitly mentioned in the literature, but
addressed by a number of writers arguing that the path to become a learning
organisation may look different for every organisation, based on the existing

circumstances and environment.

The Source Classification Sheet, containing all information about individual and focus
group interview participants, can be found in Appendix 13. The following concluding
chapter is used to answer the research questions around the skills that help leaders to
create the conditions and structures characteristic of a learning organisation in more

detail.
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Chapter 5: Conclusion

Introduction

The aim of this research was to identify the skills that help leaders to create the
conditions and structures characteristic of a learning organisation, using a case study
organisation in the international hotel industry. The literature review confirmed that
writers have consistently, over the last thirty years or so, cited largely the same drivers
for organisational learning and the learning organisation, namely that organisations such
as the case study organisation still embark on such journeys do keep pace with the
accelerated rate of change, technological advances and more globalised and intensified
competition. The literature on the learning organisation is mainly prescriptive,
presenting a number of different frameworks, such as Senge (2006), Pedler ef al. (1997)
and Watkins and Marsick (1993), along with the seminal work on organisational
learning by Argyris and Schon (1978). These and other writers have emphasised the
importance of leadership in creating and developing the conditions and structures
characteristic of a learning organisation. But not only is there little consensus about a
definition of the learning organisation concept (e.g. Garvin 1993, Grieves 2008,
Eijkman 2011), or how to measure organisational learning and the learning organisation
(Garvin 1993), writers also describe successful leadership in learning organisations
differently in terms of roles, skills, styles or mind-sets. The learning organisation
concept and literature therefore is not without its critiques, with a number of writers
arguing that the concept may not apply universally to all organisations based on their
specific circumstances (e.g. Keep 2000, Brown and Keep 2003), or might lead to
coercive persuasion and exploitation of the workforce (e.g. Coopey 1995). Some of the
critiques also viewed the learning organisation’s perspective on leadership as overly
prescriptive and unitarist, arguing that the impact leaders and managers can have on the
creation of a learning organisation might either be constrained or enabled by the broader
organisational environment, and that a whole range of different managerial or
leadership skills are likely to be necessary. These issues in the literature pointed to areas
of ambiguity or uncertainty; areas where this study aimed to bring some measures and
clarity — particularly with regard to the skills and qualities required of leaders in the
development of a learning organisation. Another potential gap in the literature was the

limited availability of research about the learning organisation and organisational
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learning in the hospitality industry overall, as well as in the hotel industry in particular,

which raises of course the question whether those concepts would be perceived as

value-adding or not within the context of the industry. Through the above review, a

number of research questions were developed, based on the main research aim of this

study to investigate what the qualities are that make leaders successful in an

organisation that embarked on the journey of becoming a learning organisation.

Barriers

What barriers and challenges do leaders within the hotel industry face in the
process of moving towards becoming a learning organisation (e.g. politics,
resistance to change, organisational culture, other leadership, lack of
commitment, funds, etc.)?

How successful have leaders in the case study organisations been to overcome
some of the barriers and critiques raised about the concept of the learning

organisation?

Leadership

What leadership skills are conducive to the creation of the conditions and
structures characteristic of a learning organisation within the hotel industry?

Are those leadership skills influenced by the wider organisational context (e.g.
culture, power relations and organisational structures) or environmental factors

(e.g. economy, competition)?

Hospitality and hotel industry

Is the learning organisation a concept that can be applied to the hotel industry?
How useful is it, and would the concept be according to ‘text book’?
Are the leadership skills that are conducive to the development of a learning

organisation different in the hotel industry then they would be anywhere else?

The research was conducted based on a two-phase case study design, using a mix of

predominantly quantitative methods during the first phase to provide baseline data

about the extent to which the case study organisation had progressed towards a learning

organisation model, followed by a second phase using qualitative methods in the form
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of interviews and focus groups to elicit what made leaders successful in such an
organisation, looking at their skills, roles, styles or mind-sets. The quantitative survey
data was analysed in statistical format based on the responses received and compared to
normative data from the Dimensions of the Learning Organization Questionnaire
(Watkins and Marsick 1997). A document analysis was also conducted, with the aim of
adding weight and detail to the picture emerging from the above survey data. After
having collected and transcribed the field data, the researcher started the coding process
of the qualitative data by breaking it down into suitable categories and sub-categories,
and classified the information accordingly. Template analysis, a variation of thematic
analysis, was chosen to analyse the qualitative data from the interview and focus group
transcripts, with an initial template constructed around a number of a priori themes,
based on the research questions developed in the literature review. Following an
iterative process, those themes were further refined and organised into several levels
where necessary and qualitative data was coded accordingly. Research findings were

presented in the same way, following the themes identified above.

The aim of this Conclusion chapter is to tie together the different parts of the research,
to add meaning to it, and to provide answers to the above stated research questions in
particular. The first part of the conclusion chapter is a synthesis of the findings to
address the latter, following the structure of the main themes identified in the findings
and results chapter: barriers to organisational learning, the impact of leaders, and
organisational learning in the hotel industry. This part will be crucial to set the context
for answering the overall research question, providing a conclusion to the whole
research effort. This chapter will also identify implications for both theory and practice,
highlight some of the study’s limitations, present a review of the methodology adopted,

and provide areas or direction for future research.

It is contended that the study contributes to knowledge on a number of levels: first, it is
a study about organisational learning and learning organisations in the hotel, as well as
the wider hospitality industry, also aiming at evaluating the value of those concepts.
This is fairly unusual as based on the literature review only few studies addressing those
concepts have been conducted in this industry. Second, the methodology with a two-
phase case study design was also different from many other studies, using a quantitative
survey to establish the level of learning organisation of the case study organisation,

before proceeding with more qualitative methods to gain a greater insight into
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leadership. Thirdly, the study researched leadership around an actual organisational
learning intervention, the design-thinking process, which rooted the research in an on-
going real-life organisational development initiative. And finally, the research also

added further depth to the study field of leadership in learning organisations.

The case study organisation has embarked on a journey towards becoming a learning
organisation, prompted by similar drivers as identified in the literature such as the
globalising economy (e.g. Harrim 2010, Chinowski et al. 2007), the rapidly changing
business environment (e.g. Soon et al 2009, De Geus 1988), increased competition and
the need of companies to evolve to stay ahead (e.g. Soon et al. 2009, Harrim 2010),
exponential technological advances (Park 2008, Harrim 2010), and the changing
workforce (Chinowsky ef al. 2007). This change in strategy, to become more agile and
adaptable as an organisation in order to move out of the ‘sea of sameness’ as quoted by
the case study organisation’s Chief Executive Officer, required certain leadership skills
and qualities to evolve the cast study organisation’s culture accordingly. Those
leadership skills were studied following Nyhan’s et al. (2004) model outlining that
‘organisational learning’ and ‘learning organisation’ represent two sides of the same
coin, with ‘learning organisation’ representing the goal to be achieved, and
‘organisational learning’ as the process to achieve this goal. The intervention designed
to effect this strategic change is called design-thinking, and it is this vehicle through
that the case study organisation has attempted to promote organisational learning and a
shift towards a learning organisation model. Design-thinking, as applied by the case
study organisation, is rooted in the effort to foster innovation ‘by design’ (e.g. Gaynor
2002, Tim Brown 2008, 2009), or through a structured process, and portrays innovation
as a process to identify the unique needs of customers or employees, and create equally
unique solutions for them. The study focussed primarily on the implementation of this

intervention and the skills of those involved.
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Answering the research questions

This section is a synthesis of the Results and Discussion chapter to answer the research
questions. The chapter is structured around the main themes of the findings: barriers to

organisational learning and becoming a learning organisation, the impact of leaders in

learning organisations, and the learning organisation concept in the hotel industry.

Barriers

What barriers and challenges have leaders faced in the process of moving towards

becoming a learning organisation (e.g. politics, resistance to change, organisational

culture, other leadership, lack of commitment, funds, etc.)?

The barriers the case study organisation has encountered in its attempts to move

towards a learning organisation model are largely consistent with what is written in the

literature. The main barriers identified are outlined in Table 22 below:

Corporate initiative

The concept of innovation, and processes such as
design-thinking, could potentially be viewed simply
as corporate initiatives rather than long-term change

strategies.

Culture

The current culture would have to evolve first
towards a ‘learning-supportive culture’, adapting

the work environment, processes and leadership.

Leadership

Current leadership behaviours often do not support

experimentation and learning.

No change

Inertia, or lack of willingness to change, to accept

change and to manage change.

Tenure

High tenure can present a barrier, and organisations
with high tenure (especially in leadership) need a

different approach to manage change.

One was the danger of organisations viewing long-term change strategies as short-term
initiatives (e.g. Keep 2000, Grieves 2008) as evidenced by the feeling of participants

that the design-thinking process could be viewed as a corporate initiative only. As this

Table 22 - Barriers and challenges
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research did not include any longitudinal data, it was not possible to evaluate the

empirical merits of this argument.

Issues of power and control (e.g. Coopey 1995) were also evident and mentioned in a
number of interviews, addressing power struggles between key stakeholders. Different
opinions by senior leaders on how organisational learning and innovation should be
brought into the case study organisation slowed down the roll-out of the design-thinking
process, and therefore could be seen as potentially hindering the case study
organisation’s process of moving towards becoming a learning organisation. Other
leadership skills that are either supporting or hindering an organisation to move forward
on the path of becoming a learning organisation are discussed in the following sections

of this chapter.

Cultural barriers (see Eraut ef al. 1997 and Slater and Narver 1995) also emerged as one
of the key themes from the interviews and focus groups, with a number of participants
questioning whether the organisational culture was ready to foster innovation and
organisational learning. Many respondents felt that conformity was valued above
experimentation and failure by leaders in the organisation; processes were overly heavy
and complicated, and standards too prescriptive to create the right environment for
organisational learning. Tenure was also identified as a potential barrier to
organisational learning; many managers and senior leaders have been with the company
for two to three decades, and often seem to be more reluctant to challenging the status

quo and fostering continuous change and improvement.

How successful have leaders in the case study organisations been to overcome some of
the barriers and critiques raised about the concept of the learning organisation? What
practical steps has the case study organisation taken to overcome barriers and

critiques of the learning organisation?

Not having followed the case study organisation over a longer period of time, answering
those two questions may require additional research as outlined in the ‘implications for

future research’ section.

Chinowski ef al. (2007) presents a maturity model for learning organisations, arguing
that this transformation required investment in all levels of learning, i.e. individual,

group and organisational learning, as well as other underlying characteristics such as
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leadership, processes and infrastructure, communication and collaboration, education
and culture. The various tactics and strategies that emerged from the interviews and
focus groups are very much in line with what Chinowski et al. (2007) present, but their
effectiveness is not fully visible at this point. As an example, one of the most cited
tactics was the review of the selection process, as well as the on-boarding or induction
of new managers and leaders. These tactics are helpful in bringing in the leadership
skills and qualities that have been identified in this study as being favourable to the
creation of a learning organisation, or explicitly spelling out the roles leaders are
expected to play in support of organisational learning and innovation, but whether those
tactics actually worked and prompted a culture shift was outside the scope of this

research.

The findings from the quantitative survey give a good indication of the importance
leaders, and that leaders in the organisation had significant success in overcoming some
of the barriers and critiques, and that the case study organisation is indeed an
organisation well advanced in its journey of becoming a learning organisation. This is
based on the results from the Dimension of the Learning Organization Questionnaire,
which suggests that the organisation is relatively advanced in terms of its attainment of
the learning organisation standard based on Marsick’s model (Watkins and Marsick
1996), and the outcome of the document analysis which added weight and detail to the
picture emerging from the above survey data. As outlined in the document analysis, and
supported by the interviews and focus groups, the case study organisation’s Chief
Executive Officer explicitly communicated the necessity for change to all organisational
members, explaining the need for the organisation to become more agile, flexible and
adaptable if they wanted to ‘break out of the sea of sameness’ as he put it. He also
linked this to the need to become more empathetic towards customer and employee
needs and emotions, and the subsequent requirement of having the right structures and
process in place. The two single biggest steps the case study organisation took were to
re-organise their corporate functions and geographical structure, and to implement a
process (i.e. the design-thinking process) that would allow all employees to participate,
experiment and learn. The design-thinking process was a deliberate strategic
intervention adopted by the case study organisation to foster continuous learning and

improvement, and there was a conscious commitment by senior leaders to evolve the
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case study organisation’s culture by rolling-out this process across all properties

globally.

Although not all organisations are looking at becoming a learning organisation, or to
compete based on a ‘high skill / high quality’ model grounded in continuous learning
and improvement (Ashton and Green 1996, Keep 2000, Keep and Rainbird 2000), the
findings of the research showed that research participants perceived the learning
organisation concept as a valuable concept for the hotel industry, and relevant for the
case study organisation. For level-setting purposes, the researcher used Watkins and
Marsick’s (1996) model of the learning organisation based on the different levels of

learning, which was outlined and explained in the introduction to the survey.

Impact of Leaders

What leadership skills are conducive to the creation of the conditions and structures

characteristic of a learning organisation?

The literature review outlined the importance attached to leadership in a learning
organisation context, which has been emphasised by a number of writings. For analysis
purpose, those qualities were categorized into four at times overlapping groups
describing a number of different leadership roles, skills, styles and mind-sets conducive
to organisational learning or the development of a learning organisation. It is perhaps
here that the study makes its greatest original contribution to the existing research on
the learning organisation. The coding of interview data resulted in the identification of a
total of 33 potential leadership skills or qualities that respondents felt would make a
leader successful in creating the conditions and structures characteristic of a learning
organisation. Out of this, a total of 10 leadership skills viewed as conducive to the
creation of the conditions and structures characteristic of a learning organisation could
be identified (Table 23), being mentioned consistently across a number of participants

(i.e. sources) in several contexts (i.e. references).

Adaptability to changing circumstances

Change management in service of continuous improvement

Empathy to understand the needs and concerns of others

Empowerment of employees to make decisions and take independent action

Encouraging Experimentation to foster learning and innovation
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Rewarding fast and frequent Failure

Learning agility to demonstrate commitment to own and others’ learning

Active Listening and acting on feedback

Openness to diverse viewpoints

Fostering active Participation and involvement

Table 23 — Leadership skills conducive to the creation of a learning organisation

Looking at those leadership skills from the perspective of the four categories used
during the Literature Review, an interesting finding is also that playing the right ‘roles’
and having the right ‘mind-sets’ seem more prevalent in creating the right environment
or culture for learning on all levels, than possessing specific ‘skills’ or applying specific

‘styles’ (see Table 24 below).
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Table 24 — Leadership Roles, Skills, Styles and Mind-sets

An explicit distinction between leadership skills, styles, roles and mind-sets (a
framework presented in the literature review and used throughout the study), and a
comprehensive model of the leadership skills conducive to the creation of a learning
organisation as outlined above is new to the literature of the learning organisation. The
individual leadership skills elicited from this study are not unique as such, but were
described in a number of different studies. For example, the findings of this research are
consistent with Antonacopoulou (1999), who argues that leaders should create an
environment that not only facilitates learning, but also encourages and rewards it. This
is more of a role or mind-set for leaders across the organization, recognizing the need

for learning and engaging actively in learning themselves as well, providing feedback,
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reviewing performance, tolerating mistakes and challenging continuously the status
quo. The findings are also aligned with Marquardt’s (2000) view of the learning
organisation, stressing the importance of creating an environment where people are
allowed to take risk and experiment without fear of punishment. Managers and leaders
should be able to tolerate mistakes when individuals are applying new skills during
learning periods (as advocated by Tannenbaum 1997), if they want to foster a climate or

environment where learning and innovation can take place.

On the other hand, many of the leadership ‘skills’ and ‘styles’ described in the literature
are rather generic skills of leaders, e.g. influencing, motivating, coaching, empowering,
communication, and not necessarily unique to an organisation that wants to foster
organisational learning and innovation. This could well be the reason why they did not
emerge more from the interview and focus group data, as the interview protocols were
focusing on leaders’ skills and qualities within the context of implementing the design-

thinking process, and of organisational learning.

Are those leadership skills influenced by the wider organisational context (e.g. culture,
power relations and organisational structures) or environmental factors (e.g. economy,

competition)?

Although power relations seem to have impacted organisational learning in the case
study organisation, as outlined earlier in this chapter under ‘barriers’, and structural
changes were addressed during the re-organisation within the case study organisation,
not many other contingent factors were identified during the research. The respondents
were consistent in arguing that there were a number of roles, mind-sets and skills or
qualities that could be identified as being favourable for leaders to create the structures
and conditions characteristic of a learning organisation, irrespective of any

organisational influences.

The interviews were focusing heavily on one specific intervention, the design-thinking
process, which may have narrowed respondents’ perspectives and guided them away
from considering wider organisational influences such as the organisation’s overall
purpose, culture and strategic objectives. One example would be that the case study
organisation is a hotel company, which by nature requires more customer-relation skills

than another company may need. Although becoming a learning organisation may be
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part of an organisation’s main strategies, each organisation will have other strategies in
place that may influence the kind of leadership they want to have, develop or bring into

the organisation.

Hospitality and Hotel Industry

Is the learning organisation a concept that can be applied to the hotel industry? How

useful is it, and would the concept be according to ‘text book’?

Although the hospitality industry, and in particular the hotel industry, is generally
bound by more traditional work and employment processes compared with other
industries (Teare and Bowen 1997), many of the drivers attributed to the emergence of
the concept of the learning organisation are as much applicable to the hospitality

industry as to other industries.

Technological advances have also impacted the workplace, with more and more
information systems being deployed. Jobs and roles have changed across all functions
in the hotel industry, due to the systematic roll-out of computerised property
management systems, yield and revenue management systems, reservation systems and
much more. Whether a hotel worker in general can be labelled ‘knowledge worker’
according to Drucker’s (1988) definition could be questionable. This might apply to a
number of roles but certainly not all, but those roles are on the rise which impacts the
way hotel companies recruit these days. In this respect, the hotel industry therefore is
perhaps not fundamentally different from other industries, with employees having to
learn and work faster due to the exponential rates of change in the workplace (Marsick

and Watkins 2003).

Competition in the hotel industry is also growing in most markets. This does not seem
to be a new challenge for the case study organisation, but competition has intensified
over the past years, with many other hospitality companies adopting similar aggressive

expansion plans®. The case study organisation’s quest to get out of the ‘sea of

" Note from the researcher: a number of large, global hospitality companies are competing in similar

markets for similar customers with similar products; thus the stated need for differentiation.
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sameness’, as quoted by their Chief Executive Officer, was a clear driver to become

more agile, adaptable and innovative as an organisation.

Using Watkins and Marsick’s (1996) ‘Dimensions of the Learning Organization
Questionnaire’ (DLOQ), the results indicated a positive perception of members of the
case study organisation relative to the adoption of those dimensions of the learning
organisation and performance outcomes as a result of it, and the case study organisation

therefore seems to be on the journey of becoming a learning organisation.

On the other hand, a number of interesting quotes were highlighted in the Results and
Discussion chapter, suggesting that although the respondents perceived the concept as
valuable, there seems to be some ambiguity or limitations of the learning organisation
concept in the hotel industry. Within the case study organisation, there was confusion
about the outcome of rolling out the design-thinking process, and in particular what
‘innovation’ really meant for the organisation. One of the respondents commented on
the fact that the case study organisation was not Apple or Google, and that innovation
was not about finding the break-through product but more about continuous incremental

improvement.

Another observation linked to the above is that as a model, the learning organisation
encourages empowerment and individual experimentation. However, this may come
into tension with organisational desires or requirements for at least some level of
uniformity, standardisation and predictability; and such standardisation may be more
often required in the hotel industry to offer a consistent experience to guests. Also,
while not mentioned explicitly by any of the research participants, some of the
particularities of the hotel and the wider hospitality industry, such as high turnover and
fluid labour markets, may be impeding factors in the development of a stable learning
organisation. Both above points may have an impact on the current theory around the

learning organisation, as outlined later in this chapter.
Are the leadership skills that are conducive to the development of a learning
organisation different in the hotel industry then they would be anywhere else?

The findings from this research suggest that the specific leadership skills conducive to
the development of a learning organisation seem to be fairly universal, and not

significantly different in the hotel industry. But the research has also shown that other
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skills or qualities are important in the case study organisation, which are not necessarily
linked to organisational learning and innovation, but rather to the strategic objectives of
the company. ‘Innovation’ and ‘learning’ can be defined differently in different
organisations, based on their strategic objective (e.g. Kulesa 2007). The hospitality
industry is generally still bound by more traditional work and employment processes
compared with other industries, even within the service sector (e.g. Teare and Bowen
1997), and breakthrough innovation would not necessarily be seen at the front-end of
the agenda. The expectations in the case study organisation, as revealed during the
interviews, are more around continuous improvement and incremental change, agility
and adaptability to change, and about sharing ideas and best practices. This would
probably make the hotel, and possible the wider hospitality industry a little different and
as mentioned earlier have an impact on the theoretical models of the learning
organisation in this industry, but the skills to foster a culture of learning and innovation
identified in this research are not very different from what the different writings on
leadership in learning organisations outlines and therefore will look similar in different

industries.
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Overall research conclusion

The design-thinking process was developed with the stated purpose of fostering
learning and innovation in the case study organisation, and provoked some considerate
paradigm changes how leaders had to lead and behave as leaders. Following Nyhan’s et
al. (2004) concept that ‘organisational learning’ and ‘learning organisation’ represent
two sides of the same coin, with ‘learning organisation’ representing the goal to be
achieved and ‘organisational learning’ being the process to achieve this goal, the
design-thinking process therefore represented suitable context within which to explore
which skills would make leaders successful in the process of fostering organisational
learning and innovation, within an organisation that could be described as being on its

journey of becoming a learning organisation.

While the aim of the research following the literature review was to investigate the
skills that make leaders successful in such an organisation, the findings pointed more to
‘roles’ and ‘mind-sets’ of leaders when it comes to fostering learning on all levels. Most
of the literature reviewed lists rather generic skills and styles of leaders, whereas this
study points towards more focused roles and mind-sets of leaders that help create this
environment where risk taking, experimenting and learning from failure, is encouraged
and also rewarded (Antonacopoulou 1999). On the other hand, writers such as Garvin
(1993), without explicitly describing the role of leaders in an organisation, already
emphasised the importance of creating a learning culture as one of the critical issues
that need to be addressed before an organisation can even embark on the journey to

become a learning organisation.

Shifting a leader’s mind-set from no mistakes towards tolerating experimentation and
failure, from control to participation, and from [ know it all to empathy, represents a
major change in mind-set, but this has been identified as key in this study for them to be
successful in fostering organisational learning and innovation. It therefore seems that
what makes leaders successful is the ability to create the right climate or a ‘learning-
supportive culture’ (Bishop et al. 2006) where such learning and innovation can take
place. This naturally raises all kinds of questions around whether such a culture is
something an organisation has or is, or whether it is something that is imposed by the
organisation’s leaders (Bishop et al. 2006). A discussion about how culture should be

viewed is beyond the scope of this study, but the findings of this research did show that
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learning and innovation are a deliberate strategy of the case study organisation, along
with a number of other strategic key initiatives, and that successful leaders are the ones

who can help in shaping and creating this climate or culture.

As outlined in the Results and Discussion chapter, senior leaders in the case study
organisation seem to have recognised that there was a need to evolve the organisation’s
culture to becoming more supportive of organisational learning and innovation, to put
the right structures in place, and to ensure that leaders play the right roles and have the
right mind-set to support this evolution. The findings of this research outlined what
roles successful leaders should play and what mind-sets they should exhibit in the
creation of such a ‘learning-supportive culture’. The interviews reflected some of the
previous, and in some instances current, thinking in the case study organisation, which
was often anchored in ‘quality’ thinking, characterized by perfection and low tolerance
of mistakes”'. Conformity and perfectionism were highly valued, thus inhibiting risk-
taking and experimentation out of fear of failure. The case study organisation, in
implementing the design-thinking process, expressed a desire to move away from such
convention and shift towards a different competitive approach, which, according to
respondents, involved re-aligning its organisational structure to foster collaboration, and

promoting different leadership behaviours to provoke this culture shift.

A number of barriers towards becoming a learning organisation have been described in
the literature (e.g. Chinowski et al. 2007). The biggest challenge identified by
participants was the danger of interventions targeted at organisational learning could
potentially be seen as superficial ‘corporate initiatives’, which may stay for a couple of
months or years but then go away again. This is again consistent with the emphasis on
the creation of a learning-supportive culture, where interventions such as design-
thinking would not be seen as corporate initiatives anymore, but as processes supporting
the culture shift. Having the full senior leadership team of an organisation aligned and
sending a common message to the rest of the organisation was also seen as critical, as
participants identified ‘conflicting internal interests’ and ‘power relations’ as potential

barriers towards becoming a learning organisation as well.

*I'See for example points raised in ‘Culture’ under ‘Barriers and Challenges’ in the Results and

Discussion chapter.
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The re-organisation initiated by the case study organisation’s Chief Executive Officer
was seen as a first step to put the structures in place that would allow it to become more
agile and adaptable to the environment, and prepare the grounds for interventions such
as design-thinking that have the goal to foster participation, involvement, innovation
and learning. The next steps will focus on re-designing structures further down in the
organisation, and new processes that will assist in ‘taking work out of the system’ — all
with the objective to become less rigid, and encourage better knowledge sharing across
the organisation. By re-designing the organisation’s structure, and launching
interventions such as design- thinking, the case study organisation tries to follow
Nyhan’s et al. (2004) success model to create a learning organisation. As evidenced in
the findings from the DLOQ survey, the case study organisation could be described as
being on a journey towards becoming a learning organisation, and a number of roles
and mind-sets of successful leaders that can support this strategy have been identified
during the interviews and focus groups. As the research took place in the early stages of
this journey, it will be a task for future research to determine what impact leaders have

had in creating a ‘learning-supportive culture’ as time passes.
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Implications for theory

In the literature review, a number of frameworks of the learning organisation were
examined, such as Senge (2006), Pedler et al. (1997) and Watkins and Marsick (1993),
along with the seminal work on organisational learning by Argyris and Schon (1978).
The design-thinking process introduced as an intervention in the case study organisation
seems to reflect many of the principles of ‘double-loop learning’ proposed by Argyris
and Schon (1978), where learning occurs by solving a problem and by addressing the
problem’s root symptom, with the ultimate aim of resulting in higher level
organisational learning through the organisation’s members or what Garavan (1997)
termed ‘learning agents’. In Peter Senge’s (2006) framework of the learning
organisation, built on the five dimensions or disciplines that are vital to build
organisations that can truly learn, this looks very similar with his emphasis on
generative and continuous learning and experimentation. Pedler et al. (1997) looked at
the learning organisation concept from a more European perspective, describing the
‘learning company’ as a journey with a number of maturity stages based on a number of
characteristics that need to be developed. One of those characteristics is a ‘learning-
supportive culture’ (Bishop et al. 2006), which is very much in line with the findings of
this research that the best leaders in an aspiring learning organisation are the ones who
can create an organisational environment where people can experiment and learn from
experiences. The last model reviewed was the one by Watkins and Marsick (1993),
focusing on integrated learning on different levels: individual, team, organisational and
system learning. This also matches Senge’s (2006) discipline of ‘team learning’,
arguing that team learning is a prerequisite for organisational learning. This model
adopted and, largely, accepted Watkins and Marsick’s (1993) model of the learning
organisation, and therefore did not aim to affect a re-shaping of any particular model.
Rather, the primary objective was to assess the skills perceived as important in being a

leader within a learning organisation.

In the section ‘The Hospitality and Hotel Industry’ earlier in this chapter, a number of
interesting points around the definition of innovation and organisational learning, as
well as around the tension between individual empowerment and organisational desires
for some level of standardisation, were raised. If organisational learning is not used for

breakthrough innovation, it seems that the concept might be applied or manifested
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differently in different industries, and that a separate theory or model of the learning

organisation for the hotel, and possibly the wider hospitality industry would be needed.

There is also little consensus in the literature regarding what makes a successful leader
in a learning organisation, with writers emphasising different leadership roles, skills,
styles and mind-sets conducive to organisational learning. Those four categories were
used from the literature review through to the analysis of results. The distinction
between those categories may at times be blurry, and certain qualities may fall into
more than one category, but it proved to be an effective framework to analyse the skills
needed by leaders conducive to the creation of a learning organisation, and could
potentially be used in other research settings as well. Although the literature review
showed that only few writers seem to address the ‘contingent’ nature of leadership
based on organisational and environmental factors, the findings of this study suggest
that there are a number of key roles and mind-sets in leaders that are consistent to foster
organisational learning, such as their role in creating an environment where learning can
take place, people can experiment and learn from failure. The literature was also not
clear about the distinction between skills of senior leadership and other leaders in the
organisation. The case study organisation’s journey confirmed both the importance of
senior leadership in setting ‘learning’ as one of the key strategies, but also of leaders at
all levels of the organisation who are responsible in creating this ‘learning-supportive
culture’ (Bishop ef al. 2006). The findings of this study therefore suggest that although
different organisations in different industries and with different organisational strategic
objectives may require different leadership skills, there are common roles, attitudes and
mind-sets of leaders supporting organisational learning that are potentially common

across organisations and industries.

Due to the fact that the research was focused exclusively on the international hotel
sector, this study does not allow any firm conclusion to be drawn about the impact of
sectorial differences on the design and implementation of learning organisation models,
and directly assessing such differences was never an aim of this research. However, it
does suggest that, while specific leadership skills may differ between learning
organisations in different sectors or circumstances, leaders’ broader roles and mind-sets
with regard to organisational learning and the creation of a ‘learning-supportive culture’

(as described by Bishop et al. 2006) may be more constant.
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Implications for practice

This research could be of special interest to human resource practitioners, especially in
the hotel and possibly the wider hospitality industry as this field has been identified as
being under-represented when reviewing the research literature. Processes in this
industry are usually fairly traditional, and introducing some of the learning organisation
concepts and the capabilities for employees to try out new things and participate could
have a transformative impact on attraction, development and retention of talent. As
previously mentioned, not all organisations would put organisational learning on top of
their strategic agenda, but for those who are looking to become more agile and
adaptable to change, who want to start doing things differently, have their employees
participate and help them becoming more innovative and differentiated from the
competition, the research findings may be helpful when looking at leadership selection

and development.

Recruitment and selection of leaders, as well as leadership development, for such an
organisation should take into account those mind-sets and roles as outlined earlier in
this chapter (see Table 23), thus assisting in bringing leaders into the organisation that
can role model the required behaviours. Having leaders that can create this environment
where others can question the status quo, experiment, try out new things, fail and learn
from their failures, is critical if an organisation wants to create a learning-supportive
culture. In addition to the other skills and experiences required, interview questions
should also be able to elicit those key behaviours related to organisational learning, and
new situational or behavioural questions should to be added such as ‘Tell me about a
situation where you have failed’ or “What was the most innovative idea you and your
team had’. Leaders therefore should no longer be selected based on their technical skills
only, or some of the more out-dated behaviours such as compliance and conformity, but

on their ability to inspire others to experiment, learn and innovate.

When developing leadership models for recruiting, developing and assessing leaders in
an organisation, organisations should not only include the technical skills, knowledge
and experiences needed to run the business, but should also consider the key behaviours
based on the roles and mind-sets as described earlier. Below is a model that could serve
as a starting point to select critical leadership skills, and include them in an

organisation’s leadership model. The relevant behaviours should be pragmatically

Page | 162



spelled out and integrated into the key human resource processes. The performance
management process, for example, may have to be adapted to ensure that risk taking

and experimentation is now rewarded and not reprimanded.

Adaptability Adapts quickly to changing circumstances; enjoys the

challenge of the unfamiliar

Change management | Identifies the strategies, resources, and actions necessary to
move change forward; challenges the status quo in service of

continuous improvement

Empathy Seeks to genuinely understand the needs and concerns of
others; asks questions to gain insight into true needs; accepts

that one does not have all the answers

Empowerment Unleashes employees and gets out of their way; entrusts
others to make decisions and take independent action;

celebrates the success of others

Experimentation Encourages risk taking and experimentation to foster learning

and innovation;

Failure Creates an environment of trust where employees can fail fast
and often; embraces and rewards failure; recognizes and
applies lessons learned from past mistakes; views mistakes as

opportunities to learn

Learning agility Demonstrates commitment to on-going personal and
professional development; takes personal responsibility for
coaching and developing others; is able to be vulnerable and

accept that one does not know everything

Listening Listens more than speaks; practices active listening and uses

feedback to act on what was heard

Openness Has an open mid-set and the ability to think outside the box;

values and encourages diverse viewpoints

Participation and Seeks input and collaboration from others; fosters

involvement participation and involvement and creates great teams

Table 25 — Example: Leadership Model conducive to the creation of a learning organisation

Interestingly, some of the preliminary findings of the research around the leadership
skills conducive to the creation of the conditions and structures characteristic of a

learning organisation were actually considered within the case study organisation, when
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its HRM/HRD leadership was tasked with the development of a new ‘leadership
922

profile’™. It was clear to the case study organisation’s CEO that with the transformation
of the organisation, with the desire to evolve the culture to become more innovative and
responsive to change, and with the roll-out of the design-thinking process to support this
change, leaders had to change the way they lead. Although the development of this
‘leadership profile’ and the corresponding leadership behaviours were grounded in
additional interviews conducted by the HRM/HRD leadership with a number of field
leaders across the organisation, the findings from this research complemented the
framework, which was to include those roles and mind-sets conducive to the
development of a learning organisation. The new leadership profile thus looked very
different from any previous model used by the case study organisation, valuing different
leadership skills: it now included a few of those roles and mind-sets, such as empathy,
learning agility, empowerment, experimenting, failing and learning from failure,
adaptability and change management. The HR leadership in the case study organisation
was instrumental in developing this new profile, and it has officially been rolled-out
across the organisation in the last quarter of 2013, with the objective to prompt the

culture shift over the coming years the case study organisation’s CEO was aiming for

(see Appendix 14).

> A nomenclature applied by the case study organisation, representing the essence of leadership in the

organization.
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Limitations

This research adopted a rather unusual two-phase case study design, and offers a rich
insight into leadership in an organisation on the journey of becoming a learning
organisation, and particularly into leadership skills that foster or hinder innovation and
organisational learning. As a direct consequence of the methodology and setting chosen,
the research encountered a number of limitations, which need to be considered. Most of
them have already been outlined as part of the methodology chapter, in particular the
case study design, generalizability, sampling procedure, participant access and the role
of the insider-researcher. Those limitations have an effect upon the extent to which one
can draw confident and representative conclusions on the basis of the present research
data. This case study strived for theoretical rather than statistical generalisation (see Yin
2009, Mason 2009, Blaikie 2010), with conclusions that may not be universal, but

potentially would be similar in other comparable organisations.

As a starting point, the literature review that introduced this study addressed the areas of
learning organisation, organisational learning and leadership in learning organisation.
The area of ‘knowledge management’, a concept that similar to ‘learning organisation’
addresses the intangible human assets of organisations, was not included as part of this
study. The research looked at eliciting findings around leaders’ roles in fostering
organisational learning, or the successful skills of leaders in a learning organisation,
with an emphasis on continuous learning, development and innovation, and not at the
more object-based concept of knowledge management, with its emphasis on identifying,

capturing and storing knowledge (Scarbrough and Swan 2001).

One other limitation could come from the fact that respondents told what they were
‘thinking” were the most important leadership skills for success in a learning
organisation, i.e. the research might have found out what they ‘think’ the important
skills are rather than what the important skills really are. The two are not necessarily the
same thing. This could be an area for future research, comparing and contrasting two or
more aspiring learning organisation and measure their differing levels of success and

stocks of leadership skills based on a measure derived from this research.

As acknowledged earlier in this study, the sample used in this study was made up

entirely of managers from the case study organisation. Thus, the researcher was not able
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to obtain a perspective on how non-managerial staff felt about the culture of the
organisation and whether there was actually any real change perceivable from their
point of view (e.g. whether they really feel increasingly free to take risk, to experiment,
to make mistakes, to innovate, to ask questions, to share knowledge, etc.). This

represents an avenue for further research to explore.

One more limitation is worthwhile mentioning here. The research was conducted based
on one intervention only, the roll-out of the design-thinking process, and did not include
any longitudinal analysis with potential changes over time. At the time the research took
place, this process was fairly new, and some of the leadership skills necessary to sustain

organisational learning and innovation may have been different over time.
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Implications for further research

Although the research findings are potentially applicable to other settings, there is a
need for more case studies in different settings, different industries and different
geographical locations to achieve more generalizable results and to assess the need for

different learning organisation models in different settings or industries.

The research was conducted in the case study organisation during a time they were
launching this new design-thinking process in their ‘Lab hotels’, i.e. in a limited number
of business units where the organisation was testing new products and processes. This
provided a great research ground to address the main research question, but the
organisation had rolled this out at the time in 8 out of 500 hotels only. In the subsequent
months, it was decided that this new process was to be implemented across the
organisation, prompting an important culture shift from ‘compliance and conformity’ to
‘learning and experimenting’. It would be interesting to continue studying this case
study organisation, and see whether different leadership skills were or will be necessary

to support this culture shift.

The leadership skills identified in this study referred mainly to the implementation of
the design-thinking process, which was taken as a proxy for organisational learning and
the case study organisation’s commitment to become a learning organisation. It would
be interesting to assess in a year’s time whether those skills and roles are really the ones
which are valued in the organisation, and make leaders successful, or not. And if they
are not, is this related to the organisation’s lack of commitment to learning or were

other skills, roles or mind-sets were considered more important.

The case study organisation seems clearly to be on a journey to become a learning
organisation, but many of the interventions, such as design-thinking, may be difficult to
sustain. More longitudinal studies, researching how leaders are successful or
unsuccessful in fostering organisational learning over time, would be beneficial in
getting an even deeper understanding of the leadership skills that are essential to create

the structures and conditions typical of a learning organisation.

During conversations and observations following the research, the researcher
discovered a number of ‘political’ issues that could potentially impact the learning

organisation journey of the case study organisation. Divergent opinions around what
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‘innovation’ actually means, and who is responsible for innovation and learning, are
slowing down the process. The research study was a snapshot of the process during one
month, but it would be interesting to connect again with the case study organisation, and

study the successes and failures in their approach.

One of the limitations outlined in the previous section was that the research might have
found out what respondents ‘think’ the important skills are rather than what the
important skills really are, and that the two are not necessarily the same thing. An area
for future research could be to compare and contrast two or more aspiring learning
organisation and measure their differing levels of success and stocks of leadership skills
based on a measure derived from this research. The result could show if the
organisation that was closest to attaining the learning organisation model was also the
organisation that had the highest levels of important leadership skills. This could be a

way of testing the conclusions of this research.

As outlined earlier in this chapter, the findings point towards the importance of leaders
being able to create the environment where learning can take place on all levels, or what
Bishop et al. (2006) calls a ‘learning-supportive culture’. Researching culture in a
learning organisation was beyond the scope of this paper, but would represent an
interesting aspect of how an organisation can evolve its culture to start or continue the
journey towards becoming a learning organisation. Leadership will definitely play a part
in this, but may not be the only lever an organisation should use to evolve or create such

a learning-supportive culture.

Running the risk of defining the ‘best leaders’ too narrowly, following a case study
research that strives for more theoretical rather than statistical generalisation, the
findings of this study suggest that organisations embarking on the journey of becoming
a learning organisation should consider valuing, developing and acquiring leadership
skills and mind-sets as identified in this research (see Tables 23 and 25), as they will be
faced with finding a way to create a learning-supportive culture where employees are
involved and participate, are empowered to make their own decisions, and have trust in
leadership in order to take risk, experiment and learn from failure. The study also
revealed some interesting findings around the value and applicability of the learning
organisation concept in hospitality. Despite the potential barriers an organisation in the

hotel industry faces, such as high turnover, fairly hierarchical structures and tensions
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about the definition and objectives of innovation and organisational learning, the
findings suggested that the concept was considered as very valuable and that the case
study organisation has been successful in overcoming many of those barriers. It is
therefore suggested that the further research and the potential addition of a separate
theoretical model of the learning organisation in the hotel and possibly the wider

hospitality industry would be of value.
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Appendix 1:

Measuring Organisational Learning and the Learning
Organisation

The attached table outlines the various measurement tools and frameworks as elicited in the
Literature Review, and categorises them according to Moilanen’s (2001) and Chiva et al.’s
(2007) classifications.
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Appendix 2:

Leadership in Learning Organisations

The attached table outlines the work of a number of writers who described the importance of
leadership in the organisational learning and learning organisation literature. Their concepts
were classified into the following categories: leadership roles, leadership skills, leadership
styles and leadership attitudes/mind-sets.
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Appendix 3:

Blank copy of DLOQ used

The attached document is downloaded from Survey Monkey, the platform used to administer
the DLOQ, and shows a blank hard-copy version of the survey.
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Leadership in Learning Organisations

Data Protection and Informed Consent

Dear participant,

Thank you very much for agreeing to take part in this survey, using the 'Dimensions of the Learning
Organization Questionnaire', and | greatly appreciate you taking this time to assist me. | am
undertaking this project as a part of a Doctorate degree, which | am studying with the University of
Leicester. The project | am working on is about the kind of skills leaders at all levels in
organizations need to foster individual, group and organizational learning (thus the title ‘Leadership
in Learning Organizations'). You were selected to take part in this research because of your role as
a leader in (i) and/or because you have recently participated in a 'Lab Hotel' launch, or an
'ideation session' in general.

You can withdraw from this survey at any time if you feel that is necessary. If you are happy to take
part in the survey, kindly proceed to the following page. You can still withdraw from the research
after continuing, if you wish to do so.

The survey will last for approximately 15 minutes, during which you will be asked a number of
questions about individual, team and organizational learning at () | would like to reassure you
that the information which you provide in the course of the survey will be treated in the strictest of
confidence. All data collected will be treated in accordance with a strict ethical research code and
any applicable Data Privacy laws. In addition, your answers will be unattributed to either yourself or
to Hyatt as such.

The data gathered during the survey will only be used for my Doctorate thesis. Your own data will
be completely anonymous and you will not be identifiable (i.e. the data will be aggregated, so that
no individual data are presented).

Once again, thank you very much for your participation. If you have any questions at any stage of
the survey, please do not hesitate to contact me on yves.givel

Thank you for your participation!

Yves Givel
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Leadership in Learning Organisations

The Dimensions of the Learning Organisation Questionnaire

Developed by Karen E. Watkins and Victoria J. Marsick

"A learning organization is one that learns continuously and transforms itself. Learning is a
continuous, strategically used process — integrated with and running parallel to work."

In the last decade, organizations have experienced wave after wave of rapid transformation as
global markets and external political and economic changes make it impossible for any business
or service-whether private, public, or nonprofit-to cling to past ways of doing work. A learning
organization arises from the total change strategies that institutions of all types are using to help
navigate these challenges. Learning organizations proactively use learning in an integrated way to
support and catalyze growth for individual workers, teams and other groups, entire organizations,
and (at times) the institutions and communities with which they are linked.

In this questionnaire, you are asked to think about how your organization supports and uses
learning at an individual, team and organizational level. From this data, you and your organization
will be able to identify the strengths you can continue to build upon and the areas of greatest
strategic leverage for development toward becoming a learning organization.

Please respond to each of the following items. For each item, determine the degree to which this
is something that is or is not true of your organization. If the item refers to a practice that rarely or

never occurs, score it a one [1]. If it is almost always true of your department or work group, score
the item a six [6].

There are no right or wrong answers. We are interested in your perception of where things are at
this time.

© 1997 Karen E. Watkins & Victoria J. Marsick. All rights reserved. The authors wish to thank
Baiyin Yang, Tom Valentine, and Judy O’Neil for their assistance in validating this questionnaire.

To start the survey, continue to the next page.




Leadership in Learning Organisations

Individual level

1. At @ people openly discuss mistakes in order to learn from them.
1 Almost Never 2 3 4

O O O O

2. At @ people identify skills they need for future work tasks.
1 Almost Never 2 3 4

O O O O

3. At @ people help each other learn.
1 Almost Never 2 3 4

O O O O

4. At @ people can get money and other resources to support their learning.
1 Almost Never 2 3 4

O O O O

5. At @ people are given time to support learning.
1 Almost Never 2 3 4

O O O O

6. At @l people view problems in their work as an opportunity to learn.
1 Almost Never 2 3 4

O O O O

7. At @ people are rewarded for learning.
1 Almost Never 2 3 4

O O O O

8. At @l people give open and honest feedback to each other.
1 Almost Never 2 3 4

O O O O

9. At @ people listen to each others' views before speaking.
1 Almost Never 2 3 4

O O O O

10. At @l people are encouraged to ask "why" regardless of rank.
1 Almost Never 2 3 4

O O O O

11. At @ whenever people state their view, they also ask what others think.
1 Almost Never 2 3 4 6 Almost Always

O O O O O O

12. At @l people treat each other with respect.
1 Almost Never 2 3 4 6 Almost Always

O O O O O O

6 Almost Always

O

Ocn

6 Almost Always

O

O o

6 Almost Always

O

Ocn

6 Almost Always

O

O o

6 Almost Always

O

Ocn

6 Almost Always

O

O o

6 Almost Always

O

Ocn

6 Almost Always

O

O o

6 Almost Always

O

Ocn

6 Almost Always

O

O o
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Leadership in Learning Organisations

13. At @ people spend time building trust with each other.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O
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Leadership in Learning Organisations

Team or Group level

14. At @ teams/groups have the freedom to adapt their goals as needed.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

15. At - teams/groups treat members as equals, regardless of rank, culture, or other differences.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

16. At @l teams/groups focus both on the group's task and on how well the group is working.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

17. At @l teams/groups revise their thinking as a result of group discussions or information collected.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

18. At @l teams/groups are rewarded for their achievements as a team/group.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

19. At @l teams/groups are confident that the organization will act on their recommendations.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O
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Leadership in Learning Organisations

Organization level

20. - uses two-way communication on a regular basis, such as suggestion systems, electronic
bulleting boards, or town hall/open meetings.

1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

21. @ enables people to get needed information at any time quickly and easily.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

22. @ maintains an up-to-date database of employee skills.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

23. - creates systems to measure gaps between current and expected performance.
1 Almost Never 2 3 4 6 Almost Always

O O O O O O

24. @ makes its lessons learned available to all employees.
1 Almost Never 2 3 4

O O O O

25. @ measures the results of the time and resources spent on training.
1 Almost Never 2 3 4

O O O O

26. @ recognizes people for taking initiative.
1 Almost Never 2 3

O O O O

27. @D gives people choices in their work assignments.
1 Almost Never 2 3 4 6 Almost Always

O O O O O O

28. @ invites people to contribute to the organization's vision.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

29. @ gives people control over the resources they need to accomplish their work.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

30. @ supports employees who take calculated risks.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

6 Almost Always

O

O o

6 Almost Always

O

O o

6 Almost Always

O

O o
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Leadership in Learning Organisations

31. @D builds alignment of visions across different levels and work groups.
1 Almost Never 2 3 4 6 Almost Always

O O O O O O

32. @ helps employees balance work and family.
1 Almost Never 2 3 4 6 Almost Always

O O O O O O

33. @ encouranges people to think from a global perspective.
1 Almost Never 2 3 4 6 Almost Always

O O O O O O

34. @ encourages everyone to bring the customers' views into the decision making process.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

35. @ considers the impact of decisions on employee morale.
1 Almost Never 2 3 4 6 Almost Always

O O O O O O

36. @ works together with the outside community to meet mutual needs.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

37. @ encourages people to get answers from across the organization when solving problems.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

38. At @l leaders generally support requests for learning opportunities and training.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

39. At @ leaders share up-to-date information with employees about competitors, industry trends,
and organizational directions.

1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

40. At @ 1eaders empower others to help carry out the organization's vision.
1 Almost Never 2 3 4 6 Almost Always

O O O O O O

41. At @ 1eaders mentor and coach those they lead.
1 Almost Never 2 3 4 6 Almost Always

O O O O O O

42. At @ 1eaders continually look for opportunities to learn.
1 Almost Never 2 3 4 6 Almost Always

O O O O O O
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Leadership in Learning Organisations

43. At @ 1eaders ensure that the organization's actions are consistent with its values.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O
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Measuring Learning Organization Results at the Organizational Level

In this section, we ask you to reflect on the relative performance of the organization. You will be
asked to rate the extent to which each statement is accurate about the organization's current
performance when compared to the previous year. There are no right or wrong answers. We are
interested in your perception of current performance. For example, if the statement is true for your
organization, i.e. "yes", fill in a [5] on the answer sheet. If the statement is not very true of your
organization, i.e. "no", fill in a [2] on the answer sheet below.

44. In my organization, return on investment is great than last year.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

45. In my organization, average productivity per employee is greater than last year.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

46. In my organization, time to market for products and services is less than last year.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

47. In my organization, response time for customer complaints is better than last year.
1 Almost Never 2 3 4 6 Almost Always

O O O O O O

48. In my organization, market share is greater than last year.
1 Almost Never 2 3 4 6 Almost Always

O O O O O O

49. In my organization, the cost per business transaction is less than last year.
1 Almost Never 2 3 4 6 Almost Always

O O O O O O

50. In my organization, customer satisfaction is greater than last year.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

51. In my organization, the number of suggestions implemented is greater than last year.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

52. In my organization, the number of new products or services is greater than last year.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

53. In my organization, the percentage of skilled workers compared to the total workforce is greater than
last year.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O




Leadership in Learning Organisations

54. In my organization, the percentage of total spending devoted to technology and information
processing is greater than last year.

1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O

55. In my organization, the number of individuals learning new skills is greater than last year.
1 Almost Never 2 3 4 5 6 Almost Always

O O O O O O
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Additional Information About You

The information collected in this section is for contextual purposes only.

56. Which of the following categories best describes your employment with the organisation?
O Middle Management in a Hotel (Assistant Manager, Manager, Dept Head)

O Senior management in a Hotel (GM, Managing Committee, Asst. Managing Committee)

O Manager or Director in a Corporate or Divisional Office

O Vice President or higher in a Corporate or Divisional Office

57. Are you based in a Lab Hotel?

O Yes

58. If 'Yes', did you attend any of the 'Innovation and Ideation Sessions'?

O Yes
O No

59. If 'No', have you attended any of the 'Innovation and Ideation Sessions’ in one of the hotels or
offices?

O Yes
O No

60. How many hours per month do you spend on your own time on work-related learning?

O 0 hours per month

O 1-10 hours per month

O 11-20 hours per month

O 21-35 hours per month

O 36+ hours per month

61. Having completed the above 'Dimensions of the Learning Organization Questionnaire’', how relevant
or valuable do you feel are those questions to the hospitality industry in general?

1 Not very ) 3 6 Very
relevant/valuable relevant/valuable

4 5
O O O O O O
62. How relevant or valuable are they to (D

1 Not very ) 3 4 5 6 Very
relevant/valuable relevant/valuable

O O O O O O
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Thank You'!

Many thanks for participating in this survey. If you are interested in hearing more about my
research, or about the concept of the 'learning organization' overall, please feel free to contact me

on: yves.givel@ (i IIED
Thank You again !

Yves Givel
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Appendix 4:

Invitation Letters

The first letter is the template that was used to invite individual interview participants at the
case study organisation’s corporate office. The second letter was used to invite the hotel-
based participants.

2 pages



Preparation for Interview — Office based interviews
Introduction

The purpose of the discussion is to get information from you about skills of successful leaders in a learning
organization. A learning organization is the term given to a company that facilitates the learning of all its employees
and continuously transforms itself. Learning organizations develop as a result of the pressures facing modern
organizations, such as increased competition and the effects of globalization, and enable them to remain
competitive in the business environment.

You have been selected for this interview due to your knowledge of Project X, and implementation of the ‘innovation
by design’ cycle and its application in practice ... all processes that are very much in line with the above idea of what
a Learning Organization is.

The Interview

The interview is a semi-structured interview, which will last for about 1 hour maximum — using an approach called
the ‘Critical Incident Technique’. According to John Flanagan, the attributed originator of this process, the Critical
Incident Technique is a procedure for collecting direct observations of human behavior in such a way as to facilitate
their potential usefulness in either solving a practical problem or developing broad theories.

The term ‘critical incident’ refers to a ‘clearly demarcated scene or situation’ — and the goal is to elicit aspects of best
and worst practices or behaviors during this ‘incident’.

e Over the past weeks, and as part of Project X, you have been exposed to the ‘innovation by design’ process or
cycle, which has the aim to improve processes or products in a hotel, an office, or in the organization overall.

e | would like you to think about and recall situations (critical incidents) when you really felt that leadership made
a difference (i.e. what went well, and what didn’t). Think about situations where you had an opportunity to
observe the behavior of various leaders — middle managers, senior managers, or eventual corporate leaders —in
the context of the above innovation process, Project X, and the ‘innovation by design’ process.

e Observations can be about yourself (how you felt and behaved in such situations), peers or superiors (where you
have observed either very effective or ineffective behaviors of leaders in such an ‘incident’ or situation), and
particular as well the General Managers and Managing Committee members in the Lab hotels.

e The situation could be at any stage of Project X, or the innovation cycle ... focus, empathy, ideation, proto-typing,
implementation, etc.

During the interview, | will be asking you to recall and ‘relive’ those incidents, and describe them to me in great
detail. | will be asking you about the context where the incidents occurred, who was involved, what happened, the
way leaders behaved and what skills they used, how successful they were, and the general outcome of the ‘incident’
or situation. Depending on how rich your descriptions are, we may have time to discuss several of these ‘critical
incidents’ ... or at least 2 to 3 (or more!). Don’t be afraid to tell a story — that’s what this is all about!

| have also attached an ‘Informed Consent Form’ for your information — | will bring a hard-copy to the interview for
you to sign (if you agree ...).

Many thanks again for assisting me in this study — your help is much appreciated! For any additional question, please
call me on (312) 218 9047 or send me a mail.

Yves



Preparation for Interview — Hotel based interviews

Introduction

The purpose of the discussion is to get information from you about skills of successful leaders in a learning
organization. A learning organization is the term given to a company that facilitates the learning of all its
employees and continuously transforms itself. Learning organizations develop as a result of the pressures facing
modern organizations, such as increased competition and the effects of globalization, and enable them to remain
competitive in the business environment.

We have selected your hotel, being one of our Lab Hotels, as a research location — as the implementation of
Project X, the ‘innovation by design’ cycle and its application in practice are very much in line with the above idea
of what a Learning Organization is.

The Interview

The interview is a semi-structured interview, which will last for about 1 hour maximum — using an approach called
the ‘Critical Incident Technique’. According to John Flanagan, the attributed originator of this process, the Critical
Incident Technique is a procedure for collecting direct observations of human behavior in such a way as to
facilitate their potential usefulness in either solving a practical problem or developing broad theories.

The term ‘critical incident’ refers to a ‘clearly demarcated scene or situation’ — and the goal is to elicit aspects of
best and worst practices or behaviors during this ‘incident’.

e Over the past weeks, and as part of Project X, you have been using the ‘innovation by design’ process or cycle,
in order to improve processes or products in your hotel.

e | would like you to think about and recall situations (critical incidents) when you really felt that leadership
made a difference (i.e. what went well, and what didn’t). Think about situations where you had an
opportunity to observe the behavior of various leaders — middle managers, senior managers, or eventual
corporate leaders —in the context of the above innovation process.

e Observations can be about yourself (how you felt and behaved in such situations), subordinates (how your
reports have dealt with those situations), peers or superiors (where you have observed either very effective
or ineffective behaviors of leaders in such an ‘incident’ or situation).

e The situation could be at any stage of the innovation cycle ... focus, empathy, ideation, proto-typing,
implementation, etc.

During the interview, | will be asking you to recall and ‘relive’ those incidents, and describe them to me in great
detail. | will be asking you about the context where the incidents occurred, who was involved, what happened,
the way leaders behaved and what skills they used, how successful they were, and the general outcome of the
‘incident’ or situation. Depending on how rich your descriptions are, we may have time to discuss several of these
‘critical incidents’ ... or at least 2 to 3 (or more!). Don’t be afraid to tell a story — that’s what this is all about!

| have also attached an ‘Informed Consent Form’ for your information — | will bring a hard-copy to the interview
for you to sign (if you agree ...).

Many thanks again for assisting me in this study — your help is much appreciated! For any additional question,
please call me on (312) 218 9047 or send me a mail.

Yves

July 2012



Appendix 5:

Interview Guides (Focus Group and Individual)

The attached document shows the two interview guides that were established by the
researcher: one for the individual interviews, and one for the focus group interviews. Both
guides are based on a semi-structured interview process, using the critical incident technique
to elicit good or bad leadership behaviours.

8 pages
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Appendix 6:

Coding Summary by Node Extract (Excel)

The attached summary represents the front sheet of a larger EXCEL document, which
contains all the nodes as exported from NVivo. The sheet outlines all the level 1-4 coding
categories, number of sources where the comments came from, and number of references.
Information on importance, re-coding and labels were added by the researcher following the
analysis of the data. The detailed process followed is listed on page 4 of this summary.

17 pages



Coding Summary By Node Extract

Code level 1

Code level 2

Code level 3

Code level 4

Sources

References Importance

Re-code Label

Barriers

10

130

Budget 7 2
Communication 3‘ ‘
Corporate initiative 7 1
Exporting the lab hotel concept to other
Culture 10 1 cultures
Customers 1‘ ‘
Internal interests 5 2 Power struggles
Involvement 2‘ ‘
Leaders constraining the success of a lab
Leadership 13 1 hotel, not allowing experimentation.
Learning support 2 5
More work 1 2
No change _ 7 1 Not changing the way one works
Overload 1 1
Planning 2 2
Results 2 3
Scepticism 1 5
Tenure 6 1

- cwwtme 0+ 2

Communication 1 2
Culture 3 3
Incentives 2 3
Onboarding 1 1
Creating a new selection process and
employee profile, in order to attract the right
Selection process 13 people to a Learning Organisation.

Wider involvement

Printed on: 3/22/2014 - 1:46 PM

Case Study Organisation
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Coding Summary By Node Extract

Code level 1 | Code level 2 | Code level 3 Code level 4 Sources References | Importance Re-code Label

Design process 9 22

Hospitality Industry

Impact of Leaders

Cutture 1
Day to day job 5 2
Different professions and functional
Internal interest groups 4 2 departments. All need to get involved.
Organisation strategy 2 2
Organisational values 1 1
Personal characteristics 1 3
Structure 1 1
Team 2 3
Working in an environment where employees
Tenure 9 1 have long tenure and years of service.
Leaders have to be able to deal with unions
Unions 8 1 in some properties, but maybe not in others.
Different skills on different levels, and the
Middle Managers 16 1 importance of those skills on different levels.
Customer focus 1 1
Middle managers are more focused on the
actual process of innovation than innovation
Process 1 9 itself.
Senior leadership 1 1

Appendix 6 - Coding Summary By Node Extract.xIsx
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Coding Summary By Node Extract

Code level 1 | Code level 2 | Code level 3 Code level 4 Sources References | Importance Re-code Label
Leadership skills 15 278
Adapt or change your own style, adapt to a
Adaptability 10 1 re-coded new situation or environment.
Broad perspectives 1
Change management 11 1 Skills around embracing change
Giving individuals support to achieve their
Coaching 12 2 learning goals and improve performance.
The skill of reaching out and collaborate
across functions and geographies, and
Collaboration 9 2 re-coded building consensus.
Communication 5 7
Customer focused 1 1
Emotional intelligence 1 2
Able to ask the right questions, gain insight,
Emphaty 33 1 re-coded and put oneself into the other-s shoes.
Empowerment 13 1 re-coded Delegate decision making.
Experimentation 17 1 re-coded Let people try out new things
Not afraid of failing, committing to
Experimentatic Failure 20 1 re-coded prototyping
Humility 3 8
Influencing 3 6
Innovative 1 1 re-coded
Learning agility 22 1 re-coded Willing and able to learn
Listening 16 1 Be a good listener, and listen before acting.
Loyalty 1 1 re-coded
Multi-tasking 1 3
Openness 11 1 re-coded Open to new ideas, being open-minded.
Organisation savvy 2
Foster employee involvement and
Participation and involvement 8 1 participation.
Passion 4 5
Pragmatism 1 1 re-coded
Problem Solving 1 1 re-coded
Process 4 5
Respect 1 1
Role Model 4 6
Strategic 1 1
Technology savvy 3 3
Transparency 1 1 re-coded
Be the 'go to' person that people trust and
Trust 10 2 follow.
Visionary 1 1

Appendix 6 - Coding Summary By Node Extract.xIsx
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Coding Summary By Node Extract

Code level 1 | Code level 2 | Code level 3 Code level 4 Sources References | Importance Re-code Label
Those leadership skills that are not
Negative impact skills 7 36 supporting organisational learning
Control _ 12 1 re-coded
Collaboration 1 1 re-coded
Experimentation 1 2 re-coded
Emotional resiliance 1 2 re-coded
Know everything _ 10 1 re-coded
Lack of empathy 1 1
Lack of action 1 1 re-coded
Lack of learning 1 1
Listening 2 2 re-coded
Power 1 1
Problem solving 1 1
Technical 1 1
Process: 1. Nodes summary downloaded from Nvivo
2. Create sheet for each group based on Codes
3. Eliminate duplicate nodes that were created (e.g. where coded in a lower and higher code level)
4. Re-code where necessary (i.e. where no 3rd level code was available, or wrong coding)

5. Evaluate individual importance of nodes based on number of references and sources: 1 and 2
Green coloured box = enough different sources, Red coloured box = limited different sources
6. Review quotes and select key quotes for each 'important' node 33

7. Review additional quotes not coded into specific nodes, to supplement above.

8. Add narrative to each selected quote.
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Leadership skills
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Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Hierarchical Name

Modified On

Coded Text Narrative

‘Adapt or change your

Internals\\Interviews\\Individual\\inte

11/3/2012

own style, adapttoa  rview 9 - Achim Lenders - Sep 12 6:40:34 AM
new situation or 2012
‘environment.

Adapt or change your  Internals\\Interviews\Focus 11/18/2012
own style, adapttoa  Groups\\Focus Group Interview 2 - 4:01:16 PM
new situation or Senior Managers - July 23 2012

‘environment.

Adapt or change your  Internals\\Interviews\Focus 11/18/2012
own style, adapttoa  Groups\\Focus Group Interview 1- 11:01:25 AM
new situation or Middle Managers - July 23 2012

‘environment.

Adapt or change your  Internals\\Interviews\Focus 11/20/2012
own style, adapttoa  Groups\\Focus Group Interview 2 - 6:23:40 PM
new situation or Senior Managers - July 23 2012

‘environment.

Adapt or change your i 117212012
own style, adapttoa  rview 8 - Joseph Khairallah - Sep 117:15:58 AM
new situation or 2012

‘environment.

Adapt or change your  Internals\\Interviews\Focus 11/20/2012
own style, adapttoa  Groups\\Focus Group Interview 2 - 6:25:59 PM
new situation or Senior Managers - July 23 2012

‘environment.

Adapt or change your  Internals\\interviews\Focus 11/20/2012
own style, adapttoa  Groups\\Focus Group Interview 2 - 6:23:08 PM
new situation or Senior Managers - July 23 2012

‘environment.

Skills conducing to the InternalsWinterviews\\Focus 11/20/2012
creation of the Groups\\Focus Group Interview 2 - |6:25:22 PM
conditions and Senior Managers - July 23 2012

structures

characteristic of a

learning organisation.

Adapt or change your i 10/24/2012
own style, adapttoa  rview 4 - Pedro Irizarry - July 20 7:27:13 AM
new situation or 2012

‘environment.

Adapt or change your i 117212012
own style, adapttoa  rview 8 - Joseph Khairallah - Sep 117:15:52 AM
new situation or 2012

‘environment.

Broad i i in i 10/30/201
different areas and  rview 6 - Mark Demich - Aug 14 7:35:21 AM
environments. 2012
Skills around i 10/10/201
embracing change  rview 1- Christy Sinnott - July 17 4:50:53 PM

2012
Skills around i 10/30/201
embracing change  rview 6 - Mark Demich - Aug 14 7:34:14 AM
2012
Skills around 10/14/2012

embracing change

Skills around
embracing change

Skills around
embracing change

Skills around
embracing change
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rview 2 and 3 - David Nadelman an
Nancy Morgan - July 19 2012

8:12:17 PM

i 10/14/2012
rview 4 - Pedro Irizarry - July 20 8:53:31 PM
2012

10/12/201

rview 2 and 3 - David Nadelman an
Nancy Morgan - July 19 2012

7:46:57 AM

rview 1- Christy Sinnott - July 17
2012

10/10/201
4:45:13 PM

It not the biggest, strongest, or the most beautiful bird that survives, it's the one thatOne of the corporate VPs describes the importance of being
can adapt. | find the word innovation is the wrong term because it creates a certain ~ adaptable in today's world, and that a big part of innovation is the
expectation. It makes everybody think that we're gonna come up with an Apple iPhorbility to adapt.
or something like that, which we're not. | don't think we will, but we need to evolve.

The one thing is everything is customer-based. In order to evolve you truly need to be
employee centric because in the end they make it happen on a day to day basis.

Amanda Koehler:Flexibilty.
Yves Givel:Flexibility. Why flexibility?

Amanda Koehler:Because things are changing. | think the way that we're doing things
now is changing, like you said innovation. | think people need to be flexible and want to
learn how to lean different ways and to lead people into different ways.

Danielle:l mean, | can tell you from when | came to interview for this position | was
shocked that people don't wear ties. 'm like, “O'Hare? This is where, like, every
corporate individual comes here once a week and you're interviewing me right now
without a tie on?" | was shocked by it. | didn't ask any questions, | was just like,
“Maybe he had to run out for a meeting and forgot this.” | was, like, so confused. |
was just, like, shocked because | made sure | was in my best suit with my perfect dirr
sized earrings or whatever all those standards are supposed to be.

But then as my whole day of interviews went on, | realized, “Oh this is something that
they kind of brought out within Project X." Not only is Project X for our customer but
it's for our employees as well, and that side of things | wasn't aware of. | knew | was
going to apply for this position that was rolling out Project X and that's all everybody
could really talk about, but | didn't know what that had to do with the employees as wi
what their feedback was and what's more comfortable for them at work, and life-work
balance and everything that kind of comes along with it.

Dave changed with the times. Dave was a dinosaur. | worked for him 15 years ago anéin example from one of the focus groups, with a senior hotel leadgr
he was raised the way Carlos is describing. | sure as hell would not leave before he didscribing how his General Manager, a successful lab hotel leader
and all those sort of things back then. He's evolved. Some do. Some don't. He's the  evolved and adapted to his new role.

one who finally came to me and said why are you here on Saturday.

1 like what | saw with Michael Gray at the Churchill. The way as an old Hotelier, and Antoher example of a GM that embraced this change and adapted
old not like “old", but old as in many many years under his belt who is a true Hotelier,

very professional. To me kind of buttoned up, right to see him embrace this and the

joy out of it was amazing. To me he's the hero of the lab hotels.

I mean that's an extreme, but it's the same. There are just cultural differences. Its ~ Things around us are constantly changing, and we have to adapt t
everything. It's like | can call my daughter a hundred times on her phone and she will sty on top of it and be successful.

not answer. If | send her a text she will respond to me instantaneously. Even with our

managers sometimes. That's how | communicate with my managers. | will text them

because | know I'l get an immediate response. If | leave a voice mail it could be days.

I think he can adjust to it. | think the demands of what the guests are asking for might
require him to spend more time there. It's so involved and so consuming because
they're on their own dime. Typically they're paying for the resort out of their own pock
So demands are much different. It's not going on their card. You do get the group
business, but there's such a demand during the summer from the transient guests th:
itis just a very tough environment.

I think he would do well. The would his genuine cari for
them. At least at my last property it would really go a long way. It all depends on the
GM. The GM has to buy into it. The old timers that are stuck in 20 years ago are in my
opinion dinosaurs that are really detrimental to the company and the culture.

I think the dinosaur also can, going back to this generational thing, doesn't get the fact
that you have to motivate differently in today's world. You're not going to get the same
result. You can beat me up or beat him up back when we were young. | don't know that
you can do that.

One of the projects he was a woman's preference you know for our women travelers An example stated by the HR Director of a lab hotel, describing hoy
that come in to our hotel. He was able to involve housekeepers, coordinators other  the ability to adapt made one of their lab leaders very successful ir
managers, engineering in different teams to be able to achieve the results. | think he his new role
his engagement scores went up. He has done a fantastic job. He's not only a talented

manager in his own right but he has been able to make the change, make the

adjustment to the new style that is required for this kind of initiative to work.

The other one is the GM in Sao Paulo, | think Thierry stepped up big time because  Antoher example of a GM that embraced this change and adapted
he's an old finance guy that things are either black or white in this world and he open
his mind drastically.

1 also think we would do well, particularly under the guise of this project, of looking
outside of our industry more to say if we truly value the combination of skills and

and that we say we do, then we should
probably be a little more expansive in our view coming outside of — could be just
coming out of hotels, maybe still within hospitality broadly, but at least outside of
hotels, otherwise, we're just kind of bringing more sea of sameness into our
organization.

And no matter how hard | say, “Here's why this is important,” and | try to link it to the
mission of the organization, they still have to embrace that message, right? | can only

that to them, and they still have to want to do that. And so | think that's

an innate — it's a bit of, their personality, right?
but placing more of an emphasis on how you lead and manage ambiguity | think is a Managing uncertainty and ambiguity is become more and more.
bigger deal. important in these times of accelerated change

It doesn't give you an opportunity to get frustrated because you're constantly looking at leader has to be a role model of embrassing change. Just keep
itin a different way. You can say, *I have to improve these scores. How am | gonna doing the same thing every day will not give different resuts.
improve these scores? Gosh, I've tried everything.” Wait a minute. You really haven't

tried everything. You may think you've tried everything because you're the one who

keeps coming up with the solutions that you think are the solutions.

Pedro:Yeah. When it comes to the innovation process, two things come tomind. We  An example of how a leader successfully managed change in one
had a particular project that was about placing bean bags and really cheap furniture irthe Iab hotels, when one of the leadership committee members did|
my lobby. And, same as you | guess, | also came from the operations. | walk in the not understand what the change was all about.
lobby and | see $10 bean bags in my beautiful lobby and | see cheap Ikea furniture.
And | was resistant to it. | had not been part of the initial group that was selected to
receive the training to be a lab leader so | wasn't sold on the idea to be honest. | walk
into my lobby and | saw something that was out of place, something that looked cheap,
ing that was not ing that | thought was up to par with the
hotel and with our guests and what my experience tells me should be in a lobby.

But, the general manager at the time was Peter Rice and he had set up this core
group of people that were going to part of the lab hotel. The hard part was that he left
and we get a brand new leader in Dania. So Dania has the challenging task of coming
in, brand new GM, brand new process in a brand new hotel. So the challenges for her
of course were greater than anybody else and she's faced with people like me that
were really resisting the change. | wasn't really actively resisting but | was at least
skeptical of it. I'm thinking, ‘I don't know who came up with this. This is wrong. These
people have never worked in a hotel. What the heck is going on?” But I think what
really made a difference was that she was able to come in and not only convince me
but also she was very, very smart about selling the idea to the staff and to the hourly
staff and to get them engaged and to get them involved.

People’s interactions in any type of situation. Their ability to approach change or
accept change or whether it's change or a leadership quality or a project that they need
to work on. How does this person go about doing it? When they make those
mistakes, which we all do, how do they react to them and how do they respond to
regroup and like, “Ooop, that wasn't the right thing to do,” and then going back and
learning from it. That's what this Lab process is about too.

So | think that people’s ability to embrace change was probably the biggest — they  Getting people actively involved in the process of change. When the
weren't embracing change when | first rolled out the tools and communicated things North America Region of the case study organisation rolled out thefr
because they didn't have to do anything with it. But when you're forced to do new performance management process, they were counting on
something with it, then people’s ability to embrace change and the value of change  leader's ability to embrace change. The new process was
reflects a lot about the person, kind of their perspectives, where they spend their time automated, and forced people in the field to use the technology
or what they think is important. And so | think that's been a big learning curvéNot  piece associated with it.

that | didn't think it would be big, or how people would embrace it would be different,

but if | take people’s technology skills to the side, which is a whole different story, the —

think of it like this.
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Description Hierarchical Name Modified On  Coded Text Narrative
Skills around INinte 10/10/201 So our HR director at the Grand xxx in New York said, “Christy, if nothing else, | don'timportance of presenting value to drive people to embrance changf
embracing change  rview 1- Christy Sinnott - July 17~ 4:49:39PM  have to file reviews and | don't have to have a list to track people down.” And that's so
2012 simple, right? But that's probably the simplest description. He saw value, and he
embraced change.
Skills around 10/25/201 So the elements that we're looking for most specifically now and we've crafted specifidhe lab hotels who were actively implementing the innovation by

embracing change

Skills around
embracing change

Skills around
embracing change

Skills around
embracing change

Giving i

rview 5 - Dania Duke - July 20 2012

7:18:51 AM

support to achieve
their learning goals
and improve
performance.
Giving indivi

support to achieve
their learning goals
and improve
performance.

Giving i
support to achieve
their learning goals
and improve
performance.

Giving i

support to achieve
their learning goals
and improve
performance.

Giving i

support to achieve
their learning goals
and improve
performance.
Giving indivi

11/412012
rview 7 - Mark Hoplamazian and ~ 4:53:34 PM
Jeff Semenchuk - Aug 2 2012

10/10/201
rview 1- Christy Sinnott - July 17 4:51:43 PM
2012

10/14/2012
rview 2 and 3 - David Nadelman an(8:15:45 PM
Nancy Morgan - July 19 2012

117212012
rview 8 - Joseph Khairallah - Sep 117:15:07 AM
2012

10/24/2012
rview 4 - Pedro Irizarry - July 20 6:54:23 PM
2012

11/18/2012
Groups\\Focus Group Interview 1 - 10:32:29 AM
Middle Managers - July 23 2012

10/24/2012
rview 4 - Pedro Irizarry - July 20 6:58:55 PM
2012

117212012
rview 8 - Joseph Khairallah - Sep 117:209:27 AM
2012

10/27/2012

support to achieve
their learning goals
and improve
performance.

Giving i

rview 5 - Dania Duke - July 20 2012

support to achieve
their learning goals
and improve
performance.
Giving indivi

rview 8 - Joseph Khairallah - Sep 1
2012

support to achieve
their learning goals
and improve
performance.
Giving indivi

Groups\\Focus Group Interview 1 -
Middle Managers - July 23 2012

support to achieve
their learning goals
and improve
performance.

Giving i

rview 8 - Joseph Khairallah - Sep 1
2012

support to achieve
their learning goals
and improve
performance.
Giving indivi

rview 4 - Pedro lrizarry - July 20
2012

support to achieve
their learning goals
and improve
performance.

rview 5 - Dania Duke - July 20 2012

rview 4 - Pedro lrizarry - July 20
2012

rview 1- Christy Sinnott - July 17
2012

4:36:51 PM

11/1/2012
7:22:11 AM

11/15/2012
7:16:39 AM

11/2/12012
7:22:43 AM

10/24/2012
6:59:25 PM

10/27/2012

4:44:45 PM

10/24/2012

7:22:38 AM

10/9/2012
7:37:53 AM

questions to get them to share a different side of themselves with s or not but to be design process were also reviewing their selection criteria for new
able to identify who's willing and able to share, who is comfortable with that. Are theyleaders. In view of the new approach, the ability to manage and
open minded? How do they handle change? To give us examples of change or  embrace change became one of the key skills they were looking fof.
when's the last time they were maybe in their last job where there was a change
implemented and how did they feel about it. How did they work with the rest of their
coworkers through that change? What was the outcome? You know and so on and
so forth.

There were several things that were very attractive to me about joining xxx. First oneA comment by the Chief Innovation Officer about the CEO of the
was this gentleman to my left here who is an ing CEO and i and why he was intrigued by this organisation.

and | think those of you that have known him over the years have come to find that

leadership is key in my experience in really driving change and leading growth and

changing the way we do things because it takes courage and it takes vision and it

takes insight but it also takes the ability to step back as Mark was saying and not

always to direct or tell but to listen and to coach and to support. So listen for that as

we talk this morning as we talk about what's happening across our company.

We're talking about just embracing change. And I think there's two camps on A strong statement by one of the Corporate VPs about the
embracing change in our organization. And same thing, if we're really going to be @ importance of having leaders who embrace change, and of how thi
culture that drives change, then what are we going to do, which by the way, at least fdtey skill has to become part of a leader's job in the organisation.
North America, have we ever come and said, “You know what? You don't embrace

change in your job, and therefore this is probably not going to be the place to work for

you." I think we have never head on addressed some of those issues. And so you

have the legacy environment that we have as an organization. And are we going to get

serious about innovation and change being important, and if you don't do it this.

probably isn't a good place for you to work. | think that's the question to ask.

When we narrowed it down to two things, they said, ‘I want everybody who's interested
in pursuing this one to step over here and everyone who's interested in this one to step
over here.” | think we had eight people in the room or ten people in the room. It was
five and five. It was a split down the middle. Then they gave us an opportunity to talk
about why we were passionate about each one.

Almost immediately, one of the managers said after listening to someone said, “You
know what? 'm gonna go over there because hearing what they had to say | could see
this more now.” It's about like you said, that collaboration and putting it out there. It
was. Itwas. They knew it was going to happen. They even said they knew it was
gonna happen. It was interesting how you try and get people to come on your team.

I like his leadership style, one of listening and not knocking ideas even if an idea is  One of the Corporate VPs describes the qualities of the new Chief
silly, even if someone raises his hand and speaks just for the sake of speaking, | thinkinnovation Officer, who came from the outside of the company
there is that nurturing thing that he brings in and people need nurturing. People at all having a fresh approach and not being constrained by previous
levels need nurturing. That's one good thing. history with the organization.

Another one of the challenges that we were having in that department was that if 'm
going to transmit knowledge to my staff and 'm going to train my staff and | have
different expectations | need to communicate that and then have very honest
conversations with them to let them know whether they are meeting or they're not
meeting those expectations and kind of that coaching process to guide them to where
they need to be. And that was also lacking that coaching process. He was not very
comfortable with looking at somebody in the eye and telling them you know, you did a
good job or you didn't or you know so we had to review those skills again and provide
that feedback so that he's better able now to speak to an employee and say | just saw
you do X you did a fantastic job with ABC.

You know, follow our coaching model. That was the other area that we had to addres
Classroom and meetings are one thing but if he doesn't translate in to actions on the
floor you wasted your time. You might as well not do it. So we kind of require both
those skills.

But | think the number one thing is just for me is just encouraging and making them  During the Middle Manager Focus Group, one of the participants
know that it was a positive thing, and training and just kind of being all over the place recalls his experience with coaching the housekeeping team, in
making sure that you're there because there's tons of questions. As you can imagineprder for them to be able to embrace all the change that was
something that big, implementing something like that, with their education level for thehappening. They all had to be trained in a new approach to cleani
most part, was tough. It was really tough. But | think all-in-all it went pretty well  rooms, and interacting with the guests. A huge task for the Managdr
considering -- | mean, you had your first couple of weeks, which were tough, but —  to implement in a department with more than a hundred employeeq.

Dania the good thing about working for Dania especially in this lab process is that youAn example of one of the GMs from a Lab Hotel, who managed to
always know where you stand. Dania will tell you if you do well and she will tell you ifchange and adapt.

you don't. she's not mean or rude about it. She's actually very, very professional and

very she has a soft approach to it. But she'll tell you. And | think that allows people to

know when they're meeting expectations. She'l keep you informed. Another thing that

a quality that she has that really helps in the process and gives her credibility is that

she follows up. And if she tells you she's going to do something you can just put that

money in the bank. It's going to get done. And that's not always the case right?

How do you feel it's your own business? That's the big question. How do you make

people really believe that it's their business. One, you have to back up what you say

with your actions, two you have to train and hold hands and nurture and three, give in a

an environment where people lear. Four, if they make a mistake, don't hit them with a

two by four.

1 could see him kind of you know, by his body language and sometimes he was goingLListening to one of the Lab Hotel General Managers, one can hear]

"Oh you know, I'm not sure something like that's gonna work." And so as we started how she cares about coaching her employees to make them

biting it off in smaller pieces and kind of getting into it and stopped talking about it andsuccessful. In this case, she described how she halped a

just kind of doing it and then he got caught up in the process and he saw too that, "OtHousekeeping Manager, who was designated to become a Lab

well | can do this. And | can do this well actually.” Leader, to manage the process. The Manager subsequently
become more and more comfortable with the process, and was able
to represent the hotel at higher levels as well.

I have always felt that a strong leader should be a person who is not scared or hesitant

to surround himself or herself with people that are very strong, very bright, very

outspoken, that can think outside the box, that are creative.

I've never worked for a hotel like this before. I've been with four, five different
properties with xxx and the support from the leaders in this hotel, it's incredible.

A participant during the Middle Manager Focus Group made an
interesting comment about the leaders' ability to support and coacl
new managers when they arrive at the hotel.

No one has fostered an environment where, let me talk to you about there, let me help
you get better. | think people talking about assigning coaches to someone and
mentors and all that, | think we all need them, at every level. If you have another set of
eyes looking over your shoulder, not to intimidate you but to say wow, you've done
great here, but you still need these three or four things. That to me is an organization
that is committed to leaming, is at all levels.

She's persistent. She is direct about feedback. She’s honest about feedback. She Coaching qualities of a leader
doesn't sugar coat things. If something is not looking good she'll tell you. But also st
takes the time to teach you. If you don't know she'll sit down and show you.

Sure, sure. | am now — so like my role in the LAB now and with the LAB leaders is A Lab hotel General Manager describing how she managed to kee
really I'm not overseeing a project. | have all the LAB leaders and so I'm like the bee her team involved through coaching, in her own words.

going around and pollinating all of the flowers right, so I'm there to — you know | show

up and, "Tell me what you're doing. What are your road blocks?" So then | facilitate,

"So tell me more about that? What else? How might we?" So it's more of a being

there to inspire and just keep it unstuck when things get stuck.

They have to learn the skills of the gift giving, of the ideation process, of coaching andThe importance of recognizing the skill of coaching to lead the ney
of interviewing. Simply because not only do they have to hire a different type of peoplgeneration
they have to lead a different type of team to where we want them to lead.

And so when we talk about behaviors, there's the idea of collaboration and not just in
word, but in practice, collaboration and working through something that's global that
might not be 100 percent of what it was before.
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Description Hierarchical Name Modified On  Coded Text Narrative
The skill of reaching Iinte 10/10/201 But | would tell you that there’s still that natural inclination of working together on the
outand collaborate  rview 1- Christy Sinnott - July 17~ 4:39:14PM  output. You know, a solid group where let's all work together, right? And then by
across functions and 2012 nature, kind of the F&B people, still to this day, even though all the F&B people are
geographies, and different F&B people, right, ironically, but t's still the | know my stuff better than you
building consensus. know, right? And who are you coming from this and you don't know my background?
So what value do you bring to this?
The skill of reaching 10/9/2012 But when the consultants tasked them to say, “Well, what would that be if we all
outand collaborate  rview 1- Christy Sinnott - July 17 7:39:11 AM  brought those ideas together?” there were fewer people, a small number of people in
across functions and 2012 the group, who approached that as a challenge to come together and build consensu
geographies, and
building consensus.
The skill of reaching 10/9/2012 Christy:Yeah. My answer — | don't know if there’s  right or wrong answer. | think its  How one of the Corporate VPs describes ‘collaboration”
outand collaborate  rview 1- Christy Sinnott - July 17~ 7:47:50AM  probably both. Right? It both a skl and a mindset. And I don't — what made it work
across functions and 2012 forme? There is no — | look at that as the expectation of my job. As a leader of my
geographies, and department and a participant in a function, and part of an organization, | naturally see
building consensus. that as that's how work gets done, right? That's an expectation of me. Whether that
again, in written form or not, | believe that my capabilities and my ability to work throu
or with others, is really how | am judged if | am successful.
The skill of reaching 10/14/2012  How difficult was it for you sometimes in the process not o take your solution? A comment by a Human Resources Director in one of the Lab
outand collaborate  rview 2 and 3 - David Nadelman anc8:13:32 PM  Because | think sometimes in our business it's like we know everything. We have thehotels, describing the importance of opening one's mind to other
across functions and  Nancy Morgan - July 19 2012 solution for everything. This process really works on collaboration or consensus. Wz opinions, listen to others, and collaborate - thus producing superio
geographies, and it difficult? results.
building consensus.
Skills conducing to the Internals\Document 10/10/2012 1 ask that as you carry out your responsibilities, you seek opportunities for further A big statement by the CEO to all leaders in the case study
creation of the Analysis\internal 4:30:45PM  collaboration, coordination, openness to new ideas, efficiency and flexibility. Our  organisation, that ‘collaboration' is one of the key skills
ions and icati from the behaviors — the empathy with which we listen to guests and colleagues, the speed with
structures CEO - Oct 2012 which we respond to change, our willingness to take informed risks and learn from our
characteristic of a mistakes - are key factors that will ensure the success of our new organization and
learning organisation increase our ability to drive innovation, differentiation and preference during this
exciting period of transformation at xxx.
Skills conducing to 10/10/201 I see the strong leadership skills of our collaboration, curiosity, flexibility, listening,
creation of the rview 1- Christy Sinnott- July 17~ 4:36:20 PM  consensus building.
conditions and 2012
structures
characteristic of a
learning organisation
The skill of reaching 10/25/201 They had an ability to share their emotional, be vulnerable. They were open to The General Manager at one of the Lab Hotels describes the

out and collaborate
across functions and
geographies, and

building consensus.
Skills conducing to

rview 5 - Dania Duke - July 20 2012

creation of the
conditions and
structures
characteristic of a
learning organisation

‘Communication

Changing the

rview 1- Christy Sinnott - July 17
2012

Internals\\Interviews\\Focus

Communication Changing the

conversation.

Communication Changing the

p Group Interview 2 -
Senior Managers - July 23 2012

rview 9 - Achim Lenders - Sep 12
2012

Internals\\Interviews\\Focus

Communication Changing the

conversation.

Communication Changing the

conversation.
Communication Changing the
conversation.

Communication Changing the

conversation.

Focus is more on
customer satisfaction
than continued
improvement and
innovation

Customer focused

p Group Interview 1 -
Middle Managers - July 23 2012

rview 4 - Pedro lrizarry - July 20
2012

rview 4 - Pedro lrizarry - July 20
2012

rview 4 - Pedro lIrizarry - July 20
2012

rview 5 - Dania Duke - July 20 2012

InternalsWinterviews\\Focus
Groups\\Focus Group Interview 1 -
Middle Managers - July 23 2012

gnize their own
feelings.

rview 5 - Dania Duke - July 20 2012

7:14:34 AM

10/9/2012
7:43:27 AM

11/20/2012
6:28:21 PM

11/3/2012
6:42:36 AM

11/11/2012
2:37:54 AM

10/24/2012
6:53:08 PM

10/24/2012
7:25:04 AM

10/24/2012
7:24:00 AM

10/27/2012
4:43:10 PM

11/18/2012
10:43:44 AM

10/27/2012
4:42:07 PM
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comment or collaboration, willing and able to be in a group where they could listen anduccessful individuals in her hotel that were very quickly embarking
they could hear everyone's ideas and be very respectful and build on those ideas. Scon their journey of innovation and continuous leaming
you have that radical collaboration piece developing.

Yves:Okay, very good. So would you say collaboration is one of — is collaboration a
skill a leader should have? Is this ing a leader Is this a
leader learns? s it something they're born with?

Christy:Yeah, that's a good question. | don't know that | know the input — I can put it in
context of this organi but t's the only ion I've worked in for a very long
time. So | think it is something a leader must possess. And because working as a
team  if you're always — we don't have — at least as our organization, we don't have
any one individual leader that is solely not — we're interdependent. So even if you have
your own beliefs and your own trajectory and your own strategy, that we're still
interdependent because the outcome or our customers are the same. Right? We
have the same customers.

Amanda Koehler:He's very straightforward. You know exactly where you stand with
him. He's direct in a good way. He'll tell you like it is I think. | think | always know where
I stand with him. There's no guessing.

I think a manager, they manage a day to day business and they really get involved
hands on and they really get into the nuts and bolts of it. That's also a lttle bit the
expectation that the senior leaders have of everybody within the organization, but more
me a leader is somebody that has a vision, that spends a lot of time communicating
that vision, double checking, always making sure that the expectations of the guests
well as the employees are somewhat at least understood, that if necessary evolves or
fine tunes or changes the direction but they have a very clear vision of where they want
to be.

It's interesting being a project hotel that there's nothing that's really concrete or that we
have to do it kind of all up in the air, us implementing different things and changing
them to what works and | think one of the biggest things that I've seen that's been a
plus from my direct manager is just communication. | mean, we -- | think everyone
here will say that we are an extremely busy hotel without something like Project X go
on, and for a lot of this to get put on his plate, to juggle that along with just the daily
operations has been pretty incredible, and how he did that and how he communicates
and how he rolls things out and makes decisions and those sort of things.

Pedro:They were in a couple of initial meetings where we tried to introduce the

ideation concept. It just didn't work. | don’t know —well, | do | know. It was a lack of
presentation skills. He was a lack of being able to conduct an effective meeting. Wh
we learned was that in order for us to expect a manager to be transformed or to learn
and grow in to what we need him to lead our teams there needs to be a basic
foundation and we cannot just assume that they have it. And | think that was our
mistake. | think our mistake was —

Yves:Everybody knows how to conduct a meeting —

They need to learn not to ask leading questions.

We do our version for a xxx talk is actually an ideation session. And managers have
had to learn a different style of management of that meeting. In the past the xxx talk
was basically the manager going in and saying what do you think. How are we doing?
And they would leave the meeting with a list of things they needed to do to keep
employees happy and engaged and whatever. Well, we don't do that any more. We
ask them the questions what slows you down? What can we do better? But the list of
things that s created is things that we're going to work together as a group to fix it so it
stops being this list for the manager to go handle.

We think we know everything, right? So what this process has done has totally flipped
that on its head and now we're actually gonna talk to you about it and we're gonna have
a different conversation. And with our associates and with our customer and it's made
a complete culture shift within the building. It is evident in the comments that we're
getting on our new MPS high set comments that our associates are creating this
moment and having a different conversation with their customer as well.

Robert:I think it's positive. | think that they see that we're trying to better our product
and to make the guest happy, and obviously more business means more hours for my
housekeepers, so from that standpoint they see the benefit of it and they like the idea
that xxx is doing something, trying different things, to better the product.

"What else can you tell me?" "Well | don't really know. Just show up and we'll figure it
out” "Okay.” So it has just been really incredible. So what's happened to me is that |
early on learned about myself that as a leader in xxx, 22 years in xxx, that | had — and
what | see that we often do — is that so we have an associate issue or we have a guest
issue or a problem or whatever it might be and so we have a dialogue with our self or
with our friend general manager up in the city or we call corporate office or we always
look internally to solve that problem. And so then we go back to the guest and say,
"Okay well here's your answer."

gnize their own 10/25/201 And the different characteristics that those people possessed were that they had
feelings. rview 5 - Dania Duke - July 20 20127:13:50 AM  creativity. They were somewhat fearless. They had an ability to share their emotional,

be vulnerable.
Able to ask the right 11/412012 Along time mentor and friend of mine recently reminded me that there's a reason we The opening address of the case study organisation's CEO,
questions, gain insight, rview 7 - Mark Hoplamazian and ~ 4:50:16 PM  have two ears and one mouth and that is you're supposed to listen twice as much as the of being
and put oneselfinto  Jeff Semenchuk - Aug 2 2012 you talk and actually that is the key lesson in how we're approaching, performing
the other-s shoes. better, and being the most preferred brands in the marketplace. That s to say that we

are taking a very refreshing approach to really making sure that we understand what's

going on with our guests and figuring out how to go about serving them. This is not a

passive thing. You have to be actively engaged and listening very, very intensively and

making sure to take what you've heard and translate that into something you can take

forward and take action around.
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[Hierarchy 1 Hierarchy 2 Hierarchy 3 Description Hierarchical Name Modified On  Coded Text Narrative

Impact of Leaders Leadership skills Able to ask the right _ Internals\Interviews\Individual\inte 10/25/2012  And so then | said, "Well call her, talk to her, ask her." And so sure enough the hiringAn example of how empathy can be applied towards finding out th:
questions, gain insight, rview 5 - Dania Duke - July 20 20127:31:28 AM  manager contacted her and sure enough, "Yes my ultimate goal is o go to law schoc right things about candidates during the selection process.
and put oneself into And s0 on and so forth. So we passed on her and to me that was an example of being
the other-s shoes. sure that we're asking all the right questions, that we're really understanding what's

important to that candidate and really hiring the people that are aligned with our goals

and hiring people that we can bring in and develop them within our company ideally

right.

Impact of Leaders Leadership skills Able to ask the right  Internals\\interviews\Focus 11/18/2012  And we went through this after we were all together with the Global Passport, | was orkn example where show empathy, and asking the right questions,
questions, gain insight, Groups\\Focus Group Interview 2 - 3:57:15PM  that empathy interview with our banquet manager at the time and we went around to assisted a team to elicit the real wants and needs of customers.
and put oneselfinto~ Senior Managers - July 23 2012 the airport, to the Hilton airport and we started talking about these high performance
the other-s shoes. meals and what do you like best about the meeting.

Everyone across the board was like | like this really nice dinner, because they feed us
these good steaks and this great wine and the food. They're all about  We asked
don't you live a healthy life style and would you prefer to be fed healthy food. It's like
only away at these meetings a couple times a year. It's kind of a nice thing to be
pampered with this really cool food, this unhealthy food basically.

Impact of Leaders Leadership skills Skills conducing to the Internals\interviews\\Focus 11/18/2012  Charles Fusco:They higher performance menus, they were a failure. Without empathy, and without the willingness to ask questions and
creation of the Groups\\Focus Group Interview 2 - 11:38:58 AM  Kelly Toboja:They were a failure. find out more, itis diffiuct to take informed decisions and make
conditions and Senior Managers - July 23 2012 Charles Fusco:We tried to give our guests something that they didn't want and they  things work. An example from a project between the culinary and
structures failed. catering departments at one of the lab hotels.
characteristic of a Kelly Toboja:Because it was the right
learning organisation. Charles Fusco:Because we didn't do interviews. We didn't ask again what they

wanted.

Impact of Leaders Leadership skills Able to ask the right  Internals\\interviews\Focus 11/18/2012  Debrail do. | think that empathy interviews are really interesting because what your A great example by one of the middle managers who was actively
questions, gain insight, Groups\\Focus Group Interview 1- 10:40:27 AM  focus could be can tum into something completely different because you're asking  involved in empathy interviews during a innovation-by-design
and put oneselfinto  Middle Managers - July 23 2012 open-ended questions. So you may go in there thinking, “I'm going to find out why,  exercise.
the other-s shoes. how this guest thinks the room s clean,” but you're going to come out understanding

that they always forget their toothbrush and how that can be more accessible to them.
So that's a really cool thing about empathy interviews.

When I did my empathy interviews | actually did internal guests, our co-workers, and

I thought those were very easy to do because we all like to talk and | think that we also
have a very unique perspective when it comes to traveling because we are both ends
of the spectrum: we provide the services and we use the services. So that was very
ool o talk to our coworkers about that.

Impact of Leaders Leadership skills Able to ask the right  Internals\Document 1012612012 Everyone kept talking about Empathy + Empowerment | wasn't leading the witness, An extract from a communication from the Chief Innovation Officer|
questions, gain insight, i icati 30:47PM  promise! They said the combination of the two is what is making the difference. Their shows how well the 'empathy’ part of the process was received by
and put oneselfinto  mail from Jeff on Empathy and new Rooms Executive (Alexandra Bueno who came from Marriott and who is going tonewcomers to the organisation.
the other-s shoes.  Empowerment be the next xxx Thinking rock star!) has been there for two weeks and said she's never

seen anything like what's happening in the Sao Paulo hotel and that she believes it's
the combination of empathy and that s driving everything. And then that

leads to greater colleague engagement and guest satisfaction.

Impact of Leaders Leadership skills Skills conducing to the Internals\Document 10/10/2012 | ask that as you carry out your responsibilities, you seek opportunities for further  An extract from a key message by the CEO to all associates in the|
creation of the Analysis\internal 4:30:45PM  collaboration, coordination, openness to new ideas, efficiency and flexibility. Our  organisation, following the end of the re-structure, emphasised
ions and icati from the behaviors — the empathy with which we listen to guests and colleagues, the speed withgain on the importance of empathy.
structures CEO - Oct 2012 which we respond to change, our willingness to take informed risks and learn from our
characteristic of a mistakes - are key factors that will ensure the success of our new organization and
learning organisation. increase our ability to drive innovation, differentiation and preference during this
exciting period of transformation at xxx.

Impact of Leaders Leadership skills Able to ask the right 10/11/2012 |1 had to leamn to ask more questions and I had to leam to dig deeper as opposed to  Great quote to showcase the importance of ‘empathy’ on one hand
questions, gain insight, rview 2 and 3 - David Nadelman an¢5:25:35 PM  thinking | had to come up with the solution. I stil have to come up with the solution blind of ‘learning’ as well.
and put oneselfinto Nancy Morgan - July 19 2012 it enabled me now to actually ask more questions.
the other-s shoes.

Impact of Leaders Leadership skills Able to ask the right 117212012 1 just think that the way you teach people and the way people become receptive to
questions, gain insight, rview 8 - Joseph Khairallah - Sep 117:24:37 AM learning and the changing is by knowing that someone is nurturing them. If you think
and put oneselfinto 2012 your boss gives a dam about you, cares about you, you are going to give. Everybody
the other-s shoes. wants to be loved, in a good way that is.

Impact of Leaders Leadership skills Able to ask the right  Internals\\interviews\Focus 1112012012 | remember becoming a director and being very like it's five minutes past eight o'clock.
questions, gain insight, Groups\\Focus Group Interview 2 - 6:17:57 PM  Where have you been? | mean 'm not like that anymore. 'm much more through my
and put oneselfinto ~ Senior Managers - July 23 2012 years and my age, I've become more
the other-s shoes. Charles Fusco:Wise.

Amanda Koehler:I guess. | don't know. | guess I'm a litle softer, like | have a gal that

her husband works late every night. He works a restaurant. He's a sommelier so she

stays up late to see him every night. Well | have empathy for her so now her hours 've

adjusted. | would never adjust hours for anybody for any reason. But now she comes
at 8:30-9:00 but works later so that she can sleep in a lttle bit after she sees her
husband at night.

Impact of Leaders Leadership skills Able to ask the right 10/28/201 I think — probably because he's got a team now, | mean he's had, but probably becau
questions, gain insight, rview 6 - Mark Demich - Aug 14 9:14:19AM  he's a team, | think they will go back and do more research around it because his No
and put oneselfinto 2012 as partly the one responsible to make any of this happen and has already said, we've
the other-s shoes. set up focus groups, we've set up meetings as part of our staff meetings, as part of tr

exco meetings.

Impact of Leaders Leadership skills Able to ask the right  Internals\\Interviews\Focus 11/18/2012 I think it was a good thing for us because we leamed the importance of getting Another example of a situation where ‘empathy’ would have made
questions, gain insight, Groups\\Focus Group Interview 2 - 11:09:57 AM  customer feedback. | guarantee all of us in our careers have been told our whole life difference. following the failure of a project around the 'l forgot bar’
and put oneselfinto  Senior Managers - July 23 2012 just go out there and make it happen. Just figure it out. So we go out there and we doA lot of money and effort was spent on this project, which only led
the other-s shoes. the best we can. We make the decisions based on what we think is right and we don'tihe group realizing that they created something that was not servinfy

talk to anybody else. the needs of the customer.

I think it was very eye-opening to us that even though we've been in the business for

20 years or 25 or whatever it is, we don't know all the answers. It's important to listen

what the customer says and feels and thinks.

Impact of Leaders Leadership skills Able to ask the right 11/5/2012 I thought — | obviously didn't know women as well as | thought but that's another story.
questions, gain insight, rview 7 - Mark Hoplamazian and ~ 7:23:18 AM | was at a meeting and there was one of our colleagues there that talked about the fact
and put oneselfinto  Jeff Semenchuk - Aug 2 2012 that if they didn't have a toothbrush with them, they would not call the guest request
the other-s shoes. line. They would go downstairs, even go outside under the street to a gift shop to get a

toothbrush because they felt uncomfortable calling and they felt uncomfortable with

somebody delivering it to the room. | could not believe this. | could not believe this

was true because I've always known that when you forget something you call and they

bring it to you and | have no trouble with that.

So | started to research that myself, | started talking to women about that, a ot of
women over the course of three or four months. | worked on several empathy sessio
on this particular topic and I found out it's really true that there are a lot of women who
do not like that process for a lot of reasons and some of those are really deep reasons
why they don't like it. So that kind of amazed me. That led us to prototyping on some
new ideas on how to change that process.

Impact of Leaders Leadership skills Able to ask the right 10/14/2012 I truly believe it was through the empathy, the going back and the getting the additional
questions, gain insight, rview 2 and 3 - David Nadelman anc8:02:19 PM  feedback, knowing his team, supporting his team and listening to what they had to say
and put oneselfinto  Nancy Morgan - July 19 2012 and not being afraid to make some adjustments along the way.
the other-s shoes.

Impact of Leaders Leadership skills Skills conducing to 11/5/2012 Interestingly enough one big mistake we made like last December before | went  Another example of something that did not work out, because
creation of the rview 7 - Mark Hoplamazianand ~ 7:25:15AM  through this process, we renovated our locker room, employee locker room and my  nobody asked the right people the right questions.
conditions and Jeff Semenchuk - Aug 2 2012 engineer and | worked on it based on what we thought. Then we come to find out that
structures we see all kinds of benches and chairs all around there not really understanding why
characteristic of a this is happening but | think if we would've went through this process, we would've
learning organisation. found out much better which would've worked out for our associates. So it was a

mistake we made so | think that's one bad example.

Impact of Leaders Leadership skills Able to ask the right 10/11/2012 It was basically me thinking that's what my customers and employees wanted where iCombine with below
questions, gain insight, rview 2 and 3 - David Nadelman an(5:24:43PM  was a combination of managers within the hotel thinking about what we wanted as
and put oneselfinto  Nancy Morgan - July 19 2012 opposed to asking the true person, “What's important to you? What do you want?"
the other-s shoes. And asking them those questions and truly getting the feedback and going deep down

into not what the surface might be but then asking why like five times.

Impact of Leaders Leadership skills Able to ask the right 10/10/201 Let's go ahead and not only interview the employees who are doing the actual check ipmbine with above.
questions, gain insight, rview 2 and 3 - David Nadelman anc5:07:47 PM let's interview the guests that are being checked in. Let's gain some insightful
and put oneselfinto Nancy Morgan - July 19 2012 information. Then we gained that insightful information after quite frankly, laying on
the other-s shoes. ground.

Impact of Leaders Leadership skills Able to ask the right 117212012 Right, but i you have people walking around at xxx thinking, 'm only a small officer
questions, gain insight, rview 8 - Joseph Khairallah - Sep 117:36:03 AM  here who is holding the reins and whether | like yellow or blue, it doesn't matter, if my
and put oneselfinto 2012 employees don't like i, if the city I'm in hates yellow then I'm not going to put it. If you
the other-s shoes. start thinking that way, that's empathy but unfortunately we tent to sometimes think,

hey what's my title, what's my name? This is how organizations don't do well, become

the roman empire.

Impact of Leaders Leadership skills Able to ask the right  Internals\\Interviews\Focus 11/18/2012  So it wasn't il after we went and leared this whole process of empathy to figure out Interesting comment from a participant from the Middle Manager
questions, gain insight, Groups\\Focus Group Interview 2 - 11:08:50 AM  that that's not really what they were looking for. They weren't looking for to loot. They Focus Group, describing 'empathy’ as part of a learned process an|
and put oneselfinto ~ Senior Managers - July 23 2012 were stilljust meeting this need to get something privately. So we started having theseot an inherent characteristic.
the other-s shoes. empathy interviews with customers and trying to figure out what would work better.

That's when we started to learn that really all they wanted was some sort of

way to get what they wanted.
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[Hierarchy 1

Hierarchy 2

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills
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Hierarchy 3

Description

Hierarchical Name

Modified On

Coded Text Narrative

Able to ask the right
questions, gain insight,
and put oneself into
the other-s shoes.

Able to ask the right
questions, gain insight,
and put oneself into
the other-s shoes.

Able to ask the right
questions, gain insight,
and put oneself into
the other-s shoes.

Able to ask the right
questions, gain insight,
and put oneself into
the other-s shoes.

Able to ask the right
questions, gain insight,
and put oneself into
the other-s shoes.

Able to ask the right
questions, gain insight,
and put oneself into
the other-s shoes.

Skills conducing to the-
creation of the
conditions and
structures
characteristic of a
learning organisation.

Able to ask the right
questions, gain insight,
and put oneself into
the other-s shoes.

Able to ask the right
questions, gain insight,
and put oneself into
the other-s shoes.

Internals\\Interviews\\Individual\\inte
rview 7 - Mark Hoplamazian and
Jeff Semenchuk - Aug 2 2012

rview 7 - Mark Hoplamazian and
Jeff Semenchuk - Aug 2 2012

rview 7 - Mark Hoplamazian and
Jeff Semenchuk - Aug 2 2012

rview 4 - Pedro lrizarry - July 20
2012

rview 8 - Joseph Khairallah - Sep 1
2012

rview 8 - Joseph Khairallah - Sep 1
2012

InternalsWinterviews\\Focus
Groups\\Focus Group Interview 2 -
Senior Managers - July 23 2012

rview 8 - Joseph Khairallah - Sep 1
2012

11/5/2012
10:08:28 AM

11/5/2012
7:29:54 AM

11/5/2012
7:25:49 AM

10/24/2012
7:20:05 AM

11/2/12012
7:25:39 AM

11/2/12012
7:25:08 AM

11/18/2012
11:29:18 AM

11/2/12012
7:26:29 AM

rview 2 and 3 - David Nadelman an
Nancy Morgan - July 19 2012

10/12/201
7:50:28 AM

So the Chinese consumers' perceptions and attributes, the things that they think abouthe CEO during a recent town hall meeting, describing the
when they think about luxury items has changed a lot over the last four o five years. ifiportance of empathy overall, taking an example of customer
you're not in tune with that and you're not actually i ing that and ing it and

what you do and how you go to market you can be 20 years out of sync pretty easily.

So this idea that people, a lot of our guests felt that we were stuck in the '80's should

resonate with us. We should say, *Okay, what does that really mean?" Not, *Oh they

don't know what they're talking about, | know better.” Dave just explained to you how

he came to realize that he didn't. Well why do they feel that way? What's behind that?

So the Grand xxx San Francisco is one of the lab hotels and they decided in their earlizxample of an innovation project at one of the lab hotels, aorund
days to get themselves going, so they came here and they came here and started  designing a new check-in desk.

mocking up different types of front desk designs but they did it very rapidly and very

crudely, it wasn't fancy. So they came up with a couple of ideas and then what they

went to do is went back to San Francisco and they built them, prototype them. But

then again they didn't hire fancy designers and expert carpenters, they didn't finish

them.

It was very, very, very crude and rudimentary and they started inviting guests and
colleagues of ours into this room where they had the front desk and they started
mocking up interactions with guests so they started experimenting with it and they
learned in an enormous amount and they got a huge amount of feedback but one of {
most valuable lessons that | heard and that they leamed which | have to thank Dave for
I haven't had the chance to do this is if you actually were to make it a high standard
and make it beautiful, you won't get good feedback because people show up and they
say, “Well they put all this effort into this and | don't really wanna hurt their feelings.”

If you make it crude and say, “You know, we're just experimenting with this.” And you
can tell this is just a mockup then people say, “Okay, well | guess they're really looking
for my feedback.” And then they actually bring great feedback. Now you have to listen
again two to one ratio. You have to listen very intensively and they came up with a
completely unique design, it’s really cool actually.

So what we've started to do, is really understand the employees journey from the timeEmpathy can be applied to all areas
they wake up to the time they leave and go home to work and what takes place in that

process and when you come to find out there's a lot of things throughout that day that

affect the employee's life. So we did some intensive empathy interviews with many

different employees about this. We're focusing on several areas. One are of example

is some of the hours that our operational managers work are very long and when we

looked into it, we found out they were doing a lot of unnecessary reports that many

people didn't really need.

We found out that they needed the services of human resources and accounting but
human resources and accounting was more of an 8:00 to 5:00 Monday through Frida
Our hotel's operating 24 hours a day so we started to change the hours in some of
these areas so these evening employees have access to it and we've taken away some
of the reports and we're still working on it. Hopefully we're changing that quality of life
for those individuals. That's just one area we're focused on. We're looking at an
employee lounge. We've heard there's been some good success at other hotels.

They have to learn the skills of the gift giving, of the ideation process, of coaching and
of interviewing. Simply because not only do they have to hire a different type of people
they have to lead a different type of team to where we want them to lead.

They people who the care about, they go out there and give you things that make you
feel like you're on top of your world. That's one thing that | learned. The biggest thing
for me that came out of lab is listening to your customer and to me our customers are
not only the paying guests.

To me that was a big thing is this empathy interviews with the customers and the
employees is to learn to care about someone and ask them what they want. That was
the biggest impact that Jeff brought in because one rings very loudly in my ears, when
he talks about Apple, how it's a cult, not only company. How they create a set of
followers versus customers is because they do send out products that people have
emotional attachment to them. They make you feel cool, they make you feel
something, and they connect you with something.

Todd Byrns:No, | think so. | mean we've learned. | learned the hard way. Our general
manager always gives an example that he and our director of engineering, between the
two of them they've got probably 55 years of experience. That sounds right?

Kelly Toboja: Yeah.

Todd Byrns:We redesigned the employee locker room. Never spoke to a single
employee. We put things in it we thought we would like: a couch, a TV, a this and a
that.

Kelly Toboja:We don't have a couch and TV in the ladies. | just want to point that out.
Charles Fusco:They forgot benches. They forgot

Todd Byrns:Never even spoke to a woman period to ask her what she wants in hers.
Kelly Toboja:We just had to empty the lockers.

Todd Byrns:So, yeah. | think it can be taught. | think we're all learning. That's probably
the most eye opening thing in this whole Project X for us is that's the take home. You
have to think. You have to redo the way you think through processes.

Very good question. To be empathic, that's part of you. You either have warm blood Another perspective by a corporate VP, who believes that empathy
or you don't. You either care about people or you don't but most of the employees that in you - a personal characteristic and not a skil.
work in the hotel industry, they have chosen this industry because they care.

We decided to tackle the bistro. This was while David was gone. The salad bar that
down there now, what we did was we got input from associates. We put fishbowls on
the table. We did empathy interviews, *Here’s what's new today.” We started making
changes. We started informing the associate of the changes that we were making via
a whiteboard, via a flipchart and then ask them for their comments about the changes
as opposed to just going out there saying, “What would you like to see,” because we
can't do filet mignon and lobster and everything everyday.

Able to ask the right 1012412012 We do our version for a xxx talk is actually an ideation session. And managers have Use of empathy for employee engagement.
questions, gain insight, rview 4 - Pedro Irizarry - July 20 7:23:31 AM  had to learn a different style of management of that meeting. In the past the xxx talk
and put oneselfinto 2012 was basically the manager going in and saying what do you think. How are we doing?
the other-s shoes. And they would leave the meeting with a list of things they needed to do to keep
employees happy and engaged and whatever. Well, we don't do that any more. We
ask them the questions what slows you down? What can we do better? But the list of
things that s created is things that we're going to work together as a group to fix it so it
stops being this list for the manager to go handle.
Skills conducing to 11/412012 We use an example at this hotel of why this design process makes sense. We wante a failed project, if no empathy is applied.
creation of the rview 10 - Marco Kennedy - Oct 5 4:22:19PM  to renovate our locker rooms and at xxx we want to solve the problem, make it happen,
conditions and 2012 right. Whatever the issue is, make it happen, solve it. We have the solutions, exactly.
structures So we wanted to renovate our locker rooms so we had a little bit of capital expenditure
characteristic of a left so our general manager Dave and our director of engineering went down and
learning organisation. decided what needed to be changed and they made the changes and it looked great.
But after going through this design process training Dave has recognized that was not
a good way to go about it. We did not ask any of the employees what they wanted to
see in these locker rooms.
Able to ask the right  Internals\\Interviews\Focus 11/18/2012 | Well, it's basically taking, going up to a guest and have a certain question to ask such
questions, gain insight, Groups\\Focus Group Interview 1- 10:39:54 A as, from a housekeeping standpoint, our sticky notes, “Do these benefit you? Do you
and put oneselfinto  Middle Managers - July 23 2012 think that the room was clean because there was this note on the mirror?” It's basica
the other-s shoes. just asking questions and - I don't know, just find out reasons why they did or they
didn't think it was clean. That's just an example. | mean, there's that, there’s any
aspect of Project X you can ask that question. “Did the 'l forgot bar,’ was that
beneficial for you?" So that's kind of empathy.
Able to ask the right  Internals\\Interviews\Focus 11/18/2012  Well, number one, it's to benefit the guest and that's what we're all here for. As long
questions, gain insight, Groups\\Focus Group Interview 1- 10:33:10 AM as they know that, and a lot of them jumped right on board and understand that. It
and put oneselfinto  Middle Managers - July 23 2012 initially made it a little more difficult for the housekeepers just from a movement
the other-s shoes. standpoint. They were pushing their cart more, moving a little bit more. We've kind of
ironed all that out but obviously we want to have a balance between helping the guest
and not making more work for the housekeeper. With that being said, | think we're in a
good spot now but it was tough from a technology standpoint, too. | have ladies that
have been here for 40 years and some that can't read and some, obviously a language
barrier but we train for two weeks. They are actually on-site to help us start it up.
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Description Hierarchical Name Modified On  Coded Text Narrative
Able to ask the right _ Internals\\Interviews\Focus 11/18/2012  Yves:Do you think conducting empathy interviews is easy? Difficult? Strange? Not easy to learn the skill of ‘empathy"
questions, gain insight, Groups\\Focus Group Interview 1- 10:41:24 AM
and put oneselfinto  Middle Managers - July 23 2012 Rachel:Uncomfortable.
the other-s shoes.
Yves:Uncomfortable? Okay. Rob?
Robert:Yeah, absolutely. You're invading someone’s space without — | mean, you're
asking them but its different. Once you get into a conversation it's fine but it's that
initial, “You guys have a couple of seconds? I've got some questions Id like to ask.”
Delegate decision i 1012412012 And they came up with a lot of feedback. And | think that was a great success first  In one of the lab hotels, managers were empowered to 'fix' issues
making. rview 4 - Pedro Irizarry - July 20 6:56:43PM  because it achieved results quickly. They didn't have to wait tll the manager got backhat came up during their empathy interviews - both with guests an|
2012 to them. They had the permission to go fix it. And the result has been higher employees.
engagement people really very, very excited about the process. And a more effective
operation. Actually when we're done I'll walk you over there so you can see it. It's just
fantastic.
Delegate decision  Internals\Document 1012612012 Everyone kept talking about Empathy + Empowerment | wasn't leading the witness, b a communication from the Chief Innovation Officer to senior
making. i 30:50PM  promise! They said the combination of the two is what is making the difference. Their leadership in the case study organisation, he told the story of a ne
mail from Jeff on Empathy and new Rooms Executive (Alexandra Bueno who came from Marriott and who is going toleadership committee member that joined the company, and what
Empowerment be the next xxx Thinking rock star!) has been there for two weeks and said she's nevefis observations were.
seen anything like what's happening in the Sao Paulo hotel and that she believes it's
the combination of empathy and that s driving everything. And then that
leads to greater colleague engagement and guest satisfaction.
Skills conducing to 111312012 1 don't think that today’s managers or potential leaders are attracted to ly thafThe new needs to be and leaders have to
creation of the rview 9 - Achim Lenders - Sep 12 6:43:43AM  micromanages them. You want to have the opportunity to bring your own personality get out of their way to let them grow and be ‘authentic'.
conditions and 2012 the job.
structures
characteristic of a
learning organisation.
Delegate decision i 11112012 I have always felt that a strong leader should be a person who is not scared or hesitant
making. rview 8 - Joseph Khairallah - Sep 117:22:17 AM  to surround himself o herself with people that are very strong, very bright, very
2012 outspoken, that can think outside the box, that are creative.
Delegate decision i 11112012 Mind you, not everything they thought of has been a home run, but the employees have
making. rview 8 - Joseph Khairallah - Sep 117:23:43 AM  been liberated. This is  big thing.
2012
Delegate decision i 10/27/2012  Right, yeah just have to get out of the way and kind of let it happen.
making. rview 5 - Dania Duke - July 20 2012 4:35:51 PM
Delegate decision i 10/28/201 Skill wise, | think the skill of really effectible delegation and allowing the work to happeBomment by the VP for leadership development, who recommend§
making. rview 6 - Mark Demich-Aug 14 1:46:55PM  where it's closest to where it should happen so if we're innovating something for the ~ the focus on delegation and empowerment in order to foster
2012 front desk, allowing that responsibility and authority to be at the front desk as opposednnovation
to the GM.
Delegate decision i 10/27/2012  Sure, sure. | am now —so like my role in the LAB now and with the LAB leaders is  One of the lab hotel General Managers describing the importance
making. rview 5 - Dania Duke - July 20 20124:44:51 PM  really I'm not overseeing a project. | have all the LAB leaders and so I'm like the bee letting the employees in the hotel participate and manage the
going around and pollinating all of the flowers right, so I'm there to — you know I showvarious innovation projects.
up and, "Tell me what you're doing. What are your road blocks?" So then | facilitate,
"So tell me more about that? What else? How might we?" So it's more of a being
there to inspire and just keep it unstuck when things get stuck.
Skills conducing to the InternalsWinterviews\\Focus 11/20/2012 | That you don't need to be  In other words, the operation is not going to fail because
creation of the Groups\\Focus Group Interview 2 - 6:24:07 PM  you're not there. Because you're not there to work that 14th hour and when you left
conditions and Senior Managers - July 23 2012 things just went to hell. It's letting go. It's that grip of power that you expect you senior
structures members to be there at every facet of the operation so that things do not fail. Then why
characteristic of a do | have layers of managers and | trust my managers implicitly. If they cannot do the
learning organisation. job, then that's a different story. That's really the issue.
Delegate decision i 117212012 They said the one style that seems to work is empowerment and within that they were
making. rview 8 - Joseph Khairallah - Sep 117:28:47 AM  talking about empowerment is. It's becomes a cliché right. Empowerment is to say,
2012 Eve, this is your company, this is your business, it's got your last name on it. The
minute you start feeling that it's your business you are going to do a great job running
it.
Delegate decision 11/18/2012  Well one thing, when | was in Santa Clara and | spoke with Dana, she said one of the
making. Groups\\Focus Group Interview 2 - 4:08:18 PM  biggest things, the learing curve for her was to leam how to get out of the way to let
Senior Managers - July 23 2012 people do their job. Now this is very much a senior leader skill. So is that something
that would be different for a middle manager if you looked around or are your middle
managers aren't a more conforming, because you guys are the ones who put the
processes in place and they're just going to follow that design process or whatever?
Delegate decision i 1012412012 What activities would you like to have in the cafeteria? And they would giveme  An example from a Human Resources Director on how
making. rview 4 - Pedro Irizarry - July 20 7:09:44 PM  answers and it was the job of one of the cooks in the kitchen was part of the Phoenix empowerment resulted in superior results, during a project of
2012 team to go gather those responses, send it to the appropriate managers, gather the - revamping the employee cafeteria activities.
managers responses and update people update the associates on what's going to
happen. And | found myself going every day to the cafeteria, taking a picture of the
board and following up on every day. And the reality’s that if I'm going to do that |
might as well do it myself. And not have her do it. | found myself well, that's silly. 'm
doing what I'm asking her to do simply because | don't trust that she's going to do it.
So | decided you know what for a week 'm not even going to go look and see what
happens. And she did a fantastic job every day. She took her picture, sent it to the
managers, updated the boards it was in my case just get out of the way and they'll do a
good job.
Adapt or change your i 117212012 Yes, very true. We have in our organization because it s driven by customers’
own style, adapttoa  rview 8 - Joseph Khairallah - Sep 117:17:51 AM  expectations, we have always been, follow rules and here are the rules, read them,
new situation or 2012 learn them, live them. That is how my dad wanted to see hotels ran.
‘environment.
Now the younger generation is different. They want emotional connection, they don't
want people bowing.
Not afraid of failing, 10/10/201 Atthe end of that exercise what we ended up doing was coming, Kristen then relayedThe General Manager of a lab hotel describing the importance of
committing to rview 2 and 3 - David Nadelman an(5:09:15 PM  all of that information to the designers and the designers basically eliminated three of experimenting, and using prototyping in order to collect valuable
prototyping Nancy Morgan - July 19 2012 the five drawings and presented us with two drawings. Based on those two drawingsfeedback before a final test and launch.
we had low-resolution prototypes made out of plywood. Maybe a little bit higher
resolution than the banquet tables but still very low resolution that didn't cost us a lot of
money and that people would really give us feedback based on that as opposed to this
beautiful $100,000.00 desk that people would be a litle bit hesitant to give me
feedback on because you already built it and spent a lot of money.
Not afraid of failing, i 10/30/201 but placing more of an emphasis on how you lead and manage ambiguity | think is a
committing to rview 6 - Mark Demich - Aug 14 7:34:19AM  bigger deal.
prototyping 2012
Not afraid of failing, 10112201 I can kind of visualize it in my mind as to we've tried some things and come up with all
committing to rview 2 and 3 - David Nadelman an(7:47:43AM  these ideas and we built a prototype and then we raise it up a little bit more and then a
prototyping Nancy Morgan - July 19 2012 little bit more and then we realize like, “Oh, you know what? It worked better one step
back from here.” We realized when the design school team was here with us too that
it's okay to step back and say, “We don't need to make this any fancier. It was good
where it was here.” We took it a step up and it wasn't as effective. I'm talking about
the mobile concierge.
Not afraid of failing,  InternalsWinterviews\\Focus 11/18/2012 | think that the shift also -- or not even the shift - but | think there also needs to be a
committing to Groups\\Focus Group Interview 1 - 10:50:06 AM  huge amount of attention played to the creativity of a person, back to, like, a personality
prototyping Middle Managers - July 23 2012 type thing because anybody, | think, with the innovation process anybody can be
innovative. You just have to have an open mind and go with the flow — pardon me, I'm
50 sorry - go with the flow and be willing to take chances and have an open mind to it
So rather than just being focused on somebody else, you also have to focus on
yourself and how you can do that, what you can do to make a difference, so kind of
shifting a little bit.
Not afraid of failing, 11/5/2012 Jeff:Good and how about you experimented with host, iPad, at sort of remote An example of a successful experiment in one of the lab hotels,
committing to rview 7 - Mark Hoplamazianand ~ 7:24:30AM  locations. addressing the problem of slow check-in during peak hours
prototyping Jeff Semenchuk - Aug 2 2012
David:One of the biggest impacts we've had is our iPad check in. With the help of
some people at corporate IT, we were able to put together an iPad that can check a
customer in virtually anywhere and in our case we have a lot of customers come in to
the airport since we're right next to the airport. We go to the airport and we can check
them in while they're waiting for the shuttle bus. We can make their key. We give
them a key packet. We give them some directional information so when they arrive at
the hotel, they can go straight to the room without going to the front desk. Out of those
people that check in on the iPad, we've got over a 95 net promoter's score, just on the
iPad.
Not afraid of failing, i 10/27/2012 | Okay so | guess a couple of weeks into our LAB launch we started experimenting with
committing to rview 5 - Dania Duke - July 20 20124:49:18 PM  whiteboards.
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Impact of Leaders Leadership skills Not afraid of failing, _ Internals\Interviews\\Focus 11/18/2012 | So before we knew this process, there were no empathy interviews. There was no
committing to Groups\\Focus Group Interview 2 - 11:08:30 AM  ideation. We basically just came up with what we thought would be the best way to
prototyping Senior Managers - July 23 2012 accommodate that. We put together and spent a lot of money, a lot of effort in putting

together this bar in the lobby that just allowed people to come and take things. We
found out after about four or five days that that was a disaster because it wasn't really
serving the needs of what we were trying to accomplish. It was just becoming a free f
all.

Impact of Leaders Leadership skills Not afraid of failing, i 11/5/2012 So the Grand xxx San Francisco is one of the lab hotels and they decided in their earljhe CEO describing the innovation process at one of the lab hotel4.
committing to rview 7 - Mark Hoplamazianand ~ 7:20:46 AM  days to get themselves going, so they came here and they came here and started  where the hotel conducted a number of experiments to find a
prototyping Jeff Semenchuk - Aug 2 2012 maocking up different types of front desk designs but they did it very rapidly and very solution to a problem.

crudely, it wasn't fancy. So they came up with a couple of ideas and then what they
went to do is went back to San Francisco and they built them, prototype them. But
then again they didn't hire fancy designers and expert carpenters, they didn't finish
them.

It was very, very, very crude and rudimentary and they started inviting guests and
colleagues of ours into this room where they had the front desk and they started
mocking up interactions with guests so they started experimenting with it and they
learned in an enormous amount and they got a huge amount of feedback but one of {
most valuable lessons that | heard and that they leamed which | have to thank Dave for
I haven't had the chance to do this is if you actually were to make it a high standard
and make it beautiful, you won't get good feedback because people show up and they
say, “Well they put all this effort into this and | don't really wanna hurt their feelings.”

If you make it crude and say, “You know, we're just experimenting with this.” And you
can tell this is just a mockup then people say, “Okay, well | guess they're really looking
for my feedback.” And then they actually bring great feedback. Now you have to listen
again two to one ratio. You have to listen very intensively and they came up with a
completely unique design, it’s really cool actually.

Impact of Leaders Leadership skills Not afraid of failing, i 10/28/201 The blanket willingness from the people that have been involved to just experiment. An observer from the corporate office after his first lab hotel
committing to rview 6 - Mark Demich - Aug 14 9:10:59AM  There's a downside to that too. We'll get to that in a second. That goes back to your meeting, g on the of
prototyping 2012 plan of kind of find a specific example and tell the story by the example. That would be

one of the examples. But | am far more surprised than | thought | would be initially in
both the lab hotels as well as the corporate function which right now is Gold Passport,
it's used as a lab but the individuals involved in that are almost wildly willing to
experiment and challenge the convention and challenge the status quo and challenge
how things are done.

Impact of Leaders Leadership skills Not afraid of failing, i 1012412012 The reality is that we changed it and we took that failure and the way we adjusted was
committing to rview 4 - Pedro Irizarry - July 20 7:06:41 PM  —what the real problem is that people forget stuff. And | want to be able to allow them
prototyping 2012 to borrow it. But | don't want to man a whole station with somebody there and get your

id and get a list to make sure they return them because that's not the purpose to make
you feel like you're taking out a loan. You know to get a charger. So what we identified
was to say well, there’s a lot of items that we have in house that never get asked.
Maybe it's because the guests didn't know we have them. And that we have them
available. And I'm going to be very honest after working in this industry since | was 18
and 'm a lot older now | never knew we had humidifiers in hotels.

Impact of Leaders Leadership skills Not afraid of failing, i 10121201 We had to step back and say, “Hey, we went a little too far. We need to go backto A Human Resources Director describing the quality or skill of
committing to rview 2 and 3 - David Nadelman an(7:48:03 AM  where we were at. We were way more effective there.” | look at those same things ~ experimenting, and being able to step back and stop a process
prototyping Nancy Morgan - July 19 2012 and | know our managers do too in the qualities of leadership of our managers at the before itis too late, if one feels that it is not working

hotel, whether we're hiring them in or continuing to develop them.

Impact of Leaders Leadership skills Not afraid of failing, i 1012412012 What was that quote. When the light bulb failed for the thousandth time well, | found
committing to rview 4 - Pedro Irizarry - July 20 6:50:22PM  one more way that it doesn't work.
prototyping 2012

Impact of Leaders Leadership skills Not afraid of failing, i 101121201 When they make those mistakes, which we all do, how do they react to them and how
committing to rview 2 and 3 - David Nadelman an(7:47:14 AM o they respond to regroup and like, “Ocop, that wasn't the right thing to do,” and then
prototyping Nancy Morgan - July 19 2012 going back and learning from it. That's what this Lab process is about too.

Impact of Leaders Leadership skills Not afraid of failing, i 11112012 Whether we adopt that or not, I'm not sure. That one, it was a big thing when it came
committing to rview 8 - Joseph Khairallah - Sep 117:31:39 AM  to employee morale, them feeling good about themselves and two, it really cemented in
prototyping 2012 the employees eyes the notion that that leader, that General Manager means business

when it comes to innovation, not only lip services.

Impact of Leaders Leadership skills Not afraid of failing,  InternalsWinterviews\\Focus 11/18/2012  Yeah. We're used to it. We're constantly being given new things to try and experiment
committing to Groups\\Focus Group Interview 2 - 11:33:20 AM  with so it comes quite naturally to most of us.
prototyping Senior Managers - July 23 2012

Impact of Leaders Leadership skills Not afraid of failing,  Internals\interviews\\Focus 11/18/2012  Yves:Good point. Any other opinions? Any other skills you'd be looking for if you were
committing to Groups\\Focus Group Interview 1 - 10:49:17 AM  the GM and you had to hire an MC? Or in your own departments, have you ever had
prototyping Middle Managers - July 23 2012 hire an assistant manager? Team leader? Manager?

Debra:Willing to try something and fail.

Impact of Leaders Leadership skills Not afraid of failing,  InternalsWinterviews\\Focus 11/18/2012  Yves:We talk about the need for experimentation. Do you think that's an individual skl
committing to Groups\\Focus Group Interview 1 - 10:51:19 AM  or is it a manager's skill to let people experiment?
prototyping Middle Managers - July 23 2012

Robert:Both. Like personally speaking, its harder for me to see within myseif than it
would be to see in others but | think if you're truly an innovator, you need to be open to
both internal and external.

Yves:As in go an experiment yourself, not be afraid of failure, like Rachel said?
RobertRight.

Impact of Leaders Leadership skills Not afraid of failing, i 11/3/2012 In regards to things that have failed in leadership and how we've seen t, | think a goo great example of a failed experiment in one of the lab hotels,
committing to rview 10 - Marco Kennedy - Oct 5 6:54:44 AM  example would be the I forgot bar. Initially came in with the idea that all of items wouldhere they setup a facility for guests where they could borrow iterms
prototyping 2012 be available i the lobby and we built this great structure in the lobby that would houséhey may have forgotten.

shampoo and toothpaste so guests wouldn't have to have the inconvenience of calling
down and waiting for somebody and this is probably our best situation that we could
say we failed and failed fast. Basically, the entire thing was ravaged by airline crew
that would come in here, the flight attendants, the flight attendants, they would take the
whole thing.

Impact of Leaders Leadership skills Not afraid of failing, i 10/14/2012 Like | said, this process really allows people to be leaders; everybody, all levels. TheA great quote by the General Manager of one of the lab hotels,
committing to rview 2 and 3 - David Nadelman an(7:55:41 PM  reason that it does that is think about what holds people back from speaking up. Whatmphasizing that the only way to encourage employees to
prototyping Nancy Morgan - July 19 2012 holds them back is fear of failure. The whole design thinking process is all about  participate, learn and try out new things is by taking away their fear

failure. of failure.

Impact of Leaders Leadership skills Not afraid of failing, i 10/24/2012 | Again we learn from our failure there but | think that's part of t. | think that's exactly
committing to rview 4 - Pedro Irizarry - July 20 7:05:23PM  what we're talking about. If you don't learn from it —
prototyping 2012

Impact of Leaders Leadership skills Not afraid of failing, i 10/14/2012  And then you learn from it and then you move forward. | think that we look for the
committing to rview 2 and 3 - David Nadelman an(7:56:07 PM  same people we would look for anyway that we've been looking for for years. We've:
prototyping Nancy Morgan - July 19 2012 always looked for people who have an outgoing personality, that have great attitudes.

We always look for those people. Then with this whole design thinking process in
creating the culture, it enables them to not be fearful to truly speak up.

Impact of Leaders Leadership skills Not afraid of failing, i 11112012 Another example that hit home with me is when we were in Sao Paulo and we were
committing to rview 8 - Joseph Khairallah - Sep 117:33:20 AM  trying to do employee related concepts, not guest related and one of those things was
prototyping 2012 to remove the formality of the niform. Take off the tie, let the ladies put their hair

down.

Yves Givel:Um hum.

Joe Kharallah:Al of that didn't resonate well, neither with the employees not with the
guests.

Yves Givel:Okay.

Joe Khairallah:Even the guests we interviewed said to us, we've come to the Grand s
Sao Paulo because it is known as very classy environment.

Impact of Leaders Leadership skills Not afraid of failing, i 117212012 How do you feel it's your own business? That's the big question. How do you make
committing to rview 8 - Joseph Khairallah - Sep 117:30:03 AM  people really believe that it's their business. One, you have to back up what you say,
prototyping 2012 with your actions, two you have to train and hold hands and nurture and three, give in a

an environment where people lear. Four, if they make a mistake, don't hit them with a
two by four.

Impact of Leaders Leadership skills Not afraid of failing,  Internals\interviews\\Focus 11/18/2012 1 don't think the whole point of the innovation process was to be really, really good at its Middle Manager Focus Group participant commented on the
committing to Groups\\Focus Group Interview 1 - 10:51:47 AM it was justto try it. | think we were really, really good in one field, but the failing has ~ feeling of failing, which was considered as good in the context of
prototyping Middle Managers - July 23 2012 been some of the best experiences that we've had, especially with the *I forgot bar” tl learning and innovating.

we lost.
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Not afraid of failing,
committing to
prototyping

Not afraid of failing,
committing to
prototyping

InternalsWinterviews\Individualinte
rview 4 - Pedro lrizarry - July 20
2012

InternalsWinterviews\\Focus
Groups\\Focus Group Interview 2 -
Senior Managers - July 23 2012

Not afraid of failing,
committing to
prototyping

Not afraid of failing,
committing to
prototyping

rview 4 - Pedro lrizarry - July 20
2012

InternalsWinterviews\\Focus
Groups\\Focus Group Interview 2 -
Senior Managers - July 23 2012

Not afraid of failing,
committing to
prototyping

of

rview 4 - Pedro lrizarry - July 20
2012

recognizing that failure
is good, and that failing
early is better.

Not afraid of failing,

committing to
prototyping

Skills conducing to

Groups\\Focus Group Interview 2 -
Senior Managers - July 23 2012

InternalsWinterviews\\Focus
Groups\\Focus Group Interview 1 -
Middle Managers - July 23 2012

creation of the
conditions and
structures
characteristic of a
learning organisation.

Not afraid of failing,
committing to
prototyping

Not afraid of failing,
committing to
prototyping

of

rview 8 - Joseph Khairallah - Sep 1
2012

InternalsWinterviews\\Focus
Groups\\Focus Group Interview 1 -
Middle Managers - July 23 2012

InternalsWinterviews\\Focus
Groups\\Focus Group Interview 1 -
Middle Managers - July 23 2012

recognizing that failure
is good, and that failing
early is better.

Groups\\Focus Group Interview 2 -
Senior Managers - July 23 2012

Not afraid of failing,
committing to
prototyping

rview 10 - Marco Kennedy - Oct 5
2012

Not afraid of failing,
committing to
prototyping

rview 7 - Mark Hoplamazian and
Jeff Semenchuk - Aug 2 2012

10/24/2012
7:16:14 PM

11/18/2012
11:32:04 AM

10/24/2012
6:49:54 PM

11/18/2012
11:32:37 AM

10/24/2012
7:09:41 AM

11/18/2012
11:32:51 AM

11/11/2012
2:39:04 AM

11/1/2012
7:19:39 AM

11/18/2012
10:53:33 AM

11/18/2012
10:53:03 AM

11/18/2012
11:08:30 AM

11/4/2012

4:20:26 PM

11/5/2012
7:19:54 AM

Remain humble ...

Remain humble ...

Remain humble ...

rview 6 - Mark Demich - Aug 14
2012

InternalsWinterviews\\Focus
Groups\\Focus Group Interview 2 -
Senior Managers - July 23 2012

Remain humble ...

rview 8 - Joseph Khairallah - Sep 1
2012

rview 8 - Joseph Khairallah - Sep 1
2012

10/29/201
7:39:27 PM

11/20/2012

6:29:16 PM

11/2/12012

7:36:06 AM

11/2/12012
7:16:34 AM

Tove it. Ijustgive it a shot and if it works it works. And I think the trick is to be open The Human Resources Director in one of the lab hotels describing
aboutit. | think that when you take away the expectation that you have to be the quaity of his General Manager in terms of creating a workplace]
successful at everything you try and what is recognized is the fact that you tried. | where people can experiment and are not afraid of failing f they tri
mean intelligently tried. Not somebody that wants to try every stupid idea they come to succeed.

with. Then you're freer to experiment. So if you're not afraid of failure because it's p:

of the process and it is expected that a number of projects wil ail it gives you freedom

to try stuff that you would never have tried otherwise. Because your career’s not on t

line right. You're not thinking if I fail on this project Dania’s going to call me in to her

office and whatever versus being [inaudible] saying yep the project failed.

1 would just say just from the observations in being new to the property, we're not afr: A good comment from a leadership committee member at one of t
of failing. | think we're just open to the new ideas, thinking outside the box and really Iab hotels, where they see failure as part of their day-to-day learnir|
identifying the needs of our guests, learning from it and moving on. We don't really see
it as a failure. It's just a continuation of this learning process that we have in involving
ourselves in the whole evolution of this product, this new lab.

I'm looking for someone that has failed before. If you this is one of my questions. If The Human Resources Director of one of the lab hotels explaining
you don't if you tell me you've never failed first of all you're lying. Or, you just don't tz how they started assessing candidates' willingness to experiment
feedback and you blame others. So I like to hire people that have given it their all in and fail

something and have failed miserably. Then we have a discussion about why did you

fail. What did you leam? What have you done differently? How did that help you to

succeed? So we have this conversation during interviews because | need somebody

that the innovation process and the leaming process will include failure.

If things work or they don't work, then you try it a different way. | don't think it's really
seen as failure. It's just like we try.

If you're going to fail, fail fast. It doesn't take a year to fail. Right? You don't need to
spend thousands of dollars to try a new idea. Tel the people you know, you tell your
quests we're trying something new that's why it looks cheap. And ask. You just ask
your question. | think it's been a very rewarding experience.

It's a leamning experience.

Looking at one thing that we implemented - and it actually failed but it failed for good An example where the acceptance of failure lead to new learning
reason, it had nothing to do with leadership. Its still going on but it's not in the same

form. We had an *I forgot bar,” which we built and put up and it just got ransacked

every day. We pulled it out of the lobby but we still haven't given up on that idea, and |

think that's important from a leadership standpoint to, you know, especially being a lab

Project X hotel to keep thinking of ideas, of ways to make it work and keep trying, ne»

giving up, | guess, even if its not the same idea that you had to begin with, working

around the process and making it work somehow.

Yves:That's something interesting you said. The project failed, not because of
leadership, but I'd like to ask you the other way around: it failed, which was a success,
because of leadership, right?

One of the examples I'l give you to back this notion up is that throughout the Lab
hotels, there were conversations about too many brand standards were tying our
employees up to a certain script, this and that. One of our senior leaders in Hong
Kong said, oh no, we cannot get rid of these. We cannot teak the standards, we
cannot change the scripts, and people need to be told what to do, how to eat, how to
walk and how to talk.

When we said, well allow them to work on their own, we heard back, oh, 'm scared,

this isn't going to work.

Robert: like to fail. No, but | don't know if I really take it personally, you know? Its not Supporting experimentation should come from all levels, as this,
like it's my failure, it's our failure, which is something that | think is a little bit easier as focus group participants describes his experience.

team, you know, knowing that it's not going to make-or-break you. You shouldn't taks

personally but what else can we do, you know?

Yvess it something you have to lear or something you learned as Project X got
rolled out?

Robert:'d say a combination of both. | think our, my managers made it a point to say,
“Okay. It didn't work, so what next?” And corporate. | mean, corporate in a hundred
percent behind, you know, “Some things are going to fail; we just have to keep trucking
and that's what we can do to make it work.”

Robert:We put slippers -- well, socks in women's rooms for a couple of months to see - Another example of not being afraid of failing.
- with a note saying “please wear them while you're here” type thing, and sandals. Ti
was one of the inifial things that we did. That was a great failure.

‘Yves:How do you know it was a failure?

Robert:Because no one used it. We initially did it and people just took it, and that

wasn't our idea, to give them a free pair of sandals. It was more to, “Please wear
around your room, or take a shower with,” or those sorts of things, so after we realized
we were going through a lot of money doing that, we put a card in there saying they
could be purchased — “wear them around the room and if you'd like to purchase them.”
you know, we can make that happen. And nobody used them, so - even, we surveyed
some of the guests and their feedback was beneficial for our failure.

So before we knew this process, there were no empathy interviews. There was no

ideation. We basically just came up with what we thought would be the best way to

accommodate that. We put together and spent a lot of money, a lot of effort in putting

together this bar in the lobby that just allowed people to come and take things. We

found out after about four or five days that that was a disaster because it wasn't really

serving the needs of what we were trying to accomplish. It was just becoming a free f

all.

So recognizing that something wasn't working and utilizing the fail and fail fastwas  The Human Resources Director of a lab hotel explains the
part of the leadership in this instance with Dave and Todd recognized, this is not goingmportance of fostering this skill of experimentation in leaders.
to work for this hotel.

Yves:Do you think this is a skill that our leaders have to learn to be able to stop a
project when they see it's not going to work and to fail and fail early and move not other
next one?

Marco:Absolutely, | think that's the whole mentality that we're trying to instill in folks
through this innovation process is it doesn't have to be successful in the first go
around. With our Act team, it's exactly what we're telling them. Look, prototype some
ideas of some things that you want to focus on.

We develop prototypes and we test and sometimes we have to go through the cycle The case study organisation's Chief Innovation Officer on failing.
six, seven, or eight times to figure out f theres something there and guess what?
Sometimes things don't work. Dave, | think will talk about some of those particularly
here at the O'Hare lab and that's just as important. Mark and others will say that
failure has to happen through this process because if we don't fail, we're not trying
hard enough. The key from failure is to leam from it to take what we leamed and ap
it to the next thing. If we're gonna fail, let's start failing fast without spending a lot of
money, so that's part of it too to kind of go through this cycle quickly.

/And frankly and | know it must be funny coming from me, but | also think there's — it's
one of our values, but | truly think there needs to be a level of humility of while we're
excited about this and while | want to look external, while I'm getting authority and
delegation and we get to experiment and what we could do, could it impact for the
whole global xxx a level of humility around.

I think at the end of the day, he's very pro-employee. | mean that in a good way. He's
very It used to drive me crazy when | was an exec house keeper because he
smoked. He would always find out everything before | did, because he smoked with
them

Right, but if you have people walking around at xxx thinking, 'm only a small officer
here who is holding the reins and whether | like yellow or blue, it doesn't matter, if my
employees don't like i, if the city I'm in hates yellow then I'm not going to put it. If you
start thinking that way, that's empathy but unfortunately we tent to sometimes think,
hey what's my title, what's my name? This is how organizations don't do well, become
the roman empire.

Right. They have humility. They are very humble, both of them and they are not
scared to leam. This is a big thing. If you are always wanting to learn and get better, if

9

ou never think you have arrived then that's to your people.
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Impact of Leaders Leadership skills Humility Remain humble .. INinte 10/30/201 So I think there's that fine line of while still be respectful to the individual and valuing

rview 6 - Mark Demich - Aug 14 7:47:21AM  them and having integrity in how we deal with people, not tying that same level of

2012 respect to stuff, hotel design, amenities, process, what people wear, blah, blah, blah,
blah, that we can be openly questioning of that and saying those are things that we ¢
actually change without kind of disrespecting the individuals that might have come up
with itin the first place.

Impact of Leaders Leadership skills Humility Remain humble ... Internals\interviews\\Focus 1112012012 Talk to the common man. | don't know. He's not so formalized that he can't talk to a

Groups\\Focus Group Interview 2 - 6:20:58 PM  bellman or housekeeper, whatever the case may be.

Senior Managers - July 23 2012

Impact of Leaders Leadership skills Humility Remain humble ... 117212012 To me, he brought into xxx a thing saying; yeah, | never once heard him say, you at xxx

rview 8 - Joseph Khairallah - Sep 117:14:34 AM you people don't— no no no, you're not cutting the mustard here. Never. He's always

2012 said, wow great things but let's even get better.
This is one good thing about a leader that came from outside that never knocked X
because a lot of people | have seen over my career coming from outside, didn't do w
because they started wanting to get busy telling us what works for them without taking
into consideration -

Impact of Leaders Leadership skills Humility Remain humble ... 10/30/201 Well, even with all that and that big guy on campus and not the one who everyone's

rview 6 - Mark Demich - Aug 14 7:28:03AM  looking at and | have to be in the spotlight type of thing. It could be tough to manage if

2012 you like the spotlight already and you've been given a bigger spotlight with this project.
So | think they undergird it with that single one of our value, the idea of humility
because we hey, as a GM, | don't know everything, | don't know where | should be
looking for all the innovations, I don't know where it will end so | have a sense of
humility about the whole thing at the same time.

Impact of Leaders Leadership skills Influencing The ability to bring 1012412012 I give her a lot of credit because she's dealing with people with a lot of tenure in the
others to one's way of rview 4 - Pedro Irizarry - July 20 7:09:00AM  industry you know, old dogs and new tricks. It takes a lot of convincing but I think she
thinking without force. 2012 did a fantastic job of making sure she was inclusive.

Impact of Leaders Leadership skills Influencing The ability to bring  Internals\\Interviews\Focus 1112012012 I'm not seeing it. If anything | think we have to self-promote with in the hotel. There are
others to one's way of Groups\\Focus Group Interview 2 - 6:11:33PM  certain areas that really are not sure of some of what we do or what we're doing is out
thinking without force. Senior Managers - July 23 2012 there. | would say for food and beverage we haven't even tapped into food and

beverage. That's exciting for myself because being new to it | find it very interesting
that we're going to be able to do this here and thinking of what's the next step up for
the food and beverage perspective.

Impact of Leaders Leadership skills Influencing The ability to bring 1012412012 Not only was she selling me in the process right? But she also allowed me to et the
others to one's way of rview 4 - Pedro Irizarry - July 20 7:01:19PM  answers on my own. She says you know what Il train you on how to get guest
thinking without force. 2012 feedback. And you go get some. And we'll see. And | did. So she what she did was

open me up to at least entertain the idea. And | started to talk to guests and other
employees you know, they loved it. And I looked at beanbag and | was like oh that's
horrible and | talked to a guest and they went like that is so creative it is fantastic. And
I went like really? Great. And she definitely convinced me so it again it wasn't
imposed on me. She took a very measured approach and just kind of got me there.

Impact of Leaders Leadership skills Influencing The ability to bring 1012412012 Yeah. I'mtelling you to do it. But she did not choose that route. She chose a route of
others to one's way of rview 4 - Pedro Irizarry - July 20 7:10:23AM [l convince you. I'l show you intellectually first the need for it. Then we'll show you
thinking without force. 2012 the benefit. By the way, you're going to be developed on learning new things. And the

results have been | mean, 'm a convert. You asked me earlier have you been “xxxizi
I drank the Kool Aid of the Iab hotel. 'm all in.

Impact of Leaders Leadership skills Influencing Skills conducing to 1012412012 Yeah. I'mtelling you to do it. But she did not choose that route. She chose a route of
creation of the rview 4 - Pedro Irizarry - July 20 7:10:223AM Il convince you. I'll show you intellectually first the need for it. Then we'll show you
conditions and 2012 the benefit. By the way, you're going to be developed on learning new things. And the
structures results have been | mean, 'm a convert. You asked me earlier have you been “xxxizi
characteristic of a I drank the Kool Aid of the Iab hotel. 'm all in.
learning organisation.

Impact of Leaders Leadership skills Innovative Skills conducing to 10121201 No, I would say an innovation process. The technical piece of the job, if they're not
creation of the rview 2 and 3 - David Nadelman an(7:46:18 AM  performing that, the competency has to be there for that. It's the innovative part. It's
conditions and Nancy Morgan - July 19 2012 the engagement piece. It's all of those things that are so hard to teach someone. It's
structures usually an inherent characteristic that somebody has that we try to identify.
characteristic of a
learning organisation.

Impact of Leaders Leadership skills Willing and able to 1012412012 Again we learn from our failure there but | think that's part of t. | think that's exactly Failing alone is not good enough, one also has to learn from the
learn rview 4 - Pedro Irizarry - July 20 7:05:32PM  what we're talking about. If you don't learn from it — failure.

2012

Impact of Leaders Leadership skills Skills conducing to 10/9/2012 And | think part of that s to do that, | love to leamn, so it's a perfect topic, right? |am a
creation of the rview 1- Christy Sinnott- July 17 7:49:07AM  learner by nature, and | love to leam more. How does this work? Right? Tell me how
conditions and 2012 that might work. Tell me how that might be different. Why would that be different?
structures And you have to want to understand, right? You have to want to have a curious nature
characteristic of a to understand how things are different. It was along the lines of collaboration, but
learning organisation. collaboration means we're working together, but this is really — you have to want to

know more and leam more and understand that it's very different somewhere else, and
there's no right way to do things, right?

Impact of Leaders Leadership skills Willing and able to 1012412012 Buton the other hand she also allows you to teach her. There are things that she  Describing the openness to learning by one of the General
learn rview 4 - Pedro Irizarry - July 20 6:50:44 PM  doesn't know and she's very open about it. She's not one of these managers that  Managers.

2012 thinks oh | need to know it all. She'll actually come in and say that's intriguing tell me
more.

Impact of Leaders Leadership skills Willing and able to 1012412012 He's done it by first learning himself and then by him teaching others and co-facilitatit An example of a Housekeeping Manager who successfully
learn rview 4 - Pedro Irizarry - July 20 7:27:38AM  and picking up the ex-room attendant Racquelle who is now the coordinator and his learned ge on to his own employees.

2012 involving her and taking her feedback and putting in place. He's done a fantastic job.
Impact of Leaders Leadership skills Willing and able to 117212012 How do you feel it's your own business? That's the big question. How do you make
learn rview 8 - Joseph Khairallah - Sep 117:20:55 AM  people really believe that it's their business. One, you have to back up what you say,
2012 with your actions, two you have to train and hold hands and nurture and three, give in a
an environment where people lear. Four, if they make a mistake, don't hit them with a
two by four.

Impact of Leaders Leadership skills Willing and able to 11112012 1ind that leaders that try to be controlling, that are no open to other ideas are not

learn rview 8 - Joseph Khairallah - Sep 117:21:47 AM  strong leaders because what they are doing is they are making the organization the
2012 same again and again.
Impact of Leaders Leadership skills Willing and able to 10/27/2012 | have grown so much in such a short time and | look back and | knew — you know  One of the lab hotel General Managers realizing how important

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills
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learn

Willing and able to
learn

rview 5 - Dania Duke - July 20 2012

rview 8 - Joseph Khairallah - Sep 1
2012

4:41:45 PM

11/2/12012
7:15:40 AM

Skills conducing to
creation of the
conditions and
structures
characteristic of a
learning organisation.
Willing and able to
learn

Willing and able to
learn

Willing and able to
learn

Willing and able to

learn

Willing and able to
learn

rview 1- Christy Sinnott - July 17
2012

rview 8 - Joseph Khairallah - Sep 1
2012

InternalsWinterviews\\Focus
Groups\\Focus Group Interview 1 -
Middle Managers - July 23 2012

InternalsWinterviews\\Focus
Groups\\Focus Group Interview 1 -
Middle Managers - July 23 2012

rview 10 - Marco Kennedy - Oct 5
2012

rview 2 and 3 - David Nadelman an
Nancy Morgan - July 19 2012

10/10/201
4:36:20 PM

11/2/12012
7:16:53 AM

11/18/2012
10:48:29 AM

11/18/2012
10:21:31 AM

11/4/2012
4:46:52 PM

10/11/2012
5:22:21 PM

coming into the job | said to myself, "God this is such a great opportunity for me o continuous learning was and is in her role.
reinvent myself the way that | want to, be the leader | want to be. Change things about

myself. Its a clean slate.” So | came into this already with that mindset and although

not really saying, "I'm not gonna do this," or, "I'm not gonna do that." It wasn't really

premeditated but it was just more of a frame of mind right.

I like what | saw with Michael Gray at the Churchill. The way as an old Hotelier, and And although leaming new things may not have come naturally to
old not like “old", but old as in many many years under his belt who is a true Hotelier, everybody, here is another example of a successful General

very professional. To me kind of buttoned up, right to see him embrace this and the Manager in one of the lab hotels in London.

joy out of it was amazing. To me he's the hero of the lab hotels.

I see the strong leadership skills of our collaboration, curiosity, flexibility, listening,
consensus building.

I think both of them have that as they are both well-established people that have beerBeing a learner also means being able to admit that one cannot
with xxx for a long time but they are not afraid to one, listen and two say, I didn't knowknow everything

that, this is good, this is going to make me better. This is the one skill set for the two

of them that | was very very impressed with.

I think it's a personality. Rachel talked earlier about being positive and that being one

of the ways that those that are good department heads in this implementation process

are able to get other people on board. So | think in the selection process it's more

about selecting people who are unwilling to settle for complacency, you know, unwilling

to plateau and to constantly try to innovate and reach that new height. That's where

competition is.

I think it's just different. You know, it's really comforting to do something and be done

with it and say, I'm done,” you know, “It's complete.” But with Project X it's never

complete.

I think the old dog's going to have to leam new tricks in order to move forward with the\nd learning agility will become a core skl for leaders in the future]
company because this is obviously the direction and it works. It's working for us.  as the organisation keeps on transforming itself.

I think what they struggled with was understanding the process. Then as they saw  The rewarding side of learning something new.
what the process was, and this was me included, when we were first presented with

the whole design thinking phenomenon, we didn't quite get it. It took us a couple of

times to truly then understand. | don't know that we fully understand it. 1 can tell you,

Yves, what it made us was very excited about the whole process. | think what made

excited about it was we were learning something new and we were learning how to Ic

at something differently.
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Hierarchy 2

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills
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Willing and able to
learn

Internals\\Interviews\\Individual\\inte
rview 7 - Mark Hoplamazian and
Jeff Semenchuk - Aug 2 2012

Willing and able to
learn

Willing and able to

rview 2 and 3 - David Nadelman an
Nancy Morgan - July 19 2012

learn

Willing and able to
learn

Willing and able to
learn

Willing and able to

rview 2 and 3 - David Nadelman an
Nancy Morgan - July 19 2012

InternalsWinterviews\\Focus
Groups\\Focus Group Interview 2 -
Senior Managers - July 23 2012

InternalsWinterviews\\Focus
Groups\\Focus Group Interview 2 -
Senior Managers - July 23 2012

learn

Willing and able to
learn

rview 5 - Dania Duke - July 20 2012

InternalsWinterviews\\Focus
Groups\\Focus Group Interview 1 -
Middle Managers - July 23 2012

Willing and able to
learn

Be a good listener,

rview 4 - Pedro lIrizarry - July 20
2012

listen before acting.

Be a good listener,

rview 8 - Joseph Khairallah - Sep 1
2012

listen before acting.

Be a good listener,

rview 7 - Mark Hoplamazian and
Jeff Semenchuk - Aug 2 2012

listen before acting.

rview 8 - Joseph Khairallah - Sep 1
2012

11/5/2012
7:27:40 AM

10/14/2012
8:11:46 PM

10/11/2012
5:24:15 PM

11/18/2012
11:08:47 AM

11/18/2012
11:29:45 AM

10/27/2012
4:38:39 PM

11/18/2012
10:27:49 AM

10/24/2012
6:49:22 PM

11/2/12012
7:15:03 AM

11/4/2012
4:50:10 PM

11/2/12012
7:18:13 AM

Skills conducing to
creation of the

rview 1- Christy Sinnott - July 17
2012

listen before acting.

Be a good listener, anc
listen before acting.

rview 8 - Joseph Khairallah - Sep 1
2012

InternalsWinterviews\\Focus
Groups\\Focus Group Interview 2 -
Senior Managers - July 23 2012

Be a good listener,
listen before acting.

Be a good listener,

rview 7 - Mark Hoplamazian and
Jeff Semenchuk - Aug 2 2012

listen before acting.

Be a good listener,

rview 7 - Mark Hoplamazian and
Jeff Semenchuk - Aug 2 2012

listen before acting.

rview 4 - Pedro lrizarry - July 20
2012

Be a good listener,
listen before acting.

Be a good listener,

rview 5 - Dania Duke - July 20 2012

listen before acting.

10/10/201
4:36:20 PM

11/2/12012
7:16:50 AM

11/18/2012

11:10:06 AM

11/5/2012
7:22:58 AM

11/5/2012
7:30:07 AM

10/24/2012
7:00:19 PM

10/27/2012
4:50:24 PM

Be a good listener,
listen before acting.

Be a good listener,
listen before acting.

Be a good listener,

listen before acting.

Be a good listener, anc
listen before acting.

Be a good listener, anc
listen before acting.

117212012
rview 8 - Joseph Khairallah - Sep 117:25:43 AM
2012

10/25/201
rview 5 - Dania Duke - July 20 2012 7:14:21 AM

10/30/201
rview 6 - Mark Demich - Aug 14 7:42:28 AM
2012

117212012
rview 8 - Joseph Khairallah - Sep 117:14:29 AM
2012
InternalsWinterviews\\Focus 11/18/2012
Groups\\Focus Group Interview 2 - 4:00:04 PM
Senior Managers - July 23 2012
InternalsWinterviews\\Focus 11/20/2012
Groups\\Focus Group Interview 2 - |6:27:40 PM

Senior Managers - July 23 2012

A long time mentor and friend of mine recently reminded me that there’s a reason we The CEO of the case study organisation on the importance of

1 was just going to build on that. So one experience that I've had directly, I took my The CEO of the company explaining during a town hall meeting
direct reports, my team. We went out to California, we spent a few days in Santa Clawhat kind of learing has taken place for him.

and also one morning when we sort of dispersed and went to interview some of our

colleagues i different hotels around the San Francisco area but also some guests.

We started off at the Grand xxx in San Francisco and this guy actually is directly

responsible for the process by which the team at the Grand xxx San Francisco is

ending up with a completely unique front desk design. So I just wanna share the — I'l

try to keep it short but this is unbelievable to me because | leamed a huge amount

through this.

It's a constant learning. It's a cycle that's constant.

My takeaway from this was, and this is what I've learned, the whole design thinking
process while I've always considered any hotel that I've been in a Lab hotel because
we always try new things and we're always, | think we should always continue to leam
and take what we do to the next level and also implement new innovative things moving
forward that basically benefit our owners, our guests and our employees.

So it wasn't 'l after we went and learned this whole process of empathy to figure out Another story about a manager's ability to listen, learn and act on if.
that that's not really what they were looking for. They weren't looking for to loot. They

were still just meeting this need to get something privately. So we started having these

empathy interviews with customers and trying to figure out what would work better.

That's when we started to learn that really all they wanted was some sort of

unobtrusive way to get what they wanted.

So, yeah. | think it can be taught. | think we're all learning. That's probably the most

eye opening thing in this whole Project X for us is that's the take home. You have to

think. You have to redo the way you think through processes.

The difference | see is that Cody's stilllearning and developing. He has those Outlining 'learing' as one of the key qualities and skills of a
characteristics. He doesn't know it yet. He's leaming. He's getting it. Pedro has ther successful lab leader at one of the lab hotels.
has had them used them. And then they've been in the cave dormant for a while right

and now I've like woken up the sleeping bear right.

Well, it's especially, like HotSuace and when | came in and there was free WiFi in the Learning new things every day

rooms, things like that — | was blown away by HotSauce. | think that's cool because |

was used to iTenant, so | learned that system and everything like that. So when | saw

HotSauce and all the capabilties that it had, | saw, you know, there were so many

more things that you can do with that i the respect of catering to the guest, the

banquet side - like, any of our respective departments, if it's internet-based anyone

can get on it on any handheld. | mean, it really makes it pretty interactive. Learning

those things, | definitely -- my management style probably hasn't changed but my

learning curve has changed. So just | would say on any given day, especially here, I'm

learning probably ten times as much as what | was learning at the other property.

Yeah,  would say that.

What 'm looking for when I'm interviewing for a manager is somebody that can take
feedback and take it well that reacts well to somebody telling them of an area when
they need to improve.

1 like his leadership style, one of listening and not knocking ideas even if an idea is
silly, even if someone raises his hand and speaks just for the sake of speaking, I think
there is that nurturing thing that he brings in and people need nurturing. People at all
levels need nurturing. That's one good thing.

have two ears and one mouth and that is you're supposed to listen twice as much as leaders being able to listen
you talk and actually that is the key lesson in how we're approaching, performing

better, and being the most preferred brands in the marketplace. Thatis to say that we

are taking a very refreshing approach to really making sure that we understand what's

going on with our guests and figuring out how to go about serving them. This is not a

passive thing. You have to be actively engaged and listening very, very intensively and

making sure to take what you've heard and translate that into something you can take

forward and take action around.

Correct. I'm not convinced that at higher levels that the opened mindedness is there.

I'see the strong leadership skills of our collaboration, curiosity, flexibility, listening,

building.

I think both of them have that as they are both well-established people that have been
with xxx for a long time but they are not afraid to one, listen and two say, I didn't know

that, this is good, this is going to make me better. This is the one skill set for the two

of them that | was very very impressed with.

I think it was very eye-opening to us that even though we've been in the business for A focus group participant stating the importance of listening to
20 years or 25 or whatever it is, we don't know all the answers. It's important to listen others

what the customer says and feels and thinks.

I thought — | obviously didn't know women as well as | thought but that's another story.

| was at a meeting and there was one of our colleagues there that talked about the fact

that if they didn't have a toothbrush with them, they would not call the guest request

line. They would go downstairs, even go outside under the street to a gift shop to get a

toothbrush because they felt uncomfortable calling and they felt uncomfortable with

somebody delivering it to the room. | could not believe this. | could not believe this

was true because I've always known that when you forget something you call and they

bring it to you and I have no trouble with that.

If you make it crude and say, “You know, we're just experimenting with this.” And youListening to customers and employees is crucial
can tell this is just a mockup then people say, “Okay, well | guess they're really looking

for my feedback.” And then they actually bring great feedback. Now you have to listen

again two to one ratio. You have to listen very intensively and they came up with a

completely unique design, its really cool actually.

Not only doesn't she listen to it you can see that she absorbs it. And it comes up
another time and in a practical use so you can see how oh my feedback got used or
she teaches and she learns at the same time.

Listening qualities of one of the lab hotel General Managers.

So there was this amazing - like everybody in the hotel, the employee base was like,
"Oh my God they listened to us. We got Dr. Pepper back. We got KESO back," but

it's now a homemade from scratch KESO instead of the big block of cheese you melt
or the can of cheese you melt right with all of the preservatives in it. And we got the

radios repaired. So that created this new level of trust very, very quickly okay.

They people who the care about, they go out there and give you things that make youlmportance of listening to all customers - internal and external
feel like you're on top of your world. That's one thing that | learned. The biggest thing

for me that came out of lab is listening to your customer and to me our customers are

not only the paying guests.

They were open to comment or collaboration, willing and able to be in a group where Listening also fosters collaboration, which is another key leadership
they could listen and they could hear everyone's ideas and be very respectful and builskill
on those ideas.

To listen and not have the right answer all the time, exactly.

To me, he brought into xxx a thing saying; yeah, | never once heard him say, you at xxx
you people don't - no no no, you're not cutting the mustard here. Never. He's always
said, wow great things but let's even get better.

This is one good thing about a leader that came from outside that never knocked X
because a lot of people | have seen over my career coming from outside, didn't do w
because they started wanting to get busy telling us what works for them without taking
into consideration -

What | learned is to listen more and do less leading. When | was giving feedback front.istening and listening is not always the same. In this example by
the guests | would take what they were saying and | would interpret it how | thought - one of the leadership committee members of a lab hotels, he
what they meant and | would repeat it back to them. Oh, so you mean this by this anddescribes how empathetic listening and asking better questions
the person would say no, that's not what | mean. leads to superior results.

1 was trying to lead down a certain path that | thought that the guest was going and

that's not what they were trying to say and | was using too many leading words to move

the conversation, to move us to the end point. | needed to learn to just stop and ask. |

still needed to ask them questions, but not to do leading questions and just take what

they were saying and not assume my own things.

Yves Givel:So what do you think are Dave's top three qualities? Why is he so
successful?

Kelly Toboja:He listens to our employees.

Yves Givel:He's a good listener.

Top qualities of a successful lab hotel leader
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Impact of Leaders Leadership skills Loyalty Skills conducing to the Internals\interviews\\Individual\inte 11/3/2012 I believe also we expect loyalty because we are loyal and that's unrealistic. When
creation of the rview 9 - Achim Lenders - Sep 12 6:39:35AM  people leave we get very upset and we get — | don't want to say vindictive, but we don't
conditions and 2012 take well on people leaving or not supporting us. It should really be encouraged.
structures
characteristic of a
learning organisation.

Impact of Leaders Leadership skills Multi-tasking Multi-tasking 11/18/2012  Because you want to concentrate on the innovation stuff, but there's still the guests

Groups\\Focus Group Interview 2 - 4:03:34 PM  that need to speak to you out front and | don't have time for you. I'm innovating. | can't
Senior Managers - July 23 2012 do that.
Impact of Leaders Leadership skills Multi-tasking Multi-tasking 11/18/2012 | would say someone that can manage their time and juggle projects. | mean a lot of
Groups\\Focus Group Interview 2 - 4:03:01 PM  the beta testing innovation stuffis time consuming. It's like a day job being able to
Senior Managers - July 23 2012 embrace these experiments and still get your regular work done. When we first starte
we were averaging 25- 30 hours a week, some of us on this project X. That's difficult if
you can't juggle several balls at once.
Impact of Leaders Leadership skills Multi-tasking Multi-tasking 11/18/2012  So being able to adapt to that and survive and still lead your team and do a good job
Groups\\Focus Group Interview 2 - 4:04:23 PM  and worry about your customer service scores and your engagement scores and
Senior Managers - July 23 2012 everything else that comes along with it, if you can make it here, then you're good to
go.

Impact of Leaders Leadership skills Skills conducing to 10/10/201 And so again because we've had really good collaboration, it's because you've really
creation of the rview 1- Christy Sinnott- July 17~ 4:35:51 PM been able to — you know, | have leamed from you to say, “Hey, this is how we do it
conditions and 2012 different, right? This is how we opened this hotel very successful with many fewer
structures people in Mexico City than we will go and send to Green Bay in Wisconsin, right?” So
characteristic of a why can't we learn from that and say, “Well, what are they doing different there that we
learning organisation. can apply here?” You have to want to be able to be open and understand. That's

probably almost first and foremost, and then collaboration being the second part of
that.

Impact of Leaders Leadership skills Adapt or change your 11/412012 For me, it would weigh heavily on the side of being a leader in the hotelinalab  An important factor when interviewing candidates.
own style, adapttoa  rview 10 - Marco Kennedy - Oct5 4:38:46PM  environment and within the hotel as a leader to managers, not necessarily just becau
new situation or 2012 of the lab. The technical side, | would leave that up to my general manager. I'm trying
environment. to get a feel for the person, how they're going to treat the employees, their openness to

change from whatever situation they were in from their previous hotel to this hotel.
That's the most important thing to me.
Impact of Leaders Leadership skills Skills conducing to the Internals\Document 10/10/2012 1 ask that as you carry out your responsibilities, you seek opportunities for further  Openness was also one of the qualities highlighted by the CEO.
creation of the Analysis\internal 4:30:45PM  collaboration, coordination, openness to new ideas, efficiency and flexibility. Our
ions and icati from the behaviors — the empathy with which we listen to guests and colleagues, the speed with
structures CEO - Oct 2012 which we respond to change, our willingness to take informed risks and learn from our
characteristic of a mistakes - are key factors that will ensure the success of our new organization and
learning organisation. increase our ability to drive innovation, differentiation and preference during this
exciting period of transformation at xxx.

Impact of Leaders Leadership skills Adapt or change your 11112012 1ind that leaders that try to be controlling, that are no open to other ideas are not
own style, adapttoa  rview 8 - Joseph Khairallah - Sep 117:21:37 AM  strong leaders because what they are doing is they are making the organization the
new situation or 2012 same again and again.

‘environment.

Impact of Leaders Leadership skills Adapt or change your 11112012 I think it got to him because he did tum a comer. He opened his mind a lot. Tome ~ Being open-minded and adapt.
own style, adapttoa  rview 8 - Joseph Khairallah - Sep 117:17:25AM  that's an example of person we got to the point in this office where people were saying,
new situation or 2012 wrong hotel, let's switch it.

‘environment.

Impact of Leaders Leadership skills Adapt or change your  Internals\\Interviews\Focus 11/18/2012 | think that the shift also - or not even the shift - but I think there also needs to be a Although this participant of the Middle Manager Focus Group
own style, adapttoa  Groups\\Focus Group Interview 1- 10:50:03 AM  huge amount of attention played to the creativity of a person, back to, like, a itis an inheritant ic, being open-minded is a
new situation or Middle Managers - July 23 2012 type thing because anybody, | think, with the innovation process anybody can be  quality in general.
environment. innovative. You just have to have an open mind and go with the flow — pardon me, I'm

S0 sorry - go with the flow and be willing to take chances and have an open mind to it
So rather than just being focused on somebody else, you also have to focus on
yourself and how you can do that, what you can do to make a difference, so kind of
shifting a little bit.

Impact of Leaders Leadership skills Adapt or change your  Internals\\Interviews\Focus 11/18/2012 I think they need to be more open to other ideas and not just this is the way we've
own style, adapttoa  Groups\\Focus Group Interview 2 - 4:01:49PM  always done it. This way works, but can we also get to the same result by maybe doing
new situation or Senior Managers - July 23 2012 it a different way. They have to be open to different ideas and foster those ideas with
environment. their people, et feedback from their people about different ways of doing things.

Impact of Leaders Leadership skills Adapt or change your  Internals\\interviews\Focus 11/18/2012 | would just say just from the observations in being new to the property, we're not afr: Being open-minded s a starting point for the innovation process.
own style, adapttoa  GroupsW\Focus Group Interview 2 - 11:31:53 AM  of failing. I think we're just open to the new ideas, thinking outside the box and really
new situation or Senior Managers - July 23 2012 identifying the needs of our guests, learning from it and moving on. We don't really see
environment. it as a failure. It's just a continuation of this learning process that we have in involving

ourselves in the whole evolution of this product, this new lab.

Impact of Leaders Leadership skills Adapt or change your  Internals\\Interviews\Focus 11/18/2012  Showing enthusiasm, being involved. Getting people around them excited. Just
own style, adapttoa  Groups\\Focus Group Interview 1- 10:34:26 AM  generally being very pro trying something new. Very open.
new situation or Middle Managers - July 23 2012
‘environment.

Impact of Leaders Leadership skills Adapt or change your 11/412012 That's a very good question. | think we always are trying to recruit people that have
own style, adapttoa  rview 10 - Marco Kennedy - Oct5  4:27:22PM  more than just the technical skills for a job an that's leadership skills and an opennes:
new situation or 2012 They may not be trained in this exact process but you need to be able to recognize
environment. that, yes, this is somebody that is open-minded and willing to learn new things. If you

have somebody that's just going to be that problem solver, maybe you will take a lool
a candidate that you think may be more open, that's a good question.

Impact of Leaders Leadership skills Adapt or change your 10/28/201 Yeah, | think characteristic wise, there's a deeper level of openness and less Authentic openness.
own style, adapttoa rview 6 - Mark Demich -Aug 14 1:47:54PM  ownership of the existing stuff than others. And it's not a fake openness.
new situation or 2012
‘environment.

Impact of Leaders Leadership skills Adapt or change your  Internals\\Interviews\Focus 11/18/2012 | Yves Givel:Do you think a leader has to be innovative to be able to follow that process.
own style, adapttoa  Groups\\Focus Group Interview 2 - 11:36:28 A and get it going at a hotel.
new situation or Senior Managers - July 23 2012 Siobhan Sarsfield:! think they have to be open to it. At least open to the suggestion
environment. and that makes it a lot easier for us to be open to it and embrace it as well. Otherwise

how can you look at it in a positive manner or be adaptable to it?

Impact of Leaders Leadership skills Organization savvy Knowing the 11/3/2012 —that the leader — | think the chief innovation officer is an amazing individual, but when

community rview 9 - Achim Lenders - Sep 12 6:26:54 AM you look at our company and our culture, it's a very tight knit community and it works in
2012 a very certain way. | think he is not aware of it and the people that he has surrounded
himself with, were not necessarily the most organized themselves.

Impact of Leaders Leadership skills Organization savvy Knowing the 117312012 Yeah, | think that the senior leaders need to understand what the vision and the
community rview 9 - Achim Lenders - Sep 12 6:28:04 AM  purpose is and they need to be informed about what is happening. They don't

2012 necessarily be — need to be engaged and asked for their opinion at all time, but they
should know, wow, there’s a meeting there, this is happening, this is what we're doin¢
And that — in that particular, wasn't really handled very well.

Impact of Leaders Leadership skills Foster employee 11/5/2012 I think from an employee perspective, there had been many employees that have bedihe importance of involving others in the process, and let them
involvement and rview 7 - Mark Hoplamazianand ~ 7:26:35AM  really involved in some of the processes and will be continued to be involved in participate
participation. Jeff Semenchuk - Aug 2 2012 processes as we move forward. We got a new project coming up in housekeeping th

I'm excited about and it's involving the employees and getting their ideas and opinions
about what's going to make their lives easier to take care of our customers.

Impact of Leaders Leadership skills Foster employee 10/27/2012

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Printed on: 3/22/2014 - 1:46 PM

involvement and
participation.

Foster employee
involvement and
participation.

Foster employee
involvement and
participation.

Foster employee
involvement and
participation.
Foster employee
involvement and
articipation.

rview 5 - Dania Duke - July 20 2012

rview 4 - Pedro lIrizarry - July 20
2012

rview 5 - Dania Duke - July 20 2012

rview 10 - Marco Kennedy - Oct 5
2012

rview 8 - Joseph Khairallah - Sep 1

2012

4:37:39 PM

10/24/2012
7:25:52 AM

10/27/2012
4:32:26 PM

11/3/2012
6:54:13 AM

11/1/2012
7:23:51 AM

We had all of the corporate brass here. And we were very busy in the hotel too, soldAn example of where the Housekeeping Manager of one of the lab]
out, with other things going on. And so Cody came in on the Friday of that LAB i
week and he brought in his entire department to the kickoff meeting. And you could
just see him when we started talking about the LAB and we're now a LAB hotel and so
on and so forth and he was just so proud. And what was really cool about it for me.
was that of everybody in the audience it was so obvious that he had been talking to his
group because they were all really like fixed on the conversation and they were really
engaged and interested.

fostered real and

And every quarter we give a manager the prize,. There's two managers that did the
best example is a Cody Gleason. Cody is our executive housekeeper. He has done
fantastic job of having his team involved. Having his team informed. Having them give
him ideas. He was in charge of a few projects.

And so part of that discussion before we roll that out is understanding if I'm a
dishwasher or I'm a cook well what does the LAB mean to me and how can | be part of
the LAB. And | wanted to make it really crystal clear to everybody that the LAB's not
happening over here that it's part of who we are, it's part of their opportunity within the
hotel to get involved in a bigger way. That we want their input and that it's not gonna
fall on deaf ears. That they're able to express themselves freely, that we're listening,
we're responding and we're actually making things happen as a result. And again it's
just building that trust.

And we're getting employees involved in the process where we missed that entire steffhe big change - getting others involved and let them participate.
before. So from my standpoint as HR director, I'm really excited about that.

Mind you, not everything they thought of has been a home run, but the employees have
been liberated. This is a big thing.
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[Hierarchy 1

Hierarchy 2

Hierarchy 3

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Passion

Passion

Passion

Passion

Passion

Pragmatism

Problem solving

Process

Process

Process

Process

Process

Respect

Respect

Role Model

Role Model

Role Model

Role Model

Role Model

Role Model

Description

Hierarchical Name

Modified On

Coded Text

Narrative

Foster employee
involvement and
participation.

Foster employee
involvement and
participation.

Natural abiliy to try
something new, and
give your full heart to
the cause.

They know the
innovation by design
process, which makes
them successful

Natural abiliy to try

InternalsWinterviews\Individualinte
rview 2 and 3 - David Nadelman an
Nancy Morgan - July 19 2012

rview 10 - Marco Kennedy - Oct 5
2012

rview 5 - Dania Duke - July 20 2012

new, and
give your full heart to
the cause.

Natural abiliy to try
something new, and
give your full heart to
the cause.

Natural abiliy to try
something new, and
give your full heart to
the cause.

Skills conducing to

creation of the
conditions and
structures
characteristic of a
learning organisation
Skills conducing to the
creation of the
conditions and
structures
characteristic of a
learning organisation
Natural abiliy to try

new, and
give your full heart to
the cause.

They know the
innovation by design
process, which makes
them successful

They know the
innovation by design
process, which makes
them successful

They know the
innovation by design
process, which makes
them successful

They know the
innovation by design
process, which makes
them successful

10/11/2012
5:20:26 PM

11/3/2012
6:55:58 AM

10/27/2012
4:39:25 PM

Skills conducing to
creation of the
conditions and
structures
characteristic of a
learning organisation

Respect eachother
and eachothers
differences.

Lead from the front

Lead from the front

Lead from the front

Lead from the front

Lead from the front

Lead from the front

11/412012
rview 10 - Marco Kennedy - Oct 5 4:20:13 PM
2012
InternalsWinterviews\\Focus 11/18/2012
p Group Interview 1- 10:34:45 AM

Middle Managers - July 23 2012

10/27/2012
rview 5 - Dania Duke - July 20 2012 4:39:02 PM

10/14/2012
rview 2 and 3 - David Nadelman an(7:54:23 PM
Nancy Morgan - July 19 2012

117312012
rview 9 - Achim Lenders - Sep 12 6:24:57 AM
2012
InternalsWinterviews\\Focus 11/18/2012
Groups\\Focus Group Interview 2 - 11:28:24 AM
Senior Managers - July 23 2012
InternalsWinterviews\\Focus 111812012

p Group Interview 1- 10:48:19 AM

Middle Managers - July 23 2012

10/30/2012
rview 6 - Mark Demich - Aug 14 7:20:35 AM
2012

11/412012
rview 7 - Mark Hoplamazian and ~ 4:54:09 PM
Jeff Semenchuk - Aug 2 2012

117212012
rview 8 - Joseph Khairallah - Sep 117:17:25 AM
2012

10/28/201
rview 6 - Mark Demich - Aug 14 1:45:40 PM
2012

10/10/201
rview 1- Christy Sinnott - July 17 4:56:42 PM
2012

10/30/2012
rview 6 - Mark Demich - Aug 14 7:48:03 AM
2012

10/28/201
rview 6 - Mark Demich - Aug 14 1:40:27 PM
2012

117212012
rview 8 - Joseph Khairallah - Sep 117:29:45 AM
2012
InternalsWinterviews\\Focus 11/20/2012
Groups\\Focus Group Interview 2 - 16:28:51 PM
Senior Managers - July 23 2012

117212012
rview 8 - Joseph Khairallah - Sep 117:17:05 AM
2012

10/28/201
rview 6 - Mark Demich - Aug 14 1:39:40 PM
2012

11/412012
rview 10 - Marco Kennedy - Oct 5 4:43:09 PM

2012

Our desk agents thought, “We already had a preconceived notion about what we
wanted and we were being clever about trying to talk them into it." They were very

nervous. Then when they found out no, you're the one who's gonna design this desk
based on this new way of checking people in because we want to check in this way —

We initially started with the engagement survey questions and asked them to select aParticipation and involvement fosters ownership and accountability

couple questions that were important to them and we sent our invitations to close to 80
different associates, probably had 50 at the first meeting and we selected supplies.
They selected supplies and they selected my supervisor cares. And then we began to
brainstorm and it's really neat to see this process unfold and how it's really impacted
the employees because they really feel like they have ownership in the whole process.

Is having this experience where —and | can tell you story after story of I could give
you names of people you could go out right now and talk to and they wil tell you the
story about how they've been in their job at xxx for two years or five years or ten years
o fifteen years and you know they were happy, they were doing okay, they're happy,
they were bumping along right, doing their job. And then by them being invited or
included in a LAB meeting or — you know because I've just been trying to kind of pull in
people right. It's like, "Oh come on, join."

No, because hopefully within xxx we grow our own so the earlier you can get to folks
that are upwardly mobile and you recognize that they're going to be leaders of the
future regardiess if their middie man or lead employees, have to explain that process to
them. | mean when we had our employees in the room when we explained the process
to them, we received a lot of positive feedback. You mean my opinion counts? You
want us to help you coming up with solutions? Absolutely. So it's down to the
employee level for the employees that are driven and interested in that sort of thing. |
mean you're going to have some associated and supervisors to a certain degree that
are not interested in learing that way of thinking.

Showing enthusiasm, being involved. Getting people around them excited. Just
generally being very pro trying something new. Very open.

So seeing Pedro get excited about the fact that he now can really put his talents to use
you know had really been special. And | need to get a tissue. So | think that's been
the most satisfying for me personally.

To me, the first thing that pops into my mind is these folks have demonstrated a
passion for it and an ability to, | would say, somewhat of a natural ability to dive into
something new and not be afraid of what the result is and understanding. Passion wi
the first thing that popped into my head.

The big challenge | have with the lab hotel and the innovation process is that the
people involved in it are very creative people, they're not very structured, so meeting
[inaudible] and for follow-up meetings that we have done, we're organized and we were
not really aware of what was going on.

We are problem solvers by nature. That's what we do. We put out fires. We make
decisions quickly and there’s a time and a place for that; for something like that,
probably not the right

I think it's a personality. Rachel talked earlier about being positive and that being one
of the ways that those that are good department heads in this implementation process
are able to get other people on board. So | think in the selection process it's more
about selecting people who are unwilling to settle for complacency, you know, unwilling
to plateau and to constantly try to innovate and reach that new height. That's where
competition is.

The other is that they know the process really well because they're responsible for
literally the process and the steps and so when the ones I've seen, at least last week,
basically because almost all of them were together, the ones naming where they are in
the process and knowing what step needs to occur next and knowing about how long
they think that will take and what occurs after has a process, he has that sound, they'
in charge of the process.

The other thing that I've learned over the years is that it really does take a process.
Mark was mentioning this innovation process or approach, some people call it
designed thinking. Some people call it human centered design but it really is a
different way of thinking and for those of us who have for many, many years come out
of a mode of operations, of solving problems, of everything working like clockwork.

What | think Jeff is bringing in with this prototyping and the school of design from
Stanford and this and that is making your brain work and making you look at things ir
different — it's exciting, | mean the first time I sat through this in Santa Clara | was
jazzed up, but | was excited

‘Yves:Do you think the No. 2s are in the future a stronger driver than our GMs?

Mark:Probably. | think so partly because they've got both the combination of
mindset, behavior, philosophical kind of godfather leader and they've done the work
where they've managed the teams that have done work, where they've measured the
output and they're more kind of in the trenches so | do think future, looking forward,
they'l be bigger drivers of it than our current GMs that are going through it will be.

Not one word. He called them into a meeting one morning. They flew in, which was
normal fare. He sat them down and said, “We're going to change. Your job changes
now. Effectively, your job is different. Here's your new job. And in order to make this
change happen, 'm stripping you of your staff, right, and here's how the work is going
to get done.” And he handed them a list of his employees and said, “Here's what
happens to everybody that works for you. You need to get on your plane tonight, and
tomorrow you're going to have these conversations with these people.”

So | think there's that fine line of while still be respectful to the individual and valuing
them and having integrity in how we deal with people, not tying that same level of
respect to stuff, hotel design, amenities, process, what people wear, blah, blah, blah,
blah, that we can be openly questioning of that and saying those are things that we ¢
actually change without kind of disrespecting the individuals that might have come up
with itin the first place.

So | think in my opinion we are very respectful culture and | think because of that

things that we should say no to we don't or at least we don't early enough
and we let it get really far down because we don't want to offend somebody because
we're being respectful versus you can do that without offending somebody. We just
have to be more comfortable in doing that so that's one | think.

He has to be the one, exactly. He has to be the visible leader, kind of intellectual head
of it, maybe doesn't have to lead the initiative now so I'd draw a distinction there.

How do you feel it's your own business? That's the big question. How do you make
people really believe that it's their business. One, you have to back up what you say
with your actions, two you have to train and hold hands and nurture and three, give in a
an environment where people lear. Four, if they make a mistake, don't hit them with a
two by four.

I think at the end of the day, he's very pro-employee. | mean that in a good way. He's
very It used to drive me crazy when | was an exec house keeper because he
smoked. He would always find out everything before | did, because he smoked with
them

I think both of them have that as they are both well-established people that have been
with xxx for a long time but they are not afraid to one, listen and two say, | didn't know
that, this is good, this is going to make me better. This is the one skill set for the two
of them that | was very very impressed with.

The GM definitely has to be involved in it. | think leaving from a mindset and a role
model behavior, absolutely. But | also think there might be an opportunity for

who are kind of in the executive commitiee o the managing committee level
to be the true leader of the initiatives, but in terms of the kind of philosophical leader,
then | think it's definitely the GM. Just like we'd in a corporation, the CEO needs to be
the one.

You have to have the support from the GM. If the GM didn't believe in it and Todd's
running all these prototypes and tests and getting analytics and it isn't necessarily
the front desk, it has to come from the top.

Success story - design of a check-in desk by receptionists.
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[Hierarchy 1

Hierarchy 2

Hierarchy 3

Description

Hierarchical Name

Modified On

Coded Text Narrative

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Impact of Leaders

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Leadership skills

Strategic

Technology savvy

Technology savvy

Technology savvy

Transparency

Visionary

Visionary

Long term view, able tc
see the big picture

Know your systems,

Internals\\Interviews\\Individual\\inte

and how they support
your processes

10/30/2012

Know your systems,
and how they support
your processes

Know your systems,
and how they support
your processes

Skills conducing to
creation of the
conditions and
structures
characteristic of a
learning organisation
Be the 'go to’ person
that people trust and
follow.

Be the 'go to’ person
that people trust and
follow.

Be the 'go to’ person
that people trust and
follow.

Be the 'go to’ person

that people trust and
follow.

Be the 'go to’ person

rview 6 - Mark Demich - Aug 14 7:20:19 AM
2012

10/30/2012
rview 6 - Mark Demich - Aug 14 7:49:53 AM
2012

10/10/201
rview 1- Christy Sinnott - July 17 4:54:50 PM
2012

11/18/2012
Groups\\Focus Group Interview 1 - 10:46:40 AM
Middle Managers - July 23 2012

10/10/201
rview 1- Christy Sinnott - July 17 4:58:23 PM
2012
InternalsWinterviews\\Focus 11/20/2012
Groups\\Focus Group Interview 2 - 6:28:08 PM
Senior Managers - July 23 2012
InternalsWinterviews\\Focus 11/20/2012
Groups\\Focus Group Interview 2 - |6:29:45 PM
Senior Managers - July 23 2012

11112012
rview 8 - Joseph Khairallah - Sep 117:22:47 AM
2012

10/24/2012
rview 4 - Pedro Irizarry - July 20 7:08:13 PM
2012

10/14/2012

that people trust and
follow.

rview 2 and 3 - David Nadelman an
Nancy Morgan - July 19 2012

Be the 'go to’ person
that people trust and
follow.

Be the 'go to’ person

rview 5 - Dania Duke - July 20 2012

that people trust and
follow.

Be the 'go to’ person

rview 8 - Joseph Khairallah - Sep 1
2012

that people trust and
follow.

Be the 'go to’ person

rview 5 - Dania Duke - July 20 2012

that people trust and
follow.

Be the 'go to’ person

rview 2 and 3 - David Nadelman an
Nancy Morgan - July 19 2012

that people trust and
follow.

rview 8 - Joseph Khairallah - Sep 1
2012

Adapt or change your
own style, adapt to a
new situation or
environment.

rview 9 - Achim Lenders - Sep 12
2012

rview 9 - Achim Lenders - Sep 12
2012

8:00:33 PM

10/27/2012
4:50:20 PM

11/2/12012
7:36:54 AM

10/27/2012
4:32:46 PM

10/14/2012
8:02:04 PM

11/1/2012
7:31:43 AM

11/3/2012

6:43:26 AM

11/3/2012
6:42:55 AM

Skills conducing to
creation of the
conditions and
structures

ic of a

learning organisation
Skills conducing to the
creation of the
conditions and
structures
characteristic of a
learning organisation
Skills conducing to

rview 1- Christy Sinnott - July 17
2012

InternalsWinterviews\\Focus
Groups\\Focus Group Interview 2 -
Senior Managers - July 23 2012

creation of the
conditions and
structures
characteristic of a

rview 9 - Achim Lenders - Sep 12
2012

learning

10/10/201
4:58:08 PM

11/20/2012
6:13:57 PM

11/3/2012
6:41:00 AM

There's more shine outs than | think struggle, but there's some of both. In terms of the
No. 2s who | think and the kind of skills they have and the characteristics they have
that help them shine, one is | think they've got a long-term view so they're not freaking
out about what this is gonna mean in the short term and that means we're gonna have
a little bit of chaos and unfamiliarity and people won't know what to do in the short term
so | think that we've got the longer term view in a sense kind of a patience and there'
it's not a go with the flow if they've got a good even keel about them so that's one.

And someone at xxx who was checking the tweeter feeds and everything found it,
called the Grand xxx New York, said get up to his room, they sent two engineers up,
fixed the thermostat and the air conditioning and the TV within about 20 minutes of his
tweet and so then he tweeted back going amazing response, | didn't even tell them,
blah, blah, blah so in a way, that goes back to your basics.

We could have given him the coolest, best experience possible, the neatest room,

but the air conditioning didn't work and his TV didn't work so no matter what the
experience we thought we were giving him, that kind of basic operational excellence
didn't work for 20 minutes, so yeah.

Because information is being delivered via technology, and s there another role
perhaps for somebody that chooses not to embrace it?" | don't know what that job is
because even in North America, you would have to enter your payroll and your vacation
days in the system. But | do think it has to be

I'd say so. | mean, | know if a person doesn't know how to use e-mail, then they're not
going to be very good at pretty much in any department, any department head decision

And there's a certain transparency. | mean there was no hidden agenda.

Amanda Koehler:He's very straightforward. You know exactly where you stand with  Qualities of a successful lab hotel GM
him. He's direct in a good way. He'll tell you like it is I think. I think | always know where

I stand with him. There's no guessing.

Charles Fusco:He's very genuine. He's a legend in Indianapolis because he was there  Qualities of a successful lab hotel GM
for eight years because of that ability to just

Kelly Toboja:Connect.

Even though this could be at times challenging to that leader, this the only way the
organization will flourish. You don't want yes men and women around you as leader
and the way you get there by not having yes men and women is by trusting people. |
have always said people will surprise you.

I need to make sure that before | delegate | need to trust you 1000 percent. And it
takes me a while to develop my team to the point that | say good you can take that. An
area that | need to improve on this is fine. To expand that to an associate population
that | don't work with every day that | know them very well but that doesn't mean that |
work with them eight hours a day and to say to someone in housekeeping that | only
talk to in the cafeteria | trust you with this project that's going to cost me $1000 it was
very hard for me. It was very hard for me. We had a project in the cafeteria where we
put a whiteboard and we would asked employees questions.

Nicely said - let people surprise you.

In the process, the managers realized that this individual doesn't want to be that
person that's one of the go to people included in it. We just had to realize that here we

were really truly trying to get this individual’s buy in whereas now | feel that they still

have the buy in but it's through examples of successes through other individuals that

they're including in the process. Instead of just, *I'm just going to go to David now for

this.” I'm gonna include all of these different people.

So there was this amazing - like everybody in the hotel, the employee base was like, Trust is important, and has influence on others participating and
"Oh my God they listened to us. We got Dr. Pepper back. We got KESO back," but being involved in the process of innovaton and experimenting.
it's now a homemade from scratch KESO instead of the big block of cheese you melt

or the can of cheese you melt right with all of the preservatives in it. And we got the

radios repaired. So that created this new level of trust very, very quickly okay.

Someone who has guts, who is very brave. Who is trusted by the disciples and the
people below him because then they can tell him things and that wing man had to have
the courage and the guts to tell the leader the bad news, the ugly news, whatever it is.

That we want their input and that it's not gonna fall on deaf ears. That they're able to trust is the basis
express themselves freely, that we're listening, we're responding and we're actually
making things happen as a result. And again its just building that trust.

We realized it through all of the because we realized that we were going to this person
and saying, “Here, this is kind of a leader at the front desk,” and then in doing some of
the empathy interviews and getting feedback from other associates realizing that they
thought, “Hey, this is a good idea. Maybe we could try this." That other person not
really relaying that information or representing that the other four people in this room
think that this is a pretty good idea or that this has been a success or, “Hey, why don't
we try it this way?"

Whether we adopt that or not, I'm not sure. That one, it was a big thing when it cametrust is the basis
to employee morale, them feeling good about themselves and two, it really cemented in

the employees eyes the notion that that leader, that General Manager means business

when it comes to innovation, not only lip services.

but more me a leader is somebody that has a vision, that spends a lot of time

communicating that vision, double checking, always making sure that the expectations

of the guests as well as the employees are somewhat at least understood, that if

necessary evolves or fine tunes or changes the direction but they have a very clear

vision of where they want to be.

I think a manager, they manage a day to day business and they really get involved
hands on and they really get into the nuts and bolts of it. That's also a lttle bit the
expectation that the senior leaders have of everybody within the organization, but more
me a leader is somebody that has a vision, that spends a lot of time communicating
that vision, double checking, always making sure that the expectations of the guests
well as the employees are somewhat at least understood, that if necessary evolves or
fine tunes or changes the direction but they have a very clear vision of where they want
to be.

And he did not flinch and he executed a plan. It took about, | would say, a year unti it
was really fully ingrained of how things would be done. But he held steadfast to that
plan and true to his word of what he had told people and what support he said he
would give. And so he didn't flinch.

Todd Byrns:| don't know. 'm serious. 10 o'clock one night an email comes out saying
no more ties, got it.

Yves Givel:Then one came that said ties again or what?

Todd Byrns:No. That was before. The rebirth of the no tie just came out at 10 o'clock at
night one time. | had no idea what drove it.

Yves GivelIf you look at some of your people in the field, and again | go back to
leadership. If I look at your F&B specialists, your culinary specialists, do you think the
profile wil also shift as we go along?

Achim Lenders:t has to. For me, right now we are good managers. We are not
necessarily good leaders.
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Appendix 7:

Informed Consent Form (blank)

The attached document shows the blank template used to get informed consent from all
interview and focus group participants. Signed forms from all participants are available upon
request.

2 pages



[case study organisation]

(DATE)

(PARTICIPANT)

DATA PROTECTION/INFORMED CONSENT LETTER

Dear (PARTICIPANT),

Thank you very much for agreeing to take part in this research on ‘Leadership in Learning
Organizations’. | greatly appreciate you giving up your time in order to help me. | am undertaking this
project as a part of a Doctorate degree, which | am studying with the University of Leicester. The project
| am working on is about the kind of leadership skills leaders at all levels in organization need to foster
individual, group and organizational learning. You were selected to take part in this research because of
your role as a leader in one of our ‘Lab Hotels’ in [case study organisation] where innovation and
learning is a key strategy, or as a leader in the Corporate Office working closely with the innovation
team.

You can withdraw from the study at any time if you feel that is necessary. If you are happy to take part
in the research, however, | will ask you to sign a consent form giving your agreement. You can still
withdraw from the research after signing the form.

The interview will last for approximately one (1) hour, and Il will ask you a series of questions and will
give you the opportunity to ask me any questions you may have. | would like to reassure you that the
information which you provide in the course of the interview will be treated in the strictest of
confidence. All data collected will be treated in accordance with ethical codes set out in the British
Sociological Guidelines and any applicable Data Privacy laws. In addition, your answers will be
unattributed to either yourself or to Hyatt as such.

The data gathered during the interview will only be used for my Doctorate thesis. Your own data will be
completely anonymous and you will not be identifiable (i.e. the data will be aggregated, so that no

individual data are presented.

Once again, thank you very much for your participation. If you have any questions at any stage of the
project please do not hesitate to contact me.

Yours sincerely,

Yves Givel



INFORMED CONSENT FORM

LEADERSHIP IN LEARNING ORGANIZATIONS

| agree to take part in an interview as part of the above named project. The research has been clearly
explained to me and | have read and understood the participant informed consent letter. | understand
that by signing the consent form | am agreeing to participate in this research and that | can withdraw
from the research at any time. | understand that any information | provide during the interview is
confidential and will not be used for any purpose other than the research project outlined above. The
data will not be shared with any other organizations.

| agree that the interview can be audio taped by voice/tape recorder: [ YES ONO



Appendix 8:

Communication by CEO

The attached document shows a memo e-mail that was sent out by the case study
organisation’s Chief Executive Officer at the beginning of the week when the re-organisation
started in 2012. He announced the different structural and organisational changes that were
supposed to move the company forward.
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This memo has been sent to General Managers and employees in the Corporate and Regional
Offices. Please share with your teams.

Dear Colleagues,

I am writing to you as we transition to a new organization structure and operating model designed
to make the company more flexible and responsive. The new structure is the result of a great deal
of work and thought and is designed to allow us to operate as a more cohesive and innovative
organization. I am delighted to share additional details about the changes we have made and the
new ways we will work together.

First, let me summarize the major initial steps we have taken and the rationale behind them:

e We have consolidated certain activities that formerly were fragmented or duplicated across
the organization.

e We have created three new operating regions, adjusting the geographic boundaries of our
previous divisional structure, and shifted the reporting lines so that the heads of each region
will report directly to me. This will increase my proximity to the challenges and
opportunities in each of our markets. At the same time, with the participation of the Global
Operations Center (“GOC”), the new structure will foster a broad, “enterprise-wide”
perspective and awareness among members of the leadership team as we continue to grow
around the world.

e  Where possible, we have pushed authority and accountability from “corporate” to the
“field” so decisions can be made by people closest to our guests.

e We have added brand management positions for brands that did not have them previously
and aligned a number of functional initiatives by brand as a step toward intensifying brand
differentiation and enhancing brand health.

e To ensure that we have a single way of doing those things that should be common and
consistent around the world, we have created the GOC. Among other things, the GOC will
roll out innovations efficiently and effectively, while the regions will adapt those new
approaches to their local markets.

I have included more specifics about key changes below and detailed organizational charts on
[name of company intranet]

The changes we have implemented were designed keeping in mind our core Values, our Mission,
and our Goal of becoming the most preferred hospitality company. While the structural changes
that became effective on October 1* will serve as the foundation for our future, a key purpose of the
realignment is to change how we work together, and I know I can count on your openness and
willingness to work differently moving forward. Many of you will be taking on new roles and will
begin working with new people. I ask that as you carry out your responsibilities, you seek
opportunities for further collaboration, coordination, openness to new ideas, efficiency and
flexibility. Our behaviors — the empathy with which we listen to guests and colleagues, the speed
with which we respond to change, our willingness to take informed risks and learn from our
mistakes -- are key factors that will ensure the success of our new organization and increase our
ability to drive innovation, differentiation and preference during this exciting period of
transformation at [case study organisation].



Thank you for all that you are doing and for your continued support as we move forward together.
Warm Regards,

[name of CEO]



Key Functional Changes:

GOC — The GOC exists for two primary purposes:

1) To align the processes and philosophy around how we, as one [case study organisation],
define our brands, design and operate our hotels, manage and develop our talent and deliver
innovative guest experiences. This alignment will be formed in collaboration with
Corporate and Regional interests to ensure the most critical processes are refined to deliver
valued results.

2) To facilitate a forward thinking culture that is focused on the creation/evolution of new
hospitality experiences, concepts, partnerships, customers and leaders whose influence will
define the future of [case study organisation]’s authentic hospitality.

The GOC philosophy: [case study organisation], as one culture, one company, will most
effectively be influenced by a GOC that facilitates a culture of listening, collaborating and
consensus building across all regions.

The GOC’s priorities are to:

1) Facilitate brand clarity and integrity through product design, customer experiences and
employee alignment

2) Operationalize and scale tested innovations

3) Establish effective and efficient internal communication processes and messages that
support a “one [case study organisation]” culture

4) Globalize and standardize processes, as appropriate, in the areas of Product Design, Human
Resources, Finance and Sales that most influence the operation of “one [case study
organisation]”

5) Organize a global Information Technology strategy and organization that will competitively
differentiate our products and services for our internal and external customers

Regions — Regional structures have shifted from the previous North American / International
structure to three distinct regions that will each report to the President and CEO. This is intended to
increase our responsiveness for our field colleagues and to enhance our practice of customizing to
local tastes and preferences. Within the regions certain reporting lines have shifted to allow each
Region to be more fully equipped to execute all aspects of our business in the region.

Finance - The streamlined Finance organization brings together related activities that have been
traditionally separated due to business unit reporting standards. This is intended to create
efficiency, consistency and integration while eliminating duplicative processes. As an example,
selected activities (e.g., Hotel & Corporate Accounting) have been consolidated into a focused
group while activities that provide support, guidance, governance, and shared learnings (e.g., Hotel
Financial Planning & Analysis) will be organized within a framework designed to establish a
consistent approach around the world, but with resources to be available for analysis in each
Region.

Human Resources — The creation of the GOC and reconfiguration of the regions presents an
opportunity to create greater alignment to support our growth ambitions and talent development.
The redesigned HR function streamlines and centralizes activities to allow us to take one approach
to the fulfillment of our People Brand, assessment of talent and development of future leaders.
GOC HR and the corporate Human Resources team will ensure [case study organisation] has a



unified culture where activities and processes are aligned to achieve the organization’s long-range
plans. Hotels will take greater ownership over conducting local HR activities.

Marketing & Brand Strategy — The Marketing & Brand Strategy organization will be brand-led
with dedicated managers for each of our brands. Other functions within Marketing (Content &
Creative, Analytics, Gold Passport, Digital Strategy) will serve as support resources to help execute
the organization’s brand strategy. Dedicated Brand VPs in ASPAC and EAME/SW Asia will
ensure that (i) brand standards are implemented in the regions with appropriate local customization
and (ii) consumer insights from different markets inform the Company’s global brand strategy.

Legal & Corporate Affairs — Core Legal and Corporate Affairs will remain intact and, going
forward will include the Corporate Transactions Group (“CTG”) and Risk Management groups.
Bringing CTG and Risk Management together with the Legal team will improve coordination,
allowing the consolidated group to more efficiently support the needs of the Regions and the
Company.

Real Estate & Capital Strategy — The Real Estate & Capital Strategy group will be composed of
the corporate development function executing on-balance-sheet hotel development and will act as a
“center of excellence” for all activities affecting [case study organisation]’s capital and real estate
assets. This includes setting the Company’s asset recycling strategy, executing asset recycling,
identifying and executing merger and acquisition opportunities and providing transaction guidance
and support for the development activities in each Region (regional development teams now report
to the heads of each Region). The group will maintain and report on the Company’s global
development Pipeline. The group will also be responsible for the Market Ranking Tool and related
tools that are used to inform prioritization of development activities and setting of goals.

(name of CEO)
President and Chief Executive Officer
[case study organization]



Appendix 9:

Leadership Expectations

This document outlines the detailed behaviours the case study organisation has developed
around their Performance Model (see appendix 10). The behaviours address both the
Leadership Expectations, as well as the more basic Core Skills.

4 pages
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Appendix 10:

Performance Model

The Performance Model summarises what the case study organisation is looking for in
individuals working for them. It seems to be used in a number of HRM processes, such as
recruitment, performance management, etc.
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Core Skills
and
Leadership
Expectations

History has identified
many leaders, who,
through their leadership
abilities, have influenced
others and made lasting
change. history
is no different. The
entrepreneurial spirit
and brand pride of our
leaders has lead to over
50 years of success. A
key to our success is the
fundamental belief that it
is the employees o

who are the company’s
most valued asset.

This commitment starts
with and lives on through
our leaders. It i

leaders who enhance our
culture by creating an
engaged workforce and
driving business results
through their individual
and collective efforts.

Our Leadership Philosophy

pproach to leadership is simple. We believe;

+ Leadership can exist at all levels

+ Leadership is situational and provides everyone the opportunity to demonstrate
leadership abilities

+ Leadership is personal and expressed through individual strengths

+ Continuous development and focus on leadership will organically grow leaders
throughout the organization

Whether someone is new to-or expanding their knowledge or experiences within
the organization, it is important to understand our Leadership Philosophy and the skills,
knowledge and behaviors expected from successful leaders.

-Performance Model

-Performance Model consists of two components; Core Skills and Leadership

Expectations. Hyatt's Core Skills identify the knowledge, skills and abilities necessary to
build a leadership foundation, while the Leadership Expectations define the behaviors that
distinguish employees as leaders in the organization.

Specific behaviors or personal characteristics further define each of the Core Skills and
Leadership Expectations. These behaviors identify what strong leaders do more frequently or
more effectively than other performances and lead to performance excellence.

CORE SKILLS LEADERSHIP EXPECTATIONS

PRODUCES ACHIEVES LIVING DEMONSTRATING
QUALITY RESULTS @ :s APASSION FOR
WORK SERVICE

COMMUNICATE PROMOTES INSPIRING TRANSLATING

EFFECTIVELY TEAMWORK &
COLLABORATION OTHERS @ 'ss/oN
TOACTION

SHOWS FOCUSES ON
INITIATIVE & CUSTOMERS
RESOURCEFUL-

NESS

ENCOURAGING PROMOTING
CHANGE LEARNING
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Core Skills
and
Leadership
Expectations

APPLICATIONS OF

CAREER PROGRESSION )

Il LEADERSHIP EXPECTATIONS Il CORE SKILLS

Developing strong leaders al-is a relentless pursuit and on-going process. The Core
Skills and Leadership Expectations are integrated throughout the organization in order to
attract, develop and retain the best leaders in the industry. We assess one’s abilities and
potential using the Core Skills and Leadership Expectations as our measure.

-focus on development begins with the core skills. We believe leaders can and do
exist at all levels and look to recognize leadership potential.

For some people, the Leadership Expectations are aspirational—a key component in their
development plan as they learn and grow in the organization. For others, based on role and
responsibility, there is an expectation that the Leadership Expectations are met each and
everyday.
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Appendix 11:

Innovation projects

This appendix outlines the various projects the case study organisation’s Lab hotels were
working on at the time this study took place.
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Appendix 12:

Tenure

This page is an extract of the case study organisation’s 2011 Corporate Responsibility Report.
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We believe that providing people with the opportunity to grow, advance and excel is

crucial to the success of our business and vital to the long-term prosperity of society and

our communities. Our global family of talented associates delivers on our mission of

providing authentic hospitality to our guests around the world, and we recruit our people

with the strategic intent to reflect the communities where our hotels are located.

We make significant investments to attract,
develop and retain talented people, who we believe
serve as a critical differentiator forjjjjjjjjjin an
extremely competitive global market for talent. In
our surrounding communities, we invest time
and resources in the education and skills-based
development of our neighbors — cultivating our
future workforce and guests.

Developing Our People

@ s comitted to helping our associates reach
their highest potential throughout their careers.

This is central to our People Brand Jjiglobal
commitment to infuse our associates’ employment
experience with the same hospitality and care that we
demonstrate to our guests. [ industry-leading
learning and development opportunities are available
for all associates at every level in the organization.
Examples include annual reviews for all associates,
rotations that expose individuals to multiple facets of
hotel operations, management development programs
and career mentoring, all of which enable associates to
pursue both personal and professional growth.

In addition, our Foundation for the Future program
helps us prepare high-performing and high-potential
associates for the role of hotel general manager.
Through this course, future leaders are immersed

in a curriculum aligned with our core values and
@ - dcrship expectations. We ensure that
these development opportunities are provided to a
diverse group of candidates, with a particular focus
on associates from different cultures, backgrounds,
functions and geographical areas in the organization.

Beyond developing professional skills, associates
have access to a wide range of learning and
development resources on our online ()
Leadership Network. Our commitment to developing
meaningful career paths and promoting from within
are significant factors in the impressive tenure of
our associates.

Associate Tenure
Around the world:

Average tenure of general managers

at our owned and managed, 20 years
full-service hotels
United States:
Associates with 10 or more years I4.000
of service 4,
Associates with 20 or more years

Y 6,000

of service

Developing Our Future Workforce

As the number offjjjhotels continues to grow
around the world, so will our need to hire talented
individuals to provide world-renowned authentic
hospitality to our guests. Through global and
national partnerships, we provide valuable skills
training and hospitality scholarships to a wide range
of individuals, including those who may otherwise
not have had such opportunities.

u Through the/ A7 nd for Minority

Lodging Management Students, we provide
financial aid to minority students pursuing a
degree in hotel management. To date, we have
awarded more than $550,000 in scholarships to
275 students via an endowment fund managed
through a partnership with the American Hotel
& Lodging Educational Foundation.

m Located adjacent to the Chinese University of Hong
Kong campus, | | IR o g Kong, Sha Tin
collaborates with the School of Hotel and Tourism
Management to offer students an opportunity to
integrate business theories with hospitality practices.
The partnership provides students with stimulating
opportunities to learn skills in the classroom and
apply their knowledge through hotel internships.

@ Corporate Responsibility Report



Appendix 13:

Source Classification Sheet

Basic demographic information of all individual interview and focus group participants.
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Appendix 14:

Sample Leadership Profile

This is a copy of the case study organisation’s new Leadership Profile (created in September
2013), based on a number of findings from this research study.
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Leadership Profile of [case study organization]

Care

Hyatt’s higher purpose is based on care. Caring leaders build trust and engagement by cultivating
genuine relationships. The capacity to care for one another is one of the strongest of all human
traits. At the center of caring is empathy. Leaders exhibit empathy when they connect personally
and deeply with those around them.

Serve

Serving leaders create success for and through others. Such leaders are motivated by service to the
higher purpose, the business and its stakeholders — not by the pursuit of power or personal gain. The
success of these leaders is gauged by the success of others. They don’t try to solve all problems or to
have all of the answers: they thrive by unleashing others in pursuit of goals. They understand and
take direct responsibility for growing the next generation of leaders.

Learn

Learning leaders are inspired by learning and they take pride in further developing themselves. They
are not afraid of — and they learn from — mistakes and failures. They make the intentional decision to
continue to learn and grow throughout their lives, challenging themselves to be and do more, and
gaining broader experiences. With their high learning agility and ability to be vulnerable, they reflect
on and learn from experience, apply that learning to perform successfully under new or first-time
conditions and share their learning, and themselves, with others.

Adapt

Adaptive leaders demonstrate agility in the face of continuous change. They anticipate and thrive in
changing environments where diversity of thought fosters innovation and creativity. They have the
ability to create an environment where individuals can take risk, experiment, and learn from failure:
often times with great speed. Adapting leaders constantly think about what changes are needed to
stay relevant in the marketplace and to fulfill the organization’s purpose.

Achieve

Achieving leaders prioritize and do what is best for the business. They are outcome oriented and
understand that superior financial performance benefits all stakeholders. They are bold, strategic
and future-oriented. They see the big picture, understand how the different components of a system
interconnect and behave over time, and help make sense out of complexity by simplifying. They
possess sound judgment and can make quick decisions when needed.
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