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Abstract

Full name: WONG PO WAH
Year of submission: 2010
Title of the thesis:

TO EXPLORE HOW HIGH POTENTIAL CHINESE MANAGERS

WHO ARE ACQUAINTED WITH EACH OTHER PRACTISE
CRITICAL REFLECTIVE WORKING BEHAVIOURS THROUGH

AN IN-HOUSE ACTION LEARNING PROGRAMME

There are varieties in the format an action leaynfAL) program is organized
and their learning objectives were quite murky. wdwaer, according to Reg
Revans, AL should be able to help the participaotdearn critical self
reflection which is also an important capability Bo manager to lead change
in their own organization.

The researcher had the opportunity of organizing Al programs for high
potential management staff of two manufacturing ganies in China. In
order to achieve ALs learning objective, these fgrograms were designed
around the 5 key ingredients of AL discovered frii literature review.
These 5 key ingredients were — emerging programikmealvledge; real
problem; participants implement their own proposetions; questioning
insight with each other; and take improved actioAs the target participants
of each AL program were high potential Chinese rgangent staff of the
same company and were acquainted with each otheaisialleged that these 4
contextual factors — (1) the program arranged iaskoin a (2) Chinese
cultural context for (3) high potential managemestaff who were (4)
acquainted with each other, could have an impadherb key ingredients of
AL.

Literature mentioned little on ways these 4 contakfactors could impact on
AL programs. In order to understand the way thke$ ingredients could
create impacts on the AL process, the methodoldggctbon research (AR)
was adopted.

The AL program in Cycle 1 was a failure as som#hefcontextual factors had
hindered the effective functioning of several key Mgredients. Armed



with the experience, another AL program was orgathiz It was found that
one of the team had enabled the members to pramiiteal self reflections

but another team still failed to do that.

This research seems to point out the possibilityadfieving the learning
objective of AL — critical self reflection when the key ingredients were
functioning effectively. However, the 4 contextdattors could enable the
personality of the participants to become a roadbldor the effective

functioning of the 5 key ingredients and rendeite®l AL program to become
ineffective.
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CHAPTER 1

Introduction to the research problem

When | enrolled for this PhD Program, | held a vprgctical objective on my
research from the very beginning. My previous file job employer told

me in the selection interview: “You should knowtttiae position you apply

for (Staff Development Manager) do not require ytu have a PhD

gualification, not even a Master Degree”. Therefdrreject the objective of
doing a research for the sake of doing a researdbrdhe sake of getting a
PhD from the outset. Unlike many researchers whorathe academic field,
| aware it is unlikely for me to have another cleanc do a really serious
research for the rest of my life. | needed to teefruit of my research to
further advance my career as a management constdtarsing on providing

learning solutions to my clients. The result of masearch should be
something that could make practical contribution tfee practitioners in the
field of human resource development (HRD) rathentserved merely as a
collection in the library.

1.1

Background of the study

My research problems started with an assignmem focompany — the “I”

Manufacturing Company — IMC (Not a real name) whiclwvorked as a

retainer consultant during the period of 2004 —7200The assignment was to
develop a development program for a group of then@any’s high potential

mid-level staff so that they could lead changeghe organization. The
program designed was called | Make Bigger AchievaniidBA) Program.

My second consultancy project started in 2007 amtladed in 2009 with
another company | called Hi Manufacturing ComparyM(C) (Not a real
name). The project was about the development @imof managers, most
of whom were newly hired staff, who worked in them® division. The
senior management of HMC had high expectation tdsvahis group of
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managers and hoped that they could learn to be cwrgetent in leading
successful changes in the organization. The progiesigned was called the
Change For Growth Program (CFG) Program.

There were some common elements in the expectatidrbeliefs of IMC and

HMC towards the high potential staff they seledtegin the Programs.

1. The organizations were operating in a Chinese @lltontext and look
for organizational change.

2. Some new changes needed to be initiated and Idgdée high potential
management staff.

3. Their ability to lead successful change needed ¢oebhhanced and
proved.

1.2

Key issues

Literatures had documented many successful casesing action learning
(AL) as an intervention to help the managers ta lekhange. In what way
then, an AL intervention could help the high poi@nstaff of the two
companies to acquire the necessary capability iretimg the above
requirements?

Literature review indicated that the criteria farnning a successful AL
program were quite diversified and few mentione@wkinds of capability the
participants could be able to acquire after attegpdhe program. In view of
the diversified criteria to justify success of #k programs, | decided to “go
back to basic” by referring to what the key proputseof AL had said in order
to find out the answer.

{2 N Action Learning (AL)

As the core subject of study in this Thesis isactearning (hereinafter called
AL), | would like to firstly provide a brief desgiion on AL. A detall
description of what AL is will be provided in Chapt2. Smith & O’Neil
(2003) provided the following brief description & after reviewing the
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literatures between 1994 to

2000 on this subject:

A very wide variety of organizations now utilize tiao

learning, and it gai

ns ever widening applicatiorotiyghout

the world. Action learning appears in numerous argas,
much like the automobile is available in all manrudr
makes and styles whilst still being recognizable ass

automobile. Gene

rically action learning is a formh o

learning through experience, “by doing”, where task
environment is the classroom, and the task thecleshi
(Smith & O’Neil, 2003, On-line resources)

{828 Problem of AL

Despite the widely documented successful caseppication, there are three
types of challenges to the action learning approach

(1) concerns about its misinterpretation, (2) consebout

the methodology
effectiveness.
(Spence 1998, On-

itself, and (3) questions about its

line resource)

{B2BCR Method to address the problems of AL

It was planned that these three challenges willntet by adopting the
following methods in this research:

Regarding concerns @
misinterpretation on AL

n_ook for advice from the original work of the

architect of AL — Reg Revans.

Regarding concerns abo
AL’'s methodology.

uAdopt an action research (AR) methodology to
study the appropriate methodology for

organizing AL by revealing “what’s happening

in AL”

Regarding questions abo
effectiveness

uFocus on the individual learning and

organizational results.

16



The diversified practice make it difficult to tellhat exactly an AL program
should look like, 1 would like to refer to the impant principles of Reg
Revans and other key writers of AL. These key qpiles | would focus
particularly in this Research are based on Revan®us equation:

L=P+Q

Where L means learning, P stands for Programmelkdge and Q stands
for questioning insight. The “operation versiorf’this formula was based
on the following tenets:

*

*

*

Participants tackle real problems (no “right” aresyvin
real time

Participants meet in small stable learning growadi€d
“Sets”)

Each Set holds intermittent meetings over a fixed
program cycle

Problems are relevant to a participant’s own wakel
realities

A supportive collaborative learning process isdakd
in a Set

Process is based on reflection, questioning, camec
and refutation

Participants take action between Set meetingssive
their problem

(Smith, and O’Neil, 2003, On-line resources)

While the practice of AL had been expended greatiyaintained that, after

reviewing the literature on AL, that there are ¥ kegredients of AL,

1. The programmed knowledge (P) should be “emergexttier then preset
and should be generated among the set members tfahetotallyfed by
outside experts. (Smiths, 2001; Peters & smith,61%evans, 1980,

1998)

2. In order to enable the Q to happen, the projeatlshioe a real “problem”
rather than a “puzzle” (Revans, 1980, 1983; PedR96; Mezirow et al.,

1990).

3. In order that the “L” could happen, the particim(who were called set
members in AL) need to implement the solution theyposed. (Revans,

17



1983; 1998; Smith, 2001; Barton & Haslett, 2003)

4. They need to “Q’ing each other” which is a procetseflecting in the
“set” on their own experiences of implementing theslution and they
need to help each other to learn by pointing otticat questions. (What
Revans called “comrades in adversity”) (Mumford9@9Keys, 1994,
Revans, 1980; Zuber-Skerritt, 2002; McGill & Broekik 2004; Raelin,
2006)

5. The “Q’ing” process should enable the members ke tan improved
action on the problem (Revans, 1998; 1982; McGitl Beaty, 1995)

Thorough the above process, the “L” should be Hdaow to reflect on one’s
own action”. (Revans, 1980; Editorial, Action Leiagn 2007; Marsick, 1990;
Rigano & Edwards, 1998; Beaty et al, 1997)

{28 Contextual factors

Literature review provided large volume of “sucdaBsapplication of AL in a
wide variety context. Many of those claims on &sscwere made under a
generally lacking of rigorous process and agreehdstrd of evaluation.
While it was not the intention of this researctptopose an evaluation method,
my previous experiences of organizing in-house destdp development
programs seduced me to pose a speculation on tikextdree notion of AL.

The characteristics of the participants from the t@ompanies needed to be

considered:

1. They were mainly Chinese (with the exception of anethe CFG
program who was not Chinese but had been in Cliina fong time, had
married with a Chinese lady and could speak Puteagh

2. The programs were run in-house so all the set mesnbere all from the
same company and even from the same division (#seircase of CFG
Program)

3. They know each other quite well.

4. They were all regarded by the top management dsgdutential staff.

In view of the characteristics of the participaritss following issues might

have arisen.
Regarding the need to reflect on each other’s actio
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B Would the Chinese culture of seeking for harmonimlations and
conformity affect it? If so, in what way?

B Would the set members who know each other quité iwehbit or
facilitate them from giving critical comment to éaather?

Regarding the need to reflect on one’s own expeegifrom action:
B Would the personal expectation created by beingtified as high
potential staff affects their motivation to reflemt their own action
openly?

Regarding the selection of a real “problem” for gueject:

B The characteristic of being an in-house prograne pitde problem
on the selection of a “real” problem for the projecHowever, the
same characteristic make the identification of aobjem” rather
then a “puzzle” difficult as the set members migbkttoo familiar
with the problems of an organization they work for.

Further literature review had justified that thead issues could really had an
impact on the effectiveness of AL but had rarelgrbexplored in an in-depth
manner.

By answering these questions, the finding couldef}y provide insight on
some important issues which had rarely been resedrsystematically in AL
literature:

1. The selection and composition of set members.

2. The selection of problem for project.

3. The facilitation of critical reflection.

4. The enabling of individual to acquire change lealdigr capability.

This knowledge generated could possibly help tonfar model of AL which
targeted for:
B Medium size companies.
B Running the program in-house and for a group oh pgtential
Chinese staff who are familiar with each other.
B How to identify real problems rather then puzzldsch serves as
AL project

These knowledge were important because:
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Medium size companies are playing a more and nmpoitant role in
the economy.

Unlike large companies, they need practical le@rsiolutions.

China is growing fast and many organizations faice dnallenges and
need to change.

The role of leading change frequently goes to thecassful or high
potential managers and the traditional managemduntagion could not
effectively meet the need.

Leading successful change in one’s own organizatiat become the
most important ability for a manager and hence ssna of manager’s
development.

1.2.5 QYETRREREE (G NOIV T ifoly

The research aim is to:

Explore how high potential Chinese managers who
are acquainted with each other, practise critical
reflective working behaviours through an in-house
action learning programme.

Sub-questions

1.

What critical reflective working behaviours do peigants exhibit during
the AL programme?

What are the advantages and disadvantages of gianidL programme
in-house?

What issues are raised by the use of a Revans’lmbdetion learning in
a Chinese context?

What are the implications for developing AL theamyd practice in an
in-house context?

1.2.6 QYL gLelelelle]e}%

Two of the weaknesses of the literature on aceanning
have been the failure to get contributions from Set
members as distinct from facilitators, and theuf&l to
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provide some model of learning. (...) If, as cleang
hope, people arrive on action learning sets as gasa
and professionals and go away better equippedaasdies
then we need to provide guidance on the learninggss.
Even more specifically, we need to help them urtdacs
what is occurring within the set not only in terms of the
more familiar aspects of group dynamics and
interpersonal behaviour referred to in much of the
literature, but in terms of the learning related
behaviours which are occurring.

(Mumford, 1996, p.3) (Highlighted by me)

To fully reveal “what is occurring with the set” érthe “learning related
behaviours which are occurring” an Action Reseangthod will be adopted
as the research methodology.

The original intention was that a two cycle AR mrss would be conducted in
one company (the IMC). Due to the termination gfservice with the IMC,
only cycle 1 of the IMBA program could be conducted’he two cycle
process was able to be applied on the HMC in th& QFogram. The
termination of the IMBA enables me to completelyiesv the practice and
enable me to completely revamp the design in theequent CFG program.

1.2.7 Eetelaliglolile]glS

The findings will be significant to the AL pracbtier. My discourse on the
way | tried to install the 5 key ingredients in ttwo AL programs could
illuminate the ways to better manage the roadbladfksinning an in-house
AL program. The requirement that the participastteuld solve some real
organizational problems could make the participamtsonsider the ability of
the organization to support his/her project. Tlagtipipants would not be
totally ignorant towards the organizational problend he/she would probably
learn something about the previous efforts donetlo problem. The
effectiveness of those efforts would inform thetiggrant’s route taken to
solve it. The participant’s experience with thempany could affect their
attitude towards the AL project. When the parteifs were high potential
management staff, the confidence on their pastreqpe, their concern to
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drive for quick action and avoiding those actiortsch could jeopardize their
career could affect the course of action they chaosandling the AL project.
If the AL program was regarded as a fast-track mmagfor the “high-flyers”,
it would be quite natural for the “chosen few” tasare the top management
would be pleased with their solution and no missakél be made so that their
weakness won’t be exposed. Furthermore, the higénpial managers, who
are successful managers, would be smart enoughake rsure that in case
mistakes happens, it is not their mistake. The hasig of harmony
relationships and the importance of Guanxi in pgesonal relationships in
Chinese culture, coupled with the fact that thetigigants were acquainted
with each other, could affect the questioning psscehich is essential for
learning to happen. When the participants weréeagles, their relations
would be extended from the past and well beyondctirapletion of the AL
program. It will be questionable that they willHa&e in a way that would
hurt their existing or future relations. Criticgiestioning, which frequently
been regarded as challenging one’s authority aatlisstin an organization,
could possibly met with highly defensive responsek avoid being “too
critical” and to prevent potential heated argumentaould be natural for the
participants to adopt a “mild” and less threatenwrays in the problem solving
process and hence failed to induce critical thigkamong participants. My
analysis on the roadblocks created by the 4 camdéxactors, which had
rarely been mentioned in literature, could helpdshght on an effective way
of arranging in-house AL programs which could bdphe# for the HR
practitioners when they plan for interventions togrtade their manager’s
change management capability in Chinese cultunatieco.

It was hoped that the analysis on the interrelatigm among the 5 key
ingredients of AL could contribute to the AL theoapd point out ways to
develop a new model of running in-house AL programa typical Chinese
cultural context.

Looking through the lens of social constructiviamy perspective could add
to the AL theory by focusing more on the individ@spect of the learning
process which could compliment the usual emphdsisganizational result of
the AL literature and contribute to knowledge onwhAL could also help

people to change.

By providing descriptions of critical events océng on the two programs, it
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could offer insight into the planning needed toamige an effective in-house
AL program.

Furthermore, my role as an AL facilitator in theotwAL programs could
contribute to the knowledge of AL facilitation dkilby providing some “do’s
and don’ts” condensed from actual practice rathen tbased on avocation.

AL had been quite vague on what the participantsdcbe able to learn in AL.
While one could learn many different things from ,Ahis research hoped to
make contribution to AL theory by focusing on thelkeration of possibilities
of learning critical self reflection which was amportant capability for
change leadership. However, what one could |gfaomh one’s own action
could be significantly affected by the contextuattbrs and by their reaction
towards those factors which, in turn, could be sllapy one’s own personality.
Although this is an interesting topic and had narbeen explored in the
literature, it would not be the core subject irsthesearch. My thinking was
that, as a HR development practitioner, AL progisdrauld be open to people
of different personality as long as the organizatrashes certain staff to be
developed and be prepared for leading future orgéional change. With
the rare mentioning of this issue in the AL literat, | regard this as a non key
issue in the effective running of AL. Rather, ibsvhoped that the data
collected related to the potential impact of theghtextual factors could
generate some “by-products” which could help todslght on this issue and
hence indicate the potential need for future retear
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Chapter 2

Literature Review

In this Chapter, | will put the needs expressedIl} and HMC into
perspective by firstly discuss the organizationisech for change and its
growing importance for staying competitive in theegent and future
competitive environment. | will then proceed tosaliss the role that
management education should and could play to eehtre managerial and
supervisory staff on this challenge. | will tryeéwpaluate the effectiveness the
formal management education in meeting this chgdeand in what way
action learning (AL) could meet this challenge éetty delineating the three
key characteristics of AL which are — real problémplementing solution and
reflection. | will then proceed further to discusswhat way in-house AL
program could help organization and its managersift to meet the change
better. | will also try to explore the possiblefidencies on the existing
research and application cases in solving the lplesgiroblems that could
paralyze the functioning of the three key charasties of AL program created
by high potential staff, Chinese culture, runnihg AL program in-house and
when the participants know each other fairly welEinally, the research
guestions and the possible contributions this rekeiatends to make will be
spelled out.

2.1

CHANGE MANAGEMENT

Change management has been defined as ‘the praicesstinually renewing
an organization’s direction, structure, and caj@sl to serve the
ever-changing needs of external and internal custeniMoran & Brightman
2001, p.111)

Although Pettigrew and Whipp (1993) argue thererareiniversal rules when
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it comes to leading and managing change, sevexacates have suggested
sequences of actions that organizations should lyowith. However, many
of the suggestions tend to be rather abstract far@aand difficult to apply

(Burnes, 2004).

organizations and managers.
Kotter (1996) and Luecke (2003).

There are some authors who ofteerpractical guidance to
Three of these auslnerKanter et al (1992),
The similaritiaad differences put

forward by these three authors are summarizeceitatble below.

Kanter et al.’s Ten
Commandments for
Executing Change
(1992)

Kotter’s Eight-Stage
Process for Successful
Organisational
Transformation (1996)

Luecke’s Seven Steps
(2003)

1) Analyse the
organization and its nee
for change

d

1) Mobilise energy and
commitment through
joint identification of
business problems and
their solutions

2) Create a vision and a
common direction

3) Developing a vision
and strategy

2) Develop a shared
vision of how to
organize and manage
for competitiveness

3) Separate from the pa

St

4) Create a sense of
urgency

1) Establishing a sense
of urgency

5) Support a strong
leader role

3) Identify the
leadership

6) Line up political
sponsorship

2) Creating a guiding
coalition

7) Craft an
implementation plan

8) Develop enabling
structures

5) Empowering
broad-based action

Table 2A Comparing three models of change managemefContinue in

next page)

25



Kanter et al.’s Ten Kotter’s Eight-Stage Luecke’s Seven Steps

Commandments for | Process for Successful (2003)
Executing Change Organisational
(1992) Transformation (1996)

9) Communicate, 4) Communicate the

involve people and be | change vision

honest

10) Reinforce and 8) Anchoring new 6) Institutionalise

institutionalize change | approaches in the success through forma
culture policies, systems and

structures

6) Generating short-term
wins

7) Consolidating gains
and producing more
change

4) Focus on results, not
on activities

5) Start change at the
periphery, then let it
spread to other units
without pushing it from
the top

7) Monitor and adjust
strategies in response to
problems in the change
process.

Todnem, 2005 p.376
Table 2A Comparing three models of change managemefContinued)

B The need for change

Manufacturing organizations compete in an envirammleat is characterized
by uncertainty, increased global competition, drelftagmentation of markets,
an increasing dependence on non-price competitbgeeaad a high level of
technological change (Bessant, 1991; Tomaney, #3%uoted in Holman et
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el 2000, p.121). To survive and compete in sucleranronment, there is a
wide-spread agreement on the importance of an mg@on’s ability to
innovate and manage change (Burnes, 1993; Wolf#} &9 quoted in Holman
et el 2000, p.121)

WA The importance of change leadership

Conger & Xin (2000) mentioned that according toares from 25 global

firms, executive education will be more directlyaged to making leadership
and_change managemembrk. As multiple interacting changes have le@to
highly complex, confusing and unpredictable st#te, focus in the change
process has shifted from product innovation andrtelogical change to

behavioural aspects of change and attitudes alimrige (Bergquist, 1993).
Organisational change has been seen as an indihekeh phenomenon,

because it occurs only when the majority of indist$ change their behaviour
or attitudes (Whelan-Berry et al., 2003)

SR \What managers need to learn in order to lead change

Some have speculated that nearly 75 percent ofrakrican corporations
have gone through some type of systemic changerggrogAttaran, 2000).
Armenakis et al. (1999) explore reducing resistat@echange through
incorporating the following components into the i@ message: the need for
change, the ability to change, the valence forctimnge, the existing support
for the change, and appropriateness of the change.what types of training
and education could enhance the manager’s “aliditghange™? Will there
be some kinds of change programs that could effggtachieve the desirable
result?

Beer et al (1990) claimed that “most change prograon't work because
they are guided by a theory of change that is foretdally flawed.” (Beer et
al, 1990 p.5)

In fact, individual behaviour is powerfully shapeg the
organizational roles that people play. The mogtcsive

way to change behaviour, therefore, is to put peagutb a
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new organizational context, which imposes new toles
responsibilities and relationships on them. Thisates a
situation that in a sense, “forces” new attitudesd a
behaviours on people.

(Beer et al, 1990. p.5)

The concept of putting people in context as a ratisttive way to change the
people echoed with the principle of action learnivigch emphasis putting the
managers in real problem situation which required/ter to take real action
and bear the real consequences. It is the opporttanput people “into a
new organizational context” within the old orgartiaaal context and “impose
new roles, responsibilities and relationships” withthe original rules,
responsibility and relationships.

Kotter (1996), after delineated s series of stegsnianaging changes in
organization, had provided a few lines of highlypdensed advises in his book
“Leading Change”, for change leaders in organizatio

What kinds of personal growth that could support
organizational change?
B Risk taking: Willing to push one out of comfort
zones.
B Humble self-reflection: Honest assessment of
successes and failures, especially the latter.
B Solicitation of opinions: Aggressive collection of
information and ideas from others.
B Careful listening: Propensity to listen to others.
B Openness to new ideas: Willing to view life with an
open mind.
Q: But these habits are so simple. Why don’'t mofeus
develop them?
A: Because in the short term, it's more painful.
(Kotter, 1996, p.183)

Actually, risk taking, solicitation of opinion, ceful listening, openness to new
ideas are attitudes and behaviours could all begoaized as behaviours
conducive to “humble self-reflection”. Senge et @999) looked at

organizational growth from the factors that lintd growth. They had also
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proposed “a development of reflection and enqukiiss that is needed in
order to make a breakthrough on the factors tmait growth including the
“tendency to focus on symptoms at the expenseeotileper systemic causes
of problems”.

2.2

HOW MANAGERS COULD LEARN REFLECTION SKILLS
IN ORDER TO LEAD CHANGE IN THEIR OWN
ORGANIZATION?

yAvNl The deficiencies of traditional management educatio

Other criticisms towards the traditional managemeducation abound.
Cheit (1985) for example identified 13 major conmpis, which have been
made against North American business schools, ynastlolving around
emphasizing the wrong pedagogical mode, ignoringpitant work, fostering
undesirable attitudes and failing to meet societyiseds. Porter and
McKibben (1988) regarded the emphasis on quam#atanalytical and
rational approaches, and the focus on functionalisyn the dominant
professional management model was at the expengbeofntegration of
business functions across an organization. (B&é®4 quoted by Jamali
2004) criticized the emphasis placed on cognitesning which a particular
focus on theories, models and facts, and the dv@oaitivist orientation of the
dominant management paradigm.

All the findings had cast a great doubt on the egdion that improving the
program design and delivery skills could signifidariacilitates the “transfer
of learning” for managers. A “banking” approachntanager development —
which is fundamental to all those pedagogical appndo adult learning, need
to be revisited.

The need to develop manager’s capability in actuahanagement

2.2.2

context through reflection

The importance of learning from actual job expereehad been recognized by
many others including Berlew and Hall (1966), HaB76), Mintzberg, (1973),
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Davies and Easterby-Smith (1984) and by researchedaout by Lowy,
Kelleher, & Finestone (1986), Zemke, (1985), Robmand Wick (1992),
Hoberman and Mailick (1992)

So what is needed is not just development oppditsnconducted in actual
context but the development intervention needepréwide opportunities for
managers to be able to “reflect in” and “reflect erperience.

One approach to management development, which yt lbea
argued encompasses the activities of action, tefleas well
as maintaining a focus on the social, is actiomieg.

(Clarke, Thorpe, Anderson, & Gold, 2006, p.441)

Bova, & Kroth (2001) conducted a study on “Generatk” employees with
an aim to investigate their workplace learning @refices. A total of 197
Generation X employees were surveyed and followatgrviews and focus
groups were conducted. Participants indicated thaty valued action
learning and incidental learning in the workplace.

2.3

HOW TO LEAD CHANGE

As discussed in the previous sections, the capahdi lead change in their
own organization has becoming an increasingly itgpar capability of a
manager. In what way a manager could acquiredlated skills to meet the
challenges to lead successful and sustainable ebang their own
organization?

The ability to engage in critical reflection is imprtant for
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managers to lead change

Densten & Gray (2001, p.119) suggested that leaused to practice critical
reflective thinking and argued that critical refiea is at the core of leadership
development. They proposed that only a reflectivecgss can encourage
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future leaders to gain greater understanding ofr teavironment. They
concluded that, to meet emerging challenges, teftedearning can assist
leaders to acquire the knowledge and skills to mi&ter judgments in
ambiguous situations.

Andrews et al, (2008) found that the skills and Wwlealge which managers
found most useful were those that enabled themmeaké sense" of the
organizational change they subsequently experienced

What they had valued from what they learned in the
classroom were materials and approaches which @sabl
them to be "reflective practitioners" (Carr, 2008¢00n,
2000; Schon, 1990) in implementing change.

(Andrews, Cameron, & Harris. 2008, p.300)

AL as an effective way to acquire the skills of eraging in critical

2.3.2

reflection

McLoughlin & Thorpe (as quoted by Holman et el 20p(33) proposed that
technique such as action learning and cross-fumgitittams can provide an
important means which to examine, reflect on, amatage the social, political,
and technical practicalities of change.

AL as an effective learning methods for managers ttearn in the

context

Many had proposed that AL is the most effective poderful tool to develop
leaders in organization. (Keys, 1994; McNulty & Garl995; Pedler, 1996;
Dotlich & Noel, 1998; Yorks, O'Neil, & Marsick, 189 Marquardt, 1997a,
2004).

There has been a rapid growth of discussion (..artgg

best methods in executive development. While many
methods and programs have been tested, few have
succeeded. However, action learning may be an
exception.
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(Horan, 2007)

Margerison (1988) argued that the strength of Agslin its process of
confronting the reality rather than studying a hypetical situation. It
confronts the use of skills in real managementasivn, rather than learns in
one place and transfer the learning to anotheepltargerison, 1988 p. 43 -
53)

AL as an effective way to acquire the skills of ladin
2.3.2b y < J

organizational change

When company executives were asked the questionshensurvey of
International Consortium for Executive Developm&udsearch: "Given the
need to build competencies in management and lgadganizational change,
how should firms utilize education methods?” acti@arning involving
company projects received a 76% response rate daterisive use" in
1997-1998.” (Quoted in Conger, & Xin, 2000)

Grieves (2000) (Quoted in Zuber-Skerritt,., 2002d halso named “action
learning (through teamwork and executive develofrmpengrams)” as one of
the five key learning processes to enhance orgamséd capacity for change
since it is almost always change that precipitdteseed to learn:

In a case study, the role of action learning imposting innovation and culture
change is investigated within one medium-sized ttooBon company.
Feedback from middle managers believes that at#emning has given them a
vital sense of involvement in the corporate develept of the firm and a
sense of empowerment in relation to senior manager(i2avey et al. 2002)

The originator of AL, Reg Revans actually intendéd be put to use when
dealing with a changing context, where learning tvespicked up

...Minute by minute, as the changes and their risknec
out of the blue.
(Revans, 1983a) (Quoted in Smith, 1997, p. 368)

One of the main recommendations in the Karpin Remated to the reform
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of management education. It recommended more Wwasked education to
be done in the following ways:

B Shorter programs (less time away from the
organization);

B Development programs more focused on an individual
company’s need (customization);

B Development programs more closely linked to the
workplace rather than the classroom (experiential);

B A project-based approach to learning.

(Quoted in Zuber-Skerritt, O., & Pwerry, C., 2002,)

These recommendations suggested ways that weraniseamt of Revans’
action learning

Ford and Ogilive (1997) (quoted in Koo, 1999) peidhtout that AL was
particularly appropriate in ambiguous circumstans®gre interpretations of
information were evolving and more qualitative. Z¥ew (1990) thought
that AL's ability to foster critical reflection othe situation was particularly fit
for building up change leadership.

Action learning is an appropriate strategy, howewdren

a program designer is looking for a way to helppbeo
reflect on, experiment with, and learn from their
experience in conditions of ambiguity. Under these
conditions, it is often valuable to foster reflection the
problems, critical reflection on organizational msr that
govern conditions for identifying and solving the
problems, and critical self-reflection vis-a-vis eth
situation.

(Mezirow et al, 1990 p. 31)

ARl Summary
Drawn from the previous sections, it is argued #hiatcould possibly be one

of the effective methods to help managers to Iémshge through helping them
to acquire the many skills that required for a gealeadership, which, among
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them was critical reflection. So what is AL? Wititlere be something that
an AL program must have so that the participantsidc@ffectively learnt
critical reflection?

2.4

ACTION LEARNING (AL)

2.4.1 RWLHEREYN

The term “action learning” has become a familiart pe
pedagogical jargon, but not everyone who uses @nsi¢he
same thing.

(Robinson, 2001, p.64)

A lot of literature documented the AL program. Téevere actually no
standard rules for organizing AL program. Morrd®87) highlighted one of
the assumptions of AL was that “the process cag waits implementation.
Smith’s (2001) comment could probably explain tighly diversified format
that AL had taken:

(AL) is development addressed as a business service
provision: geared to provide in a precisely targetey
what is required, when it is required, in the famwhich

it is required.

(Smith, 2001, p.37)

Despite the large amount of literature reporting thuccessful” launching of
AL, a good guideline on application was lacking.

Many organizations have successfully transplanttidra
learning from one organization to the next, butaidsl
designers and practitioners have very little apilio
predict success due to the lack of guidance availab
the literature. The literature offers many casaneples
and lists of elements but provides relativelyditjuidance
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or principles for application.
(Hicks, S.A. 2001)

2.4.2 BV AR

O’Neil (quoted by Hicks, 2001) had developed a tggy to describe four
action learning approaches or models or schoofwaiftice and characterized
them as the scientific, experimental, reflectived dhe tacit schools of AL.
She derived these categories from her literatureweon the many variations
in use around the world (Appendix 1A). The varggbihat play an important
role in these variations include:

the role of the advisor;

the use of reflection;

the type of problem;

the type of group process;

the use of questioning;

the use of programmed instructions;

a sponsor,

a project or problems orientations;

a group orientation;

10. the programmed content;

11. the use of time;

12. the use of group

© N g~ wODdRE

Boshry (2002) edited a series of action learningesarom across the world
and introduced three different approaches: classitical reflection, and

business driven. The classic and critical-reftactapproach were very close
to O'Neil's typologies of Scientific, Experimentalnd Critical Reflection.

Business-driven AL (BDAL) describes a results-famlisorientation to

individual leadership development and organizatidaarning and change.
Furthermore, Boshry’s cases were not without prable

An important caveat on considering this materialthat
consultants and in-house managers provide mosthef t
accounts. Consequently, objectivity of any asses$sn
regarding the performance of BDAL could be questthn
(Barton & Haslett, 2003)
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In this Thesis, | would adopt the “Critical Refleet” approach as it
incorporates all the features of “Scientific” arteixperiential” approaches.

2.5

Key ingredients of AL

The diversified practices make it difficult to t@hat exactly an AL program
should look like. Mumford had rightly pointed out:

Action Learning has become a generic title for enbar of
activities not all of which would be recognizedamrcepted

by Reg Revans as being genuine examples of hisrmajo
contribution.

(Honey and Mumford, 1992) (Quoted in Smith, 1997, p
365)

Smith (1997) suggested that “care must be takdrtllegpower and simplicity
of Revans’ original method are maintained” (Smi®91a, p.721). (Smith,
2001, p. 38)

The complexity of practice which leads to the magkof the original purpose
of AL had also been highlighted by Weinstein (2006)o was particularly
against this 'anything goes stance’ and suggesiddke Revans’ definition
seriously.

An ’'anything goes stance’ work well for me as aimyghl organized could
almost guarantee success. Most commercial cle@ntgne won't really care
about the authentic definition of AL and query wWiest| am practicing the
“true” AL as long as the solutions work for theml. agree with Weinstein’s
stance that being a professional should take thinitlen seriously.
However, a flexible approach towards AL is not lgtevithout reason as Mark
Easterby-Smith wrote:

The labels we use are based on agreed meaningsatbe
always subject to challenge and redefinition. Me-bas the
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right to impose meaning on others — this is a &bend
relativistic position that | hold with some pasdiomttempts

to restrict usage of terms such as...action l|earrang
dangerous because they inhabit experimentationesanding:
they privilege the ideas of the past and downgrade
experience.

(Quoted in Weinstein, 2006)

To strike a balance between the “fundamentalistf ‘aelativistic” position, |
would try, in this thesis, to “extract” the key meglients of AL as proposed by
Revans with necessary interpretations from thegteponents of AL. Their
advice, plus relevant research results will sesr¢ha key information for me
to design the AL program. By doing so, | hopeone hand, | would not be
bounded too tightly by the “fundamentalist’s” whoutd risk a lacking of
flexibility and adaptability to the evolving sociahd organizational context.
On the other hand, | hope this approach could teelptain the essence of AL
which many of those who took a “relativistic” pasit had omitted in their
implementation which will risk making AL become &myg and ultimately
become nothing.

To maintain the “power and simplicity of Revansigmmal method”, 1 would
like to refer to the important principles of RevanIhese key principles |
would focus particularly in this Research are based Revan's famous
equation:

L=P+Q

(Revans, 1984, p.16)

Where L is learning; P is programmed knowledge;s@uestioning insight.
This is the most commonly cited learning equatiBeaty et al., 1997, Chan,
1994; Chan and Anderson, 1994; Gregory, 1994; KE§84; Mumford, 1995;
O’Neil, 1996). Apart from this, some variationstbis learning equation had
also been proposed by other writers. For exampemford (1995)
proposed:

L=Q' +P+Q
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WhereQ' is the need taesolve a managerial problem; P is the acquisifon
relevant knowledge; Q2 is the identification of further management
opportunity.(Quoted in Koo,. 1999)

Smith (1997) proposed the following should be agplin a relatively
invariant context:

L=f{Qpr, Q£ QL}

Learning (verb) is some function, to be definedthy set,
of questioning insightful action regarding: whabmlieved,
what is eventuating, and the overall learning agtitself.
(Smith 1997, p.371)

Other variations include:

P+ Q + A+ R = L where the notions of action ahd t
new (for many) skill of reflection are included;

P+ Q + &=L, which recognized the skill needed to ask
helpful Q: what Marilee Goldberg (1998) has called
‘learner questions’ as opposed to ‘judger questions
(Weinstein, 2006)

L=P+Q+1l.............. Marquardt (adds Implementation)
L=P+Q+C+I........ Davies(adds Culture)
L=P+Q+WoK+1..... Inayatullah (adds Ways ofding)
(Quoted in Barton & Haslett, 2003, p.5)

By and large, “P” and “Q” are still the key elem&ir the equation. Revans’
original “L = P + Q” equation is still the most geently quoted equation and |
will refer to it in this Thesis. Revans (1984) hambinted out the
interrelationship between the “P” & “Q”:

P is the concern of the traditional academy; Qésfield of

action learning. ... On the whole, however, programhime
knowledge, P, already set out in books or knowexpert
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authorities, is quite insufficient for keeping ooptof a
world like ours today, racked by change of evergdki
Programmed knowledge must not only be expandea ¢t
be supplemented by questioning insight, the capdaait
identify useful and fresh lines of enquiry. Thi® wnay
denote by Q, so that learning means not only sopghéing
P but developing Q as well. It is arguable whichmere
important in 1984; the evidence is that a surfeR anhibits
Q, and that experts, loaded with P, are the greatesace
to adaptation to change by questioning, Q.

(Revans 1984, quoted in Zuber-Skerritt, 2002)

According to Revans, “it is idle to design prograemintended to concentrate
on one of them. None can be accomplished unlestsvid counterparts are
also encouraged”. Obviously, all the three obyesti complement and

support each other and ALL three of them need tadbhéeved in order for any
one of them to exist. These three factors shoeldlde to create a “synergy”
by interplaying with each other and mutually enhagceach other. This

mutual enhancement relationship could be summahydglevans:

‘Learning-by-doing' is an insufficient descriptiaf what |
have been on about these twenty-five years; itather
'‘Learning to learn-by-doing with and from othersowvare
also learning to learn-by-doing'.

(Revans, 1980, p.288)

In this Research, I will try to adhere to Revans’riRula and in the process of
organizing the AL program.
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2.6

The “L”

YA MW But what is the “L"?
The definition of “L” had never been very clearAh from the outset.

...by selling action learning on the basis of its
problem-solving potential, what kind of learninge awe
promoting?...And there are other aspects of legrnin
associated with action learning which are unclear\ahich
might impact on the choice of variant. For examplees
the individual learn or does the set learn or both?

(Smith, 1997, p. 368)

While literature on ways to organize AL program ahad, few mentioned in a
solid manner what exactly a manager could be Ideont participating in AL.

The idea that individual set members learn somgthin
during an Action Learning program has been taken fo
granted in the literature. Virtually every artigdad book

on the subject is written with the assumption that
participants do learn. Few studies, however, have
bothered to verify this seemingly obvious item.

(Van Schuyver, 2004, p.110)

This lack of specification on the learning outcornsesld work favourable or
unfavourable to a staff development practitiongdn one hand, this could
make a claim on the “success” of the program nedtieasy. On the other
hand, this could also make the sponsor a bit heditavards adopting the AL
method as “consistency in outcome cannot be gusgdntwith Action
Learning since the outcome is never known in adeasfca program”. (Van
Schuyver, 2004, p.108)
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| would now turn to explore whether there are amtgnded learning result of
AL had been mentioned by Revans and review to wek&tnd the learning
results documented in the various literature devamt to it.

pAsWA \What COULD be learnt from participating in AL?

pa W21 Individual result

But my primary thesis - that true learning consists
mainly in the reorganization, or reinterpretatiohywhat

is already known - does call for the learners to
understand what may be preventing them from using
more fruitfully that to which they already might e
access, if only they knew also how to secure tbegss.
(Revans, 1980, p.289)

This is clear enough to conclude that the origingntion of Revan is that
“learning to learn” which could generate the resiilthe “reorganization, or
reinterpretation, of what is already known” shobédwhat AL could achieve

It is quite clear that a specific learning objeetshould be included in AL and
“observable behaviour” in the problem field shobh&lachieved.

Revans and many of his followers have predicted timnach of the learning
experienced by Action Learning participants wouldalve learning how to
learn. (Dilworth & Willis, 2003, Marquardt, 1999, évfiam, 2001, Revans,
1997) Many researches had indicated that metailearis one of the
learning the set members were able to learn throdgh Meta-learning

(learning how to learn) and self-learning had cdeed by many to be a
higher forms of learning (Anderson & Krathwohl, 200Argyris & Schon,

1996, Mezirow, 2000)

The fact that most participants reported multipfestances of self and
meta-learning makes for a significant endorsementcfaims seen in the
literature regarding the ability of Action Learnirtg spawn higher level
learning and transformative experiences. (Van Seéiyy2004, p.63).

Revans’ assertion on AL had been frequently quoted:
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There is no learning without action and no actiotheut
learning.
(Quoted in Pedler, 2008 p.5)

The Editorial in the first volume of the journalAetion Learning, had spelled
out quite clearly that:

Action learning requires that practitioners devekop
reflective practice that combines thinking and doin
in this, the first requirement is action, withouhiah
there is no significant learning.

(Editorial, Action Learning, 2007, p.115)

To summarize the discussion above, | argue thatileg result of AL should
be that the participants, particularly the managenséaff, should be able to
reflect on their own practice and take an impro&etion to solve real problem
of the organization they are working in.

Xl projectresuts |

Hicks (2000, p.25) mentioned that the majority ok tliterature gives
significant anecdotal and case based evidence agfessful action learning
interventions and there are few stories of failure.

Examples of these kinds of “success stories” abouttbwell (1994) reports
that one graduate from an AL program had savedrAfion for his employer.
Wills and Oliver (1996) claimed that in addition non-financial benefits of
action learning, 300+ managers triggered at leastGBP of investment to
reap a return on investment of fifty million GBPHowever, what they had
reported was only about the organizational resattd a task force could
achieve similar results. However, Revans had ntdekr that AL were not
task forces.

Smith and Burgouyne (1991)(quoted by Hicks 20025 padmitted that due to
the many variables in the contexts in which it basn implemented, few have
attempted to evaluate AL with rigor. Hicks (200fls0 admitted that “In
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action learning, the project is much more easilyasueed than is learning and
behaviour change.”

Critical deficiencies in the literature are evidemta range
of generalized, often prescriptive publicationsheiit any
rigorously evaluated empirical base. These inchalgers
by Beaty et al. (1993); Gourlay (1992); Gosling #&sihton
(1994); Henderson (1993); Mc Gill and Beaty (1992);
McMillen et al. (1994); Peattie (1996); and PedlE391)
(Harrison, 1996, pp. 27-38.)

Marquardt had also commented on the lack of evielemcthe effectiveness of
AL:

However, except for Hii & Marquardt (2000), most thie
research on action learning and leadership devedaprs
anecdotal and focuses on advocacy rather than resade
(Marquardt, 2003, pp133-157)

An even greater deficiency is that, there are \itlg¢ in the literature that
describes what learners really do in their gr¢@aie, 1987)

Harrison (1996) suggested a plausible explanatothis situation:

The very principles of AL so stress the need for
confidentiality in set work that they themselves eat as a
bar to meaningful assessment of that work.

(Harrison, 1996, pp.27-38.)

As an HR development practitioner, | shared witin€a concern:
While it is necessary to enable it to meet the idatove
situation, a more detail guideline on enablingshecessful
executives to transform themselves is needed fer th
reference of HR practitioners.

(Caine 1987)

However, research on this area is rare. As Walthserves (1990),
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The approach has rarely been examined for the enber
of its principles, rigorously evaluated, or commghnith
evidence from elsewhere about how professionais lea
improve their job performance.

(Harrison, 1996, pp. 27 — 38.)

So to improve performance and change in behavibauld be the desired
result of AL. Both of these should be measurablatdeast, observable and
visible.

2.7

The “L” on critical reflection

So what “actually” had been learnt from AL accoglito the practitioner’s
report? Different “learning” had been claimed &tcipants of in-house (or
“in-company”) AL Program.

Some mentioned “communication and problem—framing
skills, as well as learning about group dynamicsl an
content knowledge”

(Adams & Dixon, 1997, p.136)

Could critical reflection, which is one of a vergportant skill for managers to
lead change in their own organization be learmdugh AL? Answers from
various writers seemed to be affirmative.

According to Marsick,(1990), one of the key compusef AL is that

Managers should have the opportunity to test piedes
theory out in a safe laboratory, to combine others’
thinking with their own, and to develop the habit o
continually testing out their assumptions publicdnd
getting feedback on which they can reflect. Regans
concept of Q learning fits in well here. In othveords,
managers cannot be prescriptive in their actiohgy t
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must constantly experiment, keep themselves fytigno
to results, discuss the undiscussable, open thes t® the
deniable, and experiment.

(Marsick, 1990, p.35)

Rigano & Edwards (1998) concluded that:

Critical self-reflection has much in common witte taction
learning approach of Revans (1978, 1982). Action
learning was designed to help generate solutiomsaiblife
problems with an emphasis on the concrete expexiehc
the individuals taking part in the learning actyvit Revans’
work has similarities to action science as welt@a&olb’s
experiential learning cycle. However, action |eagnis a
more flexible, less codified process left to thdl sk the
individual, compared with the highly defined rigaso
method of action science, and it is less formuldian
Kolb’s learning cycle (Marsick, 1990)

(Rigano & Edwards, 1998, p.43)

Y8 Comrades in adversity

In AL, the critical self-reflection should be maftectively happen in the set
in the form of group process.

Action learning is essentially a group processudes
peers to generate action plans and generate |gafnaim
reflection on practice. The set meets regularlgupport
the learning of each member through active listgr@nd
qguestioning. This support and challenge is padityl
appropriate when learning is about my experiencg an
actions and not just my knowledge. Where learns@ i
holistic activity the set process can give impetusl
insight, ideas and action plans. Action learningl®ut
the person in context. The set helps me to expioye
awareness of the features of the context and mgepla
within it.

(Beaty et al, 1997, p.184)
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The group reflection takes the form of what Revaraled “comrades in
adversity” (Revans, 1997). Ravens stated:

'‘Learning-by-doing' is an insufficient descriptiaf what |
have been on about these twenty-five years; itather
'‘Learning to learn-by-doing with and from othersoware
also learning to learn-by-doing'.

(Revans, 1980 p.288)

Those “others who are also learning to learn-byxgbare what Revans called
"comrades in adversity". Revans, R. (1997). Cugimam (1999) had
“operationalized” this approach to learning

The following bullet points represent the "comradies
adversity" (Revans) approach to learning

- Learn from experience

- Reflect

- Share that experience with others

- Have those colleagues criticize and advise

- Take that advice, reflect and implement

- Reflect and share the lessons learned

Cunningham (1999, p.685)

These six points could be more easily observedeinnseeting and will
therefore be adopted in the chapter on data asadgsone of the tools to track
group reflective behaviours in the set meetingsowever, the “comrades in
adversity” represented a group process only. limglividual had acquired
more of this capability, would he or she, as anviddal, demonstrate more of
these behaviours? In the next section, | willttryexplore individual critical
self-reflective behaviours and try to identify thght tools for tracking them
in the set meeting.

Selection criteria for tools of tracking reflectivebehaviour in this

2.7.2 study.

There are not many theories about critical reftectin the context of the
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workplace (Marsick, 1988; Schippers et al, 2005 Vdoerkom, 2004). Also,

since there is not one consistent theory on clitieflection (Currie and

Knights, 2003), there is little consistency in thefinitions of the concept of
critical reflection (Brookfield, 2000; Brooks, 199€alderhead, 1989; Finlay
and Gough, 2003)

There are numerous literature on reflective legmut as | went through
them, | shared Williams’ (2002, p.137) feeling wéad that “I'd become tired
of the various assertions made about the role ahde\of reflection, without
any real grounding in practice”.

In order that the reflective behaviour of the setnmbers of IMBA and the

CFG programs could be identified in the voice rdoay of the set meetings

and the individual coaching sessions, the tool s¢ede:

1. Grounded in analysis of data from business orgénizs

2. Based on a collection of most of the theories dlecBve concepts.

3. The reflective behaviours are expressed in soetalaction settings (e.g.
meeting, interaction with others etc.)

4. Able to provide an “operationalized” interpretatiari the reflective
behaviour in work and learning situations.

5. Being tested on reliability.

AR Selection of tools for tracking reflective behaviouin this study

AL literature providing evidence on evaluating tielective behaviours of the
set members could not be located. To seek foriable guide for me to
analyze the data, | compare the works of Thorped420Kember et al
(2000),and Woerkom et al (2002) which were closernty purpose and
compare them against the 5 criteria mentioned al{®e= Appendix 1B)

The research of Woerkom et al could meet all ofréggiirements stated above
and hence will be adopted as analytical tool feg thsearch.

This study must therefore be seen as a first attemp
develop an instrument for measuring critically eefive

work behaviour by translating theories about aitic
reflection into the accompanying work behaviour dexk
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for individual and organisational learning.
(Woerkom & Croon, 2008, p. 317)

Woerkom, & Croon, (2008) defined critically reflaet work behaviour as

...a set of connected activities carried out indiidjuor in
interaction with others, aimed at optimising indival or
collective practices, or critically analysing anging to
change organisational or individual values.

(Woerkom & Croon, 2008, p. 317)

274 The six dimensions of critical reflective working lehaviour

(CRWB)

Critical reflective working behaviour seems to be a
construct consisting of six dimensions, namelyecfbon on
oneself in relation to the job, critical vision sing,
challenging group-think, asking for feedback,
experimentation and awareness of employability.hBbe
sub dimensions and the construct as a whole seebe to
reliable concepts.

(Woerkom, et al;. 2002, p.380)

In this research, | will drawn on two works of Wekem — Woerkom et al
(2002) and Woerkom, & Croon, (2008) in the defomtiof the six dimensions
of critical reflective working behaviour interchagaply. However, Woerkom,
& Croon, (2008) added “Openness about mistakes”laficbut “reflecting”.
In this research, the latest 6 dimensions of Waatk& Croon, (2008) will be
adopted.

2.7.4a

In a social context like the workplace, opennessutimistakes is important.
As errors may help to correct false assumptionsréak down premature or
inadequate "routinisation”, and stimulate explamtiand new discoveries.
Drawn on a collection of definitions such as Chélge et al. (2003) who

48



defined openness about mistakes as not being afoaichake errors and
Argyris and Schon’s (1996) description on defensiebaviour, Woerkom, &
Croon, (2008) defined “openness about mistake” as

...not covering mistakes up or reacting defensivehem
confronted with an error thus limiting possibilgigor
oneself and others in the organisation to learmftioem.
(Woerkom, & Croon, 2008, p.317)

zar#:1s) Critical vision sharing (critical opinion sharing)

The dimension of “critical vision sharing” (Woerkorat al 2002) was
subsequently renamed as “critical opinion sharifg/oerkom, & Croon,
2008).

Drawing on Mezirow and Associates’ (1990) probleosipg (rather than
problem solving) behaviour, this dimension of CRWgRbout justification for
the very premises on which problems are posedarfitht place. It is the
guestions rose against espoused theories (Sch@8) hd requires the
courage to withstand the fear of appearing incoergebeing expelled from
their professional group (Schén, 1983) or to aveimt problems and
uncertainty of conflicts (Swieringa and Wierdsma992). Critical
opinion-sharing refers to an examination of sociahd political
"taken-for-granteds" (Reynolds, 1998) in the orgation. People who dare
to criticise espoused theories are perceived asgdihe emperor wears no
clothes" or as "troublemakers" (Brooks, 1999)

Woerkom et al (2002) found the respondents in tloaise-studies who
demonstrated critical vision sharing behaviourgssted the importance of
contributing ideas and discussing this with oth&@&ood critical workers are
not just being negative but do suggestions forfieréint way of working".
(Woerkom et al 2002)

ZAr#:% Challenging group-think

Drawing on Brooks’ (1999) and Brookfield's (198 @tion of using a conflict
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model of approaching critical reflection, Woerkon, Croon, (2008)

maintained that challenging groupthink is anotmepartant aspect of critical
reflection, as the latter cannot always be basedhasmony with the social
environment. They adopt Janis’ (1972) notion thedupthink refers to a
mode of thinking that people engage in when theydeeply involved in a
cohesive in-group, when the members' striving floanumity overrides their
motivation to realistically appraise alternativeurses of action. They
maintained that challenging groupthink is related the concept of
whistle-blowing as mentioned by Van Dyne and LeP{@898). Woerkom, &
Croon, (2008) defined challenging groupthink as

...the competency to express disagreement, even when
everyone else is in agreement.
(Woerkom & Croon, 2008, p.317)

Woerkom et al (2002) found the respondents in tloaise-studies who
demonstrated challenging group think behaviourstimeed such opinion as
"The guy is a trouble-maker, but he sharpens us."

ZAvCNsl Asking for feedback

As reflection should be operationalised as an aatere, dialogical action
(Reynolds, 1998; Vince, 2002), in which feedbadafrothers is an important
source for learning to occur (Annett, 1969; Ashfetdl., 2003; Ashford and
Tsui, 1991), asking for feedback is another impurtaspect of critically
reflective work behaviour. According to Swift awest (1998), the feedback
search rate of a team is a useful indicator oko#fleness, since it suggests
that a group is sufficiently open in its interpteda of its world and
functioning to value external feedback. In theudy, Woerkom, & Croon,
(2008) included the areas of asking for feedbackiged:

...one's opinions, underlying values or criteria abohbat

is important at work, thereby stimulating a diseoisson
the theories-in-use (Schon, 1983) that may stireulat
double-loop learning.

(Woerkom & Croon, 2008, p.317)
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PATALTZ] Experimentation

Kolb, (1984); and Korthagen, (1985) mentioned “@xpentation” as the last

step in a reflection cycle. Dewey, the founderthd concept of reflection,

maintained that mere doing is not enough to prodeeening: doing and

should be coupled with trying and experiment with world to find out what

it is like. Also the concept of reflection-in-amti (Schon, 1983) is close to
experimentation. Woerkom, & Croon, (2008) defirag@erimenting as

...Individual learning by trying out new ways of warg.
(Woerkom & Croon, 2008, p.317)

In the study of Woerkom et al (2002), the term eipentation was not
mentioned directly by respondents (it has a conmotaof experimenting
without any obligations). What they did mention waes importance of putting
ideas into practice. "Good teams don't need a stigge box; they
immediately turn ideas into improvements".

yargi 8 Awareness of employability (career awareness)

Career awareness refers to the intention to mai¢fuevelopment with career
development, and, if necessary, to orient onesalatds opportunities outside
one's current job or employer. (Woerkom, & CroddN®)

Due to my role as an external consultant, in thesegf the participants,
somehow represented the wish of top managementpnit dhink the
participants will express this kind of reflectiveHaviors in my presence.
This dimension of CRWB will therefore be excludadhis study.

2.7.5 By

In this Section, | had tried to resolve the probleitocating a suitable tool for
tracking the critical reflection behaviours thatuttb happen in a group and
work context so that | could made a more preciseofation on the operation
of the sets in the AL program | was going to organi The dimensions of
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CRWB of Woerkom seem to be a promising tool asnipleasis the more
public facet of critical reflection. In the follamg section, | would explore
the key ingredients of AL by referring to the la&ure on the key successful
factors of AL and see whether the original modeA&fproposed by Revans
could have the potential to become a model for mersato learn reflective
thinking and practice.

2.8

Key Ingredients of AL

Different ways of expressing the important elemesftAL had been used.
Some called them key success factors. | choosewtird “ingredients”
instead of KSF as adopting these KSFs does noagtes success. They are
really the “constructs” of the practitioners andrgaa strong reductionist
stance. | made a comparison of different writemstloe KSF or elements
perceived as important to AL in Appendix 1C. | h@ldo summarized the
KSF or elements perceived as important to AL byiote writers under the
heading of the 5 key ingredients and the “L” in &pgix 1D

Hicks (2001) made a list of 18 assumptions madeRleyans on action
learning:

Learning is embedded in a task,

Simple programmed instruction is helpful but notoegh for
learning,

Our dilemmas require exploration and insightful sjiens,
Learning requires action,

Learning is voluntary,

The urgent, meaningful problem reinforces the @ewilearn,
Learning requires feedback,

The problems must carry risk to force the learnegxamine their
beliefs and values,

9. Learning requires a reinterpretation of the past,

10. Peers contribute to learning through group exchange

11. The group supports and challenges individuals,

12. Reliance on experts creates dependence,

©® N U AW
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13. The teacher’s role must shift toward facilitatidriearning.

14. Learning is a social exchange,

15. Learning can be measured by action,

16. Learning requires fresh perspectives,

17. Learning requires an experimental process of olsery,
hypothesis generation, trial auditing, and revieng

18. Action learning creates learning across multiplegie

| try to draw a relation on these 18 assumptiorth tie 5 key ingredients and
the “L” in Appendix 1E

2.9

Key ingredients of AL : The “P”
Emergent rather then preset curriculum.

2.9.1 BIEOEX R V-\R

According to Revans, the role of “P” is quite maayi

In true action learning, it is not what a man alyeatnows
and tells that sharpens the countenance of hiadribut
what he does not know and what his friend doesknotw
either. It is recognized ignorance not programmed
knowledge, that is the key to action learning: nséart to
learn with and from each other only when they distdhat

no one knows the answer but all are obliged toifind
(Revans, 1991 quoted in Smith 1997, p. 365)

In other word, the purpose of the “P” in AL is terge as stuff for one to
review and to discover how it should be understimodew lights. It served

as a kind of “background information” for one teexeamine and to discover
what they had understood incorrectly or inapprdplya or inadequately.

Therefore, pooling out and sharing with each othieat one already know so
that cross comparison and validation could be cordluis important in AL.

To Revans, “P” should be emergent in nature andiodie pre-set by some
external experts on the behalf of the managersterfe& Smith (1996)

further elaborate this emergent, “elicitive” natofehe “P”:
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29.2

An action learning programme of development staits
syllabus determination, rather than a given sykabithe
syllabus can only be the key issues facing an axgtaon
and an individual within it (Wills (1992) providean
insightful discussion of action learning as it applto the
concept of the learning organization). From there,
individuals are encouraged to draw from the reléevan
areas of the body of knowledge - books, journalkgro
individuals, company literature, other organizasion
appropriate, targeted and contextualized infornmafichis
approach is elicitive, in that it elicits relevantormation,
rather than disseminates what a teacher thinkead fpr

his or her students (Day and Peters (1990)) fioshex
the phrase "elicitive education" and discussed its
application).

(Peters & Smith, 1996, p.6)

An emergent “P”

Revans’ notion that the programmed knowledge shbaldemergent” rather
then preset and should be generated among theesetb@ns rather then totally
fed by outside experts not only fit in with the adlef the personal growth
tradition but represent Revans’ proposal that tlamagers should be the best
trainers of other managers in the set. It is tfaetce of over reliance on the
outside “expert” that Revans’ hold a negative posit

2.9.3

The distinction between an _emergent, elicitive atylis
and a trainer-directed syllabus is a profound @ueng
deeper than a change of tone. In designing action
learning interventions we admit that we do not haldhe
answers. In this sense we become one with theéssi
climate of today.

(Smith, 2001, pp37 — 38) (Underline by me)

“P” should be technique for tomorrow
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According to Revans, those pre-set learning matkekngs to knowledge of
yesterday. AL highlighted the inadequacies of itradal training method
which only equip managers with “yesterday’s techrig

The organization that continues to express onlydbas of
the past is not learning, and training systemsnuohtd to
develop our young may do little more than to maken
proficient inyesterday's technique Thus learning cannot
be solely the acquisition of new programmed knogéed
howsoever important the possession of that knoveedgy
be.

(Revans 1998 p.3) (Highlighted by me)

Revans did mention some ideal “P” for AL:

---its (action learning) material is not the knowledufethe
teacher but the experiences and the needs of #neels...
(Revans 1980, p.288)

pASR:N | earning from each other as an important part of the “P”

Lasting behavioural change is more likely to follaihe
reinterpretation of past experiences than the adeqn of
fresh knowledge. Among senior managers, in paaicu
Is in re-reading what is already scribbled on tloetical
slate that leads to changed behavioather than in
copying out new messages upon it.

(Revans, 1980)(Highlighted by me)

Revan relies very much on the group dynamics cadedte those who
themselves are “anxious to learn by re-orderingr tbe/n perceptions” in
order that this “Learning to learn-by-doing” codidppen.

Such re-interpretations of past experience, beewpssarily
subjective, complex and ill-structured, are mokeliy to be

intelligible through exchanges with other managers
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themselves anxious to learn by re-ordering theirn ow
perceptions
(Revans, 1998, p.9)

It seems that the method of AL to enable the “Lewyno learn-by-doing” to
happen is primarily through “with and from others who are also learning to

learn-by-doing”.

2.10

Key ingredients of AL : Solving real “problem” rath er than
“puzzle”

y KON Problem as vehicle for learning in AL

Project is the vehicle for learning in AL. To ensthe project is a problem is
important.

The problem being the primary vehicle for actiondan
learning, it should be demanding but not overwhetmi
(Pedler, 1996, p.8)

The reason why it is important is that:

---a good problem is a googehicle for learning - it allows
us to come up with ideas for action, to try themh and then
to reflect on that action to see what we have ldai®ut the
problem itself and about ourselves, the way wekthact, and
relate to others.(Pedler, 1996, p.7)

The problem could even be regarded as the soul of A

The choice of the problem seems to be a key detarhi
of the success of action learning. (Hicks 2000 .48

Its importance is due to the fact that the selactiba real “problem” is closely
and critically related to the need to execute (he. action) the set member’s
proposal. It is through addressing a real, livipgoblem that the “most
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effective managerial talent, namely, their poweolb$ervation” (Revans, 1980,
p.309) could be deployed.

04 Solving “problem” rather than a “puzzle”
Revans (1983) had drawn a line between a “probkema’a “puzzle”.

Action learning is not a satisfactory approach dsolving
puzzles or difficulties to which a solution cleargxists
even if it is hard to find, such as the best wayeafucing
the time or cost of some specific operation... (RevH83,
p.28)

So what kind of problem could facilitate learnimgAL?

David Pearce discusses quidelines for getting
action-learning programs started. He notes th#brac
learning is not the right strategy for problemstthee
highly technical in nature, where the answer isvkmdy
experts, where there is little ambiguity, wherer¢hés
only one stakeholder, or where the decision maker h
decided what he or she is going to do, disregardthgr
possible options.

(Mezirow et el, 1990, p.31)

Apart from the non-technical requirement, a probleumtable for serving as
project in AL should also be a task that the pgodicts want to solve.

| usually say something like 'a problem in Actiogatning
IS an issue, a concern, an opportunity or a taskhwviou
want to do something about'.

(Pedler, 1996, p.6)

Pedler’s assertion echo Reven’s criteria for ardbi AL project task:

Thus, the conundrums of action learning are torbblpms,
to excite the interest of the participants in whatthey

57



cannot see rather than enhance their skill in elabating
what they can see already.

The project task must therefore bpen-ended(admitting
of a range of alternatives, each leading to stiiecs),
inter-departmental and of serious concern to those who
offer it. Unless those who are beset with the [@mwb
offered in any action learning programme genuinely
concerned to get something done about ithe fellow who
has the misfortune to draw it will, despite leagimuch,
suffer endless frustration.

(Revans, 1980, p.292) (Emphasis by me)

Hicks (2000) summarized all the viewpoints on ckoaf problem for AL
under 6 headings:

The choice of the problem seems to be a key deterhi
of the success of action learning. The criteria fo
problem selection includes the following: 1) a real
problem; 2) a topic that is truly meaningful to flkearner;

3) a problem that participants can apply their kizolge
and experience towards a potential solution; 4jcdlpm
that is not so large as to be overwhelming; 5) Gblgm
that is complex, that no one expert could provide t
answer to; and 6) a problem that needs multiple
perspectives for a solution that is capable of dein
implemented.

(Hicks 2000 p.48)

zai0R¢] Problem of identifying a “problem” in an in-house AL program

However, making distinction between a puzzle armqtablem is not easy in
the real world. Pedler’s assertion of “no rightaers” helped to provide a
more “operationalized” qualification.

Puzzles are things which may seem like problemsirbut
fact there is some knowledge, some solution whickady
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exists, which will give you the answer. Unlike ples
there are no right answers for problems, althougin gan
take action on them to change the situation in seme
(Pedler, 1996, p.5)

Marquardt (2004) add the issue of “familiarity” tiee choice of problem for
AL program. He suggested “The fewer the memberthefgroup who are
familiar with the problem and its context, the deeahe likelihood that there
will be more innovative solutions.” (Marquardt, 20(.30)

In view of the discussion stated above, the s@eatf problem for the project

task is the key element in the AL, but relativetild study had been conducted
to explore the potential issues related to it. thms research, particular

attention will be placed on studying the issuerodrging project tasks and to
see how it could affect learning in the process.will be discussed in the

later section of the Chapter

2.11

Key ingredients of AL : Implementation of proposedsolution

Whether or not Action learning sets should paratgpin the implementation
of their own recommended solution is one of thetrhosly debated questions
in the Action Learning literature (Mumford, 1996eWwns, 1997, Young 2002).
“If there is a phrase related to Action Learningttbends to be somewhat
murky and uncharted, it is the implementation phg8elworth & Willis,
2003, p.120)

Quite a number of AL program require the particigato give just
recommendations and some require the set memberexécute the
recommendation. Despite that many AL program effeby educational
institutes and in-house by organizations did nguied the participants to
execute their proposed solution, it is clearly mlo¢ original proposal of
Revans:

If the clients are merely seeking a description tlodir
trouble, however sophisticated, however chargedh wit
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recommendations, they must not be lead to think ttrey

are engaged in Action Learning. Managers are not
employed to describe, nor even to recommend: they a
employed to act. They learn to do this more effety
only after they know the outcome of their own detdted
plans, implemented by themselves rather than
half-heartedly carried out by others.

(Revans, 1983, p.22)

Obviously, the set members should take up the atBnresponsibility of
implementing their recommendations according to&Rey By do so; the
manager could know thmutcome produced by them.

By doing what they set out to do, and by settingtowdo
what they believe to be worth doing, managers are
disciples of the Aristotelian ethic.

(Revans, 1998, p.75)

Implementing the team members’ own recommendatianstend the mere
purpose of “walk the talk”. It is the creationlefirning material for oneself
which is of high relevance to oneself.

.in the end, learners themselves must adopt, owh an
ultimately live with the consequences of their peog.
Irrelevance does not existwithin the well-designed
action intervention, although learners can (in some
circumstances) create irrelevant outcomes for teéres,

of their own choosing.

(Smith, 2001, pp37 — 38) (Highlighted by me)

Actually, several others had added the “implemémtat—“I" into Revans’
formula.

L=P+Q+1.............. Marquardt (adds Implementation)
L=P+Q+C+I........ Davies(adds Culture)
L=P+Q+WoK+1..... Inayatullah (adds Ways ofdning)
(Barton & Haslett, 2003, p.5)
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Despite many of the claimed AL programs did noturegjthe participants to
really execute their proposals; | maintained thet the true spirit of AL to ask
the participants to do so and without it, learrfirgm action could not happen.

However, the reason why so many AL program didraqtire the participants
to execute their proposal by asking them to propssition in outside

organization could be related to Issue 2 — probt#noutside organization

were less familiar to the participants and couldréfore be more easily be
perceived as a “problem”.

2.12

Key ingredients of AL : The “Q” — Reflection on experience

The crucial contribution of action learning clearsyon
the development of "Q" - questioning insight and
definitions of problems.

(Mumford, 1996, p.3)

According to Revans, the “Q’ing” process in AL istrjust for solving the
problem but also for the purpose of developingpbers.

---if the full potential of action learning is to beatized,

the selection of the fellow must notice not onlg hbility

to improve himself but also to develop others. sTimay
seem a strange demand to impose upon an educational
system that he emerged from simple competitiveriegds
easily explicable when seen against the suggestiaghe

first quality of any leader is to ensure that ldam learns

the lessons of their own experience.

(Revans, 1980, p.295)

2.12.1 BGEiEE T N p-n

Action learning differs from normal training thatsi
primary objective is to learn how to ask approgriat
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guestions in conditions of risk, rather than todfithe
answers to questions that have already been pisecise
defined by others...

(Keys 1994) (Quoted in Koo, 1999, p.89)

Critical self-reflection has much in common witle thction learning approach
of Revans (Rigano, & Edwards, 1998, p.433). Aslgogstion is important
and AL facilitator could play an important roleitn

...facilitators of action learning do not come upwithe
answers”. They question judiciously to help peapléhe
workplace think carefully through the issues tha¢ a
significant to their work situation. It is importarthen,
that facilitators “facilitate” this process of iniqu rather
than impose their own vision. Their task is to operand
incorporate the visions of workplace participants a
contribution to the shared task of problem solvimg
improvement.

(Zuber-Skerritt, 2002 p.114-124),

On top of asking questions, action is needed so mbéection could be
possible and subsequently lead to better or méeetefe action.

Action learning builds on the relationship between
reflection and action....We believe that reflectia a
necessary precursor to effective action and thainieg
from experience can be enhanced by deliberatetiatten
to this relationship.

(McGill & Brockbank 2004, p.13)

In order that the Q could happen, they need tecethn their own experiences
of implementing their solution and they need tophehch other to learn by
pointing out critical questions. However, Revaad hot mentioned in detail
what kinds of reflection are needed in AL.

In part, the vagueness about reflection in AL existcause the term reflection

describes both a cognitive process (Dewey 1933gkand Kitchener 1994;
Kolb 1984; Mezirow 1991; Schon 1982; Sheckley, Alland Keeton 1993)
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and a structured learning activity (Goldsmith 199énry 1994; Silcox 1993).

In a study, the relatively large numbers of metgnitive (learning how to
learn) and self-learning reports are in alignmeith requent claims seen in
the literature. (Van Schuyver, 2004, p.98) HowgVan Schuyver could not
explain this. “This study did not identify why the breakthrougkperiences
occurred, only that they often did”. (Van Schuyw&f04) His study also
included evidence that the majority of learningd@ne through questioning
insight. (Van Schuyver, 2004, p.109)

a4 Problem about the “Q”

Although reflection is agreed to be an essent@hent of effective practice in
AL, practitioners in AL have not had much guidamcelesigning structured
learning activities that promote intentional comsation. According to
Raelin (2006), this key ingredient of AL “has ofte@en overlooked”.

In the impetus to get the project accomplished, the
guestioning that Revans had in mind — what we migter

to as collective reflection — had often been owekél.

(Raelin, 2006, p.152)

2.13

Key ingredients of AL : Take improved action on theproblem

Revans had stated one of the three objectives afidd:
Make useful progress upon the treatment of somielgmoor
opportunity in the real world.

(Revans, 1998, p.15-16)

Revans had also clearly stated that the outcontieeaAL should be improved
“observable behaviour henceforth in the problerfie
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Action learning is a means of development, intélat
emotional or physical that requires its subjectspugh
responsible involvement in some real, complex and
stressful problem, to achieve intended change farone
their observable behaviour henceforth in the probield.
(Revans, 1982 pp. 626 — 7 quoted in Marsick, pp 1153

The essence of AL is that the “Q”"ing process —r#fkection, will be followed
by action. This action after reflection shouldabketter action.

...iIn_any of its guises, action learning is based tba
premise that learning comes about through reflactio
followed by action to solve real problems

(McGill and Beaty, 1995 quoted in Clarke et el, 00441)

M EeHE Problem of “take improved action”

However, this “cyclical” relationship between actiand reflection had not
been emphasized too much in the AL literature. sBea(1999) observed
that:

Research cycling is fundamental not only to co-apee
inquiry, but more generally to the strategies oficac
research and action learning...Action science writing
contains references to single and double-loop iegyrbut
the emphasis on cycles of action and reflectiors dess
explicit...

(Reason 1999)

2.14

Summary

In view of the previous discussion, it seems thatakranged according to
Revans’ model could have a high potential to hedmagers to learn reflective
thinking and practice.
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In the previous sections, the importance and naititee five key ingredients
of AL had been discussed, namely:
1. Anemerging “P”

2. The insightful questioning “Q”

3. Areal problem, not puzzle

4. The execution of proposal on solution of problem
5. Take improved action

As indicated by Revans’ formula, these factors &hde interwoven and
hence need to be present in an AL program in ottor the “L” could be

delivered. However, few had mentioned how all ¢hegyredients could be
put together in one AL program that could make ltheffective. The most
important ingredient — the “real problem”, had beaken too much for
granted on its ability to become the vehicle ofrdezy. Jarvis ( 1987)

showed that people might respond to a potentiatnieg situation as

nonlearning, nonreflective learning or reflectiveadning.  Nonlearning
occurs if the person does not respond to a potelganing situation.

Nonreflective learning occurs as a result of experes that are not really
thought about. Both of these situations would bssble if the participants
adopt a passive, retreat manner which could bergmteas a result of their
feeling of being rejected in the set meeting or nvkigeir personality is too
assertive or holding an extremely high confidence¢heir own experience and
refute other’s suggestions.

Furthermore, the effectiveness of the 5 key ingnedi are not without
problems in execution and is likely to be affecbgdcontextual factors. In
the following sections, | will proceed to discuse teffect of four contextual
factors that presented to me when | arrange ALnarog for the IMC.

On top of all these, a serious assumption of Alothes that the participants
would be competent in good questioning and highbtivated to challenge
one self by trying out challenging solutions. VWéhimany successful
managers do possess those attributes, they midjhbestvery selective in
applying those attributes. They might apply thatgbutes in front of their
boss or in actual work context, they might prefer‘save the trouble” of
adding to their heavy work load when taking paraiidevelopmental program
which should belonged to a lower priority in thking list of operation tasks.
On the other hand, many successful managers dpassess those attributes
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but climb the corporate ladder through playing ficgi and by long years of
service.

2.15

Is AL Context Free?

Some proposed that AL could be equally successfdlifferent contexts and
organizations.

Action learning can be applied in various contextsl
organizations looking for new solutions to an aript
problem. (Fuchs, 2007, p.28)

The large amounts of literature that claimed gratcess across a wide
spectrum of industries, countries (mainly Westerantries) and organizations
seemed to provide strong support to this claim.

sl \What are the contextual factors

In this study, contextual factors in work which twbaffect the effectiveness of
AL program come from two sources — Context of wankl work environment.

| use the definitions of Cheetham & Chivers (19@8)lefine them:

Context of work is: "the particular situation in \wh a practitioner is required
to operate”.

Work environment refers to: "the physical, cultueiat social conditions
which surround an individual at work". ( CheethanC&ivers 1998, p.267)

That managerial learning occurs in and is thuscedte by a particular
organizational context has been verified empingcatio it is reasonable to
assume that the organizational context within whidevelopmental
experiences occur should also significantly affesanagers’ reflection.
(Seibert, 1999, p.12) Such kinds of developmemtgberiences can be
understood only in context, since it is the orgational context that produces
the experience. The notion of contextual conditienalso consistent with the
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view that as open systems, organizations createxisnin which a multitude
of factors simultaneously shape rather than detexrbehaviour (Hackman,
1985).

However, the “success stories” on the applicatibi\lo in large number of
organizations in different industries and countregem that influence of
contextual factors is not an issue for AL. Somevjgted a positive view on
the capability of AL to be able to meet the neethefdifference in application
context:

Action learning can be applied in various contextsl
organizations looking for new solutions to an arpt
problem.

(Fuchs, 2007, p.28)

Some even regard AL is organizational and cultcoaltext free.

What is more, in using the organization itself as a
learning laboratory, it does not require any sgesg of
conditions to be in place before it can be effectiv
Action learning works well in a bureaucracy, inlat f
organization, in a firm culturally hostile to edtica
and development, in a firm encouraging
self-actualization. It does so because its whdesis
learning about the surrounding context, and legrmdin
be effective within it, thus leveraging whatever th
prevailing culture is to its own advantage.

(Peters, & Smith, 1996, p.6)

Hicks had summarized the literature on AL which ad®d it as highly
flexible and effective in a wide variety of context

It is clear from the literature that action leagniran be an
effective learning method and catalyst for changeai
variety of contexts and it can be designed andiegph a
variety of ways.

(Hicks, 2001, p.25)
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However, Zuber-Skerrit (2002) had highlighted thkey success factors for
AL

The success of an action learning program depemgsly

on the extent to which the values in an action nieay

culture are adhered to, practised and actuallydlivg

program participants. In brief, these values inelud

1. collaboration, trust and openness;

2. team spirit and mutual respect for individual
differences, talents and needs; and

3. tolerance of mistakes, from which we learn.

If participants are not committed to these valuegheir

espoused and enacted theories, an action learnigamn

will not work,

(Zuber-Skerritt, 2002, pp. 114-124)

Just take a look at these factors could tell usttieey may not necessarily be
found in every organization at the same time. Abrprograms running
in-house, all these factors could be influencedatlyeby politics, group
dynamics and business situations.

ZaulsWE] The participants context

Despite the numerous reports stating that AL wdndceffective in almost any
organizational context Marsick & O’Neil offered aomd of caution: which
indicated the participant’s context could be aruéssvhen running an AL
program.

We conclude that people should not enter into Actio
Learning lightly. In comparison to other actiogtiaologies,
Action Learning might be looked upon as relativelyd and
unprovocative, yet our experience is that peoplen ca
experience it as powerful and even frightening.

(Marsick, & O'Neil, 1999p.174)

AL assumes that learners are self-motivated, sedtztbd, and voluntary
participants. (McGill and Beatty, 1992) Morris (I®8referred to action
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learning “as a kind of do-it-yourself learning expace.” (Morris, 1987, p.
67)

In the program | arranged for HMC & IMC, there wéne contextual factors

related to the participant’s context — that thdipgrants were acquainted with
each other and they were regarded by top manageasefigh potential

management staff will be studied.

ZBERL The valuecontext

The focus on the professional and managerial ehtesganization had invited
some critiques from the critical school. For ex@émpFenwick (2003)
commented that:

...the invited participant are those who conform toacam
implicit in OL discourses; full-time knowledge-raifit
workers committed to continuous learning. These ar
usually the professional/managerial elite whosernieg
power and stock of learnings are considered mdatite to
the employing organization. (Fenwick, 2003)

Although Smith (2001) advocated that AL “does remjuire any special set of

conditions to be in place before it can be effectivie did mentioned that AL

“maps over existing structures and development splaand supports the

aspirations of non-traditional managéfldnderline added by me) (Smith 2001,
p. 36)

In the program | arranged for HMC & IMC, there wéne contextual factors
related to the value & organizational context —t ttkee program were ran
in-house and they were operating in a typical Censultural context.

2.15.2 ISulnERY

There are four contextual factors were shared linwad of my consultancy
assignment with the IMC & HMC.
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1. They were Chinese (with the exception of one in@#k& program who
was a South East Asian but had been in China fongtime and could
speak Putonghua)

2. The program were ran in-house so the set membemns alkefrom the
same company and even from the same division (#seircase of CFG
Program)

3. They know each other quite well.

4. They were all regarded by the top management dsgdatential staff.

In other word, the contextual factors | need tostder were:

1. Chinese cultural environment

2. AL Program running in-house

3. High Potential Management Staff of the Same Orgudita

4. Set Members acquaint with each other and have ae clwork
relationships

The importance of these 4 contextual factors ndy onterest me as a
consultant for the two organizations | work fort lstould worth exploring in

a more detail manner as it will have great impacthe future application of

AL worldwide. The significance of each of the stextual factors and their
potential impacts on the 5 key ingredients of All we discussed one by one
in the following sections,
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2.16

Analysis on the potential effect of the 4 contextddactors
on the 5 key ingredients of AL

Organizations operate in a local environment whidcludes specific
economic, social and cultural contexts (House ¢t28l04; Moattar-Husseini
and O’Brien, 2004)

WA Applying AL in Chinese culture

Literature from both the social sciences and bussirgisciplines recognizes
the existence of a strong relationship element im€se culture. Hofstede
(1980), from a Western perspective, and Hong e(28l01), from a Chinese
perspective, identify the importance of the collextin the social interaction
of the Chinese people. Gao et al. (1996) disdussnportance of harmony
as a value in relationships. Hwang (1987) and lide et al. (1991)
emphasis the importance of maintaining relatiorship

AL, with its Western heritage, could have issues tire process of

implementation. Marquardt (1998, p.118) noted tiat basic elements of
AL (set, problem, insightful questioning etc.) “isased upon some basic
assumptions and values of Western culture.”

216.2 The Characteristic of Chinese Culture and Chinese anmagement

style

China’'s key cultural tenets can be traced to Caarfiism, which, while

coexisting with Taoism, Buddhism, and Legalism #ateér being challenged
by Maoism, is widely presumed to have providedfthendation for Chinese
cultural tradition (Metzger, 1977; Pye, 1981). Bamad Wang (1983, p. 59)
write that "a Confucian analysis has continuing idrigl toward an

understanding of Chinese interpersonal behaviour.”

Among the key Confucian principles are harmonydrghy, collectivism, and
personal relations. Harmony reflects an aspiratioward a conflict-free
system of social relations, a principle which seetashave remained
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entrenched in the People's Republic (Bond & WaBg3). Hierarchy implies

that individuals must be conscious of their positio the social system and
abide by it (Eberhard, 1971). Maoist ideology fedycattacked this principle,

but apparently with limited success (e.g., ShenKarRonen, 1987a).

Collectivism rejects personal aggrandizement dweat to established group
hierarchies (Pye, 1981), a principle which has beenforced by Maoism

(Eberhard, 1971; Metzger, 1977). Interpersonalti@hs are paramount; they
are also the most resistant to change (Pye, 198hkar & Ronen, 1987b).

Human relations are of crucial importance in thein€se business world
(Wong, 1996; Xin and Peace, 1996; Yang, 1994). s&élmman relations are
often express in the term “Guanxi”. Guanxi, whishan important concept
for successful business in China, refers to “refethips between people”
(Michailova and Worm, 2003). It implies a transtdeg reciprocal, intangible
and utilitarian obligation to dyadic relationshipstween individuals (Luo,
2000; Michailova and Worm, 2003).

e W] Literature on applying AL in Chinese culture

...while Asian managers and executives responded with
high spirit and enthusiasm to active learning, thesre
more reluctant to adopt action learning. (...) In tcast to

the common expectation regarding action learning
outcomes in the West, which stresses Level 2 orelL8v
learning goals as a minimum requirement (as defiogd
Yorks, O'Neil and Marsick, 1999), the learning goaf the
Chinese action learning design trends to focus evel1

and possibly Level 2 learning goals. Both foci impze

a contextualized learning process which tends to be
de-personalized and content driven.

(Yiu, 2006)

Unwillingness to engage in open reflection, whishmportant for learning to

happen in AL, could have a potential impact on é#fectiveness of AL
especially on the key ingredient — “Q”.
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216.4 The possible effect of Chinese culture on the 5 keygredients of
B AL

2 GIE] Possible effects on identifying problem
Enhancing effects

The high power distance in Chinese culture miglabénthe AL participants,
who are management staff, to place a higher denmangerformance by
pointing out the problem in a more straight forwardnner.

Hindering effects

In many other cultures, it would be more diffictittr a
leader or individual to turn over his or her mositical
problems to subordinates. Even if he or she dedega
such power, some members of some cultures wolilchati
see real power present in the group without thédebeing
physically there. (Marquardt, 1998, p.121)

Revans’ notion that “difficult managers, all honestperienced, and wise, will
advocate different courses of action in accordamitle their different value

systems, their different past experiences, and ttiflerent hopes for the
future”(Revans 1983, p.28) was a big assumptionrwdqgplying in Chinese
culture. The drive for compliance to the idea seamingly more experience
management staff in the set, or of a strong leau¢nhe set, or the wish to
avoid being seen as the “trouble maker” could gasitn a problem into a
“puzzle” by simply following the problem definitioof this/ these staff..

Further literature review had justified that thead issues could really had an
impact on the effectiveness of AL but had rarelgrbexplored in an in-depth
manner.

zaulsW:%s] Possible effect on the need to execute the propossdution
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Enhancing effects

It seems that in Chinese organizations people tetalbe
more accepting of changes, but in a passive way. (...
Chinese people were educated and taught to acdeyt w
is and what will be without question. Actually, deep
down they thought they were unable to change amgthi
even though they resisted the change becausddradiy

it was the rule that leaders and government madinel
decisions.

(Alas & Sun, 2007, p.232)

This “acceptance” culture works favourably (on aad) for the set members
to push forward their proposed solutions. Howewvér,poses another
challenge to deepen the change as will be discusgbd next paragraph.

Hindering effects

---if the organization would like the group memberdearn
about some content area such as customer relat@ns,
problem related to that area would be presentedheo
group....Also, it is important for the individual,a&, and/or
organization to realize that the greater the chghe in
solving the problem, the greater will be the leagni
opportunities.

(Marquardt, 2004, p.30)

While people generally espoused that challenge rgéme learning

opportunities, they may not always embrace chadlengractice. When AL
program was organized in a typical Chinese contbgtfear of failure to meet
the challenge could deter the program participemteok forward to this sort
of challenge. A tendency to “play safe” and “coeae’s ass” is rule of the
game in both Western and non-Western organizatiieal There is a very
common Chinese proverb telling the workers %dtfd@?fﬁi?ﬁ— i 5 (One

mistake could not be sat off by ten credits) Naichliterature on AL had
explore in detail how this potential obstacle colld overcame. Much
emphasis had been placed on the advantage ofglegimers in the real work
context. While real work context could provide gere experiences, it could
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also be threatening and discouraging. Participeoitd react by adopting a
nonlearning (Jarvis, 1987) approach or a nonreWledearning (Jarvis, 1987)
approach by taking some “play safe” courses obacti

ZaulsWile Possible effect on the “Q”

Enhancing effects

Almost every Chinese people had use the proVéil:! L2k (good medicine
taste bitter) in their daily conversation and thewverb: " [UE i = (honest

advises are antagonistic to hear) in advising etheifhey were actually
originated from Confucius.

AL PR o U A e -
Good medlcme tastes bltter but effectlve for cgriiness.
Honest advises are antagonistic to hear but effedbr acting.
('J — é“nf[ -+ ¢)

Confucius

Be humble and open to accept other’s comment hewl &e espoused virtue in
typical Chinese cultural context. When the pgptcits were peers and had
been acquainted with each other, the questionedalsy others would
therefore, be more readily accepted in a less defermanner due to the
emphasis of Guanxi.

Hindering effects

Questioning one another, especially people of soper
status, is very difficult. The questioning of Assa for
example, can result in ritualized behaviour, widwdal, or
even resentment

(Righy, 1986 quoted by Marquardt, 1998, p.123)

Marquardt further commented that:

In most cultures, in addition, there is a fear ekiag
dumb gquestions since it may also cause one toféuse
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One avoids exposing one’s weakness and faults.tinget
a supportive climate may not be sufficient in these
cultural environments.

(Marquardt, 1998, p.124) (Underline by me)

Another issue that might have arisen is the moresexative nature of the
Chinese in expressing one’s thinking and henceetfextiveness of critical
self reflection. The experience of Yiu and Sang&®98) could provide
support to my worry of that. Their experience wa®ut a Sino-Swiss
project running from 1994 — 1996 of organizing @éascale AL program for
the core cadres of the Chinese Government to bedbeérainer for their
fellow cadre on management skills

It remained difficult to reflect on the interpersbn
dimension of the learning process. Chinese trainee
have demonstrated their sensitivity in this regardio
openly discuss their feelings and observations his t
regard remained alien to their cultural norms. dbaek

of this nature tended to happen privately and médly.

(Yiu and Saner 1998, p. 145)

Yiu (2006) had suggested 6 “design constraints”rwapplying AL in China
and two of them are:

Design constraint 4: Lack of a psychological minuess

among participants and the general deficiency ah€de

language in expressing affective experiences.

Design constraint 5: The importance of conflictigance

and preservation of individual “face” in Chinesétare.

(Yiu, 2006)

In the Chinese culture, where workers were mor@mabriented, will the
practice to discuss and reflect be hindered alsdhkydrive to take quick
action?

...In_ some cultures, such as Chinese, there is a high
impatience in spending too much time in discussiod
reflection; there is a great desire for quick reswnd
speed. (Marquardt, 1998, p.123)
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A si5s| Possible effects on the need to “take improved aoti”
Hindering effects

In many Asian cultures, people are much more diocsi

in selecting a course of action. Social and pdlitic
sensitivity drive the solutiomnd the action taken cannot
cause someone to lose face. Even if the groupmtitau

a proper decision, they would desert/ disavow the
decision later on.

(Marquardt, 1998, p.124) (Underline by me)

Will such “social and political sensitivity” drivesolution become cosmetic in
nature and be perceived as satisfying the “ruldn@fgame” and served merely
as a show to satisfy the expectation of the senaragement?

yasNs] The AL program running in-house

Based on information gathered in their survey dredrtprior research in the
field of executive education, Conger & Xin (200@getieve that in the future,
public open-enrolment programs are likely to plagnaaller role in executive
education” as the advantages of in house program ar

2. Customized, company-specific programs typicalhe
more economical for sponsoring companies.

3. In-house programs ensure that a critical masshef
senior management of an organization share the same
experience and in turn share a similar mindset.

(Conger & Xin, 2000, p.73)

The importance of running AL in-house

Yorks, Dilworth, Marquardt, Marsick and O’Neil (20D discuss five
manifestations of resistance to an action learngfigction approach and two
of them were related to the disadvantages of ndmirse AL program:
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B Resistance to allowing “outsiders” to be part of
the set.

B Some organizations/individuals may be hesitant
to share “inside” or “confidential” information
with  people within and/or outside the
organization.

(Yorks, et al, 2000)

Revans (1998) regard in-house AL program as “secoodel” and “is one of
the most powerful models of organizational learmagvork”. (Revans, 1998,
p.24) Lawlor also pointed out that in-plant AL gram was “one of the
fastest growing forms”. (Lawlor 1997, p.197-201)

Revan emphasis the importance of the set membersugon of the proposal
and bear the business consequence and hence bbebi® dearn from it. If

this notion was taken seriously, it won’t be difficfor one to conclude that
the in-house AL program with the participants cagnifrom the same
organization will be most qualified to do so.

2.16.5b

It is true that there are many AL programs whick aot run as in-house
program. Most of these programs are offered bysalbmg firms and

educational institutes. Lawlor (1997) had comparadous options of AL

and said in-plant AL programmes have different adivges.

They are a powerful medium for bringing about
organizational change and though a higher cost per
organization then external schemes, they are muwebrl

per participant. ... The in plant approach also adse
another and more difficult objective sought aftey b
managers and trainers, to create a learning emagan
that maintains itself.

(Lawlor 1997, p.197-201)

Companies like Prudential Assurance(Lewis & Mar987, Keys 1990),
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GE(Meister 1998, Vicere & Fulmer 1996, Marquard©99), Whirlpool
(Meister 1998, Corona 1998), Xerox (Meister 1998)gna Property &
Casualty, (Froiland 1994) had arrange in-house Algmams mainly for their
high potential management staff and had reportege lauccess. However,
the reports were mainly on the operation and trengement and focus on the
organization benefits. However, those cases regorarely touch on the
individual change and what had happened in theeds. s

The possible effect of running AL in-house on the 4key

2.16.6

ingredients of AL

2.16.6a

Enhancing effects

The characteristic of being an in-house programedidtie problem on the
selection of a “real” problem for the project. Hewer, the same
characteristic make the identification of a “prablerather then a “puzzle”
difficult as the set members might be too famikath the problems of an
organization they work for.

Hindering effects

The desirable problem project for AL should be abpem without a right
answer alreadgxisting In the real world, it is hard to say whether som
solution had already exists or not. In an in-hoaeatext, the desire and
directives from the boss are frequently the mosiveaient solutions for the
general workers. In an in-house context, it ie that a problem put in front
of the AL program participants had never been noaetl by the senior
management before. When the “problem” become dn& puzzling over
“what the boss actually want us to do”, it couldjbst a puzzle and could
hardly conducive to reflective questioning.

Researches indicated that familiarity with the peab did pose a barrier on
the perceived effectiveness of the AL experience.
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During the interview, S10 said that she was very
experienced in the area of her client’s problem eadned
that as a result of her familiarity with the workhand that
she did not have a meaningful learning experiencéhée
Action Learning process...(...).(should set members) be
largely unfamiliar with their client’s problem, order to be
successful. Additional study is needed to ansvhesd
important questions. (Van Schuyver, 2004, p.65)- 66

2.16.6b

In AL, it is by implementing their “own deliberatgalans” that leadership
capabilities could be developed.

By promoting cognition and insightful inquiry with
perceptive partners in situations where solutiores ot
always obvious, and by leaving responsibility for
implementation of the solution in the participarttand, it

is particularly suited to enhancing leadership bdjies.
(Smith, 2001, p.36)

Enhancing effects

From a practical point of view, set members reediivithin the organization
will undoubtedly be most qualified and effective doing so. This also
enables them to face the serious result of theplementation, and hence
additional challenge, which is the key to the actearning process.

On the contrary, if the set members were compog$gatople from outside
who collect data by interview the “clients”, reviey some document, make
an analysis and then present a proposal and wally.awAs they are external
parties, the clients would not be willing to letparty of “part-time and
unqualified consultants” to implement their prodesa&asily. Besides,
implementation of the proposal requires more temdinexpertise and deeper
understanding of the organization’s operations.
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Hindering effects

In an AL program of DuPont organized for her 40@ige managers which
combined classroom work, personal/team coachingtvity-based learning
through company projects, Barton & Haslett (20@#)sed on Boshry’s report)
reported that:

Participants prefer to work on topics within thewn
domains — these sometimes lack corporate signdean
while corporate projects can appear too
large/overwhelming.

(Barton & Haslett, 2003, p.18)

For participants of in-house program, it would launal enough for them to

pick up those they had the highest confidence twes2d. No one wanted
their project to become a “noble failure” which twbput their career on peril.

2.16.6¢C

Enhancing effects

Set members drawn from in-house could equip thenth va basic
understanding of the problem and hence could pitgladk more insightful

guestions. They could also give comment to eatteroby pointing out
directly the “facts and fictions”.

Hindering effects

Harrison (1996) pointed out the advantages of dathges of running AL
in-house.

Where set members are drawn from the same orgemmzat
the grounding of AL in the current "reality” of tha

organization makes it likely that pressures to oanfto the
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dominant logic coupled with the need simply to "thet job
done" will result in little change in organizatidrie@arning
except at the level that Spender (1994) describes a
"technical'.

(Harrison, 1996, pp.27-38)

As Harrison had rightly pointed out, the “baggagétompany culture or an
understanding of a “taboo” could caused one to resigent in order not to be
regarded by others as “playing smart”.

2.16.6d

Enhancing effects

When the participants consisted of members comirgnfthe same
organization, representing different functions, @ganization very akin to
“matrix organization”, “task force” (Revans againsixing this with AL)
could be formed which undoubtedly, was extremefgative for generating
solid and feasible action plan on how to improwe phoblem.

Hindering effects

Beaty et al (1997b) had mentioned an incident tmed happened in an
in-house AL program.

Another problem that can arise when all the set
members are from the same organization is thatc¢hay
bring "baggage" from their employment histories.eOn
example that we encountered was where a participant
explained that the main obstacle to her achieviag h
goal was a "bloody stupid system" that she wagedli

to operate. The air froze over in the set meetimgrw
another member of the set revealed icily that it slae
who had set up that system!

(Beaty et al, 1997b)
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In an in-house AL program, in-house problems wadldscussed and solution
will be looked for. If that should be a real imfaort problem and
“inter-departmental” in nature, some members wdikdly to have more or
less a stake in it. It could either become an ‘t@apped” baggage as Beaty et
al mentioned in their case or a “wrapped up” baggaben the members are
Chinese who care more about giving “face” to cgless and maintaining
“Guanxi”. In that case, the real and importantsjioms might be avoided so
that the related set members won't be embarrassédnaproved action will
be “cosmetic” and superficial in order that the meimbers at stake won'’t be
“improved” or “repaired” at the same time and thaimtagonistic attitude
won't be generated.

Although Beaty et al (1997b) had mentioned thisspgae problem related to
in-house AL program, no specific advises on howatwid it had been
provided.

pausWd High Potential Management Staff of the Same Organétion

2.16.7a

Gritzmacher (1989) highlighted the importance afrting as a mean to retain
fast-track staff.

If training is not a major part of the culture, ast-track
employee may not stay with the organization. Fastkers
will be attracted to a company that believes thaihing is a
commitment to the human potential in the organargtand
that uses training to develop employees and intledine
concept of change to remain competitive.

(Gritzmacher, 1989, p.427)

As AL requires the sponsoring organization inves$btaof resources and the
objectives of running AL had frequently been placed promoting
organizational change and solving practical busimpesblems, the participants
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will naturally been targeted on the high potenéiatl successful management
staff of the organization. Actually, many AL pragn participants were high
potential managers of organization.

2.16.7b

Gritzmacher (1989) outlined nine key charactersstaf fast-trackers, as
follows:

- (1) A unique perception of their occupation: fasckers
see their daily activities as fitting into a cargattern, rather
than just doing a job, and see their role as makirer
organization into a global leader in its field (goldying an
active leadership role in that).

- (2) A broad-thinking style: seeing wholes rathéan
job-bounded parts; seeing symbolic significancesctmns.

- (3) Time-consciousness: a drive to achieve thetras soon
as possible; a drive to achieve a goal and emltec@ext
one.

- (4) Independence: a creative urge to add valggiigelines;
a fast-learned knowledge of what would be good to
accomplish.

- (5) High commitment: not wanting to miss out orything
interesting for the organization; a belief that tdrganization
would be diminished without them and a drive toctrihat
self-perceived importance constructively.

- (6) High energy: the ability to get supra-norraaiounts of
work done and cheerfully come back for more.

- (7) A need for creativity and variety: fast-track need new
and testing challenges.

- (8) A varying interest in teamwork: the badging o
fast-trackers as the favoured sons and daughteraneke
team interplay difficult; also the need to move ahdaster
than the pack can make them impatient with others.

- (9) Continual improvement: a hunger to challerayel
improve whatever they are involved in.

(Gritzmacher, 1989, Quoted by Peters & Smith, 1996)
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Literature on organizing AL program for high potential
2 16.8 g g prog gn p

management staff of the same organization

Companies like Prudential Assurance(Lewis & Mar987, Keys 1990),
GE(Meister 1998, Vicere & Fulmer 1996, Marquard999), Whirlpool
(Meister 1998, Corona 1998), Xerox (Meister 1998)gna Property &
Casualty, (Froiland 1994) had arrange in-house Algams mainly for their
high potential management staff and had reportge success.

Brassard (2002) suggested that an effective ALnarmgshould be “Outreach:
AL outcomes support individuals in becoming lifedplearners, teachers and
agent of change in their organization and beyondRark (2004) suggested
that successful AL program should be able to “recngg top performers as
core personnel for the future of the company”. KP2004 quoted by Kim
2007)

2.16.9 The possible effect of high potential managementadt on the 5

key ingredients of AL

2.16.9a

Enhancing effects

The ideal of Revans is to have the set memberg¢orbe the teacher of the
others.

---if the full potential of action learning is to bealized, the
selection of the fellow must notice not only higligp to
improve himself but also to develop others.

(Revans, 1980, p.295)

With participants all are high potential managehgy should have a lot to
share and to teach other. Furthermore, backedhby track record on
performance and the senior management’s supperknbwledge they shared
would be of high credibility.
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Hindering effects

There should be some familiarity for one or moremnhers of
the group with the problem and the context of the
problem. ...it is advisable that not everyone be iliam
with it. ...The fewer the members of the group whe ar
familiar with the problem and its context, the desathe
likelihood that there will be more innovative saduts.
(Marquardt, 2004, p.30)

Marquardt’s allowance for difference among paréaifs in their degree of
familiarity with the problem could possibly lead toe inclination of those
who are more familiar with the problem to play tloée of teacher especially
when they are high potential management staff. irTheed to move ahead
faster than the pack can make them impatient vitikre” (Gritzmacher, 1989,
Quoted by Peters & Smith, 1996) who know less thiem or her and thus
seduce them to play the role of expert and atteémptovide all the “answers”
so that they could satisfy their “drive to achi¢kle most as soon as possible”
(Gritzmacher, 1989, Quoted by Peters & Smith, 1996)

2.16.9b

Enhancing effects

High potential manager fit in well with the natwlAL program.

If there is one thing that most characterizes tifeceve
manager, it is the fusion of decisiveness andtglidi act,
regardless of circumstance and uncertainty.

(Levitt, 1991, p. ix)

An effective manager would not be handicapped leyldéick of a pre-set “P”
and the emergent nature of it. On the other hamdeffective manager
should find the situation challenging and excitediarris and Field (1992)
described fast-trackers on a development progra@inge US corporation as
follows: "They itch to ... get involved, make reaintributions ... they want
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visibility ... these people want a challenge. Higdk/high reward is what they
are looking for".

Hindering effects

For many management staff who had been consisteantgessful and they
were perceived as high potential were the favogmdand daughters of the
top management. To them, “failure is not an optionhe experience of

organizing AL program informed Bowerman & Peter899) that the “fear of

failure” could make AL difficulties:

The dilemmas we faced in implementing an action
learning program in the context of a bureaucrand a
hierarchical organization parallel the dilemmasethdy
the learning organization. One of the fundamentakhe
idea of a learning organization is the need to make
mistakes, and to learn from those mistakes. Mistake
only possible if one is free to take the actiort {hermits
them to happen. If the fear of failure is too grélaen the
actions necessary to achieve new and differentoouts
simply will not happen.

(Bowerman & Peters 1999, p.137)

zauisiele Possible effects on the “Q”

"Success is a lousy teacher. It seduces smarigpeop
into thinking they can't lose."
- Bill Gates

http://www.quotes-museum.com/quote/33965

Hindering effects

Reflection is not easy in management. AccordindRabinson and Wick’s
(1992) action research, the bottom-line orientatddrbusiness organizations
discourages reflection. Even though reflection beginning to be
incorporated into some corporate management deweop programs, and
despite recently being connected to strategic phgn(Hammer and Stanton,
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1997Quoted in Seibert, 1999), reflection continuesawenminimal impact on
management practice. This is probably because ef ghrception that
managers are action-oriented and not reflective.

Research indicated that successful managers anenewes action oriented and
impatient with inaction.

Managers typically...attempt to impose their visionda
their learning on others. The result is that athéo not
share ownership in the vision and learnings. Bgedhey
have not been invited to share in the vision amdniags,
they see them as faddish and abstract — not reafigected
to the realities they encounter and deal with mrtivork.
(Fisher & Torbert, 1995, P.7)

The study of Luthans (1985, p.255-270) furtheriinfed us that high potential
management staff had a high proneness to outwanddea action oriented
activities such as “interaction with outsiders andializing/politicking”.

Rigano & Edwards, (1998) reported a case study orResearch &
Development engineer — Vincent, who had voluntedrmedake part in a
professional self development that resembled veughnto the AL method.
Actually participants received relevant reading enat and worksheets for
developing an ‘action learning exploration’ (ALERigano & Edwards, 1998
p.435) According to the report, Vincent shared hadghe nine attributes of
fast-trackers as described by Gritzmacher (1989):

Rigano & Edwards, (1998) reported that Vincent d®ooot to utilize the
mentoring system and the ALE support group meetingge perceived the
mentors and the ALE support group members lackettpeertise and did not
consider that attending the ALE support group nngetvas the best use of the
time. This case study indicated the potential ichpaf high potential
participants who may feel AL is inefficient and wasme.

Will successful past experiences of high potentiataff as roadblock to

“Q

Sitkin (1996, as quoted by Ghaye, 2005, p.178) ssiggthat success can lead
to actions that preserve the status quo, an avoédan risk-taking, and an
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over-confidence form practitioners and possiblyicactwhere practitioners
become blind to even more effective ways of domggs.

The participants being identified as high potenstff had been successful
previously. Will their reflection of past exper@nwhich consists of many
success stories, reinforced their view rather thenerate a revised view on
the problem?

Reg Revens in The ABC of Action Learning describms

typical managerial blockages to the problem of dieg

honest sources of information in conditions of utaiaty and

risk — the four corrigible handicaps:

1. The idolization of perceived past experiences

2. The charismatic influences of (other) successful
managers

3. The impulsion to instant activity

4. The belittlement of subordinates

(Garratt, 1997, p.24)

Will participants of in-house AL program accentusitese “four corrigible
handicaps? Oliver’s (2008) account of a case coelg to illuminate the
worry of Revans on the “four corrigible handicapgd happen in in-house AL
programs with successful managers as participants.

Oliver (2008) had made an account on a failing erpee of running an
in-house AL intervention with an UK television coarny. The objectives
were to gain insight into the reasons on the deabhviewing figures and to
develop a new strategy. Oliver discovered thatphast success of the set
members was a major road block for reflection. @& avocation on the need
to engage in “assumption breaking” in the set meethad met with
opposition.

The Head of Strategy argued that as an experienced
strategist in the television arena, he had recebdgn
employed by the organization on the basis of hevipus
work experience and how he could contribute to the
future direction of the company in a fast-changing
industry._His existing assumptions had been shagdus
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experiences, and these experiences had landed damda
job with a leading media company.
(Oliver, 2008) (Underline by me)

The experience of Oliver (2008) indicated the diffty of asking successful
management staff of in-house AL program to engage¢he core learning
activities of AL — reflection.

Set members acquainted with each other and have #ose work

relationships

When the participants are coming from the samenizgdon, most of the
participants will know each other. This kind ofjaeintance could work for
and against the set operation. In an organizatonflict and politics are
common. This kind of relationship could create soimpact on the set
operation. In what way these kinds of impacts d@datilitate or hinder the
AL process had not been discussed extensively. af&eare not very concern
with the group dynamics. However, as a practitiarfeAL, some guidance
is needed on how this issue should be handledaddht AL process could be
enhanced.

The possible effect of set members who are acquawith each
MWKl other and have a close work relationships on the ey
ingredients of AL

2.16.11a
Hindering effects
The typical phenomenon of avoiding conflict amomgns in an in-house AL
program had been observed by Oliver (2008) whepd#nicipants were asked
to engage in assumption surfacing technique.

...It appeared that none of the members wanted tageng

in open conflict, especially as the Head of Stmateg

ultimately had responsibility for this project.
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Oliver, J., Reflections on a failed action learning
intervention, Action Learning: Research and Practic
Volume 5, Issue 1 2008, pages 79 - 83

vaulsfikls! Possible effects on the “Q”

Enhancing effects

When participants of AL sets who are not acquaiitih wach other, the group
dynamics could not be created. If the prime pugpokan AL set is to be
working with and learning from each other, theydheebe able to rely on and
help one another, and will do so best if friendshiu intimacy is fostered.
Bowerman & Peters (1999) view this as criticallte success of AL program.

Attention to group dynamics - through a familiatisa

process intended to make the "set" personally caatite

with one another, in a more concentrated and datedn
way than a traditional "ice-breaker" half-hour. {@B®&man

& Peters 1999, p.131)

In AL program where participants were acquaint wedch other, this issue
would pose little problem.

Furthermore, if the set members were acquainted edich other and have
close working relationships, probing would be meffecient without the fear
of offending others.

When those who raise questions are not totallyramoto the issue, probing
that requires the respondent to give genuine arsseeerd be possible and this
is important to foster critical reflection from thespondents.

Hindering effects

One reason that AL could foster critical self reflen capability lies in one of
its key features:

Action learning provides the safe environment ongpice
field’ for reflection and learning to occur, whitecognizing
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that real responsibility lies outside any classroom
environment: it lies with the participants who masin the
business outcomes.

(Smith, 2001, p.36)

For AL programs that have participants coming frdifierent organization
and do not know each other, a “safe” environmentriical reflection could
be easily created as the participants do not kremk ether and they will have
little “consequence” of disclosing their own thingiof their own action. On
the other hand, it will also be difficult for otheet members to be certain of
the genuineness of the other members’ own reflec®mthe set meeting could
just become a “talk shop” and the participants @qubt vocalize anything
they like and lacks in-depth reflection.

Collins had mentioned the difficulties for posingtical questions in an
organization and the consequence of doing so.

Many of the people learners deal with, both in the
educational setting and at work, will not apprezishe
challenging and critical approach which is devetbpdnen
learners are in the habit of analyzing their sitret. They
may have to cope with being labelled as 'troubl&ers
and all the consequences of this. If learnershatped to
become critical and active, they will almost certaipose a
threat to others who want to maintain the status qu
(Hammond & Collins, 1991, p.64)

Many AL proponents mentioned that AL could serveadsafe environment”
where critical comments towards the organizatiod &mwards each other
could be conducted. However, in a context wherdigyaants of AL
programs come from the same organization, such éirfdafe” environment
for critical self reflection could not be easilytasished. When the
participants know each other and have an on goings welationships or even
conflicting relationship, critical self reflectiom a set meeting is dangerous.
Clarke et al (2006) were not unaware of this phezraon:

We found that there appeared to be an optimum lefrel
similarity, where if the set members are too déferthey
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will be unable to form a "common ground”, whilsttlfey

are too similar_they often feel in competition widach
other, which inhibits the procesdn this way the set
members could understand and engage in discursive
activities with each other yet enough distance was
maintained so that they did not feel threatenedshmring
critical events and reflections with other members.

(Clarke et al, 2006 p.441) (Underline by me)

Marquardt’s assertion that “A person unfamiliartwa problem and /or the
context in which the problem takes place will becéal to ask fresh questions”
may not happen all the time. People fear to asklifh” questions. In
in-house AL programs where people know each othikrefrain themselves
from asking “foolish” questions in front of theirolleagues. How this
phenomenon could be prevented had rarely been onewdti in the AL
literature.

2.17

Summary for Chapter 2

The above discussion indicated that the four cdangdxactors, namely, (1)
Running the AL in-house; (2) Chinese cultural eorment; (3) Participants
who were high potential supervisory and managemstaft who know each
other fairly well; (4) The problem for the AL prae belongs to the
participant’s own organization, could have bothilf@ating and hindering
effect on the 5 key ingredients of AL.

It seems promising that if those facilitating faste@ould be maximized and
those hindering factors cold be minimized, in-hoéde programs for high

potential management staff could be able to effebti learn reflective

thinking and practice.

Meanwhile, | will stop my literature review heredaproceed to organize an

in-house AL program along this principle and seeatwvkinds of “L” will
appear.
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CHAPTER 3

RESEARCH METHODOLOGY

3.1

Introduction

In this Chapter, | will explain the methods adoptedthis study with special
emphasis given not only to the research questiontduthe supporting
guestions that arose from the research questioligim of the review of

literature. It must be highlighted here that thetimdology was an evolving
one that took shape as the study progressed.

The research aim is to:

Explore how high potential Chinese managers who are
acquainted with each other practise critical reilec
working behaviours through an in-house action lean
programme.

Sub-questions

5.  What critical reflective working behaviours do peigants exhibit during
the action learning programme?

6. What are the advantages and disadvantages of guanid\L programme
in-house?

7. What issues are raised by the use of a Revans’lmbdetion learning in
a Chinese context?

8. What are the implications for developing AL the@md practice in an
in-house context?

To meet my research purpose, Action Research isracplarly suitable
methodology. AR focuses on real world problem-sgv and
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decision-making as methods to drive change in azgéions (Badger, 2000).
AR fulfils an increasingly important role in the aution of training and
performance improvement evaluation and impact a&@malyin many
organizations today. Considered a reality or sitnmal methodology, AR
approaches vary from traditional to participative @operative inquiry
(Badger, 2000; Kemmis, 2001; Zeichner, 2001). Tsétsdy explores the
practical application of AR as a framework for depéng, implementing,
evaluating, and revising two formal AL programs udsed on change
leadership development in two different manufaciyierganizations.

3.2

Epistemology

CWME Similar to my professional requirement

The constructivist epistemology views knowledge“adaptive and active”
rather than “static and passive” (Heylighen, 1993) Thus the role of the
teacher and trainer is to provide students witlemives and opportunities for
building knowledge rather than to disburse knowke(glasersfeld, 1996).

Social constructivist perspectives focus on theragpendence of social and
individual processes in the co-construction of klemlge. It recognizes

learning as active development of personal meathiragh the interaction of

current conceptions and ongoing experiences, piesam approach

appropriate for adult learners. It could also emleaempowered learning
such as AL because of the consideration of priemkadge and the ownership
of learning by the students. Implicit in this iset development of

metacognitive skills that are an important faceadtive and action learning.

WA Similar to AL

This constructivist epistemology is fundamentaliynitar to that of the
“comrades in adversity” form of group process.

...in any of its guises, action learning is basedtlo®
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premise that learning comes about through reflactio
followed by action to solve real problems (McGilica
Beaty, 1995) where reflection and discussion tdkegoin
small groups facilitated by a set adviser. Theesfiorline
with a social constructionist view, this process
recognizes the importance of talk, dialogue and
interpersonal communication in  management
development.  Furthermore, through a questioning
approach the focus of discussion is on "real woddlies
contextually embedded in the owner-manager's
environment and the interaction of the learning set
provides many alternative views and arguments @n th
problems discussed.

(Clarke et al, 2006, p.441)(Highlighted by me)

The type of AL | employed in both cycles belongedttie type of “critical
reflection” which, in line with Revans and Kolb, phasis the role of
“questioning insight”

Action learning participants need not take reality
granted; rather, they construct their own reality
individually and collectively as they work on their
problems (Berger & Luckman, 1996; Gergen, 1999).
Although abstract knowledge can assist them, teeg to
rely on the context — its culture, its expectatjatstools,
and other institutional arrangements — to help tisehae
challenging workplace dilemmas (Lave & Wenger, 1991
The gateway into the world of contextualized praetis
typically through inquiry with others.

(Raelin, 2006, p.157)

3.3

Population/sample

The population in this research should be the hpghential Chinese
management staffs within the same company who aegeainted with each
other. In both Cycle 1 and 2, the AL programs wanganized in-house and
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exclusively for their management staff. In Cyclete participants had been
nominated (some being invited by top management)thgr immediate
supervisor, endorsed by top management and hackgpassessment with
ratings given by the top management. In Cycleh2, whole team of the
participants came from the Operations Division Wwhaomposed largely of
newly hired staff to fill in newly created positi@md had been regarded by the
top management as a group of high flyers to legdrozational change. The
top management regarded the AL program as a tobb&st this new team
further to materialize the organizational changall the participants in Cycle
1 and Cycle 2 had close working relationships an@ycle 2, some of them
knew each other long before joining the Company.

In Cycle 1, the samples of 10 managers were draem &2 manufacturing
company — the “I Manufacturing Company (IMC), ineédlahen, China which
hired around 600 employees. Its headquarters aeEdd in Hong Kong.
In Cycle 2, the sample was a group of 10 manageaw/rd from another
manufacturing Company (HMC) with several thousamgleyees. Same as
the IMC, the plant of HMC was in Shenzhen and é@acoffice was in Hong
Kong.

The sampling method is one of purposive samplinthe sample selected
were those who meet the requirements stated abuwl/@ence could generate
information needed for this research.

Due to the dropping out of some participants in tREA program, the
original sample of 8 had been reduced to.6. Thepmng out of the 2
participants affect little on the research resslak of the participants engaged
in their own project and affect other participangsoject little. Their
dropping out did created impact on the moral okotbarticipants. However,
this could provide me with data to analyse the ichpaf the factor —
“participants were acquaintened with each otherth@nAL program.

3.4

Research Strategy

The question | proposed for this study was bestem$ed through qualitative
research methodology.

97



3.4.1 EONECYEREEE )

As pointed out by Eiser (1998), qualitative reskais field-focused and
non-manipulative or naturalistic, allowing the rasser to study situations on
site and intact. The use of naturalistic inquinythis study allowed me to
focus on the set members’ varying reaction andpnétations of their learning
experiences. Furthermore, due to the very padicohture of qualitative
research, researchers “stress the socially comstiucature of reality, the
intimate relationship between the researcher anat whstudied” (Denzil &
Lincoln, 2000, p.8). This was applicable to myeras a set adviser, a
consultant as well as being a research in my study.

IR Action research (AR) method

Examination of the AR literature reveals that arpamtant part of its goals
were about change and improvement. (Corey, 19523;1Garr & Kemmis,

1986; Whitehead, 1989; Elliott, 1991; Atkin, 1993)This aligned well with

my epistemological position, job requirement, mypfpssional development
and the subject of research - AL.

W] Alignment with constructivist epistemology

My research strategy was action research, “a aectstist process set in a
social situation,” in which teacher’s beliefs ab&drning, their students, and
their conceptions of themselves as learners argcekpexamined, challenged,
and supported” (Bransford, Brown, & Cocking, 2044, 199) In this
Research, | play the triple role as trainer, actearning set facilitator and a
researcher. While | was involved as the researahdrobserver, | was also
actively involved with the participants either dwe ttrainer or as the set
facilitator. Due to this active involvement, | walle to connect my personal
thoughts and experiences with

<:84s] Alignment with the purpose of my professional develpment

“Action research is a cyclical process that invelentifying a general idea
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or problem, gathering related information, deveabgpian action plan,
implementing the plan, evaluating the results, stagting over with a revised
idea or problem”. (McKay, 1992, p.29) Elliott (1®9claims that action
research integrates teaching and teacher develapmeanrriculum

development and evaluation, research and philosapheflection, into a
unified conception of a reflective educational pice(p.54) These
description had vividly described my wish for magtimy professional
commitment, research requirement and my own prafeasdevelopment as a
management consultant.

<8 1s] Alignment with the purpose of this research

Somekh (1995) characterizes action research throemhparisons with
traditional research methods. First, action reseas are directly involved
in the situation undergoing study. The practitioresearcher identifies a
need for change. Secondly, action research firsditigectly incorporate into
the practice from which they emerged.

What Somekh described fit in well with what | exped! do in the Research.
| involve directly in the situation undergoing syuioly being the organizer, the
set advisor, the trainer and the evaluator of thepfograms. Changes were
expected to fit in with the characteristics of trganization and the particular
context which the AL program conducted. Throughpthg and improving
the AL program arranged, | expect to validate teeuamptions AL made and
might come up with a new theory in practice foramging in-house AL
programs in Chinese context.

<f:W206] Alignment with the ideal of AL

Action Learning requires one to apply knowledgeainvider social context.
It is therefore particularly suitable to use theige Research method. (Elliott,
1995) The ideal of Action Learning is to enabletiggpants to learn through
the action they take. It is the ideal of puttingarning into practice.
However, there are several assumptions underpinthisgwidely accepted
notion and AR is good for the purpose of validatihgse assumptions rather
than taking them for granted.
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In identifying and explaining inconsistencies betwe
aspiration and practice (...) it problematises the
assumptions and beliefs (theories) which tacitlgerpin
practice in classrooms. It involves teachers pracess

of generating and testing new forms of action &alising
their aspirations, and thereby enables them tonstnoact
the theories which guide their practice.

(Elliott, 1995)

Besides, action learning needs to engage in anmofatarning of the second
order” as described by Revans:

Exactly as managerial learning is a social exchammge
which managers learn with and from each other dutte
diagnosis and treatment of real problems (and dppiies)

I, so may teachers of management learn togetheh wi
either managers or other teachers.

This can be done by tackling the design, introdunti
conduct and review of Action Learning programmes lay
regularly meeting in sets intended from the outset
monitor what is going on in the substantive aatgitof the
managers at work on the real-life problems and
opportunities. _This may be seen as Action Learpinte
second order, or Action Learning to improve Action
Learning, rather than, say, patient care or factosts.
(Revans 1998, p.12) (Underline by me)

S :B2Ls1 Alignment with the purpose of this Research

The intention of this Research is to explore theywa improve the
effectiveness of in-house action learning programhigh potential Chinese
management staff. As there is no “best approad¢haation learning and
literature on arranging in-house AL program is rarg@esearch methodology
which could help to point out not only what worksdadoesn't work, but also
why it worked and why it didn’t work is even moraportant.
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This Research aims at exploring the impact of cdntd factors in the action
learning process of the set members. In ordereteal the impact of the
contextual factors towards the learning procesthaba more effective action
learning programs could be arranged, | would expeeeral cycles of review
and adjustment will be required and AR could be thest effective
methodology to enable me to do it.

Another of my consideration was that the prograns weounded the set
member’s learning in their action. Fully revealithg interplay between the
organizational factors and the AL program is neddeatder that the learning
result could be analyzed in the full richness @f dinganizational context. To
achieve this objective, a naturalistic approaateismed to be more desirable.

My third consideration was that the AL program rexbtb be evaluated from
the viewpoint of the participants, the effectivenes$ a development program
is one that “done for them” rather than “done oenth.  This require that the
research methodology should fit in well with a depenental program which
emphasises less on the delivery of programmed ledy@ and more on the
individual participant’s evolving learning needs.

CMCH Action Research (AR)

There are a number of definitions available foraactesearch. Kemmis and
McTaggart defined it as “a form of collective sedflective enquiry

undertaken by participants in social situations arder to improve the
rationality and justice of their own social or edtional practices, as well as
their understanding o these practices and the tgitg in which these

practices are carried out” (Kemmis & McTaggart 1988)

Action research is systematic. It “involves a seffective spiral of planning,
acting, observing, reflecting and replanning” (M&NI988, p.7)

According to Cohen & Manion (1994, p.186) and Kemsn8i McTaggart

(1988, p.22-25), AR should possess the followingrabteristics:

1. Action research is situational and focuses on imatedproblems. It
involves researchers in making a critical analydfisthe situations in
context.
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2. Action research is participatory and collaborativ&he researchers are
directly involved in the research process. Theyehtn learn to work
with teachers as peers. The researchers and teagitlework together
in part or all stages of the project. They commata frequently to
avoid any misconceptions.

3. Action research is self-evaluative. It is a systémlearning process
which develops through a spiral of planning, actimdpserving and
reflecting. The spiral allows researchers to builore refined plans for
action.

C:W/R Types of AR adopted for this Research

WPy Forms of AR

Newman (2000) presented a discussion of severaisfan which one might
conduct action research in the education contedtese forms include
narrative inquiry, more traditional “teacher resddy critical inquiry, case
studies, reflective practice and critical incidents

No one specific model is recommended and, ...they
have many similarities. An action researcher ghoul
adopt the models which suit his or her purpose rpst
adapt them to fit his or her purpose.

(Koshy, 2005, p.5)

Hart and Bond (1995) identify three primary focir f&R: education,
problem-solving, and performance improvement. tkerrhore, they
described four broad categories of AR: “experiment@rganizational,
professionalizing and empowering” (p. 152) providgedadapted overview of
their organizing framework for AR. It provides ancise framework with
which to consider action research projects in tfaetre setting. (Please refer
to Appendix 3A for the table of comparison)

The focus of my research is to improve my practicehelping the managers
to learn by using AL approach and it requires meengage in reflective

practice. However, my role as a consultant ofcifents also requires me not
to lost sight on the client’s requirement and thgaaizational change process.
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Training programs will be included in the AL progra However, they are
not the most important part of the AL program. Tdeal of AL, according to

Revans, is to enable the participants to learn feaich other and to facilitate
the “Q’ing” of those “P” (programmed knowledge).

The ultimate objective of my research is to imprtwe design of AL programs
and to enable the participants to lead changedin tiganization.. The type
of AR | adopted should therefore position as “ediocal” and be somewhat a
fusion of both the “organizational” and the “expeeintal”.

CR:MN Model of AR adopted for this Research

There are several model of AR such as Kemmis & Mgaat's(2000, p.595),
Elliot’s (1991, p.71) and O’Leary’s (2004, p.141)Each of the models has its
appealing side.

Elliot's model which includes reconnaissance —-faring and analysis —
within each stage of the action research suits angcplarly well. For Elliott
(1991) ‘Action initiates reflection’ (p.23). He qnasizes the recurrent
feature of ‘reconnaissance’ in the AR cycle whictvalves analysis and
reflection of the situation rather than merely fwting. However, he
regarded the purpose of reflection serves largetytdsk-oriented purposes.
He cautioned that although ‘the process of analigsian endless one, ...in
action research (it) must be interrupted for thieesaf action (p.74) In this
research, 1 am trying to apply AL in a context —hmuse, Chinese high
potential management staff, | expect there willsbene areas which will be
failed to implement. The duration of the Programmick will be affected by
the turmoil of business situations are also likedymake things difficult to
implement. An ability to keep abreast of the cleamgthe context and assess
the effect on the whole Program will be importamt &mending the original
plan.

The general idea should be allowed to shift.
Reconnaissance should involve analysis as wehlets f
finding and should constantly recur in the spirél o
activities, rather than occur only at the beginning
(Elliott, 1981 quoted by Frost, 1999 p. 97)
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Elliott’'s (1991) model aims at improving the quglibf action within a
situation through which “theory is generated andideéed through the
examination of practice by the practitioner ratligan being independently

applied.” (Leitch & Day, 2000)

Elliot’s action research model

[ Identifying
initial idea
+
Reconnaissance
(fact-finding and analysis)
8 General plan
o) Action steps 1 \
% < Act!on steps 2 Implement
S Action steps 3 action steps 1
© v
Monitor implementation
and effects
Reconnaissance
(explain any failure to > Revise general idea
> implement, and effects) i
Amendedl plan
Action steps 1
Action steps 2
<] Action steps 3
=
|_
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[&] Monitor implementation
5‘ and effects

Implement next
action steps

Reconnaissance
(explain any failure to

A\ 4

Revise general idea

> implement, and effects)

Amended plan

Action steps 1

Action steps 2

Action steps 3

Monitor implementation
and effects

v

Reconnaissance
(explain any failure to
implement, and effects)

Cycle Three
AL

R

Implement next
action steps

Koshy, V. (2005) Action Research for Improving Practice — A Practical Guide, Paul Chapman Publishing, London, p.6

Informed by Elliot's Model, | will engage in refleon after the step of
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“implement action step” and “monitor implementatiand effects”. 1 will

also engage in reflection of learning and the impaw my professional
practice and subsequent action. These 4 stepsedoranrecursive cycle
which | will iterate many times and will be exenfi@d further in Chapter 4
when | present the data.

3.4.6 RAREGYEES

cErdilcycer |

The first part of the research is the Cycle Onarofction research process on
my own practice of organizing an AL program — tih&BIA Program, for a
group of high potential Chinese management stafhe Cycle One actually
intends to be the “Phase one” of the IMBA Prograhicl consisted of two
Phases. Phase | required participants to solveidual problem while in
Phase I, a team problem with high complexity Wil arranged.  Due to the
high complexity of the problem in Phase II, it waspected that the ALs
requirement of providing a complex problem as aneg project could be
met. In Phase Il of IMBA, it was hoped to induceh@her degree of
involvement from the program participants in PhHse The termination of
the IMBA after Phase | enabled me to review the ehddised for designing
the IMBA and prepare a model of implementing ALgmam for high potential
Chinese management staff.

cE¥ cyee2 |

Cycle Two of my AR was concerned with implementthg revised model to
another group of high potential Chinese managenstatf. The data

gathered was subsequently analyzed to gather esadersupport or refute the
propositions generated through the Cycle One.

SN:WA Data collection procedure

<A Qualitative research approach
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Qualitative data will be the predominant sourcedata collected although
some quantitative data will also be collected.

The qualitative research approach “intended toaepl
important social phenomena by immersing in the
situation for extended periods. It intended todpice
information on a given setting in its full richneasd
complexity” (Slavin 1992, p.65). Not only was the
research descriptive, the data collected could 4=l u
to help building abstractions which could help #dre
understanding of the research theme.

(Quoted by Oei 1999)

Nature of data & constrains

Since action research takes place in the real wdHdre are practical

constraints on it. Occasions such as the outboéaksafety hazard, a major
quality issue raised by client’s key customer, dlao the plant and even the 08
world economic turmoil; all severely affect the gress of the Research. A
more formal research project would require the af@ns to be fitted around

it -- needing the managers to be available, oafareeting to be engaged in a
particular activity at a certain time, for instande contrast, this research
project had to be fit round the normal life of amqmany with all the attendant

interruptions. While this was frustrating, it meahat there was much less
distortion of normal work and business. The comstran the research could

also be regarded as a strength. Any actions amclugions that come out of

it are rooted not in the "hard high ground' of stifec, laboratory research, but

in the 'swampy lowlands' of the complex real orgational life and business

world (Schon, 1983).

Trustworthiness of qualitative methods
The issue of trustworthiness addresses whetheandsdindings are worth
paying attention to (Lincoln and Guba, 1985) anc tktandards of

trustworthiness developed for the traditional stfienparadigm do not easily
apply to qualitative research.
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Constructivists argue for quality criteria of tnwstthiness and authenticity
(Denzin & Lincoln, 1998), while Lincoln and Gubahw have been identified
as constructivists (Denzin & Lincoln, 1998), espouke use of credibility,
transferability, dependability and confirmabilityorf evaluating qualitative
research. Greenwood and Levin focus on the foligwinree criteria: (1)
workability, (2) making sense, and (3) transcontektredibility. (Greenwood
& Levin, 1998) In this research, the criteria ae@nwood and Levin will be
chosen due to their mentioning of “workability” —hether there is
improvement in the situation at hand, which israpartant objective for AR.

A criterion of “workability” was proposed in Greeoad and Levin's

Introduction to Action Research. They proposed tiftenate test of the
validity of knowledge created through AR is whetliee theories created
actually work — whether there is improvement in diteation at hand. The
workability of the knowledge created in this resbawill be presented in the
form of comparing the results of the AL program£icle 1 & Cycle 2.

Making sense is the primary tool for understandm@R. As a measure of
validity, making sense relates to the quality of thew knowledge created.
The method to ensure good “quality control” in ghrecess of creating new
knowledge will be discussed in the upcoming sectbfiinstrument of data
collection” and “Analysis of Data”.

Transcontextual credibility seeks an answer toiiseie of generalizability.
AR has often been discounted because of its sugposdility to produce
generalizable outcomes.

AR does not generalize through abstraction anddse

of history and context. Meanings created in on&ed
are examined for their credibility in another sttaa
through a conscious reflection on similarities and
differences between contextual features and héestbri
factors. (...) Based on the historical and contextual
analysis, AR judgments are made about the podgiboili
applying knowledge from one situation in another.
(Greenwood & Levin 1998, p.87)
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AR argues that findings from one study can be usefmaking meaning in
another situation as long as issues of contexthgstdry in the new situation
are analyzed to see how they might affect the tesulhe issue of
transcontextul credibility will therefore be addsgmimarily through the detail
description on the “contextual features and histriactors”.

eW:lrds] Data collection methods

Data were generated at different stages of tharelseand a multiple methods
to collect data were employed including questioresiinterviews, coaching,
meetings and observations. At most of the time, divthose methods were
used concurrently so that triangulation of dataadde achieved. The choice
of data collection were determined partly by thegoam plan and partly by
the effectiveness to collect the type of data eesir As the learners are
management staffs, the design of the research teemnsider the work
situation of managers. They are powerful and bugych may mean that
they do not want to fill in long questionnairessprend time on long in-depth
interviews; the concentrated interview may be théable data gathering
technique. Most of the interviews were recordedubiyng my mobile phone.
Some of the interviews were transcribed by an autsal person.

To ensure the data collected could be as accuradeckrse to reality as

possible, the multi-method approach known as tu&tgn in data collection

and evaluation was employed. Triangulation, byniteén, meant the use of
two or more methods of data collection in the stafljhe same phenomenon
(Cohen & Manion 1994, p.233; Wisersma 1995, p. 264¢ means employed
for triangulation included:

1. Expressions of the same person on the same isst@piorin different
times.

2. Expression of different person on the same issuepoc in different times.

3. The documents generated in the process such aseiteng record, e-mail
communications etc.

4. Observation made by the researcher

5. Comments given by critical friends
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SIWE Instruments of data collection

In both Cycle 1 & 2, | had been working with theoeporing organization for

more then 2 years. During my time at the two ozgtions, | had ample

opportunities to get in touch with both the top mgement and the
participants both formally and informally. Beingnmersed in the

organizational culture allowed me to gather mudtiplata that support my
theories (Jorgenson, 1989). It is not just the lwoation of different sources
and types of data, but the attempt to relate thHsah ¢an create the rick and
detailed description that interpretive researclnafits to convey. Richardson
(1998), who described this as crystallization, psmgu that could actually
render a multi-faceted, complex view of the topi¢.will describe the various

instruments of data collections and explain in wivay these multiple data
could support my theories.

3.4.8a

A major characteristic of qualitative research whprovide framework for
this study is “the self as an instrument” (Eisri398, p.33). In the role of
researcher, | was the primary instrument for datdlection. As an
instrument, it was my task to “engage the situatomnl make sense of it”
(Eisner, 1998, p.34)

During the research period, | documented data tiramnultiple lenses: my
own reflective journal; ethnographic observationdescriptions, and
interpretation of field notes and audio and videcording of participants’
engagement in various learning activities; analysml interpretation of
participants’ “talent profiles”, action plan, 18@gtee feedback and reactions
towards the feedbacks, comments to each other lamdeaction towards
others’ feedback. This triangulation, or crystation, of methods, “using
multiple perceptions to clarify meaning’, minimizethe possibility of
misinterpretations while it identified various wals which a situation was
perceived (Stake, 2000, p. 443)

| aware that my deep involvement with client orgation in AR study may
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hinder good research by introduce possible perdainaés in the conclusions.
My due role as a researcher and as a managemesultzmt sometimes did
lead to conflict of interests. | felt this partiady when | had to face the
dilemma of trying to push on to deliver somethingyway to meet the

expectation of the top management and hence maguatany own credibility

vs. meeting the emergent needs of the participahish informed me that

they had a lost feeling towards the Program.(asriesl in Section 5.2.2)

All observational studies...have built-in bias; the
challenge for investigators, editors, and readsrgoi
ferret these out and judge how they might havectdte
results. (Grimes & Schulz 2002)

To maintain myself as a valid instrument of datdlection, my prolonged
relationship with the participants had definitelglged me greatly. My
extensive exposure in the IMC and my spending of/ears with the
participants in the CFG Program enabled myself dogierceived as an
“insider”. To build up my neutral image, | tried tremain neutral in
discussion and avoid becoming the messenger oftdpe management.
Whenever some messages of top management need wwonweyed, |
generally ask the top management members to prediesttly to the
participants rather then by me. Furthermore, dedeto demonstrate a high
degree of integrity by informing the participants what | will do next and
deliver the promise | had made. My success intiddumy image of
representing the top management could be evidefromal my repeatedly
being invited to lunch with the participants in @&y, and their bold, negative
comment towards the top management at my presengetarviews (see
Appendix 61) and in meetings (though they will askeot to be voice
recorded). | could recalled in one meeting whee garticipant made a
negative comment towards the company, he madenalsig AH (the Director
of Operations Division) to alert him on my presencAH responded by
telling him that “No problem, this guy (myself)@® our side (I %)". My
friendship built up with AH worked favourably for emin diluting my
impression of representing the top management. all&be participants were
the subordinates of AH, his opinion towards me daigjnificantly affect how
| was being perceived.
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By and large, the fact that the IMC top managersenterest in developing
the OpD team rather then urgently driving for sansant “fix”; had provided
me with ample time and freedom to explore deepih@AL process. This is
really something of a privilege to me and is quitéerent from a traditional
role of an external management consultant | usgdaty However, with the
increasing emphasis of HR practitioners to takethg role of in-house
consultant in HR development, | think my experienoeld serve as a useful
guide to them.

<i8es] Participant Observation

The value of a qualitative investigation generattgides in the discovery of
human experiences as they are lived and percelysdlijects (Sandelowaski,
1986). Participant observation is both an ovespjproach to inquiry and a
data gathering method (Marshall & Rossman, 199%)js Thethod of data
collection requires first-hand involvement in tleeigl setting chosen for study.
Immersion in the setting allows the researcher ¢éarhsee and begin to
experience reality as the participants do. Der{2®78, p.183) notes that
participant observation is a comprehensive fieldategy in that it
“simultaneously combines document analysis, ineawimg of respondents and
informants, direct participation and observatiod arrospection”

Janesick (1998) asserts that it concerns “desoniptind explanation, and
whether or not a given explanation fits a givencdeson” (p.50). Rather
then seeking an absolute truth, participant observastrives to uncover
accurate and truthful findings based on the suivjeceality of day-to-day life
(Jorgenson, 1989). Participant observation, argitake (1998), represents
“a uniquely humanistic, interpretive approach” §) Yin (1994) proposed
that “another distinctive opportunity is the alyilib perceive reality from the
viewpoint of someone 'inside’ the case rather @veernal to it.” (p.88)

Because of the duel role of me serving both agptbgram organizer and the
set meeting facilitator, | decided that | shouldceorecord my delivery in the
training session. When | was immersed in the vwatetions, | would try to

experiencing the program as an insider by fullyagegl in experiencing the
setting under study while at the same time tryioguhderstand that setting
through personal experience, observations, andhtplkith other participants
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about what is happening. After that, | would Iiste the voice recording and
describing the program from an outsider’s pointiefv.

BN In-depth Interviews

In-depth interviewing is a common and often religgbn method of data
collection in qualitative research. Described @s cbnversation with a
purpose” (Kahn & Cannell, 1957, p.149), this Resleautilize an interview
format Patton (1990, p.280) refers to as the staiwkzd open-ended interview.
This interview format, as opposed to the informahwersational interview or
the general interview guide approach, “consista e&t of questions carefully
worded and arranged with the intention of takinghegespondent through the
same sequence and asking each respondent the sast®igs with essentially
the same words”. In-depth interviews were utilizeaycle 1, 2 and 3 of the
action research methodology used in this Research.

The standardized open-ended interview was seldotethree main reasons.
Firstly, it was important to minimize variation the questions posed to the
interviewees. Secondly, the times allowed for vitaw were tight and it was
necessary for me to use the time effectively. diiarthe numbers of
interviewees were plenty (12 in IMBA Program andid@FG Program) and
this format could be easier for making comparisdretween members.
However, in order to stimulate spontaneity, | adeptoosely controlled
process and would allow discussion on any issuegadealuring the interview
while not forgetting to return to the set question¥his approach worked well
for me as my time spent in the two organizationsoeraged the development
of trust with the project participants. We hadiaghd a certain degree of
relatedness that became important particularlyndumy in-depth interviews.

Formats

Interviews were “embedded” in different forms iretprocess of the Program.
It could be “embedded” in individual coaching, gpooaoaching, obtaining
feedback on individual performance and in presentdb senior management,
Interview “embedded” in different form enhance theaturalness” of the
interview and hence yield more genuine responsksould save the time of
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the busy respondents and their willingness to sieaton it.

Method of conducting in-depth interviews

All interviews were conducted face to face and mmstone-on-one basis.
As the researcher was also the designer and exeauthe Program, role

ambiguity might occur when asking the participatae/ards the program

arrangement. To ensure the objectivity of infolioratollected, the message
of “obtaining comment for the improvement of neté¢psof my action” were

emphasized from time to time. As most of the wmitaws were conducted for
the purpose of collecting feedback for the improgatmof the participants

themselves, the issue of power could be minimiz¥d.h

Furthermore, the comments from the program spotweards the program
arrangement were solicited from time to time.

As all the interviews were conducted by the redearcthe issue of
consistency within and across interviewees coulthimemized.

To reduce anxiety and to ensure genuine feedbauerviewees were

guaranteed the confidentiality of their identity.The interviews were

conducted in a private room. The interviews weoece® recorded only to

facilitate transcription. The recording would ordg kept by the researcher
and a copy of the record will be forwarded to timeiviewee. It was

guaranteed that the senior management would noé¢ l@@eess to those
recordings. In the interview process, they cowskl far turning off the digital

voice recorder as they wish.

Before | turned on the recorder, | would spelled @aumessage informing the
interviewee the purpose of recording was for myailetecording of the
messages communicated by the interviewee and thterdowill be made
confidential. For example, | had spelled out asags to the participant of
the CFG Program prior to the interview | conductedeach participants in
Apr and May 07, informing them the purpose of relaog and their freedom
to stop the recording at anytime they wish. Thé&eaecording will be
forwarded back to them and that the content will toeated strictly
confidential. (My full message said to the intemw# was placed in Appendix
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3B) Each time, the digital audio recorder wouldpleeced on top of the table
in front of the interviewees so that they couldntitroff easily anytime they
wished.

However, with the increase in acquaintance and trasg build up, | could

shorten my paragraph. However, | will still infortine interviewee and get
their permission of recording and they could tuffirtlee recorder anytime they
want. For example in an interview with KY on 7 D@t, | begin with this

statement before the interview:

December 7, | am with (KY). Same as the last tijus, tell
me whenever you want to turn off the recorder.
Source: Meeting on 7 Dec 07 - select learning pastn/

Transcription_KY 7 Dec (1)

Handling of interview data

The audio-tapes were transcribed verbatim and igdriby the interviewer
before analysis. Transcripts were coded in thagimal language, and only
relevant parts were translated to English for repgrin this Thesis. As the
language used in the interviews was my native laggu the issue of
translation would only be related to the preseatatf the quotes from the
interview and would, therefore, created little irmpan the result of analysis.

Two types of bias threaten this type of semi-strrexdd interview and inductive

analysis: description bias and interpretation blasminimize description bias,

| asked a local professional transcriber to trabscr interviews verbatim. |

verified the transcription by listening to the amdecording. As | spoke the
same language (i.e. Cantonese and Mandarin) astérgiewee, description

bias would be minimal. To minimize interpretatibias, | had presented the
data | collected from initial interviews and theOl@egree feedbacks (in Cycle
2) for interviewees to verify data.

Limitations of in-depth interview

Due to the environment, some of the audio recordiege conducted in
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restaurant, or in a large group or the tone of ldpgamake listening to the
exact wordings hard to recognize. This situatialh lead to possible lost of
valuable information.

Language is another possible bias. As all thervigeys were conducted
either in Cantonese or Putonghua (i.e. Mandarignsiating them into
English will likely lead to translation bias. Tihesearcher tried to avoid this
by doing the translation work himself so that hiWwledge on the interviewee
could make the translation more accurately refldet intention of the
interviewee. Certainly, this would add the risktbé researcher’s personal
bias by his subjective interpretation. To minimizanslation bias, | had
forwarded a piece of my translation extracted fram interview to a
professional translator (a retired Chinese Langu@ifjeer of the Hong Kong
Government) and asked her to give feedback to raer feedback indicated
that my translation was up to standard and apam Bome minor grammatical
mistakes; the original meaning of the speaker heehlessentially retained.
The feedback from this professional translator hadn placed in Appendix
3C,

Periodic interview with the participants on their project

3.4.8d
progress

Interview with the program participants usually gathe form of individual
coaching. There were around 12 interviews of flog that had been voice
recorded.

| aware that my triple roles might hinder me froaollecting genuine opinions
from participants if | directly ask them questioms the feeling towards the
program or what kinds of suggestions they couldegmwe. Besides, my
experiences in Cycle 1 told me that these typesgjugfstion could not be
answered easily. Instead, | will collect data lois aspect during the periodic
interviews with the participants on their projeobgress.

<EE:E criticalincidenss

Critical incidents are brief written reports conggil by the target learners
about their experience of learning in the programhrough describing events
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that are recalled vividly and easily, events thataf particular significance to
the students could be identified. The criticalidents questionnaire (CIQ)
used in Cycle 1 was modelled after Brookfield (1984t had been modified
after consulting the critical friends’ opinions. h& CIQ was mainly used after
some key interventions in the Program.

In Cycle 2, CIQ had not been used but had beeracegdl by questions built
into the interview which aimed at capturing morerspaal feelings and
opinions.

3.4.8f

In this Research, | supplement participant obs@mwatand in-depth
interviewing with content analysis of documentsdued in the course of AL
arrangement. The review of documents is an unsivunethod, “one rich
in portraying the values and beliefs of particigaint the setting” (Marshall &
Rossman, 1995, p. 85)

In this Research, five major types of documentsweviewed:
B Participants’ bio data
B Action plans
B Reports
B Correspondence such as E-mails
B Post training questionnaire

Participants’ bio data

| will collect the background of the participants as to justify they are not
just Chinese but had been nurtured in a typicah&e cultural context. As
IMC is owned by a Chinese and an American, | willlect the organization

chart to see whom the participants will report tol asho are the workers of
the participants’ own department. That helps mmaie sure that the people
“surrounding” the participants in their natural waeam are Chinese.

Action Plans
This category of documents includes the propogalhe AL projects, and the
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related action plans generated. A standard forwed generally offered
either by the researcher of by the program sponsor.

In Cycle 2, the action plans for individual wersaincluded. Those action
plans were generated together with the participavite reference to the
findings in the Strength Finder” Test and the Talerofiles generated in the
individual coaching sessions.

Since identifying a specific area in the Programt lead to the participant’s
change would be difficult, | will rely on the alte&ations made by the
participants’ on their action plan after trainimgglividual and group coaching
sessions.

Reports

Various types of reports are generated in Cyclend 2 In Cycle 1, the
progress reports on their AL project were generdigdthe participants.
Some of the reports were also in audio format saaglthe Group Coaching
session in Cycle 1 and in the Forum of Cycle 2. T Piresentation slides
could also be a supplementary report format.

Correspondence

Mostly in the form of e-mail, the correspondencesvjule timely feedback

towards my work and responses of people in critieatients.

Post training questionnaire

Asserting that the primary purpose of AL is to depdeadership, Bowerman
& Peters (1999) admitted the meaningless of "sstiket” evaluation:

The typical "smile sheet" evaluation used for tiadal
training programs may provide a snhapshot of "haggsn
quotient”, but it flies in the face of the purpadea program
like Leadership in Action, where the primary purpas to
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develop leadership. Leadership is an ongoing agtivi
related directly to business outcomes and resules a
difficult to measure.

(Bowerman & Peters, 1999, p.131)

While post-training questionnaire will be usedwitl be supplemented by
open ended questions and whenever possible, iatenf individual.

The interview sessions, particularly the final mtew sessions, could help to
identify what effect, if any, the whole IMBA prograhad on the participants.
In the final interview, | included questions condag participants” attitudes
towards the effect of the IMBA had on enhancingrtbapability.

<fi¥:fs] My own research journal

| always keep a notebook with me when | attendvaigts in the Program. It
was an extremely useful method for me to jot dowaimpoints | could
recalled in some private discussions or after mgetenior management when
taking detail notes was not possible. The notelwas also a companion to
me when | need to take hours of travelling timeated from China. |
frequently make use of the travelling time to jotes and any thinking came
to my mind. As the two AL programs span a totabofears and activities
were not very frequent. Writing journals on a gdiasis was not really
needed.

<Zel] private discussions |

Occasions such as chatting after the formal prasent dining together in the

factory canteen, chatting on the journey whilerigkihe company coach beck
to Hong Kong etc. all could be valuable sourcenédrimation for this research.
However, note taking and voice recording would betpossible. In those

cases, the researcher could only jotted down wbaldcbe recalled in the

notebook.

CHENCI Meeting with senior management
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Interview with the management generally take thenfof meetings. There
were numerous meetings of this sort. Many meetingh senior
management touch on some sensitive issues and ognsearets and voice
recording were generally not welcomed. | triedtldesjot down important
points that had been discussed and resolved rigdntthe meeting.

<Ll Feedbacks from critical friends

| frequently engage in informal meeting with the WRnager. She know the
participants quite well and was an important “imi@nt” on “what’s going on
in the organization” and “what the set member loddl you”.

| will also solicit feedbacks from the Managing &stor in formal meetings.

KMl Methods of analysing data

An alternative to the scientific paradigm, which plhrasizes objective
knowledge, social constructionist espouses thdtkfawledge is subjective
knowledge and exists only through an individual cpption and the

interpretation of reality by the researcher” (Pe&yZuber-Skerritt, 1994,

p.353). Looking at cause-effect relationships agnimam members provides
insight into their logic.

<JERCEL Analytic procedures

Participant observation produce an understandingewiporal relationships
and could also contributes to the formulation oteipretive theories
(Jorgenson, 1989) and especially so when coupléd widepth interviews.
| will present a chronological report on key adias of the Cycle 1 AL
program in Chapter 4 and the Cycle 2 AL programChapter 6. The
underlying process and values of the participant$ their teams would be
illuminated in Chapter 5 & 7.

The chronologies follow the steps of AR which featlas planning, acting
and reflecting. Chronologies could provide a dethexamination of the AL
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sets’ movement through these stages of the AR psoaed further specify the
actions that occurred within each stages of AR. rotigh a thick description
of events in Chapter 4 & 6, it could provide thenteaxts of the experiences,
indicates the effect of the 4 contextual factonsd aeveal the actions that
defined the experience.

<ER: Analytic procedures |

The first step in the analysis was my listeningatbthe audio recordings.
Because of the wealth of data and the researclopeyp decided that all the
set meetings would be transcribed as well as @l ithdepth interviews.
Apart from that, | had also transcribed some ofrti@e important meetings.
| had hired a Chinese professional transcribeatoyaut the transcription. |
read each completed transcription a minimum of eéhtienes to become
familiar with the materials, making margin notasoabout points of interest.
| specifically noted dialogues about the “comradesadversity”, the 5
dimensions of the CRWB, the possible indicationtloé effects of the 4
contextual factors and the indication of the fumititng or “malfunctioning” of
the 5 key AL ingredients. After reading the tramstons for many times, |
noted the categories that arose repeatedly. Tpeated mentioning of any
category implied its level of significance and segtgd the content to which it
was essential to the understanding of “what’'s gaingjin the set (Jorgenson,
1989).

To interpret the transcription, | chose specifio@ions that clearly illustrate
a characteristic of above mentioned points of edger | looked for

perspectives, opinions or dialogues within the Alnfework that were
repeated throughout one transcript or across trgtscand selected the
guotations which captured a theme most outstangliagid meaningfully.

According to Cunningham (1993), “direct quotaticaare the basic source or
raw material for much of the qualitative measuretsien They reveal

respondents’ levels of emotion, the way they hangamized their thoughts,
their ideas, experiences and perceptions” (p.174)

The subjectivity threat and ways to minimize it
The deep involvement of researchers with clienapizations in AR might
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introduce personal biases in the research conclsgierancis 1991). This is
particularly true in situations involving a confliof interests. Kock (2003)
admitted that:

While deep personal involvement from the part of
the researcher has the potential to bias research
results, it is inherent in AR because it is impbkesi

for a researcher to both be in a detached position
and at the same time exert positive intervention on
the environment and subjects being studied.

(Kock, 2003, p.5)

Although Kock described this subjectivity threat‘esherent in AR”, | was in
luck to be able to stay at a greater distance ftben bias created by the
conflict of interest. One of the interpretatiom$es relevant in the context of
AR that rose out of the conflict of interest is tlexternalization” bias. It is
the kind of bias

Whereby an individual has difficulty assigning blam
for “negative” outcomes of his or her own actiona..t
himself, instead of trying to find ways to explaimose
“negative” outcomes based on factors that are eater
to him or her.

(Kock, 2003, p. 5)

In Cycle 1, the client organization — IMC, had givene a total freehand in
conducting the Program. There was virtually nounemment on me to
materialize some observable behavioural changem fthe participants.
Besides, | served as a retainer consultant in IM@€ray duties did not restrict
to organize the program. The pressure on me tovgpmy value” by
conducing a “successful” program was, thereforeimmal. In Cycle 2, | was
hired on organizing the CFG Program by the HMC. wkeleer, the top
management saw the Program as a kind of supptietoewly hired Director
of the Operations Division (OpD) and his managenteam, which composed
mainly of newly hired managers. The ultimate d=iables | need to produce
after running the program was just a report on@pd team’s functioning.
Throughout the Program, | maintained a close conication with the top
management and keep them informed on what's gomgmd the Forum
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enabled them to see the tangible result. The tapagement appreciated the
approach very much and had suggested me to orgammkar program for
another division of the Company. The free from lueden of proving the
value of the program and the free from the neegrtive some specific
problem had been fixed enable me to stay away fexternalization” bias.

<:Bele Evaluating the AL program organized in the two cyces

After each cycle

The three objectives Revans mentioned for AL are:

1. Make useful progress upon the treatment of some
problem or opportunity in the real world.

2. Give nominated managers (and many others within the
operational fields of the problems or opportunitees
which they will work) sufficient scope, variable tbu
sustained, to learn for themselves, and in the emyp
of colleagues, how best to approach ill-structured
challenges to which nobody can, at the outset, esigg
any satisfactory response.

3. Encourage teachers and others in management
development to perceive their missions afresh. yThe
should no longer try to teach managers anythingitabo
how to manage, but should see themselves as having
contrive, with senior managements, the conditiams i
which all managers, including those at the toprnea
with and from each other in the pursuit of theimeoon
and everyday duties.

Revans, R.W., ABC of Action Learning, Lemos & Crah898, London,

p.15-16

| will evaluate the AL program | organized in eaxytle against these three
objectives.

122



After two cycles

The subject of this research is action learning )(ALThere are great
variations on the way AL were offered. The lackafwidely recognized
practice on organizing AL and the lack of a rig@ounethod of evaluation on
the effectiveness gives challenges for me to omgaai“real” AL. According

to Spence (1998), there are three types of chakemng the action learning
methodology:

(1) concerns about its misinterpretation, (2) consebout
the methodology itself, and (3) questions about its
effectiveness.

(Spence 1998, On-line source)

After two cycles, the three types of challenges tmeed by Spence will be
served as part of the framework for evaluating macfice.

3.5

Ethics

In Cycle 1, the consent of the Managing Directousihg the IMBA program
as my PhD research material had been obtained raxggigon participants had
been informed on this. In order not to disclose tompany’s confidential
information, the name of the company will not bectbsed. Name of the
people will also be made anonymous and they coxfidess their wish of
withdrawal at anytime without affecting their paipiation in the Program. The
people’s name will be annotating with a combinatdétwo or three alphabets
assigned randomly and was NOT the true initiahefperson.

In Cycle 2, the consent of the Vice President deditnmediate supervisor of
the participants, the Director of Operations ha@érbebtained. Same as
Cycle 1, the participants had been informed on mgntion of using the data
as my PhD research material and name of all perswadved will also be
made anonymous.

In order to maintain the ethical standard of ncddeance my personal interest
through the research, all of my interaction witle tparticipants and the
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activities arranged had been approved by the gaatits’ immediate
supervisor or arranged strictly according to amoacplan formerly agreed by
the senior management. In doing so, it was enstinradall the activities |
arranged were of value to the companies.
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Chapter 4

Cycle 1 : IMBA Program

| am going to tell my first story of arranging arL Arogram — the IMBA

Program. | am going to give a narration on how#s started, proceed,
“dragged on” and ultimately suspended by relatihg events to a wider
organizational context. In order to “interpret whs going on” from the

point of view of those (including myself) actingdaimteracting in the problem
situation, | will incorporate the related person’s

understandings of, and beliefs about, his situation
intentions and goals,

choices and decisions;

acknowledgement of certain norms, principles, and
values in diagnosing, setting goals, and choosing
courses of action.

(Elliott, 1978)

My discourse will adopt Elliot's AR model. (Kosh3005)

4.1

Identifying initial idea

IS Background information

4.1.1.a

When | started my career as a management consultéme year 2004, | had
the opportunity to work for a company with a nartetég with the letter “I”.
In order not to disclose its true name, | call tbasnpany “I Manufacturing
Company” (IMC). The Company is not a big one. isla medium to small
size company with around 600 workers. The headeofif IMC is at Hong
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Kong and it has two factories in Shenzhen, Chidamainly produce plastic
and fabric baby care products, kitchen ware, swimgngoggles for clients in
the US and Europe. Her sales up to Oct 04 is artu8$15M.

BBNs] The Managing Director (MD)

The MD — Mr. RS was an American who had lived in K a long period of
time. At his mid-forties, he was the sort of exee who was very keen
with various management theories. His office hadjomd collection of
management books and he subscribed several manaigyeagazines.

SBRe wyoeinve

| played a multiple roles in the IMC. | reportededtly to the MD and |
needed to work closely with the HR Manager. | bbb been assigned many
ad hoc duties by the MD such as drafting a messagMC’s workers
regarding the Company’s donation to a country sklmdChina and | had
helped to prepare an IMC Ambassador Program whiokdiat promoting the
Company’'s image in front of the visiting customers.therefore regarded
myself as a part-time worker of IMC rather theraasexternal consultant who
came to IMC to work only on a project. This cotldther be proved by the
offering of a staff ID card and an electronic key rme for my access to
different locations of the Company

4.2

Reconnaissance (fact finding and analysis)

The business of the Company had been expanding.adéas are quite
overload with the operational duties. The IMBA gramme has been
designed as a coherent programme of managementopment which
intended to upgrade the 2nd tier supervisors antbgexrs (mostly local staff)
so that the department heads could focus morerategic management issues.
The second objective being that the Company haswaapportunity to split
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out a fraction of the business to form a JV wittmajor customer. That
requires an expansion of the existing executivee®r

4.3

General Plan and Action Steps

4.3.1 EeENEEINET

The general plan and action steps could best bensumized in a PowerPoint
presentation | prepared for entering the 2005 Hsweé in Training Award
organized by the Hong Kong Management Associatiorhe decision to use
the IMBA for entering the Award was made by the Midd he had
commissioned me and the GM to work out togethertlus presentation
content. The presentation was made by me and tetd@gether on a
morning in March 08.

Objectives

At the end of the Program, all the members should be able to:

Knowledge

» Pass the post-training assessment after each training.

Skills

» Completed both the individual project (6 mths) and group
project (6 mths) that meets the 6 Sigma standard.

» Both Projects should be able to make financial contribution
as specified in the Project Charter which had been
endorsed by the Board.

Attitude

» On-going evaluation by the Board on the progress report
made by the participants.

 Achieve satisfactory rating in the 360" appraisal on _
performance both on the performance in project leadership
and on the execution of normal duties.

Diagram 4A Obijectives of IMBA Program

Although not all the objectives could be rigidly aseired, some robust means
of measurement had been introduced. For exani@eproject result should
meet the 6 Sigma Standard which required the ingm@ant outcome to be
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measurable and whenever possible, in monetary terfgr other objectives,
means of measurement such as the management patigly was used to
achieve a more objective ways of measurement.

Phase | : Dec 04 — May 05

‘ /;‘e\‘r/ Learning contract
’ A&V Orientation + Talk with MD

cad their self-initiated project, D\
0, N =

— 2,
Individual 7Q Company <
‘ do differentl f , do differentl

Mentoring

* How to grevent
relapse?

* Where is the
roadblock?

* How to remove it?

+ What had been
learnt?

+ What to apply?
* Where to apply?

Creative Problem Solving

Technical training relates
to self-initiated project

Performance appraisal + Project evaluation

Diagram 4B Phase | of IMBA Program

Phase Il : May 05 — Dec 05

‘ Job Enrichment Plan ‘

’ Team building + Selection of team project (half year) ‘

’ Project empowerment ‘

Team project — ALL member carry out ONE single project assigned by the Co..

Business Planning & . Group

Decision Making Coachlng Mentorlng

Technical training relevant « What had been (by Board)
to project learnt? .
+ What to apply? o WhereI is Izge
Enhancing Relationship * Where to apply? roadblock? ”

with Deep Structure * How to remove it?

Communication

‘ Performance appraisal + Project evaluation ‘

Diagram 4C Phase Il of IMBA Program
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| had not put a label of an action learning dineath the program in order that
some more features could be added to it. | madenapare and contrast
table which had also been included in my presematvhich indicated the
“dissolving” of some of the concepts of AL such “ésarning the skills of

future”, “individual and organizational learningito it.

Visi
Is'on EEEEEEEEEEEEEER
Is not Is

Just individual training Also about organizational learning

Another training program Part of key business strategy to
earn competitive advantage.

A “basket” of training programs A strategy for managing transfer of
learning

Staff localization program Business localization program

Skill acquiring program Personal upgrading program

Executive team retention program Executive team expansion program

Building up reserve troops Training for a coming “battle”
Just for the trainees Also for the trainee’s manager.
Just on personal change Also for organizational change.

Diagram 4D Vision of IMBA Program p.123

The content in the PPT were not just for the sdk@esentation but genuinely
reflect what we (me and the GM) intended to do.thé&dligh we had not won
the Award of that year, (which usually won by bramne corporations and
the winner of that years went to the Hong Kong learg Hotel) the

involvement of the GM in producing the presentatioaterial enabled the
building up of a key success factors for AL thatnmavriters (Brassard 2002,
Kim 2003, Park 2004, Bong, Park & Park 2002, Bowamn& Peters 1999,
summarized in Appendix 1C) had mentioned — the mament’s support and
attention.

IR List of activities planned

In the same presentation, | had made a list otthedke planned activities
carried out or prepared to carry out in the IMBAgmam.
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Stage Strategy to manage transfer of learning

Select trainee carefully

Staff ownership

Involve trainee in program planning

Pre — ,
Align with Co’s strategic plan

Provide practice opportunities

Learn with objective

Performance standards clearly defined

Relevant to adult learning style.

Give individualized feedback

Trainee to create individual action plan.

During Senior management support.

Maximize attention

Support team learning

Support from immediate supervisor.

Training content relevant to individual needs.

Coach

Mentor

Follow-up
Buddies

Organizational change

(Detail on the elaboration of each of the point‘sinategy to manage transfer
of learning was displayed in Appendix 4A)
Table 4A List of IMBA activities

In the following description of the IMBA Programwbuld present the process
unfolded in form of key milestone activities/evebisanswering the McNiff’s
guestions. Certainly, it will be very clumsy tosarer all 13 questions each
time. | will re-group the questions under a fevadliegs and seek to answer
them as best as | could.
B Questions 1 & 2 are questions | always need to imeanind but not
need to answer them from time to time.
B Description of background, my action and happenin@uestion 3,
56
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B Reflection on action — Question 4, 9

B |earning & Impact on next step of on future profesal practice—
Question 7, 8, 11 and Question 10, 12, 13

McNiff, Lomax and Whitehead (2003) p. 175

iSeRel The presence of the 4 contextual factors in HMC

4.3 3a L

All the participants of the Program came from tlaeiaus departments of IMC.
All the participants were a natural work team wlaal fan inter-departmental
working relationship.

imeReies] Chinese cultural context

IMC operates a plant in Shenzhen in China whichieriity employing over
600 staff. Except for the MD, who is an Americafl,the management and
supervisory staff were either Hong Kong or localr@se. Although the MD
was an American, he had been living in Hong Kongafell over 20 years and
had been very adaptive to the Chinese culture.anltberefore safely claim
that IMC operates in a typical Chinese culturalteah

ZBCRefel The participants were high potential management sté

The same definition of high potential managemeatf stas defined as those
who had been identified as high potential by thertmnagement.

In a meeting with the GM and the HR Mgr, | requesget a list of the target
participants from the GM. There’s no difficultitess the GM to write down a
list of around 15 people whom he thought the Progsaould be targeted for
and he made an address that those people belotigss®that “the Company
cannot afford to lose.
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The Program was open to both self nomination amdimation by department
heads and was restricted to supervisory and mareagdevel. However, a
“target participants” list had been worked out bg GM and the HR Mgr. and
the consent of the MD on the list had been subsetyuebtained. On top of
those “public’ nominations, target participants tbe list will be approached
privately by the HR Manager if their name had neet received from the
public nomination channel. On top of this, therasva rigorous admittance
process which will be described in the followingctsen. With all these

rigorous procedures, all the participants coulddbscribed as high potential
staff of the IMC.

4.3.3d

All the participants belonged to different depamrsein the IMC. Four of

them (CP, LN, MY, PS) had been working in IMC foora then 2 years(some
of them well over 5 years) and hence, knew eaclraghite well. Although

some of them were new joiners, their close workiationship and their

belonging to the same company enabled me to maafeaclaim that they
were acquainted with each other.

4.4

Action steps 1: Recruitment of high potential managment staff
participants

The development of the first draft on the Prograad hot taken me a lot of
time. | made a one page Program outline and taibléat discussion in a
meeting with the MD, the director and the GM in aeting called the World
Class Steering Committee in which | served botraasember and as the
secretary. After that, | prepared the second dogftmaking considerable
amendments on the first version.

/WS Implementing action step 1

It was decided that we should open the applicationany worker at
supervisory level and had worked in the Companydoe year or above.
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Nomination from the department head is desirabtenbtia must so that some
capable workers who are not liked by the departmsedds could be
identified.

The design of the Program had been announced ito@dk department heads
in a Monthly Management Meeting. They had beeredgk communicate
the message to their fellow workers in their deparital meeting.

In a memo to all department heads inviting for nmation on 13 Sep 04.

The objectives of the IMBA had been stated as:

B To meet the future development need of IMC.

B To systematically upgrade the capability of tfdiér supervisors.

B To offer opportunities of growth and developmenttfee Company’s
loyal and good performing supervisors.

ViWi%8 Monitor implementation and effects

The initial response to the IMBA was not very ermlgtic. Only a few
nominations had been received. Actually, the GM haen worrying about
inadequate nomination when we discuss about thgrédro The HR Mgr
talked privately to those “targeted” candidatesutmlerstand their worry. It
turned out to be that most of the department héadsonly mentioned the
IMBA very briefly in their departmental meeting. dgt of the candidates
were not quite sure about the content and had miéstood it as just a series
of training programs. Although | had made mysd#dac in the Monthly
Management Meeting that the training programs il organized in office
hour (the Company used to arrange training prograftes office hour to
minimize disruption to production), not too manypddament heads had
mentioned this to their subordinates. After tadkiprivately with those
“targeted” candidates, the enrolment situation ingatoved a lot and a total of
12 candidates had been submitted their applications
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Business Development: RC, HW

Finance: LZ

HR and Admin (PRC) KY, CP, GY
Engineering dept: WL, MY

Quality Assurance LN

Production: PS

Purchasing: MZ

Injection: None (recommendation)
Production Material Control (PMC) Non® (recommendation)

(Initial of the members’ true name were used toceahtheir identity)
Table 4B List of IMBA participants

4.4.3 BRG]

The practice of inviting nomination through the degment heads had not
received good responses as expected. The departread’s inadequate
explanation and “internal marketing” could be oerason. Actually, the HR
manager told me that the department heads were wiliing to nominate
their staff to attend various short training pragsa With hindsight, it is not
hard to understand the department heads’ lacktbisiasm:

The program objective was suggested by the GM atended to help
relieving the department head’s workload by streeging their fellow
supervisor’s capability. However, this intention could easily be interpressd
the company’s move to replace the department heddsare mostly Hong
Kong people by local people who are much loweriary.

AL program like IMBA which was characterized by itdatively long duration,
project based learning methods, and high exposursehior management
could naturally be perceived as a program for fh&ute stars”. It could be a
roadblock if adequate and systematic developmemtsptlo not exist for the
nominee’s supervisor. On the other hand, it didicdate that in-house AL
program could naturally be perceived as a fasktmogram and hence likely
to create some kinds of career expectation amangdtticipants.
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Lacking the department head’s enthusiastic suppmutd also pose problem
for the learning of the members.

Learning & Impact on my professional practice and sbsequent

4.4.4

action

In case that systematic development practiceshrdepartment heads were
not in place, in-house AL programs could easilypbeceived as a threat to the
department heads. This could trigger political ssderations from the
nominee’s immediate supervisor. In the case ofif@, the program could
be perceived as prelude of the localization prograinich the department
heads (mostly composed of Hong Kong staff) coudd tiereatened.

| will consider starting similar kinds of program the department head level
before cascade down to a lower level or to invdlve target participants’
immediate supervisor in the design and planninghef program. It was
hoped that could trigger less political considemtifrom the immediate
supervisors of the participants. The impact oféheolment situation on the
later development of the Program had not beenbfeltne at that time. As
the nomination process had already been done, thaselittle | could do
further on this issue. However, the learning hd@drimed my practice in my
Cycle 2 research when | organized the Change fow@r Program in which
the involvement of the participants’ immediate sus®r had been made at a
very early stage and the effort to involve him wasa continuous basis.

4.5

Action steps : Screening of candidates

RSN Implementing action step

To ensure that the candidates could reveal thepalmaty of taking up a
leadership role in the AL Project, a mix of assessitools and formats were
employed. Each of the candidates needed to prepg@resentation on the
project they proposed in front of all other cantkdaand a panel composed of
me and the senior management members. An in-tesgsament was
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arranged to explore their potential for taking wpufe managerial duties.
The Group Interview was organized on 5 Nov 2004&ting to the run-down
detailed in Appendix 4B:

iBSWAl Monitor implementation and effects

The wish to secure a constant feedback from thcgmants actually came not
just from me but also from the MD. Shortly aftéretscreening of the
participants, the MD sent me an e-mail asking mehick out the thinking of
all the participants. In the e-mail he said “Weah¢o keep the momentum
going, so please let me know what else you neetbrde.

Subsequently, a one page design consist of 8 quedtiad been issued to the
participants. In order to free the opinion coliestprocess from suspicion,
the following statement had been place at the Imeggnof the questionnaire.

The objective of getting your feedback is for our
improvement of the IMBA Program and will NOT affect
your application whatever your answers are.

4.5.3 IRE{EsE

The feedbacks collected were not much. A constididaon the feedbacks of
some of the questions was:

1. Which part of the IMBA interest you most?

A. How do we make the bigger business?

B. Special coach

C. Share other colleague’s thinking

2. Which part of the last Friday’s activity (the
screening interview) you feel more satisfying?

Share other colleague’s thinking

3. Which part of the last Friday’s activity you fed less
satisfying?

| didn’t receive any info for changing the venuddoe
presentation
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Learning & Impact on my professional practice and sbsequent

4.5.4 .
action

The feedback, though few in number, did confirméé tlesign such as
individual coaching, sharing meeting were part die t attraction.

Interestingly enough, no one mentioned about thmdpnity of conducting a
project which they had proposed and felt worthydoing. It seemed to tell
me that learning by doing had not been an attnadbothe participants. The
attractions mentioned were characterized mainlythgyconcern of “taking”

rather then “giving”.

The feedbacks seemed to indicate many of the progesign were attractive
to the participants.

4.6

Action step: Confirmation of candidates

ZNHE Implementing action step

A total of 3 candidates had withdrawn their apgloma They were — LN,
MF, GY. The HR Mgr. talked with them individuallyut failed to persuade
them to change their mind. As the outward develapnprogram will be
started the next day, the MD insisted that all peopeded to sign the contract
prior to joining. | rushed to the factory and talikh them one by one. LN
and MF were still hesitated to join after the HR iMiget with them. MF’s
hesitation was mainly originated from his dissatisbn of not being raised in
salary in the past two years. On the day befazddmal embarkment of the
IMBA Program, | had a chance to travel from IMCke®fzhen Plant back to
Hong Kong together with the Business Developmenhdéa PL. He told
me that he had nominated three of his staff to loenIMBA. When we were
chatting on the progress of the IMBA, he was sggatito find that MF had
not yet signed the contract. He thought that M5 wagood staff and had
work very hard. He really thought the Company hatpaid MF fairly. He
made a phone call to the MD immediately and exge$ss opinion. After
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that, he told me the MD would talk to MF personaltythe issue. Two hours
later, the MD made a phone call to me telling mat thiF would join the
IMBA and he will participate in the next day’s tedmilding program

Another staff — LN, the Asst. Mgr. of the Qualityepartment, had not signed
the Contract. On discussing with the HR Mgr, | wail that LN was
hesitated on the value of the Program comparindy \ait external MBA
program. Besides, he was a bit unsure whetherohbkl spare the time on
top of the heavy work load. | met LN personallgatscussed on the issues
he worried about. | suggest him to “take a log&tfiand join the upcoming
Team Building Session. | told him that the costh&f Team Building Session
was not high and not needed to worry too much @ndbst to bear. He
agreed on it and had finally signed the Contract.

4.6.2 IRGE{EsE

Frankly, the need to “persuade” some targeted sta#nrol for the Program
was not something | had anticipated. | had nolameixperience of doing so.
My original thinking was that the key consideratmima staff when he decides
to join a training program or not was mainly on ttwurse content and the
time available. The experience revealed to me tiiate were many other
ramifications the participants will consider. g case,

For MF — to express his dissatisfaction towards dbmpensation package
offered by the company.

For LN — the concern of investing the time on soffeemal” educational
program instead which could grant some recognizetiemic qualification
which could be helpful to his career.

Learning & Impact on my professional practice and sbsequent

4.6.3

action

Despite the “marketing” effort | put in the recmaignt process, the political
issue could not be avoided. From a point of viug is an intervention on
the agreed procedure of recruiting high potentiahagement staff. On the
other hand, this kind of intervention could be relgal as an indication on the
top management’s view of using the Program as bftostaff retention and
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those who had been “persuaded” by the senior mamagfeto join the
Program could be regarded as really “high poténsiaiff.

This incident had also told me that senior manageérmencern more on the
people than just on the program content. Thisigspect that literature on
AL seldom mentioned.

With hindsight, | found myself had made a too o assumption that the
senior management had the same understanding oALtipepogram as what
they had been briefed.

All the happenings surfaced during the recruitm&age had also provoked
my thinking that progress of the individual page@nts is the key concern of
the program sponsors (i.e. the senior managemeiit)is had not been

mentioned too much in the literature on AL. Mofthe AL literatures focus

more on the result of the project.

The political intervention of senior managementha enrolment process had
also shed light on the organizational factors tWwatld be peculiar in an

in-house AL program. These sorts of factors had Ibeen discussed
extensively in the literature relating to AL.

4.7

Action step : Team building

Adams & Dixon (1997) recommended that:

In the future, at the onset of the Action Learnisgt
component of the programme, each group will bertake
through an outward bound/rope experience which will
help break individual barriers to change and buiid
trust level in the team.

(Adams & Dixon, 1997, p.137)

IS8l Monitor implementation and effects
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The embarkment of the IMBA Program was an outdaretbpmental team
building program arranged in Jan 2005. The Progashfor a whole day
and was conducted by a Chinese company speciahizaatdoor development
program. Bothe | and the HR Mgr. had taken pathenProgram. However,
| had not taken part in the activities and the aimg was also conducted by
the training company’s trainers.

The Team Building session was quite a success. ryleve of them was quite
excited. Post training interview with each of thembers indicated that they
had “learnt something”. They also felt that thedgtam had got them started
to “tuned in” and feel excited by the Program.

4.7.2 EaEiEsile)

The arrangement of an outward development progras well received by

the participants. In the debriefing session onsti@e day, the feeling on the
need of “thinking out of the box”, “willing to try"“breaking assumptions”,

“tearing down the walls of communication barrieegviieen departments” etc.
had generally been shared. Actually, the feedlvea& so positive that the
MD later told me to arrange all the supervisoryffsta attend the same

program.

Learning & Impact on my professional practice and sbsequent

4.7.3

action

It seems that the advice from Adams & Dixon (19®@s right. However, it
was hard for me to say for sure to what extendas wseful for the subsequent
action learning activities as many of the values plarticipants expressed in
the outward development program just mentioned n@doeen materialized.
The willingness to take up challenge had been puteaand the thinking out
of the box had become more of a play safe behaviour

The positive feedback of the participants was adgstarting for the IMBA.
Many of the learning the participants mentionedusthdoe of great value to
facilitate AL. | thought the participants wouldkéathose learning as guiding
principles when they engage in the AL project.
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4.8

Action step: Signing of undertaking

BB Implementing action step

Six staffs were finalized and they were asked ¢o si standard contract which
applied to staff sponsored by the Company to atexternal training program.
Due to the integrity issue in the labour marketGifina (a lot of workers
attended expensive training program and just dsappght after that), it's a
common practice in China to ask participants obmgany sponsored training
programs to sign an “undertaking”. The particigantere NOT really
required to pay the cost of the training right awayhe undertakings they
signed only required them to commit to continuekiry in the company for a
certain period (say, 1 year) after attending tlegm@m. In case they resigned
before the ending of this period, they will be reed to pay the sum in
pro-rata manner.

IS Monitor implementation and effects

When | discussed the issue with the HR Manager,came up with the
conclusion that an undertaking should still be styso that the participants
won’t have a feeling that they were the “favouredssand daughters” which
will cause an even greater suspicion from their ediate supervisor. As she
had a much deeper understanding on the people Wnhaecof IMC, | agree
with her on this.

4.8.3 IREEEIN
Apart from the administrative consideration of tie Manager, another of my
consideration was that the contract could increhser ownership feeling

which was desirable. However, my thinking mightvr®ng. In one of the
interview with the Industrial Engineer, | got somgortant feedback
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WW Do you have any concern on the contract?

MY The contract is no big deal fone. But I think if the projet
we work on can create value which are really medse
and is bigger than the 16,000(RMB), that sum shdd
waived. (explained in what way his project can tzealue
bigger than that sum)

Interviewee: MY Conducted by me (WW) on 19 Jar®®201200 —
1225 at IMC, Factory I, Block D, 2/F Mtg. Rm.

The comment of MY had pointed out the effect ofngig undertaking.
While | thought it was a common practice of the INM@d the participants
should not have any strong opinion towards thisad overlooked the issue
related to the Project. For an in-house progr&,project arranged will be
those issues and problems of the participants’ awganization. The
response of MY indicated that participants regarihedproject will “benefit”
the organization.

Learning & Impact on my professional practice and sbsequent

4.8.4

action

The reaction of MY towards the undertaking signingd highlighted an
unintended discovery — the participants’ reactmmards the project. This is
an issue that | found literature on AL had rarelgcdssed. It is hard to
estimate the impact of this mentality to the leagnand towards the Program.
A feeling of being treated unfairly could hurt tm@ral of the participants.

Anyway, there is little | could do about that. Redral action was not
possible as the action had already been taken.thdfarore, the signing of
undertaking was the company policy. | could harttigught of any strong
reason why the participants of the IMBA should teated differently.

The comment of MY provoked me to think about theagement of project
for in-house AL program. When | have the oppotiytd arrange in-house
AL program again in the future, | need to make sthvat signing of

undertaking will not be needed. If the signinguafiertaking is still needed,
every precaution needed to be made to ensure tifair deeling could be

minimized.
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4.9

Action steps: Determining individual projects

There were different types of projects to servéediint purposes.

Own job Other job
Own . , -
o Own job projects Internal exchange projects
organization
Other Technical expertise
o External exchanges
organization exchanges

(Garratt, 1997, p.27)

This matrix is clearly relates to Revans (1983)utfqrincipal exchange
options for designing action learning programmes’familiar problem in a
familiar setting, an unfamiliar problem in a farailisetting, a familiar problem
in an unfamiliar setting, an unfamiliar problem am unfamiliar setting.
(Revans, 1983)

Rl Implementing action step

In the IMBA program, | had made it quite clear Iretprogram design that the
participants are required to execute their proposAL meeting should not be

“talking shops”. This thinking was in line withahlexpectation of the IMC’s

senior management. | also thought that this as@aremt could raise the
sense of ownership of the participants.
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ige A Monitor implementation and effects

Member Project Title

CP To provide the new staff a remarkable working
environment

EW Cost down the fabric price through sourcing nfakeic
supplier

LN Product Safety Improvement

MZ Packaging Material Cost Reduction

MF Advanced Mould Management

PS Improvement of Bin Identification

RC Quote Process Improvement on Quote Time and
Accuracy

MY Minimization Plastic Part WIPs

Table 4C List of project titles of IMBA

(All the wordings were by the participants. | reado alternation on the grammatical

mistakes.) Detail explanation on the project olijest and team members are placed in

Appendix 4C

In order that the project could be managed in adstalized format, the Six
Sigma standard was used. This is good for staimlagd the project
management approach and to ensure the performeasgksrare measurable.
A briefing was provided by the IMC’s Quality Manaigm that.

4.9.3 IE(EsE

While some chose project that were relatively sampl execute (such as the
one initiated by PS& CP), most of the project ated by the members were
not belongs to complex problems. In an intervievithwone of the
participant — MF after he had convened the projeeeting, he made the
following comment:

WW:OK, up to this moment, had you encountered with any

kinds of difficulties?
MF : It had not been really executed at this moment and
couldn’t tell whether there are problem or not. tBu
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actually 1 could anticipate that (...) in [IMC] | daot

belong to that ranking (that has the authority tshp
forward my proposal). That means it will be impbksto

ask all to follow my instruction in this projectlIf | am the
General Manager, | could coerce everyone to fol{ow)

As long as | could ask those who are instrumemtahis
project to come over (to the meeting) (...), | thithiat's
sufficient at this stage.

Learning & Impact on my professional practice and sbsequent

49.4

action (a)

4.9.4a

The problems selected for their “own job project’Hhase | were a perfect fit
with the “6 points” requirements stated by Hick9dQ, p.48) mentioned in

Chapter 2:
1. All the problems are real problems and had beerorsed by senior
management.

2. The problems were raised by the participants themseand hence
should be meaningful to them.

3. The participants had provided a preliminary ideahonv to solve the
problem and made a presentation in the screensgjaseindicated that
they were confident in applying their knowledgeaipotential solution.

4. All the problems were within the participant’s oyumisdiction and their
accountability and therefore would not be too large

5. Most of the problems were complex (except for the mitiated by PS
which was more straight forward), relating to cestuction or efficiency
promotion which were affected by many variables am@ironmental
factors.

6. In order that the problems could be solved, almatisheed to convene a
group of staff from other functions to help exphgrithe problem and
gaining their commitment on the solutions proposed.

The projects initiated by the members were somgtperceived as useful and
were needed by the organization. In an interviewh wone of the
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participant — MF after he had convened the projeeeting, he made the
following comment:

MF: They asked me a lot of detail questions but | felt
that they are not the key questions. We had ajread
stated the need to do this in the meeting. Segpndl
this system had been with our Company
for ...whether people feel there is a need to add
anything to the system. Any good idea to risey(the
can just spell it out.). Basically, | think whagsv
their requirements are; they could be incorporatéa
this system.

WW : So it seems that it is a re-confirmation of the
value of this project. It also told me that yoie ar
highly confident toward the value of this project.

MF :  Exactly!

BV Refecion 6 eamng @)

The need to execute a project was not totally pezdeas natural for some of
the candidates. In an interview with one of thedidate — RC, he gave the
following comment:

When | first learn about the Program, | think tiet
very good. | felt that the Company is willing to
invest in the staff. At first | thought that we lwi
attend some training and then we will be free tolap
But now, we need to do a project. It seems that th
Company wants you to contribute the value that the
Company invested. It looked like a transaction. |
could understand this. But it is a little bit aalktive.
(Talk with RC on 14th Jan 2005 0800 — 0850 on tlay wo
attend the Outward Development Program for all A

participants.)

In-house AL program, unlike the external programneyally assign projects
related to internal organizational problems. Thgseblems were not
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unknown to the participants. It is therefore ram surprising to invoke such
kind of feeling among the participants. RC peredindoing a project as a
kind of “transaction”. This could be something tthreeded to address to
when organizing in-house AL program.

To what extend this feeling could hamper the maotivaof the participants
was unknown at that moment. Similar kinds of comtweere also limited to
one to two participants (RC & MY) only and | coulink of nothing | could
do to address this. However, | think | should p#gntion to this mentality
when organizing learning project for in-house Abgmam in the future.

4.10

Action steps 6: Self Initiated Training

/SO Implementing action step

The need to balance the learning expectation ofpiicipants and the
ideology of the AL theory, a “cocktail” approach svadopted in the IMBA
program. Three programmed training will be arrahgeProblem solving,
Six Sigma and Finance for Non-financial managers\lthough these
programmes were pre-determined and serve as a &frgidlabus, they were
more like a kind of tool box which intended to héhe participants to “digest”
and learn in the project context better. Furtheento fulfil the “elicitive”
nature of the AL syllabus, members were free tdiata training they felt
needed for conducting the project effectively.

The initial purpose of asking the participantsriiate a project by themselves
is to let them discover their inadequacies and theiate their training needs
SO as to prepare the greater challenge of the GRyopect. However, it
seems that all of the members are choosing anndreh they were more then
competent to handle. As a result, they may not &w need for self
improvement. That means it is only a “puzzle” rattiian a “problem”.

i024 Monitor implementation and effects
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Despite this, some participants were able to hadirttraining needs. When |
interviewed one of the participants — CP, who hatiated a better new staff
integration program as her project, had mentiormadesmore specific training
needs.

CP  When | am conducing questionnaire survey, firs
need to have good communication skills so as to
the full cooperation from others. You need
convince them and need to akk/our from otlers.
If you are not doing a good work on communicat
you might get a totally different result.

(...)

CP  As the project | am responsible is quite differizom
other people’s project, the target are people,re
might deal with more on machinery orv@onment
On the contrary, | need to handle different indizatt
and different people have different thinking sdihk
this (training need) is more important tome.

CP 31 May 2005, 1330 start, meeting room 2/F

(Please refer to Appendix 4F for the whole sectibthhe dialogue)

4.10.3 BaGE{EsEilely

Let the training needs to emerge rather then skxea curriculum is the
characteristic of the AL theory.

However, in the interview with the participantseyheither failed to state a
clear training need or were not able to associeeeed with the project they
were engaging in.

The training need expressed by CP sounded morehkkenormal training
need rather then elicited by the Project. In otherd, the “emerging”
character did not seem to happen. My assumpt@anttie training need will
“emerge” in face of the project did not seemedapgen.

Had the training need emerged already but failedaftured by me? Had |

took a too pedagogical view towards the issue? IHahfused training need
with learning needs?
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Learning & Impact on my professional practice and sibsequent

4.10.4
action

The approach of asking the participants to “nanheirtlearning need would
be feasible if the participants had gone througigerous mental process of
evaluating the knowledge the have and the knowleggeled to carry out the
project. However, this would give headache evenato expert, not to
mention the IMBA patrticipants.

The “semi-emergent” approach — mixing “programmetbwdedge” with
emergent training needs, adopted in the IMBA hatl axhieved a great
success and | think | will take an alternate apginda this issue.

If 1 had the opportunity to design an AL programr fbigh potential
management staff again, | think | would considekimg an explicit “theme”
(such as change management, change leadershidogtthle participants to
build up the knowledge gained from their action. alkihg the linkage
between learning and the project might be instruaidar achieving this.

4.11

Action steps 7: Individual coaching

ZBMBR Implementing action step

In order to maintain a communication with the gaptnts and to follow-up

with their project progress, an individual coachimgd been arranged with
each participant individually every two months. eTleontent generally
covers the following headings:

a. The project progress.

Any problems encountered.

What had been learnt?

The next steps.

Comments towards the program arrangement.

®ao0o
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iS4 Monitor implementation and effects

After several months of implementation, a majorliquancident had occurred
leading to massive rejection of a product by thetmmer. The Company
hired a quality expert as a consultant and he kads a tight accountability
system. After that, everyone had become very melfective. | had
interviewed MY during this period of time and hisnement toward the
Program had become even more negative.

MY As of the present situatioh am no longer qualifie
to continue with this Project. Not possibl
anymore. You want to make a change;the
Company won'’t allow you to make the change.
That means, the Company woballow any kinds ¢
change,you need to do things step by step,
need to do whatever you are being told, You ne:
adopt the criteria adopted by others. Ddmt to
change anything Now, WI (Work Instruction) i
needed for everything. The action of the wor
are being placed under tight contrdNo. one coul

ever attempt to change anything.

Interview MY on 30 May 05 on progress of his Seitiated Project
Please refer to Appendix 4G on the whole sectiah@ialogue

What MY decided to do is “not to change anythingHis decision is backed
with good reason. However, will learning still ipgm? This “action of not
taking action” had not been discussed in the Adréiture.

4.11 .3 BxEiEe Tely

The embedding of learning in taking action is tdeal of AL. However,
when AL becomes an in-house program, the learnitigji@e is likely to be
affected by the happenings in the organization.is Thight work for and
against the AL process. Will it lead to a trulytical reflection as what is
happening around the set member is not in a aigganization and not really
relate to oneself? In this case, the set membersat learning in a “glass
house” but a real milieu. Guidelines to handle Hieation need to be
explored further.
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Had MY been he engaging in true reflection on hi® @ction as he had truly
rethink the action plan he made beforehand or veasrtty making up some
excuses for not taking action so as to avoid faitur How could I tell which
reaction is better?

Learning & Impact on my professional practice and sbsequent

4.11.4 908
action

The remarkable difference between EW and MY inéidahe implementation
of the project proposal was by no means straighwdad. When the AL
program was organized in-house, participants wobh&le much more
ramification in the process of implementation. tkgt their careein peril
will be something would be something they leasttwardo. They will have
a sharp nose on the changing in organizationalatémvhich might render
their original proposal no longer worth doing orrtiiothe risk. Finding an
excuse of “wait and see” or to trim the scale woualat be difficult for
participants in in-house AL program.

If 1 had the opportunity to design an AL programr fbigh potential
management staff again, | think | would considerclear division of
accountability between me and the program spondahould made clear to
all that | should only be accountable for the |l@agrresult while the sponsor
of the program should be accountable for the bssimesult of the projects
conducted by the participants. This would makelifig an excuse to wait
and see or deciding to “take the action of notriglany action” less easy.

4.12

Action steps: The “LEAP” Meeting

/AR Implementing action step

As mentioned, the original plan was to have twosekan the IMBA. Phase
One would be individual projects and in Phase Tare big project with all
the members formed into one “set” will be arrangeAs advised by Kim
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(2003), Park (2004), Bong, Park & Park (2002) anmev&man & Peters (1999)
(Please see Appendix 1C) on the need to pay aitetdithe group dynamics, |
had arranged two sessions of 2 hour meeting fornieenbers to share
knowledge and report progress on their Project.o0SEhLEAP meetings,
which | called them, intended to serve somethikg the “set meeting” in AL.
All the members were gathered together to sharengrtitemselves the project
progress and aimed at enabling the process of §Q@&ach others to happen.
Due to the difficulties of arranging time availabier all, the first LEAP
meeting had became the last session.

iS4 Monitor implementation and effects

In the first LEAP meeting, the MD had made a slaoidress at the beginning
and then departed. | started by sharing withtedl participants a speech at
the graduation ceremony for the class of 2005 ofcéton U made by Steve
Jobs of Apple Computer. All of them felt greatlyomed by Steve Job’s
advice of living every day as if it was the lasydd our life.  After that, each
one would take turn to explain to all on their pjprogress and comment
from others had been invited. However, most ofghestions were technical
in nature and was mainly about the detail operatibthe project. Critical
guestionings from other participants were rare. erEwhen critical questions
did rise, they were mainly about the deficiencidstlme company and
dissatisfaction towards the administration. Theséical comments were
raised mainly by MF with some echo from MY. | wedb the MD and alert
him on the issue of moral. (See Appendix 4D)

4.12 . 3RGE(Es )

It seemed that the LEAP meeting failed to functike a set meeting where
the participants could become “comrades in adwérsihd practice critical

reflective behaviours in the meeting. Although tlegative attitude of MF
had not been widely shared, it did created somesirable feelings which |
could not be sure of the long term impact. Butill $hought it a good

attempt to maintain a good communication with ladl participants.
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Learning & Impact on my professional practice and sibsequent

4.12.4 8
action

My intention of enabling an exchange of knowledgel a@pinions towards
each other’s project had not been materialized.e Kind of “comrades in
adversity” group process had failed to happen. &tahanges of ideas were
superficial and mainly took the form of minor ckhats. Although | found
the LEAP meeting unable to serve the purpose Inded, my informal
communication with some of the participants didicated that they were
quite enjoying. However, my intention to arrang®ther session of LEAP
meeting could not be materialized due to the diffies to fix a schedule
convenient to all and the dropping out the MF and& Nould further
deteriorated the atmosphere when they meet.

4.13

Action steps : Group coaching

It was postulated that the problem for AL projebbusld be “a problem that
needs multiple perspectives for a solution that cepable of being
implemented”. (Hicks 2000 p.48) Horan (2007) répdr a similar
arrangement in an AL program and claimed a highachpeing created.

(...) business leaders were asked to question arltbiche
the team's feedback to create deeper thinking asdilgy
shift the business idea to another level. (...) Thestions

to this particular team were highly thought-provaki(...)
the team and everyone on the program - in hindsigiaw
this incident as one of the more powerful learning
experiences in the ILD.

(Horan, 2007)

BN Implementing action step

To broaden the perspective of the participantsiaifCoaching was arranged
on 23 Sep 09 from 1000 — 1200. The coaching packlding the MD, the
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finance controller, the non-executive director, tHR Mgr., and me. The
composition of the Panel aimed at helping the piadnts to get the feedback
from a multiple perspective so as to enable thema¢quire multiple
approaches for viewing the problems related ta hrijects.

The coaching took the form of video conference. rti€lpants made a
presentation on their project progress in the fgcto China and the Panel
communicate with them through video conferencdifess.

iS4 Monitor implementation and effects

The Panel members had been briefed by me on theogeirof the Group
Coaching and each of them had been given an ei@iudarm (Appendix 4H)
to fill in towards the comments towards each membeilhese comments,
which will be expressed in the Group Coaching, wél consolidated by me
and forward back to each participant.

4.13.3 MG EeE ey

A post activity spot checking on the feeling of trapants towards the Group
Coaching had yield a less then satisfactory resiWhile some express the
session as moderately useful, some put forward ee mgtical comment
towards the session.

FromTo
8'54" 9'45"WW What's your opinion towards the group coaching?
MY "...ng....no specific opinion. In terms of t

Project, | think it is not very helpful..They are
just asking questions and demanding answe
rather than giving you advice They did not
help you to solve the problems. They are n
supplying you methods but just asking you t
do more and to expand the activities."

The “powerful learning experiences” described byadho(2007) had not been

mentioned. The reason could be found in MY’s owordv“They are just
asking questions and demanding answers rather ghamg you advice”.
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MY came to the Group Coaching session with an egpiea that the top
management could provide him with some “magic wand” solve his
problem.

Learning & Impact on my professional practice and sibsequent

4.13.4

action

The expression indicated that the critical questiexpressed by the panel had
not been very effective in stimulating critical fsekflection from the
participants. As the panel members were the bbskeoparticipants, their
guestions would only be perceived as a kind ofqunesing

On the other hand, it indicated that this kind fofir€eful critical reflection” by
the boss installed in an AL program might make geaticipants found
difficult to handle. Actually, Horan’s mentioningf the “powerful learning
experience” could only be concluded “in hindsightWhat actually happen
on the spot was that “within minutes of questionthg demeanour changed
and the team fell apart. The silence in the rooams palpable.” and “it took
weeks (for the team) to recover”. (Horan, 2007) altypical Chinese cultural
context, this kind of critical questioning by theds could be taken an
equivalence to “death sentence” and hence neee toahdle with extreme
care.

It seems that the inclination of the top manageneutive for business result
may not be perceived as a motivator for the pgaitis. The comments,
while well intended and aim at creating a “deepémnking and possibly shift

the business idea to another level” (Horan, 200ight not be able to take as
learning experience for the participants. As aigis of similar nature such

as the final presentation were planned, criticatsjoning raised by senior
management should be coupled with more supportiwedidfacks and

explanation on the intention of provoking membershink deeper need to be
emphasized more explicitly.

4.14

Critical event: Drop out of members & drag on of the program
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After around three months of program running, twenmbers expressed their
wishes to withdraw. | met with them individuallg €xplore the reasons.
LN was quite determined to quit due to heavy wodd. MY’s reasons were
that he didn't think his project could be succdsafithere were too many
uncontrollable factors in it. Secondly, he thoublg project could not add
too many values to the Company. Thirdly, he fedtttthe IMBA was inferior
in value when compared to those technical trainingppendix 4D provides a
detail extract from the mail | sent to RS after theeting and had explained to
him the reason for their wish to withdraw. Howeuwre worst was yet to
come.

The outbreak of a major quality problem of a prdadiec the company’s key
customer had turned the whole company upside doviverybody had
become extremely busy. An external consultant lhaeén hired and
re-structuring of the organization had been laudché'he support from the
MD had been dropped to a minimum. | got no defimhswer from him or
from the GM on whether the key project for Phas®,Twhich was about the
IMBA members delegated with the responsibility taka a turnaround for the
Company’s Factory Two.

4.14 .1 gaEiEsile

Actually, the participants had the perception tihat team should work like a
“mini-company” as it had incorporated members fribrla major departments.
This is also the intention of the senior managenagrihe very beginning as
they wish that the team could become the managetaant for the spin out
SBU in Phase 2. That's why when some members domut from the

IMBA, some members expressed a feeling that thgr&ne could no longer
serve its original purpose.

Comparing with the beginning, | feel a lower moaald lacks
feelings. Some members had withdrawn and some narinat
serious when attending training program. ...With sheink in

the group size, it no longer looks like a group.heiie are not
adequate representative from each department. tNewve are
three workers from BD including me which account falf of

the group. It is not really a balanced teanThe Company
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always emphasis the engineering competence bug¢ ter no
representative from Engineering Dept.. | had deard about
that MY (Industrial Engineer) wish to drop out. tHat really
happen, there will be no representative from trgarezering side
at all. Needless to say, there are no people Qomaity. What
does it look like?

(Interview IMBA member —RC, A Translation from Canese—
some nonessential content had been skipped)

Although it had not been mentioned clearly in tHelkerature that members
recruited should have a fair representation ack@sgus functions in the
company, the expression of RC did described thecgeants’ expectation on
the chance to learn something about other functioBesides, if the project
problem should be interdepartmental, such an aeraegt could certainly
promote an atmosphere of getting the managersito feom each other.

4.15

Action steps : Final presentation of result

IS Implementing action step

A presentation of all the participants on theirjpcd achievement had been
arranged on 18 Aug 2006. The MD, the non-manaBimgctor and the HR
manager had presented in the meeting. A “comméeets had been
prepared by me for consolidating all the comments.

All the five “survivors” of IMBA — EW, MY, PS, CRRC, had take turn to use
20 min. to present their Individual Project arouhé following three main
titles:

(1) What you had done?
(2) What you had achieved?
(3) What you had learnt?

No guidance had been given by me on the way thegepit so that the way
they organize their content will become part of th&sessment on their
potential to proceed to Phase Il. A briefing hagbrb organized one week
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before to tell them on the 3 questions they neealltiress in the presentation
and to ensure they could have a correct understgrati all of the questions.
A score sheet had been prepared for the seniorgearents to fill in.

i isWw4 Monitor implementation and effects

The achievement of EW, MY and PS had been recodnlzg the top
management and their original business objectiveost saving had more or
less been achieved. CP, with her original targgbhd modified, had also
provided some interesting findings from her surveyhe work of RC was a
bit below the top management’s expectation butawerall comment of the
top management towards the performance of the nnalpel the results they
achieved was satisfactory.

W] Reflection & Learning

Up to this stage, the focus of the management badarticipants had been
totally focused on the project result. Despite aviiou had learnt” had been
included as one of the three questions the paaiitgoneeded to present, few
had provide useful points about it in their preagoh. The senior
management was also not keen to discuss with tiigipants about it. The
project and the learning had become two unreldtiag$.

Learning & Impact on my professional practice and sibsequent

action

The project and the learning being turned into twicelated things signified a
failure to achieve the core value of AL. It wabitlate for me to be able to
do anything that could significantly change theuaiton. Actually, | could
“smell” the decline in interest of the top manageatrend the possible threat of
the discontinuation of Phase II.
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4.16

Termination of the Program

The resignation of the GM shortly after the Fina¢dentation had caused a
suspension on the discussion for Phase Two. Thg pBoject” for Phase
Two, which was the original idea of the GM, washhkild. The new GM
who arrived three months later agreed to give sdmmeking to the
arrangement of Phase Two and the MD sent me a leteflaig me that the
new GM would make the final decision on this matteAfter almost 6
month’s total silence from the management, my sergobntract with the IMC
had been terminated without any reason given.

The impact on my research was that the abrupt temon of my contract
rendered me unable to conduct a detail concluditeyview with each of the
members. Despite this, what had been planned tm dghase | had been
done — the training programs had been organizedinitvidual project had
been more or less completed, the coaching had ¢m&lucted and the final
presentation to the top management had also begamieed. Although I
could not organize a final interview with all ofetlparticipants, their opinions
had been collected in the process which enabletbroenduct a good analysis
on the impact of the 4 contextual factors on thee¥ ingredients of AL from
the view of insiders.

The greatest disappointment about the droppindat® Il was the inability to
engage in the “dream project” — the participantamed up to make a
turnaround for Factory Two. However, given theibess situation of IMC
at that time, the capability of the participantga@&ed in Phase | and the team
composition of the “survivors”, it sounded less woging that the team could
handle the challenge of the “dream project” shdRltcase Il ever be carried
out.

| was in luck that | had been informed by the cdtasti company | work for
soon after the termination of the IMBA about thepogunity to arrange
program of similar nature. Armed with a better erstianding on the
challenge to run in-house AL program, applying km®wledge in another
context represents a kind of multiple iteration ethcould help to bring in a
greater degree of external validity on the invdaagiatterns observed.
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4.17

Summary for Chapter 4

With the organizing of the Final Presentation, Rhlasf IMBA was concluded.

If | adopted the business result and the satisfaadf organizational need as
the criteria for evaluating the successfulnesheflIMBA, the Program could

be claimed as fairly successful. However, readdrs had gone through this
Chapter could hardly agree with that. | will predeto analyze the data and
try to answer my research questions in the nexiteina
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Chapter 5

Reflection on Cycle 1 :

In the previous Chapter, | tried my best to aleyself and the readers that my
narrative is not the only possible truth by makarmgopen acknowledgement
of the social constructive nature of my own accast researcher. | tried to
include the context, the background history andatldience in the analysis of
the narration. | hope that could help to addresspart played by my own

contribution to the narration when | am taking parthe interaction with the

participants both as an interviewer, as a constjleand as a part-time worker
of the IMC.

It is my own professional practice that | wouldéeiko improve. As a
management consultant, my core competence is oraliigy to solve the
problem of the clients, in most cases, through igiiag learning solutions. 1,
therefore, would like to reflect on the AL as arleag solution as informed by
the discourse | made on the IMBA program and tovdea&t kinds of problems
will arise when organizing in-house for a group @hinese high potential
management staff by a consultant like me. Witls tkmowledge, | could
proceed to arrange a “better” AL program which,opé, to discover what
kinds of learning problems it could solve.

5.1

Was IMBA an AL program?

As stated in chapter 2:
In this Research, | will try to adhere to Revanstriula

and in the process of facilitating the AL, pay spkc
attention to make the three “objectives” achievable
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Adopting the lens of social constructivism, | awénat just by arranging the
AL program according to the “book” (in this caske twork of Revans and
other literatures) | could hardly make a safe cldéivat an AL program had
really been in place | will firstly ask myself —a& IMBA “really” an AL
program.

Rather then reflecting in action which | had undkeen as mentioned in the
previous Chapter, | will now try to reflect on tleoactions which | had taken,
in a more coherent manner, on the IMBA program wgleating what | had
done against Revans’ formula and the three obgestiv

To reiterate Revans’ equation:

L=P+Q

(Revans 1984 p.16)
Revans, R.W. (1984), The Sequence of Manageriahireg MCB University Press,
Bradford.,

The first question | would like to ask is “had #hliree objectives of AL
mentioned by Revans (1988, p.15-16) stated in @naptbeen ultimately
fulfilled in the case of IMBA Program?” It was #&jpthat Phase Il of IMBA
Program could not be continued. However, the PhagelMBA Program

had already provided a fertile ground for reviewthg application of the AL
Theory in a setting of a fast track program for raug of high potential
Chinese management staff.

Make useful progress upon the treatment of some phbdem or

5.1.1

opportunity in the real world

The accomplishment on this aspect was that mastegparticipants had made
useful progress on the problems in their real waitlkation. The problems
(which, actually, were “puzzles”) came from thelresrld and had been
recognized by top management as important and wasthursue a solution.

However, had | really make the “progress” “useftd the participants?
What kinds of progress were really “useful” to tfiemThey were the one
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who were responsible for conducting the Projectheylshould fully aware of
the “progress”. | think | had not made the “prag'eclearly be seen by the
participants. However, what | failed to do wasoulkd not shown to them
what they had “done differently” and how these hadrked differently” and
how these had helped them to improve and beconeéter Imanager.

Should the design of the AL program include somamsenhich could enable
the managers to know their “progress™? | thinls ltlae facilitator could take
up this role more proactively.

Give nominated managers sufficient scope, to learnfor

512 themselves, how best to approach ill-structured chignges to

which nobody can, at the outset, suggest any saastory

response.

The accomplishment on this aspect was that | hagys been working
closely with the senior management and got thgwpett in building up the
conditions in which the program participants colddrn from each other in
the pursuit of their common and everyday dutiesheylhad participated in
the selection of candidates. They had take pathéntraining on Problem
Solving. The Quality Mgr had served as the trameISix Sigma. They had
served as panel for giving feedback to participanttheir project progress.

My reflection on it was that the senior managenteat not, in the eyes of the
participants, learnt with them together. Partiniigawere sceptical towards
the willingness of the senior management to changeedback from the

participants after the Panel feedback on projecgmess indicated that

participants felt that the senior management wsisifierested in asking them
to do more. | think | had not done enough in hedphe senior management
to “perceive their missions afresh”. | had not mgdcovision to enable the

senior management to shift from a mentality of rigyi“to teach managers
anything about how to manage” to a mentality oaffe with and from each

other in the pursuit of their common and everydatyes”.

A possible way to address this is to make expi®trole of the participants to

advise the senior management on what they thinks#reor management
should change based on their learning from takictgpa of executing the
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solution they proposed for the project.

Management development practitioners not to teach anagers
SR anything but to contrive, with senior managements, the
conditions in which all managers learn with and fran each other

In arranging the IMBA, | had refrained from theeatipt topackthe Program
with seminars and workshop but had only arrangmitrg to provide them
“tools” to ask questions and solve problems. Tad caused the expectation
gap of some participants and could be the causkeaf withdrawn from the
IMBA.

The nominated managers had been given sufficieopesdo handle real
business problems. The problems most of themose were complex

problems but not too complex as the original intenwas to leave the real
highly complex problem — the solving of businessigem for Factory Two in

Phase Il of the IMBA Program.

The collaboration with the senior management haenbiequent on the
building up of favourable conditions “in which atlanagers learn with and
from each other.”

A reflection | could have on this aspect was tha participants, when
working on their own project, “the conditions in mh all managers learn with
and from each other” had not been fully functioningThe program
arrangement had failed to make all the membersntiesr the form of
“comrades in adversity” and the effort of building the team by the outward
development program had been wasted.

| thought that by adopting a group project approemiid be helpful to install
a better condition for the participants to leawnireach others.

5.2

Issues discovered in IMBA
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Although | could not conclude with convincing ewide that the IMBA was
effective or not, the process enabled me to discoweny issues that might
have contributed to the effectiveness of the pnogra

WMl \What is the “L” in IMBA?

In the interview with RC, CP & MY, all of them e)gssed that they didn’t feel
they had learnt much from the program. Althougboesed feeling on what
one had learnt could not be regarded as what aalyt or “actually” had

learnt, and Phase Il of the IMBA had been cancelldé lack of other
indicators of the learning handicapped me to suppwr refute their

conclusion.

Although what the IMBA had accomplished had somevdoanplied to the 3
principles, | could not safely concluded that Phiaséthe IMBA had been a
successful AL program. The reason being that thel&arning result of AL
program — the learning of AL — critical reflectiveorking behaviours could
not be clearly located.

Role conflict of me — drive for business result vdearning result

DL of the project

When | faced with the comment of MY on the situatiof the company, |
found myself placed in a difficult position to aglem to push forward with
the original plan which, according to him, will relittle chance of success or
to take a safe path by “doing something anyway’s aAconsultant, helping
the members to succeed is important. Besidesn't d@nt to put the career
of MY at peril.

el The “L” & action not closely related.
The embedding of learning in taking action is tdeal of AL. However,

when AL becomes an in-house program, the learnitigi@e is likely to be
affected by the happenings in the organization.
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Some members were a little bit hesitant and lesdanggic towards the
accomplishment of their Project. It was not timetytdid not have confidence
in themselves but towards the capability to supgortin an interview with
one of the participants — MY, after the first endment program — and
outward development program had been completesiide

“What you do need to align with the Company’s mofleperation. We had

tried many new things such as One Piece Flow, TPEWe had learnt all

those theories. TPEM had completed but it doesgetm to create a lot of
change.” He further commented that: “What | wansay is that, if the heads
do not have the concept, it will be impossible rgpiement the project as it
will touch on many other aspect of the company'&rapon” (Please see
Appendix 5A for the whole section of interview diglie)

Actually, what MY expressed was the “real proble@id this sort of

understanding of the “reason behind” could be measily surfaced in

in-house AL programs. Getting the support from tbp management by
understanding why they did not do so could be tlagomlearning point and

the process of solving it could be the most valeddéhrning experience of MY.
However, MY had failed to realize that and | hadefhto help him to realize
that.

WA \What one had learnt not explicit

In the interview with participants, the question“afhat you think you had
learnt” had always been included. Few had mentiahearly what they had
learnt and some even expressed that they had leathing at all. This
might due to the limited time allocated to Prograsrexpressed by CP.

WW: What do you think you had learnt up to this
moment in the IMBA Program?

CP: Not much feeling. Due to the time factor, may
be.

WW: What do you meant by the time factor?

CP: Five days (a week) and 8 hours aday. There’s
just no time to think about that. Just too busy.

WW: Spending too little time on the IMBA.
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CP: For example, | spent three days out of office last
week. There’s just no time to think about that.

However, | felt a much bigger reason was that thigpants felt they were
“contributing” rather then “gaining” — the commomtion of what learning
meant. The response of MF towards my questiorwtfat you had learnt”
could be a hind of that mentality.

WW Well, what do you think you had learnt up to
this moment since the emarkment at mid Apr.?

MF :  The company | previously worked for was
bigger then IMC. Their operating system in
their mould making workshop had been running
for more then 10 years. Actually, their
systems were evolving and look quite different
from what it was. Similarly, IMC also had its
own system. The key features look more or
less the same at a glance in different compat
The key are the detaill. The more precise
your application detail, the more advanced will
be your technology.

The ideal of AL — to help organizational changelddae perceived as “doing
favour for the company” when the AL program wasniang in-house. The
learning opportunity would be perceived as sometHin exchange” for it.
The mentioning of CP and MY on some training irvelet to the project could
be an indication.

Sl Want to learnt something new and practical

This could be evidenced firstly from the reasonmthdraw of LN when he
want to attend program which could gave him accesssome formal
gualification which would be helpful for this caree MY had express the

wish to attend some theoretical things to back bptwe was currently doing.

“| feel...that should be some kinds of programs lBgerations Management
for a company.”
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MY  Should be a bit more on the “what”. Actually |
basically know how to do. The most important is
the lacking of ...the falling short of some theoratic
things to do.

WW : What you feel is that you lack some theoretical
things to support your practice.

MY ...

(Please see Appendix 5B for the whole section tefrurew dialogue)

My conception that AL project could “prompt” therpeipants to “rethink”
what they had learnt and the “gap” they identifiedght make their
knowledge needed become “elicitive” and emergingniliseem to work.
The project they engaged in was only a “puzzidieathen a “problem” could
be one reason. They see themselves a totally dentpe doing what they
planned to do. CP’s expression on her learningl msecommunication and
interpersonal psychology indicated a separatiotheriearning need from the
project. MY see learning need as attending an MBAMBA where one
could get some “theoretical” things to “wrap up” atlone had already been
doing.

Sl No “recognized ignorance” raised related to solvinghe problem

The lack of “recognized ignorance” was evidenceohany of the participants’
comment that they had not learnt much. The redsprthis could be the
thinking that they know too well about the problamd the method to handle
it. For example, MF had expressed that “The kegtuies (of the mould
making workshop’s operation system) look more st lthe same at a glance
in different companies” (Please refer to sectich%bfor the full version of
MF’s speech)

What MF expressed that the company he previousiskedb for was much
bigger then IMC and the system had been runningnfare then 10 years and
hence quite perfect. His believe was that theingaystem was pretty much
alike. All that expressed by MF was his beliefttha was competent enough
to push forward his past experience in the IMC.mifir expression had been
made by MZ.
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You know my project is on packaging material. tHseen
in the printing industries for 3 years and | amteguamiliar
with the operations of a printing factory. (...) Fdetall
implementation and coordination work, | can handigself.
| hope that my project could bear fruit in a hadfay’s time.
Actually, there are not too much “do-different’nlgs in it
Interviewee: MZ  Conducted by William on 19 Jan 205, 1340 —
1400 at IMC, Factory |, Block D, 2/F Mtg. Rm

(Please see Appendix 5C for the full version of M&peech)

He saw his role in the project was about the “tezinissue” of pushing
forward his past successful experience and see “Hupport from
management” as a “roadblock” that he should ndiddé accountable.

The training needs expressed by CP were about Bagalysis and
interpersonal communication. The training needesged by MY was about
factory management. All these had little diredatienship with the project
they engaged in. For other members such as EWP&ndhey expressed no
training need at all. This could probably due leit awareness that they
need to sign undertaking for taking up traininggseans and party due to the
possibilities that the project they engaged welrgvathin their own capability.
However, another reason may relate to their thopkimat what should be done
in the project was something they knew too well.

WA Members as part of the problem

In an individual coaching with CP to discuss altbetprogress of their project,
| found she made little progress on it. | triedeiplore further when she
mentioned about the time factor:

CP: My feeling is that | have no time to do this and |
am not comfortable about that...that’s just like a
job leaving there.

WW: Just leaving there.

WW: So...what would you suggest to improve this
situation?
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CP: It’s real difficult to make a suggestion. Firstly
you could not leave the jobs on hand, right?
Can’t do that. (May be) to see weather | could
some of my private time, on Saturday or on
Sunday. (Furthermore) the mentor could give
me some proposal, a better proposal to help me to
solve this problem.

Individual coaching with CP on 31 May 2005, 1330

What CP had expressed was obviously a problemveryebusy executive.
A good management of time, setting the priority dvel disciplinary is

something that an executive need to do everydaye 3uggestion of a
solution by another person could help little. THedaviour of CP is clearly a
personal problem that she allowed it to affectghmgect progress. Similarly,
the emotional response of MF to mix his compensapackage with the
implementation of his project indicated an immatoedaviour.

Despite the rigorous selection process, the mentogght have problem in
themselves and RC'’s reflection could have somaridication about that:

“Actually, everyone have a fairly good idea on thée of

the game. However, after some time, and no one tak
the lead, or no great pressure was felt, the muithdie
down. Actually, we need to pull back all together,
continue with the direction of each, and not todath
running towards different direction. Some willtfédss
committed and this could have great effect. | fhHt
this group of people are not those who would en#rac
challenges.  Although some might say they Ilove
challenge, but | don’t think they belongs to thggee.”

The members may not demonstrate the kind of “delefabehaviour of

managers who are willing to take up challengery@mut new things or to take
the comment from others. They may be arrogant @oliical and bad at
time management. All these create great impadherway they handle the
project and how they learnt from the action théseta
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508 Downgrade the original problem, to become a puzzlen face of

organizational change

An issue relating to the selection of project sttih should be a problem rather
then a “puzzle”. However, there lacks a clear mdgfin of what could be
regard as a “problem” and what should be defined gwoblem”. Actually
all of the projects selected by the participantsldceither be treated as a
“problem” or a “puzzle”.

An interview with one of the participants shortlftea the Team Building
session indicated that the Project they selectesl ‘wazzles” rather then a
problem.

You know my project is on packaging material. & Hseen

in the printing industries for 3 years and | amteguamiliar
with the operations of a printing factory. (...)Whkemade
estimation on the savings the Project it could d@out, |
use a very conservative approach which is 1%. Hewaet
could be far bigger than that. Even 2% shouldb®ot big
problem (quoted some figures on the amount & % the
Company currently spend on the material)

Interviewee: MZ  Conducted by William on 19 Jan 205, 1340 —
1400 at IMC, Factory |, Block D, 2/F Mtg. Rm

MZ had also mentioned the strategies he had adeptadmaking the target
easier to achieve. As MZ was very experiencedhm printing industry,
“there are not too much “do-different” things iri. it Another participant —
MF also regarded there’s not too many things newhito in the project.
(Please refer to section 5.2.4 for the full verssdiMF’s speech):

MF's comment indicated that he had rich experiemcdhe company he
previously served. The Project could well becontfpuzzle” rather then a
“problem”.  On the other hand, MF's comment haad afseade me think about
the difference between “puzzle” and “problem”. \éhtonceptually the two
things were quite clear, it become much harderréavda clear line between
two of them in real world. What MF mentioned wdsacly about the
“application issue” of his previous experience imew context. Was it a
puzzle or a problem?
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Just like what EW had said, she had high confidehaethe target could be
achieved as she had similar experience before. cHallenge was just on
how to apply her past experience in the IMC’s besscontext.

SR Act within comfort zone. Choose a “sure win” courg of action.

The objective for arranging a project for AL is @éoable the participants to
face a challenging situation and hence to develbjgla motivation to rethink
by asking new questions. This should be achiewedchnosing a “real

problem” rather then a “puzzle”. The “problem” slem by MZ was about
the cost saving on packaging materials especidilyuta printed materials.
However, he had chosen a “sure win” way which df steuld normally

choose when facing a task delegated by the superitr state a “safe” target.

When | made estimation on the savings the Projexxiuild
bring about, | use a very conservative approacithvisi 1%.
However, it could be far bigger than that. Even 28uld
not be a big problem (quoted some figures on theusmn&
% the Company currently spend on the material)
Interviewee: MZ  Conducted by William on 19 Jan 205, 1340 —
1400 at IMC, Factory I, Block D, 2/F Mtg. Rm

The approach of MZ was not hard to understand aasl av“smart” way of

doing things in company. However, a “sure win"ge&tr would pose no

problem for MZ and was only a puzzle — how to “sf@m” his past experience
to the new context. All the answer would be kndwrMZ and what need to
be done were technical. Rethinking of past expegecould be reduced to
minimal as MZ had already weaved a good “safety foethimself.

Unlike many AL programs in which the project top@ad been pre-determined,
either by the sponsors or the client organizatiprpblems the IMBA

participants intended to solve were initiated bg tharticipants themselves.
My thinking was that this arrangement could faatkt the execution
effectiveness as the problem was something thgtdheipants really want to
improve.
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However, | found out that this arrangement, wheopéed in in-house AL
program such as the IMBA, could also resulted Trask oriented, “quick fix”

approach. The focus would be placed on the tasHdfitrather then on
learning. This effect could be multiplied by theture of those high-potential
management staff who was more eager to show thepalslity and to

minimize the potential failure which might creategative impact on their
career in the organization. This intention had nbediscussed by
Vince( 1996):

The need to feel competent, consistent, in con&od
comfortable for ourselves and with others sets anbtary
around our capacity to learn and change. This dauynis
built as a protection against anxiety and uncefgai
protection against the unfamiliar. Claxton's as@lyis
useful in explaining the ease with which individki@reate
learning environments as places for the reinforcencd
existing knowledge and experience (Learning ) eatthan
as opportunities for change (Learning II)

(Vince, 1996, p. 113 - 114)

This indicated in an interview with one the pagamts — EW on her progress
with her Project — cost cutting on fabric purchaselden she repeatedly
expressed that she had high confidence in achieiagtarget. (Please see
Appendix 5E)
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SWI0] Feel oneself doing extra and benefit the Company bn

In one of the interview with — MY, the Industrialngneer, | got some

important feedback

WW Do you have any concern on the contract?

MY

The contract is no big deal for me. Bt
think if the project we work on can cre
value which isreally measurable and is bigt
than the 16000, that sum should be wai
(explainedin what way his project can cre.
value bigger than that sum)

(Interviewee: MY Conducted by me on 19 Jan 20@9)01-
1225 at IMC, Factory I, Block D, 2/F Mtg. Rm.)

When a staff felt that he or she had already beerking hard enough on his
own job, an AL project would easily give them alifeg that the company is
trying to ask them to do more. If the training werranged “for free”, they
would think the efforts were “compensated” by thalue of the training.
This kinds of “bean counting” behaviour was evidmhin the expression of
MY. RC had also shared these kinds of feeling.

When | first learn about the Program, | think tiet
very good. | felt that the Company is willing to
invest in the staff. At first | thought that we lwi
attend some training and then we will be free tplap
But now, we need to do a project. It seems that th
Company wants you to contribute the value that the
Company invested. It looked like a transaction. |
could understand this. But it is a little bit aalktive.

Talk with RC on 14th Jan 2005 0800 — 0850 on thg wwaattend

the Outward Development Program for all the IMBA

participants.

This kind of thinking had seldom been reportedhe AL literature. This is
the sort of reaction which might only happen whbe AL program was

running in-house.

Although it is hard to estimtte impact of the thinking
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towards the effectiveness of the AL, it is certainbt the kind of attitude that
a program organizer like me or the program spordbe senior management
would like to see.

W KR Difficult to induce critical reflective working behaviour

In all the interview with the participants, almostf had pointed out the
problem they encountered were “not made here”.

WW Is it the project that cannot ate results thi
worries you?

MY  You know, | am not on a senior positiori.had
learnt quite enough on theories...

(Interviewee: MY Conducted by me on 19 Jan 20@B01- 1225.)

Some members were a little bit hesitant and lesdanggic towards the
accomplishment of their Project. It was not timetytdid not have confidence
in themselves but towards the capability to support For example, MY
mentioned that “if the heads do not have the candepwill be impossible to
implement the project as it will touch on many athepect of the company’s
operation.” (Please refer to Appendix 5F) Howeteis was exactly what a
good AL project should be. As Mezirow et al, (199@d point out the AL
project should NOT be “little ambiguity, where tbhas only one stakeholder”

Individual project failed to stimulate interest in “Q’ing” each

5.2.12

other

Various writers (Dixon, 1998; Dilworth,1998; Bras$a2002 ;Bong, Park &
Park,2002; Bowerman & Peters, 1999) had mentiohed ene of the key
success factors for AL was about solving problencivis important to all the
participants collaboratively and creatively withotlite reliance on expert.
(Please refer to Appendix 1C for detail )

In the group coaching sessions, questions raisedrtts each other relating to

their project were few. This could be due to thetfthat each participants
were responsible for a different project.
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Skl The action of “not to take any action”

MY  As of the present situation am no longer qualified -
continue with this Project. Not possible anymor
You want to make a change; the Company wot’
allow you to make the change. That means, tf
Company won't allow any kinds of changgmu neel
to do things step by step, you need to do whatgve
are being told, You eed to adopt the criteria adop
by others. Don't try to change anythingNow, WI
(Work Instruction) is needed for everything.
action of the workers are being placed under
control..No one could ever attempt to cha

anything.
(Interview MY on 30 May 05 on progress of his Selfiated Project)

The strong reasons given by MY had finally led i® thecision to shrink the
size of his project which was deviated from hisgoral intention. The

change in situation should provide a rich context an increasingly complex
environment which should be an excellent “problemMHowever, MY and

other members had chosen to stay away from it aet @he core of the
problem. It is not difficult to understand as neeowvould want to put their
career at peril in face of a perceived unfavourabdgnizational situation. It
is something that would happen only when the progma was running
in-house.

ISP} Drag on and more concerned about getting things den

Various writers (Inglis,1994; Dixon, 1998; Dilworti998; Brassard, 2002 ;
Bowerman & Peters, 1999) had mentioned that orteokey success factors
for AL was about the awareness of the equal impodaof learning and
solving the problem in the AL project (Please refeAppendix 1C for detail)

Many of the participants’ thinking were preoccupweith the action steps they
thought need to be taken which geminated in thest gxperience. This

could be revealed in the interview with CP who &edid that the inadequate
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orientation and caring given to the new staff weasreason leading to the new
staff turnover.

CP:
If we could provide a good environment to them,

they won't feel that they wish to quit. Is that
right? Through this survey, | could state the
new staff turnover problem is not due to the low
salary or lack of promotion opportunities as this
do not affect new statff.

WW : -
Then you have a problem, a potential issue. The

targets of your survey are those who had not g
If they said that they are not satisfied and yet ha
not quit, it illustrated that their dissatisfaction
with the existing arrangement had nothing to do
with their leaving. (...)

Individual coaching with CP on 31 May 2005,

(Please refer to Appendix 5D for the full versioh this

section of interview dialogue)

CP had clearly not thought through the problemrbteend had not been well
thought through with her problem solving objectivdt was a bit strange that
she had this problem after half a year’s time sisbe had presented her
project proposal. It seems that a preoccupatidh taking action rather then
thinking through the true nature of the problem.hisTcould be due to the fact
that they had already made a presentation to ghemtanagement and their
project proposal had been “endorsed”. If that he twill of the top
management to do this, why bother going througlhalltrouble of rethinking
which risk taking the trouble of giving additionakplanation to the top
management?

W is] Too eager to drive for delivering business result

Many examples of AL literature such as Kim’s, (2pBark’s, (2004); Bong,
Park & Park’s, (2002); Brassard’s, (2002); Bowerm&nPeters’, (1999)
advocated that the support from senior managensethiei key success factor
(KSF) for AL program. (Please refer to Appendix tb€ detail) The support
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from the top management of the IMC had been coatisas discussed in the
previous chapter. | recap on part of Table 2 fiitoe comparison of different
writers on the KSF or elements perceived as impotaAL

The MD had hand picked the participants. He hdetrtapart in all the
trainings. In the Group Coaching, the MD and oteenior members of
management had taken part to provide a multiplspsstive feedbacks to the
participants towards the progress of their projedthis satisfied Brassard
(2002) key success factor that “The organizatiomst senior management is
equally committed to the AL program as are theigigants and their learning
partners.” The organization of the presentatiothefprogress by the IMBA
participants with the MD and other Directors prdsen satisfied Park
(2004)'s recommendation of “holding a presentatainthe results of the
program with participation by the Chief Executive’However, a post event
interview with the members indicated that the kinfi$support” given by the
top management had not been really appreciated.

7'04"WW How does it affect you?

MY Not much. But in the previous meeting, they
(the group coaching panel) mentioned al
extending it to the whole factory.But that is no
possible.

WW | see. So you mean it is not possible to ex
the practice to other places.

MY 1t is not impossible. It is simply no one .
willing to do it. In IMC, there is no goc
planning. If they apply this practice, it w
cause them a lot of trouble. They need to
the production line.

8'54"WW What's your opinion towards the group coaching?

MY ...Ng....no specific opinion. In terms of the
Project, | think it is not very helpful.... They
are just asking questions and demating
answers rather than giving you advice They
did not help you to solve the problems. The
are not supplying you methods but just askin:
you to do more and to expand the activities.
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Lacking “tools” & authority to facilitate critical self reflective

5.2.16

behaviours

When MY had expressed his concern of the orgawizatiroadblock, | was

not unaware of his consistent pessimistic attitiogeard the company. When
CP & RC expressed their lack of time to get on \lighir project, | could point

out their weakness of lacking perseverance and pooe management.
However, all these seemed not to be part of thaileg objective of the IMBA.

Asking them to change themselves had NEVER bedundead in the program

objective of IMBA as well as many other AL prograchscumented by many
other practitioners in the AL literature. Like nyamwther AL programs

documented in the AL literature, the Program haenbevertly focus on the
project. Now | have a problem with the participaukehaviour and | am not
sure whether it is my problem due to poor facilator the problem of the AL
theory.

5917 Formal positioned as “fast track program” invited political

behaviours of joiners

The original intention of the GM to ask me to orgama “focused” training for
those whom “the company cannot afford to lose” pasitioned the IMBA as
a staff retention initiative. The decision of theead of the Business
Development to nominate MF was based on his fed¢hatythe performance
of MF should be recognized. The subsequent pamsuasade by the MD
directly to MF further indicated the management'ssiwto position the
program as a staff retention program. This moval&vaot be unrecognized
by the participants and MF had taken it as a chataceexpress his
dissatisfaction of not being raised in salary byading to refuse joining.
The impact on the effectiveness of AL by these &iofl political behaviours
could not be known for sure. However, AL beinghed into a political tool
for advancing one’s own interest should not be sbing healthy for the
progress of the program.

SRl Objective of learning not clear
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Like many other documented AL programs in literatdrcame across, a
formal learning objective for individuals was not must and not even
mentioned as one of the key successful factoréfor | reiterate those KSF
related to program objective mentioned in Tabldl 2f Chapter 2. For
example, Brassard (2002) mentioned the KSF of AltaSmeet specific
organizational needs”, Park (2004) mentioned “disfaing clear objective for
the program”.

In IMBA, project result had never been unclear. eddce the yearly staff
turnover by 5%”; “Cost down the fabric price 5-15%&ppendix 1C) and a
rigorous Six Sigma Standard had been applied. al wdividual learning
objectives had never been formally set up. | thihis could lead to the
“lost” feeling at a later stage of the Program atme difficulties for

participants to name any learning from the program.

59219 Nomination by department heads shrunk size of theedection
o pool

The preliminary request for nomination by departtmieeads had not been
very successful. The subsequent targeted inuitdtand actually limited to a
pool who had been perceived by top management gis potential only.
This had restricted the size of the pool and d$tafh some other departments
such as the PMC, Quality Assurance, Logisticscegtuald not be included.

S48l Members not “embrace” challenge

How could we tell who is high potential managemstaiff and who is not?
Most of the literature on AL covering this issueually mention about
nomination by the management. The method | empléyedentify the high
potential management staff were a combination ¢t boluntary nomination,
supervisor’s recommendation, peer group evaluatiod assessment tools.
However, when the Program dragged on at a latgesthe performance of
the members seemed not quite able to live up to éxpectations. When |
interviewed one of the members — RC, he gave kis win other members:
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RC (...) Some will felt less committed and this co
have great effect. 1 felt that this group of p&
are not those who would embrace challen
Although some might say they love challengdut
| don't think they belong to these type.

Interview with RC

The comment by RC that he felt that the participdsay they love challenge”
but he didn't felt the participants were those whaduld embrace challenges”
stimulated me to think about the selection procedspted. Will there be
some specific kinds of people who are more suitablearn by using the AL
method? Willingness or even eagerness to accepiabenge could be an
important attribute. On the other hands, our étimiselect the high potential
staff could be very successful but the AL learnimgthod could be the wrong
match for them.

The Project had been approved by senior managesnenthey should aware
that the result they produced will be put under gpet light. The fact that
they had become the “prince and princess” had mshgd them too far
beyond their limitation.

In had been mentioned in many of the literaturatesl to in-house AL
program, the candidates selection criteria were nijabased on the
supervisor’s nomination. It is the normal practifenviting nomination for
training programs designed for high flyers. Howewdele to the nature of the
AL program, there were many ramifications to coasidn the issues of
selecting candidates. This had not been discussddtail in the literatures
related to organizing in-house AL program. It sedhat further studies were
needed to provide a guideline on selecting thehttigcandidates for the
in-house AL program.

Dropping out of members and lack of group meetingsowered

5.2.21

moral

(Translation — some nonessential content had been
skipped) Comparing with the beginning, | feel a éow
moral and lacks feeling in it. Some members had
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withdrawn and some were not that serious when
attending training program. ...With the shrink ireth
group size, it no longer looks like a group. Thare

not adequate representative from each departméfaw
there are three workers from BD including me which
account for half of the group. It is not reallypalanced
team ..The Company always emphasis the engineering
competence but there are no representative from
Engineering Dept. | had also heard about that MY
(Industrial Engineer) wished to drop out. It thaally
happen, there will be no representative from the
engineering side at all. Needless to say, theeenar
people from Quality. What does it look like?

(Interview IMBA member — RC)

With the dropping out of LN at the beginning and Mibsequently and the
resignation of MZ, the number of participants haerp reduced from 8 to 5.
My original contention was that the reduced in nembf participants should
mattered little to the participants as they welevarking on their own project
and except for the occasional LEAP meeting, theglyameet in the IMBA
program. RC’s comment informed me that the impédhe dropping out of
members was not just a de facto issue but alsgehpkogical one. It seems
to point out the importance for the existence & tbomrades in adversity”
and the management of group dynamics.

Literature did mention the importance of managimgug dynamic properly
(Appendix 1C). Suggestion of Bowerman & Peters9@)9of arranging a
“familiarization process intended to make the "sp€rsonally comfortable
with one another” had been made available through X day outward
development program. However, the participant labthe group dynamic
on a broader scope which could include the attecelahe group composition
and the manner of the participants.

5.3

The existence of the 5 key ingredients of AL
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In the previous section, | had pointed out that WA did achieve the
objectives of AL to a great extent. However, thecdssions were mainly
around the arrangement of the AL, on *“what | hachaloonly. The
discussion on the issues | discovered indicatedMiBA was far from perfect.
Is it my problem or the problem of the AL? Had th&ey ingredients truly
existed in the mind and heart of the participants®ried to group those issues
together to see whether they were related to tkeysngredients, the “L” or
some other critical successful factors mentionedthgr writers.
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Role conflict of me — drive for business result vs.
learning result of the project

The "L The “L” & action not closely related.
What one had learnt not explicit
The P Want to learnt something new and practical
No “recognized ignorance” raised related to solving
the problem
Real problem Members as part of the problem
Downgrade the original problem, to become a
puzzle in face of organizational change
5 k ) Act within comfort zone. Choose a “sure win”
ey Implement solution _
ingred- course of action.
ients Feel oneself doing extra and benefit the Company
only
“Q’ing” each other Difficult to induce critical ridctive working
behaviour
Individual project failed to stimulate interest in
“Q’ing” each other
Take improved action The action of not to take aciyon
Drag on, more concerned about getting things dane
Senior mgt’s support , o _
. Too eager to drive for delivering business result
& commit- ment
. Lacking “tools” & authority to facilitate criticadelf
Facilitator ] ]
reflective behaviours
\oluntary Formal positioned as “fast track program” invited
*
Other participation political behaviours of joiners.
key Clear objective for S ]
success Objective of learning not clear.
the program
factors

Careful selection of
participants

Nomination by department heads shrank size of the
selection pool.

Members not “embrace” challenge

Group dynamics
properly managed

Dropping out of members and lack of group
meetings lowered moral.

Table 5A Issues discovered in IMBA relating to thes key ingredients and

some other key success factors of AL
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Viewing from the lens of social constructivism, bwd like to analyze the
existence of the 5 key ingredients in the Program.

5.3.1 BNz

The programmed knowledge — the problem solving slook, the finance for
non financial manger workshop had not created mualoe to induce a
rethinking of something the participants alreadpwn. The “learning from
each other” had rarely taken place among the mesnbén view of this, |
could say that the purpose of the “P” had not keftactively functioned in the
IMBA.

5.3.2 WGEERIelo] Ty

The discussion in the previous section indicateat fbroject most of the
participants engaged in could only be regardedes puzzle” rather then as a
“real problem” as most of the projects had a rightvrong answer and highly
technical in nature. The project on “quote efi@g improvement”
responsible by RC could really be regarded as lapredlem as it involved
many other departments and had no clearly defims@ver on the approach.
However, the fact that RC had made almost no pssgoe it and hence could
not be regarded that any AL had happened. Thexrefarould conclude that
what the members had engaged in the IMBAs indialdurojects could only
be classified as “real puzzles” rather than asl ‘peablems”.

SRR Need to implement own proposed solution

Some members were a little bit hesitant and lesdanggic towards the
effectiveness of their implementing their propossalution. (E.g. MY

mentioned past failure of the company in installimeyv system) It was not

that they did not have confidence in themselvestdwtards the capability to
support it.

SR/ “Q’ing” one another
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As mentioned, the questioning on each other’s ptdjad not happen in the
LEAP Meeting. This was partly due to the fact tlamich member was
responsible for a different project and each oreldecome the “expert” in his
own project.

5.3.5 RELCHO K il
Some had taken improved action on the original @sed action. For
example, PS had changed the material used foritadpéthe bins. However,

it was a mere technical decision. On the othedharost of the participants
had actually shrunk their original plan.
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Member Project Title Final result
CP To provide the new staff a Become a survey on the
remarkable working expectation of the new staff
environment
EW Cost down the fabric price Done according to plan
through sourcing more fabric
supplier
LN Product Safety Improvement Member dropped out.
MZ Packaging Material Cost Member resigned
Reduction
MF Advanced Mould Management | Member dropped out
PS Improvement of Bin Done with modification on
Identification the method originally
proposed.
RC Quote Process Improvement on | No progress
Quote Time and Accuracy
MY Minimization Plastic Part WIPs | Reduced to apply in a small
production line currently
under MY’s control.

Table 5B Results of the various IMBA AL projects

It is hard to say whether the shrunk of the origplan is an improvement. It
may be so if the true problem had been identified @ smaller scale project
could tackle the problem better. However, all deeision to shrink the plan
was not made in that way. Rather, the decision masle due to the
identification of a more complicating situation attte shrinking decision

represented a compromise to “do something anywaybrder to make a
presentable presentation to the top managementviewn of this, the action

could hardly be considered as an improved action.

Possible impact of the project result on my study

The inability of most of the participants to deliide project result could be
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hazardous to the Program should the Phase Il oPthgram be continued.
According to the original plan, the participantsulb be evaluated against
their suitability to proceed to Phase Il by refegrito their achievements in
Phase I. (Please refer to Section 4.3.1). As Phages suspended, the effect
on my study would be irrelevant.

Although the IMBA program was less then a succiss matter little in terms
of the search as it provided a sound basis foresearch in Cycle 2. The
possible impact of the 4 contextual factors spetletiat the beginning of this
research had been emerged with the IMBA implemiemtaprocess. The
preventive measures | adopted in Cycle 1 had next beorking very well and
in some cases (with hindsight), | had even faltgn the trap | had mentioned
in Chapter 1 (e.g. position the AL program as & feeck program for the
future stars). The IMBA program could provide add base for me to make
an improved effort to manage the influence fromsthgontextual factors in
Cycle 2. Therefore, Cycle 1 was exploratory irunaiand had enabled me to
formulate a new design to implement in order tolexgthese possible issues.
Although this cycle of “re-inventing the wheel” wast the norm in business
world, it vividly manifested the spirit of AR, asdWiff had put it:

Action research is open ended. It does not begih avfixed
hypothesis. It begins with an idea that you develbpe
research process is the developmental processllofiog
through the idea, seeing how it goes, and contiyual
checking whether it is in line with what you wish lhappen.
Seen in this way, action research is a form ofeedduation.
(McNiff, 2002, electronic resources)

Furthermore, the unit of analysis for this reseach the “L” and the 5 key
ingredients rather then those projects, the prajestlt matters little to my
study.

5.3.6 REEETCERE Il Elile]ly

In view of the above discussion, the IMBA couldrbgarded as a total failure

in terms of the effective functioning of the 5 kiegredients and in terms of
delivering the learning and project result. Whdeggestions on ways to
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prevent this from happening will be spelled ouSiction 5.5 of this Chapter,
a reflection will be conduct here with a hope toyide useful reference to
other practitioners.

5.3.6a LI

The past experience and knowledge of the partitspavere the most

important P in AL. However, enabling the particigato share and learn
from each other takes more then by just organiaisgt meeting. While the

LEAP meeting could help to build up team feeling &acilitate the sharing of

information, it could also be turned into a “talkop” and an occasion to share
negative information. The set meeting should Issane clear and specific
goals that require everyone to help achieving them.

SPefsrzl A real problem

While the project objective proposed by the IMBAtmapants were all clear
and real and very challenging, participants geheraéw it as a chance to
“re-apply” their much proven past experiences. yrheere all about
technical decisions and challenges. While one ccostill learnt from
applying technical knowledge, which is clearly tio¢ kinds of learning that
AL intends to bring about as there are always ragid wrong answers there.
It is therefore not surprising to find the partants always commented the
company had done something wrong and they felt t@myd not push a
“right” answer under a “wrong” organizational coxite

SPefsrEl Need to implement own proposed solution

| could recalled the enthusiastic atmosphere in fifg¢ meeting when all
participants present what kinds of changes theytwanmake in the
organization and how the top management had bepregsed. However,
bearing a baby is one thing and rearing it is qanether. My belief that
having the participants to rear their own baby #hdwe the best route to
install a sense of ownership among the participants hence guarantee high
motivation to make it a success might be flaw. ehgure the participants to
rear their own “baby”, a more disciplined way ndéedbe adopted in the AL
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guidance process.

FHd Qing’ oneanother |

The lacking of a common project should be the kegson leading to the
participants’ failure to demonstrate the “comradeaadversity” behaviours and
the CRWB. Besides, all the participants come ® $hme team seemed
lacked a competition feeling which could drive papants to ask more

critical questions. It seems that splitting peaple different teams working

on the same problem could promote the “Q’ing” psscketter.

FeHd Take improved action |

The shrink in scope of action, the action of nataice action, and the deferring
of action could hardly be classified as improvetioms. However, it is hard

to justify by a third party whether their action svappropriate. The fear of
failure had overridden the desire to take a daaictgpn. This could perhaps
be addressed by obtaining the top management'scgymiomise of openness
towards bold suggestion and accept “noble failurather then timorous

action.

5.4

Answering research questions

WM Purpose of the Study

The research aims to:

Explore how high potential Chinese managers who
are acquainted with each other practise critical
reflective working behaviours through an in-house
action learning programme.

This research aim had been met by my organizingAanprograms that
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adhered to the 5 key ingredients of AL as expoundauhly by Revans. The
participants were from the same organizations aackll Chinese managers
who had a close working relationship. They hadchldesnd picked by the top
management and regarded by top management as‘theseompany could
not afford to loss”. Although the IMBA was a faiy the process had
generated a rich source of information to indighte possible influence of the
4 contextual factors on the 5 key ingredients of AThe adoption of the AR
methodology enabled me to gain a comprehensiverstaaeling from the
participant’s perspective on “what'’s really happeyiiin the AL process which

| had a role to play. The prolonged duration @& plmograms (spanned a total
of almost 5 years) enabled me to collect a widgyeaof information which
greatly assisted my subsequent triangulation oh.dafhe adoption of the
CRWB provided me with a valid tool to measure thHesesvation on the
reflective behaviours of the participants. Allskesnabled me to make a safe
claim that my research aim had been met.

542 Sub-questions 1 — What critical reflective workingoehaviours do

participants exhibit during the AL programme?

In Cycle 1, the participants were handling theimgevoject and the “set” was
virtually non-existing. The “comrades in adversitfgim of group reflection
which intended for applying in “sets” would not &pplicable. The dropping
of the Phase Two of the IMBA program, which oridipantended to form the
outstanding performers of Phase One into one ssgjl¢éo tackle one business
problem, made the collection of this data impossiblBased on the project
progress meeting | conducted with the participdri$ed to locate any “trace”
of the CRWB. Among the 5 “survivors”, two of thgdS & EW) engaged in
projects which were purely technical (Sourcing feew fabric suppliers
locally for EW and labelling method for storage sifor PS) and hence not
really qualified as AL project. The remaining 3P, MY & RC, indicated
very little CRWB during the Project Progress Megén On the contrary,
many opposite behaviours of CRWB could be observéilie to the absence
of a “set”, the CRWB - “challenging group think” \be dropped.
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Types of CRWB

CP

MY

RC

Openness about

Admitting poor time
management.

Accept my comment to

Admitting lack
of drive.

mistakes
change the objective of
the survey
Critical vision Emphasis senior
sharing management support
Asking for feedback

Experimentation

Willing to try another

way to conduct survey

Table 5C Behaviours relating to different types of2RWB observed

Types of CRWB

CP

MY

RC

Behaviours opposite
to “Openness about
mistakes”

Attribute the drag on t
heavy work load.

O

Attribute drag on as
lack of intensive
drive from organizer.

Behaviours opposite
to “Critical vision
sharing”

Affected by compan
politics and not
willing to take an
active step to tackle
it.

Affected by group
dynamics

Behaviours opposite|
to “Asking for

No asking for my
feedback proactively.

No asking for my
feedback proactively

Feedback from
Group Coaching

No asking for my
feedback proactively.

feedback” perceived as being
pressurized by top
management
, _ Play safe. Adopt
Behaviours opposite _
. the action of not to
0
take action. Shrink

“Experimentation”

the project scope.

Table 5D Behaviours contrary to different types ofCRWB observed
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Sub-questions 2 —What are the advantages and disahtages of

5.4.3

running an AL programme in-house?

In Chapter 2, | had explored the potential impdct contextual factors. As
“in-house” context embrace the other 3 contexisilll explore the influence
of all 4 contexts below.

5.4.3a

Although some members such as MF, EW was obviogsaite optimistic
toward the possibility of pushing forward his prepbsome other participant,
notably MY, who had been with the Company for altiid® years, were less
optimistic. This could be revealed in one of theeiview | conducted with
him shortly after the embarkment of the IMBA.

MY The most important thing is able to apply atearning.

WW What do you think make it so difficult to apply liMC?

MY What you do need to align with the Companyode o
operation. We had tried many nekngs such as Ot
Piece Flow, TPEM. We had learnt all those thec
TPEM had completed but it doesiseem to create a |
of change. The machines are still poorly maintgi
There is not much change. One piece flow is better

WW Is it the projet that cannot create results that wor
you?

MY You know, | am not on a senior positiori.had learn
quite enough on theories...
Interviewee: MY Conducted by me on 19 Jan 20@®01- 1225
at IMC, Factory |, Block D, 2/F Mtg. Rm.

This comment could be very specific to in-house Atogram. In AL

program where the project assigned belongs to sother companies,
participants will perceive the assigned problenestitr However in in-house
AL program, their past experience toward the compeould affect their

attitude toward the Project.
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SI:8¢]s] High potential management staff as the participants

Some of the nine characteristics of high potenst&dff mentioned by
Gritzmacher (1989) seemed to match with the behavad the IMBA...

“...fast-trackers see their daily activities as figfi into a career pattern.”
(Gritzmacher, 1989). For example, LN, who dropped of the program at
the early stage repeatedly expressed that he wanvést the time on some
formal education program which could help him gasome formal

gualification and hence helpful to his career. #eo member, MY

expressed that he expected the IMBA should be dongetike an MBA

program.

A collection of high potential management staffhiritan organization project
an image of the program as a “fast track” prograuah the participants will be
perceived as the “future star” of the organizatioithis seemed to motivate
them to “play safe” and try out those action whiekre “success guaranteed”.
McCalland & Burnham (1976) concluded that the ‘itagional managers”
who are interested in power and influence are mwstessful.

The participants use their own way of interpreting “rule of the game” from
day one (as RC had put it). This led me to rekthabout the nature of
participants for the IMBA Program — high potentiganagement staff who had
a track record and had made widely recognized aplisihment. They
naturally have high confidence and good at (and leé®n) influencing others.

The way the participants construct the experientebang granted the
opportunity to join the Program could severely etfftheir perception on the
nature of the learning arrangement. When the Alg@m wasun in-house,

the way they define the situation could be quiteedent from running outside.
Powerful indication on the importance of learniegult seemed to be needed

Given the fact that reflection as the key for l&agnto happen, are high
potential management staff the right candidate ifehouse AL program?

The experience of running the IMBA informed me ttia&# answers could be
both yes and no.

High potential management staff being placed ihonse fast-track program
will naturally accentuate their self-confidence,king the effort to ask them to
engage in critical self-reflection difficult. Oiné other hand, they are the
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group of people most in need of acquiring the caipabof critical
self-reflection.

| think a possible way to address this dilemma o$ t© position the AL

program explicitly as a fast-track program for aigy of elites.

Another way to address the problem could possiklyfdund on the area of
engaging in reflection. While asking a succesgiuk-think his assumptions
could be a highly unwelcomed exercise, the mostessful executives would
admit he or she have both strength and weaknesshelging relationship

could be better build up by using the AL methoddmforce one’s strength
further and to improve or minimize the side effetbne’s weaknesses.

SY:Befel Chinese cultural context

The compliance culture had some effect in the mgetith the senior
management. In meeting with me, it doesn’'t seebeta problem. As each
participant had their own project, the requirem@ntommunicate with each
other was not a must. The original plan of hawfigparticipants to engage
in one project which will enable the close commatian to happen could not
be carried out due to the termination of the Pnogra

Siefs] Participants acquainted with each other

In Phase | of IMBA, the effect of familiarity witlother and hence more
in-depth communication and critical comment to eather had not been
obvious. Each of the participants had their owojgmt might weaken the
need to have intense communication with each mesnber

Sub-questions 3 — What issues are raised by the uska Revans’

5.4.4

model of action learning in a Chinese context?

It is a puzzle for me to conclude whether thosggets had really helped the
participants to thought “afresh about their uncamss assumptions” (Revans,
1998, p.21). On the contrary, | found some pgrénis had become even
more entrenched in their original assumptions.
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For example, MY decided that his project could pash further and that the
company won't be success in launch new systems.

RC felt that there are too many uncontrollable alslgs in his quote time
project and put a hold on his progress.

However, could | conclude that MY &RC had not thimkesh about his own
assumptions? They might have already done soustyiand concluded that
their assumptions were very correct. As a fa¢dital could not make a
judgment on it. One of the key ingredients of Ad “to take improved
actions”. By doing so, one could extend own cdpgland the knowledge
gained in the process could enabled a better utateliag of oneself and of
the problem. The “action of not to take actiontramstrated by MY, CP and
RC seemed to highlighted the dilemma of organiAhgrogram in-house.

Participants of in-house program had an advantddeeing able to have a
better understanding of the problem and a greatpalility to execute their
own proposed action. However, it is also theseaathges that could
sometimes become disadvantages. The “knowing &t motion about the

problem and the fear to face the possibility ofui@ and hence jeopardize
one’s career had deterred AL participants fromrigkbold actions. Taking
safe and mean steps could reduce the problem tmreea “puzzle” and the
project becomes a lump of day-to-day operationssteghese could only
diminish the benefits an in-house AL program caaffer.

The case seems to indicate that there are sonexrfaltdilemma” or “enemy
from within” exist in the AL theories which needeilbe resolved. | need to
pay attention to it when | engage in the Cycle #hef research.

Sub-questions 4 — What are the implications for destoping AL

5.4.5 . :
theory and practice in an in-house context?

| would like to answer this important by furtherebking it down into several
sub-titles with each one related to a key concéplo

Is there a thing call re-interpretation of past exgrience among

SR the participants?
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The “vehicle for individual change” is the projeamd the “ambassador” to
deliver the change is the set members. Revangdiated a great portrait on
the role of the set members:

Lasting behavioural change is more likely to follate
reinterpretation of past experiences than the admn of
fresh  knowledge...Such re-interpretations of past
experience, being necessarily subjective, compled a
ill-structured, are more likely to be intelligiblehrough
exchanges with other managers themselves anxidesno

by re-ordering their own perceptions than through
discussions with non-managers (including teachefs o
management) not exposed to real risk in responaitilen.
(Revans, 1998 p.9)

This proved to be a big assumption made by Revhat rmanagers are
“anxious to learn by re-ordering their own perceps than through
discussions with non-managers”. In the case of AVIB didn’'t seem to be
the case.

The participants are the experts of the problemthag should be. It is hard
for the facilitator to motivate critical self-refieon. The senior management
could actually play the role of stimulating refiect. However, participants
felt the comment from senior management were nigfile They felt that
the management was just interested in pushing tleedo the project rather
then rendering help.

A project could easily be regard as “just anothegjget” and be regard as
“good for the company” rather then good for themsgl On the other hand,
some participants felt the problem is organizaticarad originated from the
top management and they felt they could do littleu it.

But could the situation be improved by setting udiial change objective
also? By comparing against the change objectitlesr® set for him, more
factual data could be obtained and the degree qrrawement could be
suggested more easily. Furthermore it could fatdi an on-going
monitoring of progress and feedback could be gevet action plan could be
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made on an on-going basis.

SI:8s1s] What is the role of project in helping the participants to learn?

It doesn’t seem that the project helped to stineusatigh motivation to learn
among the participants. The arrangement of allgwime participants to
choose their own problem had enabled the partitspao execute their
proposal but had also limited their motivation w differently. The action
they proposed was “do differently” for the organiaa. There was not
enough data to indicate the new ways of doing tihgd changed the
behaviour of the participants.

Choosing of problem for the Project had rarely beescussed in the AL
literature. My experience of running the IMBA helme to conclude that the
issue of “Familiarity of the problem” could not teken too lightly. Whether
a problem is a familiar problem is critical for tiparticipants learning but
could be very difficult to determine. Familiarity the problem is a matter of
degree and depends a lot on the perception ofdhiipants. Participants of
in-house AL program will have high familiarity witlthe environment.
Intentions of senior management will supersedenttizidual’s thinking. He
is not free to take his own action and hence caooldeflect on his own action.
Cases like MY, CP indicate their action are affddig their superiors.

In IMBA, the problem met the criteria of particigarwant to do something,
and the problem were endorsed by the senior maragemHowever it

revealed that the participant will have a solutiormind when proposing the
problem. Itis therefore a puzzle rather thenablam.

The feedback of the participants towards the ProbBolving Training had
also indicated that they felt the tools dissemidatere too complicated. MF
use the analogy of “using cannon to kill a mosduitodescribe the problem
solving methods disseminated.

The IMBA experience also gave me a problem to éatla clear and obvious
linkage between personal learning and the projethe difficulties for the

IMBA patrticipants to identify what they thought theeed to learn could
indicate this problem. If the participants intefprthe situation as two
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different and un-related activities, the case ofBMtold me that the
participants would perceive the project is “justoter project” or an
“assignment” to justify the Company’s investmenthe Program. They just
want to get it done and get rid of it or to even“fiarget about it”. The
project is more like a home work to entertain theisr management. There
were virtually no connection between their indivatiWevelopment and the
project. The lack of motivation could easily tuhe facilitator’'s demand on
project progress as a kind of pressure.

On the other hand, had | been too dogmatic towardshe definition of
reflective practice in literature? Had reflection actually happened and
not noticed by me? Will the reflective practice ofthe Chinese high
potential management staff in AL program had a form different from

others?

SW:RsTe The result of the learning experiences

The AL approach emphasis the process of group @moldolving and the
experience gained from the challenge. Even th@qs®d action failed to
achieve the desired result, the participants chalc a lot to learn.

When the AL program ran in-house, the expectatiche participants and the
senior management affect the learning experieneedgeeat extend. MY felt
that the Company was “hopeless” when tight conivas imposed on any
alternation in the production process which rant@g to his intention to
make change. CP felt her project lost value wihenGompany put a halt to
hiring new staff. RC inclined to give up when loeiid there were too many
factors that could affect the quote accuracy weiteod his control.  All these
environmental factors should be perceived as éegtibund for the participants
and the dynamism of the situation differentiatecactearning from classroom
learning. However, the feeling of the participantaild not be dismissed.
A failure experience is not a good learning experee When the project is
about solving problem which is within one’s own iggliction, failure to
execute his proposal could mean a failure in his . To the participants,
learning is about progress and a step by step gsamfeproving to themselves
that their capability had been raised and theybembme a “better me”.  All
those failure experience could only get them tostmict a negative narrative
towards their learning experience.
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Most of the literature on AL depicts learning resag a kind of things that
exist out there. My experience of running an Abgram informed me that it
could also be perceived as a social constructedreeqre. A free-hand and
self-directed approach will be perceived by thdipigants as chaotic and lost
of control. Could individual change be placed in front of orgaizational
change? For in-house AL programs, participants othe program were
actually part of the organization and their changewill naturally lead to
organizational change.

5.5

What need to be done differently?

Based on the experience gained in Cycle 1, | thinked to pay attention to
the following issues when planning and conductimptiaer in-house AL
program for high potential Chinese staff. Certgiwhether all of these
issues need to be addressed and in what way tleelytade addressed should
all depends on the situation and the organizati@uwedtext in which the
program is conducted.

SRW M Putting individual in front of organizational change

Focus on the strength of the participants. Thsomething which Raven had
also mentioned:

---the emphasis is put upon the progress of the fel&iter
than upon his personal shortcomings or upon thegsses
of the dialectic in which he becomes caught up...
(Revans, 1980, p. 293)

Participants need to have a clear and highly iddiziized learning objective
and a set of learning material which could helprthe learn from their action
of achieving this learning objective

Revans was not object to programmed knowledge. t\Waa@mphasis is the
“Q” which follows “P’ (Programmed knowledge). Thieest learning
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material for a manager is his own action.

5.5.2

Need to provide provisions to enable critical refletion could

happen

As an AL coach, | feel a strong need of a powetdol to help me to help the
participants to reframe the question.

My reflections on four years (two + two) of workingth
the foremen at Williams Grand Prix are that the key
elements in the Action Learning were most probably:
courage, preparation and honesty.
Courage is required because it is undoubtedly reiffie It
is less scripted, more uncertain, which in the means that
the only way to know about it is to do it. Ther#él wever
be ...a 'right time'...a 'right group’, or your feelindully
prepared’. It's like a parachute jump - which nseah
course that you prepare as carefully as you can!
Preparation, | found, could be described in thiessps:
® starting -up and establishing the ground rules,
® finding an acceptable framework by which to run the
meetings,
® creating a record in sufficient detail that it abible used
by both the facilitator and the group as a reflectool.
(Giles, 1997, p.103)

The three points are exactly what | am not doingdgenough in Case 1.
advice of Giles, plus the reflection on experieanghe IMBA Program
provided a good reference for me to work out myjéa the next action

learning

program — the Change for Growth Program

The

My conclusion is that adopting an Action Learnimgpeach and the double
loop learning as the reflection strategy could lmeereffective in the reflection

process.

201



To emancipate the high potential managers from hisown

5.5.3

constrains

According to critical educators, emancipation randgem
expansion of one’s own perspectives and possdslitito
visible social transformation.

(Fenwick, 2003 p.625)

| found that there were lots of constrains a manage to face and most of
them were created by the managers themselves. LAprdgram should not
just focus on the “business issues” but should aksip the participants to
learn more about themselves. After all, a job i®la The experience |
gained from Cycle 1 was that running in-house AbdgPam could make the
set members felt that the AL Project is just anogjod. Several IMBA
members frequently utter that “It's my job anywa$f’'need to do it anyway”.
If the AL Project being treated as “just anothawject”, it will severely affect
the learning motivation of the set members. Wofgtll, they might feel that
they had been “tricked” by the company and thoulgat the company use the
Program to get them do extra work.

5.6

Summary for Chapter 5

Although many of the features of the IMBA Progrand dnatched the
characteristics of AL and project results had beehieved and the top
management was satisfied with it, | would stilldito conclude it as a failure
in terms of its inability to enable the participautd practice the CRWB. My
experience of interacting with the participantomfied me that they had not
been changed a lot. Despite this, the experiehceralucting the IMBA had
provided me with extremely valuable informationt had informed me that
the 5 key ingredients could not function effectyvbly just installing all those
“key successful factors” such as the “set meetitigg, voluntary participants,
the top management support, etc.. (Please refappendix 1C) | began to
take a more reserved attitude towards those “sacstwies” of AL that
adopted an 'anything goes stance’ (Weinstein, 2006)
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It highlighted the social constructive nature ofe tiAL process — that
knowledge about the IMBA arrangements | dissemthatethe participants
were “adaptive and active” rather than “static gagdsive” (Heylighen, 1993,
p.1). It had also posed a challenge for the Algmm organizer that they
should not just focusing all their efforts on chingsa problem for the AL
project but should also pay more attention to hbe participants actually
perceive it. Had they perceived it as a problencivis open-ended (Revans,
1980, p.292) and “no right answer” (Pedler, 1996) mlready existed.
Cycle 1 had also informed me about the challengenaifjust focus on
making sure that adequate responsibility had beésgdted to the participants
to implement their proposed solution, but also dablenake them believe that
there is value to implement it in an organizatioocahtext they perceived as
favourable and possibly, beneficial. Cycle 1 infed me on the difficulties
for me to resolving the internal dilemma of encagumg experimentation on
new course of action vs. the drive to run the peogon schedule and “just get
the job done”. Without all of the above happeniitgwill not be hard to
predict that critical reflective working behaviowrsuld be hard to emerge.
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Chapter 6

Cycle 2

Change for Growth (CFG) Program

Review of Cycle 1 equipped me with a better undeding the interplay of
contextual factors in arranging in-house AL progrdon high potential
management staff in Chinese cultural environmeng&hortly after the
discontinuation of the IMBA, | had the opportunity start arranging an AL
program for another company with a group of higheptal management
staff.

6.1

Identifying initial ideas and
incorporating the revise general ideas in Cycle 1

The extension of Cycle 2 of my research provided amether iteration
opportunity to test out my knowledge gained frongamizing the IMBA.
The research objective is to solve problems rajatinthe implementation of
AL under the influence of the 4 contextual factor3.he target participants of
this new organization were founded to possess fathe attributes of the
population of this research (described in Sectidn2j. As the objective of
AR are both solving problems and generating knogaedithin it, extension
of my study into another organization could evermph® strengthen the
external validity of the knowledge generated.

MW Background information
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In Sep 2006, | got an assignment from the Conguffiompany | work for , an
assignment to help designing a development prodpathe management staff
of a company which | call it Hong Kong Man CompaiiMC).(Not a real
name. Had checked in internet on 12 Jan 2010 anddf no existing
company had the same name)

After some management alignment workshops, whictook part in as
co-facilitator, the senior management decided tousothe effort on its
operation division, that is, the plant at Shenzhen.

They had hired a new Director of Operation — Mr. Akbund half a year ago.
There were a total of 9 managers reporting dirdotlyim (had expanded to 10
later). Many of his subordinates were new hired Aad good experience
and high academic qualifications. The Company higth expectations of
them and hoped that they could help to bring abbahges in the organization.
These 9 managers had been perceived as high pb&aff of the Company.

SMWA The presence of the 4 contextual factors in HMC

6.1 2a

The fact that the participants of the Program ware the department heads
of the Operations Division (OpD) and their repagtito the same immediate
supervisor — the Director of OpD clearly qualififte CFG Program as an
in-house or even as an in-division program. Ak tparticipants were a
natural work team who had a close inter-departnhemtaking relationship.
OpD was the biggest Division of the Company andladl participants were
peer level.

S 4s] Chinese cultural context

HMC is a manufacturing company of Hong Kong spéxiad in the
manufacturing of products relating to household g@edsonal care. The
Company had a history of over 30 years and is\afely owned company.
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HMC operated a plant in Shenzhen in China whichietuly employing over

6000 staff. Except for the President, who was ameAcan and some of the
highly technical and senior management staff whoewaternational (coming

from India, Singapore, America etc.), the vast mgjof the management and
supervisory staff were Hong Kong or local ChinesAlthough the President
was an American, he had been living in Hong Komnrgifell over 20 years and
had been very adaptive to the Chinese culture.

Obviously, HMC could be said as operating in a d¢gpiChinese cultural
context.

SR4e The participants were high potential management sth

The same definition of high potential managemeatf stsed in IMBA still
apply here — those who had been identified as Ipigtential by the top
management and had passed some kinds of screenimyjke the IMBA
Program, recruitment and screening process wereeatptired in the CFG
Program. However, as 7 of them (out of 10) werglypdired (many of them
less then 6 months), they had been screened goeous manner. Many of
the participants were occupying position newly tedaand they were
expected to help the Director, who was also newetyuited, to lead some key
changes in the organization.

Anyway, my experience of Cycle 1 informed me thdtera all those
“sophisticated” screening process, it was still timention of the top
management to make the ultimate decision of whergted to be included in
the “high potential” staff list (as in the case tbke joining of MF who had
“bypassed” all the screening procedures).

HMC wish to focus the resources on this team

The importance of this team could be evidenced fileenHMC's original plan
to develop all of it's executives to focus just tre Operation Division’s
managers. The consultant project was originaligeated for all of the
Company’s strategic business units (SBU). Afterithtial stage of strategic
alignment with all the SBUs, the top managementhedsto focus their
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resources on the most important SBU of the Companyhe Operations
Division (OpD). OpD was the Division that was respible the ultimate
delivery of the product and hired the most workerthe Company.

When interviewing the senior management of HMCythad, for several
times, mentioned that this group of executives wie key staff for the
Company. Actually, one of the participants — PKI lieeen promoted to a
more senior position in mid 2009. Several othatigpants had also been
mentioned by the Director of OpD that they had balesed in the list of to-be
promoted soon.

Newly joined with high academic and rich experiencéackground

Seven participants served in the Company for lleas bne year (Please refer
to Appendix 6A). Like many new staff, the needptove their value made
them more eager to deliver high performance ougma to make changes.
This could be evidenced in the comments they madée interview which
will be discussed in the subsequent section.

Team members possess high potential staff attribuse

They had also possessed one or several of whatn@wher (1989) (please
refer to Chapter 2) described as the nine key chematics of fast-trackers
including  (2) A broad-thinking style (3) Time-cgmiousness, (4)

Independence, (5) High commitment: & (9) Continngbrovement:

A broad-thinking style & High commitment

PK had indicated a visionary thinking and statesl rhission in a sense that
went well beyond his present job-bound parts.
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| think this Company will be more receptive to ngwngs

and more easy to engage in research and development
This is what | most want this Company to be able to
achieve.

(Interview PK, 30 Apr 07, Transcription row #33,)

Drive for continuous improvement & Independence

The most common attributes being the “continualrompment: a hunger to
challenge and improve whatever they are involved in

What | looking forward to is a more complete char(ge),

will there be anything that could be dispose of?ak#it
more simple and effective. As | had said, whenever
customer made a demand or the big boss had said
something, or want to get something, all the peoplebe
working on it.  Should we firstly think about theaessity

of do so? That's what | looking forward to — sim@nd
effective.

(Interview PF on 30 Apr 07 This conversation strtiaround 5min.

after the interview began.)

The interview with TC had also indicated his strodgsire for self
improvement

40 15:25TC From time to time, | want to listen to othe
comment towards me. feally want tc
upgrade myself further. Cos’ over the ¢
years of working life, ah... especially for 1
recent 4 to 5 years, | felt myself me
contribution more then to learn other thir
(...) That's why | had a feeling that | came
a stage of stagnah. | hope that throuc
this forum (program) | could fortify...

Interview TC on 2 May 07
Source: Data / Meet each 2 May / Transcription_Ti@a% 07
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Time consciousness

Another common attribute was the “Time-consciousnesdrive to achieve
the most as soon as possible; a drive to achiey@abhand embrace the next
one.”

| am the kind of person, ah, | like those who behbike a
tiger. TC look like very humble and PK also has an
outlook like that. However, they are always alsefut a
fight and whenever the time had come, they willasgr
forward immediately. They are tigers.

(Interview KY on 30 Apr 07 This conversation stattaround 20min.

after the interview began)

In view of the management’s high expectation onwthele Operations team
as evidenced by the senior management’s commitmethieir development,

the positions they occupies and the aspiration thgyessed, they could be
described as high potential managers.

S WLs| The participants were acquainted with each other

All the participants belonged to the Operationsigdon with the Director of
Operation as their immediate supervisor. Fiveheint had been working in
HMC for more then 2 years (some of them over 53)eand hence, knew each
other quite well. Although some of them were n@wm¢rs, some of them
knew each other when they had served previoustiiersame company (e.g.
KC, WC, PK) before joining HMC. In summary, theitose working
relationship and their belonging to the same Dorisenabled me to make a
safe claim that they were acquainted with eachrothe

6.2

Literature review for Cycle 2

The literature review was actually an on-going pssc| engaged alongside
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with the conducing of the IMBA program. It had h@en stopped ever since
the embarkment of my PhD program. However, withdkight, the cutting
short of the IMBA program was indeed a blessingias | could engage in a
complete re-examination on my understanding of tAé& and a
re-interpretation on the experience. The purpésesie to conduct a second
round of literature review for Cycle 2 were disassbelow under the
headings of the following sections.

Most of the literature | went through gave me ditddvice on these areas.
Accounts on practices abound but almost all clairtteglr program were

highly successful. Few provided a critical reflegetaccount on what they
had done and almost none mentioned the kinds dflgmes | encountered in

Cycle 1. | therefore decided to adopt the AL applo— review once more
on the literature on what | had reviewed and triptik for new understanding
and a reinterpretation of my experience in Cycle 1.

621 Re-read the literatures | studied in Cycle 1 to se# there are any

misunderstanding and look for new insights

In the course of looking for more literature, | hdte chance to re-read
Mumford’s (1996) essay and found the following &neparticularly
enlightening:

I have undertaken action learning processes with
professionals, with managers at a variety of levald
with directors. (...)I was proud of the fact that yhiead
agreed to work in pairs on their personal develagme
plans and on the learning review. The mistake |enads

not to ask them to discuss the benefits of fornrajizhese
reviews in the sense of writing revisions of thearsonal
development plans as they went through the prog&mm
and writing learning logs and formal learning rewseprior

to arrival at the next workshop. (...) (since theynaged
everything else by formal commitments on paper they
could and should manage their learning processes
similarly).

(Mumford, 1996, p. 3)
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Rereading Mumford’s essay had enlightened me aftpripped with the

experience of Cycle 1. The following points Mungomentioned had

inspired me particularly. I'll put them under threeadings and explain why
| regard the points were useful and what | plantedlo in Cycle 2 to

materialize the advise.

To arrange the participants to “work in pairs on their personal

development plans and on the learning review”

One of the difficulties | encountered in Cycle 1sataat the group coaching
could not turned the IMBA participants into “comesdin adversity”. As
discussed in the previous chapter, reasons migthdiethe group was either
too large or the participants all had differentjpets to work on and had
shared little interest towards other people’s pobl Let the participants
work in pairs on top of the “set” could be more rageable for individual
participants to give feedback to each other.

To “formalizing these reviews in the sense of writig revisions of
SW2le) their personal development plans as they went thragh the
programme”

The experience of IMBA informed me that criticallfseeflection and the
“re-interpretation of past experience” did not tjligppen” as assumed by Reg
Revans. High potential management staff normallyehéittle time and
patience. The role of the facilitator is important this respect and the
facilitator need to adopt a more systematic appgr@aa the area to reflect on
need to be more specific. A more systematic agdrozed approach to help
participants to engage in critical reflection ided.
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His suggestion that “since they managed everythinglse by
Sivals] formal commitments on paper they could and should mnage
their learning processes similarly”

Mumford’s notion inspired me on the need to adoploaumented approach
which | think could work. The executives in the ma&cturing industry

were especially accustomed to document everythirlg. the production

process, there were numerous documents for sigrestf reports to generate
and quality reports to read on. They were usehtsd I1ISO, 6 Sigma, 5S
systems which required a rigid adherence to praesdiand a good

housekeeping on documentations. | could see nsomeahy | should not

adopt Mumford’s suggestion by using a “commitmentpaper” approach in

Cycle 2.

To see whether by re-visiting those literatures, eadd help me to

6.2.2

reinterpret my experience of Cycle 1

The experience of IMBA informed me how easily ewery could get lost in
the myopia of action. The purpose of learning ih #vas forgotten
particularly easily in in-house AL programs. Pgrhathat was also the
fallacy of AL where only the “A” — the action, wadways on the top list of
agenda. But the reason could also be due tolbdtd’ is most visible. In
what way the “L” could be made equally visible? amalogy could be that
both “A” and “L” are two runners on two parallebtks. This enable the
on-going feedback possible — that “L” on track lldostimulate “A” on track
2 to run even faster.

Again we need to remember that most of the time
learning is, while conceptually the purpose of @tti
learning, practically constantly reduced to secplate
in terms of real attention. So they will need to be
rewarded from time to time with a review of deveddp
skills which they see as being probably more pcatti

managerially
(Mumford, 1996)(Underlined by me)
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Mumford’s notion that the participants “need torbevarded from time to time
with a review of developed skills which they seebasng probably more
practical managerially” was something that | haitetato do in Cycle 1. It
was due to the lack of specific skills that thetipgrants had expressed which
they wanted to improve from the outset and henceable action plan to
achieve those improvements would not be possible.

(...) One of the issues we need to face however aheut
kind of experience being reviewed and the process
through which it is being reviewed is that partasips
can and do erect defensive barriers to discusdisoroe
issues and circumstances

(Mumford 1996 )

The expression of MY that he felt it useless torowe in face of the turbulent
organizational situation and the reason of defgrahhis action expressed by
RC due to the slacking of monitoring and the departof some members
could be viewed as “defensive behaviours”. In €yk| | found myself in a

difficult position to get them critically reflectnothose behaviours due to my
role as a program organizer and | am not an insddrhence equipped with
adequate knowledge to challenge their “expressasbres”.

To look for any updated literature on AL since 2006- the

6.2.3

conclusion of the Cycle 1

Many literature on AL had been produced since 2006 not too many of
them jumped out at me as compelling or revolutipnand add to my
knowledge profoundly. The followings were someta precious few.

6.2.3a

In Cycle 1, my thought had been sticking to thecemtion that “P” should be
something that related to formal knowledge or sémds of training courses,
books etc.. Weinstein’s (2006) notion matched @l with the things that |
seem to find — the “P” was those stuff that we fiesr around without
thinking”.
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Others point out that P — programmed knowledgeneigust

what is read about in books, articles (or chap}dyst is all

the programmed beliefs, assumptions and hence ioemnav
that each of us carries around without thinkingr (oersonal

baggage!), and which needs to be addressed if evedearn

and change.

(Weinstein, 2006)

Are there many P that the participants “carriesiadowithout thinking” in the
IMBA? Many, | could say when | take up this perspgee. One example
was EW'’s thinking that her past way to source nappser could be superior
in cost and quality which might be true in her pastnpany but may not be
true when she came to a new company with a diffemater quantity, payment
policy and quality standard. Another was MY'’s tiirg that a good learning
program should be one that resembled those offémitige university’s MBA
program. All these represent some conception ammviedge gained from
past experiences that both MY and EW carried ar@lirtie time.

Si7ac]e] “Q’ing each other” — Literature related to “questio ning insight”

Clarke et al (2006) described the set members whee vall (small and
medium enterprise) SME owners found critical reftat extremely useful:

First, an interesting finding of the evaluation what the
discursive and critical reflection aspects of thet s
environment appeared to be of great utility anddrtgnce

to the owner-managers involved in the study. (... Th
challenges posed by the group members also helped
managers realize the limitations of the views tbhegrently

held and led to changes in their management sihes
approaches to their businesses.

(Clarke et al, 2006, p. 441)

The “challenge posed by the group members” coulked happen in a set
meeting and it could lead to critical reflectivenbgiour. However, the AL

program Clarke et al mentioned were not in-housktha set members were
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“owner-managers” of SMEs and hence not acquaintddeach other.

6.2.3C
Clark et al (2006) had made such observation:

...the research shows that most set studies did have
difficulties in separating business and persorales. (...)
Action learning, it seems has the potential to aitely
encompass both business and personal issues potess
helps managers to address these underlying issues.

(Clarke et al, 2006, p. 441)

As discovered in Cycle 1, the participants weret jdrthe problem but
regrettably, insufficient attention had been giwenindividual set members
from the outset. Clark et al's observation help®eeé to re-frame my
assumption that high potential managers, aftergoagorously selected and
the senior management’s support was present, chalitle themselves
competently. Those high potential managers might be totally comgtent
to handle the project themselves but may not be ablto handle the
learning from doing the project with others by admiting ignorance — in
other word, incompetent to learn from action.

To review new literature related to revised or newactions |

6.2.4

intends to take in Cycle 2

One of the problems | encountered in Cycle 1 oatpd from the insufficient
attention given to the individual set members —irthespiration, their
personalities and their learning objectives...

In order that the feedback could be meaningfulh® individual, personal
change objective should be set so that a comparmud be drawn
subsequently. By receiving feedback related tsehareas the participants
want to change most, the feedback could be morenimgfal. With this in
mind, | started to look for some kinds of tools fassessing individual
capabilities which related to work behaviours rathen just on personality.
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Selecting tools that could enhance systematic refiions — The

6.2.4a

Strength Finder Test

Before | had prepared a formal proposal for the HMCgot another

assignment by the end of 2006 from the consultmmmany | worked for to

conduct a staff development program for a majorlU8ompany’s operation

in China. | had been sent to Singapore where | lvesisg trained, together
with other outsourced trainer all over Asia, on 8ialls of delivering the

Program which had already been rolled out in USraady other places of the
world. The Program adopted a book called “Now,cDi®r Your Strength”

by Buckingham, M., & Clifton, D.O., (2001) as itsebretical framework. |

was patrticularly interested in the core concepttioaed in the Book which

could be summarized as:

1. Each person’s greatest room for growth is in tleasr
of the person’s greatest strength. (p.215.)

2. Each of us has weakness, if these weaknessesnaterf
with our strengths; we need to develop strategies t
manage around them... (This) will only help us
prevent failure. It will not help us reach excatie.
(p.124)

3.  Your talents,...are the most important raw mateal f
strength building.  Identify your most powerful
talents, hone them with skills and knowledge, aod y
will be well on your way to living the strong life.
(Buckingham & Clifton 2001, p.61.)

Each book also come along with a password whiawails reader to take an
on-line test called “Strength Finder” so that aompcould be generated
indicating the 5 significant talents of the persodpart from the desirable
experience of using this book in the IT compantesfslevelopment program,
I choose this book as one of the “P” for the HMCtfoee other reasons

It echo with AL's notion that managers should learnfrom each other
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Buckingham, & Clifton, (2001) argues that we allvlastrengths and
weaknesses. The big question is what useful thiags come from this
revelation.

(...) among the excellent performers we interviewee,
found thousands who had become experts in thefart o
complementary partnering.  They not only could
describe their strengths and weaknesses in vividilde
but also identified someone close by whose straength
matched their weaknesses.

(Buckingham & Clifton 2001, p.155)

The authors’ avocation gives extra meaning fornseéting in AL where set
members come together not just to solve the prolidatralso to learn from
each other — on skills and knowledge.

It encourages self-reflection to discover one’s tahts

The Book lists a set of thirty-four strengths, itlgtmg and describing one per
page. The individual descriptions of each strerayth detailed enough that,
with some honest self-evaluation. One can pretiigkdy figure out which

strengths one has and which ones one does not h&vieen applying in an
AL program, the real power of this strength findipgpocess came with the
self-evaluation and self reflection, not with tleélel naming of the strengths.

The majority of the world’s population doesn't thin
that the secret to improvement lies in a deep
understanding of their strengths.

(Buckingham & Clifton, 2001, p.122)

Through taking part in the AL process of solvinglgems, one could have a

chance to discover their gut reactionary solutmnhie problem situation and
hence reflect on it.

It encourages taking action to polish skills that culd reveal one’s talent
and manage roadblock to those talents
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The authors postulated an idea which was veryakihe ideal of Revans.

Your talents, your strongest synaptic connectiars,
the most important raw material for strength bundgi
Identify your most powerful talents, hone them with
skills and knowledge, and you will be well on youay

to living the strong life.

(Buckingham, & Clifton, 2001, p.61)

SWAC1s) Literature on peer feedback

A number of organizations now use 360 degree feddlma multi-rater
instruments as a tool for determining such disggariin leadership perception;
however the current methodology is generally lichite the individual. The
basic premise behind 360 degree feedback is to dezponses regarding
leader effectiveness from upward (i.e. bosses,rsigoes, etc.), peer level (i.e.
co-workers, team-members, etc.) and downward foowers, employees,
etc.) sources. These ratings are compared to dders self-ratings in order to
determine disparities or blind spots. It is belg\tbat such information will
enhance the rates” self-awareness, subsequendgintg to improved
leadership skills through a better understandinghefr own abilities, and
others' expectations (London and Beatty, 1993).éxample, Thatch (2002)
determined that in conjunction with coaching, mudtier feedback accounted
for increases in leadership effectiveness by ashnasc60 per cent. Using a
sample of 281 executives, the researcher found dissemination of 360
degree feedback through coaching sessions impiibeeself-awareness of the
executives and perceived leadership effectivenesisasix-month period.

As 360 degree feedback would involve many more lgeagmd more
threatening for the managers. After discussingp wie HMC’s management,
it was resolved that 180 degree feedback — feedbrack the participant’s
immediate supervisors and from the peers of theesamking would be more
appropriate.

ST Literature on change management
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Experience from cycle 1 informed me that particisaespecially those new
joint staff, were too eager to “carry forward” thpast successful experiences,
hence focusing exclusively on the technical detild lost sight of the need to
overcoming all the roadblocks. In order to meet éxpectation of HMC's
expectation that the program participants coulanoee competent in leading
changes in the organization, the topic on changeagement had been
adopted as the major topic for learning.

As Kotter's model (discussed in Chapter 2) had ripoated more common
items among the three models and his book “Leadihgnge” had been
translated into Chinese, | decide to adopt it as “®" — the programmed
knowledge, for the CFG Program. (Please refer tpeigix 6B for detail of
Kotter’s 8 Steps Model)

The Kotter's Eight Steps process not only servedhas“P” for the CFG

Program but served well as the Program design framie | grouped Steps
1 to 6 as Phase | of the program which will be tahed by a “short-term
wins” — a project for improving the Operations Biain’s own performance
which was only a “puzzle”. In Phase Il, which @sponds to Step 7 & 8,
will be concluded by an inter-departmental projedtich could satisfy the
definition of “problem” in AL.

6.3

Reconnaissance (fact finding and analysis)

GRCME Get the input from the HMC's top management

After discussing with the CEO of the consultant ethi worked for and with
the senior management of HMC, we had drawn thewviatlg conclusions:

1. Many direct reports (manager grade) of AH (the
Operations Director) were newly recruited.

2. The senior management do wished that AH (the
Operations Director) and his team could introduce
some change.

3. AH is driving some changes in the organization Wwhic
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were recognized as important for the long term
success of the organization.

4. Some resistance to change had appeared and AH need
support.

5. Due to some incident, (the handling of the flooding
happened a few months ago and the complaint of
some of AH’s subordinates towards his leadership
style) the senior management don’t seem to have
100% confidence in AH. The vice-president and the
HR Mgr. had expressed their wish to give AH some
support to prove his ability.

Get the input from the Operations Director — the immediate

6.3.2

supervisor of all the participants

After my visit to the factory and met HMC’s Directof Operation — AH, |
was assigned to work out with him directly to explthe need and to propose
a development program for his direct reports wh@am to 9 managers. |
personally made an appointment with him on 22 Fe®72 shortly after the
Chinese New Year in a coffee shop in HK to get mafrdis input for my
design of the Program. We talk casually on thednaed | make some
suggestions which AH seemed to be quite in agreemi¢n

After that, | had made a note (Please refer to Adpe6C) on the key points
discussed and forward them to AH and the CEO ofctiresultant company
which | worked for. Receiving no objection on thpproach, | started to
prepare a proposal for the final approval of therteanagement.

6.4

General Plan

Armed with the understanding of the senior managg®expectation and the
background of the target participants, | endeawbtwoework out a proposal
that could assimilate the above and the experienbesl gained in Cycle 1.
Appendix 6D presents in what way the “elementsiduded In Cycle 2 could
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be helpful to address the issues | encounteregated.

6.4.1

Proposal submitted and adopted by the HMC

In fact, the proposal | made to HMC in March 07 resent only a broad
framework. It allowed me to made adjustment based the further
understanding on the problem and need of the Qperaeam. The
following are two of the PowerPoint presentatiordes | included in the
Proposal to HMC.

I
Principles of the Program Design

Business Development need of the Compg
Rsfisct zListen D (el
& UM tan . Ratiection =
Pnalyze situation Conzutting
Wppo U Nities & Rarmeing

Personal

Context for

participants to % . Operation
take ACTION 5 \Div's Mars. By
and LEARN % | using the
from it z | FIRST

i Hodel

3

i Development
% process of the

action Plantndp
diffiere mty. Group
prabilem soluing
Organizational Development néed of the Operation -

Operation efficiency fe.qg 35+ some of the klestone Cand)

Diagram 6A Principles of program design for the CEGProgram

Key Elements of the Program
Busness
Events - o wh W":“:’m “Wﬂ'"
OvmbyAH < Intena it Intena
and ' . i S
faciitaedby (Up atrem dbemy U amm=m
Wilkam po
I]eudmm‘l
Events:
Sponsoredby |
ca - =] -
conducted by |
Wilkam & ofher
cors Team ColBba ration & Productiv by audit
1
).
Apr Ay Jun Jul Aup Sep

Diagram 6B Key elements in the CFG Program
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Actually, the broad framework of the activities Hagen adhered to but a lot of
“implementation details” had been fed in as thegPam roll on. | therefore

would like to narrate the Program design and cdritea way resembling the
IMBA. It would better able to tell why and how lade the design and in
what way my previous action had created impact grsubsequent action.

After several amendments, | presented my final sap to the Senior
Management of HMC at their Head Office on 3 Apr 07The Proposal was
approved in the Meeting. The program was calletiditye for Growth”
which built-in the following characteristics:

1. Subject of learning is change management.

2. Learning method is action learning.

3. Source of reflection is the feedback from me, from

senior management and from peers.

WA Master calendar of key activities and list of critcal incidents

A calendar on the key events was placed in Appe6Hix As there are many
activities or events, | will refer the activitiesléscribed later to the “serial #”
of the events or activities from time to time so tasavoid confusion.

Furthermore, apart from those key activities, llalko include some critical
incidents in the Calendar.

The activities specified in the Master Calendar dat represent ALL the
activities | engaged. There were numerous smadtimgs, unofficial sharing
which happened in between those activities. | widlude those activities
which, though not intended to be significant, diel¢ significant results.
These activities will be presented alongside thg &etivities or critical

incidents as specified in the Master Calendar. thi following Sections, |
will present the key activities as specified in thaster Calendar in
chronological order. In order to show the strategyended to take to cope
with the issues arising from Cycle 1 as spellediodiable 61

6.5

Action Steps : Induction Meeting 23 Apr 07
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SN Implementing action step

The Induction Meeting was arranged on 23 April 20@th AH and all his 9
direct reporting managers attending. | had actuakt all of them before in
the company wide consultancy project conducted lyakir ago by the
consultant company | had worked for.

While this Activity was more like a formality forvery AL program, | hope,
on top of the formality purpose, it could also adr some of the issues that |
had experienced in Cycle 1.

SRRl How this activity could meet the characteristic ofAL

People in manufacturing industries who are mosélgy\practical people and
they care more how you can help to solve their lerab Therefore, rather
then telling everyone from the outset what is actearning, | choose a Motto
for this Program which is reminiscence of Revankhére’s no learning
without action and no action without learning.”
|

“Change for Growth” Program

Motto —

“Learn to change
&
change to learri

Diagram 6C Motto for CFG Program p.216
Source: Briefing Mtg / Briefing Mtg on 23 Apr, Séd#10

Instead of disseminating the concept of AL directly choose the
Plan-Do-Check-Act cycle which was widely recognizedhe field of quality
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management. | added “learning” between the “checid “act” to highlight
the importance of enabling one to take improvedact “Act wiser”.

PLAN

Do
CHEcCK
AcT wiser

Learning

Diagram 6D The analogy of PDCA Cycle for CEG Progam
Source: PPT in Change Leadership Workshop Part 1a

SHsRe] How this activity could address the issues arisinigp Cycle 1

In order to present a clear idea on the way | aedligs activity so that the
problems | encountered in Cycle 1 could be pardgrassed, | will recall the
relevant part of the Table 6.1 for the reader’syaaerence.

Briefing Mgt

Issues discovered in Cycle 1
that need to be addressed in
Cycle 2

Role conflict of me — drive
The “L” for business result vs. v
learning result of the project

*Other key | Clear
success objective for
factors the program

Objective of learning not v
clear.

Table 6A How the issues discovered in Cycle 1 hdmken addressed in
Cycle 2 by arranging Briefing Meeting

How the issues discovered in Cycle 1 — “Role cordliof me — drive for
business result vs. learning result of the project” could partly be
addressed in this activity?
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In the Meeting, | had also expelled the parallesksaof organizational and
individual changes as shown in the point 2 & 3k following slide. This
represented my attempt to achieve a better balbeteeen taking action to
solve the problem and to learn from it.

Objectives of this Program:

To explore together in what ways the Program could

B enhanceeach one to better achieve their key deliverable
in the upcoming 6 months.

(%)

B partnerwith the Operatiois other change initiatives to
makeSIGNIFICANT improvements on Operation in
the upcoming 6 months.

B facilitateeach one to grow and develop in the context of
change management process.

Diagram 6E _ Objectives of the CFG Program
Source: Briefing Mtg / Briefing Mtg on 23 Apr, Séd#13

Of the three objectives stated above, tlede will be measured against the
individual member’s key performance indicator (KRfich had been agreed
with their own supervisor individually. For the"2objective, it will be
measured against the KPI as specified in the H.@Mjects which will be
detailed in the upcoming section. (Section 6.8.4rt B) As the ultimate
intention of the top management to arrange thigmra was to support the
new Director of OpD by strengthening his relativebw team, my production
of an observation report on the team functioningtheg end of the CFG
Program will be suffice as a measurement on théewement of the "3
objective.

How the issues discovered in Cycle 1 —“Objective d¢arning not clear”,
could partly be addressed in this activity?

In slide number 14 of the presentation, with thadieg “Guiding Principles
for the Program Design”, | had actually spelled tnat objective of learning.
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I
Guiding Principles for the Program Design

= Materialize [HMC]s value and strategy
= Start from our strengths.

= | earn from our own actions

Strengthen our change management skills

= Continuous improvement

Make our learning benefit the whole organization.

Diagram 6F Guiding principles for the design of CI& Program

In the Meeting, | had also highlighted the prineif collaboration between
me and the participants so that the desirabletresuld be achieved.

6.5.2 IxGE(Esl

In the round-the-table discussion session, wherofathe participants were
asked about their concern, most of their responses about “time factors”.

They were extremely busy in their day to day wonkl ghey expressed that
allocating time for the program so that everyonal@de present could be a
major challenge.

Learning & Impact on my professional practice and sbsequent

6.5.3 :
action

This Meeting informed me on the importance to p#graion to the time
issues. | made the decision that rather then amyanone full day training,
it will be better for me to split them into 2 ot8o or three-hours sessions.
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6.6

Action steps: Strength Finder Test

NN Implementing action step

A key deliverable in the Induction Meeting is tmeroduction of the Strength
Finder Test. Every one get a Chinese version eflihok “Now, discover
your strength” (except for RR who could not readinéke). After the
session, each will be invited to complete an oe-test with the key provided
inside each book. The Test could be completedaua20 min. and a report
will be generated automatically indicating the figgnature talents” of the
participant. A sample of the report on 5 signatiatents could be found in
Appendix 6Q

After the reports were generated, | made a coreodd on them and
produced a matrix on the team’s talent profile. islinot each one’s talent
profile that concerned me most, it was their feglioward the profile content
that was my major concern. In fact, most of thetip@ants found the 5
signature talents a fairly good match with theinguerception of themselves.

The Test was intended only as a vehicle for efigittommunication on the
individual member’s thinking about their learningdamost important of all —
to take action. | had caution them from time todithat we are not labelling
people and the talents only serves as a refereraterial to add to our
understanding of ourselves. They were always wedcto suggest thinking
contrary to the finding.

6.6.1a

This activity rarely appears in the AL literatunedawas not a constituting part
of the 5 key ingredients of AL. However, it wastimmental for enhancing
the “P” and “facilitating” other key ingredients drkey success factors to
happen. (As discussed in the subsequent section).
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Issues

. . Strength . .
discovered in Ei%jer Test aCHtov_\t/ | 'CrlueS' nstPr'u% .
e Ivity in w
Cycle 1 that book — Now | . coul ad_dre)é_s the
need to be eiscover issues arlsllng In Cycle
H our
addressed in Strength
Cycle 2
Test result and the
5 key Want to learnt explanation on the 32
) : v talents were new and
ingred- | The P something new . .
ients and practical practical as this
knowledge related to
individual.
Create awareness of
ones talent and the
Real Members as pant v need to manage aroun
problem | of the problem the roadblocks
associated with the
talents.
The action taken not
only could benefit
Feel oneself o
. organization but could
doing extra and v p ”
. serve as a “stage” for
benefit the
Company only one to strengthen the
talent and remove the
roadblocks.
“Q’ing” Difficult to Inviting individual to
each other| induce critical rethink one’s action an
reflective compare them to the
working objective of
behaviour v strengthening one’s
talent and minimizing
the roadblocks could
induce critical self
reflection.
. Lacking “tools” Same as above +
Other .
key & authority to agreed personal
Facilitator | facilitate critical v improvement objective
success .
self reflective
factors )
behaviours
Nomination by Test result help to
Careful .
selection department allocating people to
~ | heads shrank v Team A& B
of partici- | _.
size of the
pants

selection pool.

Table 6B How the

issues discovered in Cycle 1 hdwben addressed in

Cycle 2 by adopting Strength Finder Test & Kotter'sbhook
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How the issues discovered in Cycle 1 — “Members aart of the problem”,
could partly be addressed in this activity?

Started with the identification of one’s own talerihis approach was
embedded in the “positive psychology” tradition iclad by the book’s

authors. | am not intended to go into a detadgrditure review on this
psychology tradition as it will be out of the scoplemy study. However, |

did find it fit in well with the spirit of AL as tla authors’ emphasis of turning
one’s talents into strength by finding the righhtaxt of application. This

echo with the spirit of AL which encourages peofiletake action and to
improve by learning from the experience of takiogan.

How the issues discovered in Cycle 1 — “Difficulta induce critical
reflective working behaviour”, could partly be addressed in this activity?

The objective of the CFG program was to help p@diats to change
themselves in order to effectively change the amgdion. Rather then
adopting a banking approach, which address ondisielecies, the approach
of the Book stated the approach of managing thoaehiock which block the
effective application of talents rather then impgraadl weakness fit in well
with the adult learning philosophy.

How the issues discovered in Cycle 1 — “Lacking “@s” & authority to
facilitate critical self reflective behaviours”, caild partly be addressed in
this activity?

In the individual coaching sessions, | can make afseach of the member’s

talent profile and check with them on their perdomaprovement in the
project.

6.6.2 BaGEEsl

Interview KY on 30 Apr 07 This conversation startaaound 26min.
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after the interview began

378 26:0KY Ah, so, AH had talked with me brief|
He said some of the talents...did
quite represent you. He said, sc
described you appropriately but some
not. (Researcher: Yeah)

(...)

390 27:0/KY Ah, | think AH feel it is this part th:
didn’'t quite repesent me. Cos’ | a
quite stiff

(...)

394 27:1&Y Those | admire not necessarily meant
| belongs to that kind

395 WW Ha, ha, ha,ha

396 27:21KY Ah, ah, may be a bit too easy to gette,
a bit irate, ah... not very good
adjusting with others.

Immediate supervisor’s involvement

Firstly, the supervisor of the participants did coumicate with the members
on the program.

KY mentioned that AH had talked with him on thetti@sdings. Actually Ah
had also communicated this with some other membdrfiad provided a
matrix summary on the signature talents of allhef ® members (the members
had been informed on that) to AH but had NOT adkedto discuss with the
members. What | felt surprised was that AH acyula#id conversation with
his subordinates on the Test results. It is a gnedlvement of the sponsor
much more valuable then making a mere presenceainirtg workshops.
The behaviour of AH will create a positive impactmotivate the program
participants to engage in critical reflection oeriselves which | found very
difficult to start in the IMBA Program.

Natural start of critical self reflection
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Secondly, the Test findings did provided a goochptw start a very personal
dialogue with the members which was quite importémt me in the

subsequent individual coaching session. As shawthé above example.
KY was a man, as he described himself, of mord atid quick temper.
However, it was he who led me to the self disclesurA critical self

reflective process had been started quite naturalctually, | had only asked
KY a neutral question: what he felt about the testilt.

Another illustration on the natural start of thritical self reflection could be
found in interviewing PF — the Operations manage8® Apr 07.

42 27:07PF (...50 this is just my wish...that is r
own wish list of strength. For me, tl
means, ah, yeah, may be | hope thi
could do it in front of others...I may be
bad guy (WW: Yeah), but in fact, | am n
| am still pondering onhis. Is that reall
me? | may think so but it fact it is not.
am, | am still experiencing...

(...)

44 28:24PF (...) | do wish to have har(mony). E
my actual behaviouprobably could nc
exhibit this, ha...

Full version of this section of interview could fmeind in Appendix 6F

Appreciation of the approach

Interview TW - Supply Chain & Material Mgr. on 7 M&7
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8 02:19TW

Ever sincd was a kid, parents frequently ¢
this sort or question: OK you got a mark

95 so where the remaining 5 marks hachtwe

to? (WW: Ha ha ha ha) So, that is, that
IS ...a new approach to me. | used
ah...my personal development, whighmy
career, for my own self, is always, qt
focus on my own weakness and how
improve them. | always think about f
need to remediethem and think the prop
way is to focus the effort to improve thi
will do well for me  So...l never thought «

(...)

maximizing my own strength.

Full version of this section of interview could tmeind in Appendix 6G

6.6.3

action

Learning & Impact on my professional practice and sbsequent

The feedback from the members encouraged me tkhafotlowing issues |
in cycle 1 had effectively been adédesshrough the
incorporation of the Test in an AL program:

encountered

)

of

Related 5 Issues discovered in Indications on those issues being
Key :
4 Cycle 1 effectively addressed.
Ingredients
Want to learnt something TW felt’ the appro?sh of” building
The P . up one’s strength” “new” and
new and practical .
thought provoking.
Real Members as part of the | Critical self reflection could be
problem problem started naturally.
T o Difficult to induce Same as above + the involvement
Q’Ing . . o " .
critical reflective the participant’s immediate
each other ) : .
working behaviour supervisor.
Lacking “tools” &
Facilitator aqt_horlty to faC"'t"?‘te Same as above.
critical self reflective
behaviours

Table 6C How the issues discovered in Cycle 1 hdmben addressed in

Cycle 2 p.227
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6.7

Action Steps : Interview with each of the participants

AN Implementing action step

After the participants had completed the Strengtidér Test, | conducted an
interview with them (Activities #3 in the Master I€adar) to obtain their
overall expectation towards the program and tacgdheir feeling towards the
result of the Test. The interviews were also péathe Initial Interview after

the embarkment of the Program.

Most of the interviews were conducted during theilAgnd May of 07 after

the initial kick off meeting but before the formainbarkment of the program.
However, some interviews were conducted later duéhé joining of new

staffs. However, one staff — RK, who was invohatdhe Phase Il of CFG
Program (mid 2009), had not been interviewed oh tha

6.7.1a
Issues discovered| |nitial How | design this
in Cycle 1 that Personal activity in ways that
need to be could address the
addressed in Cycle Nter- issues arising in
2 view Cycle 1
S key Imple- Feel oneself doing ﬁ?gg:atgqa;r:(?
ingred- | ment extra and benefit v ) :
ients | solution | the Company only intended to benefit
the individual.
Understand whether
“Qing” Difficult to induce participants would
each other critical reflective v incline to improve
working behaviour oneself through
critical self reflection.
The preliminary
oth Lacking “tools” & understanding on
keyer - authority to individual objective
SUCCESS Facilitator | facilitate critical v could facilitate
factors self reflective individual coaching
behaviours by making reference
to them.

Table 6D How the issues discovered in Cycle 1 hdwben addressed in
Cycle 2 by arranging Initial Personal Interviews p228

233



Wguls) Interview PK(Operations Mgr), 30" Apr 07

This part of conversation begins at 19min57sedhefinterview when | asked
him on his expectation towards the program.

PK

WW

PK

Ah...Ah...should we think the other way roun

It should not be how | perceive myself. Instead,
should it be those surrounding me give me
feedback and let them to tell me the result?

OK, Sure. Anyway, it all about interpersonal
relationship.

Right, even | felt that | am perfect, but that's
meaningless. It should be other who felt that | am
good; my boss felt that | am very good and my
subordinates felt that | am very helpful.

Learning from interviewing PK

PK mentioned his wish to get feedback from othersam indication of his
improvement. The CFG program with the participaasing from the same
organization, having a moderately close workingtrehship with each other
and were acquaint with each other could be a mdource for one to learn

from each other.
learn from each

This is also the philosophy of tALhave the managers to
others rather then from the teachBne feedbacks from

others were excellent “emergent” learning materiatampiled by the peers
and were “elicited” through the observation of eattrer’s action.

S Interview KY (Factory Mgr.) on 30 Apr 07

This conversation begins at 32min 42 sec.

WW OK, one last question, ah...what you would like te
and regard as indicator thatuybad been improved
those aspect you mentioned?
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KY  Need to ask others. That means...to be apprais
others.

(...)

KY Ifeltthat, ... what | meant...This is, ah... many of
colleagues had been work with me for sev
years. ...My personality ...had been deswted ir
their ...their minds ...To make them believe |1
you...had changes or what so ever,...Need to te
considerable period of time.

WW Do you think others will tell you directly on that
reflect through some issues?

KY  May be give them a from to fill in.

Learning from interviewing KY

It is the intention of AL to enable the “reinterfaton of past experience” to
happen through the comments provided by set membweesds the execution
of the project. What's so special about the contna@nPK was that he

indicated a wish to receive feedback from colleagtiewards his own

management practice. It draws a similar line ViRéhvans’ assertion that the
managers are more eager to learn from each other.

Secondly, it seems that the most wanted feedbagkn fhigh potential

managers were not on the practice in the projettohutheir ways of doing
things. Anyway, managers received comments andbgeks on work

related duties constantly from their boss and frother colleagues. In
in-house AL programs, where participants are suwed by those who
constantly give them feedbacks on work relatededutvon’t be able to give
comments which are too surprising. However, thisscomment towards the
person which will rarely be raise in day to day coamication.

W) Interview PF (Operations Mgr.) on 30 Apr 07

This conversation begins at around 30min.
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PF (...) What | meant is it could be a sm
improvement, but it should be visible, ah, ablgeét
the recognition that there are improvement and
to tell me that what | adopt is a right approach
proceed further. 1 don’t think it needs to be tal
improvement and do everything perfectly. (...)

Reflections from interviewing PF

PF's expression on his wish to see improvementusttby himself but also
get the recognition of others indicated that theméthod, with its emphasis to
give feedback and support to help each other tm/|esould be the right
approach.

However, PF express his wish to see improvemeatnmore specific manner
may not be achievable if an approach of arrangimg EMBA remains
unchanged. Learning results quoted in AL literatwere frequently quite
general. Furthermore, those learning result weguently advocated by the
participants themselves rather then by others.

6.7.2 IxGEEsl

My decision to interview the participants one by quraid dividend. Through
a casual conversation manner, not only | coulddbup good relations with
them, | could also get a glimpse of their refleetivehaviours (which 1 will

describe in another sections). | could also ggo@d idea on what they want
to achieve through the Program. Although | memtmostly about change
management in the Embarkment Meeting, almost edctheo participants

mentioned something on personal improvement.

Learning & Impact on my professional practice and sbsequent

6.7.3 :
action

The suggestion of PK & KY informed me the importario make provision
for the collection of feedback to each other owste set environment.
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Provisions should be arranged to collect feedbamkatds the personal
behaviours and practice. As suggested by KY, t@oish as 180 degree
feedback could be considered. This had not beeludad in the original

proposal | submitted to the HMC but could be valealo make the whole
program more focus on the individual.

6.8

Action Steps : Workshops on change management

The training aimed at providing them framework ¢trarmge management and
two books had been distributed to the participdots their reference —
“Leading Change” by John Kotter and “Now, discoweur strength” by
Marcus Buckingham & Donald O. Clifton.

All the participants and the Director of OpD — AMere present in the
Workshop. After each Workshop, | would spend faadf hour with AH to
review the result and plan for the content of theup Coaching Session.
(Detall provided in upcoming section.)

XM Implementing action step

Part 1

The key objective of Part 1 of the Workshop wasdoomplish step 1 to 4 of
Kotter's 8 Step Change Management Process.

Eight Steps to Transform Your Organization
1. Establish a Sense of Urgency

2. Form a Powerful Guiding Coalition

3. Create a Vision

4. Communicate the Vision

Kotter, (1998) pp31-33

Apart from disseminating the “P”, some team buitdactivities had also been
arranged to further promote a “we” feelings amdmgpgarticipants.
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Part 2

The positive feedback on the approach of prograsigdeencouraged me to
make explicit the action learning approach. | infed the participants on
that in Part 2 of Workshop. This part aimed atiemhg the Step 5 of
Kotter's (1996, pp.31-33) Eight Step Change Manag@mProcess. —
Empower Others to Act on the Vision

Action Learning Approach is particularly
suitable for developing the skills on CHANGE
LEADERSHIP and STRATEGIC THINKING

Because change management requires:
1. Managing uncertainties and overcoming fears.

2. Handling complex problems where there are nolatesoght
or wrong answers.

3. Making bold decisions with calculated risks.
4. Tackling both emotional and rational objecticastfully.

5. Having strong influencing skills.

Diagram 6G PPT in Change Leadership Workshop Part b

Part 3

In response to practice the change managemens,skillhe H.O.W. (the
HMC Operation’s Way) project was actually composad several mini
projects which aim at achieving the Step 6 of Kitdt€1996, pp.31-33) Eight
Step Change Management Process. — Plan for anteGbkart-Term Wins

Objective of the H.O.W. Project were:

a) At least 90% efficiency

b) 99% Acceptant (Internal + External)

c¢) Continuous 100% OTD (on time delivery)

In a meeting on 6 Sep 07, a series of change tingmwere brainstormed in
order to achieve the three objectives.
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GReM ] How this activity could meet the characteristic oAL

The prime reason for splitting one workshop intoeéh2 hrs sessions was
mainly due to the workload of the participants. oftrer reason | keep for
myself was that | want to give myself sufficienhé to observe the feedback
of the participants so that | could made adjustsdr@tween sessions. To
avoid the dissemination of knowledge that was irtgydrfrom my point of
view, | spitted the training sessions into threetga Except for the *1
workshop, the content of the remaining 2 workshepere customized
according to the progress of the participants girttl.O.W. Project (detalil
provided in subsequent sections). Therefore, theleC2 of my research
could actually be regarded as several “mini cyctdsthy action research with
each trying to address the emergent issues andiagpny new learning
through working together with the participants.

Build-in “emergent” qualities in the program design and arrangement

| had been informed in the various literatures ddied in Chapter 2) that the
intervention on the transmission of knowledge ti¢ th AL, should be
“emergent” and “elective” and should not be fedthe set members by the
personal will of the management teacher. To aehi¢gvat, a lot of
discussions opportunities were made available énttaining session and the
process was more about the drawing up of the vigoohange, analysing the
situation and areas in need of change and idemgjfypadblocks to change in
HMC. The immediate supervisor of all the membeitse (Director of
Operations) had present in all the sessions. R#iba act as passive listener,
he had been actively involved in leading discussabarifying points, making
summaries of member’s opinion regarding the compssiyes and problems
which | knew little. It was really a process “tontrive” and the training
sessions were mainly a context “in which all mamadearn with and from
each other”.

In Workshop 1a, all the participants had drawn @ugrpicture on what they
felt about the current situation of HMC.
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Diagram 6H Picture drawn by participants in Change
Leadership Workshop

Based on this common understanding on the currerttion, | asked them to
brainstorm on what they thought need to achievadier to change the current
situation by writing up a “From, To” chart on thie&ronic whiteboard.
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Diagram 6! the “From-To” Chart drawn by participant s
in Change Leadership Workshop

These two charts provided a good base to deterthen@roject as most of the
items stated under “From” belonged to some comintigaproblems without
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an absolute right or wrong answers.

| had also adopted a “sandwich” approach by cogpkn?2 hour Group

Coaching session after (usually after a week’s )titiie workshop.

The

objective of Group Coaching was to handle the “ficat’ and “application”
side of Workshop. Detail of the Group Coaching Wwé stated in upcoming

session.

SHefe] How this activity could address the issues arisinigp Cycle 1

U7

\)

=

Change Mgt
Work-shops
How | design this
Issues Change | activity in ways that
discovered in| 3two | M98 | could address the issues
Cyclt(e:I 1 tfgat hours g:eme arising in Cycle 1
need to be | work- ,
addressed in | shops | KOtters
Cycle 2 8 Steps
Model
The “L” & The 8 steps disseminated
The : were coupled with exercisé
“Lr action not Y Y related to the making actué
closely related. . 9 1
change in HMC
Many of the participants
Want to learnt were new and they wanteg
something new| v v to introduce change to the
and practical organization. This could
meet their practical need.
The “change management
theme could highlight the
5 key importance of “how” to
ingred- | The P apply what one knew rathe
ients No “recognized then the “what”. The
ignorance” importance of considering
raised related v the contextual factors in
to solving the change management
problem process could emphasize
the novelty of the situation
which could make one’s
knowledge obsolete or
inappropriate.

-

Table 6E How the issues discovered in Cycle 1 coubg addressed in Cycle

2 by arranging Workshops and adopting the 8 Steps bdel

(Continue in next page)
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Change Mgt

U7

Work-'shops
How I design this
Issues Change | activity in ways that
discovered in| 3two | M98 | could address the issues
Cycle 1 that | hours g:eme arising in Cycle 1
need to be | work- Kotter
addressed in | shops 808 ers
Cycle 2 teps
Model
- Creation of vision as
imple- ?g:n\?gtr?lgone spelled out in Step 3 help to
e build up a shared vision
ment Choose a “sure v hich
solution | win” course of which encourage everyone
action. to try out new course of
5 ke agtlon.
ingreyd- Highlight the need to take
ients action by disseminating
(Cont-i Step _5 of Kotter’ Model:
nued) Take The action of Get rid of obstacles to
. change, Change systems or
Improved | not to take any Y structures that seriously
action action ) o
undermine the vision,
Encourage risk taking and
non-traditional ideas,
activities, and actions.
Lacking “tools”
& authority to The 8 Steps will be referred
Facilita-t | facilitate v to by me in the subsequent
or critical self meetings and briefing to
reflective senior management.
behaviours
Same as above
oCtla‘jas c:tive Objective of Splitting up of'3 sessions
for the learning not 4 4 could also facilitate the
. program clear. setting up of 3 different
Other learning objectives to fit for
key the learning progress.
success
factors Members not The Workshop + the HOW
“embrace” v Project could install a group
norm of making change and
challenge y y
embrace” challenge.
The splitting up of 3
G Dropping out two-hours sessions with
d;r?;r%ics of members _Group Coaching running
properly and lack of_ 4 m-between enable frequen
managed group meetings meetings between the
lowered moral. members that could keep
the “stove hot”.

—

Table 6E How the issues discovered in Cycle 1 coubg addressed in Cycle

2 by arranging Workshops and adopting the 8 Steps bdel
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How the issues discovered in Cycle 1 — “Want to lea something new
and practical”, could partly be addressed in this ativity?

My choice was based on the following consideration:

1. A main point to disseminate in the CFG Program is
“To change others, we must firstly change
ourselves”. So Kotter's change management model
was aligned with personal change.

2. There is a Chinese translation of Kotter’s book —
Leading Change.

3. Kotter is a world famous scholar in the subject.

6.8.2 IxGE{Esil)

In the Meeting of Team A, discussion on whetherdhvwas a need to apply the
8 Steps. This was raised by the members themsaha@sot a requirement
of the Program.

22 10:02PF Hadn't we, at that time mentioned ab
producing a vision and making “small wir
right?

23 10:06PF Do we need to apply what had b
delivered at that time?

24 10:10TW Thos seven steps of change, The steps
make change.

25 10:12PF Yeah| could recall it. That should be it
that time.

26 10:14TW s it seven steps? Had my memory fa
me?

27 10:19TW Doesn’'t seem to be correct.

28 10:19PF Can’t remember. Buivhat's the vision
WC might be right. We really should a
what do we want?

Source: Data / Team A/ Mtg Team A (b) 2 Jun 08

Despite the discussion ended up with nothing doliexplicitly put the 8 steps
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(not 7) of change management into their discusagenda, Team As overall
approach to lead the change of Project T had moless materialized many
of those steps.

Learning & Impact on my professional practice and sbsequent

6.8.3

action

My “sandwich” approach served quite well for thergmse of adjusting

content from time to time, making the content mawstomized to the need of
the participants. This arrangement was also wedcbiloy the participants
due to the short duration. However, it could dilsad to the drawback of
difficult to fix schedules for next session and mdke whole duration longer
then expected.

6.9

Action Steps : Group Coaching

SN Implementing action step

The Group Coaching sessions usually took 1 or Zshand were generally
arranged within one or two weeks after each 2 hddakshop. The
activities undertaken in the Group Coaching sesisidhe 3 sessions included:
B “Operationalizing” the 8 Steps of change managentgntelating
them to the HMC's situation.
B Working out action plans to achieve the change.

SRSA Monitor implementation and effects

In each Group Coaching session, whenever the isaas about
implementation of change, | would pass the buckkoand he would take up
the facilitation role such as writing down the g@sinaised by the members on
the whiteboard, clarifying queries on technicaliess and company policies,
consolidation of points and helping out with themgolation of a group
decision on the action plans.

| follow the practice of spending half an hour witie Director of OpD — AH
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after each Workshop to get his input towards theteat and plan for the
approach in the next Group Coaching Session.
effectively play the role of critical friend in nmgsearch.

dppsoach enabled AH to

SHeR2E] How this activity could address the issues arisinign Cycle 1

Ur

Group
Coaching
Issues discovered| ATfange —-
in Cycle 1 that | '€aming How I design this
need to be partners, activity in ways that
addressed in Cycle prepare | could address the issues
5 action arising in Cycle 1
plan
Role conflict of me —
The “L” drive for busingss v Co-leading of_ the session
result vs. learning by the Pod Director.
result of the project
The “L” & action not The “sandwich” enables a
closely related v close connection between
' the “P” and action.
5 key Want to learnt N ?W anc_i practlclzgllb
ingred- | The P something new and v n ormatlon couid be
ients practical suppllgd by AH freely.ln
any point of the Session.
Group decision on action tp
Take The action of not to take and the time line to
improved take any action v follow banned the
action possibility of any “action of]
not to take action”.
Drag on and more , .
concerned about v Action plan ensure action
getting things done be taken.
The “split responsibility”
Senior between me and AH could
*Other | mgt's Too eager to drive fof be embodied in the Group
key support delivering business v Coaching. It enabled
success | & result everyone and AH to aware
factors | commit- the need to strike a balanc
ment between learning result an

[oNN¢))

business result.

Table 6F How the issues discovered in Cycle 1 coub@ addressed in Cycle

2 by arranging Group Coaching and assigning learnig partners

(Continue in next page)
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Group

Coaching
Issues discovered| ATfange —
: learning How | design this
in Cycle 1 that R
need to be partners, activity in ways that
addressed in Cvclel Prepare could address the issues
5 y a::tlon arising in Cycle 1
plan
Lacking “tools” & .
Facilita- | authority to facilitate v F_eedbacks COUId. be given
. : right the way during the
tor critical self reflective :
. session by everyone.
behaviours
By “embedding” the 8 step
in the real work challenge,
Clear it was hoped that the
objective | Objective of learning v objective could be a
for the not clear. “living” objective and
*Qther | program “everybody’s” objective
key rather then just the “stated
success objective of me.
fecl:ctors Careful A high involvement and
i(nuoer;t- selection Members not step-by-step_ approach to
of ) " v work out action to change
. embrace” challenge . S
particip- hoped to induce a mission
ants feeling.
The “re-gathering” nature
Group Dropping out of was hoped to strengthen a
dynamics| members and lack of v team feeling and conducivi
properly | group meetings to the building up of
managed | lowered moral. “comrade in adversity” in

\"2J

)

the Project T.

D

Table 6F How the issues discovered in Cycle 1 coube addressed in Cycle 2

by arranging Group Coaching and assigning learningpartners (continued)

6.10

Action Steps : H.O.W. Projects

IR Implementing action step

In the 3° round of Group Coaching, the vision discussedhi@ previous
Workshops and Group Coaching sessions had beemlctaied into 5 key
projects which had been further broken down intosiB-projects with each
participant responsible for one to three of thes®e@ojects.
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How this activity could meet the characteristic oAL

The H.O.W. Project was “house-keeping” in naturaldshe change initiative
would happen within the OpD and also within theisdiction of the
participants. It aimed to serve as a “springbodod’expanding to become a
more macro scale project which could “spilling dvés interdepartmental
level. Actually this was a representation of aidging” process between
Step 6 & 7 of Kotter’s processes.

NOT action learning project

Although all the problems the projects aim at tagkivere “real” and belongs
to something that the participants genuinely wantdé something about it,
they could not be the action learning project agnit intended to be.

As could be seen from the project allocation, th@ke are responsible for the
project were actually the manager of the respedtimetion. They are not
cross functional and the answers were known tg#racipants as they were
the experts in the field. The way they adopt tadb@ the project was also
almost totally up to them as they were the heatheffunction. Therefore,

the projects were only “puzzle” and were highlyheical in nature. All the

projects were “house keeping”, aim at improving tBgD’s business

objectives.

The basic purpose of the HOW project was a “sphogrd” from “private

win” to “public win”. Detail of the various HOW Pjects were placed in
Appendix 6H.
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SH0RIRe] How this activity could address the issues arisinip Cycle 1

Issues discovered . .
: How | design this
in Cycle 1 that L
H.O.W | activity in ways that
need to be . )
. Projects | could address the issues
addressed in arising in Cycle 1
Cycle 2 9 y
This is the “practical” part
of the Step 1 to 6 of
g » The “L” & action v Kotter’s 8 steps model and
The “L “ o
not closely related. was an “exercise” of
translating vision into
action.
5 key Take .
ingred- improved The action O.f notta v Same as above.
. : take any action
ients action
The Project result, which
Senior could served as fulfilling or
mgt's Too eager to drive help to fulfil the
support & | for delivering v performance indicator
commit- | business result could gain the support from
ment AH and the senior
management.

Table 6G How the issues discovered in Cycle 1 coubg addressed in

Cycle 2 by arranging H.O.W. Projects

6.10.2

action

Learning & Impact on my professional practice and sibsequent

According to my plan, the success of the H.O.W.jciwhwas predictable,
should served as a prelude for the participantsacch into a wider territory —
an inter-departmental or organizational wide problevhich could really
served as the AL project. However, things did mepppen easily in that way.
It will be presented in the next section on thdé'sigon of a real problem”.

6.11

Critical events — selection of a real problem — th@roject “T”
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WEMN Implementing action step

How this activity could meet the characteristic oAL

The support from senior management had been redjaadeof outmost
important for the success of AL. (Brassard, 2008n,K2003; Park, 2004;
Bong, Park & Park, 2002; Bowerman & Peters, 1999)

Working together with the top management

| had a meeting with the Vice President (VP) of HEIC24 Jan 08 to report to
her on the progress of Part 1 of the CFG Prograim.the Meeting, | had

explained the difference between “puzzle” and aobpem” and told her that
Part 1 is a “puzzle” and was a “private success’tlhie Operations Division.

To achieve a greater degree of achievement, a tfgrdhis need for the CFG
program participants to work on.

Path to develop

Puzzle to Problem

Private success to Organizational
success

To know what we don’t know
we don’t know.

Diagram_6J PPT for presenting to Vice
President of HMC
Presentation material for meeting with Vice Presidef

HMC on 24 Jan 08
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| had also asked the VP to make suggestion onganational problem that
was both important for the organization and the gany so far had no clear
idea on what exactly need to be done. To make equeast more easy to
comprehend, | had provided some suggestion fotcheonsider:

Options for the task forces

+ Select 2 existing HOW projects and expand them by
adding resources.

* Integrate the HOW projects with other (HMC)
projects to form two big projects.

* Re-group the existing HOW projects into two
higher level strategic projects.

+ Supply two big izsues (HMC) facing and fit the
HOW projects in.

Diagram 6K PPT for presenting to Vice President of
HMC

Presentation material for meeting with VP on 24 0&n

# Although | aware that “sets” in AL are differdndm task force, the

word “task force” was used to make the VP more ¢asynderstand.

The result was that the VP suggested the “Top”detdjor Project T, which is
not a real name) as the AL project.

Project T is a new product for HMC. Unlike othemogucts of HMC, it
involved many new technologies and the requirencénthe customer was
more freehand. In parallel, the management widsioedide on this new
product to experiment a closer working relationdbgtween the Engineering
Department (the NBD, which responsible for designih and the Operations
Division (OpD) — the division which bore the ultitearesponsibility of
manufacturing it. In the past days, the two domsi had been working quite
independently. The NBD made the design, testaddtforward to the OpD
for production. This system worked well in the tpas the products of HMC
were relatively simple and the product variety @aser. With the growing
demand (which also meant a higher level of trusiinf the customers, new
products like the “T” with higher complexity and neo demanding on
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technology were expected to grow. Therefore, thgigh of NBD on new
products would be less sure of flawless outcomesnwdut to production and
better alignment and earlier involvement of the OpBs hence needed to
minimize the to and fro wastage when put to pradact Unlike the IMC in
Cycle 1, HMC'’s business was good and was not fightor survival. They
were less desperate with change although the seraoagement were aware
that change was pressing. However, they had algareathat many
immanent factors needed to be tackled before & sahmless alignment
between NBD and the OpD could be materialized. t E&xalained why they
were more receptive towards a “middle-up” changgative.

So the Project T is a “dream project” for AL adiitin every respect of the
requirements of Revans (1980, p.292) and manyeokdéy proponents of AL.

It was open-ended as the top management clearlgated that they were
open to any suggestion.

It was a problem that all the managers of the NBD @specially the OpD had
a lot of noise (as indicated in the subsequent tewatings) and “genuinely
concerned to get something done about it.

It was inter-departmental as it involved all thepaeéments in the OpD and
those of the NBD (and to certain extend, some geopMarketing), the two

biggest and most important functions of HMC. Theeil-departmental

nature of Project T had already triggered a lotcoiflicts among the two
functions. This conflict was rooted in historicedchnical, political and even
personal factors. The issue could be partiallyaggnted by the description
of KY, the Quality Assurance Mgr. when | interviedvé@im on 30 Apr 07

which was the initial interview shortly after theduction Meeting.

Recently, a situation that gradually developedh#,tah...in
case there is any problem pop up in the procegsanfuct
development, it seems to become the problem of &@ipes
(WW: Yeah). | am personally not quite agreed wiltfs.
(WW: Ng) Actually I am very disagreed with this.

Initial Interview: Interview KY on 30 Apr 07

Source: Data / Meet each on 30 Apr 07

Work out with the set members’ supervisor — the Diector of OpD
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The communication of a “real problem” is by no mean straight forward
business for in-house AL program when the partitigammediate supervisor
is the same person.

After being informed on the decision of the top @g@ment, | subsequently
lined up a meeting between AH and the vice-presiddnHMC. In the
meeting, the vice-president had made explicit hehwhat it was vital for the
company to achieve a better alignment between gregd@ion Division and the
NBD. It could help to reduce the Company’s hiddests.

Several days after the meeting (10 March 08), Itm&é AH to seek his input
for the Project. Assuming that AH, had already gatear message from the
VP and the support from top management was obvibaegpect AH could
easily deliver a clear direction for the road aheadowever, his reaction had
caught me by surprise.

Meeting with AH by WW on 10 March 08

1 00:00WW OK, for this time,...it's quite importar
Since we had mewith (VP)... we got t«
confirm on this matter. Firstly, ah...we ne
to confirm... what you feel... about t
problem, OK, what should the actual prob
be? Because...the next step, in part two
need to communicate this message to
mates, OK? (...)

2 01:45AH | don’t know. | dont know what she want |
to do.

3 01:47WW Right, no problem, | meant let s compar
our understanding, OK? And also, what
want to de-- (interrupted by AH)

4 01:51AH | want to do my own job. | dont want tc
take care of other peoples business. Tru
me, it can t be done. Trespassing
othef s area is a different issue. ' I
already not easy to do a good job in ‘orge
own area, right?

Source: Data/ Meet Alex 10 March 08/ Transcriptialex10 Mar (Full)
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AH expressed that he wish | could give him some€ttion” regarding the
project target. After | had reinstated the vicegment's wish that the
Operations Division could have a better integratiotin the NBD in terms of
work handover, AH made the following statement:

Meeting with AH by WW on 10 March 08
8 03:25AH But the prerequisités that the other party &

willing to work with you. | feel that, a goc
intention from one side is no use, Willie
right? If they doh t wanna work with yo
and just by working on youown will make
you look like a fool and at the end of the
you will just end up going nowhere, rigl
And it also require the companyreally think
the same way, (WW:Yeah) if they are
think the same way and youdl ---just be
wasting your effort.

Source: Data/ Meet Alex 10 March 08/ Transcriptialex10 Mar (Full)

In response to his comment, | responded by spelbinigthe tangible and
intangible benefits of a better alignment with tidBD which the
vice-president had expressed in the previous ngedimd | thought AH
actually know. Answering my statement was an en®re icy comment
from AH:

Meeting with AH on 10 March 08 (Total duration: 522 sec.)

28 AH What's good for me?

29 WW To... to all, we all benefited, the whole”
organization will be benefited.

30 AH The organization will be benefited, so whi

the benefit for me?

(...)

34 AH My own salary woh t be raised; | won t get
an extra bonus for that, whas the benefit
(WW: So--it might not be so-) ha, wha
other benefits you could tethe, (WW: it no
necessary need to push to
extreme:-right?) So what kinds of benefit y
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can tell me, just about the process.

Source: Data/ Meet Alex 10 March 08/ Transcriptialex10 Mar (Full)

Since my first meeting with AH, he had always ings@d me by his vision of
transforming the HMC into a world class manufaetgrcompany and by his
great enthusiasm in driving many much needed changech a traditional

organization. | really thought that those statetmieshould not have been
come from his mouth. Since | had taken up thisatiancy project, | got on
well with AH and he had always been very supportoxgards my work. In

face of his bitter comments, | tried to maintainadm dialogue with him and
invited him to tell me more what was his idea arfuiad indeed, paid dividend.
There was an inside story:

Meeting with AH on 10 March 08 (Total duration: 522 sec.)

40 AH Please tell me what kinds of horizee coulc
expect, for the whole organization, what ki
of mental benefit | cdd get? Cutting 20
headcount, at the end of the day only we g
cut 200 headcount. It is easy for this divis
that is most easy to cut headcount so | ¢
cutting of 200 headcount.

41 20:00WW That...thats a result no one would like to s
however...

42 AH Ha--so what, what else we could do, ple
tell me? What financial result? WI
else--could drive? What else could drive
people mentally secured to do this sort
things? What they will find out is that
after doing all sorts of things, me need tc
bear the consequences.

Source: Data/ Meet AH 10 March 08

OK, I finally realized that the gentleman sitting front of me was not the
visionary and enthusiastic AH but an Operation®&ior whose ego had been
badly wounded by the hard side of corporate lif#.was a mix of all the
unfair feeling being turned into deep resentmewatds the Company.

Anyway, our relationships had not turned sour. Mgeting with AH ended
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up fruitfully by his final consent to meet the he=#dNBD with an objective to
make sure that the other party would really coaeeraHowever, his advice
was invaluable:

100 AH You...after doing this, | think yo
should...that’'s, how you could switch tc
second thing? This could...have an effec
the morale. Ha, that is.hére must be a ve
good and prudent reason to back you up v
you tell them, (WW: Right) It should not |
just like walk in and tell them —Hi...ah...it
has now beediscovered that the managen
think this is most important, (WW: Yhaisn'’t
it?

Source: Data/ Meet Alex 10 March 08/ Transcriptialex10 Mar (Full)

Solicit the support from top management of NBD

Addressing AH’s comment that the NBD might not wemecooperate, | started
a long but fruitful journey of soliciting the suppdrom NBD.

Although the support from VP towards using Projécs an AL project was
strong, | aware that it was far from enough to mieeprogram a success if |
failed to get the buy-in from the heads of the NBDn order to ensure the
NBD were willing to involve, the VP had informedetiiop management of the
NBD on the intention to make use of the ProjectsTad'vehicle of learning”
on a better alignment between NBD and OpD in newdyct launch. | had
subsequently lined up a meeting with the top mamagé¢ of NBD and brief
him on the purpose of the Project T. He agreed HBD and the OpD
should worked together to find a solution and psedithat he would sent his
department head — Mr.PM, to discuss this issue thghOpD. Again, | met
PM in his office and brief him once again on thegram background and
intention. PM agreed to set up a “resource cenfwdiich was actually a
team) composed of several experienced and cooperatigineers to work
together with the OpD on this project. Armed wiitlis achievement, | had
successfully lined up a meeting between AH & PM anbdsequently between
PM and the whole OpD team (i.e. all the 10 paréinig). The willingness of
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the NBD to work together and the supportivenesghef top management
conveyed a strong message that the people on hiee sitle of the wall were
waiting and ready to break down the wall.

SR EESEe] How this activity could address the issues arisingn Cycle 1

Issues discovered in

Cycle 1 that need to| Project
be addressed in T
Cycle 2
The The “L” & action not v It is the application of Step 7
“L” closely related. & 8 in Kotter’s 8 Steps mode
Real Members as part of v
problem | the problem
The complex nature of the
issue, my effort to align the
top management, the
immediate supervisor of the
Downgrade the set members, the senior
original problem, to management of NBD alll
become a puzzle in v aimed at indicating to the se
face of members the expectation of
organizational the top management was to
change look for a creative and
feasible way to address a
issue that was so important
for the future development o
> key the company.
ingred
-lents There’s no definite answer
and “sure win” approach
iU ot b arcady e
zone. Choose a v
ment “sure win” course of need to be accepted by the
solution : NBD which was beyond the
action. control of the OpD and the
acceptance of the top
management.
As all the participants were i
Individual project “the same boat” and the
“Q’ing” failed to stimulate v solution will affect all in the
each other interest in “Q’'ing” future, it was expected to

each other

create intense interest and
discussions.

Table 6H How the issues discovered in Cycle 1 coulet addressed in

Cycle 2 by arranging Project T
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KW Reflection & Learning

The identification of a real problem for AL setsviork on is not an easy task.
By working together with the top management, a m@@ablem had been
located which could fulfil the criteria of a “pradh” for AL. However, my
experience with AH on this incident had perhapshigpted the difficulties
which might happen in locating a problem for thejgct of an in-house AL
program when the participants came from the sanatiose or unit or
department who need to execute the proposed actiotould summarize the
points that AH were worried about.

1. He might trespass into other’s “territory”.

2. Others might not be willing to cooperate.

3. The morale of the staff might be hurt as a restilerigaging in some
fruitless venture.

4. Why me?

5.  What’s the benefit for me?

6. | am already doing something about it. Does it méaat | should
dispose what we are doing and work along this nieection?

7. | had not been fairly treated. Others are betfértteen me. Why
should | sacrifice myself further to do all these the benefit of others?

8. The engagement of the set members, who were trerdinbtes of AH,
could hamper the day to day work of his subordmated subsequently
his performance.

6.12

Action Steps : Splitting into two teams

WWPAR Implementing action step
My intention of splitting the 10 subordinates of Aikto two teams could be

explained in one of the slide | presented to theoiRhe action plan of Part Il
of the CFG Program on 5 May 08.
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Why two teams?

» Maximize the chance to participate for each
members.

+ Avoid over duplication of talents.

» Greater flexibility to call team meeting.
+ Two proposals are better than one.

+ Facilitate inter-team learning,

Diagram 6L PPT for presenting to Vice President oHMC

Team A
T™W Supply Chain & Material Mgr.
PF Operations Mgr.
TC Manufacturing Engineering Mgr
MYL Operations Mgr.
wC QA Mgr
Team B
RR Quality Assurance Mgr.
PK Operations Mgr.
KY Factory Mgr.
Fz
(Withdrawn due to resignation in mid 09. HR Mgr.
His successor had not been invited to join|the
Program)
KC Operations Mgr.

Table 61 Compositions of Team A & Team B

A meeting to brief on the Project T for all panpiants had been arranged on 16
May 08. In the presentation by the researcheilttha participants in the
Meeting, | had spelled out the nature of the pnobbnd the role of the two
teams in this Project.
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Now Alignment with NBD on
New Projects

Alignment
Proposal

NBD

Alignment
Directives

Diagram 6M PPT for presenting in the Briefing Meetnhg to all
participants on Project T
Source: Phase Il / Team Mtg May 08'Slide #7 & 39

A briefing for all participants for the arrangemesft Phase Il of the CFG
Program had been arranged on 28 May 08

[
Process

Team A

Proposal Select

Proposal \

— ! Final
r Rroposal
\ ?
ol 3 J f
[~

Execution ©
in Project T

Team B
Proposal

Diagram 6N PPT for presenting in the Briefing
Meeting to all participants on Project T
Briefing for Phase 1l on 28 May 08

A month’s period was scheduled for the two teamw/dok out the proposal.
Two to three set meetings were expected to arranglee senior management
will not take part in the meeting and | will be tfailitator of in the meeting.
| labelled the emark of the Project T as the Phaséthe CFG Program. |
had also drawn reference to the Step 7 and 8 dleKet(1998, pp.31-33) 8
Steps — “Consolidate Improvements and Produce Bifidte Change” and
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“Institutionalize New Approaches”

PNl How this activity could meet the characteristic ofAL

The importance of group dynamics and to form a téach been emphasized
by many writers. (Kim, 2003; Park, 2004; Bong, Patk Park, 2002;
Bowerman & Peters, 1999) | had “disseminated” thkevant messages
when | communicate the objective of Phase Il totladl participants in the
same meeting. The objectives could be represemtiée PPT presentation |
made:

[
What to learn in Phase 11?

* How to manage a more complicating change
process(more uncertainties, weaker control level,
not tried out before)

* How to turn your personal talents into strengths

e How to solve problems, not puzzleflacks clear
directives from the top, no absolute right or wrong
answer, boundaries not clear, inadequate data|
touch more on people, cultural and political isgues

¢ How to lead a peer group team. Q a .

¢ Operation of other functions. c

* How to learn from your own action. %
Diagram 60O PPT for presenting in the Briefing
Meeting to all participants on Project T

SRR Re] How this activity could address the issues arisinigp Cycle 1
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<

o

Issues discovered in Team How | design this activity in
Cycle 1 that needto| A& 9 y
. ways that could address the
be addressed in | B issues arising in Cycle 1
Cycle 2 Mtg 9 y
Downgrade the The competition could probabl
original problem, to invite the two teams to try thei
become a puzzle in v" | best to show their capability by
face of organizational “trying harder” and try out
change more challenging action
Act within comfort
Imple-
zone. Choose a v
ment P . Same as above
. sure win” course of
solution .
action.
v’ | The motivation to be the best
5K Difficult to induce might motivate them to
ey " ) )
- di critical reflective challenge each other in order t
ingredie ) . .
nts i working behaviour be the best team in front of the
Q'ing top management.
each 7
other Individual project The competitive atmosphere
failed to stimulate might be able to stimulate an
interest in “Q’ing” intense exchange of ideas ang
each other challenges within team.
The action o_f not to v | same as above
Take take any action
improved
action brag on and more v | The competition climate might
concerned about .
) . stimulate them to work fast.
getting things done
N ” The individual team member’s
Lacking “tools” & . o
- ; o behaviour exhibited in team
Facilita- | authority to facilitate v
" . could be closely observed and
tor critical self reflective .
. reflected in the subsequent 18
behaviours
degree feedback.
Although a selection process (¢
joining the CFG program was
*Other | Careful Nomination b non-exist, selection of the
key selection department hgads members for Team A & B was
success | of shpank size of the v" | based on the result of the
factors | partici- . member’s Strength Finder Tes
selection pool. . : . )
pants their working experience in
HMC and knowledge in the
Project T.
Group Dropping out of
dynamics| members and lack of v
properly | group meetings
managed | lowered moral.

(@)

=

—r

Table 6J How the issues discovered in Cycle 1 cdube addressed in

Cycle 2 by splitting the participants into two teans
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How the issues discovered in Cycle 1 relating to ‘@eful selection of
participants”, could partly be addressed in this ativity?

Members list for the two teams was the product betwme and AH. | use
the term “team” rather then a “set” (a term in AL) enable easy

understanding.

Team A
N Knowledge in Year of service
Name Position )
Project T
Supply Chain & Materig Medium Long
TW
Magr.
PF Operations Mgr. Little Long
TC Manufacturing High Short
Engineering Mgr
MYL Operations Mgr. Little Short
wWC QA Mgr High Short
Team B
N Knowledge in Year of service
Name Position )
Project T
RR Quality Assurance Mgt Little Short
PK Operations Mgr. Very high Short
KY Factory Mgr. Little Long
Fz
(Withdrawn due to
resignation in mid 09. HR Mgr. Little Short
His successor had not bg
invited to join the
Program)
KC Operations Mgr. High Short

Table 6K Compositions of Team A & Team B on knowlede in Project and
years of services

Considerations in the team composition includekih@wledge on the Project
T. TC in Team A and PK of Team B were most knogtable on the
Project.
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6.13

Action Steps : Team meetings

GHEEHE Implementing action step

Both teams organized their own meeting on 16 MayviB Team A run on
A.M. and Team B on P.M.. Both teams had spentratdu5 hours on the
meeting. | had not prepared a rigid agenda fomthmit started with an
updating of the Project T. After that, I'll leatlee discussion on their own.
A group leader had not been appointed. Howewenquld still remind them
on the need to come up with more solid action p&artsset out the rule of the
game as described in the previous section. Thetimgedad be audio
recorded with the whole team being informed on.thdthe digital audio
recorder had been placed on top of the conferealile &nd they had been told
that they could turn it off themselves or ask maum it off anytime they
don’t want their speech to be recorded. As | takdio recording in almost
every training sessions and meeting, all the ppeits were quite used to this
practice and gave no objection to this arrangemeBitmetimes, they even
made jokes on it such as saying: “Had it been cexi?”, or teasing each other
by saying “Don’t say that, the audio recorder i$ ett.

kel Team A — ' Meeting

Despite the sentiment of being the “victim” hadthebared at the earlier stage
of the Meeting, they managed not to see the NBEhasevil guys”. They
did mention that NBD was not unwilling to change.

1 (50min PF | felt the objective mentioned |
29 sec. (WC) is right. A system could |
+) * developed in the course

00:00:04 conducting the project. 0.
Furthermore, how we could bre
down the wall between us so theat
common goal could be built up.

2 00:01:228C  There’s no wall.
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3 00:01:23PF But they felt there is a wa
(Mixed voice of discussion) ¢
should we make them felt there is
wall between us through tt
project?

4 00:01:327/C But they may feel thatve are th
road block.

8 00:02:153WC Hay, let's be fair, let's be fair. W

had already been feeding
engineering with a lot of task a
they are handling them one by o
They had never mentioned that tl
are not going to change. They |
not repcted your idea. They ¢
not against...

* 50min 29 sec. should be added on top of this time as this is part 2 of the

recording of the meeting.

Source: Mtg Team A (b) 16 May 08

(Please refer to Appendix 6J for full version o thalogue)

In the set meeting, they had decided to inviterdpresentatives of the NBD,
to a lunch and listen more. Two weeks later, athe team members and 4
representatives of the NBD, went to a decent restdiclose to the factory.
They reserved a private room and sit around a rdabl® and engaged in a
sincere communication for 1.5 hours.

04:59 — 0625

TC We had been split into two teams, and anothemte
might invite you to a lunch also. We would like itorite
NBD together with us to explore in what way, using
Project T as a media, in what way, well actuallg don’t
want to talk but would like to hear from your sid#),
actually we shouldn’t talk, we want to listen and won't
criticize any of your opinion and we won't give big
responses. (...)

Source: Voice file: Team A at Restaurant

(Please refer to Appendix 6K for full version oéttialogue)
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It could be seen that Team A could adopt a moren gittude towards the
Project.

BERL Team B f'Meeting

A member of Team B — PK, is the Operations Mandeh® workshop which

was responsible for manufacturing the product ajdet T. He was the one
who had the most knowledge on the Project. Theratiembers of the set
who also had a better understanding of the prodvams KC who was

responsible for providing the tools and RR who wesponsible for handling
the quality related issues of the new product. KVhasked PK to brief all

members on the progress of the Project, he gaeeygpessimistic account:

1%' Set Meeting: Team B 16 May 08
11 06:57 PK Failure
12 WW Finished? Go ahead, tell us more.
13 07:05 PK One word; total failure.
14 07:05 KC "“What's the actual fact, what it
failed at?
Set Meeting: Team B 16 May 08 Participants: PK, K@, FZ,
and RR. Set advisor: WW (Researcher) Location: Mt§ Rm,
HMC, ShenzZhen. Total duration: 60 min. 45 sec.
Source: Data/ Team B/ Mtg Team B (a) 16 May 08

Although KY, the factory manager who actually resgble for the
administration of the factory and had no direcpoesibility for delivering the
product, gave some comment according to his expeziavhen he was the
guality manager of HMC a few year ago.
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59 16:19 KY (in Putonghua)

| could recall, in the past, QA (i.
Quality Assurance Dept.), what | ¢
in the past, was to motivate the NE
(I would give them instructio
on)What you had not done, what y
had failed to do, (...) The DFMEA*
was frequently conducted by C
But that's odd;the problems pointe
out in the meeting had frequently |
being followed by actions. (...)
just feel that theylacked any se
motivation.

60 17:18 WWBUt that's something of the past.

*Design Failure Mode Effects Analysis

In the next five minutes, KY had almost dominatét tdiscussion by
repeatedly pointing out the incompetency of the N&1idl kept describing his
practices when he was the Quality Assurance Manag@@bserving that they
had almost jumped to the conclusion that all thesea of problem was the
problem of the NBD, | tried to remind them on theed to set an objective

first before reaching a conclusion at such an estdge .

(mainly PK & KY’s) was simple

88

89
90

Up to this point, the buy in of KC and FZ was raitt.

23:07

23:22

PK It' s just like what (KY) ha

KY

mentioned, we, this system

obviously there, the problem is

one care to follow, the objective
(intruded by KY)

Procedure

Training had been conduct
Complaint had been raised aga
them in audit. What else you wi
me to do? As Operations, what ¢
could we do?

Their response

They had expressed
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some reservations on what KY had proposed and o=diKY that he had
made a conclusion which had not been fully explored

210

(...)

222

223
224

225

226

227
228

(Please refer to Appendix 6L for full version oétdialogue)

48:01

48:59

49:04
49:05

49:18

49:32

49:33
49:36

FZ

KC

(...) KY might be right théttere ar:

such kinds of factors insic
However, will there be any oth
factors, any other factors thaatetc
this situation, right? Is that t
people below are also il
this...(interrupted by KY)

Not no need to understand further?

For me, | had not concluded vy
But | feel they had made
conclusion already.

WW No need to talk with them.

KC

KY

KC

KY
KC

Yeahthat mean no need to wr
down, for me, | could not made st
a conclusion yet, is it really like th.
possibly, (should wejudy it a bi
more.

The experience of each persor
different. | had in-depth antac
with every layer of NBD. That
why | know some secre
Therefore, if you tell me that | ma
a conclusion and | could tell i

that | really had made a conclusion.

So you can write down all tl

secrets (mixed voices of discussion)

Yeah, | could write them down.
So you can open a blog.

Finally, it was PK who initiated the idea of inwvij the NBD to talk together

the next time and invite them for a lunch.

discussing about the invitation.

The timgewas concluded by
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6.14

Action Steps : Setting up of “admonishing official’system

WYSE Implementing action step

To ensure critical comments could be given by eveeynbers, | used the title
of an official in ancient China ¢y (Admonishing Officer) whose role was
to give critical advise to the Emperor fearlessdyh@ had been granted by the
Emperor a guarantee of not to be punished by heganistic wordings. The
full message on the arrangement of the “admonisloffg¢er” and the
response of the team members are placed in Appéidlix

How this activity could address the issues arising Cycle 1

Issues
discovered in Admon How | design this activity in
Cycle 1 that L
-ishing ways that could address the
need to be official issues arising in Cycle 1
addressed in g y
Cycle 2
Difficult to Make one to be the admonishing
“Q’ing” | induce critical officer of another one could
each reflective v almost guarantee that the
5 key other working members need to raise questions
ingred- behaviour or build on other’s opinion.
ients
Take S
, , The cross fertilization could
improv | The action of not v .
: hopefully generate a better actign
ed to take any actior :
; resolution.
action
Many management or personal
Lacking “tools” issues interwoven with or “hidden
Other . . .
- & authority to behind” some alleged technical
key Facilita - s v . i
facilitate critical reasons, which will be unknown
success| -tor : i
factors self reflectlve to me, could be effectively
behaviours addressed by other team
members.

Table 6L How the issues discovered in Cycle 1 caube addressed in
Cycle 2 by adopting the “admonishing official” pradice in set meetings
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6.15

Action Steps : 180 Degree Feedback

GHEWE Implementing action step
1°' 180 Degree feedback

The £' 180 degree feedback was arranged right after The&vdrkshop. All
the participants and their immediate supervisohe-Director of OpD were
involved. All need to complete a feedback formato A 30 minutes time
was given and all need to fill out the Form insilde meeting room where the
Workshop had just held. Those who give feedbackotivers will be
anonymous. All gave the Feedback Form completededor consolidation.
For the participants, there are two types of Feekllbamrm, one was for peers
and one was for their immediate supervisor. FerDirector of OpD, there
was only one type of Feedback Form to him.

2" 180 Degree feedback

The 29180 degree feedback was arranged after the Favhioh was the

conclusion of Phase Il of the CFG Program. Theomdifferences of the"

Feedback were:

1. The feedback from NBD to each of the participarstd been solicited.

2. The Feedback Form was a bit different in content.

3. The Feedback Form was forwarded to the participasitbey wish “to
have more private time to write down their thought”

4. The feedbacks for each participant from the neve@aor of OpD — RL,
were given to me in a face to face meeting. |jo#dd notes and the
consolidated points had been forwarded to RL fofiomation.

How this activity could address the issues arising Cycle 1
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Issues discovered

in Cycle 1 that 380 How | design this activity in
egree
need to be ways that could address the
. feedback X SR
addressed in . issues arising in Cycle 1
(2 times)
Cycle 2
o What one had The feedbaqk could becpme
The “L I - v base of making comparison
earnt not explicit . .
on change in behaviours.
No “recognized The feedback could provide
The ignorance” raised v knowledge on one’s “blind
“pr related to solving spot” and hence could
the problem probably raise
Real Members as part of Could promote better
proble P v understanding of themselves
m the problem
_5 key Imple- Feel oneself doing The feedb_ac;k could probably
ingred- | ment . make participants felt the
, .| extra and benefit v ,
ients solutio benefit of the Program to
the Company only ,
n one’s career.
“Q’ing | Difficult to induce It was hoped that the
" each | critical reflective feedback, some of which
other | working behaviour v might run in contrary to one’s
own conception of himself,
could induce critical
self-reflective behaviour.
Lacking “tools” & Feedback from peers and
Other ; X
... | authority to supervisor could probably
key Facilita " " . p 7
facilitate critical 4 give me extra “ammunition
success | tor . " "
self reflective to facilitate critical self
factors . . .
behaviours reflective behaviours.

Table 6M How the issues discovered in Cycle 1 caube addressed in

Cycle 2 by adopting the “180 degree feedback”

6.16

Action Steps : Individual Coaching

GMIGNE Implementing action step

Three rounds of individual coaching were arranged.

1% Round

Present 180 degree feedback
2" Round
Work out individual improvement plan
3“ Round
Present % 180 Degree feedback
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How this activity could address the issues arising Cycle 1

Uy

Issues discovered in| Indivi- | How | design this activity
Cycle 1 that need to| dual in ways that could
be addressed in | coach- | address the issues arising
Cycle 2 ing in Cycle 1
Integrating the “L” and
action taken in the project
The “L" The “L” & action not v as “means” to improve
closely related. those behaviours that they
themselves wanted to
improve.
The presenting of the 180
Want to learnt degree feedback could be
The P something new and v “new” and highly relevant
practical knowledge to the
individual.
Hope to address individual
problems one recognized
5 key Reetl)ll I\(I]embegls as part of v’ | as “roadblocks” to the
ingred- problem | the problem effective execution of the
ients project.
It was hoped that drawing
reference to one’s change
Take The action of not to objective and compare
improved : v" | them with the feedback
: take any action )
action from peers could induce
critical reflection on one
self.
Lacking “tools” &
Facilitator au_t_h ority to facmtgte v Same as above.
critical self reflective
Other behaviours
key Help to make learning
success| Clear objective a “living”
factors | objective | Objective of learning v objective which could be
for the not clear. modified from time to time
program after receiving 180 degree

feedback.

Table 6N How the issues discovered in Cycle 1 cdube addressed in

Cycle 2 by providing individual coaching to particpants

6.17

Critical incidents
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6.17.1 BRESE T Kol #-\5!

By the summer of 08, AH was resigned. Who willthe successor had been
unknown to me for several months. The resignabbrmAH was quite a
surprise for the participants. When | chat witarthinformally on that, their
concern was more on who would be the new bossadfedted them greatly.

6.17.2 RElelelsllgls

After both Teams had organized thelf Beeting, a heavy rain storm had
caused a serious flood in the factory. Their posttem report told me that
the flood reach almost 1 meter high and virtuallyhee furniture, equipments,
machinery and stocks on the first floor had beematged. All the
participants were fully engaged with the crisis aggment and the project
had been put to a halt. The seriousness of tloelifig could be seen from
the e-mail a participants — PF, sent to me on he0&u

William,
FLOODING!!!

We are all in the water for pass few days due to the
serious flooding problem in Shenzhen area. All the
activities are almost stopped due to no power and

water.
We have no idea when we can resume our project.

Rgds,
PF

However, it was only the AL Project — a better mfgent with the NBD in the
new product development process and in this caeePttoject T. The Project
T — the production of the new product T had notnbatopped as the
production schedule had been fixed.
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6.18

Action Steps : Briefing for Senior Management

SRR Implementing action step

The detail had been described in the section oticiBog support from the
top management of NBD”

In order that the senior management members cowde ha right
understanding on the background of the CFG progtiaenAL philosophy, and
the role of the Project T and the Forum in the dewy process of the
participants, | conducted a 30 min. briefing forghof the senior management
staff who had been invited to attend the Forumhad placed the main point
of the presentation in Appendix 6N.

K4 Monitor implementation and effects

| had highlighted two extra points to the attentidrthe panel members so that
would not thought of the presentation material las thomework” of my
teaching. | hope that could enable them to giveengoitical comment in the
Forum even with my presence.

B | own the learning results and [RL] owns the busseesults.

B | hadNOT provided any comment towards the solution and the
presentation material of the two teams. The pwpssto
ensure that the team member’s thinking could be%il00
revealed.

(Slide # 14)

6.19

Action Steps : The Forum
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ISR Implementing action step

Team A

Recommendation made by Team A was based on thestiqunaire sent to
the NBD. They had virtually assimilated most oé ttuggestions the team
members made in the team meetings and producedfloecommendations.
Detail of their recommendations was included in épgix 6P

The presentation of Team A had invited many quastioom the panels and
many of them had expressed considerable interestsame of the
recommendations.

Team B

Team B had mainly presented the system and proeedat had been applied
in A&B Company. The presentation was made by RR.orRR had several
detail description of the procedures related tdigyuaithout the prior consent
of other team members.

The panel had asked few questions and the conguwdimment from the
President was that Team B should consider not ¢ol@ad the meeting with
detail.

The synthesis of recommendation of Team A & B

The proposals of the two teams had been syntheafidreceiving the
comments of the top management and had been iteédgrdo the following 7
major tasks for improvement:

1. Sign off system — Proper project monitoring (mitest sign-off /
documentation)

System audit; Management review

Establish new procedure together with NBD & Operateam.

Training / Refreshment Training

Leadership empowerment / Common Goal / Re-inforseigline
Electronic Data System (Project Management)

o g bk wnN
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7. Award & recognition (whole team / task force)
SREeliFE] How this activity could address the issues arisingp Cycle 1

=

\*2)

)

—

Issues
dési?giriﬁ;p How | design this activity in
Y Forum ways that could address the
need to be issues arising in Cycle 1
addressed in 9 y
Cycle 2
Role conflict of
me — drive for
. The Forum was a “formal” way t(
The “L" busmes; result v pass the buck of making busines
vs. learning .
decisions to the management
result of the
project
The panel members of the Forur
could provide knowledge on the
Want to learnt senior management's view point
. way of thinking, the company
The P something new| v~ Rdfly
and practical strategy, and up dated situation
the market etc.. All these woulc
be new and highly practical
knowledge.
Difficult to The need to make a good
“Qing’ induce critical presentation would probably
9 reflective v stimulate a greater interest in
g
5 key each othe : €T et e
ingred- workln_g Q’ing” one another within the
, behaviour Team.
lents —
Individual
project failed to
stimulate v’ | Same as above.
interest in
“Q’ing” each
other
With a clear deadline and a
Take The action of specific requirement being
improved | not to take any v provided, taking the “action of ng
action action to take action” would not be
possible.
Lacking 'tools The feedback and questioning
& authority to
. from the panel would be the
- facilitate v e 19 . L
Facilitator | .. tool” for me to induce critical
critical self self-reflective workin
Other reflective behaviours 9
key behaviours '
SUccess Dropping out
factors | Group Pping In face of the need to “look good
. of members .
dynamics v in front of the top management,
and lack of :
properly : members would engage in good
group meetings oo
managed group dynamics in teamwork

lowered moral.

Table 60 How the issues discovered in Cycle 1 coubd addressed in

Cycle 2 by arranging the Senior Management Forum
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Content reflection: Is CFG an AL program — reflection against
the 3 objectives of AL?

Same as the approach | adopted in Cycle 1 — theAld&gram, | would

respond to this question by asking myself the il questions:

1. Had the 3 objectives of AL mentioned by Revans 8995-16) been
met?

2. Had various provisions been made to enable theySniggedients of AL
to exist?

WAONA Had the 3 objectives of AL been met?

1. Make useful progress upon the treatment of som@roblem or

opportunity in the real world

The problems, as described in the previous sectame from the real world
and had been recognized by top management and ethensmbers as
important and worthy to pursue a solution.

Useful progress had been made as both teams hatieteaout to the
Engineering Department (the NBD) to resolve théofmm.

The progress had also been consolidated in thenFaamposed of the top
management of the Company and resolution had leseied concerning the
follow-up action by merging the recommendation oftbteams.

The set members had engaged in follow-up meetirrg-group into 5 teams

to implement the consolidated recommendations.

2. Give nominated managers sufficient scope, todm for themselves

how best to approach ill-structured challenges to hich nobody can, at the
outset, suggest any satisfactory response.
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I had work closely with the senior management awtctleir support in giving

the set members a free hand in working out thetisolu The immediate

supervisor of the set members had participatethnost all of the training and
general meetings. | met with him to report on fregress and got input
from him regarding the selection of problem andrieg up of the members.
He had also refrained himself from giving directvie the meeting and play
the role of information provider for all.

In the Forum, all the members of top managemenevwgeod listeners and

were very liberal towards the proposal of the twants. They gave great
appreciation towards the contributions of all thenmbers and encourage them
to work further on the problems.

3. Management development practitioners not to tedn managers

anything but to contrive, with senior managementsthe conditions i
which all managers learn with and from each other.

In arranging the IMBA, | had refrained from theeatipt to pack the Program
with seminars and workshop but had only arrangeekthalf-day sessions on
the topic of change management.

The training aimed at providing them framework drarge management and
two books had been distributed to the participdots their reference —
“Leading Change” by John Kotter and “Now, discowaur strength” by
Marcus Buckingham & Donald O. Clifton. Extensivecture on change
management and the content of these two books dialdeen given. On the
contrary, short lectures were frequently followeg discussions sessions.
Opportunities were made available for the drawipgtithe vision for change,
analysing the situation and areas in need of chandeadentifying roadblocks
to change in HMC and the making of action plan. | dklthem were realistic
exercises addressing a “living problem”. The imragglsupervisor of all the
members (the Director of Operations) had preseatlithe sessions. Rather
then act as passive listener, he had been activatyved in leading discussion,
clarifying points, making summaries of member’'s mpn regarding the
company issues and problems which | knew littlehe Thformation he shared
about the organization and his opinion towards eptssuch as “boundaryless
organization” had added to the knowledge dissemdhan the training
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sessions. The training sessions were mainly agbfih which all managers
learn with and from each other”.

The following is a summary on the strength and bé@ck analysis conducted
during one of the training session (which | calleedm Group Coaching).

(435 conchided in the 2 Jan Group Coaching)

POTENTIAL ROADBLOCKS
Strengths of (HMC) that constrain (HMC)'s

strengths & business mission.

Experience & technology in the a. Lacks of motivation
field b. Reluctance to change
Cash cow, deep pocket Mot spert wisely
LIulti-national staff a. Inadequate participation

b Inadeguate operation staff

Honest and customer otiented
itmage & reputation

Customer skill of CEO
&daptable Inadeguate succession planning

a. Mot cateh up with new
technology

b, Lackpersonal itvvolvement

[nadeguate teamarork

Diagram 6P Presentation material for meeting with \P on 24 Jan 08

| had told him and all the members explicitly frdime to time that | was
responsible for the learning result and the Direetas responsible for the
business results. This worked fairly well and dosffectively address the
issue of balancing the action and learning.

Had various possible provisions been made to enablbe 5 key

6.20.2

ingredients of AL to exist?

In this section, | would describe the provisionsdm#o possibly enable all the
5 key ingredients of AL to exist in the CFG programHowever, the
provisions were something or some actions takemé&yr by the HMC which
could be interpreted differently or neglected bg thembers. Exploration of
these possibilities will be made in another section

SWA0 V4] What provisions had been made to enable an emergef®” to
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exist?

According to Revans (quoted in Smith 1997, p.36%,role of “P” is akin to
an awareness that “no one knows the answer” ahdr&@abbliged to find it".

In order to build up an awareness that “no one lsnthe answer” and “all are
obliged to find it”, a meeting between the Openasidirector — AH, and the
Vice-president (the VP) of HMC had been set up. rimuthe meeting, the
VP had stated the need to achieve a better alignbstween the NBD and the
Operations Division. This “murky” requirement cdube indicated by his
expression in a follow up meeting between AH andomé&0 Mar. 08:

Meeting with AH by WW on 10 March 08 (Total duratio57min. 22
sec.)

1 00:00WW Right, for this time, we need to discuss se\v
things. Since you and met with the [VP] [
time, we really need to confirm the proble
OK, we need to confirm what the problen
really about. Because we need
communicate this message to the ban
brothers. (..) | just hope that we could cor
up with a clear message.

2 AH I don’'t know. | don’'t know what she wanted
me to do.

Source: Data/ Meet Alex 10 March 08/ Transcriptiélex10 Mar (Full)

Although the expression of AH was more an emotiogmgbression of his

feeling of unfairness in the issue of cutting heaoht (as discussed in the
previous section), his expression did indicatedrdguirement on what need
to be done was not a clear and solid. Actuallyhim meeting between AH
and the Vice President, the VP had talked mainlpualthe need and

importance of a better alignment between the NBD the OpD. She had
not mentioned about how and what to do.

Anyway, | had mentioned to both team, in theirtfireeting, on the consent of
the NBD to cooperate and their arrangement of aggigtwo teams of their

engineers as a “resource” for them to work togetDetail of other messages
AH shared with me in the Meeting could be foundppendix 6l
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What provisions had been made to enable a real prédm, not a

puzzle, to exist?

Technical complexity

The nature of the Project could be revealed bydreription of TC in the®1
set meeting of Team A:

22:20 TC (...) there are now three parties involved,
NBD, the customer, so Marketing could st
for them, and also us, the Operation. ékhr
parts of a question(...) So the problem no
becomes (a situation of) everyone just kee|
doing, continue to produce samples witl
knowing whether the final product will |
exactly the same when put on mass produc
No one could really tell youbmut that. Nov
we are talking about the production sche:
was targeted at August. It had been wri
down in the schedule. Suppose to be Aut
Time is highly pressing.

TC mentioned three problems: the technical problelated to the design of
the product T which was a new one and involved sorew technology.
Secondly, the final design had not been finalizetitbere was only around 3
months left and finally, there were three partiesived.

Political complexity
TC explained that the Project signified a new wdywwrking with the

Engineering Department (NBD) and NBD had little estence in dealing with
this new relationship.
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28:13 WC | believe that the past practice of handlin
project is quite different with that of Project
In the past when there is a project, Operat
had not been involved. Project T is the -
project that involve©perations at the very ea
stage. {-:) In that case, many feedbacks
were fedto them by us. Now NBD seemed
quite able to handle all thesfeedback:
Furthermore, they could not be able to ac
these criticism and dont know how tc
respond. So they had become quite neg:
quite depressive, and feel that we are fin
faults with the person and not really focus or
job itself. Sothey feel a bit let go with tt
Project M"

This new relationship involved many ramificationstbe political aspect such
as who made the decision when controversies afsejng of responsibility
and accountability, work load and exposure of “secwithin department”
etc..

Certainly, this new relationship also involved sgonactical constrains such as
resources constraint, limitation of knowledge, ticoastraints etc.

No answers from senior management

With the growing in number of new products, thetgasctice of a clear cut

on responsibility of NBD and the Operations Divismould no longer be the
most efficient method. To cope with the future IErege, an earlier

involvement of the Operations Division was neededowever, how early

and how deeply the Operations Division needed tanbelved and in what

way they should be involved was a problem with nown answer. It could

be varied from cases to cases and varied accotdirtbe requirements of

different customers. In other word, it is botheghnical and management
problem that HMC need to resolve and the solutionlct have an important
impact on the company’s future business.
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Participants had no previous experience of solvingimilar problem

While participants had the experience of workingcontext (either in the
companies they previously served or in project aisiérving in HMC), they
lacked the experience of DESIGNING or INSTALLING system of
alignment between the engineering and operationss an a company the
product launching process.

In summary, Project T was a perfect problem forasilit:
B Was a real problem where no one could confidenthyige a right
answer
B All wanted to do something about it.
B [t had an important and long term implication te tirganization
It fit the requirement of a good problem for AL prct from almost every
aspect.

What provisions had been made to enable set membenged to

implement and could implement their proposed solutn?

By doing what they set out to do, and by settingtouwo
what they believe to be worth doing, managers are
disciples of the Aristotelian ethic.

Revans, R.W., ABC of Action Learning, Lemos & Crark998
London, p.75

Reminding the team members on the need to implemefrom time to time
in the team meetings

When attending the team meeting, | had, from timetilme; remind the
participants that what they proposed, on the aeceptof the top management
in the Forum, will be implemented by them. | cogjdote an example for
that:

282



173 00:27:56WW That's rot just a game of words. Tt
should truly reflect the ideal everybc
agreed. You must state how
could achieve this ideal and not just f
about it. It's easy to write down
hundred ideals. The issue is what
will do to achieve these idea
Ha...that can be a big issue. So d
take it too lightly. It's a tough job.

Source: Data / Mtg Team A (b) 16 May 08

The support from top management

The top management had granted their consentitgtwould make decision
in the Forum on which proposal they would adopt arfdrm the members
right the way. To facilitate the management to entlle decision, a half-hour
break in the Forum will be arranged. During thatipd, the team members
will leave the room and come back half hour later.

The resource centre of NBD

A group of NBD engineers being designated by thedor of NBD to work
together with the team members on request wasaa idldication that the need
to “walk their talk” was for real.

The Forum

At this stage, both teams were only required td bat the problem and made
a proposal to the top management in tffeFdrum. In the Forum, the top
management will make the decision which proposadopt or to merge the

two proposals. After that, both team will merggédther to implement the
refined solution.

The need to really implement the proposal adoptedybtop management

All the participants had been informed and fullyaagv of the need to execute
what they proposed and what had finally been aecdepty the top
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management in the Forum. In the briefing meetthg, following PPT had
been presented.

[
Process

Team A

Proposal Select
Proposal
Final
! roposal
? b T
Team B Execution

Proposal

in Project T

Diagram 6Q PPT displayed in Briefing for Phase Il @ 28
May 08

After the Forum, the proposals adopted by the tognagement which
included a mix of two team’s proposal (predominatatlonged to Team A’s)
had been assimilated and repackaged to form 5 aepprojects. The 10
members had been assigned by the new Director Bf ©Oghose 5 projects.
They had then made a presentation on their owregrregsult in the second
Forum held on 28 Jan 2010 which marked the officaaiclusion of the CFG
Program.

What provisions had been made to enable set membetsuld
6.20.2d >

“Q’ing” each other?

Neutral role

When some member of Team B look at me for an aggekice when they
commented about the NBD senior management, | said:
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20347:25 WW There’s no need to seek my opinion.
just come here to take voice record
(laughing), OK. Right, is everybody ¢
agree with the location of the gap,
the reason leading to that seenteing
discussed already, isn’t
Everybody... every body feel thahat's
the reason lacking of ah... senic
management commitmentand ah... -

Source: Data /Team B / Mtg Team B (a) 16 May 08

My role as a facilitator

...facilitators of action learning do not come upwithe
answers”. They question judiciously to help peapléhe
workplace think carefully through the issues that a
significant to their work situation.

(Zuber-Skerritt, 2002),

On top of refraining from providing answers, | haed to remind | will not
give any directives on what decisions the teamstbadake. Whenever they
looked at me for advise when they had come acrbs®mdlicting opinions
and look at me for indication of direction, | woukldl them they should make
their own decision.

Admonishing official

Detail had been described in the section “admongsbfficial”

What provisions had been made to enable set membetOULD

take improved actions?

Personal Change Agenda

Taking improved action is vital for set memberslgarn from it and start a
new cycle of AL process. However, it is a resultle set’s decisions and
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could neither be enforced by me nor by individwedlreember. However, the
“‘change agenda” each set members developed cowld as a motivator to
personally “do differently” in the AL process.

6.20 21 I

By and large, | must admit that the lack of remorithe actual implementation
of the team’s proposal by the team members madeumable to make a
completely safe claim that the two key ingredientSimplement proposed

solution” and “take improved action” were complgtah place in the CFG

Program. | could only claim that the step takeriTegm A & B to invite the

NBD to tackle the Project T issue representedsa $tep toward implementing
their proposed solution and the subsequent setimgeet Team A did helped

the members to reflect on their meeting with theDN&nd hence, enabled
them to take improved and better informed actionshe Forum. The fact
that all the team members were fully aware of teednto implement what
they had proposed could help me to make a safm d¢lst their behaviours |
observed represented their full anticipation on fitere need to implement
what they proposed. That is a marked differencéh vBome other AL

programs which ONLY required the participants tckema proposal (Dilworth

& Willis, 2003, p.120). However, it would definijehave been much better
to have had the opportunity to research the imphtation phase.

6.21

Summary for Chapter 6

In this Chapter, | had tried to make a narratiortammany activities that had
been carried out in the two year’s time. Due t® thnstraint of space and
the consideration of the reader’s interest, martgildecould not be included.
By and large, this Chapter was a narration on nigrtefo build up an AL
program together with the HMC’s management. Thithe part | felt | had
made a real achievement much bigger then thaeidMiBA Program. In the
next Chapter, | will conduct an analysis on theadatd made a report on my
findings.
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Chapter 7

DATA ANALYSIS

In the previous chapter, | had made a discourséherway | conducted the
CFG program so as to enable the 3 objectives ofdlld be communicated to
the members | had also made a discourse on tieugagrovisions | made to
set up a context to enable the 5 key ingredienitdcle available for all the
participants, While the two Teams had been opegatinder more or less
similar influences of the 4 contextual factors dwmatl been provided with
similar resources, it was found that the two teadnmasl behaved quite
differently in the project T (i.e. the project oéeking a better alignment
between the OpD and the NBD in new product laungitgss). In this
section, | would firstly explore the effectivenesisthe two teams in the AL
process in terms of both the process and the resatfter that, | would

proceed to compare and contrast between the twm'sebehaviour and
explore the potential effect of the 4 contextuatdas which might facilitate or
inhibit these differences in practice to happen.

As an inductive study, data analysis was condutttemlighout the study, and

at the conclusion of the data collection. (GlesneP&shkin, 1992) Data

analysis included the use of the following anabjtstrategies:

1. Categorizing and recategorizing data,

2. Creating charts and matrices to assist in the @gaon and examination
of data

3. Re-reading transcribed interviews for specific ¢spior concerns of
interest using highlighting pens

4. Tabulating the frequency of behaviours relatedctmmirades in adversity”
and the CRWB by using the sorting function of MS&x

5. Review data using the technique of pattern matchirg this strategy,
patterns derived from the research are comparemntrging patterns in
an effort to identify matches and mismatches. gteater the degree to
which the patterns coincide, the stronger the ssudyernal validity
would be.
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7.1

The data for analysis

Rather then collecting the participants’ self atmoes on what they had learnt,
the data | used for analysis mainly came from thadcription of the 4 team
meetings of Team A & B. Every word in the audiecaeling of the four
meetings, which added to a total of around 5 hohesl been transcribed.
Due to the large volume of words and that the mpgot of them had not been
translated, it will not be included in this The&ist will be made available
whenever needed.

i Duration of ) ,
Team | Meeting date _ _ Location of meeting
audio recording*

A |16-May-08 A.M. 111min29 sec.| Meeting room in factory

A Chinese restaurant close to

2-Jun-08 Evening 65 mif.sec.
factory.

B |16-May-08 P.M. 70 min35 sec.| Meeting room in factory

30-May-08 P.M. 51 min26 sec.| Conference room in factory

*The audio recording of Team As'®& 2" meeting and Team B's"Imeeting had been split
into two parts — part a & b, due to some interruptiappened during the meeting.

Table 7A Meeting dates, times and locations of Teah & B meetings

| will present the extract of transcription in tfedlowing way which is slightly
different from the format | presented in Cycle kda the use of Excel format.

(A) (B) (©) (D)
42 27:07PF (...5o0 this is just my wish...that is my o\
wish list of strength. | am, | am s

experiencing...
(A) — Serial number of the speech starting fromt h@ beginning of the

digital voice recording file. Please note that dymot signify the begging of
the meeting. In some occasion, two or three vblieehad been recorded in
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one meeting due to the intermissions. In that,case&s will be given on
that.

(B) — The reading on the timer in Media Player dgmplay back.

(C) — The participant

(D) — Text of the speech

In order to save spaces, the heading for each colmithnot be shown in the
extract of the transcript.

My decision not to adopt the data of asking thei@pants to name directly
what they had learnt was due to the difficultiesdofng so | experienced in
Cycle 1. Marsick & O'Neil had put forwarded a piale explanation on the
difficulties to state clearly on the learning resubr AL.

People can find it difficult to learn from their garience
through a messy struggle with real challenges.
Participants in some programs are surprised whey dhne
expected to take charge of their own learning, aftdn
find it disturbing that they cannot easily ‘name’describe
what that learning looks like.

(Marsick & O’Neil, 1999, p.174)

| use the data generated in the set meeting (littdkkam meeting” in CFG
Program for the participant’s easy understandingp wlue to that the set
meeting was where some of the variables of theetbchools of AL mentioned
by O’'Neil (quoted by Hicks 2001) could happen. Ndynreflection; group
process; questioning; and the use of group.

The importance of the group process in AL had bieether illustrated by
Beaty et al (1997)

Action learning is essentially a group processudes
peers to generate action plans and generate |gafnaim
reflection on practice. The set meets regularlgupport
the learning of each member through active listgr@nd
qguestioning. This support and challenge is paidyl
appropriate when learning is about my experiencg an
actions and not just my knowledge. Where learns@ i
holistic activity the set process can give impetusl
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insight, ideas and action plans. Action learningl®ut
the person in context. The set helps me to expioye
awareness of the features of the context and mgepla
within it.

(Beaty et al, 1997, p.184)

Mumford further stated that:

The group process encourages people to tackle rnedrso
competences "what | am", as well as managerial
competences "what | am able to do".

(Mumford, 1996)

Therefore, the data generated in the group preeéss team meeting of Team
A & B are most relevant for exploring the learniresult. On top of this,

data from other sources such as transcription tefrvirew | conducted with

each participants and with the Director of Operajahe audio recording of
the meeting between Team A and the NBD represeatatthe presentation
material of the two teams in the Forum etc. wilcabe used.

7.2

Which team had learnt and solved the project problm better?

In AL, learning and solving problem were equally pontant. In the
following sections, evaluation on both parts wil ¢hscussed.

YAV Evaluate by process

It was argued in Chapter 2 that one element ohiegrthat should ideally
happen in the AL process should be critical sdlection and the context for
plasticising it could take place in the “set” iretliorm of group reflection
process which Revans’ called “comrades in advérs(fgevans 1997).
Cunningham (1999) had “operationalized” Revansnicades in adversity"
approach to group reflection and | will find out what extend the two teams
had practiced them.
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| will firstly evaluate to what extend the two teaimad practiced the comrades
in adversity’s way of reflection and then | willqueed to examine whether the
participants of the two teams had demonstrated nobr&/oerkom et al
(2002)'s 5 dimensions of critical reflective worgitbehaviours in the"? set
meeting?

yavaA Had the set members became “comrades in adversity”?

The functioning of the “set” is of outmost importanfor the type of learning
in AL to happen. Revans had explicitly stated:that

'‘Learning-by-doing' is an insufficient descriptiof
what | have been on about these twenty-five yatrs;
is rather 'Learning to learn-by-doing with and from
others who are also learning to learn-by-doing'.
(Revans, 1980, p.288)

Those who “are also learning to learn-by-doing” veamed as “comrades in
adversity” by Revans.

Action learning as originated by Professor Reg
Revans in the 1940s (Revans, 1945) embodied an
approach based on “Comrades in adversity learning
from and with each other through discriminating
guestioning, fresh experience and reflective insigh
(Smith, 1997, p.721)

According to Cunningham, (1999), the following letlipoints represent
Revans’ "comrades in adversity" approach to legrnin

- Learn from experience

- Reflect

- Share that experience with others

- Have those colleagues criticize and advise
- Take that advice, reflect and implement

- Reflect and share the lessons learned
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It is difficult to measure the “comrades in advirsprecisely and | had come
across no empirically tested measuring tools. lllwge Cunningham’s (1999)
5 points and try to elaborate them by referringstone actual examples |
found in both teams so that the reader could beetbetformed on how |
categorize the data.

Thorough out the team meetings which | acted aditédor, the need for a
straight adherence on the “comrades in adverstie ©f discussion had not
been stated. | had only installed an “admonisthoffgcials” system which
could probably address th& goint of Cunningham — “Have those colleagues
criticize and advise” so as to ensure that every@atka chance to speak out.
As | had argued in Chapter 2, the “L” for AL shotdd about critical reflection,

| should not “dictate” the result but rather, stballow it to emerge naturally
so that it could truly reflect whether the 4 kegrnedients of AL could lead to
the “L”. Furthermore, | hoped that this naturatisapproach could also
enable the reveal of the full impacts of the 4 eatial factors.

g TeamA |

In the following example, the issue on setting upeward system were
championed both by PF & TC. WC was not quite adjethe need for that
as he felt a review system would be suffice for pnepose. However, PF’s
pointing out the possible scenario that “the pegp# don’t even bother to
follow the system” had made WC change his mind.

292



(A)| (B) | (C) (D) (E)

107|21:47|PF | Reward and penalty. Share that experiencs
with others
108|21:48/WC | | think that's not| Have those colleagues
needed. | feel that's criticize and advise
not needed.
109|21:49|PF | Why? Have those colleagues

criticize and advise by
non-defensive response
110|21:51|WC | So do you think withj Have those colleagues
the existence of penalty criticize and advise
they will do better? Or
you think reward will

get them to work
harder?...I think that's
not needed.
111|22:00|TC | But if you have a, let's Take that advice, reflect
say, not really a penalty, and implement

no reward is already a (accept not to use the use

penalty, right? the wording “penalty”)

(..)

24:16|PF | agree with TC’'s comment that therdHave

are a lot of factors that could affectthose

the project. (...) But according tp colleagues
what, WC, you propose systemcriticize

review, will there be cases that theand advise
people just don't even bother to

follow the system, what will you d

then? What action you need to take

after the system review?

24:35\WC | In that case, | feel that we need rewTra‘ake the

and penalty. advise

Source: Mtg Team A (b) 2 Jun 08
(A) — Serial number of the speech starting fromtlthe beginning of the digital voice
recording file. (B) — The reading on the timer iretila Player during play back. (C) — The
participant (D) — Text of the speech (E) Relevaghdviours of “Comrades in Adversity” as
proposed by Cunningham, (1999).

293



30 |10:47WC | This is very important. The Learn from
opposite party (the NBD) should heexperience
able to hear our voices. What | feltReflect

about the current situation is thatShare that
they could not really hear our voicesexperience
and also, would not give apwith others
explanation on why they had not
accepted our opinions. (...)

31 |11:10TC The point | really agree with you is Take the
that, they should listen to ouradvice but
opinion. But | will choose another modify it.

word, which is that they should give

- ave those
responses to our opinions, but no{_|

necessarily accept them. (”_)Theycolleagues

could just give a response and rjof"tciSe and

necessarily need to agree wilthadv's‘e
it. Ha.
11:43|PF That should be a kind of channel [tol'ake that

give feedback on the situation. advice.

Source: Data / Team A/ Mtg Team A (b) 2 Jun 08
(A full version on the dialogue could be found ipgendix 7.1)

Other examples of “comrade in adversity” way ofugraeflection for Team A
could be found in Appendix 7A

7.2.20 B T

Evidences showing incomplete “comrades in advérsgsoup reflection

process could be found easily in Team B% dnd 2 meeting. The

incompleteness was attributed to the general lackeadking advises, reflect
and implement. For example, when RR had compldied half-hour

presentation on the procedure of A&B Co., which wabkaring on the

learning” by nature, the NBD staff raised questimmcerning the time factor
which was a “reflection on that knowledge”. The INB questions, which
was actually a kind of “criticize and advise by leagues” had not been
accepted, but rather, met with defensive behavior.
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36 128:48 | NBD| If you follow this process, Reflection
staff | how long do you think thig request
flow would take before the
project completed? Could
you make an estimation on
it?
37|29:00 |KY | Icannot make an estimation. Unable ttectf
or not want to
reflect.
38129:01 | NBD| I think it would take quite| Reflection by
Staff | long. NBD
39129:02 |[KY | ™Al cannot make an Unable to reflect
estimation on it. or not want to
reflect.
40 |129:04 | NBD| | estimate it could take two Advise by NBD
Staff | to three years if all the stepgsstaff
were followed.
41|29:08 |KY | Ah...but we had succeededNot taking
before. advise

What happened in Team B was that many learning éxperience was shared.

There were also many criticism and advise towarasheother’'s opinion.
However, what had been lacking was the “take theicad reflect and
Without this the comrade in adversitgy of group reflection
could not be said as complete and effectively acel

implement”.
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222 |48:59| KC|Not “no need to understalReflection
further”.  For me, | had n(request
concluded yet. But | feel they h
made a conclusion already.

223 [49:04| WWNo need to talk with themtHe
NBD)?

224 149:05| KC| Yeahthat mean no need to wiAdvise by
down, for me, | could not malcolleagues.

such a conclusion yet, is it reg
like that, possibly, study it a |

more.

225 149:18| KY|The experience of each persotFelt no need to
different. | had in-deptltcontacireflect further.
with every layer of NBD. That|Refuse to take
why | know some secrdadvice.
Therefore, if you tell me that
made a conclusion and | could
you that | do had made
conclusion.

226 |49:32| KC| So you can weitdown all th(Almost giving
secrets (mixed voices up to advice.

discussion)

227 |49:33| KY| Yeah, | could write them down. Beimgnfon
no need to
reflect further.

228 |49:36| KC| So you can open a blog. Giving up to

advice.

Source: Data / Team B / Mtg Team B (a) 16 May 08

The giving up to advise by KC did not indicatedttha had totally adopted the
“advise” of KY. At the rear part of the meetingCKhad still uttered the need
to check out what was happening and query thelsliiyaof the procedure
recommended by KY.

Other examples of “comrade in adversity” way ofugraeflection for Team B
could be found in Appendix 7B
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Other examples of INCOMPLETED form of “comrade idvarsity” way of
group reflection for Team B could be found in Apgien/.1.

gVl Comparing Team A& B

The effectiveness of discussion within team hadamby made me aware but
had also been noticed by the team members thersselVie the 2 meeting,

both TC and MYL of Team A agreed that a consengaisiieen reached.

19 08:16 + TC Actually, we are using the opinion that each

13min24 had contributed which is good. At least, €
sec of team member within the team could feel tha
part 1 is able to achieve what other had said. Anc

had been able to reach a consensus. (...)

20 08:55 MY  Besides, the opinions that each of us
contributed had not been too diversified and
represent different thinking of each of us an
there are some other points which one
important and had not yet raised could take
opportunity to raise (...)

Source: Data / Team A/ Mtg. Team A (b) 2 Jun 08

Full text of this part of conversation detaileddppendix 7.2

What TC had mentioned was that everyone had acfance to “share
experience with others” and mutual criticism andises had been given and
members had taken the advise so that a “consensukt be reached.

On the other hand, KY of Team B was aware that K@ BZ had not been
totally convinced at the concluding part of the tmeg  However, attempt to
reach a consensus had not been followed. It sdeh$e intended to leave
the difference in opinion as it was. One reasartiat was that a major part
of the work of preparing the proposal for preseatawill be volunteered by
RR.
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23951:25KY Ah...can | speak first? Ahl.could understand

you may or may not

have a buy in on what

had said, you may have your viewpoint.

Actually, | agree wit

h what (FZ) and KC h

said. Surely we should not jump to conclus
We surely should not put into writing that
proposeto fire the people, and mentioned
problems werecaused by top management

That is, we should g

0 back to study what is

problem, where is the gap though we fully av

what had happened.

Source: Data / Team A/ Mtg. Team A (b) 2 Jun 08

71.2.4

Summary

The overall behaviors of the two Teams could bersanzed by the 5 points
of comrades in adversity’s way of reflecting.

Comrades in
Adversity’s way
of reflection

Team A

Team B

Learn from . .
_ Stated past experiences Stated past experiences
experience
Reflection on those Reflection on those
Reflect experience with  moreexperiences with less
eflec . -
reference to the existingeeference to the existing
condition condition.
Experiences from variedExperiences mainly from @
Share that

experience with

set members

few members.

others Share experience in |&Emphasis superiority aof
factual way. experience
. More Q & A like behaviors
Have those More mutual criticize & ) )
) ) More in theformat of telling.
colleagues advise behaviors. More i ,
L . | More behaviors of playing
criticize and build on each other’s _ )
_ _ down, neglecting or stopping
advise. ideas.

the advise of others

Table 7B Compare Comrades in Adversity way of comnmmication

demonstrated in Team A & B meetings (Continue in ng page)
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Comrades in
Adversity’s way Team A Team B
of reflection

More defending behaviors
Many alternative advise
expressed by some members
ad been ignored or rejecte

More accepting behavio
Many advise expressed |

=<

) members had been o i
Take that advice, . , The original idea of somg
modified, consolidated _
reflect and , , , members had remained
) into solid team action.
implement. almost unchanged.

Modify action plan ang
proposal after meeting th
NBD representatives.

Little modification on the
eoriginal action plan ang
proposal after meeting the
NBD representatives.

-

Table 7B (Continued) Compare Comrades in Adversity way of

communication demonstrated in Team A & B meetings

To avoid duplicating the content, further exampléseam A & B’s behavior
which could further illustrate points stated abox@uld be found in the
upcoming sections.

In summary, Team A, when comparing with Team B, é&suibited much more
behaviors which could indicate a “comrades in asitygs” way of reflecting
had been happening in the set. It could therdfereoncluded that members
in Team A could have more chances of practicingecéif’e behaviors then
members in Team B.

Had the participants of the two teams demonstratedmore of

7.2.5

Woerkom et al (2002)’s critical reflective workingbehaviours

While the “comrades of adversity” emphasis a seti@ps of group reflection,
| tried to look for some “stand alone” reflectivehavior which could be found
individually in the team meetings. Woerkom”s sixménsions of critical
reflective working behaviors were adopted for thispose.
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TAvALY:! Openness about mistakes

Woerkom, & Croon, (2008) defined “openness aboutakie” as

...not covering mistakes up or reacting defensivehem
confronted with an error thus limiting possibilgigor
oneself and others in the organisation to learmftbem.
(Woerkom, & Croon, 2008, p.317)

Openly admitted one had made a mistake could ndolned in both teams.
However, expressions indicating an intention of femvering mistakes up”
and exhibiting non-defensive behaviours when cantéd with other’s
comment could be found much more in Team A theéfeamm B.

Team A

For example, MYL regard the thinking that the NBiDténtionally” avoiding
problem could be just an assumption and might retthe case when
communicating with the NBD face to face.

128 42:42MYL  (...) If there is a feeling that we, internally
are not aligned, (...) and there is a feeling of
that they (the NBD) are trying to avoid
something, | believe that by the time we
discuss the issue face to face, they might tell
us the other side of the story. (...) | don'’t
think there are a two totally opposing views
and | don’t think they would intentionally
not to handle some obvious flaws on the
product (...)

Although this was not a direct admitting of one madde a mistake, but this
was something quite similar to the expression ok“iight be wrong” and
“We might have made a mistake here”. Another exarmas WC, the QA
Manager, who mentioned the NBD’s suggestion thatesof the flaws on the
product design was actually due to the inaccurdd¢lg@@machinery of his own
department.
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136 47:49NC

(...) and now they (the NBD) said that the
machinery of QA was not accurate or that
the handling procedures of the QA
equipment were not accurate. Their
saying might not be untrue or in conflict
(with the fact). O.K. Because the
machine we are currently using is really a
bit dumb. (...)

A third example could be found in Team A% 2Zneeting when WC and TC
pointed out the possibility of some of their cutrenactice might caused the
NBD to “felt uncomfortable”. This was an indicatioof an attitude of

empathetic understanding while not ruling out tlosgibility that one might

have done something inappropriate.

59 15:42 WC (...) What had been changed compare with

60 16:27 TC

the previous projects? What had been
changed (in terms of) the goals compare
with other projects? | believe there is one
thing that had been changed and that is our
involvement in the project at an early stag

In that case, will it be our involvements at
early stage cause their discomfort? So
what caused them (the NBD) to feel
uncomfortable? Right? We need to
reflect on that.

(--) We really need to interview them
(NBD) in order to know what cause their
uncomfortable feeling. From this Project
T, what | feel is that they might feel that
we re a bit not very proactive. Apart from
that, there might be an opportunity that
they felt they are just a middle person and
had been curbed by others at their front and
at the back. (...) But we must ask them in
order to know for sure what really had
caused their discomfort ()..
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Team A had also been able to show the ability ®othe comments of NBD to
point out some management issues of their own ifmct This vividly shows
a willingness to admit own department’s mistaked aat to find excuses to
cover up them.

130 08:07 PF However, [a staff of NBD] had al
mentioned when he take up the role i
project manager, he felt that he |
experienced some difficulties wh
locating people on our side. He rai
example of contacting atl of people bt
they didn't seemed to understa
That'’s his feedback.

131 08:20 TC Will this tell us something about the is:
on communication channel in ¢
organization which is actually not ve
clear or quite confusing?Or they ma
be relatively not very official or no
formal.

Team B

Team B had repeatedly stated that they had alrdadg their duty and all
problems were caused by the NBD. However, somebeedid raise some
concerns, queries or comments towards the apptepess of the solution or
the validity of the assumption that some membeld. he

12434:37 KC(...)But why the people did not execi
(the procedure), shouldn’t we find out t
and then proceed to improve them?

12534:47 KYThat's pretty simple — lazy.

12634:50 KCOK, if it's individual staff who is lazy
remove him.

12734:55 KYRemove them all.

12834:56 KCls it really thatall staff are lazy. All o
them are lazy so...

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08
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The comments and queries of those members (maih® KC) had generally
been met with reassurance, ignoring or side trackividence on this had
been placed in Section ). All of these indicatieat there Team B, as a
group, had generally lacked a kind of opennessrasvaotential mistakes.

y#7231s) Critical vision sharing (critical opinion sharing)

Critical opinion-sharing refers to an examinatioh smcial and political
"taken-for-granteds” (Reynolds, 1998) in the orgation. People who dare
to criticize espoused theories are perceived amgathe emperor wears no
clothes" or as "troublemakers" (Brooks, 1999)

Team A

Some critical vision shared was really on some aottaken-for-granted”
assumptions.

69 18:25 MYLDo you believe that system could cha
the personality?

70 18:32 WC May be we can share our ideas
whether a system could make alterna
on the style, personality, behavioaf a
person.

71 18:37 TW Environment should change a person.

72 1840 ? Yeah.

73 18:40 WC Butthat person should accept the gyste

TC had also raised a point that challenged thenagson that “understand
before seed to be understood” when many team menderessed that a
better alignment could be achieved by understandinge about the NBD’s
problem.
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224 38:10 TC (...) To understand others, that is to put
your (foot) into other (people’s shoe) is
good in itself. (...) However, there
could be situations when you want to
understand but others don’t want them to
be understood. In that case you need to
adopt a more straight forward or an
approach that tense up in order to make
things work. (...)

Mtg. Team A (b) 16 May 08

The opinions stated above were more about beirtgalritowards others.
That’s not all for “critical vision sharing”. Wokom et al (2002) had also
stated that they found the respondents in thee-sasdies who demonstrated
critical vision sharing behaviours also commenteat tGood critical workers
are not just being negative but do suggestions fdifferent way of working".
(Woerkom et al 2002, p.380)

One example illustrating this was that in tifenieeting of Team A when many
others had expressed that the “ideal” situationughte achieved through
“interaction throughout the process” (by TW), byésing informations” (by
WC), by “alignment on attitudes” (by MYL), by “cléying accountability”
(by PF), TC raised an idea that challenge thospdiesed theories” and point
out that they won'’t be effective and suggested ifiei@nt way of working”
the need of building up a competing situation. e(8ppendix 7C)
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Team B

In Team B, some members did raise some criticawig/hich, actually, were
much more critical then those rose by Team A.

188 44:10KY (...) When | dine with them (some "“good”
NBD staff) and they told me somethin
Which is about “it's who and whtold me ng
to do this”,“It is who and who asked me r
to do that”. So what? What is thisThat’s
top down. It shows that they didn’t care
walk their talk. They told you they embra
challenge and what hatbllowed? The
don’t really think in his way. You'll be
fooled by them if you believe in what th
said.

201b46:52PK As what KY had said that is basically
management (problem). If 1 ask I
subordinate to walk to the East and he
dare to walk to the West side, | will just g
him a slap on the face. It's just that sim
So it’s a waste of time to discuss further.

The points raised by PK & KY were simple, forcefmd sounded convincing.
| don’t want to evaluate whether their points wemrect or whether they
were purely prejudices. Anyway, their commentsliehged many people’s
“espoused theory” of not to criticise the seniornagement openly and
publicly. Their comments were much like crying doud "the emperor
wears no clothes". However, as Woerkom et al (Waaret al 2002) had
qguoted in his research, "Good critical workers rawe just being negative but
do suggestions for a different way of working". atlwas the part which was
lacking in Team B. It could be evidenced thathet toncluding part of the
meeting, their resolution was not even trying totraa about it.
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23951:25KY Ah...can | speak first? Ahl.could understan
you may or may not have a buy in on wh
had said, you may have your viewpo
Actually, | agree with what (FZ) and KC h
said. Surely we should not jump
conclusion. We surely should not put intc
writing that we propose to fire the people
and mentioned the problem were caused
top management etc. That is, we should ¢
back to study what is the problem, where is
gap though we fully aware what had happened.

24051:59KC (...)So what are you going to write dow
Straight from you had mentioned or what...

241 WW OK -

242 52:17 KY Surely it could not be written down.

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

The expression that “I agree with what (FZ) and K&l said. Surely we
should not jump to conclusion.” was itself an esgmalitheory and it had NOT
been matched with an action of trying to reach easas with KC & FZ.

One might argue that the procedure (the A&B Cocedare) proposed by KY
when he dealt with the customer — A&B Company, rmigh able to address
this issue. It will be out of the scope of the 3ikdo go into a detail analysis
on the A&B Co Procedure and could not say for sunether the procedure
could really address this issue. However, | wouddtulate that's not very
likely due to three reasons:

1. KY, PK & RR had never mentioned in the meeting hthe senior
management commitment issue they mentioned coulddoeessed by
this Procedure.

2. This Procedure was developed by KY few years agomiet the
requirement of the customer — the A&B Company, wad not originally
intended to address the senior management’s conemitissue.

3. PK admitted that NOTHING could be done without thethority of
“firing” people. Which meant that he did not peweethe A&B Co
procedure could really address the issue.
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246 53:54 FZ Solution?

247 53:55 WWWhat's your suggestion to solve these
issues (laziness of staff and lack of top
management commitment)?

248 53:57 PK Actually, my feeling is that if the people
could not be fired then nothing could be
done. Sojustletit be

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

Y4vAsle Challenging group-think

Woerkom, & Croon, (2008) defined challenging grdumpk as
...the competency to express disagreement, even when

everyone else is in agreement. (Woerkom, & Cr@0083,
p.317)
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Team A

Some evidence of challenge group think could bendoin case such as
challenging an idea agreed by most of the Team Mipees on using IT
systems to help solving the work flows monitoring.

16 06:41TW We had mentioned using the IT systen
strengthen communication andpecially
emphasis the “work flow'scapability tc
boost efficiency. | think “Work Flow
should be able to help us on these. (...)

17 07:20TC However, we need to consider that
principle of “garbage in garbage out” sho
also apply to the system. dtmeans, if th
input is not good in quality, the output wo
also not be good in quality (...)

Some pose situational question towards other’sqealpwhich could just be a
“best wish”.

132 24:16PF | agree with what (TC) had saidThere ar
many factors that affect the projeciThey
may™ so and so. Hat could be difficult t
control. However, for example what (W
had mentioned to use a system rev
Right, but in case that the person just don’
follow the system, so what could you
about it? Wat | meant is what would y«
do after the system review?

Source: Data/Team A/Mtg. Team A (b) 2 Jun 08

Team B
The behaviour of challenging group think could berfd also in Team B.

After KY made a strong endorsement of the A&B Comps Procedure and
described how successful it had been, KC pointedh@usuccess might due to
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the strong driving force from the customer.

111 28:33 KC There is a point | would like to clarify. Yt
had mentioned that the product of [A&B] t
strictly adhered to it fte procedure). Cou
it be due to the close monitoring of
customer so that they (the NBD) was for
to comply with the rule.

112 28:47 KY That's true

113 28:47 KC So there is a close monitoring (by
customer) on the project developm
process.

When the whole team had almost agreed that theeazube problem was the
incompetence of the NBD staff and the lack of cotmment by the top

management and the procedure proposed by KY had dggeed as the right
solution, KC challenge the group think at the cadaoig part of the meeting.

54 04:15 KC Actually, | felt that although this procedure

(+58 (the A&B Co’s procedure recommended
39" of by KY) is 99%, 100% work, but in the
part 1) process of implementation, would the

design of the form be really fit for
managing the existing situatior

Referring to what | mentioned about the
CAF, why there is no operation or QA
team (involving).

yavasTe| Asking for feedback

In their study, Woerkom, & Croon, (2008) includdtk tareas of asking for
feedback included:

...one’s opinions, underlying values or criteria abehat
is important at work, thereby stimulating a diséoisson
the theories-in-use (Schon, 1983) that may stiraulat
double-loop learning. (Woerkom, & Croon, 2008 p.B817
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Proactively asking feedback towards one’s own @piriiad not been found in
both Team A & B’s meeting. This could partly dwe the Admonishing

Officer system | set up so everyone would aware tha idea would be

commented by others. However, examples of askigtepns to unearth the
underlying values could be found. In the seconeting of Team A, WC’s

recommendation of setting up a powerful program agan had invited a lot
of critical feedback from all other team member®/C tried to persuade
others by providing a lot of explanation and hadrhyeconvinced others when
PF asked a guestion that helped to point out tlienying value of WC — the
belief that a good leadership was needed.

204 33:37 PF Actually, what WC you mentioned aim at
tacking the leadership issue, that sort of
thing.

205 33:42 WC That's what I felt is currently lacking.

206 33:45 PF Yeah, that is what | actually agree.

207 33:47 WC That is what is lacking.

208 33:48 PF The area is really about the leadership fo
team.

209 33:52 WC Right, | feel that was lacking now andadhee
to be strengthened.

Source: Data / Team A/ Mtg. Team A 6 Jun 08

7.2.5e gL Ete)

Woerkom, & Croon, (2008) defined experimenting as:

...Individual learning by trying out new ways of warg.
(Woerkom, & Croon, 2008 p.317)

310



Team A

53 12:33T™W | feel that we had conducted so m
experiments, QA and indicated many failures
(on product design) buhey currently coul
not hear our voice. We should mak
projection on the cost and inform them on
cost implicaton if they still go ahead ai
maintain a rate of 180 thousand (...)

(...)

57 13:27 PF Actually this is right. No matter how mu
you tell the boss, it will always be the moi
issue that triggered his biggest reaction.

58 13:33TW  That's why | raised thisssue and will it b
good for us to include this element on cos
our project objective.

A comparison between Team A & B indicated that TeAmin their two
meetings, had been much better in willing to try new ways of working.
This could be reflected in the summary on the ideadributed by various
team members occasionally made by the “secretaRF-When | asked him
to make a recap on the different ideas contribbtgdarious team members,
he made a summary of 4 other team members diffeopitions. (See
Appendix 7D)

It must be note that merely stating different viemps is only part of
“experimentation” as they represent new ways afldimg. The set meeting
will just be turned into a kind of “talk shop”. &hmost important is “trying
out new ways of working” which means the ideas deassimilated and
adopted. This could be evidenced from the remaréde by TC & MY in

Team A's second meeting.
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19 08:16+ TC Actually, we are using the opinion that each one
13min24 had contributed which 1s good. At least, each
sec of team member within the team could feel that he
part 1 18 able to achieve what other had said. And we

had been able to reach a consensus. (+-*)

20 08:55 MY Besides, the opinions that each of us had
contributed had not been too diversified and that
represent different thinking of each of us and if
there are some other points which one felt
important and had not yet raised could take the
opportunity to raise (-**)

Source: Data / Team A/ Mtg. Team A (b) 2 Jun 08
Full text of this part of conversation detaileddppendix 7.2

It vividly shown that the team members felt thateone did make
contributions and the difference in opinions ha@rbassimilated and were
mutually supportive to each others. The subseqpeoposal of Team A
which had incorporated and assimilated most ofdbas of the team members
provided another strong evidence to prove that beel“walked their talk”.

Team B

Experimentation in Team B was few. One of them wagressed by PK

when he suggest inviting the NBD for lunch whichsveabreakthrough as the
overall tone of the meeting was just to presentd&8 Company’s procedure

which could be done without consulting with the NBD

Some expression in Team B’s meeting look like “edpentation” but they
were really a kind of emotional expression. Faraple:
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250 54:08 PK OK, that's simple. If the documents |
not been completed, do it the tough way
had done before. That's a right approi
In cases document are not in full set,
not to start working. No FMEA, not !
start working. Not to mention produci
the prototype.

251 54:19 KC There is some thing which were currel
under production but the CAF was still
where to be seen.

252 54:24 PK Yeah, slowed down without giving reaso

253 54:25 KC Let's decline start to workNot to produce
Stop there. Forward ""back to them.

The suggestion made by PK & KC were an experimiemat new way of
working but served merely as an emotional expressi® it had not been
included in their proposal.

On the other hand, there were many expressions EH&COURAGE
experimentation. When KC and FZ had suggesteddéserability to look
into the issue of training effectiveness, to digmpkr to see if any guideline
had been in used, KY made a straight disagreenmeitt o

119 33:29 KY What KC and FZ mentionedvere a bit tor
in-depth. A bit indepth and should not be f
objective. Ah,...those researchhad the
training been so and stocating the guide s
etc. were a bit too in-depth.Our objective
should be simpler.

When FZ continued to express his doubt on KY’s amion that NBD’s
failure to adhere to the procedure was due to thegimess” and suggested to
locate the real problem to see in what way theyicctelp them, KY again,
made a straight disagreement.

130 35:13KY I think it's not the right time to make an analysis
on these things.
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The A&B Company’s procedure was not something naihiad been devised
by KY years ago. The suitability of applying this every customer is
guestionable. What Team B attempted to do wascootpletely a “new
ways of working” though it could be said as a neaysv of applying “old
things”. In that case, exploration on the issueapplication in the new
situation should be needed. Regrettably, discaossiothis issue had never
been touched on.

yavAsR Difficulties of counting the CRWB

yAvAGE! Multiple CRWBSs in one expression

There were some cases when more then one typeRWBGvere contained in
an expression. One example could be found when ofidlse team members
of Team A agreed on the seemingly promising satutibsetting up a formal
system, WC raised an issue that challenge thgr@)p think and (2) the
“take for granted” assumption (i.e. critical visisharing) of a good system
could guide the behaviour of people.

74 18:42NC The system requires the top management
to drive it, right? It needs the top
management to drive this system. They
might not implement this step in case the
top management do not drive this system.

Team A (b) 2 Jun 08

474 :s] The same CRWB topic being cut up into several expssions

For example, KC postulated the possibility of thestomer’'s pressure to
enforce a detail new product launch procedure semted a “critical vision
sharing”. He subtly raised the query on the pagsilof enforcing a very
detailed approach for the new product launch pceg an in-house
department alone. His suggestion actually cha#ldndKY’s former
description on his success of implementing the AQBmpany’'s procedure.
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This theme had been broken up into three partgaltiee interruption of KY.
In that case, | choose to count them as threeaknision sharing behaviours.
(See Appendix 7D)

In view of the difficulties of making a count onettCRWB, | would suggest
taking the count as a reference. The reader shigiet to the original
transcription for making their own judgement.

Woerkom, & Croon’s, (2008 dimensions ( Team A Team B
critical reflective working behaviours
Openness to mistakes 8 1
Critical opinion sharing 26 14
Ask feed- back 14
Challenge group-think 8 13
Experimentation 12 2
Total: 68 30

Table 7C Behaviours related to the five dimensionsf CRWB observed in
Team A &B

It was quite clear that members of Team A had moare chances of
practicing CRWB then Team B.

7.2.7 REEVEY ARl

To evaluate the result, | would like to see fromarftenses.

a. Problem solving — Had the team produced qualitytsmh to the “real
problem”?
Group learn from it action — Had the team takenaproved action?
Individual learning from AL — Had the set memberscéme more
reflective in the 2nd set meeting

d. Learn from “P” — Had Kotter's * Steps Process begffectively
employed?

ravayi:sl Had the team produced quality solution to the “realproblem™?
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Although learning is more important than the sajviof the actual problem
according to Revans, able to see a positive regultheir own action will

certainly be a desirable outcome and an indicat@ragram effectiveness for
both the participants and the sponsoring orgamaati

Many proposals of Team A had been adopted by thentanagement (Please
refer to Appendix 7E), and the 7 resolutions haassquently been executed
by 7 tasks forces formed by all of the participantsor the proposal of Team
B, the top management had not refuted it compldiatywould like the NBD
to work out the appropriate procedure with the OpDhis was exactly what
Team A had proposed. In view of this, | could dade that the proposal of
Team A was higher in quality then Team B.

y47Ay4s] Had the team take an improved action?

Team A

When Team A decided to collect the opinion and ingduNBD, they started
with hosting a lunch gathering with the NBD stafin the lunch gathering,
they had successfully obtained a great deal oftiffmm NBD and Team A
decided to collect a greater amount of ideas byisgrout questionnaire to all
of the NBD staff. Their seriousness towards usimgquestionnaire findings
to improve their action could be indicated from flodowing as shown in
Appendix 7F

Team B

Team B chose to arrange a lunch with the NBD $tefbre involving them in

the next meeting. Unlike the intention of Teamwjich aims at listening

and exploring, their intention was more of buildiaggood atmosphere for
them to present their proposal in the meeting radter the lunch. That could
be evidenced from their casual chatting, thoughngpkand mean nothing
serious, could reveal some of their intention:
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88 08:54 PK Let's have lunch togethaith them
first. How about make it 12:30. Th
we can have meeting after lunch, i
OK?

89 09:05 KC In order to achieve our goal...

90 09:05 ? Invite them all.

91 09:07 KC ...be unscrupulous.

92 09:.08 KY Have a good dinner outside, discuss
with them while singing Karaoke

93 09:09 PK Singing while talking.

94 09:10 KY Have a drink together (Mixed voice
discussion)

The lunch with NBD, to Team B was just a prelude peesent their
off-the-shelve solution. Actually, they commungdittle on the alignment
issue with the NBD staff during the lunch anddittipinion had been collected.
Most of the talks were around some day-to-day warlkd mindless chit-chats.

798 Had the set members became more reflective in theig™
B meeting?

Team A engaged in a meeting that featured withtplehreflective behaviours.
It resulted in a lot of improved action resolutiorQ’ing each other was
common in the meeting.
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Woerkom,
& Croon'’s,

1% Mtg.

2" Mtg.

(2008) 5
dimension

Team A

Team B

Team A

Team B

of critical
reflective
working
behaviours

TC

PF

YL

PK

KY

KC

RR

FZ

TC

PF

PK
YL

KY

KC|RR

FZ

Openness
mistakes

Critical
opinion
sharing

Ask feed-
back

Challenge
group-think

Experiment

tion

1574

Sub total:

2

15

14

13

10

15

Total:

14

29

51

2

Table 7D Frequencies distribution of the “comradesin adversity”

communication behaviours in the & 2" meetings of Team A & B

It was quite clear to conclude from the table thattypes of CRWB practiced
had been more evenly distributed and Team A hadtipeal much more
CRWB then Team B in thei"2team meeting.

yavAsR Had the eight change management steps been employed

Ever since the 8 Steps Process of Kotter had besioned in the 3 half-day

workshops at the early stage of the Program, it R&X been stated as a
requirement for the participants to follow the steghen they engaged in the

Project T. Nor had it been mentioned as a requergrto be complied when
making their presentation in the Forum.

Intention of applying the Kotter’s 8 steps change mcess

In the second meeting of Team A, PF did raise #rdbility of referring to
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the 8 Steps Process.

22 10:02PF Hadn't we, at that time mentioned ab
producing a vision and making “sm
wins” right?

23 10:06PF Do we need to apply what had b
delivered at that time?

24 10:10TW Those seven steps of change, The ¢
that make change.

25 10:12PF Yeah | could recall it. That should be
at that time.

26 10:14TW Is it seven steps? Had my memory fa
me?

27 10:19TW Doesn’'t seem to be correct.

28 10:19PF Can't remember. But what's the visic
WC might be right. We really shoul
ask: what do we want?

Source: Data / Team A/ Mtg. Team A (b) 2 Jun 08

Despite the discussion ended up with nothing doliexplicitly put the 8 steps
(not 7) of change management into their discusagenda, Team As overall
approach to lead this change had more or less im&ed many of those steps.
Although both teams had attended the “programmexiviedge” of Change
Management, but they came up with two differenerptetations of the
change management steps.

The extend of applying the 8 steps change process

As Step 7 & 8 were beyond the scope of Projectnly &tep 1 to 6 will be
included in the following analysis.
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Team A

Team B

1. Establish a Sense of Urgen

cy

Examine market and
competitive realities

Yes

No

Identify and discuss
crises, potential crises, or maj

Discussed crises,
opotential crises and
opportunities.

opportunities

Mainly discuss crisis
that had happened
already

2. Form a Powerful Guiding C

oalition

Assemble a group with
enough power to lead the
change effort

Attempt to INVOLVE
the NBD as a
partnership
relationship.

Attempt to INCLUDE
the NBD adollowers
with Operations takes
the lead

Encourage the group to
work as a team

More effort put on team
work within own team
and to team up with
NBD

Some behaviours
hindering team work
within own team. Lesg
effort on teaming up
with NBD.

3. Create a Vision

Create a vision to help
direct the change effort

More effort put on
creating a vision
together with NBD

Focus on pushing
forward own solution

Develop strategies for
achieving that vision

Develop together with
NBD

Persuade NBD

4. Communicate the Vision

Use every vehicle
possible to communicate the
new vision and strategies Teal
new behaviours by the examp
of the guiding coalition

Lunch as a media for

frank discussion.

clhnovative method in

|goresenting their finding
to top management.

Lunch more as a
gesture.

Only RR made the
5 presentation in a straigh
forward manner.

—

5. Empower Others to Act on the Vision

Get rid of obstacles to
change

Explore with NBD on
obstacles. Using
guestionnaire to get
more information.

Obstacles
pre-determined: lazinesfs
and NBD top
management. These

they did not intended to
get rid of.

Change systems or
structures that seriously
undermine the vision

Made bold suggestion
such as a high authority
program manager and
adding competitive
elements. Suggest
change OpD’s .

Change the work
practice of others but ng
on themselves.

—

Table 7E Application of the 8 Steps Model by Team & B (Continue in

next page)
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(Continue from previous page)

Team A Team B

Encourage risk taking andEncourage more ideas| More “pre-empting”
non-traditional ideas, activities,within Team and with | others behaviours in sef
and actions NBD. Many new meeting and
ideas actively build undermining
upon each other and | suggestions other then
assimilated in the final | adopting the A&B
proposal. Company’s procedure.

6. Plan for and Create Short-Term Wins

«  Plan for visible Plan were multi Plan was off-the-shelve
performance improvements dimensional and less | uni-dimensional and
concrete straight forward
+  Creating those Met and discuss with | Met and discuss with the
improvements the NBD and really NBD but mainly aim at
listen to them. “selling” to them the
A&B Company’'s
procedure
Recognize and reward | Mentioned installing Not mentioned anything
employees involved in the reward system in about reward in meeting
improvements meeting

Table 7E Application of the 8 Steps Model by Team & B

7.2.9 EnnrENLY

In terms of both evaluation criteria 1&2, the penfi@ance of Team A is better
then Team B

Evaluation criteria Team A Team B

1. Had the set members became )
) ) Yes Not quite
“comrades in adversity"?

2. Had the set members became more
reflective by demonstrating moreMore CRWB in| Less CRWB in
critical reflective working behavior 2™ Meeting 2" Meeting
(CRWB) in the 2 set meeting?

3. Had the team take an improved action? Yes Alittle

] | A lot Dbeing]| Little had beern
4. Had the team produced quality solution
accepted by topaccepted by top

[@]

to organizational problems
management management

5. Had the eight change management steyss. To a large Al
ittle

been employed? extend.

Table 7F Summary on the evaluation criteria
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7.3

Difference in practice between Team A & Team B

As criteria 2 is the focus of the research quesaod could have a big
influence to the result of criteria 1, | ask: Whig anembers in Team A can
demonstrate more critical reflective working beloavs? Why Team A as a
group could demonstrate more critical reflectiverkimg behaviours? |

intend to answer this question by firstly drawing@mnparison between the
practices of Team A & Team B in their set meetings.

Sixteen group and individual behaviours which coatonpare and contrast
with each other as observed by the researcher am Fe& Team B during the
period from the T team meeting to the Forum. They had been sumathriz
in Appendix 7G and will be discussed one by onthénfollowing sections.

V<8 Difference in the dimensions the facts presented

Team A Team B

Present two sides of the fact Present one side bktfact

As mentioned, the OpD and NBD had a long historgafflicting situation.

| had been informed informally, for several timgsthe Vice-president herself
that the inharmonious relations was partly duehe attitude of AH, the

Director of OpD. Originally, it was the intentiarf the management to hire
AH, who had a strong background of Engineering,l&¢@@mmunicate with

the NBD better. But quite in the contrary, AH, wheas a veteran of
engineering and a new guy to the Company, had becgpite critical towards

some of the practices of the NBD. Being the imragdsupervisor of the 10
CFG Program participants, the attitude of AH, adowy to what the

Vice-president had told me, had casted a significapact on the participants’
view towards the NBD. It was therefore not tooyefts the participants to

state their case from the viewpoint of the NBD.
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Fa<fisl Supporting evidence — Team A — Present two sides thie facts

State the case from the opposite side of view

WC, who is one of the most knowledgeable on thgeltadl, had presented
both side of the fact by stating the relationshighwthe NBD from the
opposite side.

61 28:13 WC(:--) In the past when there is a proj
Operations hé not been involved. Proje
T is the first project that involves
Operations at the very early stage:--)(
Now NBD seemed not quite able to har
all these feedbacks. --{) So they ha
become quite negative, quite depres¢
and feel that we are findinigqults with the
person and not really focus on the job its
So they feel a bit let go with the Project ™*

Source: Data/ Team A/ Mtg. Team A (a) 16 May DB (

The two sides of the fact were mentioned in

B The mode of operation of the past and present whiigint lead to
conflict.

B Constant press for data lead to pressure feelirtgd}BD

Triangulation: the claims of WC were supported byeo team members in the
remaining part of the Meeting. WC’s knowledge e tProject T had also
been recognized by the Op Director — RL.

TC had also been able to state the “fact” fromNB®’s point of view.

60 16:27 TC(...) in order to be more sure on what m
them feel uncomfortable, we need to
them first because what we are now tall
about is our bestugss only, we really cou
not be sure on that.

Source: Mtg. Team A (b) 2 Jun 08
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Make use of the information supplied by the opposi side

When WC mentioned a new issue — lack of leaderdtiipcould state, from
the view point of NBD, that their Division’s divisn of labour might not be
very clear for the NBD. This indicated that sormewledge which was not
totally favourable to the OpD had been shared by @pD members

themselves.

130 08:07 PF

131 08:20 TC

However, [a staff of NBDhad alst
mentioned when heke up the role as
project manager, he felt that he |
experienced some difficulties wh
locating people on our side. He rai
example of contacting a lot of peo
but they didn't seemed to underste
That'’s his feedback.

Will this €ll us something about t
issue on communication channel in
whole organization which is actually r
very clear or quite confusing?Or they
may be relatively not very official or n
formal.

Source: Mtg. Team A (b) 2 Jun 08

Put the issue on a bigger perspective

The discussion on the responsiveness of the NBDalsadbeen put into a

broader perspective on the unclear roles and raegpbiies of the whole

company.
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132 08:39 WCI felt what they (the NBD) mentiont
was that they need to repeat theme
message for 10 time before thir
could be worked out. People mi
just say thas not my job, or say plea
ask who and who as they just don’
know.

(...)

138 09:41 TC What you want to say is that pleesor
does not have the right authority.

139 09:46 WC Tat is what | felt they (the NBD sta
really meant.

140 09:48 TC That is the attendees of the mee
had not been delegated with
appropriate authority.

Source: Mtg. Team A (b) 2 Jun 08

raeiills] Supporting evidence — Team B — Present one sidetbé facts

The fact about the status of the Project T

When | asked PK who was most familiar with the BcbjT, he gave the
following comment towards the Project.

11 06:57 PK Failure

12 WW Nothing more? Please explain further.
13 07:05 PK Only one word, complete failure.

14 07:05 KC "~Mwhat actually it had been failed at

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

PK’s notion that Project was a total failure ha@rerevailing thorough out
the discussion. For example, when mentioning altbetprogress of the
project, PK said:
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41 10:25PK The Design FMEA had only be
conducted during part two. Tha
why this project is a bloody failure.

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

PK had keep on maintaining this “failure” notioneevtoward the end of the
meeting.

77 07:23+ PK When deciding to use the Project 1
58:39 of know that it was a wrong move. T
Part 1 project is a dead dog already.
Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

Actually, PK had drawn a conclusion about the Ritojeits total failure and he
didn’t seem to be interested in engaging a “porttem” analysis of such a
“bloody failure” project.

Triangulation: The fact was that the Project T waly “stagnated” and could
not make significant alternation on design. Thiswéangulated according to
Team B'’s discussion in their set meeting, and Fssequent mentioning it
(though lightly) at the later stage of the meeting.

29 09:02 PK Let me finish it quickly. This project
currently ata stagnated situation. ¢
that was because the customer w
allow the product to have a white line
the finishing (...)
Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

The fact about the existence of a widely acknowledd procedure on new
product launch

In their ' team meeting, KY put forwarded several copies mfcedures

document that PK had printed for him before the fibge These procedures
were actually prepared by KY when he served asQhelity Assurance

Manager a few years ago.
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71
72

73

74

20:32

20:34 KY

20:50

20:56

FZ

FZ

KY

Is it currently already existing or...
Already there. The process mani
And this is what PK printed out which
what | had produced a chart for projec
management. It had spelled out in g
detail on what to do. But this had |
been followed. It had been written do

already.
Is it the procedure that we really neec
follow? Is it required durin

execution...?
They had not (follow), they just dot
follow.

75 20:58 FZ Really?
Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

What KY had said was the NBD “don’t follow” the medure rather then

answering FZ's query on whether the NBD “need tthoWs’ or not.

KY

proceeded to tell the Meeting that NBD was fullyaag of the existence of

these.

81

82
83

84
85
86

22:07

22:14
22:16

22:22
22:23
22:24

FZ

KY
FZ

KY
FZ
KY

Actually, | think there is one point v
need to consider, had this procedure |
made know to all the people below, ti
may not...

Surely they know about this.

Had they been clear on what procedur
follow and full aware of whoneed t«
handle what (.?2)

Training had been provided

Training had been provided?
Training had been provided. We I
offered serious training.

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

What he had not mentioned was that this procedvuinde applicable to a key
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customer — the A&B Co. at that time, might not logpaly applicable to all
other cases. This could be triangulated by thermétion supplied by (1)
Team A, (2) from NBD and (3) from the behaviour‘s¢lling” this procedure
to the NBD representatives in Team B Rleeting.

(1) Triangulated information supplied by Team A in their 1% Team
Meeting on 16 May 08

According to WC, a good system guiding the aligntiestween the NBD and
the OpD in new product launching process was n@itexi.

137 13:24 WC (...)l feel that a perfect system currer
not exists. This system should include t
engineers, or the men from Operations,
What could be observed about the syste
that (...) it might not beupdated and n
viable to enable all parties work on t
together.

Source: Data / Team A/ Mtg. Team A (a) 16 May 08

This was quite contrary to what KY had informed theam that a good
procedure was “already there” and the staff “sudehpw about this” and
“rigorous training had already been provided”. uedly KY was not lying.
He just hadn’t mentioned clearly that the said pdare was there only for
applying to one customer (the A&B Co.) on somehaf products a few years
ago and training were provided to those staff whereninvolved in those
projects. This could be triangulated by KY’s resge to NBD staff query in
their 2'Y Team meeting.

26 23:59NBD Had it been currentlyin practice whe
staff [A&B] place orders.
27 24:01KY It had been pacticed in my time. It we
[Plant A], | need to make clear, it was [P
A] not [Plant B] that got 100 marks.
28 24:1INBD | know that.
staff
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29 24:12KY [Plant A] had practiced it for a long tir
and it was not too difficult for me to comy
with it and delivered it. However, the
had been no new project from [A&B]
there is no need to practice it. In caset
are new projects, it will need to pract
again.

30 24:27NBD No need to discussew one? That mea

Staff it had been put down.

(2) Triangulated information supplied by the Head & NBD in his meeting
with Director of OpD. On 11 Apr 08

WC'’s understanding was right, according to what tepartment head of
NBD — PC had said, he had started to review theiqusly completed process
and sign off documents etc. He had also mentidhatlhe had taken the
initiative to set up the mile stone and procedufes NBD's product

development and system improvement. Some agreemmahtpreviously

been made regarding the final documents needed. m&fe this statements
in a meeting between me, himself and AH, the Dmedf OpD and was

therefore reliable. This meant that a mutually epted and formally

established procedure of new product developmedtra really been in

place. (Please see Appendix 7H)

(3) Triangulated from the behaviour of “selling” this procedure to the
NBD representatives in Team B’s ' Meeting

Firstly, KY had spent 30 minutes in introducing tA&B Co’s procedure.
This obviously would not be needed if this Procedwas “already there” and
the staff “surely know about this” and “rigorousitring had already been
provided”.

Secondly, the response from NBD representativegatetl that they were
quite ignorant towards this system. (Please tefégppendix 71 or the detall
conversation)
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While the procedure mentioned by KY might be gobd, failed to make
adequate effort to alert the meeting the need ttatgpthe content and the need
to validate them against the situation of the Ritoje Nor had he proposed
to take a closer look at the reason behind theacoompliance of the procedure.
Rather, he attempted to force fitting it to thereat situation. However, this
situation might not totally be applicable. Thiseagion could be triangulated
by other Team B member — KC, who had highlightexisiaccess of the system
proposed by KY was due to the forceful monitorimgni that particular
customer. This notion had also been acknowledgé€ivh

111 28:33 KC There is a point | would like to clarif
You had metioned that the product
[A&B] had strictly adheredto it (the
procedure). Could it be due to the cl
monitoring of the customer so that they |
NBD) was forced to comply with the rule.

112 28:47 KY That's true

113 28:47 KC So there is a close nitoning (by the
customer) on the project developm
process.

KC's notion was acknowledged by KY. However, wh&C further
elaborated on this point, his talk had been negteblyy KY as he picked up an
incoming phone call and KY’c comment die down addielacking a back up
by other team members.

Potential impact of the 4 contextual factors conduge to the
racils] difference in practice between the two teams on thdimensions
the facts were presented

High potential staff

PK, who had been promoted to the position of semanager in mid 09,
indicated he was the highest potential managemeaftf smong the
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participants. He was also the one who supposédue the most knowledge
in the Project T.

PK had seldom expressed his idea. He spent mdss time either checking
e-mail, answering incoming mobile phone calls aptian gave opinion.
He had aske®O questions (not including those statements whigtressed
in a questioning tone but actually was not a qoasthat need someone to
answer) at all thorough the Meeting. When he dkkd, it was about when
the meeting could be finished (although there wal more hour to go
according to the announced meeting schedule)

232 50:52 PK Could we move faster as I had a meeting at 5
O’ clock? There is some--*

This is not strange as he felt that the answer al@ady there and there’s no
point to spent time discussing them further. Tbacern of high potential
managers was always about getting things done lyuaskd not to drag on
with things according to Gritzmacher’s description:

Time-consciousness: a drive to achieve the mosban
as possible; a drive to achieve a goal and emhiaee
next one. (Gritzmacher, 1989, Quoted by Peters &tEm
1996)

Refraining from giving too much “useless” infornati so that the meeting
could be more “focused” and could be concludedlduizwould be the natural
option for a high potential manager.

A Difference in the authorativness in presenting thé&nowledge

Team A Team B
Less authoritative in presenting Authoritative in presenting
knowledge knowledge

As mentioned previously, the knowledge on Projectas quite evenly
distributed among the two teams. However, there avmarked difference in
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the degree of authorativness they presented thusegl&dge.

Supporting evidence — Team A — Less authoritativenipresenting

7.3.2a

knowledge

The “less authoritative” approach of communicatmould be found in the
following behaviours of Team A's members.

Evidence 1: More open to criticize other’s concept

Criticism towards each other could be found in bd#ams but Team A
members were generally less defensive towards 'sttwicism.

256 48:46WC | want to make one comment. 1ISO 90(C
the 1ISO doesn’t mean that acquiring an
standard could produce a good product, (...)

257 49:09TC No, no, what you are talking about is gt
product, not about high reliability n
whether this product is a quality product.

258 49:16WC | am talking about the ISO on the system

259 49:17TC That's about the systemhigh meant the
the system could serve as a guard to you.

(Team A meeting 30 May 08)

Please refer to Appendix 7J for other examples.

Evidence 2: Being more willing to admit incompetene of own self

When the group was discussing the solution to sthleealignment issues that
happen during the new product launch, WC statedikis on the role of the
OpD:
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236 39:28wC  (...) We just want to advise you (the NBD)
that there might be a problem. If you (
NBD) thought that, OK, we (the OpD) ¢
not havingthe adequate expertise to sc
this (problem), fine, we can provide so
more (support for that), (inc case) we car
provide these we can find a third party tc
this (...)

Source: Data / Team A/ Mtg. Team A (b) 16 May 08

Evidence 3: Being careful on the generalizability fopast knowledge

When MYL quoted the practice of his past compamywas quite careful on
the generalizabiity of the information provided dayphasising that was purely
the practice of one company only.

129 45:06MYL Apart from he system in which there is
review meeting, the participants are opere
director, the director of NBD, if there is a (
director then he will also join.But this is
purely the practice of the company
previously worked for. (...)

Source: Data / Team A/ Mtg. Team A (a) 16 May 08

Similarly, when TC was asked about the practicetlod company he
previously worked for on the issue of Program Mamage highlighted the
importance of considering the context.
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168 29:27 TC Not to that extreme (...). Itsue that th
person occupyingthis position needed
have a good leadership and autho
However, this person may not be abbego
so far as adopting an autocratic methoi
doing this

169 29:39 TW To drive (the compliance of) others.

170 29:40 TC That's all because our company was not
composed of a hundred or a handful nun
of people.

Supporting evidence — Team B — More authoritative n

7.3.2b

presenting knowledge

A key avocation of Team B was that all the troubkdey had been
experiencing regarding the Project T was that tB®Nad not complied with
a “good” procedure and the cause were the “lazinessl the “lack of
commitment by their senior management”. The kegppnent of this
avocation was PK, RR and KY. The main “spokesn@anthis view was KY
and had been backed up by PK & RR. | could sumreasome of the
approaches adopted by KY to get the authorityatedtis case.

Evidence 1 — By providing exclusive information

Expression like “insider story”, “you don’t knowi# let me tell you” were
found for several times in®1meeting of Team B. Through the supply of
these kinds of “exclusive” information, a kind afthorativhess could be more
easily build up among a group of peers.

close encounter with the NBD and with
each layer. That’s why | could get hold
of some secref...)

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

225 49:18KY Everyone had his own experience. | had
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186 43:34KY Actually (FZ), what | said, was throu
many™.  That's becausé had som
good friends in NBD In certain sense,
hate their ways of doing things, howeve
am very good friend with them, that
some of them. (...)

(...)

188 44:10KY (...) When | dine with them and they ftc
me something. Which is about “it's w
and who told me not to do thist is who
and who asked me not to do that”. .
what? What is this? That's top down
It shows that they didn’t care to walk th
talk. (...)

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

Evidence 2 — By reassurance the team members

When FZ and KC had expressed some opinion towdresneed to look
further into the problem behind, KY used a reasgurnethod to gain extra
authority on the solution he and PK & RR proposed.

121 34:0KY (Interruptingthe speech of KC), OK, loc
4 here, let me say it once agathis syster
had been hammered for a thousand ti
and we got a rating (by the previous clie
of 92, 95, 98,100 by adhering to it. It t
been well testified, the system is perfe
problem free. (...)
Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

Evidence 3 — By emphasizing past successful achiment

Telling about own successful stories is a commoough method to make
others believe that one had a better knowledge abiers. It could be found
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many times in Team B’s meeting.

59 16:19KY I could recall, in the old days, the role of QA,
and my role was responsible for driving the
NBD. (...) We frequently drove them
around by tell them: you haven’t done this,
you haven't done that. What stage are you
at? You should conduct the DFMEA (...)
Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

The successful stories were about how KY, wheneseas the QA Manager,
had “drove” the NBD around and monitoring them.

Evidence 4 — By emphasizing oneself having more exgence

When KC & FZ had raised counter opinion on the rslity to check out the
reality, KY stated:

108 27:04 KY Actually you and FZ are new guys. | kn
that in the pas all the project from A&B Ci
had strictly follow the procedure (...)

Evidence 5 — ByGaining support from the member who was most
knowledgeable in the Project

Until a late stage of the meeting (50 min had pd)sgeZ was still expressing
the desirability of looking further into the proble KY responded by stating
his “alignment” with PK.

213 48:33FZ | think that will be better, may be we col
really dig out something, right?

214 WW Understand more about the reason bel
what do other people think about that?

215 48:42KY | am in full alignment with PK, so let's s
what two of them(i.e. KC & FZ) think
about.
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The strategies of KY had worked as evidenced bysK&imittance of his
inferior in knowledge.

39 03:03 KC  Actually, | feel that, to be frank, | had

+58 not been heavily involved in the
397 of existing process and say, you are very
part 1 familiar with this, (...)

Potential impact of the 4 contextual factors conduge to the

raeivds] difference in practice between the two teams on thdimensions
the facts were presented

In-house

The in-house context had fed KY with a lots of amirtian such as the inside
story, his past track record, his network with N&D etc. which would not be
available for non in-house context. In house paogparticipants could also
reveal who were new guys and who were old guys.théncase of Team B,
although all the participants were peers of the esaanking, the level of
seniority came into play when knowledge of the camyps problem was
exchanged.

High potential staff
One of the characteristic of high potential managamstaff was their
capability to communicate and influence others. thédigh all the participants
were high potential management staff, KY had gaiaelligh hand in the
influencing process by adopting an array of tactegain his credibility as
mentioned above.

Chinese cultural context and members were acquaindewith each other

Until the concluding stage of the Team A%rheeting, some of its participants,
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KC for example was not totally convinced on the vwthg conclusion was
drawn. However, he seemed not wanted to argubefiuend instead, chose
to talk about some practical things — what to statethe proposal.

240 51:59 KC You guys had a conclusion in yc
mind which you had collecte
information from many sourc
which helps you to drawn
conclusion. Whilethis conclusiol
might be right but you still need
write it down (i.e. in the proposa
so what you intends to put into
Just straightfrom what you said ¢
what...?

The reason of KC’s giving up to strive to state ¢osinter idea further could
not be known from the data | collected. It coudddue to his less aggressive
personality. Another possible explanation couldtie Chinese culture of
“giving face” and not to drive too hard. KC's aegutance with KY and PK
could also lead to his withdrawal as long term tretship need to be
maintained.

Difference in the perceived adequacy of knowledgeithin team

e to solve the problem

Team A Team B

A\1%4

Felt need to obtain more| Felt owned adequate knowledgs
knowledge already.

Supporting evidence — Team A — Felt need to obtaimore

knowledge

In Team A, there were lots of avocations on thedné&s obtain more
knowledge in order to solve the problem. Theseremations were scattered
in different times in Team As three meetings.
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12842:42 MYLIf there is a feeling that we, internally are
aligned, (..) and there is a feeling of tf
they (the NBD) are trying to avo
something, | believe that by the time
discuss the issue face to face, they migh
us the other side of the story. (...) | don’
think there are a two totally opposing vie
and | dont think they would intentionall
not to handle some obvious flaws on
product (...)

Source: Team A/ Data / Team A (a) 16 May 08 (1alsis

A feeling of inadequacies were shared in tffenZeeting of Team A after they

had “dug deeper” on the issues which had surfaftedtaeir meeting with the
NBD.

37 12:48 TC So we go ahead together, get invol
together, but will it be adequate? In c
that we come across with some prob
when the whole team don’t have
knowledge, should we still charge head
Or should we hire some helping hands f
outside? (...)

Source: Data / Team A/ Mtg. Team A (b) 2 Jun 08

TC had also expressed that what they were disqusaiare based on
assumptions only and had not obtained adequate yatt

60 16:27 TC We really need to interview them (NB
in order to know what cause th
uncomfortable feeling. From tr
Project T, what | feel is that they mic
feel that we re a bit not very proaaiv
(...) But we must ask them to know t
fact. (...)

Source: Data / Team A/ Mtg. Team A (b) 2 Jun 08
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Another evidence indicating a feeling of the nee#rtow more was shared in
the 29 meeting of Team A in which there were some disements toward
whether they should start preparing the proposddtisno before all the
guestionnaire they sent to NBD had been receivésh¢e see Appendix 7K
for the dialogue)

Supporting evidence — Team B — Felt owned adequateowledge
7.3.3b
already

Some of the Team B members had occasionally raisedcomments or
guestions on the desirability to know more or @ deeper on the issue.

81 22:07 FZ Actually, | think there is one point v
need to consider, had this procedure |
made know to all the people below, yhe
may not...

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

83 22:16 FZ Had they been clear on what procedur
follow and fully aware of who need
handle what (...)

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

73 20:50 FZ Is it the procedure thae weally need t
follow? Is it required durin
execution...?

74 20:56 KY They had not (follow), they just dot
follow.

75 20:58 FZ Really?

Actually, in most of the time, KY had only answerpdrt of the questions
raised by KC & FZ. The example above shown thath@d just said that the
NBD “had not followed” the procedure but he had answered whether the
NBD “really need to follow” the procedure. Untilé concluding stage of the
1% meeting, KC had still raised the need to undedstaare about the fact.
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39 03:03 KC  Actually, | feel that, to be frank, | had

+ 58 not been heavily involved in the
39" of existing process and say, you are very
part 1 familiar with this, "~ shouldn't we

take a look at the documents to be sure
whether the project had been followed,
as you had said...

In fact, PK, who was supposed to be the one whomas familiar with the
problem, should be an important source of infororati However, he had
spoken so little that most of the information (atiy his personal opinion)
was from KY. But KY was NOT the person who knew sthabout the
problem on Project T and he was NOT responsibletlier production of
product T. He therefore, had little contact witte tNBD on this Project.
Actually, what he mentioned was his PAST EXPERIEN@ the NBD.

Potential impact of the 4 contextual factors conduge to the

racfiefs] difference in practice between the two teams on thdimensions
the facts were presented

In-house

Past experience and insider knowledge could all &ilteam’s thirst for
information. The supply of these kinds of knowledgpuld be more easily
available when the program was running in-house.

Acquainted with each other

The participants who were acquainted with one amrottould make the
mutually supporting more explicit and they will quéess on the reliability of
the source of the information. This acquaintargtationship could enable a
kind of alliance or mutual supporting of each othepinion which could
exert a strong impact on the “Q’ing” process of fe¢ meeting as evidenced
from Team B’s first meeting.

As discussed, KY was NOT the person who knew mistiathe problem on
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Project T. The knowledge he supplied, which maiobnsisted of his
COMMENT towards the practice of the NBD based ors HRAST

EXPERIENCE, had met with little challenges. Thigyht partly due to the
support from PK and RR and partly due to the otlwertextual factors which
will be discussed in the next section.

Fael:N Difference in the way the knowledge were presented

Team A Team B

Knowledge shared based more on| Knowledge shared based more on
facts comments

Bothe teams had mentioned the product design opitbéuct T by the NBD
would create potential problems during the produrcirocess. Both teams
had shown a big concern on this. However, a xatisignificant difference
was that the description of Team A had includedariacts and the description
shared in Team B was based more on comments.

Supporting evidence — Team A — Knowledge shared bed more

on facts

Members of Team A choose to present more plairs fasthat had happened,
what had been done, what's the feedback etc..($pemdix 7L for example)
The wish to understand the NBD’s problem could &slp to understand the
other side of the fact. It had also been proposetith

114 00:18:08TC Right, one of the possible thingse
need to do is to start a camps
through which we could know tl
opposite side better and to undersi
the difficulties the opposite side
facing.

Source: Data / Mtg. Team A (b) 16 May 08 analysis
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2 3.4b Supporting evidence — Team B — Knowledge shared meibased
" on comment

Most of the information shared in Team B was codpieith personal
comments. It is not easy to separate neutral nmhtion from comment but
the highlighted phrases could help to illustratnth

2007:19 PK OK, this project, right from the beginning, i
Design FMEA Failure Mode Effect
Analysig had not been conducted. This
our very first product thatmade such
foolish designof spraying coating both o
the front and on the back, and a supers
treatment is needed after thatvou know
it's our [HMC] s background to make the
material to squeeze out (...). Thas our
tradition.

In contrast, when Team A described the same isisag,chose to present in
another way which was more fact based:

34 23:383 TC  (...) the key issue we are facing is that no
had a clear picture yet. Regarding the proc
| am pretty experienced on its overall function
and structure. However, we do not have
experience on the sonic treatment and on tc
that; we are not very experience on the cosn
treatment. This product need to spray cos
and the paint should create a shiny and me
look. We don’t have much experience on
also.

Source: Data / Team A/ Mtg. Team A (a0 16 May 08

Many of the information presented in Team A weretrad description on facts
and explanatory in nature. In contrast, many ainfeB’s description and
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explanation were attached or even wrapped up inoag personal comment.
I highlighted those belong to these kind of comnieged contents.

26 08:41 KY  I've told you the day before thahey (the
NBD) never had learnt from their lessons.
One lesson is bad enoughAnd now, what
they had originally doing well had now
become worse.

33 09:43 PK  (showing the prototype of the product) Fr
one degree to 3 degree, or from 7 degree
degree. It now became no one is makir
control of it; they are all just for lip service.
Regrettably, that should be discowtrevher
put on trial run but we (the NBD) had dc
nothing about it and now it is now at the tool
production stage.

34 10:04 FZ Had it happened during trial run?

35 10:07 PK It was not unnoticed during trial runThey
just pretend they were deaf and blind.

36 10:13 FZ Ah

37 10:13 PK  That's how the whole thinghad been messe

up.

Notions such as “they are all just for lip servicaad “they just pretend deaf
and blind” to some very obvious design problem sbabsurd and were
probably belonged to some kind of emotional expoass

Potential impact of the 4 contextual factors conduge to the

raeiisl difference in practice between the two teams on thdimensions
the facts were presented

In-house

Running program in-house enabled one to know jbsutaithe problem but
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had also their emotions attached to it. This eomotould be mixed with

their perception towards the company’s practice. heyl could have

formulated a strong personal opinion towards tkaasthat they perceived as
laying behind the problem. Beaty et al (1997) Imaentioned about this

“emotional content” and “some participants findfidiflt to deal with.”

What is learned in the action learning processidsvidual

for each person and is a whole person experierearning

will not just have an impact on how the participeméracts
with the external world; it will also have an impamn the

individual's internal world. Because of this, thasean

emotional content in action learning that someipigdnts

find difficult to deal with. In the words of onetsmember:
"I don't think there is any room for emotion in tket

meeting. | don't think that is what we're aboutelie(Beaty

et al, 1997, on-line resources)

When the AL program was running in-house, theré lvélmuch more of these
kinds of “emotional content” flow out in the proses However, while Beaty
et al (1997) took a positive look at these kindseafotional content, my
experience with Team B informed me that these “@nat content” could
actually hurt the reflection process particularlitem the member who flow
out a lot of these emotional content and when teenber was too influential
in the set as in the case of KY & PK in Team B.

F#CRsN Difference in the application of past experience

Team A Team B
Re-interpretations of past Reinforcement of past experiences
experience.

Both the teams’ members had a lot of experiencialing with the NBD staff
and their experience should be more or less the.samowever, during the
team meeting, the two teams differed quite remdykab the way they
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interpreted their past experience with the NBD.

Supporting evidence — Team A — Reinterpretation ofpast

7.3.5a .
experiences

In one occasion, TC’s experience of opinions nohdpadopted, which was
probably many other’s experience, had been modifrech the wish for
opinions being adopted to getting response from\tBB.

31 11:10TC A point | agree with you is that, they sho
listen to our opinion. But | will choo
another word;they should response on «
opinion, and not necessarily accept.--)(
They could just give a respond and
necessary need to agree.

Source: Mtg. Team A (b) 2 Jun 08

Supporting evidence — Team B - Reinforcement of pg{

7.3.5b

experiences

When KY was the QA Manager (the position now oced@y RR & WC), he
had a lot of experience in dealing with the NBDn Team B, he is the “oldest
guy” with the Company. In the®Imeeting of Team A, KY mentioned a lot
on the bad experience with the NBD which not readjated to the Project T
but only served to strengthen KY’s argument that tiBD staff were
incompetent.

97 24:37KY  Yeah, | had talk with PK yesterday on this is
which is about the tooling they produced. (
The vacuum cleaner which was taken up by
could you recalllis. Hay, (the product) will k
placed on the line (for productipriwo week:
later. 1 ask when you could provide me with
IQC for the checking of my lab. It will take me
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two weeks to do the checking. What®durtell
me you need to take two weeks tm the
checking? So could you tell me when
prototype could be produced? Wdik told me
my plan is to put on line two weeks later so
prototype could be produced two weeks I
Jesus! What a fellow he is!
Source: Data / Mtg. Team B (a) 16 May 08

Obviously, the story put forwarded by KY had noedirrelationship with the
issue under discussion and was merely an additidesatription on the
incompetence of the NBD staff

KY had for many times, reinforce his bad experiemgth NBD but all of
them had nothing to do with the Project T. Desthite, he had met with little
challenges.

59 16:19KY | could recall that in the past time the QA
responsible for pushing the NBD...} It was
the QA’s responsibility to holdhe DFMEA.
It sounds hsurd, after the meeting, thc
problems pointed out had no follow up. (...
made no difference of organizing the mee
or not. | feel that's an indication of a tc
lack of self-motivation.

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

In another occasion when KC pointed out the comp&aof the NBD to the
A&B Company’s procedure was mainly due to the fartenonitoring of the
customer, rather then the QA Dept.:

111 28:33 KC Well, there is a point | would like to rais
You had mentioned premisly that for th
product of the A&B Company, this proced
had been strictly followed. Would it be
due to the close follow up and monitoring
the customer that forced them (the NBD)
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follow the rules set by the customer?

112 28:47 KY That's true.
113 28:47 KC (...) That is there was an all embrac
monitoring enforced by the customer.
KY That's true.

KC’'s comment, though acknowledged by KY as trued hat lead to KY’s
reinterpreted this part of his past experienceodead other team members to
examine the problem further by re-examining theiremmental factors which
was not really similar to that of the A&B CompanywWhat actually had
happened was that when KC further elaborated hiatgothere was an
incoming telephone call on KY’s mobile and KY caonted with his telephone
conversation until KC had finished his expressioAfter that, KY stated
again the need to “pull them back” and totally got” to response to KC’s
comment.

The need to re-examine the suitability of applyiing A&B Company’s
procedure could be triangulated in KY’s presentatmmthe NBD staff in Team
B’s second meeting when he finally admitted theadility issue of applying
this procedure to every new product launch cases.

61 37:45 KY There are quitelat of procedures and quite
nuisance, XX [aNBD staff] expressed h
concern on the time factor. This is sul
not a coercive requirement to follow. Itv
a big concern in the [A&B] projects. F
[A&B] and [C&D] this was a procedure th
must be fdbwed. It will be a violation ¢
their requirement if this procedure were
followed. (...) For other project like XX>
it will surely be unreasonable to stick to 1
procedure. (...)

Potential impact of the 4 contextual factors conduge to the

yf#chs{¥ difference in practice between the two teams on théimensions
the facts were presented
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In house

AL programs running in-house could frequently “r@di the participants on
their past experiences, making re-interpretationpast experience more
difficult. Rather then re-interpreting past expeges, sharing of similar
experience could even reinforce those experiemoaking critical reflections

even more difficult. This could be illustrated bblye following dialogue

which happened at the concluding part of Team B'mgeting.

250 54:08 PK OK, that's simple. If the documents |
not been completed, do it the tough way
had done before. For cases without
document, let's not to start working.
FMEA, not to start working. Not
mention producing the prototype.

251 54:19 KC There is some thing which were currel
under production but the CAF was still
where to be seen.

252 54:24 PK Yeah, justslowed down without givin
reason.

253 54:25 KC Let's decline start to work. Not to puod.
Stop there. Forward it ™back to them.

Even KC, who had been quite neutral and had adoptedore factual
approach towards the problem, had given out suctdskiof emotional
expression. One could easily imagine the challesfgeinning an in-house
AL program when the participants had a negativiéud# towards those who
had “created it".

Participants acquainted with each other
When participants were acquainted with each otlmel when they share
similar experiences, their sharing of experiencalctaeinforce each other

even greater and hence making re-interpretatigrast experiences extremely
difficult. This situation could happen in the osmms of every in-house
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training program. However, the emphasis of AL imoiding “real
problems” could trigger much more conversation laf tkind and the set
meeting would be a most convenient occasion for bemto engage in this
“talking shop”.

yA<HsR Difference in the objectives of sharing

Team A Team B
More for understanding and More for fixing blames and
clarifying complaining.

Supporting evidence — Team A — More for understanaig and

7.3.6a

clarifying

132 24:16 PF | agree with what (TC) had said.here
are many factors that affect the proj
They may™ so and so. h@t could b
difficult to control. However, fc
example what (WC) had mentioned to
a system review. Right, but in case
the person just donfollow the system, s
what could you do about it? Nt |
meant is what would you do after !
system review?

Source: Data/Team A/Mtg. Team A (b) 2 Jun 08

For example, MYL regard the unaligned situationhvilie NBD as something
that should not happen and he did not believe it NBD was
“intentionally” not to face the problem or to avdmllowing the procedure or
even to disregard the quality issues. He felt toatid all be a guess and one
could heard "a different story” when meeting witle NBD face to face.
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128 42:42MYL (---) If there is a feeling that we, interna
are not aligned, (...) and there is a feglin
of that they (the NBD) are trying to avc
something, | believe that by the time
discuss the issue face to face, they nr
tell us a different story. (...) | don’
think there are a two totally opposi
views and | dort’ think they woulc
intentionally not to handle some obvio
flaws on the product (...)

Source: Data/Team A/Mtg. Team A (a) 2 Jun 08

Supporting evidence — Team B — More for fixing blaras and

7.3.6b

complaining

Apart from sharing negative stories towards the NBBme “unfair” stories
had also been shared.

25454:33PK How could we complaint others. Obvic
flaws were disregarded for the sake
meeting the shipment schedule. CAF b
hastily put together, " we need to mac
compensation of $200K. Right, OK, all ne
to be thrownaway, totally scraped. Ve
smart. See. They enjoy it. Why woyry
there will be no consequences anyw
Mess up all the things; (compansyiffering
a 100K lost and what’'s next, ship by
Wahoo.

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

Their intention of just sharing complaints could bwlicated by their
determination of not to put those complaint dowtheir proposal.
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24051:59KC You know what had happened. That me
you had collected a lot of information frc
various sources ancy had already drawn
conclusion. While your conclusion mic
be right, but you still need to write it dov
So what are you going to write dow
Straight from you had mentioned or what...

241 WW OK -

242 52:17 KY Surely it could not be written down.

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

It was a good illustration on the intention of presented information. They
were intended more as a mean to convince and tesxpeelings then as a
problem solving process. In other word, a lotinfet spent on complaining
the NBD’s top management had became a “talk shop”.

Potential impact of the 4 contextual factors conduge to the
racfisfs] difference in practice between the two teams on thdimensions
the facts were presented

In-house program with participants acquainted with each other

When participants were from the same company ane \w&equainted with
each other, sharing of emotions and making comislaon the third parties
could be easily triggered.

Chinese cultural context

Making complaints could “free” oneself from the en@inty of making an
untested suggestion. The low to medium “unceryaavbidance” tendencies
of Chinese culture could fuelled this sort of shari
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yael Al Difference in the perceived openness of the problem

Team A Team B

More on possibilities More on impossibilities

rgel £zl Supporting evidence — Team A — More on possibilitee

Team A described the problem as difficult such las tesign had been
“frozen”. However, they had also mentioned thecdfmation could still be
changed. (See Appendix 7M)

ygelvds] Supporting evidence — Team B — More on impossibilis

A feeling that the Project T was a “dead dog” hadrbdisseminated by PK &
KY through out the meeting. Henceforth, a pesdimisentiment had been
spreading through out the meeting.

42 10:39 KY Just likevhat he had said, this should nof
anoperation of “saving the Titanic”. Wha
feel is that in this project we should tick
all those (faulty behaviouyrss it could not b
saved.

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

However, KY did mention the possibilities of futushange but he was
pessimistic toward the possibility of making chaingée Project T.

49 11:26KY (...) List all the problem, pick them out
the hope that they could remedigdn the
future. Just as what you had said this is
an operation of “saving the Titanicds i
could not be saved.

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08
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Another impossibility was the mentioning of somenfair” policies of the
company. The PK mentioned on NBD could get awagrclafter making the
company to suffer a $100K lost.

After almost an hour’s discussion, the perspectiverards the possible
solution had not become more positive. Rather, rR&intained that the
opportunity of solving the problem was quite dim.

258 55:02PK  Our solution is that we should look at it w
a more pessimistic view.
Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

Potential impact of the 4 contextual factors conduge to the

raeirdsl difference in practice between the two teams on thdimensions
the facts were presented

In-house

For program running in-house, participants will knmore about the “taboos”,
“traps” and “politics” inside the organization. \Afn someone raised a
possibilities, the voice of those who hold a pessti;m views could easily
cover them by uttering such comments as “its naiNies just don’t work in
this company”. They may not be mentioned too magim the case of Team
A but could also have a chance to happen as ioabe of Team B.

Difference in the perceived context which the prol@m was

e embedded
Team A Team B
Context in which the problem Context in which the problem

embedded perceived as changeable embedded perceived as almost
unchangeable
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FA<fsfs! Supporting evidence — Team A — Context changeable

In the eye of Team A, the NBD was not unwillingctzange.

00:02:15WC Hay, to be fair, to be fair. We had aler
the Engineering Department on many ist
and they are working on them one by one
They had not said they are not going
change. They had not rejected our id
They are not to...

00:02:30 PF But when ... ah...

00:02:31 WC But they had made clear to us that somet
could not be done. For those which cc
be done they will do.

rgftels] Supporting evidence — Team B — Context unchangeable

49 11:26 KY Let’s talk about our purpose and see if
guys are OK with this. (...Nst out all the
problems, unearth them, hoping that t
could change in the future.So that is nc
what yousaid a “save the sinking Titani
exercise as it could not be saved anyway.
Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

As PK & KY perceived an important part of the pratl lies in the top
management of the NBD, it was almost hopeless tkenaay change on the
situation. They want to do something about it &sitthe “root” causes they
perceived were almost un-resolvable,
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246 53:54FZ Solution?

247 53:55WW  What's your suggestion to solve these
issues (laziness of staff and lack of top
management commitment)?

248 53:57TPK  Actually, my feeling is that if the
people could not be fired then nothing
could be done. So justletit be

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

Although KY emphasis that what he meant by “top agggment” was “the top
management of the NBD”, PK did mentioned some “uhfaractice which
related to the system of the whole company. Witk perception, it will be
even more difficult to do some really useful impeowent.

Potential impact of the 4 contextual factors conduge to the

racitefs] difference in practice between the two teams on thdimensions
the facts were presented

High potential staff

Among the 5 team members of Team B, PK was regdrgelde senior
management as having the highest potential ansubisequent promotion to
next higher level (in mid 2009) had proved that.

One of the characteristic of high potential staffie high confidence level and
ability to influence others. The way he presentedknowledge was just like
a teacher and the knowledge he present is unquoabte His presentation
wore an air of authority and his comment were shiarceful and full of
strong tones which could easily convince the othembers, who were less
knowledgeable on the Project, that the Project avidead dog” and studying
further on it was a waste of time.

YN Difference on the view that “what else could be daaf
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Team A Team B

We need to do differently together We had done oypart

Supporting evidence — Team A — We need to do diffently
7.3.9a
together

Team A suggest they are willing to do more — ineotpeople’s way. They
suggested that they were willing to invest in exffort to comply with the
agreed system and invest extra effort to improeesttuation.

40548:46 WC This impvement should not be one s
but should be twoways. It should b
something that we and they (the NE
think of ways to discuss and bridge the
together.

40648:53 TW  Furthermore, the system not just binds
too and we also need to follow f
procedure.

(-..)

41449:18 MYL We should emphasis our role to match \
others. Training is one of them and we
part of it. Even the system review,
task force team, we are part to hem.

rpficls] Supporting evidence — Team A — We had done our part

89 23:21 KY Training had been provide
Criticism had been given in audit.
what could you expect us to do?
the Operations, what else you ca
expect us to could do?

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

Team B regarded that a major part of the trouble eeused firstly by some of
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the NBD staff and secondly, by the NBD’s senior agement. Furthermore,
as training and advice as mentioned and in Prdjethey had already done
something extra proactively.

77 07:23PK (...) Actually, ourobjective is quite clea
why not just invite ...(the NBD) Actually w
had already marched one stigpward, (...
It does know actually the report is not
them is not us don't follow is by them is n
us-(...)

(Words in Italics were the exact wordings of PK)

Data / Team B / Mtg. Team B (b) 16 May 08

Team B did suggest they were willing to do morg, btlin my way”. KY
did suggested that he and RR could help to trairthepNBD on using the
A&B Co’s system.

74 43:32 Kent We together with RR are very willing to
train up everybody as an expert, he is
(referring to RR) is an expert.

Potential impact of the 4 contextual factors conduge to the
racficls] difference in practice between the two teams on thdimensions
the facts were presented

In-house

The feeling that “we had already done our partaisnost commonly used
excuses by workers when something went wrong. Witien program
participants were coming from the same departntérg,“we” feeling could
easily lead the members to become self protectiVde stronger and more
overt expression of this sentiment in Team B theif@am A could possibly
explained by the fact that PK was the one actuaponsible for producing
the product T. He needs to bear all the bad camesenps such as high scrap
rate, increased production cost etc. when the mtodere produced in his
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production line. Making sure that “if any problemappens, it is not my
problem” will be the most convenient route to clmos

FA<ii0] Difference in the preconceptions on cause of the giolem (1)

Thorough the discussion of both teams, some pregions on the problem
had a big influence on the content of the discussiA view on what the
problem “is” seemed to be even more important tlvbat the problem really
is.

Team A Team B

Cause of problem — adaptation tg Cause of problem — Laziness and
change of requirements lack of commitment of the senior
management

2310 Supporting evidence — Team A — Cause of problem amed to

adapt to change

In many of Team A's meetings, a lot of discussibad been raised regarding
the changed environmental factors.

59 15:42WC | have a comment aribat is let us step ba
and takes look. Why there is a Project
Why there are confrontatiods Or ther
is...Let’s think about why we need engag
in this Project first? Le$ think about whe
had been changed. | believe there is
thing that had been changed and that is
involvementis at the early stage. So, v
our involvementt the early stage make th
feel uncomfortable? Wihanake them fes
uncomfortable about? Right? We nee
reflect on this

Source: Mtg. Team A (b) 2 Jun 08
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From the examples quoted above, it could be seah ttie changed in
customer requirement, the strengthening of theneeging competence of the
OpD had been described as conducive to the alighmpeblem in new

product launch. Other examples could be foundgpehdix 7N

Supporting evidence — Team B — Cause of problem #aziness

and management

KC and FZ had repeatedly mentioned the desirabilftyinding out reason
behind the failure of the NBD to follow the proceelu However, their query
had been met with one simple answer — lazinedseoNBD staff.

124 34:37KC  (...)But why the people did not execute (
procedure), shouldn've find out this an
then proceed to improve them?

125 34:47KY That's pretty simple — lazy.

126 34:50KC OK, if it's individual staff who is lazy
remove him.

127 34:55KY Remove them all.

128 34:56KC s it really all staff are lazy. All of themar

lazy so...
Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

123 34:32KY  When they (the NBD) see the system
will just run away. There’s so many wol
they need to do. They need to this
need to do that. Thadte cause of tr
problem.

FZ had also raised the need to explore the redsadg to the problem at
the earlier stage of the discussion.
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109 27:51 KC So, so will it be that they know, would thi
(interruption attempted by KY) be some ot
guestions or that there are some otheramas
that prevent them (interruption attempted
KY) from doing that.

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

However, his suggestion had been met with an “arisweo commitment of
the NBD’s top management.

110 27:53 KY (...) It's the one at theop. | can tell you
the one behind, who is at the top who «
nothing but speed. Speed is of outn
importance. So it explaingvhy it is like
this. (...)

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

The discussion had not resulted in a generatiora afidened scoped of
understanding. Quite the contrary, an attitudél &dhow the problem well
enough” still prevail at a later stage of discussi®&ee Appendix 70)

Actually, some of the members in Team B did shlaeeview with Team A and

regard the problem was due to the changed situatibor example, KC

mentioned the increased in the engineering knovdexfghe OpD had made
them less receptive to the directives of the NBD #oeir proactiveness could
become more possible.

11530:10 KC (...)My view is that we should take a lc
at the whole Program and in the proces
development. (.). But now, the operatic
team had been strengthened, the QA |
had been strengthened and many feedbacks
could be generated by the operation tearr
the QA and the production (...)

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

(Please refer to Appendix 7P for the full speecKGj
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KC's viewpoint and Team A's view point could theyss triangulate each other.
However, KC’s viewpoint had not been echoed by mthkam members. 15

minutes after KC had stated his point, PK still mtained that the real

roadblock was the OpD’s top management.

201b46:52PK As what (KY) had said, that's basically 1
management™, For example if | ask
subordinate go to the €laand he dare to
to the west instead, I'll give him a slap
the face, that's simple. So it's a wasie
time to discuss further.

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

Potential impact of the 4 contextual factors conduge to the
rgeiiole difference in practice between the two teams on théimensions
the facts were presented

In-house

When AL program was organized for in-house paréinig, it should enable
the participants to look into the problem in a ‘andinal” manner. Their
experience of “living” with the problem enabled thenot just understand the
problem on its “face value” but also about its digtal root. Team A had
been managed to make a compare and contrast bethegmesent and the
past and hence, able to take a broader view ocathse of the problem.

However, the experience of “living” and “sufferefom the problem for a
long time could also build up a “die casted” imgies and feeling. When
this feeling was owned by someone who are morkistfersonality (as in the
case of PK & KY, which will be analyzed in the safsent section) could
lead to an entrenched view and difficult to be énosd.

Chinese cultural context

It is worth noting that the KY and PK’s behaviodrpminting out straight on
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the incompetence of others is quite incongruent wite Chinese culture
which emphasis harmony and “giving face” to otherslowever, this was

consistent with the personality of both of them.K Bescribed that he
frequently bring along “shocks” to the company la&l Iserved. (This will be

analyzed in the subsequent section) On the oted,lthe drive for harmony
and avoidance of confrontation had worked on FZ lk@dwho given up the

striving for their opinion of checking out the rgabblem behind after several
unsuccessful attempts.

FA<W KR Difference in the perceived cause of problem (2)

Team A Team B
Cause of problem — Cause of problem — “Theirs”
“Ours”(effective system and (NBD not comply to “good”
procedure not agreed upon) procedure)

Supporting evidence — Team A — Cause of problem dacked

7.3.118

agreed procedure

The need of a common goal had been shared amoiogiydeam members in
Team A. For example, TW postulate the need todbuy better team work
with the NBD.

238 00:42:02TW  When | want to make comment on him,
managed to providedditional inputs whic
were good. He mentioned about the sy:
but many people just don’t bother to follow
He had added the need to have a common
at the ending part. | feel that just to have
system in place won't be sufficient. We ni
to have a common goal and make it knowr
all. (...) That's why | feel that a tee
building is need on top of a system.

MYL highlighted the different emphasis between N&D and the OpD.
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178 29:49 MYL (...) It's pretty simple. Production al
quality are frequently in conflict...() When
you are talking about the NBD or the desig
whether the design could be worked out
meet the specification, whether it could
produced before the deadline, or whetliter
could really be delivered, from the viewpc
of the NBD, they should be more concer
about the successful passing of the design.(...)

Source: Data / Mtg. Team A (b) 16 May 08

WC raised the practical issue of making the benefit OpD’s early
involvement MORE visible to NBD.

236 39:28WC (...) there was no early involvemeint the projec
previously. That could be sort of ™" and re
in some mistrust between us or to created ¢
roadblock or frustration. | feel that NBD mi¢
felt a bit in expaenced in handling the desi
approach in this manner. Therefore | think
should look at the benefits for both sides. V
kind of benefit our early involvement could le
to and compare it with the disadvantage of oul
so early involvements. (...)

Source: Data / Mtg. Team A (b) 16 May 08 analysis

Supporting evidence — Team B — Cause of problem asot

7.3.11b complied to “good” procedure

According to RR, all the problem was that the NB&dhoeen consistently
failed to adhere to the quality system.
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58 15:20RR (...) | feel that the most important issue is abbe
design review. That is a must for the part of N
(...) After the design review should be the drav
review (...) and then is there a tooling qualifica
review? Proceed to  "AMwithout the
tooling ...qualification inspection and verificati
will M2 So | think the problem is more on 1
front side.

Source: Data/ Team B / Mtg. Team B (a) 16 May 08

The thinking of PK, KY& RR was that — follow theles and procedure.

88 23:07 PKAs what KY had said, the system is ther&he
problem is that no one cares to adhere to it.
objective is “follow the procedure”.

However, what are those rules and procedure halle®st even agreed among
three of them. RR was thinking about a very idg@liquality management
procedure and that's why he had added many “extwdf’ sinto the
presentation of the Forum without the consent beoteam members. For
KY, the procedure was the A&B Company’s procedure.

At the conclusion of the meeting, PK still main&dnthat it was the NBD who
had not done their job and it was them who haedaiib fulfil their proper role.
With this thinking, the true purpose of meeting t#BD would undoubtedly
one of telling rather then listening.

77 07:23 PK  (---) What I suggest > may be we actually when we

+ discuss actual 1S no meaning > may be we just direct
58min mviting 1n our next meeting ° Or we invite NBD > sit
39sec together to listen their voice with " the follow

of way ° the rule what will they basic = It does know
Part a actually the report 1s not by them is not us > don't

follow is by them is not us ¢ Ah
PK spoke in English in this part and the text wigsetxact wordings
Source: Data / Team B / Mtg. Team B (b) 16 May 08

365



Actually, in the last slide of Team B’s PPT in therum, they had made the
following conclusion which was consistent with thin theme of their °1
and 2 team meetings:

Team B “Final Clause”

We had a good system in place. The only thing @exn
to do is to properly implement the procedure adcooy.

Source: Slide #15, Team B Proposal

Potential impact of the 4 contextual factors conduge to the
racfilile difference in practice between the two teams on théimensions
the facts were presented

In-house

When patrticipants all came from the same departnenhis case, the OpD,
this kind of “ours” and “theirs” feeling could beumh easier to generate.

el W4 Difference in the perceived meaning of solving theroblem

Team A Team B
Solving the problem was Solving the problem was
meaningful meaningful but meaningless to ask
us to solve it.

Supporting evidence — Team A — Solving the problenwas

7.3.123

meaningful

In Team A, there was a general agreement that $amgeteed to be done and
worthwhile to be done on the issue of alignmenivieen NBD and the OpD in
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product launch process.

220 00:37:04MYL (...) this itself is a preventive measure
better then thinking of a method later bu
cost of several times higher. That's v
it's something that must be done.

Source: Data / Team A/ Mtg. Team A (b) 16 May 08

This comment was actually in line with the need regped by the
Vice-President to me.

Supporting evidence — Team B - Solving the problemvas

meaningful but meaningless to ask us to solve it.

As it had been mentioned, PK held a strong beliaf the problem was not
caused by the OpD and was actually the problerhefNBD'’s staff and their
top management. He thought that was a “waster’tfor them to discuss
in that meeting as they could do nothing about it.

Believing that the Project T (the new product) veasotal failure, PK felt
meaningless to discuss it further. Whether hendidunderstand or did not
want to take it as a learning chance to explorgréupreventive measure could
not be known. However, he was more interestedindirfg out another
project which could serve as a “successful’ case ‘@mo” (for presenting to
the senior management in the Forum).

77 07:23 PK They had a team now, so | feel it m
practical, rather then discussing am
ourselves, actually ouatget is quite clea
why not we get, actually we had take
step forward, talk with them which
project could be taken as a demo
Because | knew it was a mistake to t
Project T, this project is a dead dog alre:

(...)
Team B Mtg. (b) 16 May 08.
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Potential impact of the 4 contextual factors conduge to the

difference in practice between the two teams on thé@imensions
the facts were presented

High potential staff

One of the characteristic of high potential staffthe impatience with the
waste of time.

Time-consciousness: a drive to achieve the mosban
as possible; a drive to achieve a goal and emhitzee
next one.

(Gritzmacher, 1989, Quoted by Peters & Smith, 1996)

PK, who was the one with the highest potentialifdgcated by his promotion
to senior mgr. position in mid 09), was not intéeesin using a “failure”
case — the Project T as a “demo”. Spending time 6failed project” was
not a good use of time for him.

yaeliie] Difference in the perceived solution

Team A Team B

Relative — Need to work out the | Absolute — The solution is already
best solution with NBD there

Supporting evidence — Team A - Need to work out thdest

7.3.13a

solution with NBD

Actually, both team agreed that a good system andegdure need to be in
place. At the concluding stage of Team As firstating, the need for a
system to guide all parties in the new product ¢huprocess was agreed by
everyone. (Please see Appendix 7Q)
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While agreeing that a system must be in place, MCqeded to comment that
this system should be the one which could bind patties together.

250 47:06 TC  Yeah, that's a must have. It must be in pl
you are right. (...) On top of it we need
develop (...) lost together, win together and tl
should be no pepnal success. Even there
(personal success), it will also lead to comg
success too. (...)

Source: Data / Team A/ Mtg. Team A (b) 16 May 08

rAeiils] Supporting evidence — Team B - The solution is alagly there

What Team B mentioned about the solution was dgtaabrocedure adopted
for the customer of the HMC — The A&B Co. when K¥Yasvserving as the
Quality Assurance Mgr.. Although this procedured haeen adopted
successfully by the A&B Co., this was by no mearssaamdard practice for all
cases. However, KY had made a strong avocatiothisfand his position
was backed up by PK and by RR, who was the suacef&uy.

What followed was KY’s notion that a “good systehdd already existed and
why the NBD not comply with the requirement of tfg®od system” is due to
their “laziness” and the lack of commitment of th&nior management.

88 23:07 PK As exactly what KY had said, our, this syst
is already there. The problem is no
cares to follow. The objective for this is:
follow the procedure.

89 23:21 KY Training had been providedriticism hac
been raised in audit, what else you want t
do? What else we, as Operations could do?

Source: Data/ Team B/ Mtg. Team B (a) 16 May 08

That’s why the problem was not to build up a gobghanent system but how
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to “pull” those NBD people back to that system. isTtpulling back” notion
could be found everywhere in Team B%rheeting.

132 35:17KY (...) Let's

try to find out all the problem ¢

the way they work and think of methods
pull them back towards the system.

182 42:06KY Why? You don't know why. Ah...don’t
know what kind of method could pull them
(the NBD) back.

yACW Y Difference in the approach to handle questioning bythers

Team A

Team B

More open and receptive attitu
towards others questioning

d&ore close and defensive attitu

towards others questioning

de

7.3.14a

Supporting evidence — Team A - More open and recepe

attitude towards others questioning

The behaviour of “Q’ing” each other could be foundlifferent timings of the
set meeting of Team A. For example, when someaised the question
whether a reward and penalty system should belstted) alongside with the
procedure almost all members were involved in thegand probing. (Please

see Appendix 7R)

Team A had also demonstrated a “stop and thinkabielr in the process of

group discussion.

28 10:19PF Alittle bit get lost. What actually is our
vision? That's what (WC) mentioned. He
right. What exactly do we want? That's
what we should ask.

29 10:30WC What we should success at? OK, I think all
of us should think about this first. | suggest
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we spent five minutes to think about this and
start recording again.
Source: Data / Team A/ Mtg. Team A (b) 2 Jun 08

When everyone was immersed in the discussion osthéion, PF reminded
the team not to overlook the importance of havimear understanding on the
problem.

67 18:00 PF Apart from the solution you mentioriesimn
talking about the problem first. Would any
please to say something about the problem?

68 18:04 WC Do you guys had a " of problem treat h
been agreed on? Your solution should build
in with “2which aspect.

Source: Data / Team A/ Mtg. Team A (b) 2 Jun 08

In the Team A meeting (the set meeting) held orMHy 08, at the meeting
room of HMC, most of the set members were quiteedmwith the need to
refer to the top management show there be situatizen the view between
the Operations and the Engineering were too didert&1Y managed to state
a view point which challenges the group think im#d manner. (Which was
also the style of MY)

39 00:10:36MY However, we are talking about getting the
management to make the final decision in «
there are differences in view point:--§
Actually, there should be @onsensus in ma
circumstances if there is a healthy relationship.

Supporting evidence — Team B - More close and defgine

attitude towards others questioning

Questioning behaviours were mainly exhibited by & KC towards KY’s

“pre-determined” position. Even after almost 50hates of discussion, KC
did not seemed to be convinced by KY’s positiomaiking a conclusion even
before conducting a study on the fact. Howeves,dquery had met with a
straight response from KY.
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219 48:5XKC What you said mean that you had alre
drawn a conclusion on the cause (of
problem of NBD’s non compliance
procedure)

(...)

225 49:1&Y The experience of each person is different
had a close contact with the NBD on every
level, therefore | know some secretf you
said | had already drawn a conclusion |
can tell you | had drawn a conclusion.

Mtg. Team B(a) 16 May 08
(Full section of this piece of dialogue placed pp&ndix 7S)

Such kinds of question were not infrequent and weaely raised by FZ and
KC and the responding party was mainly KY. Theosse usually took the
form of defence and end up with FZ or KC givingpysuing further.

When KY conclude that it was “laziness” of the NB@aff which cause all the
problems, KC and FZ had case a reserved vote drtty suggested to look
further into other possibilities, KY set a limit ¢ime boundary of exploration.

128 34:56 KC Could all of these (problems) be attribu
to laziness? If all could be explained
laziness then...

129 34:59 FZ Sorry, | feel that, that's their interr
problem, right? ~and we had
jurisdiction over them right? Surely \
don’'t have the authority. We could j
make proposal. | feel we should rely
our team to help them.

130 35:13 KY I think thatd not the right time to explo
on this issue.

According to KY, the problem could be easily solveg adopting the
procedure he had employed when dealing with atcliethe A&B Company
(not a real name) when he served as the QualityrAsse Manger a few years
ago. When his position had been challenged by l&Cmade an ultimate
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defence by assuring that the System he proposedwsisccess guaranteed”
method. They had been rated by the customer “am&~Xs, 95 marks 98
marks and 100 marks were all because of this. Thisomething being
hammered by A&B for a thousand times.” (#121 at034:Team B T
Meeting)

Potential impact of the 4 contextual factors conduge to the
racilite difference in practice between the two teams on thdimensions
the facts were presented

Participants acquainted with each other

189 45:00 FZ What | feel is that, in case™, regardl|
of what their senior management had ¢
suppose\n©

190 45:09 KY Sorry, (FZ). Each system must hav
system behind, "/ Operatior3ivision,
the 1SO9000, QAKE, that is the t
management or you callg leadershi
commitment.  Without this leadersh
management, the top managen
commitment, absolutely no system €
exist could deal with this. (...)

KY had interrupted other’s (mainly KC’s and FZ'gegch for many times. |
doubt this could happen in situation when the pigndints were not acquainted
with each other. This had hampered the Q’ing m®agbviously by KY’s
domination.

yAel s Difference in the step taken to improve original ation plan

Team A Team B

Take active improvement action | Take cosmetic improgment action.
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Supporting evidence — Team A — Take active improveemt

action

The drive for continuous improvement could be rése@an the attempt to
improve on the data collection method in their reggp..

1 00:22TW We had mentioned that the sample size is
big enough. We had targeted for tr
persons only at the very beginning. X | think
we need to expand the sample size in the
step. It sould include all the people in t
NBD. (...)

Supporting evidence — Team B — Take cosmetic imprement

action

Team B chose to arrange a lunch with the NBD $tefére involving them in

the next meeting. Unlike the intention of Teamwhich aims at listening

and exploring, their intention was more of buildiaggood atmosphere for
them to present their proposal in the meeting ragter the lunch.  That could
be evidenced from their casual chatting, thoughngkand mean nothing
serious, could reveal some of their intention:

88 08:54 PK Let's have lunch together with the
first. How about make it 12:30. Th
we can have meeting after lunch, i
OK?

89 09:05 KC In order to achieve our goal...

90 09:05 ? Invite them all.

91 09:07 KC ...beunscrupulous.

92 09:08 KY Have a good dinner outside, discuss
with them while singing Karaoke

93 09:09 PK Singing while talking.

94 09:10 KY Have a drink together (Mixed voice
discussion)
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The lunch with NBD, to Team B was just a prelude pieesent their
off-the-shelve solution. Actually, they commungdittle on the alignment
issue with the NBD staff during the lunch anddittipinion had been collected.
Most of the talks were around some day-to-day warlkd mindless chit-chats.

Potential impact of the 4 contextual factors conduge to the
rgaeiisie difference in practice between the two teams on théimensions
the facts were presented

Chinese cultural context

It is a typical Chinese culture to place the atigei of building up Guanxi at
the up front before proceed to tackle the core rmss. Bothe teams
recognized the importance of this. However, tHiedince between the two
teams was that Team A take the chance to know nmre relaxed and
unofficial situation whereas Team B merely takasta friendly gesture which
actually is a “prelude” to the subsequent meeting.

FAels] Difference in the perceived locus of power to solwbe problem

Team A Team B

Emphasising any one person |d&Emphasizing the role of QA in
department with adequate supposblving the problem.
could solve the problem

7316 Supporting evidence — Team B — Emphasizing the lmof QA

in solving the problem

In Team B, they recommended the A&B Co’s procedasethe solution in
which the Quality Assurance (QA) Department (whi€N was the head
previously and now headed by RR) would take theal.leahis could be
evidenced by KY’s repeated emphasis on the keytr@eQA Dept had been
playing in the past and how successful it had been.
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In the second meeting of Team B, the intention ¥fd0d RR’s wish to take a
lead in the alignment process of new product launch

74 43:32KY  We together with RR are very willing to tr:
up everybody as an expert, he is (referrin
RR) is an expert.

75 43:47NBD One expert leading the whole world!

staff

76 43:4KY He had been successfully gibie approval ¢
(name of a customer). He is really v
good in it, building up all the data and all
things.

Full version of this section of dialogue placedAppendix 7T

More examples on this could be found in Appendix 7U

Supporting evidence — Team A —Emphasizing any onespson or

department with adequate support could solve the mblem

In Team A, their conception was to have a singles@e or function
who/which is powerful enough to lead the whole ecbjfrom start to finish,
be this person/function was placed under the Opth@mMNBD. Whoever in
that position, they will feed them with all the ammation needed to enable
them to do a good job.

403 48:21 WC Ours arepretty straight forward, if they take
the role of a project leader, we will supg
them. There is no need for me to men
they have the total authority.We will just
give them a total support by providing all
our knowhow’s and our expertise tacilitate
this project.

404 48:38 PF | think when we put into detail we shot
emphasize how the Operation team sh
follow and how to conduct the system rev
what we are going to do and that’s all.

Source: Data / Team A (b) 2 Jun 08
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Quite contrary to Team B, Team A had suggestedrémgthen the role of the
position of the Program Manager which was underati#ority of the NBD.
WC suggested giving the incumbent of this positipaat power so that he
could command the compliance of all other departmenAs this was
running against the interest of the OpD, WC suggksitat the OpD needed to
“change the mindset”.

159 28:44 PF That is because this certain Program Man
is currently under the NBD. That means
team members of the Operatiomeed tc
totally comply with him.  And this,
believe™?

160 28:54 TC That means the whole infrastructure, wt
meant that the whole organizatio
infrastructure also needs be changed. O
whole Operations Division originally wo
under this Program Manager (...)

Source: Data/Team A/Mtg. Team A (b) 2 Jun 08

Potential impact of the 4 contextual factors conduge to the
rgeiisle difference in practice between the two teams on théimensions
the facts were presented

In-house

When the AL program was running in-house, therd &l a possibility, as

illustrated in this case, that a certain departnmnperson or section would
like to take the opportunity to expand their infige or to prove their value.
A way of doing this, probably, is by volunteerirggdo something “extra”. In

order to demonstrate their value, they would prederork alone and take the
lead so that all the credit would goes to themaminot trying to say that was
KY or RR’s intention. What | want to postulatetist, when an AL program
was running in-house, the very requirement of Alstdve a real important
problem could give those who had that intentione&oellent opportunity to

materialize it.
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High potential staff

For many high potential managers, willing to taleextra challenge and an
eagerness to show his performance is common. elodke of Team B, it will
be natural for RR, who was relatively new, to wembuild up his credibility
through taking up a higher responsibility in thev@oduct launch process.

Chinese cultural context

The NBD staffs were not totally convinced that thieole process should be
lead by QA. However, in face of the strong “eneanent” of KY, they
choose not to confront openly but take a stratefylet’s see what will
happen”. This is a typical approach of Chinesducelto “give face” to
others and not to hurt the long term “Guanxi”. Tguwanxi between KY and
the delegates of the NBD could be triangulated Byskmentioning that he
was indeed quite friendly with some of the NBD &{t#fe name he mentioned
were actually some of those NBD delegates) and fteguently have lunch
together and it was them who had told KY thoseitiestories” (according to
KY).

7.3.17 B ulnEWY

In this Section, the variation in practice betwdba two teams had been
depicted. The two teams had been provided with dimeilar level of
resources, the same problem and the same opergtiadance. The
minimum intervention by me and the management ofGHEhabled the
participants of the CFG program to manage their dearning. The
difference in practice signified a difference i tlvay the two teams construct
their learning experience in the AL process.

7.4

Implication of difference in practice between TeanA & Team B
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In the previous Section, | adopted the lens ofaambnstructivist and try to
make sense of the difference in practice betweenwo teams by examining
the possible effect of the 4 contextual factorstib@ way the participants
construct their learning experience.

Could the difference in practice between Team A &m B explain the
difference in learning results as described iniSect.1

In this Section, | will make an attempt to analytse effect of the difference in
practice on the effective functioning of the 5 kegredients.

V%N The emerging “P”

Revans did mention some ideal “P” for AL:

---its (action learning) material is not the knowledufethe
teacher but the experiences and the needs ofdheels. ..
(Revans 1980, p.288)

In Team A, there was no apparent “major knowledgesented in the team
meeting. All the knowledge was emerge and elicitieding meeting as
needed and this did enabled the team membersrtoflean each other. One
way that the team members make this “P” emergebyaassking directly the
practice of the company the members previously wiork One example
could be found when WC raised the suggestion ofalltsg a powerful
Program Manager.

165 29:19TW Let's check for some opinion. Is it a practice
that had been used in the company you
previously work?

It was found that the knowledge elicited not justifed to practical “know
how” but could also be some “theoretical knowledgeOne example was
that when the team was discussing the issue oaxtesd of control method
of the new product launch process, the concephraet management control
style had been provided by WC. (See Appendix 7V)
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In the subsequent discussion, this concept hadnbeeo“frame of reference”

and being frequently quoted by other members fanynienes. One example
was that the concept was quoted by another membkinfresponse to WC’s

suggestion of installing a position called prognaanager in Team A's second
meeting which was held 2 weeks later.

14627:40TC That is autocratic, right? The exste of
program manager meant autocratic.
Source: Data / Team A/ Mtg. Team A (b) 2 Jun 08

The programmed knowledge of the CFG program — KKet& Step Process
had also been recalled in an elicitive manner.

22 10:02 PF Hadn't we, at that time men&oh abou
producing a vision and making “small wir
right?

23 10:06 PF Do we need to apply what had been delivere
that time?

24 10:10 TW Those seven steps of change, The steps
make change.

25 10:12 PF Yeah. I couldrecallit. That should to&t itha
time.

26 10:14 TW s it seven steps? Had my memory failed me?

Source: Data / Team A/ Mtg. Team A (b) 2 Jun 08

On the other hand, the “major knowledge” shared thasprocedure that KY

had developed and used when he was the QA Mandgar dealing with the

A&B Company (I call it the A&B Company procedure)He had shared this
with PK and probably RR and had got the detail pdace printed out,

disseminated and tried to persuade the other teambars that this procedure
was the most effective solution.

71 20:32 FZ Isit currently already exists or...

72 20:34 KY Already there. The process manua/And
this is what PK printed out which is what |
had produced - a chart for project
management. It had spelled out in gre
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detail on what to do. @& this had not bee
followed. It had been written down already.

What KY had prepared was akin to the “programmeodvkadge”, “a given
syllabus” that he intended to disseminate during itieeting. Subsequent
dialogue in Team B’s L and 2¢ meeting indicated that KY was quite
determined that the A&B Company procedure was thght stuff” for curing
the problem. His behaviour was just like a teadeding his students a
“proven method” to solve the problem defined by him

Revans (Quoted in Smith 1997, p.365) spelled oat the “P” should NOT

just be “what a man already knows”. “What a maeaaly knows” is the

“P” and in AL, it should not blind oneself from tifeecognized ignorance”

and the pre set curriculum should not prevent Hrégypants from “learn with

and from each other”. It is the “re-reading whatlready scribbled on the
cortical slate that leads to changed behaviourv@Re 1980). That's why
the P in AL should not have a “given syllabus” afbuld not “disseminates
what a teacher thinks is good for his or her sttgleand the knowledge
should be “elicitive” (Peter & Smith 1996 p.6)

Peters & Smith (1996) further mentioned what a $buld not become a
syllabus that “disseminates what a teacher thirskggaod for his or her
students”. Apart from that, the “P” could be amglévant areas of the body
of knowledge - books, journals, other individuatempany literature, other
organizations - appropriate, targeted and contéxad information” Al
these knowledge represented some past experiefidee sharing of this
knowledge in AL is to enable a “re-reading” of teame already know.
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Should be Should not

Any relevant knowledge flow freelyBe something what a teacher thinks is
and elicited as needed. good for students.(Not a trainger
Enable participants learn with andirected syllabus)

from each other Prevent participants from recognizged
Enable  “re-reading”  of  pastignorance.
experience

Base on the distinction between what makes anteféetP” and what does
not, | will proceed to analyse which of the 14 bebars demonstrated by the
two teams make the “P” effective or not effective.

ra-SEl Any relevant knowledge flow freely and elicited asieeded

Team A Team B

Felt need to obtain more knowledge  Felt owned aalegknowledge
already.

The general feeling that more knowledge need tmwlit@ined had enabled
different team members of Team A contribute to kieolge.

The feeling that adequate knowledge had been olwpddam B as indicated
in their insider story, past successful storieshetd made the contribution of
knowledge mainly from a few members. Although samembers did raise
the need to explore further information on the eanfsthe problem, the notion
that the core of the problem is crystal clear iitedb other members from
contributing knowledge further.

Team A Team B

We need to do differently together We had donepaut

The shared notion that a different approach neets tadopted by both parties
in order to meet the changed situation enabled TAata express among
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themselves on their own deficiencies and the dmmion of the NBD.
Knowledge of possible solutions had also beenteticand shared as needed.

On the other hand, the emphasis of Team B that llaelyalready done their
part lead the Team B’s knowledge supply concerdrateund what they had
done and what the NBD had not done. They nevetiorexd what the NBD
had done.

Team A Team B

More open and receptive attitude |More close and defensive attitude
towards others questioning towards others questioning

Team As open and receptive attitude towards ashquestioning had made
knowledge and information flow easily in their mags.

On the other hand, the closed and defensive attittmvards others’
guestioning banned others from supplying furthérimation and knowledge.

y4:%ls] Enable participants learn with and from each other

Team A Team B

Felt need to obtain more knowledge  Felt owned aalegknowledge
already.

Team As felt need to obtain more knowledge enaliigdnembers to learn
with and from each other as evidenced in TW ask W@perationalize the
concept of the 3 management style, and in askingpii@he practice of the
company he previously worked in.

On the contrary, asking other’s input on knowlediget comment) could not
be founded in Team B’s meeting.

Enable “re-reading” of past experience, Should nobe something
/4%l what a teacher thinks is good for students and shddi not
Prevent participants from recognized ignorance
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Team A

Team B

Less authoritative in presenting
knowledge

Authoritative in presenting knowledge

Team A members’ less authoritative approach ingursg their knowledge
enabled the re-reading of past experience moralpess It also facilitates the
natural recognition of one’s ignorance in faceh® thanged situation.

On the other hand, Team B’s authoritativhess irsgméng their knowledge
such as KY’s constant mention of his success stasfeimplementing the
A&B Co’s procedure prevented him and other team besito raised queries

on the suitability of the procedure.

gt somrary |

As seen from the previous discussion, the truereatfl “P” for AL had not

been incarnated in Team B.
the ineffectiveness of AL in Team B.

It helps to inform metle reason leading to

7.4.2 BLENEEIRIelEE

Should be Should not be
Open-ended Puzzle (i.e. answer is known by
Participants are “genuinely concerneexperts, where there is little

to get something done about
(Revans, 1980, p.292)

tambiguity, where there is only of
stakeholder, or where the decisi
maker has decided what he or she
going to do, disregarding oth
possible options.jMezirow, J., et el
1990 p.31)

ne

on

2 S

er

Highly technical in nature
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VAiS2k| Open ended

Team A Team B
Felt need to obtain more knowledge Felt owned aalegknowledge
already.

The practice of Team A enabled the team membealstwver more options to
tackle the alignment issue. Their decision torgete input from the NBD
had broadened their understanding on the issudamcke makes the problem
more open.

On the other hand, Team B regarded them as hokltieguate knowledge —
the knowledge in the practice of the NBD as infodrbg their past experience
and the “friends” inside, the knowledge of the A&EBmpany’s procedure.
The problem was a closed one to them.

Team A Team B

We need to do differently together We had donepaut

The approach of Team A to find out and solve thabj@m together with the
NBD had opened up more uncertainties for the smiuti The reaction of the
NBD could not be known for sure and their counteppsal would make the
ultimate proposal hard to control. All these coalitl to the “openness” of
the problem.

On the other hand, Team B frequently pointed oet pinoblem was “not
created here” and maintained that they had alredalye their part and
expressed “what else you want us to do?” Thisnddd the scope of
exploration on the solution and instead, turnedrtifigcus totally on the
pushing forward of the A&B Company’s procedure.

r4:%4s) Participants genuinely concerned to do something alit it
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Team A Team B

More on possibilities More on impossibilities

Team As more concern on the various methods tklgaihe issue enabled
them to proposed some solutions which the OpD cbakke a part to play.
This could give them a bigger drive and a higherotien to do something
about the problem.

Team B mentioned a lot on the unfairness of theesays the lack of

commitment of the NBD’s top management and thernmmetence of the NBD
staff and their lack of authority to “fire peoplefad to a passive notion of “if
the documents were not ready, we should not starkimg at all’. Their

decision of not to mention the issue on the “commeitt of top management”
indicated a mentality ofthe problem is meaningful but asking us to do

something about it is NOT meaningful as they feel that many of the
problem could not be tackled by them. PK’'s constarpress of the
discussion was a “waste of time” illustrated thismality vividly.

[EFN Notapuzzler

Team A Team B
Felt need to obtain more knowledge Felt owned aalegknowledge
already.

Team B’s notion that it was the “laziness”, the tm@nagement’s lack of
commitment and the unfairness of the system sedtlvemh to focus their
solution on pushing forward the A&B Company’s prdge. The

preparation of the procedure’s print out and thedful “selling” of it to FZ &

KC indicated that the solution was akin to the wnddble quality of problem
for AL — “the decision maker has decided what hesle is going to do,
disregarding other possible options”’(Mesirow, 199(B1). The continuous
mentioning of his and RR’s experience in the A&Bn@many’'s procedure
make the problems become “highly technical in rgtuwhere the answer is
known by experts, where there is little ambiguiti¥esirow, 1990, p.31). In
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the eye of Team B, it was the NBD that need to tkéhe corrective actions
that turned the problem into one “where there idy ame stakeholder”
(Mesirow, 1990, p.31).

On the other hand, Team As shared feeling to gaileeper understanding on
the problem made them to treat the problem as a@oaotd involved multiple
stake holders. Their reorganization on the neesgetk “external expert’s”
advice and their willingness to adopt the NBD’sgeggion indicated that they
had not regarded themselves as expert.

yA:%20s) Not highly technical in nature

Team A Team B
Felt need to obtain more knowledge Felt owned aalegknowledge
already.

The ultimate proposal team A presented in the Fotowered many areas in
management such as reward system, training, teatneto.. That indicated
that they treated the problem as not purely teahinihich could only had
right or wrong answers.

On the other hand, Team B turned the problem ifgblf technical in nature
ever since they had resolved that the A&B System tlva only solution to the
problem. The notion of PK that the objective wagét the NBD to “follow

the system” and the overt expression of KY of “bstt what they (the NBD)
had done incorrectly” and then “pull them back’ned the nature of the
problem into a technical one. The 30 minutes thggnt on explaining the
technical detail of the A&B Company’s proceduretfie 2 meeting and the
technical proposal they made to the top managemehe Forum had clearly
indicated that the issue of alignment with the NBDnew product launch
process had been perceived by Team B as “technical”

grl siomary

The discussion above indicated that the “real mmblhad been constructed
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in different ways by the two teams. The way Teamcdwstructed the
problem made it function effectively as a “vehiolelearning” as it should be
in AL. On the other hand, Team B constructed theblem in a way that
something could be done immediately and solid aatmuld be taken instantly.
| am not in a position to comment whether the A&Bn@pany’s procedure
was an effective solution or not. In terms of nmgkihe problem to become a
“vehicle of learning”, the way Team B constructédwas clearly not an
effective way. It pointed out the fallacy of tregt the “real problem”
provided to AL sets as just “out there”. Whetheeyt could really become a
“vehicle of learning” depended very much on the wag set members had
“re-constructed” it. Further discussion of it wddde stated in next chapter.

%<3 Implementation of proposed solution

Reiterating Revans’ conception on the role of tteal‘problem” in AL:

If the clients aremerely seeking a description of their
trouble, however sophisticated, however charged with
recommendations, they must not be lead to think ttrey
are engaged in Action Learning. (Revans, 19832)p.2
(Highlighted by me)

On top of taking up the ultimate responsibility ohplementing their
recommendations, the action taken up by set mengbersld also be “what
they believe to be worth doing” according to Revans

By doing what they set out to do, and by settingtodo
what they believe to be worth doing,managers are
disciples of the Aristotelian ethic. (Revans 19987p)
(Highlighted by me)

Should be Should not be

Believed by set members as worth doing. Merely describing own trouble.
The deliberate plan to solve the real
problem implemented by the set members
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48t Believed by set members as worth doing

Team A Team B
Less authoritative in presenting Authoritative in presenting
knowledge knowledge

The less authoritative in presenting knowledge dghemembers of Team A
enabled a proposal that included almost everyanpis#t. The enthusiasm of
all members of Team A in preparing the questiomdire innovative approach
in presenting their proposal (by wearing a spegidéisigned T-shirt) and the
team approach in making presentation in Forum (eaembers presented a
part of it) indicated that all members of Team Argd the belief that the
solution was worth doing.

On the other hand, until the rear part of tflerieeting of Team B, KC and FZ
had showed signs of their not being convinced)abl of participation of PK,
and the presentation in Forum was made only by Rihdicated that the
belief on the worthiness of implementing the salatiwas highly diverted
among the members of Team B. All these could be tuthe highly
authoritativeness of KY and PK in “telling” the teavhat to do. As a result,
the proposal was not the “baby” of everyone.

r4#:5¢]e) Implemented by the set members who proposed it.

Team A Team B
Relative — Need to work out the best Absolute — The solution is already|
solution with NBD there

The approach adopted by Team A to work out thetisplticomfortable” to all
parties enabled them to produce an all roundedragilan. In their plan,
ALL team members had a role to play to implemestgtan and all were very
willing to take up their part.

In Team B, the action plan was the pushing forwafrthe A&B Company’'s
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procedure which had been prepared by KY a few yagoswhen he served as
the Quality Assurance Manager. It was KY’s babg &nown best by KY.
The enthusiasm in pushing forward the procedurenged to KY and RR.
FZ and KC had no roles to play in it. Almost dktpreparation work was
done by RR.

In other word, although all the participants fubyvare that they need to
implement their proposed solution subsequently, sonembers of Team B
had been excluded from it from the outset.

4 %elel Not merely describing own trouble.

Team A Team B
Cause of problem — adaptation to Cause of problem — Laziness and lack
change of requirements of commitment of the senior
management

Team B spent a lot of time in illustrating the lass of the staff and the lack
of commitment of the senior management. Howeuethea end of the day,

those “core issues” was decided not to put intopttogosal. This indicated

that their discussion was more for describing nathen for problem solving.

The attributing of the alignment issue to the clemgthe added engineering
competence of the OpD and the changed in the combplef the product
enabled Team A to dig deeper into the issue andenbatt suggestions on
ways to improve the situation.

g somrary |

The discussion above highlighted the issue thatombg the opportunity to
implement by set members was important, the way tlo@struct the solution
significantly affect the “how” and the “who” to ingment which ultimately
affect whether “each member” had a fair chancenmplément their “own”
deliberated plan or, as in the case of Team B,eléthe trouble” to other by
positioning themselves as just proposing.
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7.4.4 mICNe

It is recognized ignorancenot programmed knowledge,
that is the key to action learning: men start sorewith and
from each other only when they discover that no lor@vs
the answer but all are obliged to find it (Revah991
Quoted in Smith, P.A.C., 1997 p. 365,) (Highlightsdme)

The method to enable learning from each otheras‘tbmrades in adversity”
as called by Revans.

Should be Should not be

Recognized ignorance
Comrades in adversity

FA%iFEl Recognized ignorance

Team A Team B
Less authoritative in presenting Authoritative in presenting
knowledge knowledge

In Team A, their recognized ignorance could be evigtd from their emphasis
to ask the NBD and their ignorance of what makeNIB® “uncomfortable
about”.

On the contrary, the constant emphasis of KY onshixessful experience of
using the A&B Company’s procedure, the “insiderfoimation he obtained,
the supporting gesture of PK and RR had succegsiuérride the recognized
ignorance” expressed by KC and FZ.

4% Become comrades in adversity
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Team A Team B

More open and receptive attitude | More close and defensive attitude
towards others questioning towards others questioning

The defensive response of KY towards the questgpoirKC & FZ made the
process of “having those (experience) criticize addise” became ineffective.
The behaviour of “take that advice, reflect and lengent” was rare in Team
B.

Quite the opposite, the more open and receptivieddtof Team A's members
towards others questioning enabled the happenimgamfy mutual criticizing,
advising and advise taking and opinion modificati@maviours.

gre siomary

The discussion stated above indicated that quastgand responding equally

important in an AL set. The “ignoring”, “pre-empd” responses towards
others questioning could affect whether the “Q’ipgdcess seriously.

7.4.5 RELCHJELE i)

Revans had stated one of the three objectives was:

Make useful progressupon the treatment of some problem
or opportunity in the real world.
(Revans 1998, p. 15 — 16) (Highlighted be me)

Revans had also clearly stated that the outcontieeaAL should be improved

“observable behaviour henceforth in the problentidfie(Revans, 1982 pp.
626 —-7)
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Should be Should not be

Able to make useful progress on the
treatment of the real problem

Able to achieve intended change to
improve their observable behaviour

485l Make useful progress on the treatment of the realnpblem

Team A Team B

Take active improvement actions Take cosmetic ivgmeent actions

Team A's objective of inviting the NBD staff fordegh was for listening and
understanding so that they could plan their neibac The lunch meeting
with the NBD helped them to broaden their undeditam of the NBD’s
problem and enabled them to design questionnaiteltect more information.
All these indicated that Team A had taken activpromement action towards
the quality of their proposal.

On the other hand, the objective of Team’s inwatatof NBD to lunch was
more a gesture and a way to gain higher acceptiaveé towards the A&B
Company'’s procedure in the subsequent meeting tiwéim. Throughout the
two meetings, the stuff Team B proposed had noh lkanged and in the
Forum, it had been changed by adding more techuietlil on the A&B’s
procedure only.

r4:851s] Achieve intended change to improve own observableshaviour

Team A Team B

More open and receptive attitude | More close and defensive attitude

towards others questioning towards others questioning

As discussed in the earlier section, the critiefllective working behaviour of
Team A in their ¥ team meeting was more then that in thélrnieeting.
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More open and receptive behaviour could be obseivetieir 2% meeting.
For Team B, their close and defensive behaviountdoequally be observed in
their 2' meeting.

g somary

In a nutshell, the ingredients of taking improvectian could be fostered
effectively in an AL set where the practice of “c@aes in adversity” could be
found.

7.5

What led to the difference in practices?

The 16 differences in approaching the Project Tomige remarkable. Why
this could happen? The two teams had been presesittethe same task, had
a mix of team members with comparable backgroupdsyided with same
resources and being exposed to the same 5 keydiegte of AL.
Furthermore, both of the teams were exposed tonthre or less similar effect
of the same 4 contextual factors. When | ran ddt list of the 16
differences from time to time, | found many of thaetually originated from
one common notion that had not been explicitlyestat A pre-conception of
the answer to the question “Who made this mistake?*What caused the
problem?”

7.5.1 BEERE

The following line of thinking had been running dbhgh the discussion in
Team B’s meeting.

The NBD had made the mistake> We OpD do not have a role in creating
the mistake-> We need to correct their mistake.
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This logic of thinking could be evidenced in theanclusion on action steps as
shown in Appendix 7W

yas3 k=l The NBD had made the mistakes

In Team B, a lot of discussions were conducted radothe following
“mistakes”

Product design mistakes — PK repeatedly told theniléhat the design was
“stupid” and it was inherited from some stupid fttich.

Procedure mistakes — RR repeatedly told the Teanntany checking that
need to be done had not been done by the NBD. epKatedly mentioned
that it was the NBD who had not follow the procedur

Management mistakes — KY & PK repeatedly inform Team that it was the

laziness of staff (which is about HR Management) tmp management which
concern only about “speed” was really the “blackdiabehind. Besides, it

was the company that had not asked the NBD todm®aconsequences for the
problematic products they designed.

74shils] We had not contributed to the mistakes

Furthermore, Team B had spelled out that thoseakast were not caused by
them by:

Saying that we are ignorant

76 20:59KY | can tell you all about this. All these were
right, the WMarketing Department get t
order, and then the Engineering Departr
and then passed to us. We are just, if
didn’t tell us, we are totally ignorant on wil
they are doing. When they make it (a me
ah, by the time we found out problems
we ned to yell out, hay man, there is
problem, it needed to be changed. (And
NBD will say) Oh, no way, we need
proceed to the tooling stage.

Team B (a) 16 May 08
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Regarding “we had done our job”.

As training and advice as mentioned by KY and PH &laeady been provided,
“What else you want us to do” was KY’s conclusion.

77 07:23PK (...) Actually, our objective is quite cle:
why not just invite ...(the NBD) Actually w
had already marched one stepward, (...)
It does know actually the report is nby
them is not us don't follow is by them is n
us-(...)

(Words in Italics were the exact wordings of PK)

Data / Team B / Mtg. Team B (b) 16 May 08

Telling that “We had already provided a solution.”

As KY had mentioned which had been backed up byaRH RR, a good
solution was already there which had been develtyyetthe member of OpD
(i.e. KY).

yAshilsl We need to correct their mistakes

KY repeatedly mentioned that the objective of theetmg was to “dig out
what they had done wrong”, and how to “pull thehre(NBD) back” to follow
the good “system” (the A&B Co’s procedure). (Ewide in Appendix 7X)

Naturally the lunch with the NBD and the subsequemteting” with them
mainly served as a friendly gesture and a benetvqiexiude to lure them to
accept the need of listening to the advises oXpB.

7.5.2 REEMPA

On the contrary, the following line of thinking haéen running through the
discussion in Team B’s meeting.
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There is a problem in the alignment process> Each parties had a role in
creating the problem-> We need to solve this problem together.

r#swr:| There is a problem in the alignment process

In Team A, many of the “mistakes” were regarded gsoblem:

Product design problem — new product and new tdoggovhich both NBD
and the OpD were not experienced. NBD were trygngesolve but since the
problem were new to them, they were not able teigsoa feasible solution at
that moment.

Procedure problem — new way of cooperation with NB&de them not quite
prepared in handling the OpD’s early involvemenA feasible procedure
agreed by all parties was not in place.

Management problem — the lack of a powerful lead#ference of goal and
interest, inadequate expertise, no motivationalstoabsence of progress
review system, ineffectiveness of equipment, anel fdck of an agreed
procedure all contributed to the problem.

y#sWas] Everyone had contributed to the problem

According to Team A, OpD had also contributed ® phoblem by making the
NBD felt uncomfortable, by unclear division of laboamong departments,
and the lack of expertise in handling the technmablems. The in-born
difference on the emphasis of the two departméyBD(on time and OpD on
cost) had also contributed to the problem.

yasWwlel We need to solve this problem together

The unanimous resolution of Team A was to sit deegether with the NBD
and to understand each others concern and prohlaitry to work out a way
of doing things that were comfortable to each other
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ARl Why did Team B adopt the “mistake correction” approach?

The key person who shaped this “mistake correctapproach was KY with
the strong support from PK and RR. In the indialdmterview | conducted
with each participant during Apr to May 07, KY halleady expressed a very
strong dislike and disapproval towards the pract€eNBD which tried to
draw a clear line of responsibility when the pradioiad been handed over to
the OpD.

118 09:57 KY In all the previous companies | had worked
the engineering department was respossiokr
all the follow-up to ensure the smooth product
of the product.

123 WW A follow through.

124 KY Yeah, and now there is aargument over wh
should be responsible for the realization of
product. Ah, (the NBD) make the proc
smooth and then...

129 WW Once passed to you (the OpD) and that’s you
to do the rest.
130 1021 KY Recently ...there are...more an

more ...cases...ah...that whatever had happ
in the production process, the responsibility
been laid on the Operations. | personaliyt n
very agreeable towards this, and actually, |
very much disagree with this.

Although PK had not mentioned any opinion towatds KBD, he considered
himself a “driver” and many of his opinion were “@rive” the NBD and to
“fire” the incompetent staff. When | asked him @s vision when |
interviewed him in 30 Apr 07, he made the followogmnment:

32 PK To bring in more new things, to try to prove t
they really work is really feasible. To pt
those who do not want to walk until they co
walk by themselves. Or even, to push tl
from walking to running and in worst case, fc
them to leave.
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56 PK Because | had been an engineelr am ¢
technical man and was a doer. May lbam
quite straight forward to people (...) Whenev
join a nav company, they usually commen
that | created a very big impact. It re:
depends on the degree of acceptance o
company.

It is therefore not surprising to found PK very pagive to fixing “stupid”
errors, outmoded “traditions” and “lazy” peoplearbold and forceful manner.
It aligned with his iron hand approach.

For RR, he had always been an idealistic man amdrrergets to implement
good systems. He could almost be described as alogtowards system
and a strong believer of quality systems.

10 RR My... my expectation is that (..We should b
able to implement this kind of system... in...
the whole plant, (ng), not only in the operat
But also... from up... to down, (ng...) beca
ah... upper management places an importani
here, (...)

(RR was a South-East Asian person and the wordivege straight from his

speech)

RR had also expressed his ideal of incorporatieg\\BD and other functions
towards the setting up of a good quality managemnsgatem. The Forum
had become the best stage for him to educate andtgasupport of the top
management. That might be able to explain why &é added so many
detail about quality management system into hisgur&tion in the Forum
without the consent of his own team.
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22 RR Including... inluding | can say... ah up si
operation, is theah... supporting from NBL
(yes), if we need team and we should include
the marketing team. (...ye should not onl
limit ... to the operation side, we shoulc
include the whole management team. (...)

The “iron triangle” of KY, PK and RR had become dréam team” to push
forward their common goal.

FAsY‘8 Summary for Section 7.5

Treating the problem for the AL project as a “mkstamade by others or
treating it as a “problem” that all parties havetake seemed to create a big
difference to the way the 5 key AL ingredients weoastructed. The former
perception tempted one to resist critical selfegtfbn and construct the
project as a chance to teach others a lessonxnd the “bad guys”. On the
contrary, the latter perception enabled the teamminees to engage in critical
reflective working behaviours and construct the jgob as a change
management process. | postulated that perceitieagtoblem to be solved
by the AL project as a “mistake made by someone”dt more likely to
happen in AL program running in-house.

7.6

What are the invariables found in the two cycles

Invariables: Practices that were common in bothesythat make the program
ineffective
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Unit of Cycle 1 Cycle 2
analysis
P MY, CP — look forward to KY — act as the expert and tutg
some programme
knowledge.
Problem Turned into a puzzle Turned into a puzzle
Q No chance (build in) topLittle chances (social) to Q’in
Q’ing each other. each other for Team B.
Implement MY, CP, RC — No actionPK- perceived the organizatic

delaying action.

as hopeless, play safe, not 1
problem; | had worked all righ
at the beginning.

Behaviour — not involve, n
comment,

N
my

—+

Take improved

MY the

perceive

KY — Leave the “real” problen

action — organization as hopelessalone and take off-the-shelye
play safe, take the actioniw/o any improvement) and
of not taking any action | cosmetic action.
Behaviour — restrict his
project scope,
L CP, MY, RC expressed naY, PK being commented as no
learning. change in behaviour in 180
degree feedback.
Group — No learning on 8 Steps

Table 7G Summaries of invariables found in Cycle & 2

7.6

Summary for Chapter 7

To compare and contrast between Team A and Team #er approach to
handle the AL project — the Project T, had informmaé that the 5 key
ingredients had been effectively “constructed” l®am A but not by Team B.
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Factors leading to these differences could be nbammyhe 4 contextual factors
had served as conducive factors. However, thegdén point” for the
difference of the two teams seemed to lie in teeging of the problem to be
solved in the project as some kinds of mistake niadethers or a problem
that various parties had a stake in it. It seetoesupport the postulation of
the importance of “problem” in an AL program. Houxee, it is not what and
how the problem was chosen by the senior manageareiny the program
organizer. Itis how the problem was constructgthle participants.

As Team A, with the 5 key AL ingredients “functiogi’ properly, had

functioned more effectively in the AL process amdthe delivery of the

problem solving and learning result, it seemed fioame kinds of connections
between the effective construction of the 5 keyedgents and the effective
AL process could be established in some way. dmssl to support the
postulation that the 5 key ingredients were impurtior an effective AL

program. However, the exact relationships betwbem need to be studied
further in future researches.

In this Chapter, the data were presented and athlpy some emerging
themes. The characteristic of AR — allowing imgment in practice and
tracking the data generated from the process, kad materialized. In the
next chapter, |1 will summarize the research findiramnd try to answer the
research questions | had set out at the very begjnn A conclusion will be
drawn and the limitation and future research dioectvill be discussed.
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Chapter 8

SUMMARY, CONCLUSIONS, AND

RECOMMENDATIONS

In this Chapter, | will presents a brief summary thee study, results,
conclusions, implications for practice and for the@nd future research
recommendations relevant to the arrangement obusé AL programs for
high potential management staff who are acquaintgd each other in a
typical Chinese cultural context.

8.1

Summary

Change management had been a key topic for cogpmstategy and
developing the managers so that they could be roonepetent in leading
change had became a key issue for manager’s deweldp AL, with its
emphasis on the managers to learn through thegepsoof taking action of
tackling some real problems in the organizationletdee an ideal tool for
achieving both individual and organizational change.iterature on AL
indicated that participants could learn a lot ahg¢is through AL. Among
them, behaviours related to critical self reflestizvas the one that had
frequently been quoted.

N Purpose of the Study

403



Both theories and researches postulated that tpabidd#y to reflect is

important for a manager to lead change in a véesativironment.

Literature

on AL had also pointed out the learning that cchd@pen through AL method

is critical reflection.

The main research aim

S to:

Explore how high potential Chinese managers who
are acquainted with each other practise critical
reflective working behaviours through an in-house
action learning programme.

Sub-questions
1.

the AL programme?

2.

in-house?
3.

a Chinese context?
4,

in-house context?
8.1.2

Had the 3 challenges of AL been met?

What critical reflective working behaviours do peigants exhibit during

What are the advantages and disadvantages of guanidL programme

What issues are raised by the use of a Revans’lmbdetion learning in

What are the implications for developing AL theamyd practice in an

These three challenges of AL mentioned by Speng@8)lhad been met by
the following methods in this research:

The three types
of challenges

How to meet the challengs
in this research

Had these challenges bee
addressed?

>

Regarding
concerns or
misinterpretation

on AL

Look for advises from th
of the
Reg

work
of AL

original
architect
Revans.

cDone. Revans’ formul
and the 5 key ingredients
AL had been used as
guideline to run the CF(

Program.

Table 8A How this research could meet the 3 chaliges of AL?

(Continue on next page.)
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(Continued from

previous page)

The three types
of challenges

How to meet the challengs
in this research

Had these challenges bee
addressed?

Regarding
concerns
Al’s
methodology.

abouy

Adopt an action researg
t(AR) methodology to stud
the appropriate
methodology for organizin
AL by revealing “what’s
happening in AL” and us
the knowledge generatg
together with the
participants to improve m
practice of organizing Al
program.

ymethodology enabled
> detail reporting on what had
gjbeen done and what hg

pactivities through two cycle
20bf

yfrom the findings had bee

The AR

th

Done.

been found in the variou

Th
learnin

research..
reflections and
_actively incorporated intg
my next steps of action.

Regarding
guestions aboy
effectiveness

Adopting the  “Critical
tReflection” (O’Neil 1999
quoted by Hicks 200
p.174) type of AL which
incorporated Revans’ an
Kolb’s  Scientific  and
Experiential types.
Focus on the

learning and organization
results. More solid chang
objective had bee
formulated — to imprové
organizational effectivenes
by OpD taking proactive
change to improve th
alignment with the NBD i
new product launch
Individual change objectiv
based on the 180 degr
feedback had been set
and evaluation on them wj

individua

ethis thesis was submitte

The questions about th
effectiveness in conductin
Dthe NBD alignment projec
had been answered wi
bservable results. Th
effectiveness of the CF
program terms o
lproviding opportunities fo
apracticing CRWB had bee
eevaluated. However, &
npart Il of the CFG progran
>which focus on the issue
s3ndividual change had ng
>been concluded by the tin

in

evaluation on the progral
effectiveness  from  th
pviewpoint of the participant
eeould not be supplied.

Lp

AS

made more possible.

Table 8A How this research could meet the 3 chaliges of AL?
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8.2

Results

This research supported the ideal that an effe&lv@rogram should be able
to provide a good context for practicing the grqupcess of “comrades in
adversity” and critical reflective working behavisu(CRWB). With the
effective construction of the 3 key ingredientsgtreng from each other, real
problem, questioning insight) and the practicalstarction of the remaining 2
key ingredients (Implement proposed action & takproved action) of AL by
Team A in the CFG Program, (please see explanation itiose6.20.2f) the
“‘comrade in adversity” form of learning had takdage and a lot of CRWB
could be observed. On the contrary, the ineffectionstruction of the 5 key
ingredients of AL by Team B indicated the “comrddeadversity” form of
learning did not exist and CRWB had rarely beereokd.

This research had also supported my speculatiarAthavas not context free.
The 4 contextual factors, notably, the in-housetoiaccould become an
important context where behaviours facilitating inhibiting the effective

construction of the 5 key ingredients had been igeeé. In what way those
contextual factors could be “turned into” a faeilihg or inhibiting factors to
the construction of the 5 key ingredients woulddigcussed further when |
answer the research sub-question 4.

Through out this Thesis, | had conducted my ingesitbn on how in-house
AL, when built around the 5 key ingredients, coudcbvide chances for
practicing critical reflective working behaviour€RWB) for high potential
management staff.

In the previous Chapter, it had been shown thatlémeonstration of CRWB in
the 2 team meeting were more then in thefrtdam meeting. Furthermore,
the total number of CRWB of Team A in thef and 29 team meeting were
much more then that of Team B.

A compare and contrast of the behaviours demoestrday the two teams in
the team meetings indicated that the 5 ingredieh#sL had been functioning
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in Team A but not in Team B.

| can, therefore, draw a conclusion that the effectunctioning of the 5 key
ingredients of AL are helpful for the demonstratiohCRWB in their two
team meetings.

On establishing that Team A had “really” been erghip AL (defined as the
presence and effective functioning of all 5 keyredjents), | could proceed to
answer the research questions.

In the attempt to answer the research questiond| triangulate my analysis
on the result by adopting a multiple perspectivehenperformance of the two
teams which had been outlined in Section 7.2.7.

8.2.1 EVEE T RN

The research aim is to:

explore how high potential Chinese managers who
are acquainted with each other practise critical
reflective working behaviours through an in-house
action learning programme.

This research aim had been met by my organizatidwa AL programs that

adhered to the 5 key ingredients of AL as expoundanhly by Revans. The
participants were from the same organizations amdewnainly Chinese
managers who had close working relationships. Ty either been hand
picked by the top management or regarded by topagement as high
potential staff. The adoption of the AR methodgl@mnabled me to gain a
comprehensive understanding from the participapé&sspective on “what’s
really happening” in the AL process which | had @erto play. The

prolonged duration of the two programs (spannedta of almost 5 years)
enabled me to collect a wide range of informatidriclv greatly assisted my
subsequent triangulation of data. The CRWB pravide with a valid tool

to measure the observation on the reflective belasiof the participants.
All these enabled me to make a safe claim that esgarch aim had totally
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been met.

Despite the emerging nature of the knowledge géeera the AR process,
this research had simply adopted a basic prin@plmanagement — be very
clear with the objective one would like to achievén this research, the main
argument is that AL should enable the participémisecome a more reflective
manager. With a clear objective, a more ideal veagchieve this objective
could be strived for and the relevant roadblockdatte identified. It might

be one of the many contributions this researchrhade in view of the loose
and murky learning objectives many AL literaturesl ldlocumented.

In the process of implementing the two programisad the opportunities to
deal with the impacts possibly originated from thecontextual factors.
These factors emerged at different phases of myemmgntation and some of
their impacts could only be recognized with hintiside.g. the assertive
personality of some high potential staff, the @cto “play safe”, etc.). | had
made some mistakes (e.g. position the IMBA progaana fast track program,
adopt a free-hand approach in supervising the IM@gkticipants which
resulted in the dragging on of the Program anduthmate termination of it)
and had learnt from them. All these proved to akable to me for making
adjustments in the Cycle 2 which could be parthef teason for the effective
functioning of Team A. However, it was the ineffee functioning of Team
B that provides the biggest room for further exgtmn, particularly on the
way the personality change could be better linkéti the AL process. All
these turned out to become an odyssey for me witte buidelines from
existing research. | think my odyssey had evehtirdiped to sketch a more
detailed nautical map which had included some neddtified reefs. In other
words, the importance of personality was not ingkistent literature and thus
is a significant contribution to the field.

221 The construction of learning experience by the sehembers

The characteristic of AL allows a high degree ofoaomy on the learning

activities of the set members. This could resulted greater variation on the
way the participants manage their learning acésitand hence, their learning
experiences. With the limited intervention of gxgram designer and the
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facilitator, more attention need to be placed anways the learning context
was experienced and constructed by the participemtensure the 5 key
ingredients of AL could function in the way thatataing from actions could
happen.

Cycle 1 informed me that “installing” the 5 key nedients was by no means a
simple task for an AL program running in-house. e3d ingredients will not
be just “out there” by the administrative arrangatnef a program designer
like me. The 5 ingredients are really somethinigdpsocially constructed by
the participants themselves.

of28s) Behaviours helpful for the construction of the 5 kg ingredients

In Cycle 2, the performance of Team A further infied me that the “true”
existence of all the 5 key ingredients could bepfulto provide much more
chances for the practice of critical reflective Wwiog behaviours. The
behaviours demonstrated by Team A in set meetiegmed to be able to
indicate that the 5 key ingredients of AL had b&amctioning properly and
could facilitate the “comrades in adversity” and WRB to happen. |
summarized the 16 behaviours demonstrated by TeamittAthe adding of
some less effective behaviour demonstrated by TBamit indicated those
individual or group behaviours which could be helgbr the construction of
the 5 key ingredients of AL.

Present two sides of the facts in set meetings

Less authoritative in presenting knowledge

A shared feeling of the need to obtain more knogged
Knowledge shared based on facts rather then comment

a > wnNhPRE

Willing to re-interpreter past experience rathewenrnthjustifying or
reinforcing past experience.

o

More emphasis on the need to understand and clarify

7. More attention on possibilities to make changeuftothe project

8. Context in which the problem embedded perceivechamgeable by
themselves

9. The notion of “We need to do differently togetherds shared

10. Cause of problem perceived more as an adaptatiochtmge of
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environment.

11. Cause of problem regarded as “Ours” and all paréesstake had
contributed to it.

12. The notion of “Solving the problem BY US was megfiul’ was shared.

13. Regard definition of a good solution as relativel axeed to work out
together with other parties at stake

14. More open and receptive attitude towards othersstgqueng in set
meetings

15. Willing to take active improvement actions on thieup’s original action
plan.

16. NOT over emphasizing the superiority of any onecgjfgedepartment or
person in solving the problem

Sub-questions 1 — What critical reflective workingoehaviours do

8.2.2

participants exhibit during the AL programme?

Based on Woerkom et al’'s (2002) 5 dimensions oficati reflective working
behaviour exhibited in the 4 set meetings, it waseoved that Team A had
much more chances of practicing CRWB then Team B.

Woerkom, & Croon’s, (2008) 5
dimensions of critical reflective Team A Team B
working behaviours
Openness to mistakes 8 1
Critical opinion sharing 26 14
Ask feed- back 14
Challenge group-think 8 13
Experimentation 12 2
Total: 68 30

Table 8B Frequencies of CRWB observed in Team A & B

As mentioned in section 7.2.6, the numbers wert flusreference as it is
difficult to make a clear cut categorization on tHeEnensions a certain
expression belongs in a natural dialogue. The Valision of the original
dialogue should be referred to in order to avoashuf interpretation.
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Another phenomenon worth mentioning was that KC & d¥ Team B had
exhibited a great number of “challenging group khibehaviours (7 for KC &
6 for FZ). This was the result of their repeategd to state their opposite
view that the problem need to look in a more intdepanner. A set splitting
into two camps and engaged in constant argumend ¢@udly be regarded as
“‘comrades in adversity”. The uttering of unconwdcsentiments towards
the end of the meeting by KC & FZ could hardly makeconcluded that they
had learnt from each other in the process.

Apart from the “quantity” of critical reflective Ibaviours exhibited, the
“quality” of them could be more important. Thisubd be addressed in the
2" criteria of effectiveness evaluation — the groupcpss of “comrades in
adversity”.

8.23 Sub-questions 2 —What are the advantages and disaahtages of

running an AL programme in-house?

There are both advantages and disadvantages ohguan AL programme

in-house. Both teams had been presented withaime Sreal problem” and

had been allocated with the same resources. TRkesnaf team members
were similar in terms of the knowledge in Project A complementary in

personality had also been considered by makingptr&cipants immediate

supervisor — AH, to made the final decisions. [esmll these, the

performance of the two teams and their group behasidiffered remarkably
as shown in the 14 items. | try to explore thenameenon through the lens
of the 4 contextual factors to see in what possiEgs that those factors could
become a favourable context for those behaviounsippen.
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Facilitating force discovered in in-house contexthat facilitates

the 5 key ingredients

The performance of Team B enabled me to highlighisiaof observable
individual and group behaviours that could be canduto the practicing of
critical reflective working behaviours.

i 4 contextual Probable facilitating forces
Behaviours of Team
A factors generated by the 4 contextual
IH|{HP | Ch| A factors

1. Present two sides In-house — More in-depth
of the facts in set v’ understanding on the
meetings background of the problem

2. Less authoritative Chinese  Culture - Morg
in presenting v emphasis individualism and
knowledge humble.

3. Felt need to obtain v In-house — Further information
more knowledge could be obtained easily.

4. More emphasis on In-house — Further information
the need tG v could be obtained easily.
understand and
clarify

5. More attention on High potential staff — Willing tad
possibilities v take up new challenge and hgve

“can do” attitude.

Table 8C Facilitating force discovered in in-houseontext that facilitates
the 5 key ingredients (Continue in next page)
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(Continued from previous page)

Behaviours of Team

4 contextual

Probable facilitating forces

A factors generated by the 4 contextual
IH | HP | Ch factors

6. Context in which In-house — More in-depth
the problem understanding on the
embedded v background of the problem
perceived as
changeable

7. The notion of “We In-house — More in-depth
need to dg understanding on the
differently v background of the problem
together” was High potential staff — Willing ta
shared take up new challenge and hgve

“can do” attitude.

8. Cause of problem In-house — More in-depth
perceived more as understanding on the
an adaptation to v’ background of the problem
change of
environment.

9. Cause of problem In-house — More in-depth
regarded as “Ours/’ understanding on the

background of the problem
Acquainted with each other

o

Y More willing to disclose owr
problems which could be part
the problem the group tried 1
resolve.
10.The notion of In-house — Able to implemer
“Solving the the solution promote th
problem by us was v’ intention to involve other partie
meaningful” was at stake.
shared.

D

nt

Table 8C Facilitating force discovered in in-houseontext that facilitates

the 5 key ingredients (Continue in next page)
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(Continue from previous page)

Behaviours of Team

4 contextual

Probable facilitating forces

A factors generated by the 4 contextual
IH | HP | Ch factors
11.Regard definition In-house — Able to implement
of a good solutior the solution promote the
as relative and v intention to involve other partigs

need to work ou
together with othe
parties at stake

t
r

at stake.

12.

More open ang

receptive attitude
others

towards
qguestioning in se
meetings

Acquainted with each other
More willing to listen and adop
other’s ideas.

—

us

13.Willing to take Acquainted with each other
active More easily to reach conseng
improvement on the change.
actions on the
group’s plan.

14.Not emphasizing

the superiority of

any one specifi¢

department in
solving the
problem

IH — Program arrangeih-house HP — Participants werkigh potential management staff,

Ch — The program run in a typic&@hinese cultural context, A — the participants were

acquainted with each other

Table 8C Facilitating force discovered in in-houseontext that facilitates

the 5 key ingredients

8.2.3b

Inhibiting force discovered in in-house context tha deter the 5

key ingredients from functioning effectively
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4 contextual

Probable inhibiting forces

Behaviours of Team B factors generated by the
IH | HP | Ch 4 contextual factors.

1. Present one side of v
the fact

2. Authoritative in In-house - Quote  past
presenting experience and insider stories
knowledge possible.

High potential staff — Good
influencing skills

J0vilv Chinese culture - Morg
receptive to authority and avoid
confronting actions not agreed
with.
Acquainted — Save face, not [to
hurt relations, let go on
unsatisfied conclusions.

3. Felt owned In-house — Make quoting palst
adequate v experience and insider stories
knowledge already. convincing and possible.

4. More attention on In-house — Possible to quate
fixing blames and many past bad experiences.
complaining. v Acquainted — Sharing emotions

of bad experiences further
spread atmosphere of fixing
blames.

5. More on In-house - Knowledge on
impossibilities company culture, taboos and

politics.

v v Chinese culture —Play safe
Adhere to the principle of “Ten
credits could not be
compensated by one mistake.

Table 8D Inhibiting force discovered in in-house cotext that deter the 5

key ingredients from functioning effectively (Contnue in next page)
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(Continue from previous page)

4 contextual

Probable inhibiting forces

Behaviours of Team B factors generated by the
IH | HP | Ch 4 contextual factors.

6. Context in which In-house — Knowledge on
the problem company culture, taboos and
embedded politics.
perceived as almost v v Chinese culture — High power
unchangeable distance lured members o

avoid raising issues related [to
senior management’s problem
which they believed to be so.

7. The notion of “We In-house — Possible to quate
had done our part” convincing past experience.
shared. v Acquainted — Members comirng

from the same department
more easily to build up this
“we” feeling.

8. Cause of problem In-house — Possible to quate
perceived as convincing past experience and
unchangeable (e.g. insider stories possible.
Lazinessand lack | v/ | v/ High potential staff — High
of commitment of expectation on work quality
the senior make them pose a negative
management) rating on others work.

9. Cause of problem In-house — Possible to quate
regarded as convincing examples from past
“Theirs” v experiences.

Acquainted — More easily build
up “we” and “their” feeling.

10. Solving the In-house — Unfair feeling could

problem was
meaningful but v
meaningless to ask
us to solve it.

be built up by quoting
convincing evidences.

Table 8D Inhibiting force discovered in in-house cotext that deter the 5

key ingredients from functioning effectively (Contnue in next page)
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4 contextual

Probable inhibiting forces

Behaviours of Team B factors generated by the
IH | HP | Ch 4 contextual factors.

11. Definition of good In-house — Possible to quate
solution as past successful achievents.
absolute — The Possible to pick out
solution is already | v/ off-the-shelve “proven’
there solution that had been

“‘hammered for a thousand
times”.

12.More close and High potential staff — High self
defensive attitude confidence and influencing
towards others v v skills.
guestioning Chinese culture — Not confront

directly with other set members
dominating opinions.

13.Take cosmetic High potential -  More
improvement interested in using successtul
action. case as “demo”.

Chinese culture — Build up
relationship in order to promote
acceptance level which might

v only be superficial. High
power distance lured members
to avoid raising issues related
to senior management’s
problem which they believed to
be so. Presentation as | a
“show” to satisfy the top
management.

Table 8D Inhibiting force discovered in in-house cotext that deter the 5

key ingredients from functioning effectively (Contnue in next page)
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(Continue from previous page)

4 contextual Probable inhibiting forces
Behaviours of Team B factors generated by the
IH|HP | Ch| A 4 contextual factors.
14.Emphasizing the In-house —  Interest qf
role of QA Dept. in advancing own influence and
solving the v v jurisdiction
problem. High potential — Drive for
creating positive impact on
career.

IH — Program arrangeih-house HP — Participants werkigh potential management staff,

Ch — The program run in a typic&hinese cultural context, A — the participants were

acquainted with each other
Table 8D Inhibiting force discovered in in-house cotext that deter the 5
key ingredients from functioning effectively

It could be seen that the 4 contextual factorsa@ither produce favourable
or unfavourable behaviour that lead to the effectenstruction of the 5 key
ingredients by the set members. In what way tlosgextual factors could
be “turned into” a facilitating or inhibiting faate to the construction of the 5
key ingredients would be discussed further whennsweer the research
sub-question 4.

Sub-questions 3 — What issues are raised by the usiea Revans’

8.24

model of action learning in a Chinese context?

Some of the possible influence by the Chinese rlltnontext had been
discussed in answering sub-question 2. In thisiasecl will try to answer
this sub-question by referring to the literaturguoted in Chapter 2 that
supports my speculation on the potential effedhefChinese cultural context
as a potential factor that could affect the effeatess of the AL.
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Typical attributes of Chinese

Relevance to

the 5 key Evidences
cultural context ) )

ingredients
- in some cultures, such aguestioning | Team B’s pushing
Chinese, there is a highnsight, forward of the A&B
impatience in spending too mucimplementatio| System.
time in discussion and reflectionn Team B member — PI
there is a great desire for quick express “waste of time”.
results and speed. (Marquargt,

1998, p.123)

In many Asian cultures, ...Soci
and political sensitivity drive th

almplementing
eproposed

solution, and the action takeraction

cannot cause someone to
face. Even if the group thoug
it a proper decision, they wou

desert/ disavow the decision lai

on. (Marquardt, 1998, p.124)

lose

ht
d
er

Team B decide not t
mention about NBDO
senior management

lack of commitment in
their proposal.

In many other cultures, it woul

be more difficult for a leader g@
individual to turn over his or he

most  critical problems t

subordinates. (Marquardt, 199

p.121)

dReal problem
r
r

O

81

KY only mentioned hjs

successful experiend
when adopting the A&E
Company’s system.
PK's wish to use 4
successful case [
demonstrate to to
management instead

using Project T which h
regarded as a

[}

“total

failure”.

Table 8E, Issues discovered by the use of Revansdel of action learning

in a Chinese context (Continue i

n_next page)
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(Continue from previous page)

_ _ _ Relevance to
Typical attributes of Chinese

the 5 key Evidences
cultural context ) )

ingredients
Guanxi, implies a transferablelmplementing|In Team A, the typical
reciprocal, intangible angdproposed Chinese cultural context
utilitarian obligation to dyadic action, of driving for harmony
relationships between individual®Questioning | and the wish to build up
(Luo, 2000; Michailova andinsight “Guanxi” (relationship)
Worm, 2003). had manifested in

cooperative  behaviours
which helped greatly i
bridging the gap with th
NBD.

In Team B, the drive for
harmony had also made
the members who were
not very agreeing
towards the dominating
members proposal gave
up  confronting and
escalating the level @
criticalness  in  their
guestions.

-

11°}

=

Michailova, & Worm, (2003) and Luo (2000) Quoteddavison, &, Ou, (2008)
Table 8E, Issues discovered by the use of Revansdel of action learning
in a Chinese context

Sub-questions 4 — What are the implications for dealoping AL

8.2.5

theory and practice in an in-house context?

Al Making AL work — by making all the 5 key ingredients available.

The success of Team A had indicated that the @ffe@inctioning of all the 5
key ingredients of an in-house AL program for higbtential Chinese
management staffs who were acquainted with eacér atlould also be the
team that could demonstrate more “comrade in adyégoup process and
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critical reflective working behaviours.

On the other hand, the ineffective functioninglué 6 key ingredients in Team
B was a team that demonstrated less “comrade iersith/’ group process and
critical reflective working behaviours.

It seemed to inform us that if we want high pot@in€hinese management
staffs of the same organization who were acquainté@d each other to

practice more of critical reflective working behaurt, arranging AL program

in which all the 5 key ingredients could functiofieetively is an effective

way.

As mentioned in Chapter 2, there was a great vairetthe way the AL

programs were organized. The compare and cordraite performance of
Team A and Team B did pointed out the value of éhpsactices that could
enable the 5 key ingredients to function effectivelA summary on the
practices | conducted in Cycle 1 & Cycle 2 whiclersed to be instrumental
for the effective constructions of the 5 key AL iiadients by the participants
were summarized in Table 8A

More then group dynamics and good meeting practices the

8.2.5b

prove and disprove of AL theories

The 16 differences in practice | deducted fromdhta | collected in the team
meetings seemed, at a glance, like a list of “gouekting practices”. By
referring back to the AL theories, they illuminatéet “way” of the AL as a
truly distinguishing mode of learning for managersearn from their action.
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AL Theories
saying what AL
should be

Evidenced
found in
Team A's

behaviours

Evidence
found in
Team B’s
behaviours

AL Theories saying
what AL should NOT
be

It is recognized

Present two

Present one

---its (AL) material is

ignorance not sides of the side of the not the knowledge of
programmed fact fact the teacher but the
knowledge, that is Less Authoritative | €xperiences and the
the key to action authoritative in| in presenting needs of the learners.].
learning: presenting knowledge (Revans 1980, p.288)
(Revans, 1991 knowledge
quoted in Smith
1997, p. 365)
Such Felt need to Felt owned In true action learning,
re-interpretations obtain more | adequate it is not what a man
of past experience, knowledge knowledge | already knows and tells
(...) are more already. that sharpens the
likely to be countenance of his
intelligible through friend, but what he
exchanges with does not know and
other managers what his friend does
themselves anxiou not know either.
tolearnby (Revans, 1991 quoted
re-ordering their in Smith 1997, p. 365)
own perceptions Knowledge Knowledge | (...)merely seeking a
(Revans, 1998, p.9 shared based | shared based description of their
more on facts | more on trouble, (Revans, 1983
comments p.22)

Table 8F, How the 16 differences in practice betwaeleam A & B had

illuminated the AL theories (Continue in next page)
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(Continue from previous page)

AL Theories saying what | # | Evidenced | Evidence AL Theories
AL should be found in found in saying what AL
Team A's Team B’s should NOT be
behaviours | behaviours
(...)itis inre-reading Re-interpretat Reinforcem| (...) itisin
what is already scribbled ions of past | ent of past | re-reading what is
on the cortical slatethat experience. | experiences already scribbled
leads to changed 5 on the cortical slate
behaviour, rather than in that leads to
copying out new messages changed
upon it. (Revans, behaviourrather
1980)(Highlighted by me) than in copying
(...) true learning consists More for More for | OUt new messages
mainly in the understandin | fixing upon it. - (Revans,
reorganization, or o | 9and blames and| 1980)(Highlighted
reinterpretation, of what is clarifying complainin by me)
already known (Revans, g.
1980, p.289)
---a good problem is a good | More on More on
vehicle for learning — it possibilities | impossibilit
allows us to come up with ies
ideas for action, to try them 7
out and then to reflect on
that action(...)(Pedler,
1996, p.7)
(...)’a problem in Action Context in Context in
Learning is (...)an which the which the
opportunity or a task problem problem
which you want to do 8 embedded embedded
something about'. (Pedler, perceived as | perceived
1996, p.6) (Highlighted by changeable | as almost
me) unchangea
ble
Learning to learn-by-doing We needto | We had
with and from others who | 9 | do differently | done our
are also learning to together part
learn-by-doing’. Cause of Cause of | Thus, the
(Revans, 1980 p.288) problem — problem — | conundrums of
adaptation to| Laziness | action learning are
change of and lack of | to be problems,(...
requirements| commitme | in what they cannot
1
0 nt qf the see rather th.an .
senior enhance their skill
manageme | in elaborating what
nt they can see
already.(Revans,
1980, p.292)

Table 8F, How the 16 differences in practice betwaeleam A & B had
illuminated the AL theories (Continue in next page)
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(Continue from previous page)

AL Theories # Evidenced Evidence AL Theories saying
saying what AL found in found in what AL should NOT
should be Team A's Team B’s be
behaviours behaviours
By doing what they Cause of Cause of ---facilitators of action
set out to do, and problem — problem — learning do not come
by setting out to do “Ours”(effecti | “Theirs” up with “the answers”.
what they believe | 11 | ve system and| (NBD not (Zuber-Skerritt, 2002
to be worth doing, procedure not | comply to p.114-124)
(...)" (Revans, agreed upon) | “good”
1998, p.75) procedure)
Solving the Solving the
problem was | problem was
meaningful meaningful
12 but
meaningless
to ask us to
solve it.
Relative — Absolute — | Action learning is not &
Need to work | The solution | satisfactory approach
out the best is already to resolving puzzles or|
13| solution with | there difficulties to which a
NBD solution clearly exists
(...)(Revans 1983,
p.28)
More open and More close | “(...)to learn how to
receptive and defensive ask appropriate
14 attitude attitude guestions in conditiong
towards others| towards of risk, rather than to
questioning others find the answers to
questioning | questions that have
Take active Take already been precisely
15 | improvement | cosmetic defined by
action improvement others..._(Keys 1994
action. Quoted in Koo, 1999,
— — p.89)
Emphasising | Emphasizing
any one person the role of
or department | QAn
16 | with adequate | solving the
support could | problem.
solve the
problem

Table 8F, How the 16 differences in practice betwaeleam A & B had

iluminated the AL theories
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In view of the analysis stated above, many of thetieories seemed to be
proved to be good “Do’s and Don’ts” guidelines foaking AL effective.

8.2 5c Inhibiting force discovered in in-house context tha deter the 5

key ingredients from functioning effectively

It was discovered that there were some forces ¢batd deter them from
functioning effectively when the program was rumnim-house for high
potential Chinese management staff who were actgghiwith each other.
As the effective functioning of all the 5 key indrents were important for the
AL, describing those inhibiting force by referritgwhat had been mentioned
in the AL theory proposed by Revans could be hélfgfuits practice in an
in-house context

Enemy from within - Forces_generated by the
requirement of the 5 key ingredients themselveis
an in-house context that in turn, deter the 5 key
ingredients from functioning effectively in an
in-house context

The 5 key
ingredients of AL

The “P” When the set member had been treated dgxipert”
in solving the project problem or when the set
members were informed by some biased information.

Real problem When set member wanted to make sarertblem is
not or will not become my problem

Implementing own | When set member just wanted to “Do what | am

proposed action allowed to do”

Q’ing each other in | When the “Q’ing” was killed by the drive for quick
set action or some “powerful” members

Take improved When set member just wanted to take cosmetic
action improvement

Table 8G The “enemies from within” created by the equirements of the 5
key ingredients

Forces deterring the “P” — When the set member wamd to become the
expert
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Revans did mention some ideal “P” for AL:

---its (action learning) material is not the knowledufethe
teacher but the experiences and the needs of the
learners...(Revans 1980, p.288)

In the case of Team B, the “experience” of therearhad been supplied
almost predominately by KY. However, what KY prded were really his
past experience and the solution he forcefully gined had been successful
but only had applied to one customer (though it weakey customer).
Furthermore, he was not the one who knew the nbmsitahe Project T. PK
was the one who knew most but he had chose to guiy@ostand of KY and
take the role of a silent supporter in most ofttires,

What Revans had forcefully against was the prograchkmowledge supplied
by some outside management educators and experswimied knowledge

he know best but which belongs to “yesterday’s épie” (Revans 1998 p.3).
What Revans might not want to see could probablyseaby what he

preached — the learners became the teacher. bkadeeof Team B, although
KY was a member of the set, what he supplied wagow different from a

programmed knowledge. KY, in a certain sensejrawe like a teacher and
trying to feed the team with the stuff which heubbt was the right answer.
In some of the cases, the way KY presented hisutim” were even more
forceful then an outside teacher.

121 34:04KY  (Interrupting the spech of KC), OK, loo
here, let me say it once agathis syster
had been hammered for a thousand ti
and we got a rating (by the previous clie
of 92, 95, 98,100 by adhering to it. It f
been well testified, the system is perfe
problem free. We only need to conside
how to pull those people towards thi
system. Now they are...

Source: Data/ Team B/ Mtg Team B (a) 16 May 08

As a management consultant for 10 years and beiad hs an expert, | dare
not to talk to the clients in such a manner. Tlag WY interrupting and keep
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telling KC and FZ that there was something theyrittknow would not even
be done by a teacher or outside expert. So it tmigit be whether the
knowledge was come from a teacher or the set meriteekey was the way
they were presented.

What | want to say is that, when a set member takesp the role as a
teacher in an in-house AL program, it could be wors then a teacher from
outside. Due to his relation with other set memberand the credibility of
the experience he quoted, the knowledge he passedhi be more readily
accepted without deep thinking or challenging by dter set members then
those disseminated by an outside expert.

The reason that this “enemy from within” had not hgopen in Team A
could probably due to the fact that none of the metvers had a thorough
knowledge on the A&B Company’s procedure.

Forces deterring the “real problem” — When set membr wanted to make
sure the problem is not my problem

The prerequisites for a problem to serve as anlept are that it should be a
real problem. Just like a soldier, he learnt mosin participating in the
battlefield rather then in a war game or war sirola

Action learning is a means of development, intélat
emotional or physical that requires its subjettspugh
responsible involvement in some real, complex and
stressful problem,to achieve intended change to improve
their observable behaviour henceforth in the probield.
(Revans, 1982 pp. 626 — 7) (Highlighted by me)

When it is a real problem, a common belief is s@heone must have caused
it and someone will be the victim. If the set memsbare not the “victim” of
the real problem, the real problem will notrdeally a real problem for them
and it could hardly be “complex and stressful”.

The feeling of being a victim had been shared atliaginning of Team As
meeting indicating the Project T was a real anelsstul problem.
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11 02:35 PF But in this case we had beue the victim
+50 min 29 Shouldn’t we state our casat an earl
sec of part stage, which meant that we let other ki
A about that (the expected problem du

production) through some channel...

Source: Data / Team A/ Mtg Team A (b) 16 May 08

In Team B, the victim was PK whose nightmare wihhe once the “flawed”
design of the product T had been passed to hisrfaddbr mass production.
For PK, Project was also a very stressful problem.

The point | would like to drawn on the case of TeAar& B is that, the result
of a real problem for an AL program running in-heusould ultimately be
borne by one or several of the set members. Agattidhat the set members
will bear the fruit of this “really real problemthe best way to stay away from
being blamed is to “make sure it is not my problemTeam B did it by
“ticking out what the NBD had done incorrectly’(isted by KY), announcing
it is a “dead dog” before passing to me (mentiobed®K) and the Forum will
become a good chance to “inform” the top managernattthe problem was
“not made here”.

What | want to say is that the AL requirement thatthe problem should be
a “real problem” could in turn, when placed in an in-house AL program,
could produce forces that deter it to serve as a kele of learning for the
set members as all the effort of the set members wid be drifted towards
the task of making sure that “it is not my problem”.

The reason that this “enemy from within” had noppen in Team A was
probably due to the fact thabne of the members in Team A was responsible
for the direct production of the Product T. TC, W&ad TC were only
responsible for the preparation stage of the priodluprocess. It was PK of
Team B who was responsible for the ultimate pradaadf the product and to
meet the delivery deadline. He could anticipatat the would need to
conduct many fire-fighting works during productipnocess. He will also
need to bear the responsibility of the high scetp.r For PK, Project T was
“really a real problem” and also a painful problenThat could explain why
he had such a bitter feeling towards the NBD amdhtds the Project.
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Forces deterring the “implementing own proposed aaén” — When set
member JUST wanted to “Do what | want to do”

There is no argument regarding the importance @ mieed for better
alignment between the OpD and the NBD on new protlunch process.
The CFG Program, as an in-house program, had peddacreal”, “pressing”
and important problem which public AL program counlat possibly provide.

By doing what they set out to do, and by settingtowdo
what they believe to be worth doing, managers are
disciples of the Aristotelian ethic.

(Revans, 1998 p.75)

As mentioned in Chapter 7, KY expressed a veryngtrdisapproval towards
the practice of NBD which tried to draw a cleaeliof responsibility when the
product had been handed over to the OpD.

KY’s strong disapproval on the practice of the NBfade him anxious to “do
something about it”. This is the kind of motivatithat is desirable for AL as
a high commitment and enthusiasm could be generatddwever, it could

also create a potential problem as the participamntgplace the importance of
solving the problem over the importance of learninghe case of Team B
informed me that this “goal displacement” couldds¥minated if the person
had a strong idea of what should be done; an tafghelve” solution is
available, supported by some other “strong” membeashad high influential
competence.

Forces deterring the “implementing own proposed aan” — When set
member just wanted to “Do what | am ALLOWED to do”

The case of Team B informed me that agreeing thaething “worth doing”
is one thing and agreeing it “worth my doing” orufateam’s doing” or “my
doing more/extra” is quite another in an in-housatext. PK expressed
clearly that the discussion was a “waste of time”iawas all about the
problem of the NBD’s top management.

429



201b46:52PK As what (KY) had said, that's basica
the management™, For example if |
my subordinate go to the east and he
to go to the wesinstead, I'll give him
slap on the face, that's simple. So it
waste of time to discuss further.

Source: Data/ Team B/ Mtg Team B (a) 16 May 08

With the requirement to implement one’s delibetgon plan in an in-house
context, the notion of “what’s the benefit for megid “what if they (the NBD)

don’'t want to do” had already been aired by thentar Director of OpD. In

the case of Team B, what they (mainly KY, PK & RBlieved the core
problem were really about the incompetence of tlRDNstaff and the no

commitment of the NBD’s top management. Eradicatbthese two factors
was beyond their control.

In this way, the “hazard free” approach was to takeautocratic approach by
feeding the NBD with an off-the-shelve solution drmal’e RR volunteered to
take the lead. Furthermore, by adopting the A&Bmpany’s procedure in

which the quality assurance department will take tbad could help to

advance the influence of the QA Department whichldtde one of the

benefits of implementing the Project T.

My observation is that the ideal of having the meimbers “setting out to do
what they believe to be worth doing” could have mumore further

ramification to consider when the AL program wasning in-house. The
feeling of fairness, the perceived possibility oBIAE to do what “I believe

worth doing” exerted an influence could set a liast evidenced from KY’s
turning down of FZ and KC'’s suggestion to expldre problem further.

Furthermore, the desire of advancing departmentlklence could turned the
“believe to be worth doing” for us to become “wodbing” for ME or for my
department.

Ideally, the team could propose any courses obaetnd they could still learnt

from the process of implementing them. Revans @sighd the importance
of a fully dedicated attitude towards implementitige solution so that
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effective learning could happen.

Managers are not employed to describe, nor even to
recommend: they are employed to act. They leardoto
this more effectively only after they know the autee of
their own deliberated plans implemented by theneselv
rather than half-heartedly carried out by otheRevans,
1983, p.22)

However, will the set members implement"d l#est solution whole-heartedly
or rather, “half-heartedly” as described by RevéRevans 1983, p.22)? If
the solution was only the “baby” of some other teaembers, will it make

any difference that they be “carried out by oth@rs”

If the 2" best solution was successful, they could have ttuhselves that
their most preferred solution could be even morecessful had it had the
chances to be implemented. If th¥ Best solution was failed, they could
reaffirm to themselves that their most preferretlittun should be the best.
Managers did learn from the process but they caoldearn what they most
wanted to learn — whether the course of action steyngly believe to be right
is really right or not? Revans might be right. algtaff like PK who could
not do what he believe to be most worth doing mdirthe incompetent staff
and fixing the top management, he would not be ablknow the outcome of
his own deliberated plan.But the problem is, if the problem is a real
problem, people may not be able to implement whathey believe to be
worth doing as there are too many constraints.

It also related to the issue of a “realistic’ pebl where there is an
assumption that each one were eager to improvet.onHowever, in an
in-house context, a realistic problem could alsoabgainful problem and a
pressing problem and it could easily seduce ortake the shortest cut to Kill
it.

The objective of learning from solving the problégmimportant. But it is
hard to prevent the “operative” objective of Teanfr8m happening. The
pressing need to come up with a solution couldyasduce the set members
to pick the “fast lane” and a “quick fix” approachExisting and “proven”
solution, as KY had endorsed the A&B Procedure,lditne very attractive to
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the set. Anyway, “Why re-inventing the wheel” icammon notion in the
business context.

Forces deterring the “Q” — When the “Q’ing” was killed by the drive for
quick action

There should be some familiarity for one or moremnhers of
the group with the problem and the context of the
problem. ...it is advisable that not everyone be iliam
with it. ...The fewer the members of the group whe ar
familiar with the problem and its context, the desathe
likelihood that there will be more innovative saduts. A
person unfamiliar with a problem and /or the cohtexvhich
the problem takes place will be forcedaigk fresh questions
which, in turn, will stretch the thinking of the ayp and
ultimately lead to breakthrough solutions.

(Marquardt, 2004 p.30)

As evidenced from Team A & Team B, those who wess familiar with the
problem such as PF in Team A and KC & FZ in TeaaidBasked substantial
“fresh questions”. However, in Team A, PF’s “fregbestions” were met
with more receptive response while those raisedk@y& FZ had been met
with defensive or ignoring response and hencedbaliof “ultimately lead to
breakthrough solutions” could not be effectivelhiaved.

Therefore, the most important thing, apart fromirggKkresh questions, is to
respond with receptive attitude and followed bylergtive discussions.

The process of having set members “Q’ing one ambthad been quite
effective in Team A but relatively less effective Team B. The practice of
Admonishing Officer had been installed in both teaand set members who
were unfamiliar with the Project T were equal inntber in both teams.
From the observation, it was found that many “freglestions” had been
voiced out by set members who were unfamiliar whhnproblem. However,
there was one thing that was found to be hard mbrabbut affect the “Q’ing
each other” process seriously and that is the munsstaised were ignored.
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Person unfamiliar with a problem WOULD ask fresh questions, but these
questions could be IGNORED.

While new questions could be but they could jusigpered.

129 34:59FZ Sorry, what | felt is that, this (the lazine
of NBD staff and lack of commitment
their top management) belongs to tl
internal problem. As we don’t have 1
authority right? (...\We as a team cou
see in what way we could he
them.(intruded by KY)

130 35:13KY | think this is not the right time to explc
on these things.

Source: Data/ Team B/ Mtg Team B (a) 16 May 08

It had been stated in the AL literature that itmere desirable for the set
members less familiar with the problem so that tleeuld have a higher
potential to ask new questions.

Actually, among the 5 members in Team B, two ofhth@&Z & KC) had no
responsibility in the production. Whereas in Teanall five members had a
responsibility in the production (though not alldhdirect responsibility in the
production process of the Product T). Team B ffit iery well with
Marquardt’s ideal. Actually, Marquardt was right that FZ and KY did
asked some fresh questions but had either beereidmo banned by the other
members. At the end, FZ and KC had almost giverasiing any fresh
guestions and their questions didn't seemed tobte ta stretch the group’s
thinking as they pursue with the proposal which badn put forwarded by
KY at the early stage of the meeting.

In most of the time, the “fresh questions” raisgdHZ and KC were dismissed
due to their “too in-depth” or “out of scope” ananmot lead to quick action.

The much better “Q’ing each other” process in Tearoould be explained

firstly by their lack of knowledge on the existerafean off-the-shelve solution.
Secondly, the personal style of KY and PK was al&ey influencing factor.
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Effect of personal styles

Revans was not unaware of the influence of perssigh:

Reg Revens in The ABC of Action Learning describms
typical managerial blockages to the problem of dieg
honest sources of information in conditions of utaiaty and
risk — the four corrigible handicaps:

5. The idolization of perceived past experiences

6. The charismatic influences of (other) successful

managers
7. The impulsion to instant activity
8. The belittlement of subordinates
(Garratt, 1997, p.24)

One would not be difficult to recall that many bétbehaviours of PK and KY
rightly demonstrated those *“four typical mamede blockages”.
However, point | would like to add to it is thabse 4 blockages were actually
rooted in the personal style of PK and KY. Thisllddbe evidenced from the
interview dialogue and the 180 degree feedbacks freers and supervisors.

had

KY had dominated the discussion and PK'’s informatimd dominated the

thought.

Their personal style could be revealedhim feedback given by

others (the other team members and the NBD delggatethe 180 degree
feedback after the Forum.

Need improvement: Sometime prejudice. Need

different point of view

Need to improve: Put a label on others and verynstr
with his judgment. Tend to evaluate others neghtiv
Something not good is bad. (...)

Feedback from colleagues and Director of OpD in 18@egree

feedback

These comments were not unnoticed by KY. He exspiks his
self-knowledge on this aspect in the individualemtew | conducted with
each participant in April — May 07. When | revi¢we Strength Finder Test
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result and asked his opinion about this, he maeléalfowing comments.

390 27:0/KY Ah, | think AH feel it is this pal
(individualization) that didn't quite

represent me. ‘Cos | am qu
stiff ...And sometimes, quite easily |
irate.

(...)
396 27:21KY Ah, ah, may be a bit easy to get irate,
bit irate, ah... not very good at adjust
with others.

Similarly, PK had been commented as not a goodriestin the 180 degree
feedback conducted after the Forum.

Need to improve: Not a good listener. Seem only
interested in pushing forward his own ideas. Elgags
using his Blackberry in meeting. In some meetingen
others had not even finished with his words, hé juihp

up and state opposite viewpoints or switch to otbeic.
(...).

Feedback in 180 Degree feedback

Just like KY, PK had an awareness on this aspechi®fpersonality as
indicated in the individual interview | conductedthveach participant in
April — May 07

(...) the way | handle people,...May be | am quiteigtra
forward in dealing with others. | need to polish s
slowly. (...)(#55 - 59, 30 Apr 07)

(...) I felt that dealing with others is my weakngg99 -

103, 30 Apr 07)

The personality of KY & PK was known to AH and ateapt to “balance”

the personality style had been made. Actually, btleer members of Team
A—-TC, WC, and PF had similar personality stylén the two team meetings,
TC & WC had also been very active in expressingr titeas. In the 180
degree feedback after the Forum, the following cemis were given towards
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them:

It can be seen that the performance of PK & KY waligned with the
comment by others. In this respect, the commeiiResfans on the selection
of set members was correct:

---if the full potential of action learning is to beatized,
the selection of the fellow must notice not onlg hbility
to improve himself but also to develop others.

Individual behaviours create a significant impacttbe effective interplay of
the AL ingredients. AL literatures seldom tackleist issue. Actually
Revans had made a great assumption on the intesftitve participants:

(...) difficult managers, all honest, experiencedd avise,
will advocate different courses of action in ac@rck with
their different value systems, their different past
experiences, and their different hopes for ther&utu

(Revans 1983, p.28)

The high motivation, eagerness to share, had an oped etc. all those
essential personal qualities of a successful sdtdeen taken for granted.
However, the cases of Team A & B informed me thlaillevparticipants could
be “honest, experienced, and wise”, they could bésaarrow minded, want to
play safe, prejudice, etc. The set environmentamelal problem could not
help much to eradicate these behaviours and itdcoud turn, affect

significantly on the AL learning process.

Implication for implementation of AL program

The issue of personal style is hard to tackle in Alf the target participants
are high potential managers, quite a number of tiveould be highly
experienced, self-assertive, impatient, and palitic Their past success
largely came from their effective driving of resulind other’s performance.
The very nature of AL which allows a greater degodefreedom in the
learning process provides opportunities for thessgnal attributes to surface.
These kinds of attributes and personal beliefsccautate serious impact on
AL as evidenced in the case of Team B As the foraidearning in AL

436



happened largely in group, these attributes corddte serious impact on the
learning of others (e.g. jeopardized the learniigFd, KC of Team B).
Unlike the more traditional form of learning in whithe teacher could exert a
tighter control on the behaviour of the students, thuch intervention might
as well jeopardize the group reflection process #mel opportunities of
learning from each other. Moreover, the behavemd personal style of the
participants could also be the “P” of AL which tparticipants could learn
from his/her own action and from each others’. tlkenmore, the relying on
the set’s “internal resources” (i.e. the knowled§¢he set members within the
team) could be seriously hampered by incidents asdine departure of some
team members as | had experienced in both Cycled12a It is a dilemma
which AL seemed less ready to tackle. However,itladility to tackle this
dilemma could put the ideal of AL — to achieve indual change and
organizational change, at peril.

Although the way out of this dilemma should be keftfuture research, the
performance of Team A did help to point out sometshion the direction.
The attributes of TeamAs behaviour condensed ftbm 16 differences in
practice had been listed out in Appendix 8B. Aasthbehaviours are highly
observable and would be known to the supervisgahefparticipants, it could
be helpful for mixing the participants in differegtoups so that a “check &
balance” effect could be achieved. Furthermore, list could be used as
ground rules for the team meetings and the corfsent all participants be
soughed before the meeting. On top of that, als®aasion of self evaluation
on team performance could be conducted by evalpapainst those ground
rules at the end of the meeting.

Forces deterring the “take improved action” — Whenset member just
wanted to take cosmetic improvement
Revans had stated one of the three objectives was:

Make useful progress upon the treatment of somielgmo

or opportunity in the real world.

(Revans, 1998, p.15-16)

To achieve some “useful progress upon the treatmeabme problem” will
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not be difficult for AL program running in-houseTeam B regarded the
presentation in the Forum was more or less a fatynalResponding to the
feedback of KC, KY had stated that “we all know onr heart what the
problem is” but these should not be stated expfiait the proposal. It
indicated he had positioned the Team meeting ag moless of a “talk shop”
and the Forum was just a presentation. Their sulese invitation of the
NBD for lunch was more a gesture then a step thdun the real problem.

Action learning is a means of development, intélat
emotional or physical that requires its subjectspugh
responsible involvement in some real, complex and
stressful problem, to achieve intended change farone
their observable behaviour henceforth in the probield.
(Revans, 1982 pp. 626 — 7)

Will this kind of cosmetic improvement ACTION leao LEARNING which
resulted in “development, intellectual, emotional ghysical’? Could we
classify those cosmetic improvement actions agpesible involvement” in
the problem of alignment with NBD in new produaihah?

8.2 5e I

In the earlier section, | had presented the possffiect of the 4 contextual
factors on the effective functioning of the 5 keygredients of AL. In the

above discussion, | wish to present another diggawethis research which is
that the 5 key ingredients were interwoven withheaiber. In one way, these
interwoven relationships could facilitate the fuantng of each other

positively. In another way, they could also hindach other, deterring each
other from functioning in ways that they shoulddtion effectively.

In Section 1.2.7, the potential impact of persdpatin the effectiveness of
learning from action had been raised. Howevegglard this as a non key
issue in the effective running of AL due to itseranentioning in literature and
my belief that AL program should be open to peapldifferent personality as

long as the organization wish certain staff to beppred for leading future

change. However, all the “deterring forces” memgid above could be traced
back to personality factors. As both Team A & Bdd with more or less the
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same situation, the only major difference was thesg@nality of the individual
members. | think this is the “by-products” of tmesearch which helped to
shed light on the need for future research onisisise.

8.3

Conclusions & recommendations

As there were many different practices adoptedyicl€Cl & 2 and as a result,
a great amount of data had been generated. Im twdeghlight my action

research process, | will try to draw a conclusignréferring to the issues
discovered in Cycle 1, my practice to address thesees in Cycle 2, the
results | observed and, based on these observatwen,conclusions and
recommendation | could drawn on them. In ordershow the complex
relations clearly, | had also drawn up a comparisdite in Appendix 8a for
the readers’ easy comprehension.

8.3.1 MIN

In Cycle 1, it was found that the participants nepeatedly expressed a wish
to learn something new and practical. To addressissue and at the same
time, the Strength Finder Test & the book — NowdDiger Your Strength had
been used It was hoped that the issue could hessit partially as the test
result and the affiliated explanation on the 32entd were new to the
participants and were also practical as these kebyd related to individual.
It was found that TW expressed the approach wasarelable to give him
good insight.

The Strength Finder Test result provided me wigjoad framework to “fit-in”
the 180 degree feedback. It enabled the knowlgggerated from the 180
degree feedback became more practical in a seasd tielated closely with
individual participants. It seemed to match welthmthe ALs notion of
learning from reflection on one’s own action.

Furthermore, in order to enable the most imporRart the experience of the
participants could be “elicited” in the AL proce#ise workshops and Kotter’s

439



8 Steps Model was introduced to serve as the Pyale. It was arranged
with a view that many of the participants were newécruited and they
wanted to introduce changes to the organizationtermte could meet their
practical need

The approach of Team A indicated their practicéeatling the change for the
NBD alignment in new product launch was akin to 88teps Model and PF
did mentioned his intention to fit the team’s agmio with the Model. It
seems that Change Management, whether it be thee@ $1odel or some
other models, could be a desirable “P” in AL asauld “pull” all the AL
activities together and gave them a clear purpo3ée kind of “lost” feeling
expressed by members of IMBA could not be foundame in CFG program.

In the set meetings, a lot of knowledge had indeseh elicited. However,
the quantity of knowledge supplied by Team A wageartben that of Team B
in the sense that almost all members had contdbtlteir knowledge and it
had came from wide sources. The knowledge elicitedeam B came
mainly from KY and the knowledge were those whiabuld support his
claims. The quality of knowledge supplied by TeAmvas also of higher
quality in terms of the presentation on two sidéshe fact, less emotional
expression and more objective in the collectiondafa. It helps me to
pointed out that the quality and quantity of knodge “elicited” is an
important issue and it seems that the many praciicéhe literature adopted a
laissez-faire approach towards this. This reseaicbwn that it could
seriously influence the AL process and the membeutd become a teacher to
deliver some “programmed knowledge” which suppréstige supply of
information from other sources. Although a brigfiny top management on
the current situation had been arranged beforeghmeeting, it still could not
prevented some members from telling the “insideries” which sounded
much more convincing to the team members.

To address the issue, it was recommended that amde of checklist to
ensure the objectivity of the knowledge suppliecs weeded. A thorough
presentation on multiple side of the fact relatedtlte project problem by
authorities people could help to prevent the owdiamce on the supply of
information from a single source.
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e The “real problem”

In Cycle 1, it was found that the participants colbé part of the problem. To
address this issue, the Strength Finder Test &twk — Now Discover Your
Strength was introduced in Cycle 2 with a hopereate awareness of ones
own talent and the need to manage around the readbhssociated with the
talents. It was found that it had successfullymstated the support of
participants’ supervisor and was extremely helghil setting up personal
learning objectives for each of the participantd arovided a good rationale
on the selection of team members. However, it &lsd been found that
personal styles continued to be part of the prol{een dominating, prejudice,
etc.), and personal agenda (e.g. interest in adwgrtbe influence of one
function etc.) could create great impact on the gkbcess. | had tried to
“dilute” the situation in Team B by pointing outetmeed to get everyone’s
consent on the suitability of the action. Howewenretrospect, my presence
could also convey a message to some member whidt be that “if WW do
not say something against it then it is OK” despitg repeated emphasis of
my neutral position.

It was recommended that a greater attention shmifalace on the selection of
participants. Although this recommendation hadnbdecumented in other
literatures, it is not easy to do as some behaviduhe participants won't

surface not until the set meeting. Facilitatorigtervention won't be

appropriate at that time. Perhaps it could beedtakplicitly as a “rule of the
game” at the very beginning and get the consenewarybody. But it

requires careful handling so as not to delimiting $cope of problem solving.
With hindsight, the individual interview had actiyatevealed many of the
attributes the team members revealed in the setimge@.g. strong opinion

towards the NBD, dominating personality etc.) d&uld be served as a
valuable input for setting up the “rule of the gdme

In Cycle 1, it was also found that some participdmd a feeling that he was
doing extra just for the benefit of the Companyn Clycle 2, it was hoped that
his feeling could be addressed by the introductibthe Strength Finder Test
& the book — Now Discover Your Strength. It wasphld that the
arrangement could build up a bridge between ind@idchange and
organizational change by conveying the message abibn taken by the
participants not only could benefit organizatiort bauld serve as a “stage”
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for one to strengthen the talent and remove thdhioaks. In cycle 2, no
expression by participants on feeling of doing @&&nd benefit the Company.
It seems that some kinds of personal assessmelat rg@lly enhance a feeling
that attention had been paid to individual needSeparting from one’s
strength seemed to be an effective approach totaaopositive attitude
towards the program. It was recommended that mglfhe participants to
explore their own problem could be run in paralleth the exploration of the
project problem through the participation of the Attivities. The group
dynamics could serve well for the function of expig one’s own

management style.

IR The need to execute the action proposed

In cycle 1, it was found that some members hadehnig that they are doing
something extra which only could benefited the Canyp Furthermore, they
felt the top management might not have the righintset” and was a
roadblock to make the implementation a success.Cykle 2, this issue was
addressed by arranging the Workshops on changegaaeat and the H.O.W.
projects. Top management had also been invitedxfsain to all on the
important role of OpD and show their support onchange initiatives.

The personal interview enabled the participanthawee the chances to share
the view and intention to make a “bigger win” pehtiand aware their action
was essential for solving their existing and futpreblems. This was helpful
to gain the commitment of the participants by iadiieg the change initiatives
were something they really want to do.

The personal interviews on 180 degree feedbackcdmetctive setting also
aimed at showing that the Program also intendetetrefit the individual.
The seriousness of Team A and the determinatiofeaim B in pushing
forward their A&B Company procedure indicated thia¢ participants were
quite serious toward the implementation issue. &l@y AH’s guestion
“what’s the benefit for me?” and PK’ notion “we hatteady take one step
forward” (1st Mtg Pt B, #77) indicated that somembers still had a feeling
of doing something extra and out o their scope.th@dlgh it was hard to say
for sure which of the three arrangements had darted to this result, the
introduction of these arrangements were new to €€¢cland had created a
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much better result then in Cycle 1.

In Cycle 1, it was found that some members hadvaébin comfort zone and
inclined to choose a “sure win” course of actiomn Cycle 2, it was hoped
that these issues could be addressed by adoptnghdmge management as
and Kotter's 8 Steps Model as the theme for legrnirFurthermore, the top
management had been invited to explain to all @ dpenness of the top
management towards the solution proposed by thmstea Actually, in
Kotter’s 8 Steps Model, Step 3 was about the “Goeatf vision” which could
help to encourage the team members to try out memse of action. In view
of all the arrangements, it is hard to determireedbnnection as only Team A
had made a slight mentioning on the 8 Steps Moddbwever, Team A had
made many moves that aligned with the 8 Steps addimdicated lots of
thinking “out of the box” behaviours. Some membefsTeam B had also
asked some ‘fresh questions”. However, due to dbminance of some
members, a “sure win” course of action (as desdripe other members) had
been chosen. This research showed that whetheclumese to act within
comfort zone or a group choose a “sure-win” coufsaction depended very
much on the group dynamic.

P8 The “Q”

In Cycle 1, | had encountered with the difficultiyioducing critical reflective
working behaviour (CRWB) among the participantshbiot a one-on-one and
in a group context. To address the issue, it wagsett that the Strength
Finder Test & the book — Now Discover Your Strengtbuld inviting
individual to rethink one’s action and compare thémthe objective of
strengthening one’s talent and minimizing the rdachks could hence, induce
critical self reflection. Furthermore, the compe& atmosphere created by
splitting into two teams could better promote retie behaviours among
team members. It was found that CRWB had beenrebden both teams in
much greater intensity then in Cycle 1. Howevethweam A demonstrated
much higher in number it is hard to say for suresther the Test and the team
splitting arrangement could really served as aulstfol to promote the
“Q’ing” of each other.

To promote critical self reflection, personal iniexv with 180 degree
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feedback had been provided to the participantswal hoped that it could
better understand whether participants would iedirto improve oneself
through critical self reflection. It was found ththis arrangement had
successfully stimulated critical self reflection one’s management style in
interview. It was recommended that this arrangdgmeuld be very useful to
promote critical self reflection and bridge theata&n between the individual
change and organizational change the project istenHowever, whether this
arrangement could help to promote the process GhgQeach other could

not be concluded.

el The need to take improved action

In Cycle 1, some members, in view of the changerganizational climate,
decided to take the “action of not to take anyamcti In AL, learning
depends very much on action. The approach of ga&ation of non-action
put facilitation in a difficult position. In ordeto address this issue, the
approach of Change Management as the “P” was adlopith a hope to
address this issue. In Kotter's 8 Steps Modelp Stewvhich advocates the
need to get rid of obstacles to change, changeersgsior structures that
seriously undermine the vision and encourage agikng and non-traditional
ideas, activities, and actions. All these providdehnowledge context which
encourages taking bold action. Furthermore, th®.W. project was
arranged aimed at serving as a “dress rehearsalthé participants to take
bolder actions in the organization.

Obviously, Team A had chosen to take a lot of adtions by incorporating
the NBD in the problem solving process. For TeanalBiough they choose
to put forward the A&B Company's procedure as ausoh, the “true
problem” they felt was the problem of the NBD staffd management and
they decided not to propose anything to addressTihe reason they held was
almost the same as what MY in IMBA program had nos@d — the “action of
not to take action” towards the core problem. elrsed that Cycle 2 had still
failed in totally prevent the “action of not to &laction” from happening.
The interim action taken by MY (shrink the scopetloé project) and the
cosmetic action taken by Team B (lunch with NBD fiam) could be regarded
as an improved action but not the action the pperds really thought as
effective. Whether these experience could stilltineed into meaningful
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learning experience need to be explored furthesthgr researches. Without
a feeling that they were doing something they geslyifelt need to be done,
the learning result would be discounted. It seémise a roadblock hard to
overcome in in-house program as the participantddcalways think of
something “untouchable” which could not be suréheir true existence.

Another issue | encountered in Cycle 1 was thatibenbers were not eagerly
to “embrace” challenge. Although that was mainhe topinion of one
member — RC, this comment could be triangulatedth®y some of the
behaviours | observed. (E.g. MY’s shrinking of @aj scope and CP’s
non-action) In Cycle 2, the adoption of Change Mpment and the H.O.W.
Project were installed with the hope of building agroup norm of making
change and “embrace” challenge. Despite the saafabe H.O.W. Projects,
the effectiveness of this arrangement was hard eierohine as Team A
exhibited the consideration of a bigger and deegpeipe of organizational
change then that of Team B. However, the Direofo®pD did mention to
me the “fatigue” factor created by the H.O.W. povjehen | seek his opinion
on the Project T. May be, in next time, a direehturing into a “problem”
project seemed to be more desirable and make tloéevelgcle much shorter.
That means, the step of creating “small wins” namd in Kotter’'s 8 step
process could be skipped or replaced by some muoghles projects when the
AL program was organized...

Conclusions and recommendations on other issuds asidhe selection of
team members, the group dynamics and learning tlgscare not the core
unit of analysis in the research and had been glatppendix 8a for the
reader’s reference.

8.4

Implications for practice

Cycle 1 informed me that “installing” the 5 key nedients was by no means a
simple task. These ingredients are not just “batd” by the administrative
arrangement of a program designer like me. Thadbsedients are really
something being socially constructed by the padiots themselves. In
Cycle 2, the performance of Team B further inforrmad that the “true”
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existence of all the 5 key ingredients could haehance to be affected by the
4 contextual factors.

It raised new questions since many AL literaturdsctv focus mainly on the
“‘how” of arranging the AL program from the managemesducator’s

perspective. The research findings implied thatarettention needs to be
placed on what is happening inside the set meetiAg:checklist” had been

devised based on the effective and in effectiveabelurs found in the two

teams’ set meeting. It had been placed in Appe@diin detail.

The effective functioning of a set in its role tthance members to learn from
their own action should not be taken for grante@ihe ability to run a liberal
meeting by demonstrating listening and collaboeatworking behaviour
might not just exist even the participants werenipgtential managers. The
list spelled out above, | believe, should have adgwalue in helping the
facilitation process of the set advisor, the fé&ibr and organizer. The value
lies in the preventive works that these groupsrofgssionals could engage in
when designing the program content and in theifatdn of set meetings.

8.5

Implications for theory

It seems that the 3 key ingredients (Learning fieexh other, real problem,
guestioning insight) had functioned effectively iieam A but had not
functioned effectively in Team B. Although the r@mng 2 key ingredients
(Implement proposed action & take improved actioh)AL had not been

totally put in place in this study, Team A had ewhled the spirit of these two
ingredients by engaging in involving the NBD andphaoving their original

action plan. This study enabled me to add somer 6thualifiers” for each of

the key ingredients if they could function effeeliyin AL process.

8.5.1 W

According to the Revans and other key AL writeng P should be the “elicits
relevant information, rather than disseminates veh&tacher thinks is good
for his or her students” (Peters & Smith, 1996, p.at should not be some
“yesterday's technique.” (Revans 1998 p.3) andIshoot be “the knowledge
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of the teacher but the experiences and the nedtie ¢tdarners” (Revans 1980,
p.288) It should be those knowledge gained by “erdges with other

managers themselves anxious to learn by re-ordéhieig own perceptions”

(Revans, 1998, p.9) Whatever the contents of theePit should be able to
elicit among the participants a “recognized ignoeei(Revans, 1991 quoted in
Smith 1997, p. 365) and should be able to enhante-geading what is

already scribbled on the cortical slate” (Revar@3Q) which according to

Revans, constitute the true definition of learning.

The practice of Team A had demonstrated many of attebutes of the
desirable properties of the P in AL. On the othand, many of the practice
of Team B had fallen into the traps of those undbée attributes of P in AL.

The higher in effectiveness of Team A seemed tpaughe postulation that a
properly functioning P could be one of the conttibg factors and hence
seemed to support Revans and other key writeraside desirable nature of P
as spelled out above.

However, this research had also highlighted thel ne¢ake a broader view on
the definition of P. It might not necessarily bgisupplied by “teachers” or
outside experts but could be a role taken up on esanferred by the set
members themselves.

8.5.2 BIEREENJel] !

The ideas of Revans and other key AL writers omal“@oblem” were very
similar to each other. It should not be “puzzlesddficulties to which a
solution clearly exists” (Revans 1983, p.28) orolgems that are highly
technical in nature, where the answer is knownxpe#ds, where there is little
ambiguity, where there is only one stakeholderwbere the decision maker
has decided what he or she is going to do” (Meziebwel, 1990, p.31) The
problem for AL project should be “an issue, a cancan opportunity or a task
which you want to do something about’(Pedler, 1996) The project task
must therefore be “open-ended ... inter-departmemtdlof serious concern to
those who offer it.(Revans, 1980, p.292)

Although Project T could fit in with the very regements of the ideal
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properties of AL, Team B had turned it into a “ple?zas described above.
On the other hand, the practice of Team A had a&dh& the properties of
“problem”.

The higher in effectiveness of Team A seemed tpaughe postulation that a
properly functioning “real problem” could be one tbe contributing factors
and hence seemed to support Revans and other keysiwideas on desirable
nature of P as spelled out above

One contribution of this research on this AL the@ythat on top of those
description of the desirable and undesirable ptaseof “real problems” for
AL, one other property could be added — the peetklocus of control on the
problem and the extend of attributing the AL prdgproblem to it. In this
research, Team B had pointed out some deep lagbltgon such as the senior
management and staff qualities. In fact, the kaybey touched on were
deeper then Team A. However, they felt that theylct do nothing about it
and had attributed almost all the alignment issitk WBD to these deep layer
problems.

elsiell The need to execute own proposed action

Revans believed that the participants of AL shdagddable to do “what they set
out to do” and, “do what they believe to be wortding” (Revans, 1998, p.75).
By doing so, the participants should “own and udtiely live with the
consequences” (Smith, 2001, pp37 — 38).

It had been made clear to all the participants Wiat they had proposed in
the Forum, upon the acceptance of the top manageminbe executed by
them subsequently.

With a shared feeling on the need to hammer owtlwisn together with the
NBD, the proposal of Team A had gained a greatee@ance by the top
management. Most important of all, this sharedlrfgeof “worthiness” to do
something about the problem had stimulated a muacte raffective “Q’ing”
process in the set meetings. The need to beacahsequences of taking
their proposed action had successfully invited éeaebate among members
of within their own teams. This seemed to suppetAL theory on the need
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for the participants to execute their own proposetbn.

However, the perceived value to doing what the te@mbers “set out to do”
may not totally rely on the degree of “worth doirag perceived by the team
members. It could also be interpreted as “worth ¢ffort to do”. Some
Team B members, who might not be totally agreeti e proposal of KY &
PK, agreed to support as they were required tatde in the process. PK,
who said little in the two meetings, was also reegiito do little to do. KY,
who was the strong proponent of the solution, hbsd little things to do as the
A&B Co. procedure was something developed by himryego. Actually,
most of the work was carried out by RR who was ntbas willing to invest
the effort as he was a true believer of the impmeaof a company wide
quality system.

In Team B, the person who invested most effort dtowhat he genuinely
“believes to be worth doing” was RR (as indicatgdhiss insertion of many
more PPT on his own without the team’s consenhéRorum). In that case,
could the other 4 members still be able to leammfthe process if they set out
to do things which are not what they truly beliggebe worth doing (PK &
RR believe the true solution was to fix the semmanagement and fire the
incompetent staff) but due to “convenience” reasoShould AL facilitator or
sponsor be satisfied as long as some action had taé&en and then safely
assumed that learning had happened?

I8 The “Q’ing” process

The Q in AL should be “questioning insight and dafons of problems.”
(Mumford, 1996, p.3) The questions raised showddhblpful to “develop
others” (Revans, 1980, p.295) and “help people. ktlsiarefully through the
issues that are significant to their work situatio(Zuber-Skerritt, 2002
p.114-124)

It had been shown that Team A, which was more &edn producing
solutions which had been more readily acceptedpyntanagement was also
the team that exhibited the most “comrades in aiw8r way of
communication and the most observed CRWB. Teamad also the team
that had effectively applied the 8 Steps Procesl. seems that the
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effectiveness of the “Q’ing” process could conttduto the effective
functioning of the AL process.

In this research, many examples on those kindsuestipns that could “help
people to think carefully through the issues” coblel found in Team A.
However, a few members (e.g. KC, FZ) had also askesbtions of similar
nature and in some occasion, even more criticdlshould be the “Q&A”

process rather then just about the “Q’ing”. Whegoad question was met
by defensive or dismissing behaviours, the devetgal nature will be
discounted.

8.5.5 REICHWJVELE: i)y

The intention of AL is that the participants cotitdake useful progress upon
the treatment of some problem” (Revans, 1998, p)5and “to achieve
intended change to improve their observable bebavienceforth in the
problem field. (Revans, 1982 pp. 626 — 7 quotetMarsick, pp 159-176) As
“reflection followed by action to solve real probis (McGill and Beaty, 1995
quoted in Clarke et el, 2006, p441), the subseqaetibn should be better
informed then the previous one.

Obviously, Team A had adopted several cycles ofrawipg their action.
Their action plan had been modified each time &feir meeting and data
collection process. On the contrary, the kindsngfrovement Team B had
taken on their own action were more about the ptatien format.

It seems that the kinds of improved action thatddead to a more effective
AL process belongs to those that improve on basemse on problem
definition and problem understanding method.

8.6

Discussion

In this research, | tried to address the issuehef‘t.” in Revans’ formula
which, as had been discussed, was murky and taleemutch for granted in
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many literatures. | tried to explore whether Alultbenable the participants
to learn critical self reflection which was regatdas one of the core
competence for a manager to lead organizationahggha Unlike many

studies on AL, which focus on the project resultscused particularly on the
learning result of the participants. My literatuexiew informed me that the
learning gained from taking better informed acttbrough critical reflection

should be the “L” that AL intends for. As Robins¢2001, p.71) rightly

pointed out:

The question that remains is perhaps the mostfsigni. It
is possible to imagine various learning contextsciviwould
fit the action learning model in many ways but whao not
provide genuine opportunities for each member to b&ying
to change or achieve something through reflectiomiaction.
This is why Revans is so emphatic that case swidylation
and role play are not action learning situations; genuine
problem exists and no real-world action can result.
(Robinson, 2001, p.71)(Highlighted by me)

My endeavour to “provide genuine opportunitieséach member to be trying
to change or achieve something through reflectmoadtion” was exemplified
by my attempts to offer AL program with designs dgd by the 5 key
ingredients of AL. Unlike many literatures whichroposed that AL is
context free, my past experience and literaturéeve\enabled me to cast a
doubt on this. Research data support the conclubiat AL program is not
context free. All the five key ingredients of Alowd be significantly
affected by the 4 contextual factors, notably théhouse factors. The 4
contextual factors could both inhabit or facilitdkee effective functioning of
the 5 key ingredients of AL. Although team A & B tycle 2 had been
offered a more or less similar context, it was fbuhat they had not really
been exposed to same AL learning environment. ak found that all the 5
key ingredients were functioning effectively in tlieam A context but not
quite in the Team B context. When comparing witle IMBA program,
there were many similarities on the way the 5 kaegredients were
constructed by members of Team B and of the IMBA.

Another of the accomplishment | had achieved is thsearch is that the AR
methodology had successfully enhanced my profeakpmactice of arranging
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an AL program which could bring about the resulfTem A. The Team A
context had successfully enabled its members totipeathe “comrades in
adversity” ways of “Q’ing” and the number of CRWBhgbited in their
second set meeting was markedly much more thenTéam B. It is
important to note that Team A had adhered moréhéo& Steps of change
management which was the “P” in Revans’ formulat séems that a
successful AL program could also enhance the legroi change management.
The potential for the AL members to learn sometlsotid and related to the
requirement of solving real problem should not bertmoked and could be
further explored.

However, the greatest achievement in this researthat an “ideal type” of
AL set functioning had been observed and embodieteam A. It was not
their success in getting the management to accept af their proposal that
impressed me. It is their achieving the idealldfih AL that impressed me.
They had really achieved the reinterpretation efrtpast experience towards
the NBD and the new product launch alignment pre¢d® “P”).

The much greater number of recommendations madd&eayn A the top
management had adopted fulfilled the ideal of Alichikaim at achieving both
organizational change and individual learning resul Actually, the
recommendations made by the two teams had beenplmtaisd right after the
Forum and the 10 members had been re-grouped itgands to execute what
they had proposed and accepted by the top managenigmat was the Phase
Il of the CFG program which was concluded by thetedm members’
presentation of their project result in tH€ Borum organized on 28 Jan 2010.
Due to the time constraint, this part, which cooddregarded as the Cycle 3 of
this research, could not be reported in this thesis

When | take a look at Revans’ AL formula, | felighesearch had actually
addressed the “+”. Rather then something solid,“#i signified a process

which could be described as a co-construction @00 learning experience
between the participants and the 5 key ingredient$is process was much
affected by the 4 contextual factors, the personali the participants and by
the pre-conception of the answer to the questigvihd made this mistake?”
vs. “What caused the problem?” (Section 7.5) Thithink, should be an

agenda of the preventive action the program orgameed to take and could
probably be addressed in the “P”.
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Preparing managers to lead organizational changen ismportant topic in

management education. This task would naturallyaten up by the high

potential management staff within the organizatiomhis study revealed that
the high potential managers could adopt a nonatfke approach towards the
learning opportunities offered by AL program. Thassertiveness, drive for
quick action could hamper the learning opportusité other set members.
To enable to AL organizer and facilitator to livétlwthis corporate reality and
to

get better prepared for the challenges of incotpugathe high potential

management staff, this research had point outtafiSoperationalized do’s

don'ts of AL” (Section 8.2.5b) to serve as a bebaval guidelines for the

facilitation of learning effectively from AL proces

The AL is not without its own problem. This resgahad pointed out the
need to be cautious of the “5 enemies from witl{@éction 8.2.5c) when the
program was running in-house. Measures that cefiéttively tackle these
“5 enemies” should be explored further in otheeegshes.

The experience of Cycle 1 informed me on the ingare of setting a clear
learning objective for AL. In Cycle 2, individuahange agenda had been set
up by each participant. | found it extremely helpfvhen coupled with 180
degree feedback, for enabling each participant &xemsense of the action
experience gained through conducting the projects.

Making AL able to achieve observable learning reshibuld therefore be vital
for it to achieve further success. Revans ha@dtexplicitly that AL meant

to help managers to achieve “intended change” whelant that a learning
objective should be set beforehand. Furtherm@etéted that AL should be
resulted in an improvement in the participants’setvable behaviour”.

Action learning is a means of development, intélat
emotional or physical that requires its subjectspugh
responsible involvement in some real, complex and
stressful problem, to achieve intended change farone
their observable behaviour henceforth in the probield.
(Revans, 1982 pp. 626 — 7)
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However, | felt that the potential of individuabl®ming objective had not been
fully expressed in Cycle 2 and future research bis tirection was
recommended.

8.7

Future research recommendations

AN Achievement of this study

There is no learning without action and no actiatheut
learning.
(Revans quoted in Pedler, 2008 p.5)

It is the AL's ideal to make learning and solvirgpk problems happened in
parallel to each other. This research marked atiped step towards the
achievement of this ideal. Learning of change rgangnt in terms of being
able to practice Kotter’s 8 step process had bekre@ed by Team A.

Action learning is a means of development, intélat
emotional or physical that requires its subjectspugh
responsible involvement in some real, complex and
stressful problem, to achieve intended change farane
their observable behaviour henceforth in the prodield.
(Revans, 1982 pp. 626 — 7 quoted in Marsick, pp 1153

The ideal of AL to facilitate organization changee.(to achieve a better
alignment between the NBD & the OpD in the new pidaunch process)
had been achieved by the two teams’ (especiallynTA® proposals and the
subsequent adoption of the proposals by the topageanent. All the team
members had subsequently been engaged in diffiergnforces to materialize
their proposals.

The ideal of AL to enable individual change on thebservable behaviour” —
the CRWB, through their “responsible involvemensome real, complex and
stressful problem” had been achieved in Team A.e TRWB observed in
Team A's 29 meeting were much greater in number and moreyfdistributed
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then in their I meeting. On the other hand, the practices of CRWB
observed in Team B were less evenly distributedrgribe members and the

chances of practicing the CRWB iff2eam meeting were much fewer in their
2" team meeting.

AL had frequently been quite vague on what thei@pents could be able to
learn in AL. While one could learn many differahings from AL, this

research had make contribution on this aspect hbwptipg out its great
potential in learning change management and drisielh reflection. Both of
them were essential for leading changes in orgtaiza

My findings could be served as a useful referemeetie AL practitioner in
three ways. Firstly, my failure experience of @ydl and the compare and
contrast of Team A & Team B’s behaviours in Cyclé& vividly indicated
the importance of the effective functioning of th&ey ingredients. In view
of the highly diversified practices in arranging Athis research provided
strong evidence on the importance of ensuring thesgmce of those
ingredients in every AL program. They are realy t'soul” of every AL
program.

Secondly, my adoption of a social constructivistspective could add to the
AL theory by balancing it with a stronger focustbe individual aspect of the
learning process and hence complemented the useml emphasis of
organizational result. It was hoped that this easph could further unlash
the emancipatory potential of AL.

This research had successfully shown that the 5ikgsedients were not
something existed just “out there” by some delitee@rangement made by
the program organizer or by the sponsoring orgéioiza Rather, they are
something being constructed actively by the pardicts themselves. Team
As way of constructing the 5 key ingredients habih summarized in Table
8C. It could be a useful guide for facilitatingethype of group process
specified in “comrade in adversity” to happen.

Thirdly, this research had also casted a strongyguesvard the context free
notion of AL and had indicated the potential inficge of the 4 contextual
factors, notably the in-house factor. My narratiom the AR process of
installing the 5 key ingredients in the two AL prams could illuminate the
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ways to better manage the roadblocks created by tbentextual factors of
running in-house AL programs.

My role as an AL facilitator in the two AL progranted contribute to the
knowledge of AL facilitation skills by providing see “do’s and don’ts”
condensed from actual practice rather then basedacation.

The compare and contrast on the performance of TRa8h Team B had

successfully illustrated that the effective funotigg of the 3 key ingredients
(Learning from each other, real problem, questignimsight) and the partial
functioning of the other 2 key ingredients (Implerhproposed action & take
improved action) could probably enabled the “coresmdh adversity” type
group process to happen and the greater chancésef@racticing of CRWB.

It was hoped that the analysis on the interrelatigm among the 5 key
ingredients of AL in this research could contribtdethe future development
of AL theory and point out ways to develop a newdeloof running in-house
AL programs in a typical Chinese cultural context.

WA Limitations of this study

There are a number of limitations in this resedhat | am aware of. In this
research, the learning was measured by the CRWRarning is a vast
subject in and of itself that it is difficult to fiee precisely. It was therefore
necessary for the purpose of study, to define thsevable learning
behaviours in a way that could meet the nature bf AThe selection of
adopting CRWB was the result of a careful selecfioncess according to
several prescribed criteria as spelled out in Gira@, (Appendix 1b).
Nevertheless, the way the learning was defined ldhbe counted as a
limitation.

The members of the two teams in the CFG Prograndaoat represent the
general population of AL program participants. Taet that two companies
belongs to manufacturing industries could set d lan its generalization into
other industries. The CFG Program, though arramgedway that strived to
adhere to the core idea of AL do not representas the only valid way to
arrange AL program. Therefore, the findings canipetgeneralized to all
forms of AL. However, this study does provide a&tpie of the process
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experienced by the set members and can inform idesigelated to using
in-house AL program as an intervention to help hpgitential management
staffs who are acquainted with each other to Iedowout critical reflection so
as to better equip them with change leadershiplshtya

Time is also a critical limitation on this studyThe prolonged duration of the
IMBA and the CFG Program due to the unexpected ghan business

situation, natural hazard (the flooding) and thange in people had made
definite impact on the attitude of the participants

Methodologically, the paper did not apply any qitative approach to
triangulate the findings for greater reliabilityrnadid it propose predictors of
any type for conducting AL program. Also, analysims done at the
individual and group level and therefore, could dgreatly affected by the
characteristic of individual and the compositiontieé group. The research
findings aim at adding to the AL literature, andyde insights on arranging
AL program in-house for high potential Chinese ngmma who were
acquainted with each other so that a greater chanhceritical reflective
working behaviours could be practiced. This, imfwill help to understand
better on the AL processes.

As Cycle 2 of this study was launched in a new exttthe issues reported
about the company — the HMC, might also affectdbality of the finding.
Luckily, the Director of OpD, had played the rolkearitical friend in a great
way by telling me a lot of thinking straight fromshheart. Some of those
ideas were antagonistic to the ear and imposededgas on my original plan.
However, they had subsequently proved to be extseoseful to me and had
helped me to make the program more able to addhessoncern of the
participants and meet the specific situation of @empany. | had also
worked closely with the participants and their itgoue.g. expectation
expressed during interview, vision on organizatiateange etc) had become
important guidance for the design of the programll these enabled me to
achieve what Kemmis and Wilkinson (1998) identifeesl the purpose of the
collaborative process: working together to exantimeir understanding and
skills to improve the process of teaching and learn

Another limitation was the inability to report ohet Phase Il of the CFG
Program. After the Forum, the proposals adoptedhleytop management
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which included a mix of two team’s proposal (predustely belonged to
Team As) had been assimilated and repackagedrio foseparate projects.
The 10 members had been assigned by the new Diret©OpD to those 5

projects. They had then made a presentation an dia project result in

the second Forum held on 28 Jan 2010 which matkedfficial conclusion

of the CFG Program. Despite the lacking of theorepn Phase Il of the
CFG Program, this research had already gone threughultiple iteration

process. The splitting up of two teams in the Q#itGgram had resulted in
two different AL contexts in terms of the differemays of constructing the 5
key ingredients. As the unit of analysis are tHe=% ingredients of AL, they
had been exposed to two different contexts. Imvwié this, three iterations
of AL had already been arranged.

A<l Epilogue

In a nutshell, | found AL actually shared somehs teaching of Confucius:

XTI T T AR ¢ - IR

: (i)
A humane person, in wishing to establish self,
establishes others; in wishing to enlighten self,
enlightens others. To be capable of appraisingrsel
order to comprehend others can be regarded agthe k
to humaneness
Confucius Analects 6:30

(Lam, 2002, p.32)

R e

Similarly, Revans had also pointed out the imparteior set members to have
the capability of developing others.

---if the full potential of action learning is to bealized,
the selection of the fellow must notice not onls hi
ability to improve himself but also to develop athe
(Revans, 1980, p.295)
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My experience of organizing the two cycles of Alograms had strengthened
my belief that the Confucius’ teaching — to develmgrselves by helping
others to develop themselves, could actually beeneffiective by embedding
in an AL context where the 5 key ingredients hadrbseriously treated and
solidly constructed together with the participant$t. could be the direction
for future research if the potential of AL in desping and emancipating the
manager’s potential could be further unleashed. Cltle 2, Team A
consisted of greater number of members (e.g. WQ, Wiib possessed this
ability which might be able to explain their bet@hievements. However,
will it be too demanding to ask a line managerédaable to possess the ability
to “develop others”? If so, they might not be thesgarded as most needed
to be changed in an organization. If AL is tardefer these group of
managers, it will become a “nice to have” rathentlessential development
for them. Furthermore, we should not take therdesf the high potential
manager to learn for granted. While they will @sge positively to the
guestion of the desire to develop further, the \argracteristic of AL that it
requires solving real problem and executing thetsmi they proposed could
invite many consideration that deviated from theéng objectives which are
quite out of the control of the facilitator and haened the learning of others.

By and large, | am optimistic towards adopting Al the learning of change
management. Many staff, especially the Chinedg staws participation in
development program as “gaining” something new.wdtld sound absurd to
them if we just tell them what they are going tartefrom the AL program
will ONLY be what they already knew! | am also iopistic that, coupled
with change management, a real organizational ahangld be resulted as in
the case of HMC.

On the other hand, | am still reserved on the tgbdf AL to induce personal
change and it is my belief that real and lastingparzational change won’t be
materialized without the people in it changed. IAlsad worked with the
participants for quite a lengthy period of timeglt that they were still who
they were after the program. However, two memlmdr€FG Program —
MYL & TC once told me in an informal chat that th&sjt the program had
instilled some change in them. TC, who used tarémpatient person and
drove for quick action (like PK in certain sensdsyd become a bit more
moderate and patient toward others. MYL, who usede too mild and
deference in manner had become straighter forwad @ear with his

459



requirements. One thing in common was that th@eeggentlemen belongs to
those who incline to be more reflective as indidate TC’s frequent use of the
term “I will ask myself...”,“That seems to tell m&.etc. This point out the
great potential to run the AL program in paralleithwthe personal
transformation endeavour for those who shown atingiton to be more
reflective.

One thing we should not overlook is that, the seter’s performance in the
set meeting would be a wealthy pool for learning.should be better utilized
for helping each to reflect on this experience Wh& more micro and easier
to discuss.
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Appendix

Glossary of terms

AL Action learning

AR Action research

DFMEA | Design Failure Mode Effect Analysis — A preseof documenting
the key functions of a design, the primary potéritidure modes
relative to each function and the potential caudesch failure
mode.

PMC Production Material Control. A function in theanufacturing
process

HR Human resources

QA Quality Assurance

Six Six Sigma seeks to improve the quality of procegputs by

Sigma identifying and removing the causes of defectsramimizing
variability in manufacturing and business processésach Six
Sigma project carried follows a defined sequencaes and hag
quantified targets.

L Stands for “learning” in Revans’ (1984, p.16)rfarla:
L=P+Q

P Stands for “programmed knowledge” in Revans’ &,9816)
formula: L=P + Q

Q Stands for “questioning insight” in Revans’ (19p416) formula:
L=P+Q

CRWB Critical reflective working behaviour — Propdsby Woerkom, et

al. (2002) as a construct consisting of six dimemsi namely
reflection on oneself in relation to the job, @i vision sharing,
challenging group-think, asking for feedback, expentation
and awareness of employability.
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Chapter 2

Appendix 1A Variations in the typology summarizedoy O’Neil

e S Critical .
Scientific Experiential Reflection Tacit
Learning
Alpha, Beta, Learning thr_o_ugh InC|de_ntaI
, from Critical Learning
Theory Gamma,; . : .
L=P&QO experience Refle_ctlon (Marslck &
(Kolb) (Mezirow & | Watkins)
Schon)
McGill & | Marsick;
Practitioners Revans Beaty; Pedler; Noel; Tichy
Mumford Weinstein
Rol_e of. learning (1) X X
advisor,
Reflection; X X X
Groups/ teams; X X X X
Project/problem
based on real X X X X
work
Focus on
group/team (2) X X X
process
_Qu_estlonlng X X X
insight
“P” knowledge
or teaching (3) X X X
Just in time X X X
learning
Individual
problem X X (4)
Group/team_ X X X
problem/project
(1.) “...there is a role for a supernumerary (set advigoithe early days of the set, to help

the five or so fellows find their feet in this somfeat artificial venture, by encouraging
them to exchange their experiences at the periodietings in accordance with an
intelligible programme” (Revans, 1978)

(2.) Revans (1978) explicitly says that action learnfiggnot group dynamics”, but also
refers to a need for participants to be involvedha “collective social process of the

set”.
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3.)

“...this does not imply that action learning rejects fatrmal instruction; it merely

recognizes that, however necessary such instruatiay be, it is by no means

sufficient...” (Revans, 1978)

(4.) Participants may have individual projects, but groar team projects is the norm
(O’Neil & Marsick, 1994, Pedler, 1996)
O’Neil (1999) quoted by Hicks 2000 p.174

Appendix 1B  Selection of

tools for tracking evidece of reflective

behaviour
Sceﬁilteecrti;)n Thorpe (2004) Kember et al (2000) Woerkom et al (22)

Grounded in 52 nursing First trial version of | Case studies on 7

analysis of data | undergraduates | the questionnaire organisations: two banks,

from business enrolled in a from 350 students three factories, a call centre

organizations Nursing from the health and the Post Office.
Management science faculty of a | Participants obtained from 4
course. university in Hong data bank with school

Kong.
Final version from
303 students from

classes of the healthcriteria: having a paid job,

science faculty of @
university in Hong
Kong

leavers of secondary and
tertiary agriculture education
3 and selected on the following

1 are working in an
organisation of at least 20
employees and in a job
which requires working
together with colleagues.

Based on a
collection of
most of the
theories on
reflective
concepts.

Draw on Atkins
& Murphy
(1993), Scanlon
& Chernomas'’s
(1997) three
stages of
reflection, and
merge with
Wong et al.
(1997) &
Kember et al.’s
(1999) three
levels of
reflection.

Mainly from Jack
Mezirow (1991),
Chapter 4 and other
works by Mezirow
(1977,1985,1992)
reflective and
non-reflective
thinking,

Habitual action,
thoughtful action and
introspection.

Reflection on oneself in
relation to the job as
proposed by Van
Bolhuis-Poortvliet and
Snoek, (1996)

Learning from mistakes of
Senge (1990)

Vision sharing of Argyris
and Schon’s (1996) model |
behaviour

Challenging group-think by
Brookfield.

Asking for feedback in
Argyris and Schon’s model
Il behaviour
Experimentation as appear |n
Schon’s (1987) distinguishe
between reflection-on-action
and reflection-in-action.
Brookfield’'s (1987)
perception of “exploring and
imagining alternatives"
Sharing knowledge in
(Argyris and Schon, 1996)
non-defensive behaviour.

)
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The reflective
behaviour are
expressed in a
social interaction
settings

Assessing the
level of
reflection in
journal writing

Assessing the level g
reflection in journal
writing

f Responses were drawn fron
work context.

Able to provide
an
“operationalized”
interpretation of
the reflective

Categorizing
non-reflectors,
reflectors and
critical reflectors
by the journals

Questionnaire
contains four scales.
(1) Habitual action ;
(2) Understanding ;
(3) Reflection (R),;

Combination of literature
review and the analysis of
the case-studies (these wer
carried out in a parallel
process, returning from one

D

behaviour in submitted. (4) Critical reflection | to the other) leads to the

work and group operationalization of critical

settings. reflective working behaviour

in nine dimensions

Being tested on | Qualitative The properties of the| Use factor analysis to

reliability. Solutions and questionnaire determine whether the nine
Research: examined by dimensions of critical
Non-Numerical, | Cronbach alpha reflective working
Unstructured, values for each scale| behaviours really exist. A

Data: Indexing,
Searching, and
Theorizing
(NU*DIST,
1997).

to determine its
reliability. Use
factor analysis to see
whether items
contributed to
intended scales.

3 cycles of trial and
revision with the
scales examined by
reliability tests and
confirmatory factor
analysis at each stag
Items that did not
contribute to a scale
were either removed
or modified.

factor-analysis (with
principal components
method and no rotation) is
carried out on the nine
variables without indicating
a number of factors to be
extracted in order to find ouf
if the sub-scales indeed loa
on one underlying construct
namely critical reflective
working behaviours.

®
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Appendix 1C A comparison of different writers on hhe KSF or elements perceived as important to AL
Bong, Park | Bowerman &
Inglis (1994) Dixon (1998) | Dilworth (1998) Brassar@2002) Kim (2003) Park (2004) & Park | Peters (1999)
(2002)
Learning is centred Learning results| The problem must be rea| Relevance: Learning | is Characteristics
Real and around the need top from addressing grounded in real work of problems
challenging find a solution to a real problems challenges and in the Process of
problem real problem priorities of the selecting
organization problems
Learning is Learning is the primary Emphasis  on
Voluntary voluntary and goal, even though the learning
participation learner driven problem solving is real
and important.
Individual Work and | Reflection is as important Balance: Learning and Real work - learners
Learnin d development is as learning are| as action development goals and undertook improvemen
gan h - v ; ;
solving the |mportant_as finding| coupled performance/a_lctlon goals prole_cts from Whlch
the solution to the are pursued in a balanced learning was derived
problem_ are problem and complementary rather than
equally important. fashion. improvement  benefits
were felt.
Action learning is a| The problem to be solvefl Leverage: AL outcomeg
Conducive to highly visible_, social can _be tactical o _sup_p_ort the development of
organizational process, which may _strateglc,'but the Iearn|n3|nd|V|_duals 'who _ also
lead to is strategic. contribute to improving the
change organizational organization
change
Action learning| Learning occurs
Need to takes a | takes time, about over time
moderate period | four to nine months
of time excluding
implementation
Solving problem Ordinary Learning is facilitated, tq Partnership:  Participants, Commitment to| Encouragement 0
important to all people, working| include breaking out of learning partners and other implement self-managed learning
the participants together,  arel well-established mind sets stakeholders re activel through transparency i
collaboratively capable of| by having the setting, the involved in setting AL discussion  of  the
and creativel solving  their| problem, and colleagues goals and working process where possiblg.
y . . )
- own problems | to some degree unfamiliar collaboratively to achieve
without the them
reliance on expert
Learning Facilitating review activity. Feedback and
Feedback on requires reflection

experience

feedback from

the experience




Able to see the
problem anew and

Learning
requires
eyes’

Questioning insight i
always the start point

Begin with (a) What

Questioning and criticall

thinking - through a|
deliberate strategy b
the program leaders d

challenge should be happening? (b) "de-expertise”
established What is stopping us fron themselves and indeed
thinking. doing it? (c) What can wg challenge the veracit
do? of the body of
management theory.
Continuous Outreach: AL outcomes Organizational | Recognizing top performers gs

development of
participants
supported by
organizational

support individuals in
becoming lifelong learners
teachers and agent
change in their organizatio
and beyond

environment

f
h

, (cultural issues)

core personnel for the futur
of the company

[¢)

culture
Continuous cycle Momentum: A sustained Fostering continuous learning
of taking cycle of action, reflection atmospheres, Support

improved action
as a result of
learning from
previous action
experiences.

and learning is integrate
into all learning
components of the
program.

o

adoption of action learnin
output to real work

Senior
management’s
support and
commitment

Commitment: Thel Support  from

organization’s most senigr management

management is equally

committed to the AL
program as are th
participants and  thei
learning partners.

+]

Acquiring  willingness  of
support from the Chie
Executive.  Maintaining top

managers’ interest in the

program,

Confirming strong suppor
from the departments to whic
trainees belong

Holding a presentation of th
results of the program wit
participation by the Chie
Executive

D

Embedding what was

learned in the|
organization - through &
marketing strategy

culminating in a
politically-motivated
celebratory even
involving senior
managers, and writg
article.

) Systematic: Relevant Structuring systematic relatiop
Alignment the program elements and between the objectives df
program objective initiatives are connected tp training and the program
with the organization’s Connecting training|
organization’s management systems performances with personnel
system (decision-making, huma management

resources, and so on)
Program
Program manager manager
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Program Carefully selecting thg Participant
participants trainees selection
Careful selection o '
of participants Designing systemati
procedures  for  selecting
subjects for the prograrh
Flexibility: the principles| Goal setting| Establishing clear objectives
Have a clear and practices of AL prpvide (selecting for the program,
objective for the a benchm_ark from which to prot_)le_ms and '
innovate in order to meet clarifying Forming the common groungd
program specific organizationa| issues) of the necessity for leadership
needs programs
Support from Se_e_king and equipping |aSetting the _role
skilful facilitator facilitator of learning
coach

Results made
public

Publishing a manual of actig
learning

n

Group dynamics
properly managed

Project  team
and members

Team activity management

Forming
learning teams

Attention to group
dynamics - through 3
familiarisation process
intended to make the
"set" personally
comfortable with one|
another, rather than
traditional half-hour
"ice-breaker"

j

Continuous
improvement of
program

Building an effective
evaluation system an
feedback process to identif
the deficiencies of the nex
program. Analyzing thg

<

effects of training

* Placed in this box by me.

It was originally plalse £'box of this column by Kim which | think not aligtevith the content of other boxes in the same row

1. Bowerman, J., & Peters, J.,(1999) Design and etialuaf an action learning program - a bilaterawi Journal of Workplace Learning. Bradford: 19¢8. 11, Iss. 4; pg. 131

2. Bong, H., Park, H., & Park, K., (2002), Exploratiofithe key success factors of action learning rog in Korean corporate action learning programpleying the strategic fit concept, 2002 Fall
proceedings of the Korean Association of PersoAdsalinistration, pp.261-293

3. Dilworth, R., (1998), Action learning in a nutshédlerformance Improvement QuarteNl.11, No. 1, pp.28-43

4. Dixon, R., (1998), Action learning: More than jastask force, Performance Improvement Quart&y.11, No. 1, pp.44-58

5 Kim, Y., (2003), Effectiveness and key successaadrs of practical learning methods in businesguBing on the case of company T, Unpublished miagteesis, Yonsei University, Republic of

Korea

6. Park, S.H. (2004), A study on drawing critical sees factors (CSF) for planning and managementaaleleship development programs by applying actiamiag method: Delphi method approach,
Unpublished master’s thesis, Chon-Buk National @rsity, Republic of Korea
2 — 6 Quoted in Kim, J., (2007), Action learning fetors perceived by action learning participants incompanies in South Korea, a PhD Thesis, U of Minneta, UMI # 3249501

467



468



Appendix 1D Summarizing the KSF or elements* peraged as important to AL by

various writers under the heading of the 5 key ingedients and the “L".

* Only items agreed by at least two writers statedippendix 1Cwere included below.
# The item Continuous development of participants supportecbimanizational culture” had not been taken as it
mentioned what need to be done beyond the AL prodgself.

The 5 key ingredients of AL Learning
Emergent . (‘L") -
programmed Real Execut!on Questioning | . Take Learn to be
“ » | of solution| <_ improved .
knowledge | “problem roposed | Nsight(Q) action critical
(P), prop ' reflective
Real and challenging v
problem
\oluntary participation
Learning and solving the
problem are equally v
important.
Conducive to v
organizational change
v
Negd to tqkes a moderate v (so that
period of time learning could
happen)
Solving problem
important to all the v
participants (Learning v
collaboratively and among the set
creatively without the members)
reliance on expert
v
(It then become v
Feedback on experience| part of the (feedback v
source of would be
“emergent possible)
knowledge”)
v v
Able to see the problem | ma.internretat-
anew and challenge i(on of whgt one v (learn to
established thinking. think he already become
Known) reflective)
Continuous cycle of v v
taking improved action ag (It then become
a result of learning from part of the v (learn to
previous action source of become
experiences “emergent reflective)
) knowledge”)
Senior management’s
support and commitment
Align the program
objective with v
organization’s system
Careful selection of
participants
Have a clear objective for
the program
Support from  skilful
facilitator
Group dynamics properly
managed
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Appendix 1IE Summarizing the key assumptions of Alon learning under the heading of
the 5 key ingredients and the “L".

The 5 key ingredients of AL a7

Emergent Learn to

Execution | Question- Take .
pkrgg\sag]drggd “prsglzlm" of solution ing improved be critical

®) proposed | insight(Q) action. reflective

Hicks’ (2001) list of 18
assumptions made by
Revans on AL

Learning is embedded in |a v v v
task,

Simple programmed
instruction is helpful but v
not enough for learning,

Our dilemmas require
exploration and insightfu v
questions,

<\
<\

Learning requires action,

<\

Learning is voluntary,

The urgent, meaningful
problem reinforces the v v
desire to learn,

Learning requires
feedback, v v v

The problems must carn
risk to force the learner t
examine their beliefs an
values,

oOo0<
AN

Learning requires a v
reinterpretation of the past,

Peers contribute to learning
through group exchanges,

The group supports and
challenges individuals,

Reliance on experts creates
dependence,

SN NS

The teacher’s role must
shift toward facilitation of
learning.

Learning is a socia v v
exchange,

Learning can be measured v v
by action,

Learning requires fresh v v v
perspectives,

Learning  requires  an
experimental process (¢
observation, hypothesi
generation, trial auditing|,
and review; and

<\
<\
<\

Action learning create
learning across multipl
people

D
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Chapter 3

Appendix 3A  Three primary foci for AR (Hart and Bond, 1996, p.152)

Action Research

Experimental

Organizational

Professionalizi

ng Empowering

Types
Education Organizational | Reflective Empowering
design, change process;| practice; repressed
Leadership Managerial bias | Empowerment, | groups,
Educational | design, and Client Practitioner User/practitioner

Researcher focused focused. focused.
focused.
Social science | Problem Problem Emerging issues
problems identified by identified by and negotiated
identified and power holder; professional problem
social science | Success group. identification

Problem-solving theory ap_plied. evaluated by Problem liesin | with power
Problem in sponsors. professional holders.
experimental Problem in work | group Problem in
group. group. experience of thg

identified group

Performance
Improvement

Move toward
specific outcome
or definition of
improvement

Move toward a
tangible outcome
using consensua
definition of
progress.

Move toward
practice

| enhancements a
identified by
professionals for
others.

Move toward
negotiated
soutcomes,
considering
stakes.

Appendix 3B Message said to the interviewee befoeeidio recording in interview

rEAlt o THE
PH 7~

BRI 3R

B

P RS
ijE[PF‘J‘I[E{%*jFﬁ Pd > ik ILJ%UIFE[ ol
wave - wave file Wﬂ?ﬁ%pﬁ :

BEZ[f - (OK» OK -+ OK)

o RS

SR
f&ﬁln'i&’ R ) ’*a'bqir:tu%pﬁ s )
SR AR ] I LR N R i AT
Clge ) EUEf e R ﬁ%Pf » OK -
SRV S TR e
(OK> OK >OK)
PHEE - fﬁJiﬁ?SﬂF’?l’W~ PE@%TF%I ;
CfEo s AR g&grﬂﬂul]ﬁﬂﬂﬁj‘mW*ﬁﬂﬁfﬂlﬁﬂfﬁw i

7=

Az

B

D

’C)|<alj

[l (TW) e

PHIPL > [l

> PH e

media player
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o THiA ﬁﬁn{’ CiEY o R AN pE AR disclose e [fﬁ] ’
Whatever” ﬁf EE SNCHty PHPIT T P LS e
L L NS £ A A S USRI i R G ;‘H"?f“?
(OKJ » (...)
We can continue. Today is 7 May (TW: Yes), andnl mow with TW.
Same as before, this is purely for me (TW: Ha, Haitterance of
acknowledging), to save the trouble of notes jgitTW: Ha, Ha), so that

| could concentrate on conversing with you (TW: ivedeah). Therefore,

if there is any part in your subsequent speech gon't want to be
recorded, please tell me (TW: Good , good), it'etgyr simple, OK?.
Right, in regard of this recording, the part on yafier recording, will be
forwarded to you. This is in WAV format, a WAV dil(TW: OK, OK,

OK), OK, you can open the file with Media Play@W: OK, OK, OK).

Furthermore, | will also prepare some notes, (TWSs)Y that will be in
main point format and will be forwarded back to y@wV: Yes). You

can take a look at it to see if there is any mestetation (TW: Yes), or
you can see if there is any part you don't wartbéadisclosed (TW: Yes).
Whatever the case, just tell me. (TW: Yeah, Yeand this won't be
disclosed to any other person in your company andcan put your mind

at ease.(TW: Very good, very good, very good) Thisy private record,

you feel OK with that? (TW: OK).
Interview TW on 7 May 2007
Source: Data / TW 7 May 2007

472



Appendix 3C

Feedback on my translation

EEFEE - $ I EminEE - e Em s U R A EER AR S - [
HE SRR R E M B TS AR - e BIREA— B EE R - ES
TR T RE(EIE T % proposal AF + B0 bints' [EMEER]FENEEZIELEH poentially |
issug + PH £ 2 EEIIEMY issue /% address IE = o

B3

This is very important.® The opposite party (the NBD) should be- able to-hear-our
voices.® What-I-felt-about the current situation is-that they-could not really- hear- our-voices:
and- also, would-not-give an- explanation-on-why-they-had not-accepted-our opinions.® I

think-that*s-a-major problem.® We might have provided-alot of proposals-or given-them: .- [

MHEE: giving:

hints-on some-potential issues.® However, we couldn’t see in-what - way-those issues:
mentioned -had beenraddressed.-

1 EE response: E IS (T response: %ﬁmﬂﬂﬁi Ak 1?(?%35?%”: fﬁﬁ%
+ - [EEEEEE  BEERSFEAESEEMEELEFEA B EEIHE -
FESIFEEENT - B PRI AR RE—%E - (B response 18 - BB LHE R -
B e o

The:point I really agree with-you-is-that, they-should listen-to-our-opinion.® But-Twill- [

R revis-a

choose another-word, which-ig-that they-should- give responses-to-our- opinions, but-not-

necessarily-accept them.’ They could-choose to'accept ornot ivaccept” Whichever is the-case, |
they-should: provide response.” That'  s-hecause-when-you-have-made-a-response, that-should-be
followed by-a-need to-explain-theircases-and tell- us whether they feel OK-with-our-ideas or
nDLf The-presen[-condition-is-[hat'ever-since'wc'had-voiced-outan-opinion 'it'seemed'just'

2.
0
&
=]
k=]
@
B
@
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=2
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=
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=
|
=
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=
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=
=
=
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@
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=
=
@
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=
@
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]
=]
=
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.
=
@
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-
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m
I
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k=]
e}
k=1
7]
4}
—

| WME: the way

and notnecessanly need toragree with-it.* Ha.e

—f{[& channel B] 2L F- feedback: SREEIEE - - N

That should be akind-of channel to-give feedback-on-the situation..

o
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Chapter 4

Appendix 4 A Presentation on the action plan of IMB\ program for the
Excellence in Training Award.

Strategy to manage

defined

SRS transfer of learning PITE) ESIg)
» Open to all interested eligible staff.
» Supervisor level and above with good past perfomaan
Select trainee » Candidate writes up proposal on self initiated @cbj
carefully « Present Project Proposal in front of all other
participants. All participants give rating.
» Attend mini-in tray assessment
* Need to sign a learning contract.
* Analyze individual aspiration for development ahdit
Staff ownership personal strength & weakness.
» Communicated to all candidatesn the cost and benef
P of joining the Program.
re Involve trainee in | « Trainee actively explores training options anddlest
program planning those which could meet their need.
Align with Co’s . Endorse_ment of the seI!c initiqted projg_ct by the MD
strategic plan The Project ;hould be financially justified.
» Meet the 6 Sigma standards.
* Self initiated project
Provide practice * Place under the 6 Sigma standard.
opportunities » Should be completed within 6 months time.
» Should make financial contribution to the Company
Learn with » Develop application oriented objective
objective
During Etzrr]:(()jgp(?sngleearly * 6 sigma standard for project

Kapner & Tregoe Problem Solving Model

Relevant to adult
learning style.

Problem centred approach. Emphasis discovering t
problem and develop the best balanced resolutions
Action learning approach. Emphasis learning with
application objective and through resolving proldem|
pop up during application.

Provide realistic work task that creates impact.

Give individualized
feedback

Post training interview by the OL Mqr.
360 degree feedback by peers, mentor and immedi

ate

supervisor.

474



Trainee to create

individual action
plan.

Post-training interview by the OL Mgr. on learning
progress.

Senior manageme

support.

]-Jzegular review and report-back sessions to Board.

Maximize attention

Training arranged during work hours

Support team

Team building sessions in form of outward developime

learning program
.S“ppoft from Immediate supervisor attend some of the trainimgs a
immediate : ; )

: discuss with member on how to apply in work.
supervisor.

Training content
relevant to

individual needs.

* Individual strength & weakness analysis to help
customizing training topics.

* Provide real company cases to external consultants
fitting into training content.

 Training arranged based on the nature of the
self-initiated project.

Follow-up

Coach

» OL Mgr meet with each member after each training
help them recap and reflect on what they had been
learnt.

» Review the member’s “learning log” to understand
learning progress.

* Help members to develop action plan to practicetwh
they had learnt or to actively take steps to stiedr
current problems.

« Communicate with the members’ immediate supervi
on areas to help the member to work more effegtive

[0

a

Sor

Mentor

» Should be a manager of discipline other than the
member’s own.

» Match the member’s strength & weakness by congu
the GM, the member’s immediate supervisor and th¢
members themselves.

» Trained on mentoring skills.

* Need to meet with the member once every two wee

[tin

=

Buddies

Pair up the members as “learning partner”.
They should keep telling each other what they itd$co
improve on themselves and report back to each oth
what they had actually achieved.

Meet after each training.

U

=

Organizational
change

MD promised to all members’ full support.  All

members could communicate to the MD direct.

» Feedback from member on organizational problems
during the execution of the Project will be dirette
the Board.

» Change in system and policy will be seriously

considered.
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Appendix 4B Run down for the Group Interview organzed on 5 Nov 2004

Duration Activities Mechanism & responsible parties
15 min. Thanks everyone for applying. | The MD

Appreciate their effort in their

work.

Tell everyone that staff
development program like the
IMBA is not commonly found in a
medium size company like IMC.
However, we cannot take all the
applicants.

Whether the application is
successful or not, the management
highly appreciate their contribution
to the Company.

25 hr Each applicant give a presentatianEach applicant take turn to raise ong
(20 min on their project proposed. question to the applicant.
presentation 5 All the applicants give rating to each
min Q&A) applicant.
WCSC members rating carry double
weighting.
0.5 hr In-tray exercise (carries 30% Each applicant writes up their own
weighting) handling methods and responses to

the in-tray documents.

15 min Roughly explain the Program wWw
content and next step

Appendix 4C An overview on the title, objective ad team members of the individual
projects initiated by the IMBA members

Mem Project _ o _ Project
i Project Objective Project Team Member .
ber Title Champion

CP To provide | Reduce the yearly staff | JT (Training Officer) ,
(HR | the new turnover by 5%; + (Staff representative) RS (General
Office | staff a Improve the new staff Mgr)
r remarkable | satisfaction level by 5%;

working Achieve a good reputation

environmen | from the new staff about
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the company culture and
the whole working

environment we provide tg
them.

EW Cost down | 1. Source more supplier ig Elisa QM
the fabric 10%. Purchase (Purchasing
price buyer(Sewing) Mgr)
through 2. Cost down the fabric EN
sourcing price 5-15%. Project
more fabric manager(Sewing)
supplier and

QC
Supervisor(Sewing)

LN Product 100% Full implementation| CH /AT / GZ (Quality| LN (Quality)
Safety on the safety related tests| Dept)

Improveme | in material, process and | JY (Engineering)
nt product by the end of 200§ YY (Purchasing)

MZ Packaging | Customer “P” colour box | AL (Purchase MZ

Material cost reduction by 5% in | Coordinator)
Cost 2nd half of Y05 FK (QA)
Reduction | -Customer “P” carton box | LL, JLH

cost reduction by 5% in | PL (Business
2nd half of Y05 Development)

MF Advanced | Reduce the risk of new Project engineers RS (General
Mould meld approval. Magr)
Manageme | Get original & detail data | Injection Dept.
nt for new meld/new project

development. Quality Engineering
Achieve to world class

meld management level. To

serve for injection

moulding process

PS Improveme | Change the label KY, PZ, LZ, RZ CWL (Factory
nt of Bin attachment method, Manager)
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Identificati | Reduce the cost of each hin
on labelling by 70%.
RC Quote core business : 2-3 days | Peter
Process non-core business : 5 days(Engineering)
Improveme Danny, Eric, Gatrric,
nt on Quote Matthew (Project
Time and Mgr.)
Accuracy QM
(Purchasing Mgr)
FK (QA Mgr)
MY Minimizati | Minimize the plastic RZ (Injection AW
on Plastic | warehouse area from 2624 Supervisor) (PMC Mgr)
Part WIPs | m2to 624 m>. ZL
Reduce plastic (Store Supervisor)
transportation from 140m | MW (PMC Supervisor)
to 16m. KT (QC Supervisor)
JQH (Production
Supervisor)

(All the wordings were by the participants. | madealternation on the grammatical mistakes.)

Appendix 4D

————— Original  Message-----

From: William Wong

Sent: Friday, July 08, 2005 10:27 AM
To: [MD]

Subject:  IMBA

Dear RS,

Thanks for your support by addressing the IMBA members on Monday. I had a nice meeting 2 hr meeting
with them and had come up with an agreed action plan to push them to move faster with their project. The
speech of Steve Jobs I shared with them had successfully motivated them and they appreciate this kind of
sharing very much. However, 1 found their attitude towards the company had become less positive which I
think should bring to your attention. I think their feelings, to certain extend, reflected the current thinking of
the middle level staff in IMC. The IMBA members mainly felt that the company had become quite chaotic
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in the past few months and the working atmosphere was turning bad. Some of them even doubt (either
implicitly or explicitly) on the usefulness of carrying on with their project. They thought that their Projects
could not create much value for the Company under the present situation. As I don’t want these negative
expressions to spread in the meeting, I had not explored too much on the reason behind but just listen.  After
some discussion, all, except for MF, expressed their understanding that the ultimate objective of their
self-initiated project 1s to enhance the transfer of learning and all of their projects carry cost-down implication
for the Company. However, MF openly expressed his unwillingness to continue with his project. He had
not explained much on his intention and I told him that I will talk with him on that in private. Luckily,
MF’s attitude had not been echoed by other IMBA members (MY shared some of MF's feeling but had not
expressed 1n a strong manner). but I think we need to do something about the moral issue of the staff quickly.
They may not have a full picture on what is happening or the management had not communicated well with
them in the past few months. I think rumours could spread quickly and negative attitudes are highly

infectious.

Regarding MF’s case, I need to talk to him further but I suspect the salary raise issue might be the cause as he
was very positive the last time I met with him(3 wks ago). Anyway, MF is quite emotional and I doubt on
his development potential but my consideration is that losing him might create negative impact on other
IMBA members (MY is on the margin) and PS might not be willing to see this also.

I welcome your advice on whatever I could do but I told myself that I definitely need to put more time in the

IMBA from now on.

Cheers,
William

Appendix 4E  Extract of the e-mail | sent to the MDafter interviewing LN & MY when
they expressed their wish to withdraw from the IMBA

LN was determined to quit the Program. Heavy work load 1s one reason and he
doesn” t want to be bond by the training contract. I therefore could smell that he
might quit sooner or later as he expressed he could not stand the high work
pressure forever.

MY keep telling me he didn't think his project could be successful as there were
too many uncontrollable factors in it. Secondly, he thought his project could not
add too many value to the Co.. Thirdly, he felt that the IMBA was of less value to
those technical tramning such as the HKPC. Finally, he keep repeating asked
whether there will be any "consequence" if he drop out.
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I told him not to think of "consequence" as it will be totally meaningless if he stay
behind for that reason. Secondly, he should restrict his project scope. Thirdly, He
should transit from a purely technical man to take up more management duties
which 15 exactly the IMBA aimed at. I repeatedly emphasis the IMBA aims at
developing them and their success in learning 18 already the Program's
success. We had talked for an hour and he finally agreed to "think over"
again. However, I think he 1is likely to change his mind for the time
being. However, we still need to pay close attention to him as he 1s typical man
who think too much and need help to transit from a technical person to be a
management person.

Appendix 4F Interview CP 31 May 05

ww The next issue | would like to discuss with yowmsyour personi
training needs. The outward development progrard #re
problem solving training ardor all. In the university, the
belong to the coreprogram. Now | am asking for yo
suggestion of elective programs. This trainingusthde relate
to your specific project with the objective of hielp you tc
execute your project better. So what kinds ofl skl think you
are deficient in carryingput your project? What is your ide
We need to start early as we need to do some spwiork.

CP | have two ideas. One is the advanced communitakdls anc
the other is psychological analysis.

WWwW Psychological analysis? Why do you feel youdé¢e learr
about this?

CP So there’s no need for me to explain on commuraoaskills,
right?

ww What | meant is how do they relate to your owojgct?

CP When | am conducing questionnaire survey, firstheéd to hav

good communication skills so &s gain the full cooperation fro
others. You need to convince them and need tdaaslur from
others. If you are not doing a good work on comicaton, yot
might get a totally different result.

ww That exactly explain why I think you need totstgaur case mor
clearly. Just like what you say communication. dties not
belongto general communication. It is about how to ¢ooe
others and to make presentation. As it is a pets@ad training
could you tell me a bit more on what aspect youtwammprove
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CP
Ww
CP
WWw
CP
Ww
CP
Ww

CP

Appendix 4G

MY

Ww

on yourself through this training.

Well, it means how to handle different typep@fsonalities.
What do you meant by “how to handle™?

It means how could | communicate and relate witffedgnt
people.

By the “different people”, do you meafifferent personality c
different position.

Should mainly on different personality.

Is it about in general situation or in conflgituation?

Should be on general situation.

OK, please tell me what other kinds of trainimged you migh
have.

As the project | am responsible is quite differérdm othe:
people’s project, the target are people, otherdhindgal with mor
on machinery or environment. On the contrary,dch® handl
different individuals and different ppte have different thinkin
so | think this (training need) is more importamte.

CP 31 May 2005, 1330 start, meeting room 2/F

Interview MY 30 May 05

As of the present situatioh am no longer qualified to contin

with this Project.. Not possible anymoreYou want to make
a change, the Company won't allow you to make thehange.
That means, the Company womllow any kinds of change
you need to do things step by step, you need totadever yol
are being told, You need ta@pt the criteria adopted by othe

Don't try to change anything Now, WI (Work Instruction) i

needed for everything. The action of the workems laeing

placed under tight controlNo one could ever attempt
change anything.

| see, | see. Ever sindhe product X issue, the control t

become tighter.
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MY What else could we do nowNothing could be changed nc
Same practice as before, there are many systemesimittior
for you to follow. You dare not to change anythungder thit

situation.
WwW So you felt there is little chance to succeed?
MY Basically..no one dare to change the statue quo unde

present condition. Fearing that in case problerghimarise

after change. Seems better not to change anything.
Interview MY on 30 May 05 on progress of his Seitiated Project
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Appendix 4H Checklist for Group Coaching and a sample of feedback given to one

member — RC

Multiple perspectives on problems

Name of IMBA
member :

RC

Rate by :

Date :

Explanation of the problem

Rating criteria

Explanation not cles
and without
appropriate supports

irExplanation needs
further elaboration
and supports are

Explanation basically
clear but supports ar
not adequate or

Explanation clear
e and with appropriate
supports

quite weak totally valid
Check _ _
(Can check in From HR Mgt, From flnz?\nmal
more than one customer & perspective
item) strategic_mgt
perspective
Remarks
Insight

Rating criteria

Some of the points
presented are
incorrect

No new insights at al

Some new insights

Breaktglou
insights included

Check
(Can check in
more than one

item)

From customer value
perspective.

From strategic mgt
perspective

From HR Mgt
perspective.

From financial
perspective

Remarks

(HR) Useful for cutting lead time and improve aamy.

(Strategic Mgt.) No good suggestions presenteditdegmmpting.

Analyze of the problem

Rating criteria

Incorrect analysis o
the problems

Some of the analysis
is not correct

The analysis is
basically correct

Able to present a
correct and in-depth
analysis of the
problem

Check

(Can check in From strategic mgt | From HR Magt,
more than one perspective customer & financial
item) perspective
Remarks

(Strategic Mgt.) Some basic concepts missing frapiamation.

(Fin) Understand quote problem was the result sificient info or some info being passed

to other dept.
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Chapter 5

Appendix 5A Interview MY on 19 Jan 05.

MY The most important thing is able to apply atearning.

WW What do you think make it so difficult to applyliMC?

MY What you do need to align with the Companyhode of operatio
We had tried many new things such as One Piece, HIBEM. We
had learnt all those theories. TPEM had compldtedit doesrt
seem to create a lot of change. The machines tdrepsorly
maintained. There is not much change. One pievei$ better.

WW s it the project that cannot create results thatries you?

MY You know, | am not on a senior positiori.had learnt quite enough
theories...

(...)

MY | think I might need to attend some training &if. But the point i
that will the senior have the concept?

WW What do you meant by that?

MY What | want to say is that, if the heads do notehiéne concept, it wi
be impossible to implement the project as it valich on many oth
aspect of the comparsy’operation. For example, the PIE m
come up with the suggestion of reducing the peapt reducing th
production time. However, it requires the alignmehmany othe
factors such as the production, the material. Witiengoods at
urgently in need of delivery, many other requireteereeds to giv
way.

Interviewee: MY Conducted by Wong Po Wah on 18 2805, 1200 — 1225t
IMC Factory I, Block D, 2/F Mtg. Rm.
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Appendix 5B Interview MY on 19 Jan 05.

WW

MY

MY

WW :

MY

WW :

MY

MY

WW :

What kind of training you think you needed for the
implementation of your project?

| feel...that should be some kinds of programe lBperations
Management for a company.

..)
WW .

Could you be more specific, for example, the sulged title,
what you want to learnt from it(...)

Something more practical, different subject argaengineering
such as logistic analysis, layout design of the le/fiactory, some
layout design...everything.

That’s pretty general and not likely to be compdateone or two
courses.

Yeah, that's right. Those programs that weareently
engaging in...they are just one or two days. Youtcaally
learn much from it.

OK, regardless of the dates. What you think shoelthe right
focus.

It should be about factory layout, where to @dbe office, the
layout design of the workshop, the design of theslvause, the
logistic system. There should be course like Itieisig offered.

..)
WW .

What you just mentioned belonged to knowledge and n
belonged to the issue of “what” rather then “howSo you want
to know more about the “what” or the “how”.

Should be a bit more on the “what”. Actuallpasically know
how to do. The most important is the lacking othe.falling
short of some theoretical things to do.

What you feel is that you lack some theoreticaigkito support
your practice.

Appendix 5C Interview MZ on19 Jan 05
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You know my project is on packaging material. tHhseen in the printing
industries for 3 years and | am quite familiar witle operations of a printing
factory. After | had joint IMC, | had received nformal training.
Packaging material was originally handled by (mgd)d think I really need
training by (my boss) on an on-the-job basis. ihkhl also need some
training from Engineering, Quality and Purchasisgheell. There are quite a
lot of areas in need of alignment such as the patton of materials.

The critical issue is support from management. Jiqgoort from (my boss)
is especially important. For detail implementataord coordination work, |
can handle myself. | hope that my project couldrlfeuit in a half-year’s
time. Actually, there are not too much “do-diffetethings in it

Interviewee: MZ  Conducted by William on 19 Jan 205, 1340 — 1400 at IMC, Factory
I, Block D, 2/F Mtg. Room

Appendix 5D  Individual coaching with CP on 31 May2005,

CP:
Regarding this part, the major thing is to, firsttyy first step
is to locate the current problem. | need to colieformation
from different channel. After discovering the pier, | need
to improve on the existing problem.

WW : . I
But you had made an assumption which is that tixestaff
orientation had some sort of relations with theb |
satisfaction. This assumption had not been veri.

CP:
Ng.

WW : _ . -y
He (the new staff) might be perfectly OK with thesting
arrangement. (...) What you planned to do is cerainl
beneficial but could have nothing to do with theffst
satisfaction.

CP: . . .
Ng. That's why my ultimate is not to raise thewrstaff)
satisfaction level.

WW : L
What would be your objective then?

CP:

My objective is to provide them (new staff) with aven better
working environment.

(...)
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Appendix 5E

WWwW

EW

WWwW
EW
WWwW
EW
WWwW
EW

CP:

If we could provide a good environment to themytiven't
feel that they wish to quit.

WW :

Ng.

CP:

Is that right? Through this survey, | could stite new staff
turnover problem is not due to the low salary cklaf
promotion opportunities as this does not affect stadf.

WW :

Then you have a problem, a potential issue. Tigetaf
your survey is those who had not quit. If theydghat they
are not satisfied and yet had not quit, it illusgcathat their
dissatisfaction with the existing arrangement hetthing to do
with their leaving.(...)

CP:

Ng

WW :

If they said that they are not satisfied and yet het quit, it
illustrated that their dissatisfaction with the stiig
arrangement had nothing to do with their turnover.

CP:

Ng

Individual coaching with CP on 31 May 2005, 1330

Interview with EW on May 2005

Are you confident that you could achieve theechye of this
Project?

Sure, Just for this case $3 per yard had beadsa In one month,
we consume 10 thousand yards and that means we save $30
thousand. Just for this order we had saved 30stmal For a
year, we could possibly save 300 — 400 thousand.

So you had already found some suppliers?

| had already done it. The order had alreadiynh@aced.

Ng

| don’t worry about this

Not worry about this?

The former suppliers were mainly from Hong Kond.hey need
to earn money in the process. Now, the requirensemiainly on
quality. If the new supplier could meet our qualiequirement
and provide good service, they will save our timé.am pretty
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confident on that.
Interview with EW on May 2005 row 21 -28

Appendix 5F Extract of an interview with MY after the outward development program.

MY  The most important thing is able to apply afesarning.

WW  What do you think make it so difficult to apptyIMC?

MY  What you do need to align with th€ompany’s mode «
operation. We had tried many new things such as Biect
Flow, TPEM. We had learnt all those theories. WPEkad
completed but it doesn’t seem to create a lot @inge. Th
machines are still poorly maintained. There is matich
change. One piece flow is better.

(...)

MY | think I might need to attend some training on.JIBut the
point is that will the senior have the concept?

WW  What do you meant by that?

MY  What | want to say is that, if the heads do notehdne concep
it will be impossible to implement the project as itl wouch or
many other aspect of the company’s operation. example
the PIE might come up with the suggestion of reagicihe
people and reducing the production time. HoweNeequires
the alignmenhof many other factors such as the production
material. When the goods are urgently in need aivelry,
many other requirements needs to give way.

Interviewee: MY Conducted by Wong Po Wah on 19205, 1200 4225
at IMC, Factory I, Block D, 2/F Mtg. Rm.

Chapter 6

Appendix 6A Bio data of CFG Program participants
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Serve 2 | Serve
- _ 1* | Master Below 1
Name Position Diploma yr & 1-2
Degree| Degree yr.
above yr.
1 AH . )
Director — Operations v v
(Resigned in Jun 08)
2 RL
(Take up the role as hepd v
of Operations after the
resignation of AH)
3 Supply Chain &
™ pply v v
Material Mgr.
4 PF Operations Mgr. v v
5 KY Factory Mgr. v v
6 Manufacturin
TC ° v v
Engineering Mgr
7 uality Assurance
RR Quallty v v
(QA) Mgr.
8 PK Operations Mgr. v v
9 Fz
(Withdrawn due to
resignation in mid 09. HR Mgr. v Studying v
His successor had no
been invited to join the
Program)
10 TD .
(Withdrawnand replace Operations Mgr. v v
by MYL in Jul 07)
11 MYL Operations Mgr. 4 v
12 KC Operations Mgr. v 13 Aug 07
13 Quality Assurance
wcC v v 5 Nov 07
(QA) Mgr

AH (and later, RL) were not participants of the gmam. They are the sponsor of the
Program as staff 3 -15 reported directly to them.

Participants 2-11 all report to AH directly. Eaghthe participants had several managers or
assistant managers or engineers reporting to thdims therefore quite obvious that all the
participants were well qualified managers.

Appendix 6B Kotter's 8 Step Model

Eight Steps to Transform Your Organization
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1. Establish a Sense of Urgency

. Examine market and competitive realities

. Identify and discuss crises, potential crisesnajor opportunities
2. Form a Powerful Guiding Coalition

. Assemble a group with enough power to lead thegbhaffort

. Encourage the group to work as a team

3. Create a Vision

. Create a vision to help direct the change effort

. Develop strategies for achieving that vision

4. Communicate the Vision

. Use every vehicle possible to communicate the wesion and
strategies Teach new behaviours by the exampleeajuiding coalition
5. Empower Others to Act on the Vision

. Get rid of obstacles to change

. Change systems or structures that seriously uridertie vision

. Encourage risk taking and nontraditional ideasiviies, and
actions

6. Plan for and Create Short-Term Wins

. Plan for visible performance improvements

. Creating those improvements

. Recognize and reward employees involved in theorgments

7. Consolidate Improvements and Produce Still MZinange

. Use increased credibility to change systems, ttres, and policies
that don't fit the vision

. Hire, promote, and develop employees who can imeig the
vision

. Reinvigorate the process with new projects, thenaesl change
agents

8. Institutionalize New Approaches

. Articulate the connections between the new behasioand
organizational success

. Develop the means to ensure leadership developnaemt
succession

Kotter, John P. (1998) Leader to Leader, A publicabf the Leader to Leader Institute
and Jossey-Bass, pp31-33

Appendix 6C Note on the key points discussed andrivarded them to AH after meeting
with him.
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. The approach of building up people’s strength mathen focus totally on eliminating
weakness will be more effective in reducing resistéato change. It could convey a
strong message that everyone is important and blglta make the change successful.

. The action learning approach could effectively @nthe message of “changing others by
changing ourselves first”. This is a good caséatling by example, which is important
for change management.

. The 8 managers are all different in terms of thgrele of receptiveness to change. As
they could influence their subordinates profounttigy need to be changed first. Action
learning is an appropriate method to bring aboosehkinds of personal change.

. Rather than using action learning as a separatgram this should be actively integrate
with the change process. The change processiach @ontext for learning for everyone.
Sustainable development of the company relies eévelopment of its staff.

. The ABC Change Management program(name had beengetiato CFG Program
afterward) is an organizational development pracesdVithout the organizational
development, the change will not be sustainable. orber to support the change, both
personal and team development are needed.

. The Action Learning Program will partially integeatvith the ABC Change Management
Program and become part of the change process.

. The 5S implementation is a common experience farsat all of the management staff.
The major challenge facing the management is tcentdbecome sustainable. We should
ride on it to reduce the feeling of creating ext@k burden to the staff.

. The three Workshops serve as “data collection” @wvhich the direct reports could use
them to formulate strategies to do differently.

. The 5S serves as the “laboratory” for trying owd tihange as it provide a lot of stuff for
experimenting new ways of doing things and new bieha

10.The Group Project serves as the ultimate testingrgt on the level of development of the

8 immediate reports.

11.AH will explore a Group Project for his managemesam which could be completed after

8 month.

12.The whole process will span a period of 8 monthEhe peak time will be avoided in order

to minimize the distraction.
Source: Points discussed with AH 22 Feb
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Appendix 6D

Strategy | intended to take to cope with the issuearising from Cycle 1

Issues discovered in
Cycle 1 that need to be
addressed in Cycle 2

Split
owner-
ship of
results

Brief
-ing
Mgt

Change Mgt Work-

shops

3two
hours
work-
shops

Change
mgt as
theme &
Kotter's 8
Steps
Model

Group
Coaching

Intra
depart-
mental
Project

Inter-
departmental
project

Self improvement plan

H.O.W
Projects

Project
T &B

Team A

Mtg

Strength
Finder Test
& the

book —
Now
Discover
Your
Strength

Personal
Inter-
view

180
degree
feedback
(2 times)

Individ
ual
coach-

ing

Admon
-ishing
official

Forum

Briefing
mtg. for
top mgt

The “L"

Role conflict of me — drive
for business result vs.
learning result of the
project

The “L” & action not
closely related.

What one had learnt not
explicit

5 key
ingred-
ients

The P

Want to learnt something
new and practical

No “recognized ignorance”
raised related to solving
the problem

Real
problem

Members as part of the
problem

Downgrade the original
problem, to become a
puzzle in face of
organizational change

Imple-
ment
solution

Act within comfort zone.
Choose a “sure win”
course of action.

Feel oneself doing extra
and benefit the Company
only

"Qing’
each other

Difficult to induce critical
reflective working
behaviour

\

AN

Individual project failed to
stimulate interest in “Q’ing”
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each other

strength
Change Finder Test
; ; Split (¢ | 3two | mgtas Arrange & the 180 Individ -
CIssues discovered in owner- Brief hours | theme & learning HOW Project TeamA | ook~ Personal | , egree ual Briefing
ycle 1 that need to be shipof | ~ N | Work- Kotter's 8 partners, Projects | T &B Now Inter- feedback | coach- Forum | Mtg. for
i Mtg ; view ; ; top mgt
addressed in Cycle2 | . 0o | Mat | shops | Steps pr?_parel Discover (2 times) | ing
Model action pian Your
Strength
Take )
improved The action of not to take v v v v v v
action any action
Drag on and more
concerned about getting v v v
things done
*Other ﬁ]eg?':r
key Too eager to drive for
success zgfnpnﬁi?-& delivering business result \/ \/ \/
factors ment
Lacking “tools” & authority
Facilitator to facilitate critical self v v v v v v v v
reflective behaviours
Volunta Formal positioned as “fast
artici gtio track program” invited \/
ﬁ P political behaviours of
joiners.
Clear
objective Objective of learning not v v v v v
for the clear.
program
Careful —
: Nomination by department
S(;Irteiitil_on of heads shrank size of the v v
gants selection pool.
Members not “embrace” v v
challenge
Group .
. Dropping out of members
drgagr]llcs and lack of group v v v v
ﬁ] ar? a g(}eld meetings lowered moral.

*Other key success factors — Items that had bsgdliout in Table 2. IV that could not be categatias adding description to the “5 key ingredientsthe “L”
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Appendix 6E  Master colander of key activities andist of critical incidents

isijr Dates aEc\tll(\enr;lt:/s Participants Objectives/Key Deliverables
1 On 23| Induction AH and all| Introduce the CFG Program & the change
April Meeting participants management theme.
2007, Introduce the action learning approach.
Introduce the book — Now Discover Your
Strength and the Strength Finder Test.
2 Strength AH and all| Each takes the on-line test of Strength
Finder Test | participants Finders.
A profile for each of the participants will
be generated automatically after taking the
test.
3 | 28th, Personal All participants To obtain the participant’s viewwards
30th interview the findings of the Test.
April , | with each of To get the participant’s opinion toward the
2nd, the change(both organizational and individugal)
7th participants they would like to achieve.
May,
2007
4 | 16 May| Change AH and all| Communicate the program content and|the
07 Leadership | participants approach to all
Workshop Complete a group picture on the
Part 1a participant’'s perception on the HMQC's
existing conditions.
5 |9 Oct|180 degreeAH and all| Write down opinion towards others.
07 feedback participants Give feedback to each other.
6 | 31 May| Change AH and all
07 Leadership | participants
Workshop
Part 1b
29 Jun| Change AH and all
07 Leadership | participants
Workshop
Part 1c
7 (18 Jul
2007
8 Meet each All participants Communicate the feeflirom other and




participants select the most unwanted “roadblocks”
9 The HOW
Project
10 The ProjectT AH and all
participants
180 degree AH and  all| Feedback from user and from supervisor
feedback participants Compare and contrast what the participants
had said they would improve and how
others perceive them.
Dec 07 | Set individual Base on the 180 degree feedback, each
objective participant set his own change objective
24 Jan Review Vice President Report back on the progress 4and
08 meeting with| (VP) & WW achievement.
Vice Selection of a problem for team project.
President Get consent to quote CFG Program data in
my PhD thesis
11 Apr| Meeting on| Head of OpD &| To share the intention of improving the
08 Project T and NBD & WW alignment process between OpD and NBD
alignment on new product launch
issues
May Team A & B| All participants Two teams invite New Business
work on Development Division to explore solution
Project T
3 Jun| Meet  with| Me and| Report back on the progress.
08 Vice vice-president Discuss on the Forum arrangement
president of
HMC
16 Jun| Flooding &
08 suspension of
Project
Aug 08 | Resume  of
Project
Aug 08 | Brief new Op WW Brief the new Op Dir on the achievement
Dir — RL of Phase | and arrangement of Phase I
12 Sep Forum RL and all Each team present their proposal
08 participants
2 180
degree
feedback




Appendix 6F Initial interview with PF

41 26:27TWW

42 27:07PF

43 27:5TWW

44 28:24PF

OK, regarding the Strength Finder, thenentioned son
personal strengthbaut you. What's your view on the
Could you recall it? (I read out the 5 “signattakents”
from the Test report KY forwarded to me) You |
mentioned to me that they are 80% accurate in th&sg
you (PF: Yeah, yeah), right, it's 80% accure
description of you (PF: Yeah) OK, let’s not to dbabe
the methodology or the accuracy of the Test buter
we take it just as a reference, had it gave youiasight
or any view.

Ah...what | feel is that.after completing (the Tes
there’s a high resemblance of me. Especially ana
two points. But for some, there is some, say
example, “responsibility”, it's me. Very muc
represents me. And for some it doesn’t quite dles
me. (WW: Which a they?) But...for examp
“harmony”, may be | felt it described me quite wiilit
others may not think the same way. Ha ha...Y
that’'s the way it is. | feel by just doing theseuld it
be accurate? We all know that it is not so. (WVéal
So this isjust my wish...that is my own wish list of
strength. For me, that means, ah, yeah, may be
hope that, | could do it in front of others...I may be a
bad guy (WW: Yeah), but in fact, | am not. | am sill
pondering on this. Is that really me? | may think
so but it fact itis not. | am, | am still experiencing...
You focus on the “harmony”. Are you telling me the
what you had filled in was actually what you waa
become (PFYeah, Yeah) your wish (PF: exactly, | .
thinking about this) (...) OKactually you are striving fc
these two things (PF: harmony...), harmony
individualization, (PF: Right) hoping that you cdutio
better on these (PF : Yes).

Yeah, just like what | had said, “harmony”, |
resentment, and less feeling beprgssured on by othe
or being asked to do too many extra things. Fepllass
happy. That meansdo wish to have harmony. But



my actual behaviour probably could not exhibit this,
ha...

45 28:41WW OK, that's not strange, sometimes we will fill irf&ish”
image of me (...)

46 28:58PF That's why | had experienced some kind of stieigg
when | filled out the questionnaire. [I'll askyself:
MANs it really (a representation of) me? Somegjrie
will ponder around whether | was referring tewdrking
me” or the “family me’ | think there could be
difference™ somehow...

47 29:12WW Sure, sure, sure. @ will definitely response different
to different role requiremenand in different contex
OK, will it induce an expectation at your part fa
chance to change? hdt is, apart from what you jt
said...?

48 29:30PF  Sure...Filling up this Test is just a beginningVhat |
feel is that after knowing these, what shoulddimmwed
iIs how to ...maximize the strengthBecause just L
looking at it (the Testesult) couldn’t tell me what is
good for. | hope that after finish reading the koQ..)
| could have a better idea of it.

Appendix 6G Initial interview with TW - Supply Chai n & Material Mgr. on 7 May 07

3 1:07 WWSo, overall, that is, up to ith moment, what's yol
thinking or your understanding? That is, up tdhn any
guestions or anything you want to express is OKust
tell me. Our conversation this time doesn’'t meabe ¢
formal interview. "2 be more casual and that's
about ag kinds checking of your understanding, ric
That's just for deepening our understanding. ¢
There will be no right or wrong answers, OK?

4 TW Ah, for me...on this program, |, so far, feel thdt, .at’s
my impression up to this moment right.

5 WW Exactly. Impression. Right. The feeling here



6 1:57 TW

now.

Up to this moment, ah...quite a good appro
Ah...this is...after attending so many ...training, tis:
the first tie that tells us the need to discovee'srown
strength, the strength. (WWe4h), this...this approac
| had flip across the book, well, start lookinganthe
content, and ...ah...its elaboration is quite good. II
many people will just pay attention to one’s c
weakness and not mention one’s own strength.

7 WW So it seems that you had already gtmeugh a great pe
of it.
8 02:19TW Ever sincel was a kid, parents frequently ask this sol

question: OK you got a mark of 95 so whelee
remaining 5 marks hadent to? (WW: Ha ha ha ha)
that is, that this is ...a new appobato me. | used t
ah...my personal development thatmy career, for m
own self, is always, quite focus on my own weakrag:
how to improve them. | always think about the nés
remediesthem and think the proper way is to focus
effort to improve them will do good for me So...I neve
thought of maximizing my own strength. | can stgt
is quite interesting. Because, one’s weakness tnmgt
be able to eradicated and...ha... created a big pess
one self, and resulted in not able to excel in @harg.
It is good to change but failing to do so couldateear
increasing pressure on one self.

9 WW An ongoing failure, possibly.

103:28 TW

Yeah, yeah, yeah. So...so...I'll reflect after failaec
discover, hey, my strength is lying there,tbat’s really
my strength so that make me feel a bit more bath
That's my feeling. Ha.

Appendix 6H The various HOW Projects

No.

Task

Responsible
Dept.

ME |QC|MC |OM

Actionable items Leader

Date
complete




Turn all (HMC)'s Wi to A3 size
1 |wi * | * |— | * |\with visual aids & content reviewTC Jan
target DDI
Training / Earl
2 |Shop Floor * | * |— | * |Focus on Mgt staff training MYL Novy
Management
* | * |— | * |Training of shop floor mgt for ONMYL 7-Dec
« | » |__ | « |Periodical cross audit for lesson PE Mid Nov
learn/benchmarking
* | * |— | * |Set up guidelines of incentives PK 7-Nov
* | * |— | * |Real time data mgt for (Factory 1) KC
. Automated machine for (product
* * | __ *
3 |Automation line X) TC/ PF
« | % |__ | « |Automated swaging & punching TC Jan
machine in (Factory A)
« | » |__ | « |Auto labelling machine at (FactofyC / 7-Nou
A) MYL
. Conduct simple line balancing fo
* — — —
4 |Line Layout all existing manual assembly IinerrC Jan
« |__ | _| __ |Install DFT for ( production line TC Jan
X)
5 Supplier I P R TW
Development

* the wording in () were not the original wordimg order to conceal the identity and business
information of the company.

Appendix 61 Meeting with AH on 10 Mar 08

39 WWwW Yeah..., so, as | had said, two of us, own difi@rent results You owr
the business result...(AH: | had my business resuk) ¢&H: And, that’
cut cost, cutting of 200 headcount for this yeargxpend our horizon.
(AH: cutting 200 headcount, what kinds of resultuyoould ask foi
result, there’s nothing wrong with my finaacresult but | am the on
one to need to cut two hundred headcount), sopsdegl...



40 AH
41 20:00 WW
42 AH
43 WW
44 AH
45 WW
46 AH
47 WW
48 AH
49 WW
50 AH
Appendix 6J,

1 (50min 29PF

sec. +) *
00:00:04

Please tell me what kinds of horizon we could ekpéar the whole
organization, what kinds of mental benefit | cogdt? Cutting 20
headcount, at the erad the day only we got to cut 200 headcount.
easy for this division that is most easy to cutdoeant so | got a cuttir
of 200 headcount.

That...that's a result no one would ikesee, however...

Ha...so what, what else we coudd, please tell me? What financ
result? What else...could drive? What else couldedthe peopl
mentally secured to do this sort of things? Whaytwill find out is tha
after doing all sorts of things, one need to bbeardonsequence.

That's , that’s, that might not be a ...what | meant.igair, not fair, |
dare not to say...

| made no mention of fair or not fair (WWeah 1...) | just act as pe
instruction.

That's ...OK

The question is | don’t understand why | e only one who needs
cut (the headcount)?
Ah...I could understand your point

Ha, | need to cut 100, done. Then a requesteditdl @5, | make |
200... right?

Ah...look, ah...two, that's two issues...OK. Surely thahot totally
unrelated..OK.

So what you could think of, mentally, what else ffeople could dc
What will be in their mind, what could be contin@edWhat could b
next...squeezing, right?  Telling you ...integratidmgw to integrate
my dear fellow. It's so simple to cut 200, so wimégration to do.

Team A F' Meeting

| felt the objective mentioned by (WC) is right. A systeould be
developed in the course of conducting the projettowever, | hav
some other thiking. For example, you mentioned training uj
particular person; I am not busy in with this. Rbrs time, it is
project. In other cases, it would not be feastblelo this from time t
time. That is giving a problem to the boss. Irdeahat yousaid and
had similar experience when | work with IV tellifgm, hay, pleas
inform the client so and so, but he might féttat's not my duty bt
someone tell him that it was his job. Then youehawproblem, That



bad. | am not acquaint with éhpeople®he felt that it's the usi
practice, ™ but | think otherwise. Just like wiyau had mentioned
the case, in the system, the responsibility is wéegr, | just hope that tr
could be included in our objective. Furthermorewhwe couldbreak
down the wall between us so that a common goabidoelbuilt up.

2 00:01:22 WC There’s no wall.

3 00:01:23 PF But they felt there is a wall. (Mixed voice of dission) So should v
make them felt there is no wall between us thrahghproject?

4 00:01:32 WC But they may feel that we are thel folack.

5 00:01:34 PF Ha, so we break down, that is, we could do thatw&*are not simile
in™MA ] felt that we, as group A could produce theput...

6 00:01:44 WC That's why we mentioned thatadllus need to reach a consensus witt
NBD. The consensus is about all of us agreed on...

7 00:01:54 PF Also, as what you had mentioned, for example, wghtnot be able 1
predict where the leaking would happen, we mighieex 5%. Woul
there be amtocol of conducting a validation, the companyaetle tha
the consent of the senior management need to bainelt if the
percentage was beyond a certain level, OK, so™"

8 00:02:15 WC Hay, let's be fair, let's be fair. eWhad already been feedirige
engineering with a lot of task and they are hamdlinem one by on
They had never mentioned that they are not gointhemge. They he
not rejected your idea. They are not against...

9 00:02:30 PF Butwhen reaching the stage of, ah...

10 00:02:31 WC However, they had made clear thertetlis something that could not
done and there is something they would do if thayid

11 00:02:35 PF But in this case, we had become victim, should ve&emit , if possible
be known by others...

* 50min 29 sec. should be added on top of this time as this is part 2 of the recording of the meeting.
Source: Mtg Team A (b) 16 May 08

Appendix 6K Meeting between Team A & NBD staff

04:59 — 0625
TC : We had been split into two teams, andtaroteam might invite you to a lunch also.
We would like to invite NBD together with us to dage in what way, using Project T

7



as a media, in what way, well actually, we don'tnwa talk but would like to hear
from your side, ah, actually we shouldn’t talk, wanna to listen and we won't
criticize any of your opinion and we won'’t give higsponses. We engage in this
project alignment and we want to listen to yournogms. Tell us what's your
problem, where’s the area you thing things go wramgl where you think should be
improved. We want to listen to your opinion andtih why those responsible for
the Project T are here. We already had some ghamong us and we wish to listen
to your opinion in a more casual environment. &oheof you could take turn to
express your opinions. Actually Project T is jashedia.

NBD staff: What kinds of opinions you want to gstwe had, before, had some...

TC:

There’s no need to concern about therkefve focus on the product alignment..

NBD staff: What you meant is how to have a bgtteduct launch.
Source: Voice file: Team A at Restaurant

Appendix 6L Team B Meeting (a)

210 48:.01 FZ Let me speak something. Regarding the reas
do not understand the inside story and
understand as clear as KY, | feel thabw to say
should we better to more ... to see if there aré
some other reasons. (KY) may be right, there
such kinds of factors inside. However, will th
be any other factors, any other factors that |ex
this situation, right? Is that theeople below ai
also like this...(interrupted by KY)

211 48:30 KY OrasRRsaid...

212 WW  Please let him finish first

213 48:33 FZ |feel that might be better, we might be able itk
out some real stuff, right?

214 WW  Understand the reason behind, sehat's
everybody’s view?

215 48:42 KY Me and PK shared the same opinion, so may t
can take a look at two of them.

216 48:46 KC So this viewpoint meant...

217 48:48 WW You had not talked much on your opisio

218 48:49 KC Yeah, they had been vergatl (mixed voice
discussion)

219 4853 WW So that meant you had come to a ceiariu

220 48:56 KC Come to a conclusion.



Appendix 6M
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221
222

223
224

225

226

227
228

WW  No need to understand further.

48:59 KC Not no need to understand furtheFdr me, | ha
not concluded yet. But feel they had made
conclusion already.

49:04 WW No need to talk with them.

49:05 KC Yeahthat mean no need to write down, for m

could not made such a conclusion yet, is it re
like that, possibly, study it a bit more.

49:18 KY  Theexperience of each person is different. |

in-depth contact with every layer of NBD. Th
why | know some secret. Therefore, if you
me that | made a conclusion and | could tell
that | do had made a conclusion.

49:32 KC So you can weitdown all the secrets (mix

voices of discussion)

49:33 KY  Yeah, | could write them down.
49:36 KC So you can open a blog.

Message on Admonishing Officer

03:04 WW So this is an overarching goal. Righthis Program, | eed to emphas

that there is not much we can do by ourselves. d¥ew the motto |
“help others to help ourselves”. That is, to hiblem so that they could

able to help us in a better way. Right. We shdeddhem aware that v
had voiced out lodly already but they still couldn’t hear. So ¢sm tc
tell us how much louder we should call out so tiay could hear, wh

kind of information and at what time we should féedhem etc.. Certainl

our ultimate goal is to strengthen the stremgjtliHMC) and minimize he
weakness. OK, that's almost all in my agenda ahdd provided sorn
update on the situation. For the latest situabbrthe product, you ce
brief each other subsequently. Prior to the mgetiwe had me
individually and hd allocated a job for everyone. Everyone is thatel
black best of your signature talent. For your team..KY is activatot
RR is “competition”, PK is “strategic”, FZ as “faiess”, KC is “analytical”
OK. (...) We actually could adopt a zoom in anermoout technique
That is, the roles, as each one had taken ugparenimize... to maximiz
the opportunity for success. Furthermore, apainfrhaving a mast
black belt for each talent, we need to allocate moee role which in th
ancient time thathe emperor will grant the incumbent of that posita
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05:08 KY
WW

05:11 KY
WW

05:39 KC
WW

05:49 FZ
WWwW

guarantee of not be punishedOK a quiz for all, what is the name for t
position? An official who always by the side oétbmperor and act like
devil’'s advocate, asking the emperor to rethamkl rethink before makir
final decisions.

Admonishing officer.

That'sit. We need an admonishing officer.to

Should we admonish by threatening seicid

Right. OK. So | had chosen the admonishifiger for each ae so the
each could take turn to admonish the other whogdradented his opinio
The admonishment could take the form of commentthdr you agree
not agree with the one who had just spoken. QGuytadon’t try to bea
shoeshine boy. It should be a comment based on...

Always state the opposite opinion.

Ah, certainly we should not criticize for the sasecriticize. You cal
give another opinion or to give some highlight.

What you meant is agree or in line with"

“Agree but” is also OK. Or you can agree the most parit diut you
had another view on a minor part. That’s totallyta you. In that cas
please memorize the identity and don't get wrongC takescare of PK
PK takes care of FZ, OK, and yahould give feedback to what he s
And FZ should take care of RR and RR should in teke care of KY an
KY on KC so on and so forth. Is all right? Goodso in a moment, w
will start a round the table discussion and for ndue to time consint, |
had set an agenda for all of you. There are quit# of agenda items f
today. So what we had just engaged in and had spesiderable amount
of time is part one only. However, there is onmdhthat | would like
every one of you to paypscial attention. We are here not to serve a
crisis committee of Project T. In the Projectfiere may be a lot of isstL
way up there. There’s no need that we cover asolve all those issue
OK, who had the most updated info on the Projegliebse proceeded
brief us. | think this job should go to PK, right?

10



Source: Data /Team B / Mtg Team B (a) 16 May 08

Appendix 6N Presentation to senior management on ppose of Forum

B The Forum is the most important part of the ChaageGrowth (CFG)
Program.

B The key objective is NOT to solve the detail operaproblems but to
learn about change management.

B The T project is only a “backdrop”. The “show” rieally about the
way of thinking of the Dept heads they reveal igittipresentation.

B The key objective of this Forum is to groom thetdegads on strategic
thinking — acquiring different ways to view a preiyl, understanding
the interest of different parties at stake, takamdong term vision,
customer centred, creative thinking and making best balanced
decisions.

B Please put forward question which could challenige presenter’s
biased assumptions, the area which is not custdoveised, the area
that important aspects had not been fully consaiere

B The Panel's comment will be used as learning pamthe subsequent
coaching sessions after the Forum.

(Slide # 12)

Appendix 60 Message to both Teams on the NBD’s ceent to work together on Project T

Please, please, let's focus a bit first. I would like to say something. Please. OK. That's Team B,
team meeting. I would like to brief you first on the update situation. (---) On this Monday, I had met
Mr. R (Director of NBD) & Mr. P(Engineering manager), OK. We met in Hong Kong. They were
more than happy to align with your work and they had decided to provide two resource centres for you.
This arrangement aim at enabling Project T to become a success. I suppose those who formed the two
resources centres were colleagues whom you are already working with. They also hope that not just
the Project T could be a success but also in the future, they hoped that NBD could have an even better
alignment with all of you. That's why they had also selected several of their staff, whom you should be
acquainting with, yes? It was hoped that in the future, they could align with and could also work out
things by themselves in the NBD. Hoping that they could be a catalyse to facilitate the two parties to
achieve better alignment 1n the future. OK?  So these two teams served as a resource open to all of you.
So regarding how you would like to mobilize them or to buy them a lunch etc and get info from them 1s
all up to you. OK. They already know about that. OK. You get it? These two teams, based on the
previous meeting their feeling was that the present situation is like that (showing a PPT). The NBD

11



and the Operations are playing tennis over a high wall.  We serve a ball to each other without knowing
what the other party 1s doing and wondering what the hell others are working on. So whenever one
found the ball does not belong to me, I will throw the ball back to the other side of the wall. (--+) OK,
they hoped that this Change For Growth program could at least meet one purpose and that 1s the NBD,
could “sloooooowly”  pick up the bucks. So it is really about how the Operations could tune in.
Certainly, 1t 18 a best part of their wish.

Team B Meeting at 0025

Appendix 6P  Conclusions and recommendations of TeaA (extracted from their PPT
presented in Forum)

Conclusion:

[HMC] has comprehensive standard of operationakgulare but most

people are not following.
- Ineffective training and internal audit
- No monitoring

Roadblocks (Engineering and Operation)

- Lack of team spirit & different goal
- Lack of transparency

(Source: slide #7 of Team A's presentation)

Recommendation:
System
Training of New Product Launch (NPL) procedure
Revised training plan for fitting to various positi for both Operation &
Engineering team.
NPL System Review regularly
Monitor the effectiveness
Invite manager for forum and share the strengtimfrather repudiated
industrial companies.

On Project

Offer rating to each new Project for regular mamagyet review.

Monitoring the project management through scrag,réime and other
relevant parameters.

Regular review the CPS and keep momentum of teahpinject.

Setup a task force for each project.

Team members are accountable for matter from KickllcSOP

12



On management

A predetermined goal of project should be apprdwedop management at
the beginning stage

Top management step in at some important stageogqb. Sign off system
IS a must.

A company award will be granted to the best layorciect.

Total Authority over cross-functional project team.

On documentation

A comprehensive file of project with aid of compute

Documentation management for easy record retrindestorage

Project file (should include) : Gantt Chart, DraginDesign review,
Reliability test, Meld progress, CAF

Apply “WORKFLOW?” to reduce the approval lead timedmcument

13



Appendix 6Q Sample of the Strength Finder Test Rept
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Appendix 180 Degree Feedback Form for participants

If ...(part 3) — for peer level CONFIDENTIAL

If will become my direct supervisaiera months time, (assuming that he is
totally qualified in terms of both experience aedhnical for the position) I think he could be a
more successful leader to lead us and the wholgsiDivif he could improve the following ways
of doing/handling/seeing things (can fill in 1-8rts):

From To Gap (5 being the widest)

15



Chapter 7

Appendix 7.1

Team A

Examples of “comrade in adversity” way of group refection for Team

A&B

128 |07:55| TW

Shddn’t the project leader be the gate keepe
ensure whether those procedunesl been followe
or not.

Share reflection
on experienc

with others

129 |08:00) WC

That'’s the job he should do. Ah, such as, hay
should do this TC and you should do th&fiC.
That's what | am “currently doing.
AMAall people.

In that cé

Share reflection
on experienc

with others

130 |08:07| PF

However, [BB] (of NBD) had also mentioned wi
he take up the role as a project manager, hehfa
he had experienced somifidulties when locatin
people on our side. He raised examplg
contacting a lot of people but they didn't seems

understand. That's his feedback.

Have thos
colleagues
(NBD

criticise

staff)
an(
advise

131 [08:20| TC

Will this tell us something atothe issue Q@
communication channel in our whole organiza
which is actually not very clear or quite confus
Or they may be relatively not very official or
formal.

Take that advict
and reflect

Source: Mtg Team

A (b) 2 Jun 08

144/26:39 | WC

team. that had just been discussed)

an overall authority to obtain the compliance ¢
of the team members. OK? Whether it be
whether it be PF or whether it be WC. AHoulg
comply with the directives of this Progré

Manager. OK | believe, we can still have ¢

Iwant to mention one thing about cross fungShare
In it, thejon
certain position called program manager whojwith others

own opinion or we might feel, hey, we shouligin

reflectio
experienc

16



do it this way and they might feel uncomforté
with this. However, we migh possibly, need tg
and the Operation might also need to change t
mindset.

146(27:40 | TC |That is autocratic, right? The existence ¢

program manager meant autocratic.

147|27:44 | PF | felt a bit reserved on this, what yolantas... |Have thos
colleagues
criticise an(
advise

148(27:46 | PF  |In case that that he (the program manager) neHave thos

purchase a machinerworth 1M, you need {colleagues
comply to him, because... criticise ang
advise

153(28:09 | TC | The question is none of astually | could see Share reflection

one at present in our company could be able jon experience
this... with others

154(28:18 | WC | With the competence.

155|28:18 | TC Right, with such a straight authority. isltsuchaHave those

big powersthat | could think of no one except |colleagues
the big boss who could do this. criticise and
advise
159|28:44 | PF  |Because the program manager is currently JHave those
the NBD and that meant all team members ojcolleagues
Operations need tobey him. | am a Mbcriticise and
hesitating about it. advise

160(28:54 | TC |4 {# %% [ infrastructure » || & % [ EHave those

organization infrastructur%[ﬁ » Al 7R > 3 colleagues

fi'fj= 5% [l operation U4 #iE [ under fd— ff|criticise and

program manager [*If * [ > B advise
161|29:02 | WC |End of the day program manager}ﬁpﬁ%&ﬂé’?’ eno

of the day: P<¥L{FIfIBEP{Fy [ o [l Pl

project [z -

162(29:10 | TC |{E fﬁ?:’f&ﬁﬂé’% resources”’Fﬁ’ HONEEIPAERESL 2 Have those
colleagues
criticise and
advise

17



173

29:51

PF

NG AR U i A
SRR TR (A @Ev[lﬁ—f budget % >
funding [l 2&2 T4 project> {Hf"F M
Ml P“FEJ%%#T:’ Pl RS HPE@??‘@
‘*Afl

Take the advice,
partially and
stating ways to
set limit on
authority

181

31:20

TC

Concept WISGW?%I I i o

Take that advice
and reflect

204

33:37

PF

Actually, what WC you mentioned aim at tack
the leadership issue, that sort of thing.

Take that advice
and reflect

205

33:42

wC

That’'s what | felt is currently lacking.

ake that advice
and reflect

206

33:45

PF

Yeah, that is what | actually agree.

Takt advice,
and reflect

214

34:35

wC

Over cross functional tearf -

Take that advict
and reflect

30

10:47

wcC

This is very important. The opposaety (the
NBD) should be able to hear our voices. What
felt about the current situation is that they caubd
really hear our voices and also, would not give
explanation on why they had not accepted our
opinions. | think that's a major problem. We
might have provided a lot of proposals or given
them hints on some potential issues. However

couldn’t see in what way those issues mentioned

had been addressed.

Bhare that

Learn from
éxperience
Reflect

experience with
others

, we

31

11:10

TC

The point | really agree with you iatflthey
should listen to our opinion. But | will choose
another word, which is that they should give
responses to our opinions, but not necessarily
accept them. They could choose to accept or
to accept. Whichever is the case, they should
provide response. That's because when you h
made a response, that should be followed by a

to explain their cases and tell us whether thely fee

OK with our ideas or not. The present conditio
that ever since we had voiced out an opinion, it
seemed just disappeared right away. Ha. That

Take the advice
but modify it.

Have those

1qﬁlleagues
criticise and

&9’ ise

need

18



why | agree on this point. They could just give
response and not necessarily need to agree wit
it.

Ha.

a

11:43

PF

on the situation.

That should be a kind of channel to peelback

Take that advice

Source: Data / Team A/ Mtg Team A (b) 2 Jun 08

76

19:16

wC

(Based on the data collected) | couldeam
with a result and a finding.

That is the existing system is not effectiv
Furthermore, no one is auditing the system (
ask) weather the system need to be adjus
This had not been done. That shows a sys
break down.

That’'s what | could share with you

Learn from
experience

Hreflect

tem

Share that
experience with
others

77

19:31

TC

Well that is a finding.

78

19:32

PF

| am quite agreeing with your mentionifigag
point which is about the production of
periodic project report for th
management’s reference. (I feel that) t
report should not be compiled by one person
rather, by many people, whoever h

progress

Have those
eolleagues
&iticise and
[@dvise

but

ad

encountered with difficulties.

Source: Data / Team A/ Mtg Team A (b) 2 Jun 08

Team B



115 30:10 KC (...)My view is that we should take a look at
whole Program and in the process of developr
Will they have a mindset that if the Operation dcLearn from
not get involve earlier so that we could provid experience
feedback, they could feel that they ...that al
issues about engineering had been identifit
already, they might felt that they know
everything already and there is no need i
consult us further. They think they know
everything and | had produced it already anc
that's the job of the Operation to follow the
instruction. That’'s what | heard about the past
practice. As of the allocation of resourc
Engineering is purely engineering and everytlReflect
about them will be handled by them. Becaus
the lacking of the PE anengineering peopl
Operation will work according to the instruction
the engineering and that could make us felt they
had become the ruling party. That makésemr
accustomed not to consult us as they had al
knowhow and knowledge. What theeed to do iShare that
to tell us. But now, the operation team had bexperience with
strengthened, the QA team had been strengttothers
and many feedbacks could be generated by
operation team and the QA and the production (...)

116 WW That could happen. (...) We should think cle.
what sort of result we want to achieve through
activities and this proposal. (...)

117 32:28 KY Let me say something about that to see if you aNot commenting
Firstly, lets list out all the problems we discove on KC' s idea
(...) in the development of the project, up to but stated another
moment. (...) All those problems related to tlidea.
ways of doing things.

118 WW Right, what do all of you thk about that? What
your opinion, PK? (mixed voice of discussion)

119 33:29 KY Actually, what KC & FZ mentioning is a bit ttNot taking any
in-depth. A bit too idepth and not really ttadvice from
objective. Training, guidéine etc. They are a lothers.
in-depth. Our objective should be simpler.



39

03:03 +

39" of
part 1

KC

Actually, | feel that, to be frank, | had notdre
heavily involved in the existing process a
say, you are very familiar with this, ™)
shouldn’t we take a look at the documents
the project had be
following, as you had said...(Interrupted £
incoming mobile phone call for KC)

be sure whether

KC raises the
nassue again on
"the need to checl

tout “what really
eis happening”
Dywhile

acknowledging

KY’s

“expertise”.

KC'’s speech was interrupted by an incoming calinftis mobile.

54

04:15

KC

Actually, | felt that although this pemure
(the A&B Co’s procedure recommended
KY) is 99%, 100% work, but in the process
implementation, would the design of the for
be really fit for managing the existin
situation. Referring to what | mentione
about the CAF, why there is no operation
QA team (involving).

KC raise the
pyssue on the
ofsuitability” of
nthe procedures
grecommended by
K'Y
or

59

04:44

KY

You listen to what | say first. Thedgeonly

one form for approval. However, the
should be QA photo data sheet attach to i
order to make it a valid document. Wha
had said the first hand information thg
provided to you had not been passed to

and therefore is not legitimate.

Not reflecting on
reKC’s query by

talking about the

existing
pyprocedure
Qikstead.

60

05:07

KC

Right, despite the availability of thog
document, they are just testing report andg
doesn’t meant that they could approve th
With the testing report and the sign off by Q
doesn’'t meant that ...

[72)

| it
S,
A

61

05:20

KY

They are not responsible for checkimaf.t It

should be the QA.

62

05:23

KC

Right, the QA do the checking.

63

05:24

KY

That'’s right.

64

05:24

KC

The report provided by QA doesn’t mear

could be approved.

N



65

05:26

KY

So it is passed. Why not approve if {Q
passed? Itis not just that, not just...

A

66

05:31

KC

So you just take the view of qualityfou

should also view it from the perspective

manufacturing as you said there are md
others who had not seen it.

KC criticize
oKY’s over focus
AN the
perspective
from Quality

67

05:37

KY

You listen to what | want to say. Hhosvs
that you are ignorant on this process. Wk
the component arrived, and the checking v
completed and passed, the trial run on line
started. (skip on the procedure mentioned

Refuse to
neneflect.
vas
will

68

06:19

KC

But | just don’t have that, sir.

69

06:21

KY

So don't go ahead with production withg

that. It's not legitimated.
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Appendix 7B Examples of “comrade in adversity” wayof group reflection for Team B

39

03:03
+58
39" of
part 1

KC

Actually, | feel that, to be frank, | ha
not been heavily involved in th
existing process and say, you are V¢
familiar with this, " shouldn’t we
take a look at the documents to be s
whether the project had been followe
as you had said...

dKC raises the
eissue again on
>rine need to check
out “what really
Lie happening”
dwhile

acknowledging

KY’s

“expertise”.

KC'’s

speec

h was interrupted by an incoming calinfitis mobile.

54

04:15

KC

Actually, | felt that although this
procedure (the A&B Co’s procedur
recommended by KY) is 99%, 100
work, but in the process @
implementation, would the design
the form be really fit for managing th
existing situation. Referring to wha
| mentioned about the CAF, why the
is neither operation nor QA tea
(being involved).

KC raise the
eissue on the
o"suitability” of
f the procedures
frecommended by
eKY
At
re

(..

)

59

04:44

KY

You listen to what | say first
(...)What | had said the first han
information they provided to you h
not been passed to QA and thereforg
not legitimate.

Not reflecting on
KC’s query by
dswitch to talking
> @bout the

existing
procedure
instead.

(..

)

06

05:31

KC

So you just view from the standpoi

NtKC criticize

of quality. You should also view it KY’'s over focus

from the perspective of manufacturingon the

as you said there are many others whperspective from

had not take a look at it.

Quality

23



67 |05:37 |[KY You listen to what | want to say. |t Refuse to reflect.
rightfully showed that you arg
ignorant on this process. (narration
on the procedure)

Source: Data / Team B / Mtg Team B (b) 16 May 08

v

Appendix 7C  Critical vision by TC of Team A

150 24:08 TC Ah, sorry, | am a bit more practical. | always|fé®at
everyone shodl be quite clear with their ov
accountability (...) The main point is about how tsere
a certain person to stick to his own boundary.alllthat
we need to do is by expressing our wish, that wdng
impossible as no two persons would be the same, O.K
and no one would know what you are thinking abgut)
| feel that it should be just like a team, with @mpeting
situation just like a relay. If someone lost irs lmwn
relay section and make others suffer, that one Idhoe
penalized. (...) We can gt imagine there are 4 or
relay teams in an athletic game. That 4 or 5 te
launch at the same time and we can take a lookhadh
team had a best launch (of new product), which tes
most competitive. (...) so as to build up a compu
atmosphere.

Appendix 7D Examples of The same CRWB topic beingut up into several expressions

109 27:51KC So, will there be some more reason behind that tiedle
failure to do this? (interrupted by KY)

110 27:53KY Yeah, the reason behind (...) is the guy at thpe(to)

111 28:33KC But | would like to raise a point which you had rtiened
is that the customer, the A&B Company had a c
monitoring on the procedure that forced them tdofo
(...)

112 28:47KY  That's right.

113 28:47KC The project developmémprocess had been guarded by
customer and was closely monitored by them) vhich



explain why the product of A&B Company could follc
However, when switchetb another customer, (...), th
might not have the same requirement.)( so the
requirement was lax. (...)

Appendix 7D Summary of different opinions by TeamA

188 32:22 PF

TW had talked about different perspectives and éatifficult
to align. WC had made similar comment. We (thd>Gp
the NBD) had different objectives. We had coskotye anc
time line is their (the NBD) objective and this @buead tc
some conflict between us. MYinentioned the focus shot
be on adjusting the mentality and if we couldn’tttcs, it will
be difficult for us to fully understand the situatior problenof
them. TC mentioned how to be more effective inla@pg
resources, expertise in a faster and better mamtre gap th
currently exist lies in the linkage.

Source: Data / Team A/ Mtg. Team A (b) 2 Jun 08

Appendix 7E  Which proposals had been adopted by éhtop management in the Forum?

Resolutions adopted by
Top Management in
Forum

Similar proposal by Team A

Similar proposal by TeamB

Sign off system
- Proper projec
monitoring  (milestone
sign-off /

documentation)

Top management step in at some
[ important stage of project sign off
» system is a must.
Monitor the effectiveness

System audit

Management review

NPL System Review regularly
Regular review the CPS and keep
momentum of team and project.

Establish new procedursé
together with NBD &
Operation team.

2 (This was the overall approach
Team A proposal)

ofThis was part of Team B]
proposal but their approach
was not to establish “new
procedure “with the NBD’
but just adopting the old one

[72)
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A&B Co..

that had been applied in tk

ne

Training / Refreshment

Training

Training of New Product Launch
(NPL) procedure

Revised training plan for fitting t
various position for both Operatig
& Engineering team.
Invite manager for forum and sha
repute

|}

n

the strength from other
industrial companies.

Leadership
empowerment
Common Goal

Reinforce discipline

A predetermined goal of proje
should be approved by tG
management at the beginning stage

Electronic Data SystemApply “WORKFLOW” to reduce

(Project Management)

the approval lead time of document
A comprehensive file of projec
with aid of computer.

Documentation management

~—+

for
easy record retrieve and storage

Award & recognition
(whole team / task force

A company award will be granted

to the best launch project.

Appendix 7F Seriousness of Team A towards using gationnaire to improve their action.

47 14:09 WC
48 14:29 PF
49 14:37 TW
50 14:41 PF

| feel that, without a result up to this momentuyao
not have a findingthe finding is not ready yet. Dol
you understand? You only got two questionnaires
back up till now. Igt one or two? Only after we ¢
them back we could make a conclusion and
ourselvesthat hay, | see, that's the reason. Until 1
we could made a prescription. Right?

| think the result wdrbe too far from our estimatic
We shold be able to make a close estimation on
key points...

Not necessarily. | can recall ([F@pinion, there ar
pretty much surprising stuff in it.

But, but...
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51
52
53

14:46 PF

14:42 TW That means our research direction wbaldffected.
| feel we are...
14:47 WC ™7 could put a trust on them. Actually | am e

agreeable with what they said. What they menti
did make sense, right?
Source: Data / Team A/ Mtg Team A (b) 2 Jun 08

Appendix 7G Summary of difference in practice in €am meeting between Team A & Team

B
Team A Team B
1 | Difference in the dimensions the Present two sides of the fact Present one sideeof|t
facts presented fact
2 | Difference in the Less authoritative in Authoritative in
authoritativeness in presenting thpresenting knowledge presenting knowledge
knowledge
3 | Difference in the perceived Felt need to obtain more | Felt owned adequate
adequacy of knowledge within | knowledge knowledge already.
team to solve the problem
4 | Difference in the way the Knowledge shared based | Knowledge shared
knowledge were presented more on facts based more on
comments
5 | Difference in the application of | Re-interpretations of past | Reinforcement of past
past experience experience. experiences
6 | Difference in the objectives of | More for understanding and More for fixing blames
sharing clarifying and complaining.
7 | Difference in the perceived More on possibilities More on impossibilities
openness of the problem
8 | Difference in the perceived Context in which the Context in which the
context which the problem was | problem embedded problem embedded
embedded. perceived as changeable | perceived as almost
unchangeable
9 | Difference on the view that “whatWe need to do differently | We had done our part
else could be done” together
10 | Difference in the preconceptions Cause of problem — Cause of problem —
on cause of the problem (1) adaptation to change of Laziness and lack of
requirements commitment of the
senior management
11 | Difference in the perceived causeCause of problem — Cause of problem —
of problem (2) “Ours”(effective system and “Theirs” (NBD not
procedure not agreed uporj)comply to “good”
procedure)
12 | Difference in the perceived Solving the problem was | Solving the problem

meaning of solving the problem

meaningful

was meaningful but
meaningless to ask us
to solve it.
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13

Difference in the perceived
solution

Relative — Need to work ou
the best solution with NBD

tAbsolute — The
solution is already ther

[¢2)

14

Difference in the approach to
handle questioning by others

More open and receptive
attitude towards others
questioning

More close and
defensive attitude
towards others
questioning

15

Difference in the step taken to
improve original action

Take active improvement
action

Take cosmetic
improvement action.

16

Difference in the perceived locus
of power to solve the problem

5 Emphasising any one pers
or department with adequa|
support could solve the

bEmphasizing the role g
€A in solving the
problem.

problem

=

Appendix 7H Dialogue in meeting between Heads ofgd & NBD

18 04:36 PC Ok, since the previous meeting, | hskkd them Iis

subordinates) to collect those relevant projeabrimfatior
and create those sign off (documents), ah ah atetbos
documents on customer review, and those reportilon
run whether it be from QA or from customer...

19 05:16 WWTo reassemble all the relevant documents first.
20 05:17 PC Yeah, up to this moment, we had compile thoseafil¢ha

is what | planned to do since last year and haggvesl :
proposal on the product developrherand syster
improvement of NBD. After several meeting on t
some agreement had been reached regarding what dd
document and mile stone need to be followeBesides
there were minutes on meetings and those final rdeate
that had been agreed to re-gener@tere is actually a i
on that. All those information related to Projdcthad
also been...

Meeting between AH & PC, 11 Apr 08

Appendix 71

34
35
36

37
38

28:45
28:48
28:48

29:00

29:01

Dialogue in 2 meeting of Team B with NBD staff present.

NBD staff May | ask a question?

KY

Sure

NBD staff If your process was followedulcbyou give

KY

estimation on the total time needed? Just an estima

| cannot make estimation on that.

NBD Staff |think it could take quite antpduration.
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39
40

41
42
43

44

45

Source

29:02 KY It's hard to estimation from the viesupt of M"

29:04 NBD Staff | could imagine that it will ®@la very long duration,
may be two or three years according to the flow.

29:08 KY Ah...but we had succeeded on it before.

29:10 NBD staff Half year?

29:11 KY Ah...lI don’t know how much time the custer will
provide to us. We had done this before in [Factory
Al

29:20 NBD staff For how long when it was appliedFactory A]? |

meant doing all of these, from project launch olFNP
to mass (production).

29:28 NBD staff It should take around a yearsetfor such an

important task. | think it should take more (time)
than that, should be much more (time) than that.

: Data / Team B / Team B 30 May 08 at MtgrRoo

Appendix 7J Examples of Team A’'s openness to crtize other’s concept

106 06:23TW Team spirit. Lack of team spirit.

107 06:26PF Notrust. That s what you had just mentioned.

108 06:28WC No trust?

109 06:38MYL No team--not sure about what is it. Hold on™* OK,

that is lack of trust.  Or rather, lack of teanripi
Right? Hold on, spirit or trust.  If there is magt
there will certainly be a lack of spirit.

110 06:557? Both are nonexistent.
111 06:56MYL No (team) spirit will certainly be a lack of trudtou

agree with it (...)

(Team A meeting 30 May 08)

Appendix 7K Team A dialogue on to need to understal more in 2@ meeting.

47

14:09 WC | feel that, without a result up to this momentuyao
not have a finding; the finding is not ready yeDon't
you understand? You had only got two questionsaire
back up till now. Is it one or two? Only after et
them back we could make a conclusion and
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48

49

50
51
52
53

14:29

14:37

14:41
14:42
14:46
14:47

ourselvesthat hay, | see, that's the reason. Until
we could made a prescription. Right?

PF 1 think the result wdrbe too far from our estimatic
We should be able to make a close estimation o
key points...

TW Not necessarily. | can recall (FF5) opinion, there ar
pretty much surprising stuff in it.

PF  But, but...

TW That means our research direction wbaldffected.

PF |feel we are...

WC A could put a trust on them. Actually I am

agreeable with what they said. What they menti
did make sense, right?

Source: Data / Team A/ Mtg Team A (b) 2 Jun 08

Appendix 7L Example of Team A's more description o facts

22 18:54 WC Something about the design and the specificatidtegarding

the CPK, it requires 1.3321 and they change thi ufrarder
to make its performanaeach 1.33. OK. We made a qu
on them about the measurement for the tooling #reygoing
to use for mass production. They told me that télyuse
the measuremeruaf the original design. But those origi
measurement had never been conductedudyson then
before and not sure whether they would be OK or (of)
When the product put on mass production, a probéghh
arise. That's why we have a conflict and why weeha bic
concern on it.

Source: Data/ Team A/ Team A (a) 16 May 08

Appendix 7M team A’s discussion on possibilities i1* team meeting

25 21:17TW They had frozenhe design which meant that | could no

changed further. No matter whether you had pralidey
solid facts, just like the effect you mentioned,rsany lost
that we can probably able to make an estimatiod,vamch
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also meant that...

26 21:33WC Which also meant that scrap rate will be corgthu.

27 21:36TW That lost, despite presenting the value to the paman
could not be changed, is that right?

(...)

35 25:01WC The biggest concern is about the angle. As thgteahac
been patented. What had been produced could rhe
spec. Now the design and the client and the cue
agreed to loosen the angle and change it to plasmus 0.
angle degree to 61 degree.

36 TC That meant it could be changed.

37 25:34WC Had enlarged already.

38 25:35TW What | meant is the design could be adjusted.

39 25:37PF  Only the spec. Not on the design.

40 25:39WC The spec had been adjusted as a result of guplaming.
We really had put in a lot of effort but still collt make it
And the customers see that it really contst be done. ¢
we had been benefited from that.

Appendix 7N Examples of Team A which perceived theause of problem as need to adapt
to change

138 49:32 WC As | had just mentioned, everyone are using a nethoc
to handle this project. In the past, Enginee
Department did all the jobs; put the finalizptbduct or
table for launching. They had never tried work
together with usin the design stage. OK, so
procedure possibly had not been formally docume
The role of each partynight not be very clear and w
needed to do what might not be clear. So con#ru
argument will happen.

Source: Data / Team A/ Mtg Team A (b) 16 May 0B (1

Appendix 70 Examples of Team B which perceive theause of problem as laziness and
senior management
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186 43:34KY Actually (FZ), what | said, was through many*~. har's
because | had some good friends in NBD.).

(...)

188 44:10KY (...)When | dine with them and they told me sometf
Which is about “it's who and who told me not to tiis”,
“It is who and who asked me not to do that”. So t®
What is this? That's top down. It shows that they did
care to walk their talk. (...)

Source: Data/ Team B/ Mtg Team B (a) 16 May 08

225 49:18KY Everyone had his own experience. | had clogmenter
with the NBD and with each layer. That's why | tget
hold of some secret (...)

Source: Data/ Team B/ Mtg Team B (a) 16 May 08

Appendix 7P Full content of KC on his opinion towads the nature of problem

11530:10 KC (...My view is that we should take a look at the wt
Program and in the process of developmeWill they
have a mindset that if the Operation do not geblve
eatier so that we could provide feedback, they cdelel
that they ...that they all issues about engineeran) bee!
identified already, they might felt that they kn
everything alreadyand there is no need to consult
further. They think they know eveahyng and | ha
produced it already and thatthe job of the Operation
follow the instruction. Tha$ what | heard about the p
practice. As of the allocation of resources, Eaging
is purely engineering and everything about then ke
handled by them. Because of the lacking of theaR&
engineering people, Operation will work accordiongthe
instruction of the engineering and that could mag&delt
that they had become the ruling party. That madkes
accustomed not to consult us as theg all the knowho
and knowledge. What they need to do is to tell But
now, the operation team had been strengthenedQ#
team had been strengthened and many feedlzackd be




generated by the operation team and the QA an

production(...)
Source: Data/ Team B/ Mtg Team B (a) 16 May 08

Appendix 7Q Team A's agreement on the need for gstem in place.

242 42:48 MYL (...) What | feel is that the system or the procetshe

+ product, what steps need to be followed, rhaywe have th
50min sort of things already. In that case how couldeitadhere
29 se( to it? Or it might be that the existing one is not g
of enough. In that case the question is how to miagerfect
part A how could we make it even better and then stickhie

subsequently, Yeah, so, that's pretty what we shdal

243 WW Your comment please, WC.
244 45:04 WC | agree with this (...)

245 WW PF what's your suggestion on the solution PF?
246 46:03 PF | felt there must be a very clear procedurd,itha must. (...)

247 WW Your comment on PF please FC
248 46:51 TC My comment is that it is right. A system musise (...)

249 47:05 ? Its existence is a must.
Source: Data/ Team A/ Mtg Team A (b) 16 May 08

Appendix 7R Example showing Team A's more open angeceptive attitude towards others
guestioning

12023:03MY When we talked about the project appraisal,
mentioned that after doing this, we should not easf
that a penalty must be imposed in order to avoitie
reaction or some hard feelings...

12123:18TW Could we just follow the terms you applied?

12223:19? Sure.

12323:19TW Or should we call it a kind of regulations so ord &t
forth?

12423:23WC Sort of this kind.
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12523:25TC At least we could identify whether the performaice
successful project as no body could tell ydow this
under the current practice. People just feel thiaad
successfully made a launch, and is now under ptamh
and that already represent ...

12623:35TW Only until doing project review we could know ab
this.

12723:36PF Butis it actually a project review?

12823:38TW Yep, | think this is a project review already.

Appendix 7S Examples of Team B’s more close and feé@sive attitude towards others
guestioning

219 48:53 KC What you said mean that you had ajrelaawn a
conclusion on ta cause (of the problem of NBD’
non compliance to procedure)

220 48:56 KC That means, actually a conclusiontyesh drawn.

221 WW  No need to further understand?

222 4859 KC Not no need to understand. | haddrewn a
conclusion yet. But | feel that they had drawn a
conclusion already.

223 49:04 WW No need to " talk

224 49:05 KC Yeah, in that case there’s no needite
anything. For myself, | had not made a
conclusion yet. Will it be the case as had been
mentioned, probably? But should study further.

225 49:18 KY  The experience of each person ismiffe | had
a close contact with the NBD on every level,
therefore | know some secretlf you said | had
already drawn a conclusion | can tell you I had
drawn a conclusion.

226 49:32 KC So you can write up all the secrétixgd voices
of discussion)

227 49:33 KY  Yeah, | can write them up.

228 49:36 KC Open a blog then.

Mtg Team B (a) 16 May 08

Appendix 7T Example of Team B’s emphasizing the e of QA in solving the problem



74

75

76

77

78

79

80

43:3KY

43:47NBD
staff
43:4KY

43:59NBD
staff
44:02KY

44:30NBD
Staff
44:31KY

We together with RR are very willing to train
everybody as an expert, he is (referring to RRan
expert.

One expert leading the whole world!

He had been successfully gettittge approval of (nan
of a customer). He is really very good in it, building
all the data and all the things.

Absolutely.

No, no. We sit here to think of ways to sort duhgs.
In the past days (...) Regardirtge time factors, yc
really had some worries However, the pressure
QA, in the past days when | was there, was extrg
great. The pressure on QA was very big indeed.

| realize that.

And most amazing was that everything was chased
by QA. (They will askedHay, hay, you seemed
forget doing this and you had forgotten to do thagive
me a deadline. So and so. All these softshings
and the documentations which need a lot of manp
were all completed by th@A. You NBD could reall
put your mind at ease if RR volunteered doingha#i.t

Appendix 7U Example showing Team B’s emphasizing ¢hrole of QA in solving the problem

140 36:14KY Furthermore, it is the A&B who monitored us. |

monitor by ourselves. They come over everyday) (...
(They will ask the NBD) Didthe QA know what your a
doing, (...) The customer was powerful. (.(They will
asked the NB[Had you done this already? How could
QA know what you are doing if you just keep youroc
shut?

Source: Data / Mtg Team B (a) 16 May 08
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80 21:45KY Ever since the time when | was in the positiaa QA Mgr.)

when RR is in position, it was always the QA tday, hat
you completed your own duty? f*you did not chase aft
them (the NBD), they would do just like what theg doing
now, no DFMEA, no project launch meeting, and bg
time they (the new project) were made public, etreng
had been finalized, is that right?

Source: Data / Mtg Team B (a) 16 May 08

Appendix 7V Example showing “P” emerged in Team A

112 38:31 wcC

113

114

115
116

117
118

39:17

39:23

41:11
41:13

41:18
41:21

T™W

wC

T™W
wC

wC
T™W

For the objective, there should have a compromiselairsl be
realistic, that could do little about it at our &v That must b
led by senior management with the authority andlccaxert
control on the Operatigron the NBD. Once the decision v
made, everyone could follow and that's an autocratethod

(..)

But the senior management might not wish to be likehis.
They would like you people at our level could handl it among
yourselves.

| don't feel that way. That is ndéasible. | had once engac
in an exercise which was that three guys were wglesay A, [
& C and each being assigned the task of applyinguaocratic
approach , democratic approach and laisaee-approach to le¢
the respective to complete askasuch as use the straw
construct a building or to play a game which masergne
confused(...)

The last group which ...

Yeah, in the group which the laisskear approach adopte
someone will stand up and will take the lead &ell others whe
to do.

That's what one could see how people behave.

So what you feel is that we had adopt an autoc
approach ...(mixed voices of discussion)

Source: Data / Team A/ Mtg Team A (a) 16 May 08

Appendix 7W Example on Team B’s conclusion on aain steps which could shown their

logic of thinking.
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16 01:12+ KY

S58min

39 sec

of Part
17 01:55 PK
18 01:57
19 01:59 PK
(...)
29 02224 PK
(...)
35 02:43 KY

What | suggest is that, which | had mentioned oricat
PK pick out all their existing problems, or defést (...)
and then wecan examine the nature of those proble
Hay, plastic bleeding? Plastic bleeding was duia¢obac
super sonic treatment. Why problem with the s
sonic, ah, that's a problem relating to the toalin&c
why there is a problem with the tooling? (Baese
There is a problem in the design. So why thera
problem? Because the DFMEA was notplace. Sq
the first step is that PK providesome thing that cou
represent,...represent what?

Don’t worry, had talk about it already. Judtdw this.
But there is only one (solution)

Not enough?

OK, OK, fine for me. | will provide the problem drthe
cost on™\A,

There are a few options, for example, you can ag
opposite party to haa commitment by exerting press
on them. Secondly, DFMEA must be in place.

Source: Data / Team B / Mtg Team B (b) 16 May 08

Appendix 7X Examples showing Team B’s intention ofpull back” the NBD

49 11:26KY

(...) Let's pick out all the problemghat is , what the

should do in the future when conducting a projedit,the
lesson learnt(...) List all the problem, pick themt @u the
hope that they could remedied it in the future(...)

54 13:45KY (..

.) Let’'s pick out all of their problems, listhéem at.

Think in advance what they won’'t be able to leamthe
future (...)

132 35:17KY (...) Let’s try to find out the entirgoroblem on the way the
work and think of methods to pull them back towatke
system.
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182 42:06KY Why? You don't know why. Ah...don’t know whatrkil
of method could pull them (the NBD) back.

Appendix Cases on critical vision found

Team A

138 00:20:16 TW | felt that should be to produce a perfect prodhcbugt
continuous interaction with the Operations from desigr
stage so as to fine tune the design continuously.

142 00:20:49 wcC My view is that, they (the NBD) are not the ultimatwne
on how to design and develop the product. OK. o6
roles areto assist (...) to provide information. They ¢
decide to take itor not but they should address th
fundamental problems. (...) At the end of the dhg, tb
management should make a decision to approve a
finalize the ultimate decision.

146 00:22:29 MYL (...)If when things had not yet been proved and a
argument had already been developed, that wi
generate a roadblock to the whole project. That'svhy
the most important thing is to have an alignment orthe
attitude between all parties.

148 00:23:41 PF  (...) each party should be clear about their
accountabily and what they need to help others
accomplish (...)

149 ww [i# > OK» TC-

150 00:24:08 TC  Ah, sorry, | am a bit more practical. | always |fteat
everyone should be quite clear with their ¢
accountability (...) The main point is about how tsere ¢
certain person to stick to his own boundarif. all that we
need to do is by expressing our wish, that woulc
impossible as no two person would be the same, énk
no one would know what you are thinking abqut.) |
feel that it should be just like ®am, with a competir
situation just like a relay. If someone lost is bivn rela
section and make others suffer, that one shoul



penalized. (...) We can just imagine there are 8 mlay
teams in an athletic game. That 4 or 5 teams laahthe
same time and we can take a look at which teamahaebs
launch (of new product), which team is most contjpeti
(...) so as to build up a competing atmosphere.
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Appendix 8A

Issues
Related discovered in How | design this activity in Cycle 2in . .
, : . Result discovered in , .
Issues on Cycle 1that | ways that could address the issues arose in C Conclusions & recommendations
ycle 2
AL need to be Cycle 1
addressed
Programmed
knowledge
supplied by me
The 8 steps disseminatedhe approach of Team A indicated carefully selected “L” could helps
were coupled with exercigeheir practice of leading the chang® cater the participants’ expectatipn
3 two hours related to the makingfor the NBD alignment in newon learning something “new” and
The “L” & work- shops + | actual change in HMC product launch was akin to the| 81ake evaluation on it at the end |of
L action not Change mgt as Steps Model the program more solid. In this
closely theme & case, Change Management could be
related. Kotter’s 8 Steps a ‘“win-win-win"(the participants
Model the program organizer and the
sponsoring organization) topic for
learning through AL.
Test result and the TW expressed the approach wag Knowledge about oneself and the
explanation on the 32 new and able to give him insight.| perceptions of others seemed to be a
Strength Finder| talents were new and For me, the Test result provided | “practical” knowledge. It seemed
Want to learnt . s b - ) .
something Test & the practical as these me a good framework to “fit-in” | to match well with the ALs notion
The P new and b(_)ok — Now anV\_/Iedge related to the 180 degree feedback and he woélearnl_ng from reflection on one’s
practical Discover Your | individual. make the knowledge generated | own action.
Strength from the 180 degree feedback
more practical as it was related to
individual participants.
3 two hours Many of the participants The approach of Team A indicatel.” — Helps to cater the participants’
\S/\é?;‘éttﬁirl%amt work- shops+ | were new and they wantedheir practice of leading the changexpectation on leaming something
new and Change mgt as | to introduce change to thdor the NBD alignment in new“new” and make evaluation on it at
practical theme & organization. This couldproduct launch was akin to the| &he end of the program.
Kotter’s 8 Steps| meet their practical need. | Steps Model Change Management could be| a
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Model good topic for learning through AL.
NoO 3 two hours Several Team B  members
“recognized | wWork- shops+ indicated little “recognized
ignorance” Change mgt as ignorance”towards the Project 1

raised related
to solving the

theme &
Kotter’s 8 Steps

The Workshop and 8 Steps Mog
had little influence on thei

lel
r

problem Model problem solving approach.
Create awareness of oneg Stimulated the support of Need to pay greater attention in thg
talent and the need to participants’ supervisor and selection of participants. Howeve
manage around the helpful for setting up learning that will be difficult as some
roadblocks associated withobjective for each of the behaviour won't be surfaced not
the talents. participants until the set meeting. Facilitator’s
Personal styles continue to be parintervention won't be appropriate at
of the problem (e.g. dominating, | that time. Perhaps it could be
prejudice, etc.), and personal stated explicitly as a “rule of the
. agenda (e.g. interest in advancinggame” at the very beginning and g
Strength Finder : : .
the influence of one function etc.) the consent of everybody. But it
Members as | Test & the : . )
Real created great impact on the AL | requires careful handling so as not
part of the book — Now L
problem ; process. delimiting the scope of problem
problem Discover Your .
solving.
Strength

With hindsight, the individual
interview had actually revealed
many of the attributes the team
members revealed in the set meeti
(e.g. strong opinion towards the
NBD, dominating personality etc.)
It could be served as a valuable
input for setting up the “rule of the

1Y%}

-

ng

game”.
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Feel oneself
doing extra
and benefit
the Company
only

Strength Finder
Test & the
book — Now
Discover Your
Strength

The action taken not only
could benefit organization

but could serve as a “stagethe Company. (Except for AH wh

for one to strengthen the
talent and remove the
roadblocks.

No expression by participants on
feeling of doing extra and benefit

IS not the participant)

Some kinds of personal assessme
could enhance a feeling that
pattention had been paid to individu
needs. Departing from one’s
strength seemed to be an effective

approach to adopt a positive attitude

towards the program.

Difficult to Inviting individual to CRWB had been observed in bothlt is hard to say for sure whether the
induce critical . rethink one’s action and | teams with Team A demonstrated Test could serve as a tool to promote
: Strength Finder . - “Y A
reflective Test & the compare them to the much higher in number. the “Q’ing” each other.
“Q’ing” working objective of strengthening
: book — Now )
each other | behaviour Discover Your | CN€S talent and
(CRWB) minimizing the roadblocks
Strength : o
could induce critical self
reflection.
Difficult to Understand whether Stimulated critical self reflection | Same as above. However, it served
induce critical | Personal Inter- | participants would incline | in interview. as a good “checklist” for the
C%ﬁ(?;'ve view with 180 | to improve oneself through participants to compare them with
beh avi%ur degree feedbacKcritical self reflection. the feedbacks they received from t
provided 180 Degree Feedback.
Lacking Same as above + agreed | Successfully stimulated dialogue| Same as above.
“tools” & Strength Finder| personal improvement on critical self reflection.
authorityto | Test & the objective.
Facilitator | facilitate book — Now
critical self Discover Your
reflective Strength
behaviours
Lacking The preliminary Succ_e_ssfully stimula‘ged dialogue| By cqupling Wit_h the personal
“tools” & understanding on on critical self reflection. learning objective and the 180
authority to Personal Inter- | individual objective could degree feedback, more solid
facilitate view facilitate individual objective — to produce action plan
(r:é:‘tlle(::gtl' seelf coaching by making could be carried out.  All these had
iv

reference to them.

enabled my lead in of some critical
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behaviours

guestioning.

The 8 Steps will bé
referred to by me in th

> Team A had reflected on the
esteps and had employed it in th

& “theme”
pitogic” of asking the participants t

of facilitation and a

ne

at

Lackin . : . . .
“tools”?& \?v(t)vrvl? Qﬁgrss + subsequent meetings anp@roject T engage in a bigger challenge whi
authority to Change mIO t as briefing to seniof were beyond their jurisdiction cou
facilitate theme?& 9 management. be raised. This was not without
critical self : difficulties as indicated by AH’s
reﬂec“ve Kotter's 8 StepS . h b . .
behaviours Model resistance at the eginning
However, the 8 step model gave
a good back-up on the reason.
Test result help to Hard to say effective or not as it | As there was no selection process
Nomination | Strength Finder allocating people to Team| was the participants’ supervisor | the beginning of the program, the

A&B

who made the final decision on tf

nallocation of participants to the two

Careful by department Test & the . . : .
X allocation. But it provide an teams could not make big changes.
selection of| heads shrank | book — Now I . . . )
o . , additional reference to him and | Consideration on personality had
participants| size of the Discover Your : . . . .
. had increased his involvement in| been made by the immediate
selection pool| Strength . .
the Program supervisor which should be the ma
reliable criteria.
Feel one The Workshops| The participants had the | AH's question “what’s the benefitl The seriousness of Team A and thg
doing extra & the H.O.W. chances to share the view for me?” and PK’ notion “we had | determination of Team B in pushin
and benefit | projects and intention to make a | already take one step forward®(1 forward their A&B Company
the Company “bigger win” and aware Mtg Pt B, #77) indicated that somgrocedure indicated that the
only and the | 1qp their action was essential | still had a feeling of doing participants were quite serious
Implement trggna ement management | for solving their existing | something extra and out o their | toward the implementation issue.
solution might%ot explain to all on| and future problems. scope. Although it was hard to say for surg
have the right | the important which of the three arrangements h
“mindset” to | role of OpD. Show that the Program also contributed to this result, the
make the intended to benefit the introduction of these arrangements
implementatio| personal Inter- | individual. were new to Cycle 2 and had creat
N a SUCCESS. | yjiew a much better result.
Act within Change mgtas| Creation of vision |as Hard to detenthe connection This research showed that whe

St

D

D

ed

bther
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comfort zone. | theme & spelled out in Step 3 helpas only Team A had made a slighine choose to act within comfart
E:hoose_ a Kotter’s 8 Steps| to build up a shared visionrmentioning on the 8 Steps Mod( zone or a group choose a “sure-w|n”
csolijrrigvg‘ Model which encourage everyonddowever, Team A had made mahgourse of action depended very
action. to try out new course afmoves that aligned with the [8nuch on the group dynamic.
Top action. Steps and had indicated lots |of
management thinking “out of the box”
explain to all on behaviours. Some members |of
the openness of Team B had also asked some
the top ‘fresh questions”. However, due
management to the dominance of some
towards the members, a “sure win” course pf
solution action (as described by other
proposed. members) had been chosen.
Step 5 of Kotter’ Mode| Obviously, Team A had chosen [tit seemed that Cycle 2 had still filed
specified: Get rid oftake bold action. For Team Bto prevent the “action of not to take
obstacles to changealthough they choose to puaction” from happening. The
Change systems oforward the A&B Company’s interim action taken by MY (shrink
structures that serious|yprocedure as a solution, the “truthe scope of the project) and the
. undermine the vision,problem” they felt was thecosmetic action taken by Team |B
Take The action of | + Change mgt as Encourage risk taking andoroblem of the NBD staff ang(lunch with NBD for fun) could be
improved | not to take theme & Kotter’s 8 e : . .
action any action Steps Model non-tr_adltlonal . ideas, management 'and they hadegarded as an |mproygd action but
activities, and actions proposed nothingto address it not the action the participants really
The reason they held was almpshought as effective. Whether
the same as what MY in IMBAthese experience could still be
program had mentioned. It is théurned into meaningful learning
action of not to take action. experience need to be explored |by
other researches.
Clear o Same as above Hard to determine the connection
objective IObJe-Ct'V(e of | Change mgt as as only Team A had made a slight
for the earning not | theme & Kotter’s 8 mentioning on the 8 Stebs Mode
clear. Steps Model 9 P '
program
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Members not
“embrace”
challenge

Change mgt as

theme & Kotter’s 8

Steps Model

The Workshop + the HOV

Project could install @
group norm of making
change and “embrace
challenge.

VHard to determine as Team
1exhibited the consideration of
) bigger and deeper scope

2’organizational change then that
Team B.

Ahe expression of the Director

@OpD — AH did indicate the “fatigue”

dactor created by the H.O.W. proje

dk direct venture into a “problem”

of

project seemed to be more desirable

and make the whole cycle mu
shorter. That means, the “sm

wins” mentioned in Kotter's 8 step

ch
all

process could be skipped or replaced

by some much simpler project.

Group
dynamics
properly
managed

Dropping out
of members
and lack of
group
meetings
lowered
moral.

Change mgt as

theme & Kotter’s 8

Steps Model

The splitting up of 3
two-hours sessions wi
Group Coaching runnin

h

in-between enable frequent

meetings  between

the

members that could keep

the “stove hot”.
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Appendix 8B

More favourable for AL process

Less favourable foAL process

Present two sides of the fact

Present one sideedbict

Less authoritative in presenting knowledge

1%

C

Autlatinie in presenting knowledge

Felt need to obtain more knowledge

Felt owned aalegknowledge already.

More for understanding and clarifying

More for figi blames and complaining.

More on possibilities

More on impossibilities

Context in which the problem embedded
perceived as changeable

Context in which the problem embedded
perceived as almost unchangeable

We need to do differently together

We had donepautr

Cause of problem — adaptation to change
requirements

dfause of problem — Laziness and lack of
commitment of the senior management

Cause of problem — “Ours”

Cause of problem — “T&ieir

Solving the problem was meaningful

Solving the peobwas meaningful but
meaningless to ask us to solve it.

Relative — Need to work out the best
solution with other parties at stake

Absolute — The solution is already there

More open and receptive attitude towards
others questioning

More close and defensive attitude towards
others questioning

D

Take active improvement action

Take cosmetic impnognt action.

Not emphasizing the superiority of any on
specific department in solving the problem

eEmphasizing the superior role of a specifi¢

department which one or several set
members belongs in solving the problem.
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