Week 1: Organizational Needs Analysis

Focus on the CleanTech Sector
-Upstream
-Biorefinery products (bioenergy & green biochemicals)
-Power generation (e.g., solar, wind, hydro)

· Definition of a Cleantech company: A company with proprietary technology (“know-how”) that addresses >= 1 of these markets:
-Downstream (how earth, air, and water are USED) – e.g., industrial, extractive processes, transportation, infrastructure
· Increased 6% to 72% of revenues in the sector (2011-2012)
· Upstream (power generation & biorefinery products)
· Dropped by 6% to 15% of the sector’s revenues (2011-2012)
· Water & Agriculture management
C) Other
1. Water & wastewater (e.g., treatment systems)
2. Agriculture

Multilevel Benefits of a Strategically Aligned T&D System

When T&D is done properly, it creates a high performance work culture that triggers multilevel benefits:
EMPLOYEE BENEFITS:
-Intrinsic rewards Greater knowledge & skills, higher self-efficacy for innovating, feel more useful, have more positive attitudes towards their job and organization 
-Extrinsic rewards  Greater competencies contribute to Higher earnings, more marketable, greater job security, and enhanced promotion prospects. 
-Overall, greater satisfaction and engagement (morale)
ORGANIZATIONAL BENEFITS:
-Shared values create alignment (consistency in behaviour with org’l culture, values and org practices) because employees will have a clear understanding of the organization`s expectations 
-This allows employees to act more proactively and innovatively in accordance with these values (e.g., to generate greater revenues / customer sales)
-It also allows them to recognize and reduce inefficiencies (costly errors, waste)
SOCIETAL BENEFITS:
Educated population: helps to create educated and skilled workforce. 
Standard of living: dependent on productivity and productivity growth. 
Consumer Benefits: more reliable / useful/ better quality products

The Instructional Design Systems Model
Needs Analysis:
	-Organizational Analysis
	-Task Analysis
	-Person Analysis
Training Design and Delivery
	-Training Objectives
	-Training Content
	-Training Methods
	-Learning Principles
Training Evaluation
	-Evaluation Criteria
	-Evaluation Design

The Needs Analysis Process

1. Step 1: External Environmental Scan Reveals Issue Importance
2. Step 2: Internal Environmental Scan can Also Reveal Need for Change

Checklist of Org’l Context Questions to Determine if firm can fulfill strategy
A) Available Capital
a. Financial Resources
b. Human Resources
i. Human Capital
ii. Intellectual Capital
iii. Relationship/Social Capital
iv. Customer Capital
B) Training Transfer Climate
a. Learning culture 
          -clear, shared values, goals, structure
b. Organizational Climate
          -specific strategy rewarded by         
           -leadership

E.G’s of How Learning Organizations Reflect a Culture of Knowledge Sharing

1. Create chief information officer and chief learning officer positions 
· for cataloguing and facilitating the exchange of information in the company.
· Develop informational maps /directories that identify where specific knowledge is stored in the company.  The directories should list:
· what employees do
· how they can be contacted
· the type of knowledge they have
3. Use technology and software that allows for online info exchange
· 	online  library of learning resources (e.g., journals, technical manuals, training opportunities / seminars)
4.       Provide TIME for info acquisition/sharing
· Require employees to give presentations to other employees about what they have learned from training programs they have attended
· Allow employees to take time off from work to acquire knowledge, study problems, attend training and use technology.
5. Provide SPACE for info acquisition/sharing
Design office space to facilitate interaction between employees.

Organisation Development (For When Your Culture/Climate is Not Supportive of Change)

WHAT IS ORG’L DEVELOPMENT? 
Org’l Development is a systematic change process that uses behavioural science knowledge and techniques to improve organisations’ effectiveness by improving relationships and increasing learning and problem-solving capabilities.
It recognizes that introducing even the “greatest thing since sliced bread” (ie. A more supportive climate) to improve your organization must be recognized as an organizational change intervention. It needs to be approached systematically because you can’t presume the change will be welcomed universally with open arms. The process of change involves the interaction not only of  the formal organisation but also of the informal organisation.
O.D. Interventions have to challenge four counterproductive forces against change: 
· Power Imbalance: will political dynamics change?
· Task redefinition: high uncertainty over how to manage the transition to the new practice; use training to understand new tasks.
· Loss of control – Resentment at having to change
· Resistance to change: all of the above may result in overt or covert resistance

O.D. Effects Change By Benchmarking, Communicating, and Enabling

The process of change is based on the interaction of four components of the organisation: task, employees, formal and informal organisation.
1. UNFREEZE: 
-Senior  Mgmt Commitment
-Employees must see that managers and other employees in power positions support the change.
-Clarity of Purpose: - Employees must understand the reasons for change and agree with those reasons
-Establish baseline comparison of what’s working 
-Quantitative & qualitative data should be collected
		=> Look at forces for/against: Confront problems both within and between groups
2. CHANGE: 
-Do organisational structures, such as compensation and performance management systems,  support the change?
-Do Employees have the skills/authority needed to implement the change? If not, empower them
3. RE-FREEZE:
-Requires double-loop learning: Re-questioning fundamental values/assumptions

Step 3: A Strategic Approach to T& D Must Fit with a High Perf HR System

The 3rd and final step in our organizational analysis is to consider how other HR activities might be affected / might need to be engaged.
Our focus is on T&D, but it doesn’t occur in a vacuum. Step 3 tells us that there needs to be strategic alignment not only between T&D activities & Org Strategy (as we saw when we looked at Step 2) but also there needs to be consistency among HR activities 
A “High Performance Work System” requires “an interrelated system of HR practices and policies”. For example, are learning activities integrated with other human resource functions such as:
· performance management support ?
· talent management  (staffing, compensation)?
In many respects, this is an extension of ensuring/reinforcing a supportive climate for transfer of training to the job.


When Training Goes Bad…

· Using training when training is not the problem
· E.g., Problem underlying poor customer service might be because suppliers are slow, or employees aren’t motivated (compensation issue?), but there’s a misalignment with other HR functions 
· Overdesigning training
· Making it more expensive, more time consuming and complex than needed
· It’s called a “needs analysis” not a “wants analysis”!
· Failing to following through on what the T&D program has “promised”
· E.g., If investing in int’l assignments as a form of global manager development (via int’l job rotation) then you need to have opportunities and positions for people to be developed into when they return, else you will have a breached psychological contract
· Failing to Evaluate T&D programs
· Presuming that throwing $$$ at a needed training program is always going to be effective for organizations and beneficial for employees
· ALSO, for sustainability related training in particular:  Having all the practitioner stakeholders in an organizations trained separately when what’s needed is for them to learn to read from the same page
To prevent training from going bad: Corporate /Business strategists and HRD Planners MUST talk to each other
1. Executives need to give HRD strategists lead time 
2. HRD Strategists need to understand strategy language and models

ABCs of Climate Change

Climate Change: Will affect life as we know it.
	-The world your children will inherit
	-Intra-generational equity

Causes of Climate Change

-Population Growth
-Increasing/Excessive Consumption  of fossil fuels, and animal products: meat/fish
-Depletion of Natural Resources (e.g., fossil fuels, water, trees)
-Pollution (air, water, land)
-Pushing the earth’s limits

The Science Behind Climate Change

The Greenhouse Effect 101
-Everything in the world gives off radiative energy (heat or light)
-The sun is extremely hot so it gives off a lot of radiation
-Some of the sun’s radiation can be seen (visible light), some can’t (e.g., UV rays)
The earth, which is cooler, gives off less radiation but it`s bombarded by the sun`s radiation
-30% of the sun`s radiation bounces off clouds, ice, snow, deserts, & other bright surfaces, reflecting the sun’s rays back into outer space
-The other 70% is absorbed by land (plants/soil) or water (ocean), which then heats up & emits some of that heat
-The technical term for the heat generated by the earth is “infrared radiation”, which are electromagnetic waves
-This is where the greenhouse gases come into play to create the “Greenhouse Effect”:
-The greenhouse gases trap the sun`s heat in the lower atmosphere, which warms the earth and heats the atmosphere, effectively acting like a “blanket” around the earth (or like the glass in a produce greenhouse)
-Without the greenhouse gases, earth would be uninhabitably cold
-Without the ozone layer in the atmosphere around the earth (which helps to protect us by filtering out the worst scorching effects of the UV rays), life couldn’t survive the sun’s ultraviolet radiation
-In short, ozone blocks some UV from hitting the earth, and greenhouse gases block heat escape from the earth
-Left to its own devices, there would be enough clouds/ice/snow to bounce excess heat back into outer space, and enough land/plants/water to absorb the energy that the earth needs and bounce the rest back heat (infrared radiation), so this “carbon cycle” would work well as it has for millennia. 

Two Main Greenhouse Gases:
1. Carbon Dioxide (CO2)
2. Methane (CH4)

Major Consequences of Global Warming
1. Extreme Weather
2. Melting Polar Ice
3. Increased Extinctions
4. Warming Oceans
5. Affecting People

Timeline of Climate Change Events
1970 –Earth Day Began
1998—Highest temperatures ever were reported 
1999—52,000 deaths due to weather-related events
2009—Earth’s temperature rose 0.8 C above 1850

Pressures for Corporate Responsibility

Pressures come from 3 sources (AME, 2002, 18, 2, p.133):
1. Primary stakeholders (owners/employees/customers/suppliers)
2. Secondary stakeholders (NGOs/activists, local communities, govts)
· E.g., Investor Responsibility Research Center (IRRC), tracks ~300 shareholder resolutions annually
· E.g. Interfaith Center on Corporate Responsibility (ICCR) 
3. Generalized institutional/societal pressures (e.g., not just global standards, but also emergence of “best of rankings” & reporting initiatives focusing on multiple bottom lines)
· See SIRI (Sustainable Investment Research International Group), representing 11 countries
· Corporate Conscience awards (awarded by Social Accountability International)
· Business Ethics magazine
· Fortune’s “Global Most Admired Companies”
IN T&D terminology, these environmental pressures are starting to make firms very itchy. 

Competitive Pressures for Responsible Performance

Jantzi Index – Toronto 
DJSI – Dow Jones Sustainability Index - identifies best in-class companies through an integrated assessment of economic, environmental, and social criteria
FTSE4Good – Measures the performance of companies that meet globally recognized corporate responsibility standards

Sustainable Development 

“The basic principle, the environmental principle, is that ecosystems has limited regenerative capacity, and that the earth’s land, air, water, and biodiversity will be compromised by irresponsible actions” (AME, 2002, 16, 2, p.123)     So how can we be more responsible, as managers?
First, it is not a matter of “Returning Humans to an Ideal state...a point in the past where humans lived in ‘balance’ with ‘nature’” 
· This sort of radical “conservation ethos” just creates “environmental politics that views innovation as a threat to tradition/survival” (Sandri, 2013, p.771-2)
· That also defies the reality that ecosystems’ “stable states” are not really stable equilibriums...Systems are open and dynamic, they have irregular dynamics, and stability exists simultaneously with an undercurrent of instability (randomness, chaos, stochastic fluctuations)...there is no predetermined [perpetual] natural state of the planet or universe... (Sandri, 2013, Environmental Education Research, 19, 6, pp.771). 
Therefore, Sandri suggests it is important to not construct a story of apocalypse vs progress:
· Because “the way we construct a problem impacts on our ability to creatively solve it” (Ward & Kolmytis, 2010, as cited in Sandri, 2013), 
· “both narratives (the armageddon or progress narrative) inhibit the creativity needed to create alternative/divergent futures”  (Sandri, 2013).  In other words, it PARALYZES creativity. 
· We must be clear eyed that “humankind can participate in this construction [or destruction]” (Sandri, 2013, Environmental Education Research, 19, 6, pp.771). 
According to Dunphy (2003), we can achieve sustainability from activities that simultaneously:
1. extend the socially useful life of organisations (Profit motive)
2.  enhance the planet’s ability to maintain and renew the biosphere and protect all living species (Planet motive)
3.  enhance society’s ability to maintain itself and to solve its major problems, thereby maintaining a decent level of welfare for present and future generations of humanity. (People motive)

The Necessary Strategic Organizational Response

So that brings us to the notion of the  triple bottom line  (a/k/a The 3 “P’s”) which was pioneered by the Institute of Social and Ethical AccountAbility  (http://www.rbf.org/close-up/institute-social-and-ethical-accountability )
Sustainability is based on the integration of three communities which have as their main interest:
· profits	(economic)
· planet	(ecological - includes all natural resources: Energy, Water, Air, Crops/Forestry, Mining))
· people	(social).

Sustainable Innovation Definition – Elementary Style

DESIGN
· Minimize materials in design (Without compromising sturdiness/reliability AND ensuring materials used comply with enviro-regulations)
MFTG
· Limit energy resources needed to manufacture it
· Ensure a healthy & safe workplace while manufacturing it (exposure to toxins, etc)
· Limit broader social impact (Involve local communities & NGOs to ensure only positive social impact)
TRANSPORTATION (Distribution)
· Package it smartly to fit efficiently into smallest possible package using minimal packaging materials
· Vehicles used for transportation (truck vs ship vs plane, etc, including choice of most eco-supplier for transport)
USAGE
· Storage & use minimizes extra carbon expenditure (e.g., Does it really need to be refrigerated to be stored? Does it need a lot of water?)
· In many respects, this is an extension of the design question
RECYCLING
· Is it easily designed to be recycled or does it contain mixed materials (e.g., Plastic film on cardboard)? – Again, an extension of the design question
· How much would it cost to recycle it if it is designed one way or another?

Organizing for Innovation Management

INNOVATION = Transforming an idea/invention into a package of features & benefits (that solve a customer’s problems/needs)
INNOVATION MANAGEMENT = The task of organizing the work of 100’s or 1000’s of people who may be spread all over the globe, so that they can continually integrate what they know and what they can do, to produce innovation
New Business Development = Understanding customer needs for new products: How does everyone in the company understand it? How sales understands it might be different from how engineers understand it. Everyone needs to know how everyone else understands it, so that they can continually match new market opportunities with new products
· Training needed? => Pre-Sales”-trng – External Collaboration with customers
New Product Development (NPD) = Multifunctional Teams: Define, Design, Develop & Deliver. 
· Training needed? => (creativity, internal X-functional  collaboration internal & external- collab with NGOs ; Tolerance for Ambiguity
New Capability Development = Development of new capabilities for technology, marketing, manufacturing, etc, to support not only ongoing operations, but also receptivity to continuous streams of new ideas, because the NPD teams cannot work in isolation
· Training needed? => (Eco-Literacy & Skills training & External collaboration-Suppliers)
New Strategy Development = Executives must balance the need to stick with long-term investments while encouraging continual innovation and making resource allocations accordingly
· Training needed? => Complexity, LT, Risk-taking; Tolerance for Ambiguity
All this can work as long as the organization recognizes that it is everybody’s job to innovate:
· To discover new ideas
· To integrate new ideas into systems
· To anticipate future opportunities
· To draw on networks of experts both inside and outside the organization

Organizational Needs Analysis of Telfer

1. Does Telfer have access to the financial resources (or in kind resources) in order to meet a sustainability strategy for our programs?
External:
Network for Business Sustainability
ECO (Environmental Careers Org’n)
Corporate Knights
Internal:
UOttawa Institute on the Environment & Sustainable Prosperity think tank
Librarians
2. Do we have the human resources/ intellectual capital to deliver more sustainability training in our Telfer courses? 
Our faculty members have excellent subject-matter expertise (from a functional perspective) 
& much delivery/engagement  expertise (for organizing learning & teaching students)
BUT lack subject matter expertise in regard to environmental sustainability as it relates to their functional area
3.. Does Telfer have a learning culture?
· In principle, yes, Self-starters, capable of independent initiative
· In practice, it varies- People may personally value learning, but many value their status quo (hard-earned research expertise) too (i.e., If a culture is too strong, it can inhibit responsiveness to change). -- Possibly Low Tolerance for “not being an expert”
4. Does Telfer have a supportive Org’l Climate?
· Learning is an investment (top mgmt support)? Everybody considered a learner? Everybody considered a trainer?
Specialized research expertise (“Competency Trap” - AME, 2010, 9, 3, p.398)
· University incentive systems perpetuate value of maintaining economies of scale with one’s own research expertise & publishing in discipline-specific journals, not interdisciplinary journals (AME, 2010, 9, 3, p.398) - (people have spent 30 years working toward a PhD, 5 years working toward tenure...); 
· Epistemological tradition that places more emphasis on propositional knowing (knowing in conceptual terms), & much less [but not nil!] on other forms of knowing (e.g., experiential, presentational, or practical) (AME, 2010, 9, 3, p.398)
--Ethics courses are core to undergrad, not yet grad research programs
5. Integration with high performance HR system
Course overhaul demands service time contributions on the part of individual faculty members who are primarily rewarded for RESEARCH
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