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ABSTRACT 

Company X is a provider of non-emergency medical transportation in Wisconsin. 

Typical clients of this service are individuals with medical appointments who require 

special transportation to and from their homes in meeting these previously scheduled 

engagements. Customer needs may entail transportation by wheelchair, or otherwise 

assisted or supervised conveyance. This particular service-industry niche is experiencing 

rapid growth; increasing directly in tangent with the ever-escalating segment of senior 

citizens in the regional population. Organizational investment in a consistent quality 

employee training and learning plan would appear mandated by the rapid enlargement of 

this industry segment. The corporate university concept is one way in which 

organizations have met similar training needs in other successful types ofbusinesses. 
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The corporate university approach seeks to cultivate the learning and knowledge 

of the workforce of a company by directly linking this wisdom to the organizational 

mission and vision. It can be a powerful tool to enable a business to meets its goals and 

objectives. However, the corporate university concept is not appropriate for every 

organization. In fact, whether or not to incorporate a corporate university is a decision 

which is integral with the strategy and unique organizational culture it will serve. 

Company X management plans to continually expand their organization in 

response to the rapidly increasing need in the non-emergency medical transportation 

industry. This growth will include expanding services into more geographic areas, as well 

as the addition ofmore employees scattered across a greater region. In view ofthis, they 

wish to explore the possibility of incorporating the corporate university concept as a 

means of organizational training. Therefore, this study examined the unique 

organizational culture ofCompany X to determine the feasibility of applying the 

corporate university training concept within this organization. 
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Chapter I: Introduction 

Background 

The precedent for the scholastic universities of today was established in Europe in the 

medieval era (Allen, 2002). Colleges were later instituted in the New World while the country 

now known as the United States was still being colonized. Still later, in the nineteenth century, 

American commerce began to develop corporate structures. These served to provide the business 

model upon which the corporations of today are based. 

Subsequently, business corporations and universities came together to help serve an 

evolving need for education specific to the workplace (Allen, 2002). Corporate universities were 

developed as the educational means to serve those business needs. In essence, the corporate 

university is a strategic tool which aids in achieving business goals by cultivating the learning of 

the organizational members. Training can be a viable part of this learning initiative, but training 

activities alone do not usually have a direct bond with organizational strategy and goals. 

Every organization is unique in regard to its needs, attitudes, management style, business 

structure, and goals (Barley, 2002). Consequently, not all organizations are a good fit for a 

corporate university (Fulmer, 2002). The corporate university must be developed so that it is 

serves the distinctive strategy, vision, and mission of the organization (Barley, 2002). Thus, it is 

integrally linked to the unique organizational culture. 

The management of Company X, a provider of non-emergency medical transportation in 

northwestern Wisconsin, requested a study to explore whether or not the corporate university 

training concept would work for their organization. Consequently, pertinent background 

information about Company X as well as the service it provides were reviewed by the researcher 
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and provided to help clarify the three basic elements involved: corporate universities, non

emergency medical transportation, and finally Company X itself. 

The corporate university approach. Barley (1998) declared change as the operative word 

in the marketplace of today. She further asserted that change required skilled and knowledgeable 

employees who understood the nature of the business, and embraced and supported the company 

vision. It can no longer be acceptable to train and educate management and hope for the learning 

to "trickle-down" through the ranks to all the other employees. An emphasis on investing in 

training, developing, and learning throughout the entire workforce characterizes the corporate 

university concept. 

The corporate university approach essentially seeks to positively affect business 

outcomes by using a more balanced approach in cascading learning throughout the entire chain 

of employees in an organization (Barley, 1998). This comprehensive approach serves to increase 

job performance through better education; obtaining employee support through their own 

contribution to, and knowledge of, the strategic vision and plan of the organization. 

The various learning concepts adapted and implemented by the corporate university 

approach are unique to the culture ofthat organization. No critical number of employees is 

appropriate for justifying a corporate university (Fulmer, 2002). Rather, the intent is to cultivate 

the learning, knowledge, and wisdom ofthe workforce to be directly and strategically linked to 

the organizational mission regardless of its size (Allen, 2002). Nonetheless, there are normally a 

variety of ways to achieve that mission; the corporate university is not always the correct tool to 

accomplish it. But, if warranted, the corporate university can be a powerful tool because of the 

ultimate reason for its existence: to help the company achieve its goals. 
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Non-emergency medical transportation. The travel needs of patients do not always 

constitute a medical emergency; nonetheless, many physically challenged individuals require 

specially equipped vehicles to accommodate transportation to and from their various destinations 

(Company X owner, personal communication, June 22,2006). Some of these individuals are able 

to own and operate their private vehicle for such purposes, or alternatively, to make suitable 

arrangements with friends, family members, or acquaintances for this transportation. 

However, in many instances these provisions are not possible. Therefore, individuals who 

can afford it may have to privately hire a transportation provider. Others, who may simply be 

unable to afford such a service, require government funded assistance to pay for this 

transportation. Additionally, United States federal rules mandate individual states to ensure that 

patients who receive medical assistance payments be provided suitable transportation to and 

from medical appointments (Wisconsin Legislative Fiscal Bureau, 2005). 

To fulfill this explicit need in society, non-emergency transportation organizations were 

established. These privately owned companies broker their services specifically to both self-pay 

and medical assistance clients who require specialized medical vehicles to transport them to their 

health examinations and treatments (Company X owner, personal communication, June 22, 

2006). The drivers of these vehicles are required to have first-aid training and cardio-pulmonary 

resuscitation (CPR) certification. However, non-emergency transportation services do not require 

any additional employee training in special life saving measures or in the operation of life saving 

equipment. 

An overview ofCompany X Company X was established in 1977 to provide non

-emergency transportation to individuals who require assistance (Company X owner, personal 

communication, June 22, 2006). These individuals may be confined to a wheelchair or otherwise 
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physically challenged, and are typically in need of transportation to and from residences, medical 

appointments, day-treatment programs, and rehabilitation facilities. This transportation is 

normally provided in a region comprised of 19 counties in northwestern Wisconsin as well as the 

cities of Duluth, Rochester, Minneapolis, and 81. Paul in eastern Minnesota. 

Company X has been consecutively owned, and in each instance, solely run by an 

individual husband and wife management team (Company X owner, personal communication, 

June 22,2006). It has been sold three times; however, each of these couples has held the business 

for several years and experienced significant business growth during their ownership period. 

From beginning with just a few vehicles and employees, the company has currently grown to an 

employee roster of 31 employees with a service fleet of 28 vehicles. 

The latest purchase of Company X came only after a lengthy and careful search for what 

the new owners believed to be a solid opportunity with excellent potential for improvement 

(Company X owner, personal communication, June 22, 2006). This current husband and wife 

management team indicated interest in organizational growth and expansion, including enlarging 

the service region covered, as well as establishing company branch locations. This expansion 

would require the addition of more employees who would necessarily reside over a greater 

geographic area. 

The current method of training in the organization is through a rather loosely structured 

method of mentoring and on-the-job (OJT) training (Company X owner, personal 

communication, June 22, 2006). However, because both owners were previously employed by a 

major automaker which was a pioneer in the "corporate university" concept, they had familiarity 

with corporate university training methods and philosophy. 
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Statement ofthe Problem 

Company X owners resolved that they do not know if corporate university methods will 

work within their newly acquired small business; they requested a study to examine whether this 

organizationalleaming concept could be applied. This study examined the organizational culture 

of Company X to determine the feasibility of applying the corporate university training concept 

in this specific company. 

Purpose ofthe Study 

Management of Company X knows that the corporate university method of employee 

training has been a proven success in larger organizations. This study investigated whether the 

same strategies and practices of this method would work well in their own organization. The goal 

of this research was to reveal a viable answer to the feasibility ofapplying the corporate 

university concept within Company X. 

Research Objectives 

The objectives for this study were: 

1.	 Identify methods and instances in which corporate university strategies are most 

effective. 

2.	 Evaluate the feasibility of establishing the corporate university concept within the 

organizational culture of Company X. 

Assumptions ofthe Study 

Scholarly literature debated the precise meaning of the terms "organizational climate" 

and "organizational culture." In some instances, sources defined these organizational 

characteristics as separate entities; others declared climate as part of culture (Denison, 1990). 

This research assumed that organizational climate is actually considered an element ofthe make
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up of organizational culture. It was declared as such in the review ofliterature for this study. The 

data gathering process also reflected that same assumption in examining the organizational 

culture of Company X. 

Definition ofTerms 

1.	 Benchmarking. A technique for improving organizational performance by learning 

best practices from other companies (Furnham and Gunter, 1993). 

2.	 Competency. Any knowledge, skill, thought process, or set of actions used in the 

workplace which serves to distinguish top performing workers from average workers 

(Meister, 1998a). 

3.	 Corporate University. The central umbrella for developing and educating employees 

and stakeholders in the relevant learning solutions which will meet the business 

strategies of an organization (Meister, 1998a). 

4.	 Mentoring. Experienced employees acting as teachers during job training to show 

new employees what they should do; explain why they should do it; observe and 

guide them in practice; and then provide positive feedback for improvement 

(Rothwell and Kazanas, 2004). 

5.	 Organizational Climate. An integral part of the organizational culture. It is 

characterized in the rewards, communications, acknowledgements, language and 

personality of the organization in the process ofperforming its everyday routines 

(Schauber, 2001). 

6.	 Organizational Culture. The values, beliefs, principles, practices, behaviors, and 

mindset that make up an organization. It is inherent in the vision, mission, policies 

and procedures that serve as the guidelines of the organization (Denison, 1990). 
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Scope ofthe Study 

1.	 This research was limited specifically to Company X and its organizational culture in 

regard to the application of corporate university training concepts. 

2.	 This study did not attempt detailed critical examination of alternative training 

initiatives for Company X outside the realm of the literature reviewed. 

Outline ofthe Study 

Chapter one describes the origin of corporate universities and how they came to be linked 

to corporate businesses. Next, a synopsis of the corporate university approach to training was 

presented and its purposes were explained. Non-emergency medical transportation services were 

then described and the need for providing organizations established. Finally, Company X was 

introduced and the problem it sought to explore was revealed. The chapter concluded with the 

objectives, assumptions, and limitations ofthis study and the definitions of relevant terminology. 

The second chapter of this writing was a summary of the pertinent findings gleaned from 

an extensive literature review conducted by the researcher. The purpose was to acquire 

knowledge regarding the most effective strategies and suitable applications of the corporate 

university concept. A clear link was established between the culture, development, and strategy 

of a business and the corporate university approach to training. This study then examined the 

factors of organizational culture which may determine organizational effectiveness, especially in 

regard to learning and corporate university methods. The literature review also included an 

examination of organizational development, organizational change, on-the-job training methods, 

and the process of analyzing training need; all significant tools with factors unique to the specific 

organization which they serve. Finally, data-gathering techniques were inspected. 
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The third chapter described the research and its methodology. The data for this study was 

gathered through a survey of all the members of the organization. This survey was delivered in 

the form of a written questionnaire which was designed to examine the relevant factors of the 

organizational culture at Company X; the ultimate goal being the determination of the feasibility 

of utilizing a corporate university specifically in this small business. Because of the various 

locations of company employees throughout the region, the surveys were conducted by mail. The 

questionnaire consisted of two sections: the first examining beliefs, assumptions, and opinions of 

each respondent; the second, to help preserve anonymity, gathering just enough demographic 

information to allow for possible analysis and comparisons between specific groups. 

Chapter four reported the results of the questionnaires. Responses were summarized and 

percentages were used to infer answers for the overall organization. The organizational culture 

and effectiveness survey techniques suggested by Denison (1990; 2006) were used as the 

primary framework for this analysis. An overall picture of the beliefs and assumptions of the 

organizational culture in regard to effectiveness within the parameters ofmission, consistency, 

involvement, and adaptability were obtained from the answers of respondents. These discoveries 

were used as a guide for the contrast of corporate universities techniques against the results of 

this examination of the organizational culture of Company X. 

The final chapter discussed the results; the ultimate goal seeking to categorize and make 

comparisons between the characteristics revealed in the organizational culture of Company X 

against the practices of the corporate university training methodology discovered in the literature 

review. Conclusions about the feasibility of adapting the corporate university concept by 

Company X were listed and additional recommendations and considerations were stated. 
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Chapter II: Literature Review 

This study examined the organizational culture of Company X to determine the feasibility 

of applying the strategies and practices of the corporate university training concept in this 

particular organization. 

A review of literature served to scrutinize the basic strategies and best practices of the 

corporate university philosophy of training to help determine if they will work within the 

organizational culture of Company X. This research defined corporate universities; summarized 

corporate university history; gave an overview of corporate university purpose; examined 

corporate university design and strategy, listed the drivers and barriers to launching a corporate 

university; analyzed corporate university best practices; outlined funding and performance 

evaluation approaches; and ultimately established an integral link between corporate universities 

and the strategy and culture of the organization they serve. Methods to assess the need for 

training as well as for the suitability of OJT were also considered. Finally, considerations in the 

process of changing an organization and its culture were studied. All of these critical elements 

were compared against data gathered about the organizational culture of Company X to establish 

whether corporate university methodology was indeed feasible in this small business. 

Corporate University Considerations 

Defined. Experts in corporate university theory all had slight variations on the true 

definition of a corporate university. However, almost invariably in the many writings on this 

subject, the name of Jeanne C. Meister is quoted or mentioned as a premier expert in this field of 

study. Meister (l998a) indeed provided a blanket definition which serves to encompass those 

offered by most other authors and educators: "A corporate university is the strategic umbrella for 
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developing and educating employees, customers, and suppliers in order to meet an organization's 

business strategies" (p.267). 

Barley (1998) further clarified the definition by asserting that a corporate university was 

a balanced approach to cascade learning throughout the entire employee chain of a company to 

create positive workforce development. This provided employees with the knowledge, skills, and 

understanding they needed to help the organization achieve its strategic business goals. The 

focus in learning on the broader business objectives and strategy directly contrasted the narrow 

tactical focus of traditional training methods ("Brief History," 2005). A way to visualize this 

difference was exemplified by comparing the duties and function of the chief financial officer in 

a corporation to those ofthe bookkeeper. The former position was much broader and strategic in 

scope; the latter much narrower and short term in application. 

Barley (1998) also proposed these five ways in which corporate universities served to 

provide advantages to employees. They are listed and paraphrased as: 

1. Enabled them to access education to aid in better job performance. 

2. Gave them a voice in the content areas of this education. 

3. Gave them value as contributors to the strategic plan of the organization. 

4. Provided them a clear meaning ofthe purpose and intent ofthat strategy. 

5. Lent value to their personal development as well as that ofthe organization. 

She further asserted that this holistic approach toward workplace learning by corporate 

universities allows companies to accomplish their ultimate goal: business success. 

Evolution. In order to make sense of corporate universities and what they currently 

represented, it was important to understand where they came from as well why they exist. 
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Indeed, there has been a metamorphosis over several decades since the actual inception of the 

corporate university concept. A brief summary of this history was therefore in order. 

It is generally accepted that General Motors was the leader in establishing the corporate 

university method of training prior to 1927 (Gerbman, 2000). General Electric also began, at 

about that same time, to establish high-level training institutions labeled corporate universities 

("Brief History," 2005). Nonetheless, the training mandate under which corporate universities 

operated in those early days was much different than those of today. The United States business 

world was primarily a domestic marketplace and very predictable; extremely few firms were 

competing for customers. Quality of products and variety of choices were not of paramount 

concern in the business world; rather, increasingly complex industrial operations had created a 

dire need for more and better qualified managers. It was this need, paired with the sluggishness 

of the academic world in filling this skilled management shortage, which pushed manufacturing 

firms to develop their own corporate institutes to educate and develop accomplished managers. 

Later, many corporate universities created prior to the mid-1960s severed ties with their 

originating firm and actually became private colleges. 

However, General Electric continued to develop the idea and in 1955 instituted a shift in 

paradigm to a closer version of present day corporate universities ("Brief History," 2005). Extra 

effort was made to educate not only managers, but executives at all levels, as well as to increase 

the amount of instruction available to every employee. As a result Jack Welch, then CEO of 

General Electric, is known today as the early champion of continuous training and employee 

development. His corporate university strategies are still imitated by the firms oftoday. 

Nevertheless, it wasn't until the mid-1980s that the idea of corporate universities really 

began to flourish. As the rate of change and innovation escalated, corporations began to realize 
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that the shelf-life of knowledge had become extremely brief (Moore, 1997). Learning had 

actually become a core competency in the workplace. Big businesses began to realize that in 

order to sustain competitive advantage they needed to learn faster than the competition. Training 

departments and corporate development centers adapted into corporate universities. Industries 

initiated the stratagem that the word "university" indicated the strength of their commitment to 

learning. 

In the competitive global marketplace oftoday, organizations recognized the importance 

of developing employees as a top priority (Frazee, 2002). The learning opportunities provided by 

corporate universities are interwoven with the strategies of their particular business initiative. 

Modem technology bolstered and reinforced the acquisition of this knowledge. Active 

involvement by top management during the entire learning process demonstrated their support of 

corporate university methodology in achieving perceived organizational goals (Ellis, 2002). 

Increased competition drove the need for internal changes toward top quality employee expertise 

in order to continually improve effectiveness in industry and business (Peak, 1997). 

Yet the focus of modern corporate universities was not exclusively on aiding employee 

progression through training, learning, and performance improvement (Ellis, 2002). Businesses 

such as Charles Schwab, Toyota, Disney, and Motorola exemplified success stories wherein the 

merit of corporate universities have resulted in the appreciation of the full worth of their human 

capital. Employees were sent a strong message that learning is not only worthwhile, but also 

transferable beyond the scope of one job. Their worth and value to the organization are 

reinforced as a priority; creating an organizational culture of quality, consistency, and 

communication through the common vocabulary and collective knowledge within the company. 
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Corporate universities evolved because of a shift in the corporate mindset away from 

traditional training standards. This evolution from traditional training methods to the learning 

focus of modem corporate universities is paraphrased and compiled in Table 2-1 below (Peak, 

1997; Meister, 1998b). Illustrated is the focus of training in the corporate university which 

moved to a proactive learning approach linked with the organizational strategy and goals. 

Table 2-1 

Paradigm Shift in Corporate University Learning 

Traditional Training Department Corporate University Concept 

Focus Reactive: Get Trained Proactive: Learning 

Methodology Fragmented/Decentralized Cohesive/Centralized 

Scope Mostly Tactical Mostly Strategic 

Buy-in Not Necessary Organization-wide 

Delivery Classroom Instructor Applicable Technology 

Curriculum Narrow DepthlWide Coverage Customized to Individual/Job Group 

Outcome More Job Skills Increased Job Performance 

The proactive focus, sharply contrasted by traditional training methods, simply reacted to 

perceived need by applying training. In corporate universities, training curriculum based more 

upon jobs or job groups provided the focus rather than a general audience. Emphasis was then 

placed upon a customized education method utilizing multiple technologies; not just lectures by 

instructors. Increased job performance is stressed in the corporate university approach, rather 

than training to simply increase certain job skills. 
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Purpose. The function ofa corporate university is to tie the learning efforts ofan 

organization directly to its business goals. In a 2004 survey which successfully sampled 

corporate universities at 170 organizations, Corporate University Xchange, Inc. found 97 percent 

agreement among respondents that organizational strategy, goals, and initiatives are the driving 

force in learning ("Update," 2005). The most important organizational goals revealed by these 

respondents were: improvements in customer service; enhanced customer satisfaction; increased 

productivity; decreased costs; retention of valued employees; and increased profits. 

The assertions of Wheeler and Clegg (2005) added credence to the findings of this survey. 

They emphasized that rather than being about the delivery of learning or sustaining 

organizational culture, corporate universities are about an emerging view of learning as a critical 

factor in organizational success. Wheeler and Clegg declared that the corporate university is a 

development process which provides the organization with the talent it needs to be truly 

competitive. In order to achieve this purpose, the focus of the corporate university must be 

strategically oriented and high on contributions to the revenue, growth, and effectiveness of the 

organization. 

Consequently, the most successful businesses are those that create ways to incorporate 

learning into daily activities (Wheeler and Clegg, 2005). The goal of a corporate university 

should be to impart the value of learning, and then provide a system to convey learning in a way 

that positively shapes business outcomes. When learning occurs, individuals and organizations 

undergo a process of change internally as well as in their behaviors (Allen, 2002). Knowledge 

and competency are typically acquired during this change process. It is having the wisdom to 

correctly apply this attained knowledge to the organizational mission which is the ultimate 

purpose ofthe corporate university. 
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Types. Allen (2002) asserted that corporate universities can be categorized in four 

different ascending types based on the level of offered learning activity. These contentions are 

listed and paraphrased as: 

1. Engaging only in training activities. 

2. Engaging in training plus educational classes for management development. 

3. Training, management development classes, and courses for academic credit. 

4. Training, management development classes, and accredited college degrees. 

At the first level, a corporate university may offer only the training necessary to properly 

perform the job. This role can be typically handled by a training department and should not merit 

the label of a corporate university (Allen, 2002). For that reason level two, where managerial and 

executive development classes are added to job training, should be the minimum criteria to 

qualify as a true corporate university. 

The next two highest learning levels actually offer scholastic standing. At level three, 

corporate universities that also offer classes for academic credit usually establish partnership 

with an accredited university; college credits for each class actually come from that institution 

(Allen, 2002). An elite few corporate universities at level four actually offer accredited college 

degrees; most have done so only to meet a very specific or customized need that is not met at a 

traditional university. 

Size. There is no critical number of employees in an organization that meets the 

requirements to have a corporate university (Fulmer, 2002). The reason a corporate university 

exists is to help a business achieve its mission. Developing the knowledge of the individuals 

within that organization is the way in which the corporate university assists in accomplishing this 

goal. Although small organizations have successfully applied the concepts, they are usually most 
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appropriate for companies that have large numbers of employees whose skills are vital to 

organizational success. Very small businesses and those more reliant on automation than manual 

labor are probably not good candidates for this learning method. Hence, corporate universities 

are not the right learning or training tool for every organization. 

Accordingly, Carrie Rowland of the Burston-Marsteller corporate university maintained 

that a small business with few employees would not want to establish a corporate university 

(Gerbman, 2000). Rowland suggested that a better alternative would be to adapt the same basic 

learning principles, while making employees more aware of company goals and how they can 

help to achieve them. 

Nonetheless, Fenn (1999) asserted that the corporate university concept is not just for big 

organizations. Small companies, as well as growing businesses, are starting universities oftheir 

own to establish in-house training agendas. These programs help improve recruitment because 

employees are aware that their future marketability is based on acquired knowledge and skills. 

Not only does this attract and retain quality people, but it also increases revenues; a better trained 

employee attains skills directly tied to acquiring business objectives. 

In the rapidly changing marketplace of today, both small and large companies need to 

train new employees in a whole new skill-set as soon as they enter the workforce (Gerbman, 

2000). The corporate university promotes broad individual knowledge and clear understanding of 

organizational vision and mission. Employee talent is cultivated from within the company, not 

only easing the burden on recruitment, but also creating opportunities for employee advancement 

(Fenn, 1999). Therefore, a corporate university is not just a phenomenon for large organizations. 

Design. The internal structure of the corporate university is aligned to enhance its 

strategy as well as to drive the success of the organization. Figure 2-1 represents an approximate 
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rendition of Barley's model for corporate design, which serves to illustrate each of the separate 

functions required to facilitate the operation of a corporate university (Barley, 2002, p.62; 

Barley, 1998, p.21). 

...--------11 Assess Organizational Need ~ 

1-----11	 rAlign with Strategic Plan 

Internal/External I--~--i: Develop the Curriculum r 
Partnering 

1------11	 rImplement the Program 

I~-------\l Evaluate Effectiveness
 

Figure 2-1. Approximating the Barley model of corporate university design.
 

The five major functions of the model are directly interlinked with the cornerstone 

philosophy ofpartnership; the guiding force behind the design, management, and operation of 

the corporate university (Barley, 2006). The entire organization must embrace and take 

ownership of the corporate university in order to ensure successful implementation. The six 

elements shown in the model are reviewed and summarily described as: 

1.	 Internal and external partnering: the constant factor which pervades the entire process 

of the corporate university. This is the cornerstone, or the unvarying philosophy, 

which is critical to the entire administration and development ofthe corporate 

university (Barley, 1998). Both internal and external partners can be utilized to 

provide the most useful means to plan and maintain the corporate university program. 

Internal partnerships include top management, mid-level management, supervisors, 

employees, and labor unions. The sharing oftheir resources and ideas ensures that the 

voice of the organizational culture is represented. External resources can be colleges, 
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technical schools, vendors, outside consultants, and training firms. The main premise 

assumed for these partnerships is that all entities involved with the organization 

collaborate to share possession of a thriving corporate university initiative (Barley, 

2006). 

2.	 Assessing organizational need: the process for ascertaining and appraising overall 

organizational requirements (Barley, 1998). This course of action examines two 

crucial layers in the organization: the wants and needs of the employees, and the 

wants and needs of the organization in planning for the future. Two effective methods 

for identification ofthe individual wants and needs, as well for possible obstacles to 

implementing a corporate university, are surveys and interviews. Focus groups can 

also serve to render a cooperative atmosphere in which to identify potential concerns. 

Identification oforganizational needs can also be accomplished through a job task 

analysis which discovers the skills and competencies needed to fill future jobs and 

remain competitive. These methods can serve to reveal the true nature of the 

organizational climate and culture; identifying the strengths, weaknesses, and 

learning needs. 

3.	 Strategic plan alignment: the vision and mission for the future of the organization 

itself is used to establish the mission for the corporate university (Barley, 1998). The 

gap between organizational and employee needs provided by the organizational 

assessment is used to align the corporate university with the strategic plan of the 

company. For this to be plausible, the organization must openly share its plan for the 

future among all stakeholders. 
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4.	 Developing the curriculum: in this element of the model, the processes and practices 

of the learning programs of the corporate university are created (Barley, 1998). This 

curriculum is tailored to meet the common needs of all the identified stakeholders; the 

partners and the employees as well as the organization. The various skill levels of the 

learners must also be assessed to ensure that learning plans are customized to meet 

the degree of employee readiness. 

5.	 Implementing the program: providing the vital resources to create a learning setting in 

the organization (Barley, 1998). This may be delivered in a wide range of methods 

depending upon the nature of the company and its available resources. Some 

examples of these are computer-based learning, on-the-job training, mentoring, 

traditional classrooms, and distance learning methods. Funding and budget issues are 

explored, detailed, and approved according to the budget process of the individual 

company. Recordkeeping methodology including confidentiality practices must also 

be established. 

6.	 Program evaluation: dealing with the effectiveness of the process and the learning 

activities to ensure that learner and organizational needs are met (Barley, 1998). The 

timing of these evaluations can vary according to the preference of the organization. 

However, evaluations are normally conducted during the learning endeavor, called 

formative evaluation; immediately after the learning endeavor, called summative 

evaluation; and at a prescribed interval sometime after completion of the learning 

endeavor, called longitudinal evaluation. 

Funding. According to a recent survey conducted at 170 organizations, the average 

funding expenditure for their corporate universities is 2.5% of the company payroll ("Update," 
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2005). The top five learning goals identified by these survey respondents are customer service 

and contentment, increased productivity, cost reductions, retention of valued employees, and 

greater profits. The return on investment (ROI) is difficult to pinpoint and essentially unique to 

the specific organization; most respondents gauged business impact by improvements in one or 

all of the aforementioned areas. 

Technology use. The technology used in the learning strategies of corporate universities 

must include not only how much and what to use, but also how to combine technology with 

customary styles oflearning and teaching (Meister, 1998c). Learning labs, with multimedia 

capabilities offering self-paced learning, provide a distraction-free educational environment. 

Computer or web-based technology also offers an easier way to train people more efficiently and 

economically while also keeping track of results. More than half of all corporate university 

training is now delivered by technology infrastructures. 

Technology enables change at a rapid pace, but the organizational process should be 

scrutinized before any rush to use the latest devices (Fulmer, 2002). The learning process itself 

should also be examined before new technologies are implemented. However, these 

reevaluations may well change the design as well as the delivery oflearning initiatives. Newman 

and Smith (1999) suggested that the development and design issues which an organization 

should consider prior to the use of technology are: the actualleaming goals of the application; 

whether the program will be developed internally or externally; the technical skills and 

knowledge of the users; linkage to the business goals; and the methods to evaluate success of the 

learning initiative. 

Technology use in learning management, as in any instructional design, should consider 

the individual first and the technology second (Newman and Smith, 1999). Only after the 
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performance issue is properly identified can the best learning medium be decided upon. The 

appropriate use of technology by corporate universities will help to make continuous learning a 

daily reality. 

However, there is usually strong initial resistance to the exclusive use of new technology 

in training; most employees still prefer a classroom style of instruction (Fulmer, 2002). Working 

to deliver a more socially interactive approach, particularly in distance learning methods, will 

help to ensure acceptance. 

Proven practices. Corporate universities and their focus on continuous learning represent 

the commitment ofbusiness leaders to the concept ofemployee education as an actual 

competitive advantage. Thus not surprisingly, company strategy is linked to employee learning 

in a corporate university. Expenditures on learning are almost twice the national average, or 

about 2.5% of total payroll, indicating the dedication to educating future leaders and retaining 

employees (Fulmer, 2002; "Update," 2005). Successful companies realized that human capital is 

their most important asset. This philosophy not only attracted new and talented employees, but 

also appealed to investors; improving the financial standing of the organization. 

However, there are no definitive conventions and parameters to establish a feasible 

corporate university (Allen, 1996). These universities can take a variety of forms which are 

unique to the organization for which they are established. Their effectiveness depends on how 

well the learning initiatives are linked to the goals and objectives of the organization. 

In some organizations the training department simply became a corporate university in 

name only (Fulmer, 2002). The added focus projected an up-to-date feel to traditional training 

methods, which sometimes resulted in updated presentations and the allocation of some new 
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equipment. Nevertheless, without alignment of the training with organizational objectives, 

dramatic contributions are considered unlikely. 

Motorola University is the best known and highly regarded example of a more 

appropriate corporate university method: an initiative-driven program of education. (Fulmer, 

2002; Allen, 1996). This learning system served to champion a company-wide plan in which 

employee empowerment, increased productivity, and the establishment of their own program of 

quality standards were all implemented (Fulmer). The strategic plan for globalization was also 

incorporated into this corporate university initiative. 

A corporate university that drives or aids a major organizational transformation is 

categorized as a change-management university (Fulmer, 2002). This technique concentrates the 

education entirely on the change goal of the company. Once this goal has been accomplished, the 

corporate university must reinvent itself, adjusting to the new organizational objective. An 

excellent illustration ofthis was provided by National Semiconductor University; its role as the 

driver of a leadership change initiative was realigned to a skill development agenda upon 

successful completion. 

Fulmer (2002) claimed that the GE Management Development Institute best exemplified 

the leadership development type ofcorporate university. This university also served to illustrate 

enormous success when there was total support from top management and a solitary focus on the 

objective. This university style concentrated entirely on the orientation, integration, and 

development of management into the organization. 

Business development corporate universities helped develop new opportunities and 

expanded business possibilities (Fulmer, 2002). If an organization underwent globalization, the 

corporate university supported the process through employee preparation, orientation to a new 
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country, research, and other activities generally not offered by traditional training departments. 

Bain and Co. created and offered a virtual university on the Internet to serve its 26 offices in 20 

different countries in this manner (Gerbman, 2000). 

A corporate university that concentrated its efforts on educating company leaders, 

employees, and suppliers of the organization about the relationships between customers and 

suppliers was labeled a customer-supplier relationship management university (Fulmer, 2002). 

These relationships are commonly practiced in large industrial companies such as Ford Motor 

Company. In fact, the Ford Fairlane Training and Development Center exemplified this type of 

corporate university (Allen, 1996). 

The Center for Performance Excellence, a university created by Booz Allen Hamilton, 

applied the competency-based career development corporate university approach (Johnson, 

2003; Fulmer, 2002). Career development activities and performance management systems were 

employed to instill mutual responsibility for individual development between the employee and 

the organization. Emphasis placed on viewing learning and development as a journey with 

shared worth and common benefit for both the company and the employee is stressed in this 

form of corporate university (Johnson). 

Analyzing performance. The basis ofperformance metrics for corporate universities is a 

comprehensive knowledge oforganizational goals and the associated gaps in achieving them 

(Barney, 2002). These strategic gaps in business outcomes should delineate what types of 

employee performance improvement, if any, are required. 

Barney (2002), the director of Six Sigma quality metrics at Motorola University, believed 

that traditional training evaluation methods are inappropriate for corporate universities. Instead, 

the only human performance changes that matter are those that affect achieving the strategic 
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goals of the organization. Motorola University developed a four-step plan to examine the 

outcomes that learning initiatives produced for the business. It strived to first examine gaps in 

business metrics, such as profit shortfalls or slow production times. This approach essentially 

turned the traditional Kirkpatrick evaluation model upside-down in evaluating ROI. The four 

steps used by in the Motorola performance gap analysis are summarized and restated as the 

following: 

1.	 Diagnosing the business problem. This was accomplished by examining the business 

goals and establishing new strategic directives to correct what ails the organization. In 

collaboration with top management, a monetary value was decided upon for each 

business initiative. The cost was the difference between the current and desired result. 

2.	 Analysis of employee performance. The reason for the business gap was sought in this 

step. The techniques oforganizational assessment and performance gap analysis 

determined the root cause. Customer satisfaction surveys, organizational surveys, and 

business process examinations are all ways which human performance was studied to 

see ifit was the source. Employee performance may not be the basic problem; only the 

actual reason for the gap between expected and actual results should be resolved. 

3.	 Performance drivers are determined. This step was critical in ascertaining whether 

employee learning was all or part of the problem. There could be many other factors 

contributing to the performance deficit; training may not be the answer. The size of the 

drivers determined the expense of the business gap. 

4.	 The ROI is calculated. The ratio of the organizational benefit to actual investment was 

the deciding factor on whether or not to initiate the training. The return produced 

should out-weigh the capital costs in order to make investment worthwhile. Factors 
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like travel costs and time-off for training need to be accounted for and included in the 

total organizational investment. RaJ should also be calculated for any possible non-

training solutions for comparative purposes. The means to resolution of the business 

gap must be included to reveal estimates of the actual ROt 

After these four steps were used to analyze the performance lags, the lead predictors of 

performance were scrutinized to understand whether a learning initiative was working. Figure 

2-2 embodies a more simplified version of the Motorola learning performance model, slightly 

rearranged to help visually demonstrate the basic steps involved in the upward flow of the 

relationships of these lags and leads. Arrows indicating relative magnitude of the drivers were 

also omitted for clarity; explanations ofthese drivers instead appear after the model (Barney, 

2002, p.213). The Motorola method prescribed and enabled a diagnostic tactic to predict whether 

the learning approach was on target to help solve the definitive performance lag: ROt 
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Figure 2-2. The drivers and indicators of learning performance. 
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Motorola University research identified the most important driver and predictor of 

learning transfer as relevancy (Barney, 2002). The four-step gap analysis determined the 

performance improvement need: designing instructional courses to serve this business objective 

which would be most germane in producing the largest possible payoff 

The next most important driver was the workplace environment for learning-transfer 

(Barney, 2002). Supervisors needed to be supportive of the training course and emphasize its 

importance; communicating clear rewards for improved employee function. This climate for 

transfer included coworkers and managers who supported the practice of the new skill and 

provided constructive feedback on performance. 

Excellent instructional design and teaching methodology, together with a good transfer 

climate, help drive the motivation to learn (Barney, 2002). Motivated learners take the training 

initiative seriously and put forth the necessary effort to master the new skills. This helped predict 

if students will set personal goals, practice the skills, and take the other steps necessary to utilize 

the training; another smaller driver in the learning process. 

Barney (2002) concluded that Motorola University used all ofthese indicators in 

conjunction to catch defects in the training initiative. Together they kept the learning project on

track and in-line with the desired business result. Managing learning solutions with respect to 

their investment return gained credibility for the corporate university while helping to solve 

critical business problems. 

Measuring improvement. Meister (1998c) identified improved performance as the primary 

objective for launching a corporate university. She also stated that a broad perspective was useful 

in understanding whether the corporate university had been effective. Evaluation techniques 

range from inspecting a single learning event to an actual change in the organizational culture. 
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Both short and long term success of the trainee could be examined over time; considering the 

impact and advancement of those who use university-learned best practices against those who do 

not (Johnson, 2003). Organizational gains are the intended focus, rather than how much the 

employee has learned from the classes (Wheeler and Clegg, 2005). The ultimate determination 

on whether the corporate university was a success would be through a measurable effect on the 

achievement of organizational goals. 

Evaluating. Kiely (2002) acknowledged that the largest part of the literature on the 

evaluation of training, including the measurements of corporate university learning, directly or 

indirectly employ the four levels of evaluation established by Donald Kirkpatrick. But she also 

maintained that the Kirkpatrick model is meant for evaluating training and development 

programs; while in contrast, corporate university programs should enhance and alter the 

organizational culture. Therefore, Kiely believed that a more detailed evaluative approach based 

on the ultimate mission dictated by this culture should be employed. In this way, learning results 

will not produce new skills that can not be used within the culture. 

However, Kirkpatrick and Kirkpatrick (2006) stated that each of their levels of 

evaluation, applied sequentially, become more complex and co-involved by their very nature. 

Thus no level should be circumvented to get to a level the trainer deems more important. The 

four levels are best reviewed by paraphrasing Kirkpatrick and Kirkpatrick in the following list: 

•	 Levell was stated as the reaction stage. It supplied the feedback of the actual 

participant regarding the training endeavor. This was important to not only secure a 

reaction, but also to determine whether it was a positive one. Negative reaction 

almost undoubtedly indicated that the participant will not be motivated to learn. In 

this way, level 1 actually measured satisfaction of the training customer. 
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•	 Level 2 measured the amount of learning. This was represented by the extent of 

change in the knowledge, skills, and attitudes of the learner. Learning was said to take 

place ifone or more of the following occurred for the participant: knowledge 

improvement; skills increased; or attitudes were altered. At least one of these 

attributes must change in order for a change at the next level to occur. 

•	 Level 3 constituted a change in behavior as a result of the training initiative. 

•	 Level 4 consisted of the tangible results that occur because the individual attended the 

training. The final results should coincide with the actual objectives of the learning 

program; such as increased productivity, improved product quality, reduced costs, 

larger profits, and fewer accidents. 

Transfer 

Learning 

Reactions 

Figure 2-3. Winfrey's conception ofthe Kirkpatrick four-level evaluation. 

The four-level method proposed by Kirkpatrick and Kirkpatrick (2006) provides an 

excellent framework by which to accomplish evaluation of the corporate university method. The 

first two levels, reaction and learning, appraised individual learner satisfaction and mastery of 

learning content; conversely the second two levels, behavior transfer and results, examined the 

amount of learner application directly on-the-job and its associated organizational impact. 



29 

Winfrey (1999) suggested that these four levels be graphically represented as a pyramid as 

shown in Figure 2-3. Winfrey described these four stages as consecutively building upon 

information from the prior level, beginning with the reaction phase at its base and rising to the 

pinnacle phase for the actual results of the learning. 

Seeking to evaluate corporate universities based simply upon ROI is difficult to measure 

because of the emphasis on continual learning (Barley, 1998). Contributions on various levels 

from factors such as advances in technology and better processing methods make it difficult to 

prove increased effectiveness attributed solely to the corporate university. Success may be best 

revealed by comparisons made to periods preceding the initiation of the corporate university 

approach. 

Johnson (2001) provided an excellent demonstration of the Kirkpatrick evaluative levels 

in action at the University ofPaychex. The philosophy of this corporate university was very 

basic: people who are trained properly to do their job will do it better. Ongoing assessments of 

training were considered critical components of its success. 

First, upon completion of a training session, each participant was asked to complete an 

extensive survey regarding their personal evaluation of the course (Johnson, 2001). The results 

of these learner reactions were then compiled and all trainers read the results along with each of 

the individual surveys. This served to incorporate a dual result for training analysis; both 

identifying how well the training method was received, and enabling trainers to get a handle on 

the most effective styles of learning. 

Next, the training staff ofPaychex University traveled to the various branches and 

departments where the participants were employed (Johnson, 2001). By means of a tool designed 

to measure levels of actual learning usage, managers were questioned and subsequent ratings 
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were applied to measure training impact. 

As a final measure, regular follow-up calls were made to managers examining if the 

program had improved employee performance as well as if any other changes had taken place 

(Johnson, 2001). This perpetual feedback at the workplace level provided the basis for how well 

the learning initiative served its purpose. Paychex University also kept track ofthe number of 

former trainees who returned for subsequent learning sessions as they advanced to new career 

opportunities. Successful training programs tended to bring learners back; another form of 

evaluating the effectiveness of training methodology. 

Organizational Integration ofthe Corporate University 

Strategic planning. Wheeler and Clegg (2005) maintained that corporate university 

strategy can be categorized and linked to organizational strategy in five basic approaches. 

Stakeholders and top management should be solicited for input to identify the area of need. It 

was very important that the strategic direction be correctly identified; these were the areas in 

which the efforts of the corporate university learning initiative eventually focused. Table 2-2 

adapted information provided in table form by Wheeler and Clegg (2005, p.24) representing 

these five essential strategic directives. The table was summarized and paraphrased for inclusion 

in this study. The following list briefly examines a summary ofeach strategic approach: 

1.	 Skill and development focused initiatives concentrate on two separate areas: the 

development of leadership from within the organization, and a broad-based approach 

on education and competency-building throughout the company. Needs analyses help 

to avoid mistaking things like attitude problems or resistance to change as an 

indication of an essential lack of necessary learner skills. 
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Table 2-2 

Strategic Learning Directives a/Corporate Universities 

Strategic Driver Concentration Characteristics 

Skill & Development Focus Maintain/update skills May be localized to department 

New discipline/skill Trained or learn new skill areas 

External Customer Focus Identify service issues Improve relationships and sales 

Improve product quality Increase use and more revenues 

Change Management Focus Organizational change Help through the change phases 

Transform organization Vast change/merger/acquisition 

Strategic Business Focus New initiative or project New quality initiative 

Create business segment Expansion or globalization 

Academic Research Focus Needs of the future Research better technology 

Better success methods Explore fasterlbetter learning 

2.	 External customer-focused directives improve relationships between all the 

stakeholders including vendors, partners, suppliers, and customers. Customer 

education can improve loyalty as well as improve services and products. These 

enhancements serve to support success by the customer, which results in additional 

return sales and increased revenue. 

3.	 A focus on change management centers on aiding an organization to revamp its 

strategy, or to help it implement the phases necessary to acquire or merge with 

another business. This directive helps people empathize with the budding 

environment and align their thoughts and capabilities with the new business outlook. 
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4.	 Strategic business planning concentrates either on a specific initiative to accomplish a 

business need, such as a new quality program, or actually serves to guide the 

exploration for possible future opportunities. The focal point prepares employees to 

meet the new challenges these will present. Employee skills will contribute most to 

the success of the organizational plan. 

5.	 Academic research directives deal with exploring areas oftheory that may produce a 

competitive business advantage. Experiments and simulations involving employees 

can produce ways in which organizational efficiency can be improved. This approach 

is most valuable when organizational uncertainty or new tactics require exploring 

areas which are unknown or not generally comprehended. 

The basis for the guiding decision on which strategic directive to follow should be shown 

by the vision of the organization (Wheeler and Clegg, 2005). This will establish the general 

picture ofwhere the corporate university needs to go. However, as organizational strategy and 

direction change in the future, so must the corporate university to meet the new strategic 

requirements. 

Launching issues. Several critical issues can be big obstacles to launching and sustaining 

a corporate university. First of all, top management must not only lend their total support, but 

also their active involvement as a learner (Meister, 1998a; Phillips and Phillips, 2002). Lack of 

total commitment by chief executives will doom the initiative. Middle management must also be 

in agreement; if they do not provide the time and encouragement necessary for participation in 

the learning program, the new behavior may not transfer to the job. 

Organizational goals must be strongly linked to the corporate university (Phillips and 

Phillips, 2002). Failure to clearly communicate this strategic bond will cause the university to 
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falter. Clear visibility of the learning emphasis must be visible to the employees. Lack of 

understanding of how to use the educational resources, or of the advantages they provide, will 

obstruct the learning process. There must also be a metric by which to justify the value and worth 

of the corporate university to the organization it serves. 

Table 2-3 

Corporate University Launching Issues 

Barriers Drivers 

No Commitment From Top Management Link Learning to Organizational Goals 

Lack of Middle Manager Consensus Create Systematic Employee Development 

No Clear Link to Business Goals Spread Common Culture and Values 

No Clarity for Learning Emphasis Develop Employability of the Personnel 

No Measurable Value or Proven Impact Retention ofValued Employees 

On the other hand, there are some key issues that drive an organization to launch a 

corporate university. Table 2-3 depicts a succinct list of these drivers, as well as the subsequent 

barriers, compiled from those furnished by Meister (l998a) and further reinforced by the 

suggestions of Phillips and Phillips (2002). 

Most corporate universities are started with a wholehearted desire to link learning and 

development to the strategic goals of the business (Meister, 1998a). This will ensure that 

employee core competencies lend the company an edge in the competitive market. The corporate 

university provides a systematic method for education and development; enabling employees to 

deepen communication and business skills, solve problems, think creatively, and assume 

accountability for their own learning. The corporate university also instructs employees in the 
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specialized competencies considered critical for organizational success. This provides contextual 

reference and promotes corporate citizenship; spreading a shared culture and values common to 

the organization. Individual development initiatives also lead employees to higher levels of 

performance which increases their retention and employability. 

These barriers and drivers to launching a corporate university must be addressed to be 

successful in generating appropriate ROI (Phillips and Phillips, 2002). The significant 

investments required to produce the learning and employee development demand apt results. 

Creating. Corporate universities differ from traditional training methods. Traditional 

training tends to be reactive, decentralized, and tailored toward the instruction of internal 

employees on specific job skills (Meister, 1998c). A corporate university focuses on a 

centralized strategic approach, striving to develop and educate employees of the organization as 

well as its customers, suppliers, and vendors. It seeks to disseminate the culture ofthe 

organization by nurturing the growth of learning skills, leadership ability, creativity, and 

problem-solving proficiency in addition to core job skills. 

Mailliard (1997) declared that the strategic plan of the organization was integrated into 

all facets of the development process ofhuman resources to align them with business goals. 

Consequently, eight vital steps must be considered in creating a corporate university: 

1.	 The organizational vision and mission must be determined. The vision and mission 

for the corporate university must then be aligned to serve that ofthe organization 

(Meister, 1998c). The corporate university needs to become a part of the corporate 

culture while ultimately serving the organizational goals. 

2.	 Organizational strategy must be identified. Corporate universities link: their training 

and learning initiatives to the strategic plan of the organization (Meister, 1998c). The 
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specific business objectives the learning will address must be identified and the focus 

placed upon targeting the audience whose behavior needs to adapt. 

3.	 Conduct a front-end or needs analysis. The types of skills, knowledge, and 

competencies needed to accomplish the business goals must be identified (Mailliard, 

1997). The gap in work performance between the current and desired state must be 

focused on and learning solutions created to deal with these critical business issues. 

4.	 Management must buy-in and their visible support should be readily apparent. Top 

management must advocate the corporate university in their everyday dealings with 

employees and stakeholders; participation should be heartily encouraged and taking 

full advantage oflearning opportunities strongly urged (Peak, 1997). The creation of 

a continuous learning culture aligned specifically with the strategic plan ofthe 

organization should be the goal ofmanagement. 

5.	 Identify the scope of the audience and the learning objectives. Corporate universities 

generally serve a broader target audience than traditional training methods. All the 

stakeholders in the value chain including external vendors, internal employees, and 

the customers of the organization are intended to be encompassed in the learning 

process (Peak, 1997). The objectives are driven by the needs of these stakeholders 

and how the organization can best fill them within its strategic plan. 

6.	 Benchmark corporate university best practices. Many organizations can be viewed as 

examples of corporate university best practice. Some of the better known successes 

included Disney University, Motorola University, McDonald's Hamburger 

University, and the University of Toyota (Frazee, 2002). The recipe for success is the 

same: each linked their learning initiatives to organizational strategy; enhanced 
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learning with technology; used partnerships to maximize learning opportunities; and 

employed a method to measure results. 

7.	 Develop the infrastructure and learning product. Developing the product and 

designing the learning intervention serves the unique organizational needs. 

Benchmarking may provide a baseline by which organizations can develop programs, 

but the needs analysis will reveal the demand of their own environments (Fulmer, 

2002). Available personnel as well as actual delivery methods will be distinct to the 

organization. 

8.	 Develop funding and measurement systems. Corporations sometimes view training as 

the price ofdoing business (Lewis, 2002). Funding for training initiatives should be 

established to allow maintaining current services. Special projects, such as those 

offered by corporate universities, may be allocated funds based on business results. 

Other more complicated funding methods involve billing the department or manager 

from which the learner originated; similar to methods employed by consulting firms. 

Leaming and improving on-the-job performance provides the focus of corporate 

universities, rather than simply meeting the requirements of an annual human 

resources review (Fulmer, 2002). Evaluative methods or metrics can include: the 

percentage used in relation to total payroll; training days expended; course fees; 

nature and number of courses; and reduction in employee turnover. Before and after 

behavior assessments can also be assessed in the areas of productivity, training and 

managing costs, sales ratios, proficiency and performance levels, and profits. 

Benchmarking. One of the best ways shown to ensure successful customer service was to 

audit the performance of competitors (Fumham and Gunter, 1993). These competitors would be 
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identified as those organizations offering the same services or a similar range of services. 

Comparisons can then be made to identify organizational strengths and weaknesses against the 

various strategies of its competition. This technique, known as benchmarking, can help identify 

areas ofbusiness efficiencies and inefficiencies. 

Benchmarking will usually be best suited to businesses that are implementing new 

initiatives, such as quality programs, or undergoing some form of corporate change (Furnham 

and Gunter, 1993). Yet it can also be a valuable tool for a company to distinguish its niche within 

the competitive marketplace. By monitoring the performance of rival businesses; surveying the 

views of their customers; and sampling their services and products; best industry practices as 

well as needed improvements can be identified. 

Organizational Culture and Change 

Vision and mission. The leadership of high performing organizations must establish and 

communicate a convincing vision for the future of the company (Wiley and Brooks, 2000). This 

will provide a clear picture to its employees of the direction the organization intends to take, as 

well as the way in which their individual roles will fit into the complete success of this business 

plan. Proactive and ongoing communication will ensure confidence in leadership. An emphasis 

on internal alignment and information sharing between departments and employees has proved to 

be a vital element to ultimate achievement ofthis envisioned goal. 

A mission represents the plan to accomplish the vision. Denison (1990) alluded to it as a 

mutual definition of the purpose and intention of an organization and its constituents. The 

mission provides reason and meaning as to the significance of the work of the institution. It 

supplies a definitive goal by providing the proper course of action: supporting the values of the 

company. Thus, the mission statement provides intrinsic meaning to behavioral roles and 



38 

identifies organizational commitment. This positively impacts individual performance by 

providing clarity and direction toward a common objective. 

Allen (2002) emphasized that the corporate university was simply a strategic tool to 

educate individuals and their organizations, thereby assisting in achieving the mission of the 

business. By learning, acquiring knowledge, and having the wisdom to then apply this 

knowledge, employees have also served the ultimate mission of the corporate university: helping 

the organization to achieve its goals. 

Culture and climate. Reduced to its simplest form, organizational culture is a system of 

mutual attitudes and values that affect employee behavior (Dubrin, 2002). Determined by many 

forces, this system includes: the values of the founders; the organizational vision; the choices and 

behaviors of top-management; the society in which it exists; the nature of the industry to which it 

belongs; and the company code of conduct. 

Organizational climate serves as an essential part of organizational culture (Schauber, 

2001). It is manifested in the private language, observable routines, and behavioral support and 

rewards of the organization. Climate exists pervasively all through the entire organizational 

culture. Schauber (2001) presented a metaphor, which lent perspective to this omnipresent nature 

of climate throughout culture, depicted by a sea of transparent bubbles spread randomly 

throughout a circular blue background. The blue background represented the organizational 

culture, while the bubbles symbolized the climate present throughout it. Therefore, if the culture 

was to effectively change, the strategy must also focus on the organizational climate regarding 

what will be changed. 

Workplace learning. In the past, the word "culture" made reference to everyday life 

practices beyond the workplace; activities thought to be meaningful to people and their lives 
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(Solomon, 2001). Examples of these included the folk practices of ethnic groups and 

participation in activities related to fine arts. But in recent times, culture generally refers to the 

way in which individuals associate and relate to each other; their shared goals, beliefs, values, 

and human ties. The dynamic and human nature ofmodem work indicates that culture is now an 

integral part of the organization. 

There has been greater recognition now than ever before regarding the dependent nature 

of organizational effectiveness on the learning potential of its employees (Solomon, 2001). 

Although hierarchical organizations where employees with closely defined responsibilities still 

exist, contemporary management embraces employee participation in decision-making as 

productive members of teams. A value placed on differing perspectives serves to motivate 

employees, which in tum enhances organizational productivity and public image. Learning at the 

workplace is no longer believed a disconnected activity; in fact, it is actually considered a part of 

daily work. Thus, as workplace learning becomes more integrated into daily organizational 

practices, the subsequent social activity produces not only the mindset of a worker, but also the 

mindset of a learner. 

This fusion of the worker and the learner builds new relationships between employers 

and conventional universities (Solomon, 2001). New educational opportunities which present 

work-based learning degrees offer curriculums linked to organizational strategy. These 

university programs connect learning to current workplace performance needs, and as a 

consequence, to career development. This tie between individual learning and enhanced 

organizational capabilities helps in the retention of first-rate employees. The worksite can then 

be perceived as a culturally sanctioned means toward individual self-fulfillment as well as 

simply a means to earn a living. 
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Cultural change. The process of change and organizational development involves people 

learning new ways ofworking and relating to each other (Harrison, 1995). However, the 

business priority sometimes relies more on fixing an immediate problem than on new learning. 

Training and strategy planning must cultivate the capacity of individuals to learn by building 

systems of cooperation and commitment into the organizational culture. Denison (1990, p.188) 

offered a model to examine the phenomenon of cultural change toward developing an effective 

response to the demands of the business environment. Figure 2-4 depicts an adapted rendition of 

this culture and effectiveness model which has been simplified and paraphrased to clarify the 

described process. The four elements of this model each represent an area in which tangible 

skills must be employed to manage the change. 

Involvement Skills Shared Consistency 

Efficacy of Organizational Culture 

Future Adaptability Strong Mission 

Figure 2-4. The tangible elements of cultural efficacy. 

The first element, involvement, represents the unused human skills in an organization 

(Denison, 1990). In a learning organization, these are skills characterized as creativity and 

innovation (Harrison, 1995). Effective organizations require that individuals be empowered to 

contribute ideas which will be judged on their own merit; not on the rank of the inventor within 
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the company. This improves the organizational process by developing individual capabilities and 

increasing a spirit of team cooperation within the organizational culture. 

Consistency, the second element, signifies the shared values and normal beliefs that 

support cooperation, mutual support, and agreement throughout the organization (Denison, 1990; 

Harrison, 1995). Rather than reserving their talents for individual achievement, employees 

should be valued for cooperating with their peers and integrating their knowledge and expertise 

in alignment with organizational goals. 

Adaptability, the third element, refers to seeking out novel sources of competitive 

advantage to better focus on improved future customer service (Denison, 1990). Encouraging 

people to try new things which are collected from fresh sources serves both organizational 

learning and individual development (Harrison, 1995). The learning which transpires determines 

the ability of the organization to adapt to the future (Denison, 1990). This flexible link: between 

internal learning and external innovation creates change and shapes an effective organization. 

The fourth element of the model, mission, represents a strong meaningful direction and 

strategic plan for each member of the organization (Denison, 1990). Without it, the company 

vision would likely not be achieved. A strong mission ensures that employee behavior is 

channeled toward future organizational goals and objectives rather than internal competitiveness. 

Therefore, the goal-directed organizational culture would continue on course toward its future 

without the leader at the helm. A meaningful goal also serves to instill a sense ofunity and 

camaraderie, compelling all employees toward the group-perceived future state (Harrison, 1995). 

The effectiveness of a company depends on the cohesiveness of the relationship between 

the human cultural system and the organization it manages (Denison, 1990). Clearing away 

barriers to learning requires both full managerial commitment and ongoing communication 
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among all stakeholders in the learning process (Harrison, 1995). The development of technology, 

the application of financial instruments, and the structuring ofcomplex organizations are all 

created by a culture ofhuman interaction. But it must not be forgotten that people contribute the 

most important asset to an effective organization (Denison, 1990). The close linkages between 

fundamental values, organizational structures, learning, and the adaptation process in cultural 

change must be understood. Consequently, managing the culture determines the learning which 

happens as a company adapts. 

Change process. Necessity sometimes brings about important and enduring change in a 

company through a strategy called organizational development (Dubrin, 2002). This technique 

attempts to constructively change the culture to make the organization more effective. 

Organizational development techniques must be customized to fit the particular company to be 

of most value. There are many methods to accomplish this; typical classifications include 

whether they affect individuals, groups, or the entire organization. A process model, originally 

developed by Young and Smith (1988), is an excellent method to guide the organizational 

development change effort (as cited in Dubrin, 2002, p. 253). The basic recommended steps of 

this method are outlined in Figure 2-5, an adaptation of this process model which has been 

restated and redrawn in an abbreviated size for representation in this study. 

The progression of steps involved in the organizational development process begins by 

recognizing that a problem hinders work performance (Dubrin, 2002). Management and staff 

members must wholly commit to change; appreciating the fact that their own behavior may be a 

part of the problem. 

Next, information must be obtained to identify the root of the problem (Dubrin, 

2002). This data can be acquired through methods such as individual interviews, climate surveys, 
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questionnaires, and impartial observations. Management and employees need to openly share 

and discuss the findings, comparing their own views with those of others. The feedback 

produced helps to pinpoint organizational strengths and weaknesses which serve to identify 

specific problem areas. 

Identify Preliminary Problem 

Management Commitment 

Collect and Analyze Data 

Feedback on the Data 

Specify Problem Areas 

Develop Change Strategy 

Initiate Change Action 

Evaluate Change 

Figure 2-5. The process of constructive organizational change. 

Emphasis in this process of constructive change then shifts to developing and 

implementing action strategies to solve the acknowledged problems (Dubrin, 2002). The 

representative who, what, when, why, and where of these plans must be fastidiously identified. 

Whether or not the subsequent behavioral changes have created better-quality work results and 

improved performance can again be evaluated through interviews, observations, and 

questionnaires. 

Bringing about change in organizational culture presents the largest challenge in putting 

workplace innovations into practice (Dubrin, 2002). Effective management of cultural change 

requires a thorough understanding of the unique ethos ofthe company which guides managerial 
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behavior and decision-making. Ultimately, employee attitudes and values must be changed to 

completely support an innovation for it to survive. 

Key change issues. Carr (1996) submitted that business changes generally fail because 

employees were resistant to them. Reasons for this included anxiety, lack ofenthusiasm, feelings 

of coercion, and individual worries about competency in a new situation. Analyzing the factors 

critical to successful organizational change, and considering the implications these issues have 

on the people who are expected to change, needs to be undertaken to ensure success. Therefore, 

Carr suggested that the odds ofthis success can be significantly improved by carefully 

considering the answers to seven key questions. These questions were restated and summarily 

explained as follows: 

1.	 Will this change be perceived as a challenge or a burden? If those individuals who 

must change can clearly envision the payoff, the change will be viewed as a 

challenge. Examples of these payoffs are tangible items that demonstrate how the 

change will be ofbenefit, such as: completing job tasks quicker and more easily, 

increased pay, or solving a work-related problem. If these payoffs seem to be lacking, 

the change will be viewed as a burden. The way in which the change initiative is 

planned and presented will greatly influence this perception. Individuals will be more 

likely to change if they know exactly how it will benefit themselves. 

2.	 Is the proposed change likely and worthwhile? The organization must make the 

benefits of the new situation real to those who must change. The goal toward which 

they are moving must be clearly shown. Videos, pictures, or other graphic 

representations of the new conditions can be used as visual aids. Benchmarking visits 
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to organizations which have already made similar changes will also vividly represent 

the ultimate objective. 

3.	 How quickly will the benefits ofthe change appear? The time between the first 

inconvenience caused by implementing the change and its actual benefits needs to be 

short so that positive results are quickly evident. Pilot programs targeting smaller 

groups in the organization can produce more rapid and readily apparent 

accomplishments associated with the change initiative. This helps to maintain the 

focus and interest of employees while the overall change project is being executed. 

4.	 How many organizational functions are affected by the change? Any changes made 

within an organization will probably affect several different facets of it. All of these 

various functions must collaborate in order for the change to be successful. If one 

functional area views itself as a loser, or with little or nothing to gain in the change 

scenario, it may impede or disrupt the transformation. Involving the least number of 

functional units in the change will increase the chances of successful implementation. 

5.	 What impact will the change have on organizational power and status relationships? 

Ifthreatened by a loss of power and status, organizational employees may seemingly 

agree to assist with the change while covertly seeking to undermine it. The greater the 

proposed change to this status-quo, the harder the change will be to achieve. 

Consequently, it is best to seek to accommodate these existing relationships into the 

change program wherever possible to bring about success. 

6.	 Will the change be suited to the organizational culture? Major cultural changes 

generally succeed because the organization is confronted by a disastrous predicament. 

Otherwise, this type of transformation is costly and usually fails. Unless the survival 
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of the organization is indeed at stake, any change proposal should embrace the values 

of its present culture. Cultural changes should be made to the smallest possible 

degree, and only when essential to the attainment ofproject goals. 

7.	 Is the organizational change a certainty? Management buy-in provides a critical 

success element for beginning with the planning of the change initiative. People will 

get involved and support a project if they are certain it will occur. Hence, top 

management support exemplified by significant contributions ofpersonal time and 

effort will virtually ensure the change initiative will take place. 

By considering these seven questions and analyzing them against a proposed 

organizational change, some important issues can be revealed and utilized. Initially, the validity 

of the change can be examined; rushing into premature change can thus be avoided (Carr, 1996). 

Next, the questions and their answers provide an excellent structure by which to submit and 

promote a proposed change to stakeholders. Finally, these questions can be used to identify 

either reinforcement or resistance within the organizational culture; ascertaining whether to 

launch the change proposal or perhaps revealing a more appropriate initiative. 

Determining Appropriate Training 

Information gathering. There are many techniques for gathering information for a 

training needs analysis. There is no formula for which procedure to use; methodology depends 

on the type of need being assessed (McConnell, 2003). However, the information-gathering 

process is normally classified in one of three categories: interviews, meetings, and 

questionnaires. Each of these procedures has strengths and weaknesses; certain circumstances are 

better suited to one technique or the other. For instance, information from individuals would 

normally be garnered through interviews; meetings or questionnaires typically solicit data from 
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groups. But quite often combinations of these methods could be used to improve the 

dependability of the information assembled. 

McConnell (2003) believed that the consideration of several basic questions would serve 

to guide the user in selecting the best method, or combination of methods, in gathering the 

required information to identify training needs. These eight suggested questions are restated as: 

1. What is the general subject of the training? 

2. How many individuals have the needed information? 

3. Where and at how many sites are these individuals located? 

4. What are the limitations on the availability of these individuals? 

5. What levels ofthe organizational hierarchy will be involved? 

6. What types of information do these individuals possess? 

7. How technical is the training issue? 

8. To what degree is the matter controversial or political? 

Needs analysis. In planning a training or learning initiative for an organization, heed must 

be paid to whether an actual need for training is being examined (McConnell, 2003). At times, 

the analysis of training need begins before it is known if the issue is actually one of training. 

Consequently, that which originally seemed to be a training matter may be something else 

completely. Flexibility must be maintained in conducting the needs analysis to properly 

recognize a non-training issue. 

Hence, the needs analysis merely reveals the specific performance gap, the training 

requirements, and the personnel involved (McConnell, 2003). Assuming the discovery of a real 

training need, the instructional designer must decide: if an existing training program could fulfill 
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the need; if a new training program needs to be created; or if a training course can be obtained 

from an outside provider. 

McConnell (2003) maintained that nine elements of information are expected to be 

revealed through a properly conducted training needs analysis. These rudiments were 

paraphrased and listed as: 

1.	 The training subjects and sub-subjects that identify exactly the scope of the training 

coverage. This factor also described business gaps, such as the difference between 

desired and actual performance, or between individual qualifications versus actual job 

requirements. 

2.	 Quantifying the level of importance of the training to the organization. Establishing 

this significance can help establish the relative order in implementing identified 

training needs. 

3.	 The time requirements in establishing the urgency and immediacy in which the 

training needs to be accomplished. Examples of this included conducting training 

prior to the arrival of new equipment or the launching of a new law. 

4.	 The current training population or number of employees and job titles that are to be 

trained. The size of the group is of considerable importance to the training design; 

large numbers may require group courses, while just a few trainees may necessitate 

self-study programs. 

5.	 The future number ofpotential employees projected to require training for anticipated 

special projects and future initiatives. 

6.	 The number of times the training session must be carried out to reach the total 

targeted population. Concerns such as the number and availability of employees; time 
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length of course; method of training; size ofeach class; and the anticipated number of 

future trainees are critical factors in the number of training sessions required. 

7.	 The predicted timetable for reviewing the training methodology for relevancy and 

appropriate subject matter. Sometimes these training sessions also require necessary 

modifications to accommodate revised job descriptions, changes in the law, and 

organizational restructure and improvements. 

8.	 The required results presented in clearly worded performance objectives delineating 

specific outcomes for the training. 

9.	 The sources of training content information identifying the basis and resources for the 

training contents. Some examples of these were: supervisors and managers of the 

trainees; the trainees themselves; experienced employees; employee performance 

reviews; and vendors of trainee equipment. 

On-the-job training. Discovering the need for establishing OJT begins with a very similar 

approach to a standard needs analysis. Namely, the most important organizational consideration: 

whether or not any type of training will actually be necessary (Rothwell and Kazanas, 2004). 

There may be less expensive, non-instructional aids to performance such as procedure manuals; 

employee checklists; employee selection methods; performance feedback; rewards and 

incentives; and the restructure of work methods. These alternative techniques focus more on the 

role ofmanagement in organizing work and providing proper information; OIT and other 

training methods tend to focus more on what employees need to know to perform their jobs. 

Mager and Pipe (1970) developed a six-step process, called the DAPPER model, as a 

foundation for establishing need, appropriateness, implementation and evaluation of a successful 



50 

OJT program (as cited in Rothwell and Kazanas, 2004). This sequential procedure is represented 

in the list below: 

1. Discovering the need for OJT 

2. Analysis of work, worker, and workplace for OJT 

3. Preparation of the OJT 

4. Presentation of the OJT 

5. Evaluation ofthe results of the OJT 

6. Reviewing aids and alternatives to OJT 

Issues in discovering the need for OJT also involved examining matters unique to the 

organization (Rothwell and Kazanas, 2004). If job functions change, OJT quickly tailors 

individual instruction and passes along awareness of new performance expectations. Any 

obstacles to performance in the work environment need to be removed, and if the problem 

persists, OJT may be warranted. Other organizational considerations include: cost effectiveness 

in comparison to alternative methods; whether workplace distractions can be reduced; and if 

health or safety standards will be compromised. Finally, if none of these individual or 

organizational issues rule it out, OJT work analysis and the remaining steps of the DAPPER 

model process may continue. 

Data Sampling Techniques 

Common methods. When only a few individuals within the organization need to be 

queried, an interview can generally offer the simplest and most efficient approach (McConnell, 

2003). The objective should be to obtain accurate data in a non-threatening manner without the 

interjection of interviewer bias. The ideal interviewer must be perceived as neutral; open to any 

comments, positive, and interested. No indication of agreement or disagreement with answers 
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should be given. However, interviews are advantageous because the two-way communication 

provides means for immediate follow-up on the information provided, as well as the flexibility to 

modify the interview in process. 

The interview structure needs to be planned, and the specific questions to address should 

be identified and written prior to the actual interview session (McConnell, 2003). The questions 

must be open-ended, and not answerable in one word, so that the interviewer does not have to 

push for an explanation unless absolutely necessary. Questions should be prepared and written in 

the order in which they will be asked to avoid any oversight. Interviewee answers should later be 

transcribed, categorized by theme, and ranked for analysis according to their significance in 

implementing possible training measures. 

When there are more than a few individuals to contact, and they are positioned in several 

geographic locations, questionnaires usually offer the most useful method ofobtaining 

information regarding organizational training needs (McConnell, 2003). Simple questionnaires 

with very direct individual questions are the most effective. The respondent answers will later 

need to be combined for statistical analysis; hence, structured scales gauging each response are 

normally the preferred method. Suggested methods to administer questionnaires included 

distribution by: e-mail, regular mail, group meetings, or by facsimile transmission. 

Information gathering questionnaires provide an excellent basis for credibility because 

they allow for input from all ofthe individuals throughout the population of an organization 

(McConnell, 2003). This can make the results far more acceptable to the appropriate parties 

because everyone feels they have made a contribution toward the outcome. The objective nature 

ofquestionnaire responses also more easily lend them to combination for analysis. Nonetheless, 

even a well-structured survey should include an opportunity for longer written responses. 
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Both Denison (1990) and McConnell (2003) agreed that certain instances may require 

combining data collection methods to achieve greater accuracy. Interview data can be highly 

persuasive, but it relies largely on the skill of the interviewer to judge which perceptions and 

responses are most representative of the organization (Denison, 1990). In the case of 

questionnaires, statistics and their general inferences do not necessarily constitute understanding 

ofthe entire process. Consequently, the decision to use more than one information gathering 

procedure depends on many factors including: subject matter, desired objective, level of 

certainty, allowable time, and available funds (McConnell, 2003). 

Synopsis ofLiterature Review 

The main assets of an organization can be classified as physical, financial, and human 

(Wheeler and Clegg, 2005). Human capital would be most important ofthese in the success of an 

organization because of the contribution of ideas, time, thought processes, and expended energy. 

Learning organizations have realized this potential and engage their employees in creatively 

adapting to change, and in solving problems to remain competitive. Corporate universities foster 

and deliver this process by tying learning content to the strategic plan and culture of the 

organization. 

Corporate education seeks to close the gap between what an organization wants to 

accomplish and what it can actually achieve because of limitations in employee competencies 

(Wheeler and Clegg, 2005). This education should be immediately useful and take the least time 

away from the production of goods and services. Corporate university training, focused on 

organizational success and partnered with the business to entrench learning in the labor process, 

simultaneously links the learning with business strategy and goals. 
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The learning curriculum orchestrates events and experiences to inspire employees to a 

higher development level (Wheeler and Clegg, 2005). Methodologies used to accomplish this 

could include anything from mentoring and hands-on experience to classroom discussion and 

computer-based training. Choice of delivery methods will be inimitable to the needs of the 

organization; determining factors include the type of skill, the abilities of the trainees, familiarity 

with the method, the time available to learn, and the funds obtainable for training. 

Thus, the structure of the corporate university is integrally linked to the organizational 

culture (Barley, 2002). Each organization is unique; the corporate university must develop and 

adapt itself in response to the dissimilarity. Benchmarking serves as an excellent way to gather 

new perspectives; but these ideas may not necessarily be a good fit within the distinctive culture 

of another organization. The corporate university must fit the attitudes, management style, and 

structure of the company in order to serve its strategic goals as well as to help carry-out the 

organizational vision and mission. 

The primary objective of corporate universities is focused on performance improvement 

(Meister, 1998c). Ultimately, the success of this improvement is whether or not the corporate 

university has produced a measurable effect on attaining business goals (Wheeler and Clegg, 

2005). Technology can be used to aid this endeavor, depending upon the performance issue, its 

associated learning goals, and learner acceptance (Newman and Smith, 1999). 

Corporate universities can work well in any size organization, but they are not always the 

right learning tool (Fulmer, 2002). Consideration should be given as to whether or not training is 

actually the performance issue, as well as if alternative and less expensive learning techniques 

are more appropriate (McConnell, 2003; Rothwell and Kazanas, 2004). 
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Effective workplace learning is strongly linked to the unique corporate culture of its 

respective organization (Solomon, 2001; Dubrin, 2002). Implementing any innovation, including 

training methods, requires an understanding of the ethos of the company. Organizational 

development practices can be applied to assure employee cooperation and commitment as well 

as a smooth transition for any constructive change. Successful acceptance for this change 

requires careful consideration of several key organizational factors to ensure effectiveness (Carr, 

1996). 

Organizational values, structures, learning, and the adaptation process in cultural change 

are closely intertwined and must be well understood prior to initiating successful change. 

Denison (1990) provided a model whereby these critical elements oforganizational culture and 

effectiveness can be examined. These elements were categorized in four general areas which 

indicated the propensity of a business toward its goals, values, capabilities, and organizational 

learning. 

Successful organizationalleaming requires both full managerial buy-in and positive 

human interaction of all employees (Harrison, 1995). Among the best ways to gather pertinent 

information about an entire organization and its stakeholders are interviews, questionnaires, or a 

combination ofboth (McConnell, 2003; Denison 1990). 

Interviews can be most advantageous when there are few individuals to be surveyed and 

open-ended questions with possible follow-up queries are desired (McConnell, 2003). This 

approach requires more skill to administer because the interviewer must remain neutral and able 

to discern themes pertinent to the organization. 

Questionnaires are preferable when there is a large population to be sampled and they are 

spread-out over different geographic locations (McConnell, 2003). This technique allows for 
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more objectivity as well as for statistical inference. Whatever the chosen method, it is normally 

influenced by factors such as available funds, time constraints, subject matter, and objectives. 



56 

Chapter III: Methodology 

This research study sought to determine the feasibility of applying the corporate 

university training concept within the organizational culture of Company X. The methods used 

by the researcher were explained sequentially in this chapter under the headings of research 

design; sample selection; instrumentation; procedures followed; and method of analysis. 

Research Design 

The study was initiated by a query to the researcher from the ownership of Company X, a 

provider of non-emergency medical transportation in Wisconsin, as to whether the corporate 

university concept could be applied at their organization (Company X, personal communication, 

June 22, 2006). The researcher then explained the methods of a research study to the owners, 

outlining the written requirements and the basic procedures which would be involved. Company 

X consented to participate with this research upon the stipulation that the business name, as well 

as all personal identification, remained confidential for the purposes of this study. Consequently, 

the researcher was allowed to briefly interview the owners and to view their original purchase 

agreement and bank sales prospectus for Company X in order to gather an organizational history. 

Next, an extensive review of literature was conducted to acquire background on the 

non-emergency medical transportation business as well as the history and function of corporate 

universities. This literature review was also significant in revealing that corporate universities are 

integrally linked to the business goals; organizational strategy; organizational development; and 

organizational culture of the company it was designed to serve. These findings were also 

noteworthy in leading the researcher to additionally review strongly related literature on training 

needs, organizational change issues, and data gathering methods in conducting research surveys. 
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Subsequently, the background information on Company X along with the literature 

review of non-emergency medical transportation and corporate universities were combined to 

introduce the written report of this study and define the research. All ofthe items the researcher 

deemed pertinent to the research objectives, discovered through this literature review, were then 

summarily reported in the second chapter ofthis writing. Next, this third chapter of the report 

explained the research methodology. Finally, survey results were reported in chapter four and 

discussed in chapter five. 

The literature review did not identify a specific decision-making method to determine 

whether or not an organization should have a corporate university. Nonetheless, this decision 

process was identified repeatedly throughout the literature review to be unique to the specific 

culture of each organization. Therefore, this study adapted the organizational culture and 

effectiveness survey techniques suggested in the literature review by Denison (1990; 2006) as 

the structure for analysis in this human research study. All of the previously revealed information 

was considered and used in conjunction with the Denison suggested framework for study to 

design this research. 

Sample Selection 

Company X management identified a total population of31 people within the 

organization (Company X, personal communication, June 22, 2006). This population included 

two owners, two office assistants, and 27 transportation specialists. The two owners were also 

the managers of the company; hence, all of the 31 people were paid employees. The total number 

for each gender of these employees was comprised of 5 females and 26 males. 

The review ofliterature for this study repeatedly indicated that successful corporate 

universities were strongly linked to the unique overall organizational culture. Therefore, the 
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researcher desired to obtain the most comprehensive picture of this specific organizational 

culture. Due to the small size ofthe total Company X organization, some of the characteristic 

groups within the company were also correspondingly small; for example: only two managers 

and only five females. But the perceptions of these groups could be very important in obtaining 

the most accurate representation of the company culture. For that reason, the researcher chose to 

include every member of the Company X culture in the sample population frame. 

Instrumentation 

No decision-making instrument was discovered in the review of literature that 

specifically examined whether or not an organization could establish a corporate university. 

However, the literature review repeatedly indicated that this decision was unique to the specific 

organizational culture which the corporate university would serve. Accordingly, the intent of this 

study became an examination of the organizational culture ofCompany X relevant to the 

feasibility of applying the corporate university learning concept. The specific culture of this 

company regarding the climate of the organization, individual attitudes, employee perspectives, 

employee perceptions and managerial strategies needed to be canvassed. Thus, the researcher 

tailored a survey instrument which examined these elements in the Company X culture to 

determine if the corporate university concept was applicable. 

Denison (1990) proposed a strategy ideal for this purpose because it was designed to 

study organizational effectiveness and culture. His survey technique sought to the examine 

attitudes of an organization within the attributes of four subject areas: mission, involvement, 

consistency, and adaptability. This four-part model for cultural analysis was planned out of 

careful research as well as his own review of the literature from many relevant contributing 

studies over several decades. Examples of survey questions to canvas the perceptions of sample 
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participants were supplied, and additionally; sample surveys utilizing this four-part strategy to 

analyze organizational culture were provided (Denison 1990; 2006). 

A mailed questionnaire was chosen as the survey instrument method because it was the 

simplest and least expensive manner to send both the survey and a pre-paid return envelope to 

reach the sample population over the entire geographic region at about the same time 

(McConnell, 2003). Both the survey instrument and the guidelines for analysis in this study were 

initially created based on the methods proposed by Denison (1990; 2006). The literature review 

regarding corporate universities was then compared against the suggestions of Denison to be 

certain that cultural elements critical to corporate university practices were also examined. As a 

result, the rationale for each of the paraphrased survey items included in the instrument was 

provided by contributions from both the Denison recommendations and the remainder of the 

literature review. Appendix A of this study offered a table indicating each survey item and its 

literature review source. 

The survey questionnaire was developed in several steps. A survey draft was submitted to 

start the approval process. This process began with an examination ofthe questionnaire draft and 

subsequent approving signature by the study research advisor. This draft was submitted for 

approval to the University of Wisconsin-Stout Institutional Review Board (lRB) on February 13, 

2007. The IRB subsequently contacted the researcher on March 2, 2007 requesting revisions to 

the survey, because of the small sample size, to ensure participant anonymity. The draft was 

modified and resubmitted, along with researcher assurances ofprotected respondent anonymity 

on open-ended responses. IRB final approval of the survey content was delivered bye-mail on 

March 7, 2007. 

The final draft was then developed and was subsequently included in its entirety in 
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Appendix B ofthis report. A statement of implied consent to participate in the study was 

designed and affixed as the cover page for the questionnaire. The implied consent message was 

adapted from an example provided by the IRB. It was formatted to notify the potential 

participant of the ethical issues, federal laws and University policies regarding IRB approval of 

the survey. It provided a concise summary ofthese issues: title ofthe study; IRB approval ofthe 

study; contact information for study concerns; description of the study; confidentiality issues; 

time commitment to complete it; voluntary participation; and the implied consent to participate 

in the study by completing the questionnaire. 

The next page contained the beginning of the survey (see Appendix B). It started with a 

seal, provided by the IRB, which declared that the questionnaire was an approved study and met 

the requirements of federal law. Section I of the survey was presented immediately afterward. It 

began with directions for reading and responding to the multiple choice statements. Each of the 

four parts of the Denison framework were represented by eight randomly placed statements; a 

total of32 multiple choice statements (Denison 2006). Participants were asked to select only one 

of these three choices for each statement: disagree, undecided, or agree. The three-choice scale 

was selected to help simplify survey analysis and ensure less confusion (Dubrin, 2002). 

Section I of the survey ended with a segment, called Optional Responses, which 

consisted of questions 33 and 34 (see Appendix B). This part of the questionnaire was designed 

to allow for additional respondent input not otherwise provided for in the questionnaire 

(McConnell, 2003). The survey directions asked participants to provide briefwritten responses. 

Question 33 requested the methods by which each respondent best learned new job skills. 

Question 34 queried respondents for the two areas in which Company X needs greatest 

improvement. The researcher categorized these responses by main themes because participant 
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contributions could be construed to identify individual participants. 

The final portion of the questionnaire contained Section II. The three questions in this 

segment were designed to collect general demographic information to aid in the comparison of 

possible differences between like groups of respondents (see Appendix B). This section was 

altered because of the small size of the sample in order to meet IRB standards for approval. As a 

result, gender groups and job classification questions were removed before the final draft; the 

three remaining questions identified groups by age, years of service, and level of education 

(Denison, 2006). In spite ofthis change, demographic correlations were severely hindered 

because group designations could still compromise individual identity in the written analysis. 

The instrument ended with a short paragraph thanking participants and reassuring them of 

the confidentiality oftheir responses (see Appendix B). They were then asked to mail the 

completed survey in the pre-addressed, postage paid envelope that was provided with their 

questionnaire by March 26, 2007. 

Procedures Followed 

The final draft of the questionnaire was approved by the IRB on March 7, 2007. The 

preparations then began for mailing out the surveys. Company X management had previously 

provided a mailing list for employees (Company X, personal communication, June 22, 2006). 

However, several months had passed since the original list had been given to the researcher. 

Consequently, the researcher telephoned an owner ofCompany X to secure an updated list 

(Company X, personal communication, March 9,2006). The owner stated that Company X had 

an available software system for employee mailings, and volunteered to print 31 individual self

sticking mailing labels; one for each of the organizational members. Arrangements were made 

for the researcher to pick them up at Company X on March 14, 2007. 
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Next, three boxes containing 25 envelopes each were purchased for the mailing ofthe 

surveys. These envelopes measured 9 x 12 inches and were of the standard manila clasp variety 

with a moisture sealable flap. The finalized six-page drafts of the 31 surveys, complete with an 

implied consent cover page, were then printed at the home office of the researcher on standard 

8 Y2 x 11 inch white paper (see Appendix B for full version). Afterward, each completed survey 

was affixed with an office staple in the upper left comer of the pages. 

Subsequently, the researcher took two of the manila envelopes and a completed 

questionnaire to a U.S. Post Office to be weighed. The objective was to acquire the correct 

postage for both the initial mailing as well as the pre-paid return envelopes for each participant. 

Both of the envelopes, along with the entire printed questionnaire, combined to weigh three 

ounces for a first-class domestic postage rate of 87 cents. One of the envelopes and the 

questionnaire was then weighed and qualified for the two ounce first-class domestic postage rate 

of63 cents. The researcher purchased 31 ofeach of the 63 and 87 cent stamps for the initial 

mailing and return from sample participants. 

On March 14,2007, the researcher kept the appointment at Company X to retrieve the 

pre-printed mailing labels for each employee. A Company X owner informed the researcher that 

the company planned to advise the employees, through a regularly scheduled daily facsimile 

transmission, that management had approved the study and encouraged employee participation. 

The researcher then took the opportunity to ask for and arrange a follow-up reminder to be 

delivered by the same method a week after the questionnaire deadline. 

The final step in the mailing delivery process was initiated March 16,2007. Thirty-one 

envelopes were labeled with the return address of the researcher, as well as the Company X 

employee mailing labels, and each was affixed with an 87 cent stamp. Thirty-one more 
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envelopes were labeled with the researcher address which served as both the mailing and return 

addresses. Each of these envelopes was affixed with a 63 cent stamp and individually sealed, 

along with the questionnaire, in the envelopes addressed to the study sample population. Later 

that afternoon, the researcher brought the 31 survey envelopes to a U.S. Post Office and 

deposited the entire group to be sorted and mailed simultaneously. 

The questionnaire requested respondents to mail completed surveys no later than March 

26,2007. By March 28,2007, the participants had already returned 26 surveys. The follow-up 

reminder was sent to all employees by Company X management in a regularly scheduled daily 

facsimile transmission on April 2, 2007. One more questionnaire was subsequently received on 

April 4, 2007, for a total return of 27 questionnaires. 

Method ofAnalysis 

The framework suggested by Denison (1990; 2006) was used as the guide for analysis. 

Denison asserted that organizational culture should be examined within four different 

characteristic trait areas of the company: adaptability, mission, consistency and involvement. He 

further emphasized that each of these four areas consisted of three measurable elements: 

1.	 Adaptability attributes included change attitudes, customer service, and learning new 

skills. 

2.	 Mission attributes included company strategy, organizational goals, and 

organizational vision. 

3.	 Consistency attributes included organizational coordination, organizational agreement 

and organizational values. 

4.	 Involvement attributes included capability development, organizational teamwork, 

and organizational empowerment. 
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The multiple choice responses from the sample were compiled in table format with 

respect to each of these twelve attributes within the four cultural trait areas. Each questionnaire 

item was previously classified according to which of these traits and associated attribute areas 

was being sampled (see Appendix A). Survey responses were simply tallied into the table 

column representing that attribute within the trait area. Each of the three multiple choices of 

disagree, undecided, and agree were then also calculated as a percentage of the total response 

from the sample. Comparative strength of respondent reply for each statement was analyzed 

through comparisons of the total or percentage for each of the three possible choices. 

The optional open-ended responses were handled in a different manner than the multiple

choice statements. Not all of the respondents in the sample chose to contribute to these items. 

Also, the IRB warned that caution must be used in reporting sample responses to ensure that 

confidentiality issues were monitored and guarded. The researcher first transcribed and listed 

each open-ended response, exactly as it appeared on the questionnaire, into a Microsoft Word 

document. The list was then inspected and possible confidentiality issues were found to be 

present if some of the entire responses were revealed in the study. For consistency in analysis, a 

decision to group each response by the major theme identified in the contribution was made. An 

examination for these major themes was categorized and labeled by the key issues each response 

revealed. Frequency of the mentioned theme was used in a Pareto-type method to list them for 

comparison. The strongest items applicable to the cultural analysis were then used in the 

discussion of results. 

All of this information was then used to make the Denison (1990; 2006) four-part 

analysis for organizational culture and effectiveness. Strengths and weaknesses were discussed 

and compared on each of the four factors of mission, involvement, adaptability, and consistency 
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to disclose organizational effectiveness, particularly in regard to a corporate university initiative. 

These responses were further checked against the elements necessary for corporate university 

success. The literature review was used directly to analyze whether these success factors are 

present in the organizational culture. Conclusions and subsequent recommendations were 

revealed regarding the study and the feasibility of a corporate university for Company X. 

The questionnaire also collected information regarding the demographic areas of age 

bracket, length of employment, and level of education of each respondent. These were included 

in the survey to enable comparisons for possible contrasts between the responses of 

representative groups. However, in spite of the broad scope of each bracket level within each 

demographic area, the participant groups were too small to protect the anonymity of individual 

respondents in the written analysis. Instead, the demographic results were placed into tables 

which served to identify the various brackets of respondent numbers within each demographic 

group. 

Limitations 

The chief limitation of this data-gathering procedure was that it did not allow for 

researcher follow-up questions. Although inferences can be made for each statement, only the 

initial reaction of the respondent can be reported. 

Another limitation was presented by the constraint of three respondent choices. Statistical 

analysis of the strength of conviction in responses, measuring the level of agreement or 

disagreement, was thus not possible. 

The small size of 31 people in the total sample population frame also presented additional 

constraints. Comparisons between demographic categories were not conducted because of the 

possibility that the identity of the participant could be inadvertently revealed. Thus, correlations 
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between the responses of certain specific groups in the organizational culture could not be 

identified. 

The small sample size further limited the accuracy of study conjectures. Even though 27 

out of the 31 sample questionnaires were returned, this represented only 87.1% of the Company 

X culture. Thus the opinions and beliefs of4 people, representing nearly 13% of the 

organizational culture, were unknown. 
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Chapter IV: Results 

This study examined the organizational culture ofCompany X, a non-emergency medical 

transportation provider in Wisconsin, to determine the feasibility of applying the corporate 

university training concept in this particular organization. 

A review of literature determined that successful corporate universities are closely linked 

to the business goals, strategic plans, and the culture oftheir respective organizations. A 

questionnaire was therefore developed, using a strategy based upon organizational culture and 

efficacy research conducted by Denison (1990; 2006), to examine the organizational culture of 

Company X. Section I of this survey sought sample participant responses to 32 multiple choice 

statements in regard to four broad areas oforganizational culture suggested by the Denison 

research: adaptability, mission, consistency, and involvement. Two open-ended questions were 

also included to allow for additional respondent input. Finally, Section II of the survey solicited 

three demographic statements from participants for possible comparative data. (See Appendix B 

for the questionnaire). Results were reported and explained in this writing accordingly. 

Participation ofthe Sample Frame 

The entire population of 31 employees and managers at Company X were canvassed to 

ensure the greatest accuracy in the questionnaire sample. Of the 31 questionnaires originally 

mailed out, 27 responses were returned; an 87.1% rate ofparticipation. 

Due to the size of the targeted sample frame, it is important to note that some participants 

elected not to answer the entire questionnaire. One respondent left three multiple choice answers 

blank; another failed to fill-in any of the demographic information. Each of these instances were 

noted and accounted for in this detail of results. 
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The two open-ended questions, which provided an opportunity for additional respondent 

input, were stated in the questionnaire as optional responses. Many participants chose not to 

provide their input to these queries. In addition, the researcher deemed that some individuals may 

have been identifiable if their responses were included verbatim. Therefore, the open-ended input 

ofthe participants was categorically listed and summarized in the written results by the 

frequency of response on basic themes; protecting both the integrity of the survey and the 

anonymity of the respondent. 

Adaptability ofthe Company X Culture 

The organizational culture survey of Company X contained thirty-two statements 

regarding the perception, attitude, or beliefof each individual respondent. Eight of these 

statements, presented at random, pertained to the ability of the organization to adapt within 

certain contexts. These eight adaptability statements were further categorized into three different 

areas for analysis: change attitudes, customer service orientation, and learning new skills. Survey 

participants were asked to choose only one of the following responses to each statement: 

disagree, undecided, or agree. 

Change attitude statements. Change was shown by the literature review to be a critical 

element both in organizational and corporate university development; three of the eight 

statements regarding adaptability within the organizational culture addressed change issues. The 

following declarations regarding change appeared in the questionnaire; Table 4-1 contained the 

corresponding participant responses. 

Statement 4 examined employee attitude about the organizational ability to make 

improvements when necessary..."This company responds well to changes in business and 
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continually improves methods." Agreement with this continual improvement item was indicated 

by 85.2% or 23 of the participants. 

Statement 19 sought to measure whether there was opposition to changing Company X 

proven methodology..."Our company is hesitant to try other techniques to solve problems if 

current practice works." 63% or 17 of the respondents disagreed that the organization was 

resistant to trying alternative methods. 

Statement 31 looked for the perceived degree of satisfaction, or necessity for change, in 

regard to current organizational training practices ..."Changing the current methods oftraining 

employees in this company should be unnecessary." Of the respondents, 37.1% or 10 agreed that 

the current training methods should remain unchanged. 

Table 4-1 

Change Attitude Statement Results 

Responses Statement 4 Statement 19 Statement 31 

(N=27) N % N % N % 

Disagree 3.7 17 63.0 6 22.2 

Undecided 3 11.1 6 22.2 11 40.7 

Agree 23 85.2 4 14.8 10 37.1 

Customer service statements. The main focus ofCompany X business endeavors was 

involving service to the customer. Thus, two of the adaptability statements of the survey 

canvassed perceptions of the organizational participants on customer focused issues. A synopsis 

presented in Table 4-2 portrayed the participant reactions to the following customer service 

statements included in the Company X survey. 
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Statement 24 checked for the organizational value placed upon customer input. .."The 

suggestions ofour customers are valued by this organization and often lead to changes." 66.7% 

or 18 of the survey respondents agreed that the opinions of customers affected organizational 

changes. 

Statement 9 inquired whether customer needs were not only well understood, but also 

acted upon by the individual employees of Company X..."Employees of this company 

understand customer needs and changes are made accordingly." This questionnaire item was 

affirmed by 96.3% or 26 of the participants. 

Table 4-2 

Customer Service Statement Results 

Responses Statement 24 Statement 9 

(N=27) N % N % 

Disagree 2 7.4 0 0.0 

Undecided 7 25.9 1 3.7 

Agree 18 66.7 26 96.3 

Learning new skills statements. Learning was indicated as the ultimate goal of the 

corporate university as well as in any business training endeavor. Consequently, three statements 

designed to measure learning attitudes within the organizational culture of Company X were 

included in the questionnaire. Each statement was included randomly in the organizational 

culture survey as follows (see Table 4-3 for recapitulation). 

Statement 29 aimed to gamer perceptions on the concept of continual workplace 

learning..."Employees of this company who completely master their job do not need additional 
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leaming." Of those who responded, 74.1% or 20 disagreed that job mastery was the ultimate 

requirement in learning. 

Statement 14 was used to gauge whether errors were seen as a chance to learn within the 

company culture..."Mistakes are viewed as opportunities to leam and continuously improve in 

this organization." 88.9% or 24 participants agreed that mistakes were used to continually leam 

at Company X. 

Statement 20 dealt with the comfort level of employees in learning by personal computer 

technologies ..."I am comfortable with the use ofpersonal computers for learning and training in 

job skills." 48.2% or 13 respondents felt at ease with the use of this technology for training in 

new job skills. 

Table 4-3 

Learning New Skills Statement Results 

Responses Statement 29 Statement 14 Statement 20 

(N=27) N % N % N % 

Disagree 20 74.1 0 0.0 5 18.5 

Undecided 2 7.4 3 11.1 9 33.3 

Agree 5 18.5 24 88.9 13 48.2 

Mission ofthe Company X Culture 

The organizational culture survey of Company X contained thirty-two statements 

regarding the perception, attitude, or belief of each individual respondent. Eight of these 

statements, presented at random, pertained to the mission of the organization. These eight 

mission statements were further categorized into three different areas for analysis: strategic 
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direction, company goals, and organizational vision. Survey participants were asked to choose 

only one ofthe following responses to each ofthese statements: disagree, undecided, or agree. 

Company strategy statements. The mission of an organization was shown in the review of 

literature to provide the direction and goals for the organization. The primary reason for the 

existence of a corporate university was to serve those very purposes. Therefore, three of the eight 

statements regarding mission within the organizational culture addressed issues dealing with 

strategic direction (see Table 4-4 for results). 

Statement 1 examined whether company employees were cognizant of the organizational 

strategy..."Our employees are clearly aware of the mission and strategy for the future of this 

company." Although one participant elected to leave this response blank, 70.4% or 19 indicated 

their awareness of the Company X strategy. 

Statement 16 considered whether employees knew and wholeheartedly believed in the 

organizational mission..."Employees know and strongly believe in what the organization is 

attempting to accomplish." In the results, 70.4% or 19 participants indicated their agreement with 

this assertion. 

Statement 25 simply requested the respondent to indicate ifhis or her job duties and 

responsibilities were plainly defined in writing..."There is a written job description clearly 

defining the responsibilities ofmy position." 63% or 17 participants disagreed that a written 

description of this nature existed at Company X. 
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Table 4-4 

Company Strategy Statement Results 

Responses Statement 1 Statement 16 Statement 25 

(N=27) N % N % N % 

Disagree 3 11.1 0 0.0 17 63.0 

Undecided 4 14.8 8 29.6 4 14.8 

Agree 19 70.4 19 70.4 6 22.2 

No response 1 3.7 

Organizational goals statements. The goals and definitive aims of the organizational 

culture constituted another portion of mission. Serving the business goals ofan organization was 

also shown in the literature review to be the ultimate purpose of a corporate university. Hence, 

three of the eight mission statements in the Company X survey established respondent 

knowledge and clarity of company goals. Statements designed to secure beliefs about these goals 

and aims were randomly included in the questionnaire as follows (see Table 4-5 for responses). 

Statement 6 established the clarity ofmanagement in providing long-range employee 

action plans to meet business aspirations ..."Our organizational leaders are clear about what 

needs to be done for long-term success." 77.8% or 21 of the responses served to affirm the 

clearness in the provided organizational aims. 

Statement 21 delivered perceived organizational effectiveness in adapting its functions to 

meet objectives... "This organization develops and delivers the services that meet our goals very 

efficiently." 74.1% or 20 of the participants agreed that the goals for company services were well 

met. 
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Statement 5 questioned whether job training needs have been studied for suitability in 

achieving business purposes..."There has been an analysis ofmy job to help determine the needs 

for the appropriate training." In responses about this statement, 48.2% or 13 agreed that training 

job needs had been examined. 

Table 4-5 

Organizational Goals Statement Results 

Responses Statement 6 Statement 21 Statement 5 

(N=27) N % N % N % 

Disagree 0 0.0 2 0.0 7 25.9 

Undecided '6 22.2 5 18.5 7 25.9 

Agree 21 77.8 20 74.1 13 48.2 

Organizational vision statements. An organizational vision was described as the future 

plan or picture of what the company would like to become. The literature review established this 

as an absolute precept for organizational efficacy. Thus a corporate university must be an 

integral part of this envisioned future for Company X. Two out of the eight statements on 

mission dealt with respondent conceptions of the future (see table 4-6 for results). 

Statement 11 recognized whether individuals could clearly envision the future 

company..."The people of this organization can clearly picture what we are striving to become 

someday." Agreement was attested by 55.5% or 15 participants who believed all employees 

clearly grasped the vision of Company X. 

Statement 26 calculated the degree to which Company X employees were conscious of 

this vision and embraced it. .. "Employees of this company are aware ofour long-term goals and 
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believe in a shared vision." Responses were divided on this item; 37.1 % or 10 participants 

confirmed agreement in a shared vision by all employees; 29.6% or 8 respondents disagreed; and 

the remaining 33.3% or 9 responses were undecided. 

Table 4-6 

Organizational Vision Statement Results 

Responses Statement 11 Statement 26 

(N=27) N % N % 

Disagree 2 7.4 8 29.6 

Undecided 10 37.1 9 33.3 

Agree 15 55.5 10 37.1 

Consistency ofthe Company X Culture 

The organizational culture survey of Company X contained thirty-two statements 

regarding the perception, attitude, or beliefofeach individual respondent. Eight of these 

randomly placed statements referred to consistency as demonstrated in three organizational 

areas: coordination, agreement, and values. These three areas constituted the values and beliefs, 

as well as the mutual support and agreement within the company; in short, a coordinated 

atmosphere which imparted consistency. Survey participants were asked to choose only one of 

the following responses to each of the eight statements: disagree, undecided, or agree. 

Organizational coordination statements. Organizational consistency was reflected in an 

integrated and coordinated effort of mutual support within the organization. A corporate 

university will include and incorporate itself as part of that team effort. Consequently, three of 



76 

the eight survey statements on consistency issues concentrated on the integral effectiveness and 

shared cooperation within Company X (see Table 4-7 for statement results). 

Statement 2 stipulated whether all individuals within the company effectively embraced 

this cooperative effort..."Employees in all parts of this company work effectively and cooperate 

well with each other." Declared responses agreed with this notion in 74.1% or 20 of the received 

sample. 

Statement 17 examined if a few individuals, rather than an integrated team effort, were 

more critical to Company X performance..."Our company would be in trouble if not for the 

input and contributions ofa few key people." 51.9 % or 14 participants agreed that certain 

individuals played a more key role than others. 

Statement 15 inquired about the possible benchmarking of improved job methods ..."1 am 

aware of similar-sized organizations of this nature which are performing our jobs better." 81.5% 

or 22 respondents claimed no knowledge oforganizations which performed the services provided 

by Company X better. 

Table 4-7 

Organizational Coordination Statement Results 

Responses Statement 2 Statement 17 Statement 15 

(N=27) N % N % N % 

Disagree 4 14.8 5 18.5 22 81.5 

Undecided 3 11.1 8 29.6 4 14.8 

Agree 20 74.1 14 51.9 3.7 
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Organizational agreement statements. Organizational agreement was shown in the 

review ofliterature to encompass concurrently shared methods, values, and beliefs on how best 

to accomplish business goals. This was exemplified in the teachings of corporate universities by 

interweaving the same common methods and beliefs throughout the organizationalleaming 

initiatives. Accordingly, three of the eight random survey statements on organizational 

consistency concentrated on the aspect of common agreement within Company X (see Table 4-8 

for results summary). 

Statement 7 discerned overall agreement with the standard methods of accomplishment at 

Company X..."There is strong agreement among people on the right way to get things done in 

this company." 59.3% or 16 respondents affirmed that people agreed with organizational 

methodology. 

Statement 22 inquired about the manner in which the organization handled 

disagreements ..."Disagreements at this company are resolved by a genuine effort to satisfy 

everyone involved." 70.4% or 19 of the participants avowed that disagreements were handled 

well at Company X. 

Statement 32 found whether participants believed Company X used their individual job 

proficiencies adequately..."On an overall basis, I am satisfied with my job and the way this 

organization uses my skills." 92.6% or 25 ofthe participants approved of how well their own 

capabilities were utilized. 
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Table 4-8 

Organizational Agreement Statement Results 

Responses Statement 7 Statement #2 Statement #3 

(N=27) N % N % N % 

Disagree 5 18.5 2 7.4 3.7 

Undecided 6 22.2 6 22.2 0 0.0 

Agree 16 59.3 19 70.4 25 92.6 

No response 3.7 

Organizational values statements. The review of literature established organizational 

values as the shared ideals and standards that served to create a consistent code of morality and 

behavior for the corporate citizenship. The corporate university role was found to instill and 

embellish those unswerving ethical values for the company. Two out of the eight questionnaire 

statements on consistency requested information on ethical behavior and standard value issues at 

Company X (see Table 4-9 for results). 

Statement 27 exacted the employee knowledge as well as the reliable practice of 

customary organizational methods ..."Employees are well aware of established company 

procedures and consistently follow them." 55.6% or 15 of the respondents agreed that employees 

followed standard company policies. 

Statement 12 inquired as to participant knowledge of a company value system ..."Our 

organization has a reliable set of values and ethics which serve to guide us in our work." 74.1% 

or 20 respondents indicated guidance by Company X values and ethics in job performance. 
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Table 4-9 

Organizational Values Statement Results 

Responses Statement 27 Statement 12 

(N=27) N % N % 

Disagree 6 22.2 2 7.4 

Undecided 6 22.2 5 18.5 

Agree 15 55.6 20 74.1 

Involvement ofthe Company X Culture 

The organizational culture survey of Company X contained thirty-two statements 

regarding the perception, attitude, or belief of each individual respondent. Eight of these 

randomly placed statements regarded involvement and the untapped human skills in the company 

such as creativity, innovation, and teamwork. The three categories of involvement surveyed on 

the questionnaire were capability development, teamwork and empowerment, Survey 

participants were asked to choose only one of the following responses to each of the eight 

statements: disagree, undecided, or agree. 

Development ofcapabilities statements. The nurturing and growth ofemployee 

capabilities should be a major goal within both the organizational culture and its associated 

corporate university. In view of that, three of the eight questionnaire statements on the subject of 

involvement attended to capability development issues (see Table 4-10 for result summary). 

Statement 3 focused on perceptions of all employee capability and development 

levels ..."Workers in this company have the authority and job skills to handle problems on their 
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own." 48.2% or 13 participants agreed that all employees had the knowledge and authority to 

independently resolve problems at Company X. 

Statement 10 checked for the adequate preparation of company employees to do their 

jobs..."The training and orientation I received has adequately prepared me to perform my job 

well." 74.1 % or 20 respondents asserted that they received enough training to perform their jobs 

at Company X. 

Statement 30 asked if scheduled meetings were provided where management could give 

employees an appraisal as well as receive their reaction..."There are regular opportunities for 

evaluation ofjob performance as well as my feedback." 25.9% or 7 participants agreed that 

scheduled sessions were provided to give and receive information on individual job performance. 

Table 4-10 

Development of Capabilities Statement Results 

Responses Statement 3 Statement 10 Statement 30 

(N=27) N % N % N % 

Disagree 5 18.5 3 11.1 7 25.9 

Undecided 9 33.3 4 14.8 12 44.5 

Agree 13 48.2 20 74.1 7 25.9 

No response 1 3.7 

Organizational teamwork statements. The review ofliterature reputed that organizational 

involvement included a spirit of teamwork among the members; working together as well as 

sharing individual ideas and methods. Teamwork also pervaded the theory, practices and 

philosophy ofthe corporate university. Correspondingly, three of the eight random questionnaire 
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statements pertained to the level of involvement of individuals with other organizational 

members or groups (see Table 4-11 for results). 

Statement 8 obtained input about both individual and organizational commitment to the 

team concept..."Employees work as part of a team and clearly see how their job contributes to 

the company." 88.9% or 24 of the participating individuals specified agreement with the 

existence of a team-oriented culture at Company X. 

Statement 18 checked for the adequate preparation of company employees to do their 

jobs as a team member..."This company often creates opportunities for employees to get 

together and exchange ideas." 48.2% or thirteen participants disagreed that enough opportunities 

existed for individuals to exchange information with the entire group. 

Statement 23 inquired whether the majority oforganizational wisdom was acquired as a 

group ..."Most of the learning in this company takes place individually rather than in teams or 

groups." 81.5% or 22 participants asserted that employees learned most on an individual rather 

than on a team basis at Company X. 

Table 4-11 

Organizational Teamwork Statement Results 

Responses Statement 8 Statement 18 Statement 23 

(N=27) N % N % N % 

Disagree 1 3.7 13 48.2 2 7.4 

Undecided 2 7.4 9 33.3 3 11.1 

Agree 24 88.9 5 18.5 22 81.5 
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Organizational empowerment statements. Involvement in the organization required that 

individuals be empowered to act on behalf of the company. These actions included problem

solving, innovative thinking, improvement in business proficiencies, and the assumption of 

responsibility for their own learning; competencies also highly emphasized in corporate 

university learning. Accordingly, two of the eight organizational involvement statements on the 

survey addressed issues of empowerment (results in Table 4-12). 

Statement 28 dealt with the organizational assumption that most employees are quite 

competent. .. "Management presumes that most employees of this company are well-skilled at 

their jobs." 85.2% or 23 of the participants agreed with this assessment regarding most of the 

employees at Company X. 

Statement 13 sought to establish whether employees are concerned and well-versed 

enough to resolve problems... "Employees are highly involved in their work and informed 

decision-making is encouraged." 74.1% or 20 survey responses were marked in agreement with 

this statement. 

Table 4-12 

Organizational Empowerment Statement Results 

Responses Statement 28 Statement 13 

(N=27) N % N % 

Disagree 3.7 3.7 

Undecided 3 11.1 6 22.2 

Agree 23 85.2 20 74.1 
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Open-ended Survey Questions 

Section I of the Company X cultural survey concluded with two questions which were 

designed to allow for additional respondent input (see Appendix B). Questionnaire instructions 

notified the participants that their contributions for this portion of the survey were optional; 

many chose not to respond to one or both questions. The identified major themes in responses 

were used as a method for reporting results to protect participant anonymity. 

Best methods for learning newjob skills. The first of these open-ended queries, Question 

33, asked the respondent to briefly state the most effective modes in which they personally 

acquired new job skills. This query was stated in the questionnaire as follows ..."By what method 

(or methods) do you best learn and develop the skills of a new job?" Figure 4-1 was used to 

visually demonstrate the frequency of the main learning themes identified by the respondents. 

Preferred Learning Methods 
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Figure 4-1. Methods by which Company X employees best learn new job skills. 
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Company X survey participants identified several basic themes by which they best learn 

new job skills. On-the-job training was the overwhelmingly most identified theme; respondent 

answers included it a total of 26 times in their individual replies. The next most recurring 

learning methods were each mentioned twice: written procedures, orientations, and performance 

appraisals. Learning via the Internet or by classroom presentations were each mentioned once, as 

were two other miscellaneous topics unrelated to learning or job skills. Five of the 27 individuals 

who returned their surveys in this study left this question unanswered on their questionnaires. 

Greatest areas for organizational improvement. The second of the open-ended queries, 

Question 34, asked the respondent to briefly state the two areas in which Company X most needs 

improvement. .. "What are the two greatest areas for improvement that limit the effectiveness of 

Company X?" Figure 4-2 was used to represent the frequency of the main themes identified. 
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Figure 4-2. Identified areas in need of greatest improvement at Company X. 
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Company X survey participants identified instances within several basic theme areas 

where the greatest improvements are needed. The top-ranked area for improvement indicated by 

the respondents was in communication; in fact, 17 variations on this theme cited necessary 

improvements which mentioned poor communication regarding various change issues. The 

second most identified theme, mentioned in seven responses, was a need for updated equipment 

including vehicles, resources, and technology. Three submissions suggested the need for 

additional personnel. Inaddition, each of the themes of improved training and better 

interpersonal skills were declared twice. One individual stated periodic employee performance 

reviews as a much needed improvement. Ten out of the 27 participants elected not to contribute 

an answer to this question on their surveys (see Appendix B for the questionnaire). 

Demographic Survey Statements 

Section II of the Company X organizational culture survey consisted of three questions 

intended to categorize participants into different groups for possible later contrast in responses. 

These questions established Company X respondents in groups by years of age, length of 

employment, and educational level. One of the 27 participants who returned the survey made no 

entry for any of the demographic questions. The three representative demographic queries, and a 

summary of responses, are presented in the following: 

Age group ofrespondents. The first demographic question asked each participant to 

select their age range..."Which of these choices represents your age bracket?" The results are 

depicted in Table 4-13. 
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Table 4-13 

Age Group ofRespondents 

Age Bracket Frequency (N=27) Percentage 

Under 21 years 0 0.0 

21 to 45 years 4 14.8 

46 to 65 years 14 51.9 

Over 65 years 8 29.6 

No Response 1 3.7 

Employment length ofrespondents. The second demographic question asked the 

participant to designate their length of employment with Company X..."How long have you 

been employed at Company X?" The results are shown in Table 4-14. 

Table 4-14 

Employment Length ofRespondents 

Yrs. Employed Frequency (N=27) Percentage 

Under 1 year 11 40.7 

1 to 5 years 11 40.8 

Over 5 years 4 14.8 

No Response 1 3.7 
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Educational level ofrespondents. The third demographic question asked each participant 

to indicate their educational level. .. "What is your current level of education?" Table 4-15 

provided a response summary. 

Table 4-15 

Educational Level ofRespondents 

Age Bracket Frequency (N=27) Percentage 

Less than high school grad. 1 3.7 

High School grad./or OED 15 55.6 

Assoc. deg./or some college 7 25.9 

Bachelor deg./or beyond 3 11.1 

No Response 1 3.7 
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Chapter V: Summary, Conclusions, and Recommendations 

This study was initiated by a query from Company X management as to whether the 

corporate university concept would be feasible for that organization. Background information 

about Company X was obtained by the researcher, and an extensive review of literature was 

consequently conducted on corporate universities. This literature review revealed a strong link 

between a corporate university and the unique culture of its organization; the most critical 

element in determining feasibility. Hence, additional literature was reviewed to address the 

issues of: corporate training and learning; organizational culture and development; cultural 

change; and the most effective techniques to gather research data. 

The researcher developed a written questionnaire to canvas the entire population of 

Company X based upon organizational culture survey methods suggested by Denison (1990; 

2006) as well as from information revealed by the review of literature. This survey was then 

mailed to all 31 members ofCompany X including management, clerical, and transportation 

personnel. A total of27 of these organizational members responded, for a survey participation 

rate of 87.1% of the sample frame. 

The survey examined the attitudes and beliefs of Company X sample participants, 

providing an overview of the organizational culture, by measuring twelve specific attributes 

within four general areas: adaptability, mission, consistency, and involvement. This ultimately 

allowed for comparisons and contrasts in order to make conclusions about the feasibility of a 

corporate university at this unique organization. 

Summary 

Study participants affirm that the employees of Company X are decidedly adaptable to 

customer needs. The highest agreement among the participants of the study was involving the 
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attribute of customer service. All but one participant believed that the employees of Company X 

not only understand what the customer needs, but that they also make whatever changes 

necessary to accommodate them. Over 85% of the respondents also believed the organization 

itself adapted well to changes and continually sought to improve. 

There was also an interesting contrast revealed in the adaptability area regarding change 

attitudes. The study found that OJT, which is the current method of training at Company X, was 

overwhelmingly the preferred method ofleaming. In fact, only three respondents disagreed that 

the OJT program had adequately prepared them to do their job. However, only 37.1% agreed that 

the current method of training should remain unchanged. 

Job satisfaction was the second highest ranked area oforganizational agreement among 

respondents; only one participant was unsatisfied. Teamwork was another attribute in the 

involvement area of the culture that participants rated very high. Study results showed that only 

one participant disagreed that employees were highly team-oriented in contributing to the 

organizational effort. Surprisingly, in the open-ended responses, communication within the 

organization was stated as the greatest area for improvement. Also in contrast, only two 

participants disagreed that most learning at Company X actually takes place as an individual. 

Low agreement was indicated in the capability development area of involvement; only 

25.9% of the respondents agreed that some method ofperformance evaluation took place for 

employees. But the most surprising revelations were in the mission area of the Company X 

culture. Only 10 participants indicated awareness of a shared company vision. Additionally, 63% 

of the participants indicated that no written job description existed. 
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Conclusions 

This study began with two objectives: first, to identify the methods and instances in 

which corporate universities are effective; and second, to evaluate the feasibility of applying the 

corporate university concept at Company X. 

Corporate university methods. To identify the methods and instances of effective 

corporate universities, an extensive review of literature was undertaken. The report ofpertinent 

items found in this research then defined corporate universities; summarized corporate university 

history; gave an overview of corporate university purpose; examined corporate university design 

and strategy, listed the drivers and barriers to launching a corporate university; analyzed 

corporate university best practices; and outlined funding and performance evaluation approaches. 

Through all of this, an important relationship emerged between corporate universities and the 

strategy and culture of the organization they serve. The feasibility decision on whether to 

institute a corporate university was found to be integrally linked to the unique strategy, business 

goals, and organizational culture of the company. 

As a result, additional literature review was required on the subjects oforganizational 

culture and development, cultural change, learning and training needs, and research information 

gathering practices. Through this additional research, an effective approach to examining 

organizational culture was discovered (Denison 1990; 2006). This method was used as a guide to 

create a questionnaire and then sample the organizational culture of Company X for this study. 

Comparison ofliterature and data. Even though this learning concept is unique to its 

respective organization, there are some basic guidelines which must be considered that are vital 

to establishing any effective corporate university. These twelve precepts, reinforced throughout 
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the review of literature, will be used as a guide for comparison with the results of the 

organizational culture survey to help determine the feasibility of a corporate university: 

1.	 The organizational vision and mission must be determined (Meister, 1998c). The 

mission area of the organizational survey showed that the organizational vision of 

Company X is rather unclear for many employees. In fact, about 63% disagreed or 

were undecided about whether there was a shared vision in this organization. 

However, when canvassed about mission and strategy, 70.4% declared clear 

awareness. In addition, 77.8 % of the participants felt management was clear about 

what needed to be done for long term success. This apparent contradiction needs to be 

resolved, and a vision and mission clearly communicated, for corporate university 

success. 

2.	 Organizational strategy must be identified. Corporate universities link their training 

and learning initiatives to the strategic plan of the organization (Meister, 1998c). 

Participants affirmed, in 70.4% of the responses, that the strategy ofCompany X was 

known to them. This factor would contribute well to establishing a corporate 

university at Company X. 

3.	 Conduct a front-end or needs analysis (Mailliard, 1997). There are three types of 

needs for Company X: customer needs, job needs, and organizational needs; the 

corporate university must serve them all. Almost unanimously, 96.3% of participants 

in the study asserted that Company X employees understood customer needs very 

well. However, 63% of the participants do not believe a written job description exists 

for their position. In fact, only 48.2% of the respondents said there was ever a needs 

analysis done of their job. Organizational needs analysis information was not 
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determined by the cultural survey, but this is also a very important aspect of future 

planning (Barley, 1998). Accordingly, all three of these need areas should be 

analyzed conjunctively to properly link the corporate university initiative to the 

organizational objectives of Company X. 

4.	 Management must have buy-in and their visible support should be readily apparent 

(Peak, 1997). The organizational culture survey ofCompany X did not assess the 

level ofmanagement support. However, management did originally initiate this 

feasibility study. Consequently, it is important to note that without the total 

commitment, involvement, and support ofmanagement the corporate university will 

fail (Phillips and Phillips, 2002). An important related issue to consider is that 

participants in the study strongly affirmed that communication was the greatest area 

for improvement at Company X. Management will have to clearly communicate 

unconditional support for the corporate university to ensure its success. 

5.	 Identify the scope of the audience and the learning objectives (Peak, 1997). All the 

stakeholders including external vendors, internal employees, and the customers of the 

organization should be encompassed in the learning process (Barley, 1998). However, 

the scope of this study was only on the internal employees of Company X. The needs 

of these other stakeholders should also be explored with the organizational needs 

analysis to include them in the strategic plan of the corporate university (Barley, 

1998). 

6.	 Benchmark corporate university best practices. Successful organizations can be 

viewed as examples to help establish corporate university best practices (Frazee, 

2002). Customer service companies, such as Company X, can be improved by 
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auditing the performance of top rivals (Furnham and Gunter, 1993). However, the 

organizational consistency area of the cultural survey asked participants if they were 

aware of similar competition which performed Company X services better. Only one 

individual was able to make that affirmation. Yet benchmarking is a proven way to 

help ensure corporate university success; it would be an ideal tool for establishing the 

feasibility of a corporate university at Company X. 

7.	 Develop the infrastructure and learning product. Developing the product and 

designing the learning intervention serves the unique organizational needs (Fulmer, 

2002). Participants in the Company X cultural survey were very open to sharing ideas 

and better methods. Only 18.5% of the respondents felt that enough opportunities 

existed at Company X for employees to exchange ideas. Conversely, this statement 

was verified by 81.5% responses on another statement which instead declared that 

most learning took place individually at Company X. Although available personnel 

and actual delivery methods will be distinct to this organization, the disbursement of 

Company X employees over several counties may require the development of a 

computer-based learning product. Only 48.2% of all respondents indicated they are 

comfortable with learning job skills by computer. Computer technology use is a 

consideration in determining the feasibility of a corporate university at Company X. 

8.	 Develop funding and measurement systems. Company X should view training as the 

price of doing business (Lewis, 2002). Funding for training and learning initiatives 

should be established to allow maintaining and continually improving current 

services. The usual goals for improvements by corporate universities could include: 

customer service and contentment, increased productivity, cost reductions, retention 



94 

of valued employees, and greater profits ("Update," 2005). The cultural study of 

Company X did not attempt to ascertain which of these goals would be served by a 

corporate university at this organization. Additionally, the average funding 

expenditure for corporate universities at least 2.5% of the company payroll; but the 

scope of the cultural study did not disclose the level of funding Company X 

management is willing to devote to a corporate university. Finally, a further 

evaluative tool in improving individual performance through a corporate university is 

before and after behavior assessments. However, only 25.9% of the organizational 

survey respondents verified regular opportunities for performance appraisal and 

feedback. Moreover, performance reviews also received some mention by sample 

participants in response to the queries identifying the areas for greatest organizational 

improvement as well as the methods in which job skills were best learned. Company 

X needs to set funding guidelines and establish an evaluative system ofperformance 

metrics to make certain a corporate university serves its purpose. 

9.	 Creating a system for employee development. This system within a corporate 

university allows employees to improve communication skills, problem-solve, think 

creatively, and assume accountability for their own learning (Meister, 1998a). 

Communication was identified by study participants as the area in need of greatest 

improvement at Company X. The involvement area of the organizational cultural 

survey addressed problem-solving and only 48.2 % of the participants believed the 

workers at Company X had the necessary skills. In contrast, 85.2% of respondents 

indicated that management presumed employees were well-skilled at their jobs; and 

correspondingly, 74.1 % said employees were very involved and empowered to make 
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decisions. Under the adaptability cultural area oflearning new skills in the survey, no 

study participants disagreed that organizational members viewed mistakes as 

opportunities to learn and improve. This would necessarily require thinking 

creatively. These apparent cultural contradictions would be eliminated by a corporate 

university which deepens communication skills and empowers creativity and 

accountability (Meister, 1998a). 

10. Spreading a common culture and values (Meister, 1998a). In measuring the 

consistency area oforganizational values, the study found that 74.1% ofrespondents 

were guided by a set of values and ethics at Company X. Somewhat less awareness, 

or just over 55% ofparticipants, was specified for company procedures and the 

consistency that employees show in following them. Corporate universities reinforce 

the values and ethics of the culture and provide contextual references for standard 

policies (Meister, 1998a) The Company X culture could gain from this consistency 

and appears receptive to the benefits this corporate university learning provides. 

11. Developing employability of the personnel. Clear visibility of the learning benefits 

and the advantages they provide must be evident to employees (Phillips and Phillips, 

2002). When asked to list the methods by which study participants best learned new 

job skills, OJT was overwhelmingly identified as the favored method. This was also 

affirmed by 74.1% agreement from respondents that training and orientation at 

Company X, which is OJT, prepared them adequately to perform their job well. 

Seemingly in contrast was the apparent lack of agreement, in the change attitude 

attribute of adaptability, that changing current training was unnecessary; 17 study 

participants were either undecided or disagreed. Business changes, such as in a major 
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training initiative, generally fail because of employee resistance (Carr, 1996). If the 

role of the corporate university will be only OJT, it should instead be typically 

handled by a regular training department (Allen, 2002). 

12. Retaining valued employees (Meister, 1998a). The higher level ofperformance 

provided by corporate universities increases the retention and employability of 

organizational members. Nevertheless the study indicated, in organizational 

agreement within the mission area, that 92.6% of the Company X participants are 

already well satisfied with their jobs and the way their skills are utilized. The 

significant investment required to initiate a corporate university needs to be justified 

by a measurable value or proven impact for the organization and its members 

(Phillips and Phillips, 2002). 

Favorable cultural attributes. The area of organizational adaptability received high 

agreement from the people ofCompany X. Employees are in favor of the continual improvement 

of methods and are not hesitant to try new techniques or learn from their own mistakes. They 

strive to understand customer needs and make changes in their job techniques accordingly. All of 

these characteristics are also served by the actual purpose of a corporate university: to meet 

organizational goals. Improvements in customer service, enhanced customer satisfaction, 

increased productivity, and an emerging view of learning as a vital factor in organizational 

success are all common purposes a corporate university shares with the adaptability strengths of 

the Company X culture. 

Organizational consistency was another area ofhigh agreement in the Company X 

culture. Employees have excellent job satisfaction and are pleased with the way their job skills 

are utilized. People cooperate with each other and work well together. Disagreements are 
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resolved in a satisfactory manner, and shared company values impact employee behavior on the 

job. These consistency attributes of the company culture align well with those of a corporate 

university. The retention of valued employees aligns with corporate university purposes as well 

as the reasons for its launch. Employee cooperation and development, and the spreading of 

shared values, are other favorable drivers for the existence of a corporate university. 

The area oforganizational mission was embraced most strongly by members of the 

Company X culture in the aspects of clarity ofmanagement goals and delivering services to meet 

company goals. Awareness ofthe company mission and a belief in what the organization is 

trying to accomplish are also powerfully inherent attributes of this culture. The mission of the 

corporate university is strongly linked and actually established by the same strategic goals in the 

mission of the organization. 

Organizational involvement in the Company X culture is mostly associated with 

employee empowerment. Management assumes these employees are well-skilled and capable of 

making decisions. Workers also are highly team-oriented in accomplishing work goals. A 

corporate university seeks to instill all of these traits in the organizational learner. 

Members of the Company X culture also made open-ended remarks to suggest greatest 

needs for organizational improvement. Communication was identified as the area of greatest 

need. Seeking to establish proactive, ongoing, and deepened communication skills is normally 

part of the corporate university curriculum. 

Unfavorable cultural attributes. There was no clear answer revealed when employees of 

Company X were asked about changing the current method of training in the adaptability area of 

the survey; most were undecided about a change. The organizational members also significantly 

favored OJT as their preferred method oflearning in the open-ended remarks. Resistance to 
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change can severely hinder a learning initiative, including that of a corporate university. 

Although a corporate university can direct an OJT program, it is typically handled by a regular 

training department. In addition, computer-use in training and learning received less than half the 

support of Company X members. Technology of this nature may be mandated for the corporate 

university if the organization continues to grow and expand into other geographic areas. 

The consistency area of the cultural survey checked for knowledge of an organization 

similar to Company X which was a better performer. A very large percentage of employees 

agreed that they were not aware of such an existing company. Benchmarking is a concept used 

extensively by corporate universities; in view of this, it may be difficult to use this technique. 

The mission area of the Company X cultural questionnaire produced some responses 

which may also have implications when considering a corporate university. The reactions 

indicated that an analysis of training need was probably never performed; indeed, no written job 

descriptions for Company X employees seem to exist. Furthermore, employees do not embrace a 

shared organizational vision. Organizational vision is not only essential toward establishing an 

organizational mission, but also needed to set the mission for the corporate university itself. 

The Company X cultural involvement survey area brought out two additional unfavorable 

concerns regarding a corporate university: 

1.	 Company X apparently does not perform regular performance evaluations or 

appraisals. Performance measurement and evaluation are among the most important 

focuses of a corporate university. 

2.	 The vast majority of Company X employees believe that the current training and 

orientation method adequately prepares them to perform their job well. The 

performance issue may not be a learning or training related matter. 
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Feasibility. The Company X culture may be a candidate for a corporate university. It is a 

highly cooperative learning organization which is amenable to change and has an eye toward 

continued growth and continual improvement. The organizational culture has much of the 

needed commonality and characteristics which would lend themselves well to a corporate 

university. 

However, the Company X culture is only one of the considerations that must be 

contemplated before creating and launching a corporate university. In addition to organizational 

culture, the review ofpertinent literature went on to clearly link the success of a corporate 

university to business goals, organizational strategy, and company vision and mission. These 

critical additional factors must also be clearly revealed to discern the unique organizational need 

for a corporate university. The corporate university then makes its learning and training 

programs an integral part of all those ingredients in the overall business venture. This is the 

recipe for a successful corporate university. 

The feasibility of utilizing the corporate university concept within the organizational 

culture of Company X can not be wholly determined without further study. 

Recommendations 

Relating to this study. The researcher asserts that Company X needs to start with the 

establishment of an overall organizational picture before focusing on training or learning issues 

such as corporate universities. Management should begin by clearly identifying a vision for the 

organization. This will serve to provide a clear picture for the future direction the organization 

intends to take (Wiley and Brooks, 2000). 

Next, the mission can be established to accomplish that vision. The mission will provide 

reason and meaning by defining the purpose and intent of the business, and then committing 
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Company X and its employees to a course of action (Dubrin, 1990). Once the mission is made 

clear, a strategy is needed to accomplish that plan: the strategic directive (Wheeler and Clegg, 

2005). The vision of Company X serves as the guide for establishing this directive. 

The vision, mission, and strategic direction all combine to serve one objective: 

accomplishing the organizational goals of Company X. Organizational goals are determined by 

management and are unique to the company, but they normally include one or more of the 

following: improvements in customer service; enhanced customer satisfaction; increased 

productivity; decreased costs; retention of valued employees; and increased profits ("Update," 

2005). 

When the goal is identified, the process to identify what needs to change to accomplish 

that goal for the organization begins. It may not necessarily turn out to be a training or learning 

issue. So the investigative process should continue at the organizational level to provide an 

accurate picture. The literature review provided excellent information on several methods of 

assessing needs in businesses. However, the researcher recommends the eight-step process for 

constructive change suggested by Dubrin (2002) because it focuses on the overall organization 

and then narrows to identify the performance problem for Company X. 

The Company X cultural involvement survey area brought up a final concern regarding a 

corporate university. Company X apparently does not perform regular performance evaluations 

or appraisals. This point was not only verified in the capability development statement but also 

brought up as a favored learning method, and additionally, as an area for organizational 

improvement in the open ended responses. Performance measurement and evaluation are among 

the most important focuses of a corporate university (Meister, 1998c). 



101
 

Forfurther study. The researcher submits that further study is warranted to determine the 

feasibility of a corporate university for Company X. Suggested methodology includes the 

following: 

1.	 Conduct a needs analysis. The vast majority of employees in the Company X 

organizational survey indicated that they believe the current OJT program adequately 

prepared them to do their job well. A needs analysis will help to reveal whether the 

performance issue is one of training or learning (McConnell, 2003). Moreover, the 

review of literature repeatedly indicated that any training or learning initiative, 

including any organizational change, should contain an analysis of needs 

(Barley, 1998). This will provide the strengths, weaknesses, and learning needs of 

Company X as well as help to clarify the appropriate learning method. 

2.	 Gather the data with a neutral interviewer. Interviews and focus groups should be 

conducted to gamer the organizational wants and needs (McConnell, 2003). More 

accurate data can be obtained in a way that is non-threatening to employees through 

the use of an impartial interviewer. Furthermore, the two-way communication 

provides an immediate opportunity for follow-up and clarification on answers. The 

significance of the data gathered to learning, training, and the feasibility of a 

corporate university can be qualitatively analyzed, and the results combined with 

those of this study to determine corporate university feasibility for Company X. 

3.	 Secure more information on the most relevant issues to establishing a corporate 

university at Company X. Eight suggested data-gathering questions from the 

researcher to secure some ofthe important precepts which this study did not address 

in its conclusions are: 
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What performance gap did the needs analysis reveal (McConnell, 2003)?
 

Does management completely buy-in to a corporate university (Meister, 1998b)?
 

Will Company X partner with vendors and customers (Barley, 2002)?
 

Can any similar organization be found to benchmark (Frazee, 2002)?
 

Will the training method ofthe corporate university still be OJT (Allen, 2002)1
 

How much funding will be provided for the corporate university (Lewis, 2002)1
 

How will performance be evaluated and what metrics will be used (Meister, 1998c)?
 

What minimal ROJ will make the corporate university worthwhile (Barney, 2002)1
 

By combining the results and analysis of these suggested data gathering questions and 

techniques with the information revealed in this organizational culture study, the feasibility of 

applying the corporate university concept at Company X can then be determined. 
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Table ofQuestionnaire Sources 

Source Reviewed Survey Statement or Question Cultural Factor Examined 
Section I --

(Denison, 2006) Mission (strategy) 1. Our employees are clearly...... -
(Denison, 1990) Consistency (coordination) 2. Employees in all parts of.. ......
 
(Denison, 2006) Involvement (capabilities) 3. Workers in this company.......
 
(Denison, 1990) Adaptability (change attitude) 4. This company responds.........
 
(Barley, 1998) Mission (organizational goals) 5. There has been an analysis.... 
(Denison, 2006) Mission (organizational goals) 6. Our organizational leaders..... 
(Denison, 1990) Consistency (agreement) 7. There is strong agreement.. .... -
(Denison, 2006) Involvement (teamwork) 8. Employees work as part.........
 
(Denison, 2006) 9. Employees of this company... Adaptability (customer service) 
(Denison, 1990) 10. The training and orientation... Involvement (capabilities) 
(Denison, 2006) 11. The people of this org ............
 Mission (vision) 
(Denison, 2006) 12. Our organization has a...........
 Consistency (values) 
(Denison, 2006) Involvement (empowerment) 13. Employees are highly.............
 
(Denison, 2006) 14. Mistakes are viewed as..........
 Adaptability (learn new skills) 

15. I am aware of similar.............
 (Barley, 2002) Consistency (coordination) 
16. Employees know and .............
 Mission (strategy) (Denison, 1990) 

-
17. Our company would be in...... Consistency (coordination) (Dubrin,2002) 
18. This company often creates.... Involvement (teamwork) (Denison, 1990) 

(Denison, 1990) 19. Our company is hesitant.. .......
 Adaptability (change attitude) 
(Meister, 1998c) 20. I am comfortable with the ...... Adaptability (learning new skills) 
(Denison, 1990) 21. This organization develops.... Mission (organizational goals) 
(Denison, 1990) 22. Disagreements at this .............
 Consistency (agreement) 
(Dubrin, 2002) 23. Most of the learning...............
 Involvement (teamwork) 

24. The suggestions of our...........
 Adaptability (customer service) (Denison, 2006) 
25. There is a written job.............
 Mission (strategy) (Denison, 1990) 
26. Employees of this company... Mission (vision) (Denison, 2006) 
27. Employees are well aware...... Consistency (values) (Denison, 1990) 

..
28. Management presumes that.... Involvement (empowerment) (Dubrin, 2002) 
29. Employees of this company... Adaptability (learn new skills) (Denison, 2006) 
30. There are regular opport......... I Involvement (capabilities)
 (McConnell, 2003) 
31. Changing the current......... ..... Adaptability (change attitude)
 (Denison, 2006) 

(Denison, 1990) 32. On an overall basis, I am........
 Consistency (agreement) 
33. By what method or .................
 (Denison, 2006) Best ways you learn (new job skills) 
34. What are the two greatest... ....
 (Denison, 2006) Improvement areas (Company X) -

Section II - -
1. Which of these choices...........
 Demographic (age) (Denison, 2006) 
2. How long have you been.........
 Demographic (employment length) (Denison, 2006) 
3. What is your current level... .....
 Demographic (educational level) (Denison, 2006) 
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Implied Consent to Participate In UW-Stout Approved Research 

Title 
Company X Organizational Survey 

IRB Approval 
This study has been reviewed and approved by The University ofWisconsin-Stout's Institutional 
Review Board (IRB). The IRB has determined that this study meets the ethical obligations 
required by federal law and University policies. If you have questions or concerns regarding this 
study please contact the Investigator or Advisor. If you have any questions, concerns, or reports 
regarding your rights as a research subject, please contact the IRB Administrator. 
Investigator Research Advisor IRB Administrator 
Randy J. Tyo Julianne K. Taylor - UW-Stout Sue Foxwell- UW-Stout 
300 Elm Avenue West 419 McCalmont Hall 152 Voc Rehab Building 
Menomonie, WI 54751 Menomonie, WI 54751 Menomonie, WI 54751 
715-308-1779 715-232-1443 715-232-2477 
tyor@uwstout.edu taylorju@uwstout.edu foxwells@uwstout.edu 

Description 
This study seeks to examine human subjects at Company X, a non-emergency medical 
transportation organization. Opinions and beliefs of employees concerning the organizational 
culture and its effectiveness in regard to training and learning will be sought. Company X grants 
permission to the researcher, but wishes to invoke anonymity for both itself and its employees 
for the purposes of this study; therefore, the written report of this study will not utilize the 
company name. Questionnaires will be issued to a population within this organization by regular 
mail. Respondents will return these questionnaires by pre-paid mail to the investigator. They will 
then be gathered, quantified and subsequently analyzed to infer pertinent results. 

Confidentiality, Risks, and Benefits 
Each individual response is greatly valued; you will remain anonymous and your name will not 
be associated with any information or documents. Neither the company nor the researcher will 
seek to recognize, or later attempt to identify individual respondents. Additionally, individual 
responses will be examined to ensure no information is included in written results which will 
reveal respondent identity or job classification. The research will be used to examine whether 
certain training methods would be applicable within this specific company. This could result in 
improved efficiency and better training methodology for this and similar organizations. 

Time Commitment 
The questionnaire will take five to ten minutes to complete. The results should then be returned 
in the self-addressed, pre-paid envelope so that it arrives within a week. The outcome will be 
analyzed and the study and written report completed no later than May 16, 2007. 

Right to Withdraw and Statement of Consent 
Participation in this research is entirely voluntary. You may choose not to participate. But if you 
do participate and later choose to withdraw your input, there will be no way to identify your 
anonymous questionnaire. By completing the attached questionnaire you agree to participate in 
this project. Please turn the page and read the directions if you decide to take part in the survey. 
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Company X Organizational Survey 

Thank you for participating in this study! It will take just a few minutes to complete. This six 
page survey consists of two sections. Please read the directions carefully and mark your 
response to every statement in each of the sections. Section I examines your individual opinion 
about specific matters regarding your job, as well as the way in which Company X conducts 
business as an organization. Section II gathers some simple background information about you 
to aid in the analysis of the final data for the entire group being sampled. 

Please understand that all answers are held strictly confidential. No effort will be made to 
identify you individually, and completed questionnaires will only be seen by the researcher. 
However, your own opinion is very valuable to this study. Please do not discuss or compare 
your responses with other employees before submitting this questionnaire. 

It is important to remember, there are no 'right' or 'wrong' answers! 

Section I 

Directions:	 The following survey strives to identify essential items very specific to the culture 
and effectiveness of the Company X organization. You will find 32 statements 
regarding the organization itself or your role in it. Please read each statement 
carefully, and mark the one answer that best represents your level of agreement 
with that statement. 

Three possible answers are numbered and provided: 
1. If you mostly disagree, shade the circle under the choice labeled "Disagree." 
2. If you mostly agree, shade the circle under the choice labeled "Agree." 
3. If you find that you just don't know, or can't decide, shade in "Undecided." 

Questions 33 & 34 are open-ended questions with space provided for your 
additional input. Please be brief and print your answers clearly. These questions 
are optional, but your written contributions will be valued and are much 
appreciated. If you have read and understood the above directions, please begin. 

At Company X•••••.•• 

1) Our employees are clearly aware of the mission and strategy for the future of this company. 
123 

Disagree Undecided Agree 
000 
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At Company X...•.... 

2) Employees in all parts of this company work effectively and cooperate well with each other. 
123 

Disagree Undecided Agree 
000 

3) Workers in this company have the authority and job skills to handle problems on their own. 
123 

Disagree Undecided Agree 
000 

4) This company responds well to changes in business and continually improves work methods. 
123 

Disagree Undecided Agree 
000 

5) There has been an analysis of my job to help determine the needs for the appropriate training. 
123 

Disagree Undecided Agree 
000 

6) Our organizational leaders are clear about what needs to be done for long-term success. 
123 

Disagree Undecided Agree 
000 

7) There is strong agreement among people on the right way to get things done in this company. 
123 

Disagree Undecided Agree 
000 

8) Employees work as part of a team and clearly see how their job contributes to the company. 
123 

Disagree Undecided Agree 
000 

9) Employees of this company understand customer needs and changes are made accordingly. 
123 

Disagree Undecided Agree 
000 

10) The training and orientation I received has adequately prepared me to perform my job well. 
123 

Disagree Undecided Agree 
000 
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At Company X...•.•.. 

11) The people of this organization can clearly picture what we are striving to become someday. 
123 

Disagree Undecided Agree 
000 

12) Our organization has a reliable set of values and ethics which serve to guide us in our work. 
123 

Disagree Undecided Agree 
000 

13) Employees are highly involved in their work and informed decision-making is encouraged. 
123 

Disagree Undecided Agree 
000 

14) Mistakes are viewed as opportunities to learn and continuously improve in this organization. 
123 

Disagree Undecided Agree 
000 

15) I am aware ofsimilar-sized organizations of this nature which are performing our jobs better. 
123 

Disagree Undecided Agree 
000 

16) Employees know and strongly believe in what this organization is attempting to accomplish. 
123 

Disagree Undecided Agree 
000 

17) Our company would be in trouble if not for the input and contributions of a few key people. 
123 

Disagree Undecided Agree 
000 

18) This company often creates opportunities for employees to get together and exchange ideas. 
123 

Disagree Undecided Agree 
000 

19) Our company is hesitant to try other techniques to solve problems if current practices work. 
123 

Disagree Undecided Agree 
000 
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At Company X . 

20) I am comfortable with the use ofpersonal computers for learning and training in job skills. 
123 

Disagree Undecided Agree 
000 

21) This organization develops and delivers the services that meet our goals very efficiently. 
123 

Disagree Undecided Agree 
000 

22) Disagreements at this company are resolved by a genuine effort to satisfy everyone involved. 
123 

Disagree Undecided Agree 
000 

23) Most of the learning in this company takes place individually rather than in teams or groups. 
123 

Disagree Undecided Agree 
000 

24) The suggestions of our customers are valued by this organization and often lead to changes 
123 

Disagree Undecided Agree 
000 

25) There is a written job description clearly defining the responsibilities ofmy position. 
123 

Disagree Undecided Agree 
000 

26) Employees of this company are aware of our long-term goals and believe in a shared vision. 
123 

Disagree Undecided Agree 
000 

27) Employees are well aware of established company procedures and consistently follow them. 
123 

Disagree Undecided Agree 
000 

28) Management presumes that most employees of this company are well-skilled at their jobs. 
123 

Disagree Undecided Agree 
000 
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At Company X .. 

29) Employees of this company who completely master their job do not need additional learning. 
123
 

Disagree Undecided Agree
 
000
 

30) There are regular opportunities for evaluation ofjob performance as well as my feedback.
 
123
 

Disagree Undecided Agree
 
000
 

31) Changing the current methods of training employees in this company should be unnecessary. 
123 

Disagree Undecided Agree 
000 

32) On an overall basis, I am satisfied with my job and the way this organization uses my skills. 
123 

Disagree Undecided Agree 
000 

Optional Responses (please state briefly) 

33) By what method (or methods) do you best learn and develop the skills ofa new job? 

34) What are the two greatest areas for improvement limiting the effectiveness of Company X? 

Almost done!! A few seconds more please turn to the next page.
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Section II 

Directions:	 The following three questions are demographic in nature and are given simply to 
establish simple background information about the individual respondent. No one 
will see this individual survey except the researcher. Please indicate .Q!!£ 
response for each question by making a check mark in the space that most 
closely describes you. 

1)	 Which ofthese choices represents your age bracket? 
Under 21 years old
 

_ 21 to 45 years old
 
_ 46 to 65 years old
 
_ Over 65 years old
 

2)	 How long have you been employed at Company X?
 
_ Less than 1 year
 
_1 to 5 years
 
_ Over 5 years
 

3)	 What is your current level ofeducation?
 
_ Less than high school graduation
 
_ High school graduate/or GED
 
_ Associate degree/or some college
 
_ Bachelor degree/or beyond
 

Thank you for completing this survey. Again, individual responses are completely confidential. 
Your valuable input will be used to analyze the organizational culture of Company X in regard to 
some specific methods of learning and training. So please place your completed surver in the 
self-addressed, postage paid envelope and mail it no later than Monday, March 26t 

, 2007. 

Please accept my best wishes for continued success in your job and a happy end to this winter! 

(End ofSurvey) 


