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Dedication

his book is dedicated firstly to my wonderful wife, friend, and busi-

ness partner, Christine, whose faith and strength of character has
carried me through my most difficult moments. Also, to my parents,
Richard and Raye Cullingworth, who have always encouraged me to love
others, explore, play, create, and imagine while teaching me to focus, plan,
think, and to do my best to be a good person.



Introduction

I MAGINATION - it’s importance is well recognized for children, in both

play and education. Somehow, after the age of 10 or 11, imagination
takes a backseat, and we forget that its stillimportant for teens and adults.
After all, imagination isn’t some optional extra - it’s a fundamental part
of how our brains work. As you will discover through this book, there is
a wealth of important, definitive, and convincing neuroscience evidence
that exercising imagination in learning has significant value in adult and
professional learning, as well as in developing creativity, innovation and
critical thinking for the learner.

But wait! This sounds very academic and lofty, and potentially boring,
which is what | want to avoid. This book isn't an academic paper on
neuroscience of imagination and learning. | don’t like complexity or jar-
gon, | don't like sitting still and | get bored easily, so I'm hoping you'll be
pleasantly surprised that I've written this book as an engaging story about
the journey of realization, exploration, struggle, conflict, and discovery at
CardioTech.

ENGAGEMENT AND IMAGINATION

Let’s talk about engagement a bit, because the term is commonly used. If
you do a Google search for engagement, you’ll find something like this:
“In professional learning, “engagement” means an active and meaning-
ful involvement in the learning process, where individuals are motivated,
actively participate, and demonstrate a genuine interest in acquiring new
knowledge and skills, going beyond passively consuming information and
instead actively applying it to their practice. Essentially, it signifies a deep
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level of participation and commitment to personal development within
a professional context.”

Speaking from my own experience, attempts to encourage engage-
ment, or “active involvement” are, for the most part, extrinsic, or exter-
nal prompts or rewards, to keep the learner interested. These prompts
range from “click here” or “drag this over here” to providing elaborate
games and interactive maps with animation to help the reader slog
through what is otherwise dull lectures or slides. Research shows that
this is not real engagement. To me, it’s just a technique to stop the
learner from falling asleep.

The industry needs higher standards for engagement: a focus on in-
trinsic motivation and cognitive (brain-level) engagement.

Intrinsic motivation happens in learning when the content, presenta-
tion, convenience, and experience aligns with the learner’s personal
preferences and when the learning becomes personally meaningful to
the learner.! The goal is not only to provide learning that is needed
and wanted, but to provideitin a way that they can enjoy, understand,
remember, and apply, both in their professional and personal growth
and development.

While many techniques exist to engage the conscious mind of the
learner, through this book, you will see my strong belief in the impor-
tance of engaging the subconscious mind through imagination.

It is well recognized that storytelling is a key to engagement, be-
causeit’singrainedinour psychology and social existence. We’ve been
learning through storytelling since the beginning of humanity. | don’t
need to defend that statement because it is already well established
in many disciplines.

The difference in what I’m proposing is the use of imagination,
where the learner becomes co-creator, actively using their imag-
ination to bring characters, environment, and details to life. This
leads to cognitive engagement, where the entire brain is involved in
the learning process.
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Through movies and television, videos and pictures, we’ve come to expect
to be entertained by images, which can be fun and exciting, but it turns
us into passive consumers. Compare this to the experience of listening
and imagining your own images, where your brain becomes a participant,
creating your own visuals. It’s perfect for you because you created it.

It’s common to hear readers (or audiobook listeners) complain after
watching a movie or series based on a book they’d previously read. It just
doesn’t live up to their imaginary experience because, in movies or on
TV, it’s someone else’s imagination they’re watching. It just doesn’t work.
The same is true for learning through listening to stories and scenarios.
Imagination is the key!

When | was a young boy, about 12 years old, | managed to get my hands
on a double LP record of Jeff Wayne’s musical version of “The War of
the Worlds.” If you haven’t ever experienced it, and especially if you love
music, | highly encourage you to find it and listen on a quiet evening with
the lights turned down. For me, the explosion of imaginative images in my
mind created an experience that no movie or TV series has ever matched,
even to this day.

The storytelling was excellent. The music and mental imagery had such a
deep impact on me. In my mind, | imagined the Martians, with quivering
lips, the alien tripods, and the alien heat ray that evaporated people where
they stood. | was captured throughout the two-hour story about the strug-
gle for mankind’s survival.

About 15 years ago, when | met my wife Christine, we sat by the fire in a
dark room one winter night, and she shared this exceptionally imaginative
experience of listening through "War of the Worlds" with me. This trans-
ported me back to my childhood experience. We discussed our experience
afterward, and how powerful it can be to listen and create your own men-
tal imagery as opposed to watching a movie. When the movie came out
with Tom Cruise, it came nowhere close to matching my experience. The
television series was even worse because they were competing with my
own imagination.

Aninteresting fact: in October 1938, famed author Orson Welles presented
the War of the Worlds story live on his radio program, written and per-
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formed to make it sound like a real news broadcast about an alien inva-
sion. This terrified thousands of listeners who believed the invasion to be
true, and that they were listening to a real news broadcast unfolding live.
It may have been exaggerated, but the following day, some newspapers
reported, “Radio Listeners in Panic!” or “Radio Fake Scares Nation". Keep
that in mind as you read this, because such is the power of imagination
and storytelling.

When | started writing this book, | wanted it to be a story. | confess, part of
my motivation was to stop myself from getting bored of my own content,
which would lead me to stop writing (it's happened before). | started
writing the story of Nicki Peeps and her team at CardioTech in third person,
as though a narrator was telling the story - but then I realized that, in
third person, it's very difficult to express the characters' inner thoughts
and emotions, which are not always externally evident - so | switched my
entire manuscript to first person.

| hope you enjoy reading this book as much as | enjoyed writing it.
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DOWNLOADABLE BOOK RESOURCES

This bookincludes some graphs, charts and analyses, created by the char-
acters on their journey. In the format of a book, these black-and white
images may be difficult to read in detail. You can access these images in
full document size by visiting the link below, or access the web page via
the QR Code.

PRODI0O’S STORYSTYLE™ AUuDIO COMPANION

ProDio will produce a signature StoryStyle™ Audio Companion, which
will allow you to listen to the characters tell their stories in their own
voices. It’s an audio version of this book, that is immersive with acted
scenarios, storytelling, sound effects, and music.

Find out more here: https.//www.prodio-learning.com/learn-to-imagine




Prologue

A CARDIOTECH STORY

Because we believe so deeply in the power of stories and scenarios,
it’s only appropriate that my book be presented in the format of a sce-
nario-based story.

CardioTech is afictional company I’'ve imagined and brought to life for the
purpose of creating a believable ecosystem for learning through stories
and scenarios. CardioTech employees, customers, suppliers, and service
providers become characters with a consistent backstory, including his-
tory, teams, relationships, and roles. In this way, the story of CardioTech
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carries through to not just this book but multiple courses, demos, and
written materials. This prologue provides all the information you’ll need
to understand the context and environment where this story takes place.

In this book, we journey with Nicola “Nicki” Peeps, Chief Human Re-
sources Officer (CHRO) at CardioTech, and her quest to find a solution to
the company’s learning and development challenges.

An important function of Nicki’s role is to oversee the Learning and Devel-
opment program at CardioTech and to ensure high-quality training for the
entire team, including executives, office professionals, and admin staff,
medical professionals in research and development (R&D), as well as the
operational staff in the warehouse and distribution center.

The story picks up soon after Nicki joins CardioTech and discovers that,
despite the company’s generous learning and development budget, the
program is not achieving the desired results. We’ll follow her leadership
journey as she and her team investigate why there are so many complaints
about CardioTech’s learning program and how it has become ineffective
and expensive, with little return on their spending.

There’s always a bit of drama at CardioTech. Through this journey, Nicki
encounters resistance from employees and managers. Her team is chal-
lenged in their efforts to explore and introduce some innovative learning
options to the team.

In this story, | have played with conversations between fictional Car-
dioTech characters and expert guests who are real people from the real
world. A good rule of thumb is that any CardioTech employee is fictional
while anyone else referred to or quoted in this book is a real person in
the real world and their quotations were actually spoken and approved by
them to be included in this book. The real-world experts included in this
book are listed on the acknowledgments page.
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ABOUT CARDIOTECH

CardioTech is a forward-thinking medical technology company head-
quartered in Vancouver, Canada, with offices in New York, London, and
Zurich. The company specializes in the development and manufacture of
high-quality, leading-edge cardiac equipment, such as pacemakers, heart
monitors, surgical equipment, screens, and cables. Founded in 2010 by
Brett Duncan, Hospital Administrator, and Monica Duncan, a former Car-
diac Surgeon, CardioTech was born out of a deep commitment to improv-
ing patient outcomes in heart medicine. Recognizing gaps and poor quali-
ty in existing cardiac equipment, Brett and Monica established CardioTech
to produce high-quality, reliable cardiac surgery technology and related
cardiac supplies, such as stents, tubes, and monitors. CardioTech quickly
became a rising star in the medical technology industry and has reached
annual revenues exceeding $600 Million.

With over 2,000 employees in four locations, CardioTech combines ex-
pertise in artificial intelligence, engineering, and medical science to de-
velop innovative solutions that enhance patient care. Their mission is to
empower healthcare providers with high-quality equipment that predicts,
monitors, and treats heart conditions more effectively, ultimately reduc-
ing hospitalizations and saving lives. Driven by purpose and innovation,
CardioTech is redefining the standards of cardiac care and making a global
impact in the field of heart medicine. CardioTech’s vision, mission, and
values are as follows:

CARDIOTECH VISION STATEMENT

To be the global leader in revolutionizing cardiac technology with innov-
ative, reliable, and life-saving solutions that inspire hope and improve the
quality of life for patients worldwide.

CARDIOTECH MISSION STATEMENT

At CardioTech, we are dedicated to advancing heart health through the
development of innovative, high-quality medical technology.
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How WE ACHIEVE OUR MISSION AT CARDIOTECH

We empower healthcare professionals with the best quality, precision-en-
gineered tools, foster a culture of trust and excellence, and prioritize the
well-being of patients by delivering reliable solutions that make a mean-
ingful difference in their lives.

CARDIOTECH CORE VALUES

Quality: Quality is our top priority. We strive for excellence in every prod-
uct to ensure safety, reliability, and trust.

Innovation: We pioneer cutting-edge solutions that push the boundaries
of heart-related medical technology.

Integrity: We are transparent, honest, and accountable in everything we
do.

Compassion: Prioritizing the well-being of patients and the healthcare
professionals we serve.

THE CARDIOTECH TEAM

Monica Duncan LucasMoreira
CEQ Exec. Assist

Dr. LilaZhang REREGENEREL C] Andrew Steeves Rajesh Patel

Isabella Marco

Nicola Peeps

CHIEF MEDICAL CFO [slele] C1o CHRO

Mariah Fuller Thomas Dupont Leila Naidoo Mateusz Nowak Elena Hussein! Betty Trundle
Head of R&D Accountant Office Manager Tech Support Marketing Assistant HR Manager
‘Omar Rodriguez Sandra Martinez Bill Norman Mark Briggs
Product Development Payroll Admin Warehouse Mgr HR Administrator
Tiffany Lee-Martin
Receptionist

CcMO

INTERNATIONAL OPERATIONS
ARDNO (AY
VP Operations New York | VP OperationsZurich VP OperationsLondon \C A D _ﬂ ! (\ —\J \"\’ _ﬁ:_)_
Andrea Graf Siman Frei Steven Maxwell “”‘EI.\_’ _H V/
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MONICA DUNCAN, CHIEF EXECUTIVE OFFICER (CEO)

Hi, I’'m Monica. In my previous life, | was a well-recognized heart surgeon
who worked at a major Vancouver hospital. | struggled my way through
medical school and internships without much financial support from my
parents, racking up significant student debt. | was highly driven to become
the best in my field, and by 35 was already making a name for myself
in cardiology in Canada and the USA. In 2008, | was recognized as one
of the top 10 up-and-coming heart surgeons by the American College of
Cardiology.

In April 2009, on a rainy spring evening, a pivotal event changed every-
thing. That night, | was the on-call emergency surgeon at Landmark Gen-
eral Hospital in Seattle. | was paged to attend to a patient who had been
rushed to hospital with a severe heart attack. While trying to save this pa-
tient’s life, the pacemaker we’d implanted malfunctioned and, ultimately,
they didn’t survive.

I was deeply impacted by the failure of the medical equipment resultingin
death in what otherwise should have been a relatively simple procedure.
This was not acceptable to me, and | struggled to find any joy in my work.
Equipment had failed before - too many times in fact - but this time was
different. Thistime it had cost someone’s life. | wasn’t willing to accept this
any longer.

After much research and planning, a year later, my husband Brett and
| created CardioTech, with the aim of providing high-quality cardiology
suppliesand equipment at an affordable price. By this time, Brettand | had
established an enormous network of highly influential administrators,
doctors, and surgeons in the medical community, so it wasn’t difficult for
us to gain widespread support and a surge of orders when we presented
the CardioTronic77x, our first physiological DDD pacemaker prototype,
researched, designed, and 100% manufactured in North America.

The company grew fast because there was a pressing need for high-qual-
ity, fail-proof equipment. CardioTech invested in its own R&D department
and managed to attract some of the most talented technical minds in the
field. We also established our own manufacturing division so that we could
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directly control the quality of our products, which had an enormous pos-
itive impact on an industry that had become weary of cheaper imported
equipment and parts. We were flying high and nothing could stop us ...
but then life threw me an enormous and devastating curve ball.

In March 2023, a major scandal was discovered during an audit of our 2022
financials. An exceptionally sharp external auditor uncovered a scheme to
defraud the company of millions of dollars.?

What made this worse - it’s still difficult for me to talk about - is that Brett
was involved. In an ultimate act of betrayal, he and the CFO of the com-
pany, Janet Drake, conspired to steal over four million dollars from the
company over the previous three years. It was revealed that they had been
hiding the fraudulent transactions as purchases from a fake numbered
company.

To add insult to injury, it was also revealed that Brett and Janet had been
having an affair for three years. | don’t know what Brett was thinking, but
it seemed that, once they had stolen enough, he was planning to run off
with her and live in luxury in some other country. | really can’t understand
his motives. He had everything, and | was deeply in love with him, which is
probably why | wasn’t able to see what was going on right under my nose.

Of course, | divorced him and sued them both. In 2023, most of the em-
bezzled money was recovered, and they both declared bankruptcy. Most
of their assets were seized. Brett lost everything. To avoid criminal charges
against them, he offered to surrender his shares in CardioTech to me,
which | accepted, making me the majority shareholder, CEO, and Presi-
dent of CardioTech.

As you can imagine, a scandal like this had a devastating impact on the
reputation of the company and was profoundly embarrassing for me. |
was publicly humiliated by Brett’s affair. Even though | was mentally and
emotionally devastated, | had to put that aside to address the panic and
speculation that was spreading rapidly amongst investors, suppliers, em-
ployees, and in the media. It was an enormously stressful time for me, but
I managed to assure the stakeholders that | had everything under control
and that | had the skills to build a strong executive leadership team.
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Given my track-record, experience, and being extremely well regarded and
respected in the industry, | was given full support and assurance that the
funds and means were available to rebuild my team. | hired Samantha
Tanaka, a highly skilled and experienced CPA, as the new CFO. She was
tasked with stabilizing the company’s finances and implementing tighter
financial controls to ensure such a betrayal couldn’t happen again.

With a strong and loyal team behind me, I’ve become one of the most
powerful corporate leaders in medical technology.

Collateral damage to the scandal was the resignation of the Vice President
of HR, Sylvia Dupont, in June 2023. Sylvia had been through a rough time
at the forefront of managing the fallout from the scandal. She was ex-
hausted and mentally drained. At 63, she expressed that she was “getting
too old forthis” and was ready to retire and enjoy spending time gardening
and watching the ocean at her cottage on Bowen Island.

The silver lining to all of this was my discovery of Nicola Peeps, an excep-
tionally talented and charismatic woman who has become one of my most
valuable and trusted leaders at CardioTech.

NickiI PEEPS, CHIEF HUMAN RESOURCES OFFICER (CHRO)

My name’s Nicola, but you can call me Nicki - most of my friends do. I've
spent most of my career as a Chartered Professional in Human Resources
(CPHR), and | think I’'ve built up a pretty impressive resume, which in-
cludes experience with the Ministry of Health, Pfizer, and the Virgin Group,
where | was fortunate enough to work directly with the Branson family.

Over my 21 yearsin HR, I've seen and experienced a lot ... and sometimes
things can get crazy in HR, yes ... even in a professional office. | believe the
reason Monica hired me was because of my calm assertiveness, which |
think is my second greatest strength. My first is my curiosity. | intentionally
approach most situations trying to find out and understand as much as
| can by asking questions and listening to what’s not being said. | like
to think that I’'m open to new ideas and perspectives, which has helped
me to stand out in my career and to build trust and connection with my
colleagues and direct reports.
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The greatest struggle in my career has been finding my voice and my place
at the executive table. When | started in HR, | was probably as naive as
most who choose this profession. | pictured myself as the nurturer, caring
for a large team of employees and solving all their problems for them. |
imagined that people would come to me for advice and bring me their
problems, and I would be able to solve them, of course, once I had enough
authority. | would eliminate barriers for them and make their jobs easier,
resulting in a happy and productive workplace where everyone loved to
come to work.

| was about ten years into my career and newly promoted to senior man-
agement level when the reality of my career choice became much clearer.
| was working in a company with an “us and them” battle between the
executive team and the rest of the organization. Middle management was
in the center of this battle, which is not uncommon. The executive team
loved to pat themselves on the back and praise their performance, while
| fielded a ton of complaints from employees about their pay, working
conditions, and how they were being treated by the executives.

My bosses at the time made it clear to me that my job was to serve them
and to make sure that employees understood what was expected. It was
explained to me, in no uncertain terms, that my role was to ensure that
employees were productive and delivering value. Anyone who contin-
uously failed to meet expectations and productivity quotas was to be
managed through improvement plans and potential layoffs. This created
a significant conflict for me. | was aware of most employees who were
under-performing. Some had challenging circumstances and jobs, and
there was a small minority who were simply lazy and unproductive.

| did what | could to represent the voice of the employees, but | quickly
realized | had no authority and the executive team had little regard for
human resources. The HR presence at the table was an attempt to show
consideration for employee wellbeing and happiness. My repeated efforts
to represent the needs of employees ultimately led to me being left out
of meetings. Eventually, my office was moved out of the corporate head-
quarters and into a trailer attached to the building. To me, this was a clear
signal that | was being pushed aside and no longer valued by leadership.
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Not long after that, the company began a round of layoffs due to poor
financial performance and declining profits. | was given the task of telling
the employees who had been terminated and having security walk them
out of the building. This was an immensely painful and heartbreaking ex-
perience for me because | knew that many of these good and hard-work-
ing employees were not the cause of the company’s difficulties.

After what seemed like an endless two-weeks of employee layoff conver-
sations, things felt a bit off when | came into work one Wednesday morn-
ing. Strange. Awkward. My two closest colleagues seemed to be avoiding
me. When | got the call to come up to the COOQ’s office, | understood why.
In a ten-minute meeting, he told me | was laid off, explained my options,
and then had security walk me out of the office. | guess | shouldn’t have
been surprised.

| joined CardioTech as Chief Human Resources Officer, or CHRO, in Oc-
tober 2023. Right from our first conversation, | was clear with Monica
that | wouldn’t tolerate unfair treatment of employees. I'd seen and had
to stomach this too many times in my career. | believe that employees
are the most important asset in any company, a leadership philosophy
that I’d learned while working with Richard Branson at Virgin and seen
how powerfully it had worked. Our approach was to pay employees well
enough to take money off the table, to motivate them with a sense of
purpose, to get out of their way and give them autonomy to do their jobs
and the ability to learn and grow their skills and value.

Sometimes Monica repeats what | said to her during our interview: “If you
want an HR executive who will treat employees without trust and respect,
then I’m not the right person for this job and we can end the interview right
now. | care about people, and I care about how they are doing. | won’t be
a shield to protect secrets or bad corporate practices.” | think she loved it,
and | believe the CardioTech team have responded well to my approach to
HR leadership.

Let me introduce the rest of the team.
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ANDREW STEEVES, CHIEF OPERATING OFFICER (COO)

After being handpicked by Monica and Brett Duncan in 2011, “Andy”
Steeves is the longest-serving employee. As COO and Monica’s right-hand
man since the beginning, Andrew has been instrumental in the phenome-
nal growth and success of CardioTech. He’s been a loyal and steadfast sup-
port for Monica through the early years but also through the scandal that
rocked the company in 2023. Andrew has a huge portfolio, which includes
oversight of the international operations in New York (led by Andrea Graf),
Zurich (led by Simon Frei), and London (led by Steven Maxwell).

Most of the time, Andrew is on the road, overseeing operations, regulatory
compliance, and quality control in these international locations. He is a
funny, kind, and friendly leader who is a great listener and exhibits excep-
tional emotional intelligence. But, at times, he’s been known to lose his
temper and exhibit some emotional highs and lows, which he attributes to
his “hot Scottish blood.” Some would say he wears his heart on his sleeve.
While this can sometimes be a liability, his transparency and authenticity
has earned him great trust and respect from his colleagues and has made
him Monica’s most trusted and highly-valued leader, ally, and friend at
CardioTech. He’s also well-loved for his prominent Scottish accent. Monica
believes that she owes Andrew a lot because she would not have made it
through the scandal without him.

SAMANTHA TANAKA, CPA, CHIEF FINANCIAL OFFICER (CFO)

“Sammi” Tanaka was hired in May 2023 to replace Janet Drake. A Char-
tered Professional Accountant (CPA), Samantha arrived at CardioTech
with 30 years’ experience, including executive financial roles at Mercedes
Benz and Microsoft, where she led a team of 16 accountants in Financial
Planning and Analysis. She’s a forward thinker with a knack for planning,
predictive analysis, and financial modelling. Highly technical, with ad-
vanced Al skills, she impressed us with her ability to use technology as a
highly efficient tool to guide our business intelligence.

Samantha is calm, precise, measured, and intelligent, but she can some-
times come across as cold, superior, and critical. She’s been heard saying
“I don’t really like people” and tends to avoid social activities with the
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team, which leaves her somewhat isolated and on the outside looking
in. Members of the executive team have mentioned that, although they
respect her technical skills and intelligence, they’ve struggled to establish
trust and a close working relationship with her and find that she’s not a
good listener. She often takes the approach that she’s always right and, at
times, comes across as rigid.

DR. LILA ZHANG, CHIEF MEDICAL (CM)

Monica was thrilled when Dr. Lila agreed to lead the CardioTech’s Medical
Division, which included Research and Development (R&D) and Product
Development (ProDev). These two departments were the most important
for keeping the company at the forefront of cardiovascular technology.
Lila was a brilliant cardiologist and highly regarded internationally. She
was one of only 21 students to graduate summa cum laude from Harvard
Medical School and was often invited to speak at global cardiology confer-
ences. As a leader, she is confident and exhibits excellent emotional intel-
ligence and communication skills. In less than a year, she has gained the
respect of the highly talented R&D and ProDev teams and has established
herself as a cornerstone of the CardioTech executive team.

RAJESH PATEL, CHIEF TECHNOLOGY OFFICER (CTO)

“Raj” Patel is often described as an intelligent and highly competent tech
guru. If there’s something new or mysterious on the tech scene, you can
bet that Raj has already been playing with it and figured out how it works.
His creativity and ability to transform ideas into working technologies
has impressed the rest of the team. However, in some ways his advanced
knowledge and advanced thinking can be a bit of a challenge. He tends
to get so far ahead of his colleagues and of the entire industry, in fact,
that he loses touch with the challenges that medical professionals face
in keeping up with the relentless advance of new technologies. Monica
spends a lot of time working with him to help him slow down and make
his ideas understandable and less scary to her team and to the broader
industry stakeholders.



xxii RUSSELL CULLINGWORTH

BETTY TRUNDLE, MANAGER, HR AND LEARNING

“Betty” Trundle has worked as HR Manager at CardioTech since 2012.
Before this, she spent 20 years working for a local municipality. Betty’s a
calm, quiet, steady worker who mostly keeps to herself and prefers the
administrative aspects of her job over dealing with employee issues, so
employees tend to not engage her when they need help. In her 360-review,
feedback included comments that she was “somewhat bureaucratic” and
“slow to respond.” Some employees expressed frustration that complaints
they’d sent to Betty about our learning program over the years were not
being addressed and nothing has changed. In the turmoil of the 2023
scandal, much of this was overlooked by Sylvia Dupont (my predecessor,
and Betty’s manager for over ten years), who was overwhelmed having
to deal with employees and stakeholders and, truthfully, already had one
foot out the door.

LUCAS MOREIRA, EXECUTIVE ASSISTANT (EA)

Lucas “Lucky” Moreira is Monica’s extremely efficient executive assis-
tant. Often underestimated on first encounters, he’s an exceptionally
good communicator with excellent organizing and scheduling talents. Al-
though, at times, he tends to respond abruptly with sharp, direct, witty, or
cutting comments, depending on his mood or who he is communicating
with. Lucas has become one of Monica’s essential team members, and she
relies heavily on him to manage her hectic meeting and travel schedule,
to keep track of the Executive Team’s projects, and to assist her with
whatever else she needs to organize on any given day. Sometimes this in-
cludes personal tasks, like picking up dry-cleaning or arranging cleaners,
maintenance, or other services for Monica’s home. Lucas does this without
complaint and excels in keeping all the balls in the air without any fuss or
failure. The only complaint Monica has about Lucas is that she feels lost
and clueless whenever he is out of office or on vacation.

MARK BRIGGS, HR ADMINISTRATOR

Mark is a young but astute HR analyst who is highly organized and struc-
tured. He joined CardioTech in 2021 and remained solid in his admin-
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istrative duties throughout the scandal. Mark is young, bright, curious,
and has a knack for understanding complex systems and processes. He
displays a maturity and wisdom beyond what I’d expect from people
his age. Behind his calm and observant demeanor, he exhibits confi-
dence and a can-do attitude that makes him a trusted and well-liked
colleague across all departments.

The constructive feedback I’'ve given Mark in the past is to temper his
drive and enthusiasm and to realize that some of his colleagues move
at a slower, more careful pace. He tends to get a bit excited about
new ideas at times then pushes ahead without checking if others are
on-board with his ideas and changes. | know that this creates a bit
of stress and anxiety amongst his colleagues. To be honest, | struggle
with the same trait myself, so seeing what happens with Mark helps to
remind me to watch how | handle new projects and initiatives. Mark
is definitely one of the high-performers here at Head Office, who is
essential to my team, and | have plans for advancing his career and
role in the company, which is why | am willing go a long way to making
sure he’s happy in his role at CardioTech.

THOMAS DUPONT, SENIOR MANAGER, FINANCE

Thomas, or Tom, is everything you’d expect from a Senior Finance
professional; mostly introverted, quiet, and diligent. But he has a
deep relationship focus that makes him well loved by the team. In
his own quiet way, we often see little kind things he has done for
other members of the team, such as turning on the heaters in their
offices when he is first to arrive on a cold winter morning or leaving
a chocolate and funny little note on someone’s desk. In this way he
shows a great deal of care for his colleagues, and this is also reflected
in the extent he will go to support them in their work. From what
I’ve seen, whenever asked to do a task, he has gone the extra mile
to find more information or to improve the presentation. | think even
Sammi tends to soften her approach with Tom because she recognizes
his needs and preferences are largely relationship-focused. Also, he
doesn’t give her much reason to complain about his performance, so
she’s happy to have him on her team.
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Ithink that’s all you need to know about us for now. You’ll meet some other
members of the team through this story I’'m about to share with you.



"Imagination is more important than knowledge."”
Albert Einstein









One

They Deserve Better

NicKI (TUESDAY, JANUARY 16)

oday, I'm feeling somewhat overwhelmed. It’s only been a few

months since I’ve started my position as Chief Human Resources
Officer at CardioTech, and last week, Betty mentioned to me that she’d
sent reminders to all staff to complete their mandatory learning. |
hadn’t really had a chance to get involved with the learning program,
which is under Betty’s job description, so | wasn’t anticipating any
issues, and | had no idea of the extent to which employees would push
back at our learning content. | brought this up at a lunch meeting with
my CEO, Monica Duncan.

“Wow, Monica, I’'m a bit shocked, to be honest. | hadn’t anticipated this
at all. My understanding was that our learning program was pretty decent
but, this morning, my inbox was flooded with complaints from employees
across all sectors. The basic themes are that the online courses are really
boring and outdated, and many of the team members complained that
they just don’t have the productive time to take time out of their day for
these long courses. Those were the good ones! There are some serious
comments about accessibility that we need to take very seriously, and a
couple of employees who were extremely upset and angry about having to
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sit through these long, mandatory courses, specifically the Privacy Course
and our Respectful Workplace/Anti-Bullying course.

“It looks like engagement is at an all-time low, and | don’t really believe
employees are getting any value from the learning. The completion rate is
pretty low, and evaluation scores are pretty bad. | get the sense that a lot of
them are just sitting there and letting it run through and then completing
the quiz and hoping for the best.”

Monica winced as she stirred her coffee. “I know. I've been unhappy with
the quality of our learning content, especially given what it costs. Creating
our last course cost over $100,000. | just haven’t been able to do much
about it. ’'m sorry | didn’t give you a heads-up before this latest reminder
went out. The problem is we don’t have much choice; no one’s had the
time to look for new or innovative learning options.” She sat up, braced
herself against the back of her chair, and took a deep breath. “Okay, I'm
ready. Let’s hear some of the comments.”

| pulled up a summary on my laptop. “Okay, here are some examples.
The evaluation feedback is anonymous, of course, but I’'m aware of which
division they’re coming from.

“This one’s from someone here at head office: ‘This learning totally sucks.
I was bored to death and getting so sick of PowerPoint slides, and these
were some of the worst I've seen. | even considered quitting my job so that
I wouldn’t have to complete this ... The only reason | sat through this was
because | had to!

“This one’s important because it’s about accessibility. I’'m a leader on
CardioTech’s Inclusion Committee, and | am very disappointed in the lack of
consideration with respect to accessibility of the learning content. It looks
like this has been ignored completely. Leadership should know that we have
23 employees that require accessibility considerations, including seven with
visual impairment. One employee mentioned to me that they had to have
their manager read the content out to them, which was not only humiliating
but was also a huge waste of time. You know ... accessibility is a big part of
our inclusive culture philosophy. | know that the leaders care, but with our
learning, it feels like CardioTech’s just paying lip service to accessibility in
this company.”
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Monica closed her eyes and rubbed her temple as though she was in
physical pain, but | decided to keep going.

“Thisisoneisfrom someone on our medical research team ‘This course
took me three hours, and I’m already overworked. How | am | supposed
to find time to do my real work? I’m angry because | was forced to spend
time on this crap learning. CardioTech needs to do better!’”

“O00, that’s a bit harsh!” Monica sighed. | could tell she was taking this
feedback quite personally, and so was I. | could physically feel it as a
deep pit in my stomach. My face was feeling hot, and | was sweating,
but | did my best to hide my discomfort.

“We also received quite a few comments about the gamified safety
course we produced in 2022,” | said.

Monica jumped in, “Yes, that’s the horribly expensive one | mentioned
earlier. Don’t tell me ... Is it bad?”

“Yes, sorry, its not good. Most of the comments are about the game
being childish or making them feel like a child, but there were also a
lot of complaints about how much time it wasted and that the game
itself didn’t work properly.

“This employee’s comment represents most of the comments re-
ceived. ‘If CardioTech wants to make us waste an entire day playing
childish computer games, then how are we supposed to get our work
done? My eight-year-old plays games that are more sophisticated than
this. It’s a silly and nonsensical attempt at engagement, and | shudder
to think how much money was wasted on creating this. To top it all, the
game didn’t even work properly and crashed on numerous occasions. |
think I lost at least an hour on just trying to get it working.””

Monica sighed again and muttered under her breath. Then she looked
at me with a painful expression and said, “I know they’re not wrong,
you know. That’s what makes it difficult.”

“This last one is from one of our US employees: ‘I know this learning is
important, but | really struggled to get through it because it’s so outdated
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and boring. | completed the course, but it wasn’t enjoyable or engaging.
Unfortunately, | doubt | will remember what I learned.’

“Sorry, Monica, not great, | know ... These are just a few of the most
notable comments. There are some courses that have some comments
with a more positive tone; do you want to hear those?”

Monica shook her head. “No, that’s okay. Nicki, this one’s on me.
You’ve only been here a short while, and I’ve known about this prob-
lem for a long time. They deserve better! We need to find more effec-
tive ways for employees to learn that are high-quality and affordable -
we have too many low-quality online lectures. | can’t even stand them
myself, to be honest. I'd rather poke my eyes out than take some of
those mandatory courses again. | want you to make this a priority
project. We need to make some room for you. How about we park your
project to redesign the employee intranet? It seems to be working well
enough, and we can keep this platform for another year, | don’t care.”

| nodded in agreement. “Sounds good to me, Monica. | think this is
more urgent considering our plan to redesign the onboarding induc-
tion learning. Andrew is also pushing us to roll out more regulatory
compliance training for the development and manufacturing teams.”

Monica didn’t waste any time. She stood up and smiled. “Great! Let’s
get out of here. I’ve got a meeting | need to get to. I'll be lucky to make
the changes to your six-month priorities. | trust you’ll keep me posted
with your progress?“

“Of course.” | nodded confidently. To be honest, | wasn’t quite sure
what | had just committed to.

On the way back to my office, | grabbed a Chai tea and headed to my
desk. Before connecting my laptop, | sat quietly foramoment to reflect
on the meeting. | thought it had gone as well as | could have hoped
and was relieved that Monica hadn’t expected me to be on top of the
Employee Development Program after only five months. Besides, the
L&D program was one of Betty’s main job functions.
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| wondered if Betty was aware of these issues. | remembered that I'd
asked her about this in December, and she’d assured me that the program
was great and that everyone was completing their mandatory learning as
required. She hadn’t mentioned anything about disgruntled employees
or complaints about the program. | made a note to talk with her when she
returned from sick leave.



6 RUSSELL CULLINGWORTH

Nicki (WEDNESDAY, JANUARY 18)

| was just heading to lunch with our CFO, Sammi Tanaka. Despite
our different personalities, she and | had developed a quiet rapport,
based on mutual respect. She’d won my admiration by watching how
she used emotional intelligence in her approach to working with each
member of the leadership team. She’d almost imperceivably adapted
her process for financial reporting - primarily budgeting and variance
reporting - to best suit each executive’s schedules, personalities, and
their skill level in finance.

Take me, for example. Not long after | had started, after one or two
meetings, she’d noted that | wasn’t good at using Excel or on calculat-
ing my numbers. She’d recognized that | was sociable and preferred
to talk through the numbers with someone who could help me under-
stand them and how to write variance reports. | found out from one
of her direct reports that she’d instructed them to meet with me every
quarter to help me write them.

She’d given her team different instructions for each executive. Some
wanted to be sent all the details and left alone, while others had to
have more attention and accountability pressure to get their reports
completed. Her system was uniquely adapted to each individual. It
was an incredibly smart and effective way to approach financial re-
porting with her non-finance team members. This was why our finan-
cialand variance reporting was always of high quality, and Monica was
happy to tell people how pleased she was with Samantha.

After some smalltalk and ordering our food and drinks, Samantha took
the opportunity to ask me some questions about my department’s
spending and budgets, which | struggled with, of course, but she was
patient and walked me through the items in question. She was satis-
fied with my responses and, as our food arrived, she packed away her
computer.

“So, what else is happening in HR?” she asked then added, “Whatever
you are able talk about, of course.”
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| appreciated her awareness. “Well, the biggest thing that’s come up is
the number of complaints about our learning program. It’s a bit over-
whelming. Monica and | talked about it on Monday. You know, after
we rolled out the reminder in December to complete the mandatory
courses.”

Her look was apologetic, butit might just have been sympathy. “I knew
this was coming, but | couldn’t say much because you had just started.
I’ve completed all my required courses but, no, | have to agree, they’re
not very good at all.” She shook her head. “Just like you, | have to do
my CPD requirement for the CPA Association, so we get hit from both
sides.”

“Of course, my association has their own learning program, too. What
are the CPA courses like?” | asked, genuinely curious.

She seemed eager to talk about it. “Just like you, we have a mandatory
requirement for 20 CPD hours every year, but for CPAs this includes
four hours of ethics courses every year, too. They used to be in person,
but now they are offered mostly through webinars or online courses.”

| could relate. “O00, our HR ethics and compliance courses are brutal.
Are they any good?”

“The in-person sessions used to be okay, but they were very expensive
and took up a lot of time. I’d spend a full day in a hotel room for six
hours of CPD. The best part was the hotel lunch.” She smiled. “But hey,
get this; the CPAs recently started offering a bunch of these courses,
including ethics, as audio courses.”

I scrunched up my node. “Seriously? Like a podcast? About ethics?”

She smiled. “Well, that’s what | expected. To be honest, | didn’t think
they’d be any good at all. Imagine listening to a dry ethics lecture
or conversation; how could that be any good? But then, surprise!
They’d madeitreally interesting because they kept changing it up with
quizzes and interviews, some stories and clips from media - that type
of stuff. It turned out to be the best ethics course | have ever done. And
even better, | completed it in short modules while | was commuting.”?
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“Wow, I’ve never heard of that before. | wish my association offered that,” |
replied. “And the CPAs produced this innovative learning?”  hadn’t known
the CPA Associations to have a reputation for innovation.

“No, it was another company. | can’t remember their name.” She paused
and thought for a moment. Then | saw a hint of recognition in her eyes.
“Something about Pro-D, as in ‘Professional Development,’ but it’s offered
through the CPA learning program. Kudos to them for partnering to offer
something new and different.”

Time was up, and as the server brought the bill, | said to Sammi, “I’ll get
this one. Thanks for your time Sammi. | really appreciated our conversa-
tion, as always.” She nodded and accepted graciously.

Her information about the CPA program had piqued my curiosity, and |
made a mental note to find out more. But by the time we'd walked out of
the restaurant, I’d completely forgotten about it.
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NickI (MONDAY, JANUARY 22)

A week after my meeting with Monica, Betty was back from sick leave,
and we’d planned a walking meeting after lunch to discuss the learning
program. She met me at reception. Our receptionist, Tiffany, was at the
front desk, smiling as usual.

“Hey, Tiff, Betty and | are just heading out for a walk. Can we bring you
back anything?” | asked.

“000, yes, please.” She flashed a big bright smile. “A mocha latte would be
awesome, thanks!”

“Sure, we’ll be back around two. Okay, Betts, ready to go?” | asked as |
pulled on my coat.

It was a beautiful sunny winter’s day, and although the sun was low, it was
bright and warm enough for a walk, so we headed for Sunset Beach Park,
bundled into our winter coats. When Vancouverites had a sunny day in
January, we tried not to let it go to waste.

We walked in silence for a few minutes. For reasons | couldn’t explain, |
hadn’t been able to establish much rapport with Betty. It was like there
was a wall up, or she felt the need to protect herself. It was understand-
able. I was still her new boss.

“I’'m really glad you’re feeling better,” | said, wanting to make her feel
comfortable.

“Yes, you know how it goes. We have paid sick leave for a reason. The rest
did me good, and I’'m back on my feet,” she said and offered a little smile.

“Thanks for agreeing to walk with me. | wanted to have a chat, just to get
you caught up. It’s been a bit of a gong show while you were away. You
remember we pushed out the mandatory training reminder just before
you went off on sick leave?”

Betty nodded. “Yeah... | had to remind everyone again because they
haven’t been completing their required training ... even last year before
you started, because no one does anything about it. There are no conse-
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quences for employees. | complained to Sylvia a number of times, but |
don’t think she knew what to do about it. Even our so-called leaders don’t
enforce it, so people just avoid it. They’ve been grumbling and complain-
ing nonstop since we tried to enforce the online learning requirement.”
She tightened her scarf and pulled up her hoodie on her coat, like a turtle
retreating into its shell.

| was taken by surprise at Betty’s attitude, but | forced myself to keep a
straight face. “Hmm, okay ... Tell me more.” | was curious to find out more
about the history and how she was feeling about this.

“We’ve spent years - years!” she exclaimed. “Sylvia and me, building this
learning program. It’s a lot of work, you know, finding instructors, getting
scripts, production, checking everything, fixing bugs and problems ... It
costs a lot of money, too. | shudder to think how much we’ve spent on
our course library, only to have employees complain because they’re not
having fun ... Well, they’re not paid to have fun, are they?”

This time, | couldn’t help but wince at her sarcastic tone. Fortunately, she
wasn’t looking at me, and | don’t think she noticed.

“| feel very frustrated. It’s been this way for a long time.”

| kept walking but slowed my pace because she was breathing quite heav-
ily and said, “Okay, this is exactly what | wanted to talk to you about.
While you were away, | received a lot of emails from employees all over
the company ... and yes, most of them were complaints. Some were quite
strongly worded ... about how they feel about their learning experience.
People seem genuinely upset. | know that we haven’t had a chance to
talk about our learning and development program, so the feedback really
caught me by surprise.”

There was an awkwardly long silence before Betty finally replied. “What-
ever ... You know, I’'ve got more to worry about than trying to find learning
that will please the employees. Sometimes they act like a bunch of enti-
tled, spoiled children who don’t want to do their homework.”

Betty had just crossed a line for me. | could feel the blood rushing to my
face, making me feel warm despite the chilly winter air. | stopped walking
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and gave Betty the sternest look | could muster. “Hold on a sec. Let me just
stop you right there.”

| paused for a minute to temper my tone. “A big part of our job - more
specifically, your job - is to create a learning program that meets our
organizational goals. | can immediately think of at least four important
organizational goals that our learning and development program serves -
compliance, safety, inclusion, and employee engagement. | could proba-
bly add quality to that list, as well.” | waited to see her reaction, but | wasn’t
getting much. She looked at me in silence. “Do you see why it’s important
that we get this right?”

She nodded, although somewhat reluctantly. “Yeah, | get it.”

I wasn’t convinced. | started walking again. “Okay, you understand that we
need to fix this, right? Here’s what we’re going to do. Over the next two
months, you will park the intranet work you’ve been doing ...”

Betty shook her head and said with a defiant tone, “No, | can’t do that! |
already have two meetings set up with developers about the design and
implementation.”

Her resistance was starting to get under my skin, and | was quickly losing
my patience. “Cancel them. The intranet development project is on-hold
as of now, until further notice. | want you to prioritize a full review of our
learning program, courses, and conferences. Take a look at all available
options and come up with some concrete recommendations by the end of
April. Do you think you can do that?”

Betty seemed unhappy and looked at me as though | was crazy. “Well, |
can try, but that’s only three months. | don’t think that’s even possible.”

I held her gaze for along moment then said, “We need to make it a priority.
Monica was more unhappy than I was about this feedback, and she’s given
me six months to find and pilot some new learning options. But first, we
need to get a better understanding of what we currently offer and why
employees are so unhappy with our mandatory learning. I’'m going to take
a few of the courses myself to see what the experience is like.”

Betty seemed surprised.
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| continued, “I’m sorry, | know you put a lot of work into the program; but
when | was hired last year, my onboarding courses were really dry and
boring, with click-through screens and stock photos that weren’t of much
value. They had brightly colored fonts and various messages and images
flying in and out of view that just became distracting and, to be honest,
made my head hurt ... That’s what’s called cognitive overload, and trust
me, it’s not the first time that’s happened. I guess that should have been
my first clue.”

We arrived at the coffee shop. “Let’s just pop in here and grab Tiffany’s
mocha latte, and then we can head back. Would you like anything?” | asked
as | opened the door.

“Hot chocolate with whipped cream, please,” she said as we walked in
then stood silently waiting for me as | ordered and waited for our drinks.

We walked back to the office in awkward silence, enjoying the warmth of
our hot beverages. Before heading inside, though, | stopped and turned to
Betty. “Do you understand what | am asking you to do?”

She said, “Yes. I'll make a list of courses under our current learning pro-
gram and what format they’re in, and I’ll summarize the attendance and
evaluation results so that we can see which courses are getting the lowest
evaluations.” Her tone and expression couldn’t have been less enthusias-
tic.

| smiled and nodded, trying to encourage her. “That’s a good start. We’ll
need to rank them in order of importance, too. I'd also like to see comple-
tion rates, as well as how old the courses are - when they were created. If
possible, I'd like to know what each course cost, as well, if you can find
that information. Maybe ask Sammi or Tom to look it up for you. If the
courses aren’t too old, we should have that info. I’d like that report by
mid-February. Can you do that?”

Betty replied, “Okay, I'll get started on that, but if you want it by mid-Feb,
that’s just a few weeks. I'll have to work overtime to get it done.”

I sighed. | was tired of wrestling with her. “Okay, Betty, | can agree to up to
six hours of overtime this week if you need it.” | wasn’t particularly happy
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because | couldn’t see why it would take so long, but | felt | needed to meet
her halfway.

| still couldn’t see or hear any enthusiasm from her. “Reluctant” was the
word that stuck in my mind as we took the elevator to the main floor.



Two

It's Not About the
Money

NicKI (TUESDAY, FEBRUARY 27)

he weeks passed quickly for me as Monica, Andrew, and others on the

Executive Team sent pressing issues, one after another. There were
always fires to be put out, and most days, | was exhausted after dealing
with new employees, immigration applications, firings, an internal con-
flict on the research team, and communication problems between the
manufacturing plant and the distribution warehouse staff.

| had tried to find time to take some of the problematic courses but, true
to the comments from the employees, even the initial user experience to
browse the catalog, find the course, read the overview information, and
access the content was text-heavy and cumbersome. Our LMS software
lacked any sense of design or visual appeal - it was all just function and
no form. As far as the courses themselves, | found the content outdated
and bland, and the experience to be tedious, uninspiring, and frustrating.
I’m a bit ashamed to admit that | didn’t get through to completion on any
of them.
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When | tried the gamified safety course, | found it to be too childish and
slow. The company had tried to include some videos and virtual walk-
throughs, but they took a long time to load and the integration was clum-
sy. I’d come away with many pages of notes to share with Betty at our next
meeting.

Finally, five weeks after our walk and talk about the learning and develop-
ment program, and long past our mid-February deadline, | had time and
space for a one-on-one meeting with Betty. Top of the agenda was Betty’s
review of the L&D program.

| was just gathering up my notebook and laptop when Betty appeared at
my office door. | looked up at her and said, “Hi, Betts, let’s meet in the
boardroom today so we have some extra room. I’m just going to grab a
coffee. Be right with you.”

As | poured my coffee in the kitchen, | realized that | hadn’t heard anything
from Betty at all about the learning project over the past few weeks. No
questions or updates. Nothing. | regretted that | hadn’t touched base at
least a few times or just quickly checked in. That’s not like me, | thought.
Ugh, I hate it when I get too busy to check in with my team. Where did the
time go? | hope she’s got something to show me.

Returning to the boardroom, | sat at the table and noticed that Betty had
a large, printed page in front of her. It looked like a giant spreadsheet.

“000, is that the learning program analysis for me?” | asked, wanting to
encourage her and for her to see that | was excited. “I’'m looking forward
to hearing how that’s going. But, before we get onto that, tell me how your
month has been. I’'m so sorry I've been largely absent. I’'ve been swamped
by requests from the Exec Team.”

“That’s okay, Nicki,” she said. “I've also been really busy this month. Plus,
my sister has asked me to drive her to the airport this afternoon, so I've
booked time off out of my personal leave. Hope that’s okay.”

Will it never end? She should know better, | thought to myself. “Um, no, I'm
sorry, Betty. Personal time is only for medical appointments. You’ll need
to take that as a half-day vacation. You’re the HR manager - you know this.”
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Betty let out a big sigh and gave me a wounded look. “Okay, all right.”
Already, the tone of the meeting had been soured.

| smiled to show some enthusiasm and leaned over to take a look at her
spreadsheet. “That looks interesting. What’ve you got for me?”

She slid the printed spreadsheet over to me, and | looked at it carefully.
| could immediately see some gaps and errors in the spreadsheet, and
that it was poorly formatted. But, overall, | appreciated Betty’s efforts and
didn’t want to discourage her.

“Ah, the learning data we talked about. | appreciate the work you’ve done
onthis. It’sa good start. Walk me through this. What have you discovered?”
| asked, with genuine curiosity.

Course Name Team Hours CostPp | Budget Format Frequency. Provider

LEARNING
CardioTech Onboarding & Induction New Employees
I

4 0] 31 2 800
Privacy 3 200 s0] 79 15,800
Office Workplace Safety 4| 40] 12 99 3,960
Quality Practices 4 60 15 99 5,940
|
4

50 2| 180 9,000

60 1 125 7,500

8| 2 11[120+7500 11,850
8| 4] 28 119) 5,355
6|
s

14 2| 650 9,100
10 4| a9 890
543 220| 70,225

Project
Employee & Benefits

* $7,500 facilitation fee

REC AND DISCRETIONARY LEARNING

3 100) 15 59 2,360 550 [Generic Online Learning Co
1) 31] 129) 3,870 258 |Online, On-Demand [Anytime _|Custom

249) 2,450 1,743 [Online, On-Demand [Anytime _|HRC

t 1% of their 178,000 62,547
o 185,000 124,394
371,120 189,522 182,198

&

8
IS

slolo|B|ole|s|o]s

4240 50,850 32,400 |Virtual
7089 72,978 63,800 |Virtual
9200 128,800 36,800 |Virtual
2400 19,200 19,200 |virtual
3000 18,000
1575 23,625
3544 35,484
5020 30,120 25,100 |virtu:
3850] 19,250 15,400 |Virtual

[Technology
Legal & Compliance

403,297 271,500 131,797
845,242 493,558 351,684

“I think ’'m making good progress with the report you asked for about
our learning program. It’s only been a month, and | had to use all the
overtime that you approved, which wasn’t really enough by the way ...
The good news is that we’re under budget for last year. | had Thomas pull
the numbers, which helped me prepare this report.” | could tell she was
proud of her work. “Um, you can see that I still need to add in the providers
for some of the conferences, but if you notice, we saved quite a bit on
conferences ... about $132K, and about $220K in online learning costs, so
it looks like we’ll end up saving about $350K overall.” She looked at me
with a pleased look, but I think my expression made Betty feel a little less
confidentin her good news. She stammered a bit. “Um ... that’s good, isn’t
it?”
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| took a few minutes to look over the report and find some of the
numbers she’d mentioned. Then | looked up at her. “We’ll get into the
details on thisin a minute. But answer this question for me: What does
it really mean when we’re under budget?”

Betty shrugged. She looked at me with suspicion, as though I’d asked
a trick question. “Um, I’m not sure what you mean exactly, but ... |
would say ... we saved money?”

I shook my head. “All right, it may seem that way on the face of it, but
let’s try to go a bit deeper. What does it really mean?”

Betty sat quietly for a full minute. “Okay, um, it means that we didn’t
spend as much money as we had budgeted.”

“Yes, you’re on the right track. So, if we didn’t spend the money that
we planned to spend, what does that mean, in most of these cases?” |
asked.

Betty struggled to understand what | was getting at. | noticed that she
seemed confused, so | gave her a clue.

“Take a look at the two attendance columns. The estimated atten-
danceversusthe actual 2023 attendance. What do you notice?” | gently
slid the sheet back to Betty, who stared at it for a while.

Betty peered through her glasses perched precariously on the tip of
her nose. “The actual attendance is a lot lower than we expected when
we did the budget?” Her statement came out in the form of a question.

“Exactly, Betty. And what does that mean for our L&D planning?” |
asked, hoping to lead her to a deeper understanding of the data we
were looking at.

Betty gave me a blank stare. “l don’t understand.”

“Well, if we were to evaluate our learning program on attendance
alone, does it mean success? That we achieved our plans and goals for
attendance? Or did we fail?” | thought this would be a reasonably easy
question to answer.
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Betty still seemed unsure. “Well, attendance wasn’t what we had
planned, I guess. So, if you’re just looking at that, | guess you could say
that we didn’t have the success we wanted? I’'m not sure I’d call it fail-
ure, though.” Her demeanor was becoming more tense and defensive,
and | could sense that she was becoming suspicious of where | was
going with this. | could see the first hints of stubborn defensiveness.

| wasn’t in the mood for playing games, so | pulled the spreadsheet
backin front of me. “Take a look. Roughly comparing the two columns,
| would say that our attendance was less than 50% of what we had
planned. Probably more like 45%. That’s pretty dismal in anybody’s
book. As you know, it’s important for our employees to continue to
learn, and I’m not just talking about mandatory and compliance learn-
ing. They need to stay up-to-date with professional standards and
legal regulations, trends, innovations, and whatever is happening at
the forefront of our profession. That’s why we budget over $400,000
for conferences alone. But it seems that attendance has been quite

poor. From your experience with the company, why do you think that
is?”

“Well,” she said, peering down at the spreadsheet through her reading
glasses, “obviously people are complaining that the online learning
options are outdated and boring. But learning’s not supposed to be
fun, so I don’t think they should complain so much.”

| pressed on. “Okay, what else?”

Betty seemed confidentin her answer. “Time! They don’t want to take
time away from their productive work.”

With her response, | felt a flicker of hope that | was getting past her
defenses. “Yes, great. Why do you think that’s a problem for them?”

“Because they’re busy?” she said, still unsure.

Inodded and took a sip of my coffee, which was now lukewarm. “Yes, that’s
part of it - everyone’s busy. | don’t know how we all got here, where no one
seems to have time to breathe,” | mused. “Where everyone is trying to do
150% of what our time will allow.” | believed that Betty was with me on
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this. “What do you think is the other part of that equation? Think ... um,
value.”

Betty’s face lit up. “Ah! They don’t feel like they are getting value for the
time taken away from work, like it’s not worth it for them.” | felt like | was
beginning to get through to her.

“Yes, now you’re getting it! It’s our job to make sure that the time and
money spentis going to add value to our work and career here. They need
to feel that it was time well spent. That’s why they’re complaining about
it, because they feel like their time is being wasted, and they can’t afford
to waste productive time.

“When we went for our walk last month, you said something about the
team acting like a bunch of entitled spoiled children. | want you to ditch
that belief - it’s not accurate, and it’s not helpful. There’s a reason they’re
pushing back - because it’s our responsibility to provide them with valu-
able, quality learning options that they enjoy and don’t see as a waste of
time. | have to say, | tried doing some of the courses myself, and | can’t
dispute any of the comments. | completely agree with their complaints.”

Her demeanor changed again, and she had a hurt look on her face. | could
sense that she wasn’t ready to accept responsibility.

| decided to try a different approach. “Okay, picture this, Betty. Imagine |
decided to go to the gym because | wanted to get fit. So, | join the gym
and show up for my first session, but | hate every minute of it. Same for
my second and third sessions. Its painful, | don’t like it, and | don’t see any
benefits, except that | am sore for two days afterward. Not to mention that
I have to take time out of my busy schedule to get to the gym, which | don’t
enjoy at all. How long do you think I’'m going to keep going?”

Betty pulled a face that told me I'd touched on something she could relate
to. “Not long. It sounds like you’ll probably give up and stop going.”

“Exactly! That’s what’s happening with our learning program. The staff
really don’t enjoy it, and they don’t see the benefit in taking the time and
effort. It’s painful for them, and they’re doing everything they can to avoid
doing it. It’s really not about saving money; it’s about making sure our
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employees receive and understand the important training and learning
they need, as well as the additional career development they want. We
have a lot ofimportant areas, especially for our medical staff - compliance,
regulatory, safety - and then there’s the employee manual, which governs
how we do things internally. It’s about how well they understand and can
apply the learning to their work. On top of that, they need to be engaged
and enjoy their learning, which will encourage them to finish it.”

| realized | was probably talking too much, but | was on a roll. “It’s not
just about the investment; it’s about the return on investment. Learning
can be an important strategic tool to keep CardioTech at the forefront
of our industry. That’s what we’ll be looking for when we revamp our
learning program - to make learning a part of our work and our life, and
not something that interrupts it.”

Betty’s eyes bulged. “Wait - what? Revamp ... You want to revamp every-
thing?”

| realized she hadn’t heard anything I'd said after I'd dropped the word.

| gave Betty my biggest motivational grin and, in a commanding tone,
replied, “Yep, revamp e-ver-y-thing!” as | spread my arms out to emphasize
my point. “Strap in, Betty, because it’s going to be a wild ride!”

She gave me a look | couldn’t quite interpret, but | saw fear mixed with
something else. Then she stood up, gathered her papers, and promptly
left the room without another word, leaving me wondering how she had
received my message.
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BETTY (TUESDAY, FEBRUARY 27)

Well! I'm just plain fed up now. | thought Nicki was going to be pleased
with my report, but after all that effort, all she did was call me out because
| said that we’d “saved money.” | put a lot of work into that report. | hope
it wasn’t just a waste of my time!

Now she's saying she's going to revamp the entire learning program ...
Does she even know how much work Sylvia and | had put into building
that library? Sure, some of those courses are over ten years old now, but
they're still good. They cover all the basics, at least. | don't know what all
thefussis about PowerPoint - that's what | always use, and | thought those
slide animations were really slick. | don't know what people expect these
days, really! Also, we’d had those consultants come in and update most of
them, although that was expensive.

And then they developed that new compliance course for us, the one that
was supposed to be a game. Talk about expensive; that one had cost over
a hundred thousand dollars! Granted, the course looked like it was made
for children and didn’t work well, and the employees complained about it
alot... Well, they're always complaining, but that's because they always
want things their way. We can't please everyone.

And now she wants to trash it all. We’ll see about that ... not if | have any
say in the matter.

I won’t have it! | JUST WON’T!



Three

The Age of "Distracted
Learning”

Nicki (MONDAY, MARCH 4)

I t was Monday again and, after a relaxing weekend, | was eager to get
started. I’d lined up a Zoom meeting with my friend Kristan Strate.
She’s president and CEO of respected Calgary-based HR consulting firm,
Synergy Consulting, and I’'ve known her for many years. She had a wealth
of experience in corporate human resources and delivering learning pro-
grams and was also a highly regarded HR coach.

| settled in and signed into my Zoom. Kristan was already waiting for me.
“Hi, Kristan, really nice to chat with you again. It’s been a while. Hey, listen,
| know you’re busy and don’t have a lot of time for small-talk, so thanks
for agreeing to chat with me briefly about your experience with L&D.
We’re embarking on a significant project to overhaul our entire learning
and development program here at CardioTech, so | thought it would be
good to start with having a chat with you to get your take on the learning
environment and perhaps you can give me some advice on where | should
start.”
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Kristan smiled. I'd always found her so approachable and easy to talk to.

”Hi, Nicki, no problem,” she said. “Yeah, swamped as usual, but I’'ve always
got time for you, my friend! My perspective ... So, pre-Covid, we created
a lot of in-person, classroom-type environments, right? Where learning
was about connecting with the people who were sitting right beside you.
And there’s a shared personal journey that adult learners, in particular,
enjoyed in that personal environment.

“But, of course, Covid blew that all up! I’'m not sure if you remember
but, in January of 2020, | ran a really big five-day, in-person leadership
development program centered around emotional intelligence and build-
ing strength and competency in preparation for succession planning. So,
it was working with that sort of VP, director level to move them up to
potential C-Suite level positions. Super cool program!

“Of course, there were the sceptics, but when you pull people together
in a classroom like that, you get a group influence, where people are
expressing their emotions, and then the person that’s maybe a little more
shut down feels a little bit safer getting vulnerable. So that emotionally
vulnerable piece of leadership was easier to practice in that setting be-
cause there was a lot of support.”

I nodded. “I remember you telling me about it, and afterward, you were
excited about how well the program went. From my personal experience,
its almost impossible to gauge that safety level with online learning. |
haven’t seen the same level of vulnerability and sharing in the webi-
nars I’'ve attended, not even the emotional intelligence and leadership
sessions. | tend to see a lot of the quieter learners just watching in the
background, and some just never turn on their cameras at all, while two
or three extroverts will dominate a lot of the discussion. It seems more
difficult to moderate and balance the conversations in online forums.”

She was nodding as | spoke then responded, “Exactly. During Covid, of
course, the internet and the business universe was inundated by webi-
nars, which was kind of a cool place to learn at first. And the cool thing
about it is, you know, you could shut off your video and pet your dog, or
put your earbuds in and go bake a batch of cookies. This whole notion of
online learning, not just video learning, but audio learning, opened up ...
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let’s call it distracted learning - where people are there, but they’re
doing other things as well.”

| leaned in toward my camera. “Wait. Stop. You blew my mind with
what you just said. ‘Distracted learning!’ That’s a great term for it!
People are still attending, still listening and learning, but also a bit
distracted and possibly multitasking during the session.”

“Yeah, exactly!” Kristan exclaimed. “So, this has continued on, and |
think that there has been a comfort level created by our web learning
or our online digital learning experience that’s almost made it more
comfortable for people to learn that way. | could sit back in my chair, |
could turn my camera on, turn my camera off, and still be with you. So
there’s less control over that. There’s less ability to guide that learning
experience. I'd say I’'m a pretty impatient learner, so I’'m the person
that’s going to get up and walk away for sure.”

I nodded in response. “I’m getting that feedback a lot from our team
here. They don’t want to be stuck in a classroom or having to watch
long online learning courses. Lots of complaints and avoidance, like
dragging their heels and not completing courses.”

“Yeah, that’s been my general experience,” she replied.

| wasn’t quite sure what she was telling me. “So, should | be leaning
more toward in-person learning for our program?”

Kristan shook her head. “Unfortunately, it’s not that simple. Lately I've
been doing more face-to-face stuff. And it’s fun! I like it. I'm good at
it, generally. We like what we’re good at, or we’re good at what we
like - whichever way you want to look at that. But it doesn’t have the
same, um, |l don’t know, je ne sais quoi ... The people aren’t as engaged
because they’ve learned not to be engaged through the screen, so
even classroom learning has suffered as a result of us changing our
norms and behaviors. Call it a short period of time. Really, it wasn’t.
It was at least, probably, a year and a half that we were locked down,
and there’s still a lot of online requirements now, right?” She paused
and sipped her water.
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“And so, yeah,” she continued, “I think it’s just really shifted things. We
don’t run our in-person leadership programs anymore because we’ve
all become used to being safe at home, behind our screens. And so the
whole idea of getting up and going into a classroom for five days with
people to learn ... it feels uncomfortable, right?”

I nodded, while | was sure my face reflected my deep thought process
as | absorbed what Kristan was saying. “Yeah, absolutely ... You’re
giving me so much to think about. It’s not as simple as | thought.”

Kristan smiled again. “Yeah, it’s not simple anymore, that’s for sure!
But what really captures people is this idea of storytelling, and learn-
ing through storytelling. It’s huge, absolutely huge. And when you can
personalize that and put people in the shoes of your protagonist, then
you win because they can relate. And so, these really relatable, deep,
shared experiences, whether they’re in classroom or online, they’re
super valuable.”

| flashed a big smilein appreciation. ”My gosh, Kristan, this has already
been so helpful, but I don’t want to keep you too long. | just have one
more question before | let you go. Some of our online courses are eight
hours. Some are six. I've been hearing a lot about micro-learning, or
bite-size, some say nano-learning ... What’s happening with the length
of courses now? | heard that two hours is long.”

She shook her head. “90 minutes is a long course now.”

“I’m seeing that, too,” | replied. “So, if I’'m wanting to build an effective
learning program, what should | be looking at?”

She thought for a moment then smiled and replied, “Well, yeah ... so
project myself forward ten years. I’m going to be retired, on a sailboat,
maybe ...” | could see that she’d briefly imagined herself lazing in the
sun on her sailboat, but she quickly returned to the topic of learning.
“But seriously, I’'m sure learning will be bite-sized - so very, very quick,
very direct, and to the point.”

She paused while | made a quick note. When | looked up, she contin-
ued.
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“I also think, with Al, of course, there’ll be a lot of virtual learning, a lot
of putting yourself in a virtual situation and being able to navigate it.
Simulator-type learning is going to become popular, particularly in the
trades where you can simulate welding up a high-pressure pipeand doitin
a safe environment until you know how to do it in an unsafe environment.
So, I think that’s going to become very critical. | think it’ll be less me talking
to people. | think leaders will become very good coaches that facilitate
learning, not deliver learning.”

I made another note. “Thanks, Kristan, that’s all super helpful,” I said, and
| meant it.

“You’re always welcome, Nicki. | need to go now,” she said, “but yeah, |
think that this whole idea of sitting through a course to learn how to do
XYZis ... Ithink it’s going to die.”



Four

Passive Resistance

Nicki (MONDAY, MARCH 4)

F ollowing my conversation with Kristan, | just sat in my chair, looking
out the window. Thinking. Someone looking in might have thought
| was daydreaming, but I'd come to value this habit to help me process
complex information - sitting quietly for 15 minutes and letting my sub-
conscious soak in my thoughts, to process them. After about 12 minutes,
I had some clarity on how to proceed.

| fired off a quick invite to Betty to meet just after lunch.

After lunch, she was waiting for me in the small meeting room, looking
tired and unhappy.

“All right. Hi, Betts!” I said in a cheerful tone. | gave her my most engaging
smile.

She responded by raising the right side of her mouth in what I thought was
a barely noticeable smile, but it came across more like a sneer.

| tried to remain positive. “How’re things going? Want to give me a quick
update?”
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“Well, where do | start?” Betty gave a long, deep sigh and slumped in her
chair. “ had to work until nine p.m. last night, and my cat was throwing up
attwo a.m., so | didn’t get a lot of sleep. My brother is threatening to move
my dad into a care home. | can’t keep up with my workload ... Thisis what
I want to talk to you about. | need you to hire two more assistants because
Mark is already too busy with payroll and all the admin stuff related to visa
applications ... and, nope, | haven’t done anything else on the learning
program project, if that’s what you mean about an update. If you ask me,
it’s not that important because we already have a course catalog, and
| don’t want to be negative but, to be honest, | think it’s just a bit of a
make-work project.”

“Hm, okay ... I’'m really sorry to hear that,” | said, trying to ignore her last
comment. “Is there something in particular that is sitting on your plate
that we can get some help with in the short term? Perhaps some of the
other branches have capacity to help?”

“No, nothing to be done about it right now. I’'m the only one who knows
enough about the regulatory framework and the complexities of the tem-
porary foreign workers’ legislation to deal with those areas and oversee
what Mark is doing. In my municipal job, | was responsible for all of that,
S0 no, no one can help me. I'll need to work more overtime, that’s all.”

| could feel my impatience becoming anger, but | tried to remain calm
and positive. “All right, leave the L&D project to me. I'll talk to Mark and
see if he’s available to give some support. | know he’s good with his time
management and has impressive analytical and presentation skills.”

Betty’s eyebrows furrowed as she looked away. She wasn’t enthusiastic
about this idea. “Do whatever you need to,” she said. “I doubt you’ll find
he has time to help you with anything, but if you take that off my plate, |
can manage the rest of my pile of work, | think.”

As we left the meeting room, | tried to hide my frustration from Betty. This
wasn’t the first important project that she’d squirmed out of. | didn’t think
she knew how aware | was of her workload. She should be able to man-
age, but she took so much time off. She was meticulous, but she worked
quite slowly. And | wasn’t impressed about her calling this a “make-work
project.” Both Monica and | felt strongly that the learning program was an
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important priority for the company. | now fully realized why employees
were complaining about the learning - it’d been neglected for far too long.

As | walked back to my office, | noticed that Mark was at his desk, so |
walked over. “Hi, Mark, have you got a minute?” | asked.

“Sure, Nicki, what’s up?” Mark responded as he looked up from his com-
puter.

“Listen, I know you’re busy,” | said, “but I've got a project that | need some
help with. It’sthe L&D program. How’s your work schedule looking? Do you
think you’d be able to find a couple hours a week to help me with this?”

“Um, sure ...” Mark clicked to his calendar. “Uh, let me just check my
schedule ... | have some analysis to do for the New York office, and then |
can spare about four, maybe five hours next week. I have some work to do
with visa applications, but | think I’'m almost done with that. There’s also a
bit of work on needs assessment for the intranet that | was doing for Betty.
That’s been keeping me quite busy.”

| thought I actually made an audible groan. It wasn’t lost on me that |
had instructed Betty to park the intranet revamp project and that she had
failed to let Mark know.

“All right, here’s what | want you to do,” | said as | pulled up a chair. “I've
already told Betty that we’re parking the intranet project for now, and |
want you to use that time to help me with L&D. How much time will that
make available for you?“ | was hoping for a positive response.

Mark smiled enthusiastically, likely excited about working on something
different. Nothing made my day like a motivated employee who loved to
get things done.

“Oh, great!” he said. “The intranet assessment was taking me hours, so if |
don’t need to finish that now, | should have about two days available this
week. What do you need me to do?”

“Excellent! You should find this project quite interesting. What I'd like you
to do is take a look at all the learning and development possibilities in
the entire industry, so online learning, in-person workshops, conferences,
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in-house facilitators, etc.. Those are the obvious ones that we use already.
I'd like you to also look around for other options, like podcasts, um ... Al
and virtual Reality - those are the ones | can think of off the top of my head.
I’d be interested to see if you can come up with any new learning formats
that we haven’t really considered.” | was feeling happy to be moving for-
ward.

“Once you have them, I’d like you to do some research and plot them on a
graph, comparing the price and the quality. Here, let me show you what |
mean. Do you have a piece of paper handy?”

Mark grabbed some paper from the printer and handed it to me, and |
started with an X-Y axis.

“Vertical axis: price, horizontal axis. Quality ...” | said as he watched me
draw. “I'll throw some ideas on so you can see what | mean, but they’ll
probably not be accurate - this is just a sketch. So, let’s say conferences -
here.” | drew a dot on the graph and wrote “conferences” next to it.

“Conferences are somewhere in the middle. Fairly high-quality learning
normally, but also expensive when you take travel and accommodation
into account.” | continued, “I’'m adding more options, like online courses,
live webinars, recorded webinars, and one-on one coaching, placing them
roughly where | think they belong on the graph. I’ll add my other ideas on
the right just to remind you to include them in your analysis.

“There ... that should give you an idea of what I’'m looking for,” | said as |
handed the paper over to Mark.
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“Sure, looks interesting,” he responded. “l can do that. It actually looks like
fun, right up my alley!”

Tapping the desk, | grinned as | got up from the chair to leave. “Great stuff.
Thanks, Mark!”
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