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Executive Summary

Learning-from-Failure Culture — A Novel Approach for Effective
Workplace Training

Introduction

Failures are inherent in life and are particularly significant in organizational contexts, where managing and
learning from failures is crucial. An example is Pfizer's accidental discovery of Viagra from a failed angina
medication, showcasing how failures can lead to unexpected successes. However, research indicates that
individuals can experience numerous small failures daily, which, if not properly managed, can lead to significant
organizational damage. Therefore, establishing a Learning-from-Failure Culture (LFFC) is essential for productive
failure management and is supported by various models that guide organizations in implementing such cultures
effectively. The positive effect-relationship of LFFC onto performance, leadership and the organizational
surrounding as well as evaluation models are already researched. What is missing is a systemic and effective
Implementation of LFFC through training. That's why this thesis presents a novel and evidence-based approach
for effective LLFC workplace training.

Research Objectives and Questions

The thesis seeks to develop, apply, and evaluate a training program based on the LFFC Implementation Model
(LFFC Model) to enhance organizational failure culture, which is crucial for improving problem-solving, decision-
making, and overall organizational performance. The research question addressed in the thesis is: How effective
is a novel, evidence-based training concept in boosting the LFFC at the individual level within organizations?

Theoretical Framework and Questions

The theoretical framework is grounded on several theories and models that explore the dynamics of
organizational behavior, learning from failure, and effective workplace training (Cannon and Edmondson, 2001;
Kriger and Petry, 2005; Hudson, 2007; Wilson and Dobni, 2020; Weekly, 2021). The thesis leverages
established models and theories to construct a comprehensive understanding of how organizations can cultivate
a culture that not only tolerates but actively learns from failures.

Central to the thesis is the LFFC model, which synthesizes insights from mentioned authors to guide
organizations in fostering a productive environment where learning from mistakes is encouraged. This model
includes components like the Organizational LFFC Continuum and the LFFC Change Process (See Appendix),
which are instrumental in structuring the implementation phases of a LFFC within organizations.

By integrating these theories and models, the thesis constructs a robust theoretical framework that not only
explains the importance of learning from failures but also provides actionable strategies for implementing such a
culture in organizational settings. This framework serves as the backbone for the proposed training interventions
and the overall approach to enhancing organizational resilience and adaptability through effective failure
management.
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Methodology

As a first step, a training program for an introductory training for LFFC was conceived based on the LFFC Model.
The training methods were selected based on scientific criteria derived from the existing literature (Arthur et al.,
2003; Taylor, Russ-Eft and Chan, 2005; Carter and Beier, 2010; Lacerenza et al., 2017; Uslu, Marcus and Kisbu-
Sakarya, 2022). Methods were chosen based on their ability to address specific aspects of the LFFC model and
their proven effectiveness in similar settings. This approach ensured that the training was theoretically sound and
practically relevant. The concept was structured around the LFFC change process, which included stages such
as awareness building, planning and preparing, and implementing the changes. The practical application of the
training involved conducting three Workshops a 5 hours with different groups within a public administration
organization (N=31). The use of a real-world setting for the training sessions enriched the research with practical
insights and enhanced the applicability of the findings.

One primary evaluation methods was employed to assess the effectiveness of the training: the Error Orientation
Questionnaire (EOQ). The EOQ (Rybowiak et al., 1999), a validated instrument, was used to measure changes
in participants' failure orientation before and after the training, providing quantitative data on the training's impact.
A retrospective pre-test design was chosen for administering the EOQ to control for response shift bias—a
common issue in training evaluations where participants' frames of reference may change after the training,
affecting their pre-training self-assessments. This design allowed participants to evaluate their attitudes and
behaviours regarding failure both before and after the training at the same point in time after the training, thus
providing reliable data on the training's effectiveness.

Key Findings

The EOQ analysis revealed that the training influenced several dimensions of failure orientation positively. The
findings reveal that the training effectively enhanced participants' readiness to engage with failures constructively.
Specifically, training increased openness to discussing failures, reduced the fear associated with failure, and
encouraged proactive learning from mistakes. These outcomes suggest that well-designed training programs can
significantly influence an organization's failure culture.

Practical Relevance

Significance of Research Findings and Practical Implementation: The research findings highlight the
effectiveness of specific training methods in enhancing LFFC within organizations. These methods, including
communicative strategies and growth mindset interventions, have demonstrated their utility in fostering a more
resilient and adaptive organizational environment. To the authors knowledge this work is the first one to conceive
and measure a training concept in that field, even if the publication numbers are growing exponentially. For
instance, in a practical setting like a public administration office, the respective training helps employees provide
constructive feedback upon failure, fostering a supportive atmosphere where failures are viewed as learning
opportunities rather than faults. This could lead to improved problem-solving skills and a more innovative
approach to challenges, ultimately enhancing the overall productivity and morale of the workforce. 2. Contribution
to Science and HR Development: This research contributes significantly to both scientific understanding and
practical applications in HR by providing a structured approach to implementing LFFC through targeted training
interventions. The study not only fills a gap in existing literature by detailing the process and effectiveness of
specific training methods but also offers a replicable model for other organizations aiming to cultivate a similar
culture. By demonstrating that strategic training can positively influence an organization’s approach to failure, the
research paves the way for future studies to explore further nuances in training design and its impact on
organizational culture. This aligns with ongoing needs in HR development to equip organizations with the tools to
adapt to rapidly changing environments and complex challenges.

Limitations

The study presents several limitations: (1) Model Dependency: Reliance on the LFFC model may limit the
generalizability of the findings to other frameworks; (2) Sample Size and Scope: The small, non-representative
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sample size may not accurately reflect larger or differently structured organizations, affecting the scalability of the
findings.

Conclusion

This thesis deserves recognition for its pioneering approach to integrating learning from failure into organizational
training, providing a robust framework that can be adapted across various sectors. By demonstrating the tangible
benefits of fostering a positive failure culture, this work contributes significantly to the field of HR and
organizational development. The work stands out due to its innovative approach to applying and testing
communicative strategies, the SBI method, and growth mindset interventions within a real-world organizational
setting. The training's positive impact on enhancing failure communication, reducing failure strain, and promoting
a proactive approach to risk and failure anticipation underscores its potential to transform organizational culture
towards greater resilience and adaptability.

Moreover, the research addresses a timely need, evidenced by its relevance to current global challenges such as
the COVID-19 pandemic, geopolitical tensions, and technological disruptions. By fostering an organizational
culture that not only adapts quickly to change but also learns effectively from failures, the study contributes
significantly to literature and offers practical insights that are crucial in today's fast-evolving workplace
environments. Given these contributions, the research merits recognition and an award for its originality, practical
impact, and the significant role it plays in advancing how organizations can constructively respond to and learn
from failures, thereby enhancing overall performance and sustainability.
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