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Abstract

Companies have made great strides in strengthening their environmental
maturity and sustainable production. Nevertheless, many of them have not
transmitted their knowledge to their workers, and this makes it more difficult
to have employees participate in their company s sustainability improvement
process. In the particular case of Volkswagen Navarra, they have a lot of
experience in environmental management, but they dont have a proper
program for teaching their workers so they can be more involved in the
environmental aspects of the company. This paper proposes an environmental
training program that can be used either as an e-learning course or a face-
to-face course with the objective of providing employees with the knowledge
and skills necessary to participate in the improvement of environmental
aspects.
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1. Introduction

The intensive use of natural resources to produce goods and services has led to a large
increase in the generation of waste. It has been estimated that “we are more than ten times
better at wasting resources than at using them” (Von Weizsécker et al., 1998). Fortunately,
society is becoming increasingly concerned about the environment. Similarly, customers
are becoming more aware of resource depletion and companies’ desire to continuously
improve environmental management and measures (Claver et al., 2007).

Moreover, since the publication of “Our Common Future” and “The Brundtland Report”
governments and institutions have encouraged the development of less polluting processes
and products (Brundtland Commission, 1987), and current policy makers are oriented
toward boosting circular business models that are in line with nature. One such example is
the European Commission’s (2015) action plan for the Circular Economy. Specifically,
since the beginning of the new millennium, companies have greatly strengthened their
environmental management by accepting the responsibility that each entity has and its
transcendental role in society (Labuschagne et al., 2005). Governments and companies are
becoming more aware of the necessity of not only creating eco-friendly products but also
improving their production processes in an environmentally friendly way. There are many
international environmental standards that might be useful for companies that are willing to
improve. These standards provide specifications and guidelines for environmental
management systems, environmental audits, eco-design, eco-labeling, life cycle assessment,
environmental behavior evaluation and environmental communication (Aenor, 2008).

In order to improve the quality and ecological performance in a sustainable way, it is
important that companies to implement a continuous improvement system in which a series
of factors need to be developed: information and communication systems, the creation of a
culture of improvement, appropriate training, commitment and participation of the workers,
management and monitoring of the improvement system (Bateman and Rich, 2003), among
others.

Jurburg et al. (2016) posit that “the best way of training [employees] to participate in the
continuous improvement system is learning by doing, and therefore, everybody should be
involved in the learning process”. Some models that explain the sustainability of
continuous improvement as an evolutionary process of skills acquisition define as excellent
those companies that follow the concept of "learning organization" (Bessant et al., 2001).
However, according to a recent study done on companies considered to be excellent in
management, many of the necessary habits are not yet fully ingrained; for example, it was
found that there is a general lack of documentation on past activities (Jurburg et al., 2015).

Therefore, the main objective of this study is to create a training package that will allow
companies to train their employees with the purpose of making employees aware of the



Ormazabal, M.; Viles, E.; Prieto-Sandoval, V.; Jaca, C.

importance of evaluating and monitoring the environmental impact of their work while at
the same time informing them of the environmental actions that the company is carrying
out to achieve environmental goals. As a consequence of this training, the workers will be
more aware of the importance of environmental management and they will be more
prepared to get involved in the company’s continuous improvement activities that are
aligned with its environmental objectives. In this way, a culture of environmental
management is created.

2. Method. The Case of Volkswagen Navarra

This study was carried out at Volkswagen Navarra, S.A., one of the 119 factories that the
\Volkswagen Group has all over the world. Located in Pamplona (Navarra), this factory has
been producing the Polo for the whole world without interruption since 1984.

Volkswagen Navarra has been actively interested in the environment since the end of 1995,
when they began to develop their Environmental Management System, which eventually
led to the creation of the Environmental Department at the end of 1996. It should be noted
that in 1997, Volkswagen Navarra became the first company in the automotive sector at the
European level to obtain ISO 14001 certification and the first automotive factory in Spain
to earn EMAS certification. Since then, Volkswagen Navarra has been very aware of
environmental aspects all throughout its manufacturing process, focusing on improving
waste management and energy efficiency and reducing the environmental impact of its
processes. In addition, in November 2010, Volkswagen Navarra became the first company
in the automotive industry to obtain I1SO 16001 certification for its Energy Management
System. Despite of the recent prestige controversy related to environmental issues in the
automotive sector, this factory history proves the high degree of Volkswagen Navarra’s
involvement in environmental management and the company’s environmental knowledge.
In this sense, the employees engagement is quite important because theory and practice
indicate that “all employees are environmental managers” (Cohen-Rosenthal, 2000).

Given the above, we believe that more value would be created in the company if all
employees were aware of the ecological improvement projects that have been carried out
and the environmental knowledge that has been generated by their company since the
1990s.

The main objective of this project is to create a training package so anyone in the
Volkswagen Navarra’s plant can understand the importance of environmental management
and how they can contribute to its improvement from their own positions of responsibility.
This training package has been created with the collaboration of the Sustainable
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Improvement team at the University of Navarra, as they understand the environmental
challenges that companies face and they are experts in training.

2.1. Training package design
The training package has been designed according to the following propositions:

e Raise awareness about environmental aspects. For this purpose, a static part
containing novel content about the environment was developed in order to provide
an overview of the subject. Therefore, the main idea of the static part is that it is
not an updatable section; if modification have to be made, the vast majority of
information is kept in its original form. All the data that is used in this section is
related to daily activities so participants can have a better understanding of the
magnitude of the environmental problem taught.

e Show the environmental actions that are carried out at the plant and their results.
This part is dynamic as the content can be updated according to the new actions
that are developed. Workers can gain a better understanding of what kind of
improvements they can carry out in their own work and what results they can
obtain.

o Assess knowledge acquired. It is important to verify that the information is
correctly assimilated by trainees. To that end, several questionnaires were
developed so participants can demonstrate the degree to which they have
understood the course by taking a self-examination test.

The training package should be organized and presented in a visual way so it is attractive to
the workers taking the course. It was decided that a series of training modules would be
developed based on the five “Think Blue” indicators plus an introductory module. The
concept of "Think Blue" represents the long-term philosophy of the Volkswagen brand for
achieving environmental sustainability based on the three fundamental pillars: ecological
solutions and products, individual behavior, and environmental initiatives. Volkswagen uses
the color blue to represent resources that are worthy of protection, such as water and air.
Moreover, as blue is the traditional color of the Volkswagen brand, the “Think Blue”
concept closely ties the brand with the environmental concepts it encompasses.

In terms of objectives, Volkswagen has set itself the goal of becoming the eco-friendliest
and most economical automobile manufacturer for the year 2018. Similarly, Volkswagen
Navarra has adopted the "Think Blue. Factory.” strategy. The goal is to reduce by the year
2018 and for each vehicle manufactured the following indicators by 25%: water
consumption, energy consumption, non-recoverable waste, CO2 emissions and the
emission of solvents.
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These five indicators plus the introduction compose the structure of the training package.
For each of these modules a static part, a dynamic part and a self-examination test have
been developed (Figure 1). It was decided that the information would be provided in the
form of PowerPoint presentations and illustrative videos in order to speed up, facilitate and
increase the visibility of the modules, in order to promote awareness and involvement by
employees.

Introduction

‘Water consumption

Energy consumption

Non-recoverable waste
CO2 emissions

Emission of solvents

examination

Figure 1. Training package structure

2.2. Information Collection

The qualitative interview is the most common and one of the most important gathering
tools in qualitative research (Myers and Newman, 2007). For this reason interviews were
held with the environmental managers at Volkswagen Navarra with the purpose of
specifying and understanding the different environmental milestones the company has
reached, as well as those that the company is planning on reaching in the near future. This
task was reinforced by collecting the information that is available on the \Volkswagen
intranet. Interviews with people who have played an important role in the implementation
of different environmental measures or actions were carried out in the same way. This task
was complemented by collecting information that is available on both the Volkswagen
Navarra intranet and the Group's "Management Web". In addition, external sources and
sources from the literature were used to better explain the measures that have been
implemented.
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3. Results

In starting the training course, it was decided that training material would be used for a
face-to-face course with all the workers at Volkswagen Navarra. It was decided that a face-
to-face course would assure that all the current employees would take the course, as the
company gave the participants release time so they could take it.

Figure 2. Employees attending the face-to-face course

This preliminary format allowed us to include some practice exercises so the workers could
better understand some of the concepts (Figure 2). For example, in the energy consumption
module, there is a practice activity that uses three different bulbs: an incandescent lamp,
low consumption bulb and a LED light. Participants need to use a hand-crank to turn on
each of the lights. The effort needed to turn on the incandescent lamp is much greater than
the other two. Obviously, the easiest one to turn on is the LED light. This practical exercise
makes participants more aware of the energy consumed by each of these types of lights and
the importance of managing energy consumption.

A total of 48 face-to-face courses with a total of 343 employees have been run at
\Volkswagen Navarra, with an average of 7.15 participants per course. After each course,
participants were asked to report on their satisfaction level via a questionnaire that allowed
them to respond on a 4-point scale (Table 1).
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Table 1. Satisfaction questionnaire results

Item assessed Average
The course was well organized 3.7
The number of students in the group was appropriate for the course 3.8
The content of the course has responded to my training needs 34
It has allowed me to acquire new skills / abilities that I can apply to the job 2.8
It has improved my chances of changing jobs within the company or outside it 2.5
| have gained knowledge that allows me to progress in my professional career 2.3
It has favored my personal development 2.9
Degree of overall satisfaction with the course 3.6

As can be seen, all the questions were valued above 2, and the general questions regarding
the course organization, the course content and overall participant satisfaction were valued
close to 4, meaning that participants were in near total agreement with the questions.

4. Conclusion

The environment is a fundamental variable in the development of companies. As noted
above, many companies are stuck in the process of systematizing their environmental
management and do not take full advantage of environmental management within the
company by not giving all the environmental information they have to their workers.

This project attempted to solve this problem by providing a specific company, Volkswagen
Navarra, with materials that can be used to make employees aware of its environmental
responsibility in an orderly and structured way. This project made is possible for the
company to disseminate the environmental knowledge it has acquired throughout its
environmental history to the company environment as a whole. Moreover, having the
Sustainable Improvement group from the University of Navarra participate in the
development of the training package has allowed them to include their environmental
management knowledge, in addition to adapting the training modules so they would meet
the company’s objectives.

The result of the training courses is that all of the workers can move in the direction
proposed by the company’s Environmental Department, which will make it will be easier
for the company to achieve its environmental objectives effectively and efficiently.

Moreover, in terms of university education, this collaboration with Volkswagen Navarra has
provided us with more real examples to use in class, thereby enriching the classes and
giving students a look into company life.
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