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INTRODUCTION
In this paper I will describe three types of organisational learning and learning organisation
, based on many years of experience in a wide variety of settings.
TYPE 1:  LEARNING TO DO THINGS WELL

 “Learning to do things well” implies that we can make a judgment that we have done something correctly, in the right way, to a laid-down specified standard.  So this type of learning is about “getting it right” - adhering to rules, following established procedures, understanding accepted reasons and explanations.

In a Type 1 Learning Organisation, then, we find that procedures, processes and systems are well defined and documented. There are manuals and handbooks. People know what is expected of them – they have accurate job descriptions, supported by careful and detailed job analysis, showing the skill and knowledge – or competencies - required to do the job.

Recruitment and training are based on a sound identification of needs. What are our objectives and what mix of competencies do we require to meet them, now and in the near future? As an organisation, what profile of competencies do we currently have? Having established these, tests of aptitude and suitability are used to select people carefully, and we then look at individuals to see what their specific needs are – the “training gap” between their competencies now and the competencies we need them to have. Typically this is done through processes such as skills testing and performance evaluation, followed by training and instruction. 
We may also put quite a lot of effort into avoiding the need for training by providing easy-to-follow check lists. Thus airline pilots are not required to remember many procedures, but they are trained in how to follow the procedure that is written in the manual.  
So the basic mode of learning here is the passing on of knowledge and skill from an expert source to a learner – by direct instruction, checklists, manuals, guided reading, directed e-learning and so on. Senior management is responsible for setting overall organisational objectives and strategy, whilst middle managers will define the processes and systems and, probably, prepare the related manuals. HR may assist in the preparation of job descriptions and will probably have a major part to play in the identification of competencies and needs. It will also play an important supporting role in recruitment, appraisal and training.
In the UK this type or level of organisational learning came to the fore in the 1960s and 70s. The government stressed its importance and created a number of training boards – in principle one for each industry – which through various taxes and subsidies tried to encourage firms in those industries to implement higher standards of what we might refer to as “systematic training”.
TYPE 2:  LEARNING TO DO THINGS BETTER

Of course it’s very important to be able to do things well. We all suffer from organisations that cannot do so, and that therefore might be said to be betraying their customers. So when they do things well we feel more or less satisfied.

“More or less satisfied” customers. This doesn’t sound all that good! Is it enough just to do things well? Probably not. With increasing competition and global markets we need to be able to do things better – better than we have done in the past, better than our competitors. We have to focus  much more on the needs of the customer, whilst at the same time becoming more efficient, cutting costs, increasing productivity.

In the UK this movement started sometime in the 1980s. We can in effect say that two streams of activity brought it about, based on the one hand in humanistic psychology, on the other in engineering and production management.

The humanistic psychology stream focuses on what is sometimes called “organisation development”, or OD. Senior managers  make sure that everybody knows the organisation’s objectives and overall strategy,  define the organisation’s values,  and then, through processes such as briefing groups, training programmes, reward systems and other motivational devices   emphasise  how important it is that all employees “share” these values, “sign up” to them. 
There is considerable emphasis on teamwork, with everybody “singing from the same hymn sheet” – pulling together in the same direction, aligned with the corporate mission, vision and values. So as well as focusing on individual competencies as in Type 1 Organisational Learning, we find much effort devoted to various approaches to teamwork development.
Still in the humanistic stream we also find considerable emphasis on self-development for managers. This may be seen in two ways. There is “development by self” – taking responsibility for your own learning and development. And there is also development of self - strengthening some of the more personal or “self” qualities and competencies required to be an effective manager. 
Individual training, and the development of self and of teams, are often triggered through various forms of appraisal. This may be from one person – your line manager say – or may include others such as your colleagues, customers and indeed yourself, an approach usually known as “360o feedback”. 
There is also considerable emphasis on creating a “learning climate”, or conditions that encourage people to try out new things, reflect on what happens, share difficulties and uncertainties, ask challenging questions. The predominant mode of learning - sometimes called “experiential” - is such that people are encouraged to explore ideas for themselves, to create their own meaning by reflecting on their experiences.
In practice OD and self-development tend to be somewhat inward-looking, focusing on internal processes and development. In parallel with this humanistic stream we often find approaches that start with an emphasis on the needs and wants of the external and internal customer. Not content with merely satisfying them we aim to delight these customers by improving the delivery of goods and services -  better quality, more quickly, reliably and consistently – achieving this through reduced wastage and other costs. There ways of doing this, often initially developed in relation to engineering processes, which use terms such as “statistical process control” and “lean six sigma”
 tools – labels that many in HR find off-putting, as they sound very technical and mathematical! In fact once they have been learned they are easy to use, and I would strongly encourage HR practitioners to overcome their initial reluctance and become familiar with these tools, which can be used with the delivery of services just as much as in manufacturing
.
TYPE 3:  LEARNING TO DO BETTER THINGS

Type 2 Organisational Learning is about looking at what we already do well and finding ways to do it better. Now, when we move into Type 3, we are creating something entirely new - an entirely new product or service, and/or a completely different way of making or delivering it.

There is also a third situation where we might be doing something completely different – learning a better way to solve “wicked” problems.

What is a “wicked” problem? Well, it’s an issue that has many of the following characteristics:
· several diverse parties are involved – individuals, teams, departments, professions, agencies, interest groups, clients/customers, suppliers, neighbours - each with a stake in the situation and its outcomes
· each stakeholder has their own perspectives, interests, practices, ways of seeing the world, traditions, histories, aspirations and priorities 

· there is social fragmentation and disconnection between these stakeholders, getting in the way of collective action

· within the overall community of stakeholders, power, purpose, knowledge and risk are widely but unequally distributed

· needs and problems are interconnected - addressing one requires us to address others; solutions to a problem in one part of the organization/community may cause more difficulties in other parts, or at a later time

· therefore working linearly, serially – tackling problems on their own, in one place, one at a time - is ineffective. We must work on many fronts at the same time

· such solutions are unlikely to come from one source – we need to share ideas, create solutions across stakeholder boundaries
· no solution is likely to be “right” or “correct”. The best we can do is to look at the advantages and disadvantages of a number of possible solutions from the different perspectives of diverse stakeholders.
All this means that Type 3 organisational learning takes place not so much within individuals but in and between the various stakeholder groups that make up a particular community of practice. This type of learning is above all a social or relational process. Although the tools and techniques that are so valuable for Type 2 learning may well be helpful in providing some insights into the problem, because the latter is “wicked” we have to use other approaches as well – approaches that are based on dialogue and relational practice.
The need for Type 3 learning has only recently started to be recognised – we are still at the early stages of developing such methods, which in general are intended to focus on issues such as 
· the extent to which stakeholders feel included or excluded
·  how meaning is made within the community, and whose meaning is given precedence
· how power, purpose, knowledge and risk are distributed and used
·  what is said publicly, what is said privately and secretly
· the balance between formal and informal or tacit rules
· how people handle issues of “saving face”; patterns of conversation and dialogue 
· how opportunities to speak and be heard are created and shared or not shared

· forms and patterns of language – what/whose  vocabularies, phrases, metaphors, jargons are used and not used

As there is not space here to describe these methods, a number are outlined at 

http://www.inter-logics.net/Publications/Overview%20of%20Some%20Tools%20for%20Collaborative%20Working%20and%20Learning.doc
IN CONCLUSION
I am not saying that any one of these three types of organisational learning is “better” than the others. They are all important, depending on the circumstances. What I am saying is that if we have learned to operate in all three, then at any given time we can make an informed, conscious choice as to which to use here and now.

In that sense we may see them as “nested”. We can move from only being able to work in Type 1 to include Type 2 as well. And then another shift, so that all three are available to us. 
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� Some people see significant differences between these terms. In this paper I will simply say that a learning organisation is one that supports organisational learning. In other words I will use the terms as though they are pretty much the same








� “Lean” refers to being without excess or waste of effort or material. “Six sigma” is a measure that indicates a very low rate of rejects or scrap  - that is,  a very high level of reliability 


� A number of these tools can be found in Boydell TH and Leary M Identifying Training Needs  NB POLISH TITLE AND PUBLSHER HERE!!





