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['8arning

is it?
ABriEIBLory.
HoWRABES It Work?
Whenishieuldnt it be used?
Preparationy/skill building

Organizational Politics and Action
Learning




Wiaths it?

msime IEarning experience that is carried out
o,g]ually Important purpeses in mind:
meeting anerganizational need
develBping individuals or groups )

Both'ar preeess andia powerful program that involves
a small group; of people solving real problems while
at the same time focusing on what they are learning
and how their learning can benefit each group

member and the organization as a whole ¢

1. Rothwell, William J. (1999). The action learning guidebook.
2. Marquart, Michael J. (1999). Action learning in action

\Whiaths it?

MCess ofraligning the structured learning of a
MERE Progfiam With the learning needs of
participantsierking on real business initiatives. . .
Prod@g relevant learning that is immediately applied to
selvingpa criticalfbusinessichallenge
Ensuring'grieater retention of learning by participants as well
asimuchs higher direct returns on the organization’s

investment in learing @)

3. Zemke, Susan (2001). Using action learning to develop leaders and deliver business results.
Workshop presentation in “Reaping the rewards of action learning.” Chicago, October 25




-
legiginelsl development take place

learning requires that
-

-and-

the learninglis immediately applied to solve
a real business issue

A liEtiEMistory
‘R@.Reva S

TitAEN
WAVIIRGGEI Mines in England
GE

British Airways, Lucent Technologies,
Motorola, DuPont, Whirlpool, etc.




Business
Results

Business Employee

Employee wness

(GE model) (Major bank’s model)

Strategic
Action
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Action




ihingratthe front-end

Y,

L CORPBRENTSIEL framework

%,sor
Signiﬁ&aﬁ level in organizational hierarchy

UndBrstands and embraces action learning
as aMmeans for individual, team, and
organization development

Prepared! to work through resistance

Strategic Mandate

Significant business issue or opportunity
that cannot be addressed with current
processes




O COPBRERTSIEL framework

ep

Timel\‘he‘a\nd milestones that guide the
ENBIENPrOCeSS

Participants
Can impact; strategic mandate

Diversity in background, experience,
function, level, competencies

Be aware of political issues

EeMPBRERLS &L framework

O Chlng/FaciIitation

NEEnes Iin'and provides feedback on
gro* d%amics, individual behaviors
IRsidérereutside organization

Meets with team at various points to act as
objective sounding board, etc.

Orientation/Kick-Off

Training component (How do we do this?)

Skill development component (presentation
skills, team skills)

Lot




COPORENLS &L framework

%Gathering & Analysis
Teanidhyen
\erEty of methods (external

benchmarking, literature, internal
assessments)

Drafit Presentation

Requires understanding and anticipation of
organizational constraints, politics

May require additional coaching or skill
building (presentation skills, etc.)

I ﬁto sgeelire commitment from
SPONSEIAe act on team’s recommendations

Triefijcles implementation recommendations

Senior Mamnagement Response
Decision on action
Recognition off team performance

May require coaching for senior team on
hOW tO I‘eaCt tO pl‘esentation (presentation not the quality

they wanted, not the focus, no longer an interesting topic, decision has already been
made)




COPORENLS &L framework

i&eﬂ@gﬁon

FocBiehindividual and team learning

Celebration

Formalfdisbanding of team
Formal recognition of work, learning,

outcomes
Sharing

Disseminating what was learned across

organization

SUEEESS &'risk factors

Felgio)es
ClEaREXpECIanoNS
Clear objectives
REView, p@ss
DoabletimeNiame
Sense| of Identity;
Regular meetings

Variety of mediajand
communications

Someone on team has expertise *
Project is a recognized priority
Clear team leader

Coaches

Risk Factors

Fuzzy expectations
Unclear metrics

No accountability

No sense of urgency
Unhealthy group dynamics
Low commitment
Multi-location excuse
No expert on team*
Not “real work”
Powerless leadership
No coach




iyaprojectsttiat will have 60-70%
probabﬂ'it% Of successfullcompletion

MakeNtia twortiered developmental
OpporttRIty by having participants
identify ehallenging assignments for
their direct reports (to free participants’
time)

%klckoff meeuing takes on increased
lgostalids

Locallceachtevailable
ERRENCEEED Emphasis on team process

What canfoe done individually, and what
does the team have to do as a team?

How is feedback given?

What needs to occur when the team is
physically together?




BippIonFrole & tasks

essadoN fioractionleanning projects in the organization
= invelved \ﬁhﬂeating and maintaining buy in amongst all
stakehoelders:

Tasks:
ConductspAction Learning Project briefing for senior team
Selects and briefis sponsors
Makes ! final selection of projects
Launches Action Learning Project process with participants
Attends project presentations

Monitors follow up on recommendations resulting from
project work

R

S%e fesponsibleNor nomination of projects, providing guidance
and sUpPottONhEIRProject teams and conducting implementation of any
recommendations%ulting firom the Action Learning Project work.

Tasks:
AttendsActioniiEarning Project briefing
Nominates! project
Provides Project Briefing Packet
Attends Project Launch
Creates organizational support for project team
Helps overcome organizational obstacles
Meets with team periodically and provides guidance to project team
Meets with team coach at start and end of project
Participates at project presentation
Commits to follow up on team recommendations




cherole & tasks

o) fkewith thENpreject team) to provide observations and
sliggestionsiegerdingk

team) processesp
team be@ior and efifiectiveness
opporttnitiesiierapply tools

*Coaches alsorcommunicate with sponsors and can contract to coach
the sponsor on his/her role.

Tasks:
Connects with Sponsor before Project Launch
Coaches team at Project Launch
Meets with team periodically - provides guidance and coaching

Meets with sponsor at the end of the project, prior to project
presentations

Attends project presentation

/
1 Team Members
’
’
’

Level of
Influence

This is the point at which the team
members have “hit the wall,” and there
is total chaos. From here, the team
either takes off or crashes and burns.




Nietimakes anlappropriate

; g -
Is the issue under the control of the organization or Select another
r J can it lend itself to improvement based on > approach to
b

action by the organization? address the issue

i ves

4 Is the issue sufficiently important to warrant devoting | no
time, money, and effort to improvement efforts?
(or, ot to use I
Yes
Actlon ' ngl Will the issue gain support by key groups essential
to its success by involving some or all of them in
‘ addressing the issue?

[
‘ Does the expertise on the issue exist in the

organization, and can it be identified and applied to
the issue?

[

Can the members of an Action Leaming team be
given a free hand to isolate the cause(s) of the
problem to be investigated, to apply creative
solutions to it, to experiment with solutions, and to
evaluate results?

P

Will the effort build important competencies that
individuals or groups will need for success in the
future?

Use Action
Learning

Ggﬂ;egy fior entering Eastern-European
commumication markets

)[cjtoralz
Buildingiarsuceession planning system
American Century Investments
Redesign pilot training curriculum
Delta Airlines




SEME@Xy Examples

W Americanmatural gas strategy

PEger reVig_w/ post audit/knowledge
Snklrirics
Demographic shifit

parationy/skill building
NEam chills

Virtualeam skills
SGERETIo thinking/planning
Breakthretgh thinking
Mental models

Problem solving

Project management




RIREMY doing

e lie major difference between
[fausS g p.eople IS that rats learn from
EXPENENCE,

WPoIItICS

%’gct SPONSOS:
Participents
Freeifﬁ time fior the project

Senior mamnagement response to
presentations

Implementation resources




SOme resources

el WIS (1999), Tihe action learning
guIcenerke San' Francisco: Jossey-Bass.

Marqqaﬁdtﬂfl.l (1999). Action learning in

action. PalerAlto, CA: Davis-Black.

Raelin, JJAY (2000). Work-based learning.
Upper Saddle River, NJ: Prentice Hall.

Dotlich, D.L. & Noel, J.L. (1998). Action
learning. San Francisco: Jossey-Bass




