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Management Summary

The Seoul 2.0 Model for Learning Organisations is a practical analysis tool that helps managers and others to implement organisations that are sustainable in the knowledge society. The model is generic and applicable in different, specific contexts. 

The model is based on earlier work in IFIP on ICT curricula and educational change (Anderson & van Weert, 2002) and on practical research conducted at SEM 
 (Geneva, Switzerland), SATW, ICT Commission 
 (Switzerland) and Hogeschool Utrecht, Chair ICT and higher Education
 (The Netherlands). Also use is made of the work of the European Foundation for Quality Management (EFQM) 
 The IFIP Agora Seoul seminar in 2007 (South-Korea) was used to test the effectiveness of the model for developed countries (http://www.ifip-tc3.net; choose: The IFIP Agora Initiative; choose: Agora in 2007). The effectiveness of the model for developing countries has been tested at the IFIP Agora Seminar in conjunction with WITFOR 2007 in Addis Abebi (Ethiopia) and enhanced through the methodology “Studios – Ateliers” during the Krakow Seminar in May 2008.

How to become a learning organisation?

The Seoul 2.0 Model for Learning Organisations implies a four step approach:

A. Pilot projects at work level

B. Checking of maturity at work level

C. Pilot projects at organisational level

D. Checking of maturity at organisational level
A. Pilot projects at work level

In the Seoul 2.0 Model for Learning Organisations a bottom-up approach is used because experiences have to be created for leadership and professionals to develop a feel for the new ways of working and organising. Pilot projects addressing fundamental quality factors at the work level are suitable environments for this. Pilot projects should aim to produce solutions for the Digital Life Puzzle (see annex) and meet the following criteria (I. Fundamental success factors):
0. Technology support (II.0)

State-of-the-art Groupware environment

1. Results orientation (II.1)

Pilot project addresses feasible challenges within the Digital Life Puzzle

Professionals in the pilot project use a working method with a spiral approach in which the Plan-Do-Check-Reflect-Cycle is repeated to step-wise get more mature results.

Professionals in the pilot project use and produce knowledge in the context of application.

2. Customer focus (II.2)
The pilot project allows (lifelong) learning by the participating professionals

The pilot project gives opportunities to participating professionals to combine the roles of Designer, Organiser, Adviser and Researcher

The pilot project organises for professionals to share knowledge in the context of application 

4. Management by processes and facts (II.4)
Select a working method that involves quality activities based on (critical) reflection

5. Continuous learning, innovation and improvement (II.5)
Organise knowledge management in the pilot projects that makes it possible that professionals:

cooperate; exchange information at meetings; participate in professional development;

work on innovation; use quality systems, handbooks and directives; are part of informal circuits.

Organise knowledge sharing both in teams, communities and informal networks.

Focus on knowledge production (innovation) in the context of application (Development or Design Research). Contextual knowledge is produced in Studios (local implementations of results), generic knowledge is produced in one or more Ateliers.

7. Partnership development (II.7)
Pilot projects will bring diverse partners together, combining knowledge and competence resources.

Example: IFIP Agora Initiative

The AGORA initiative on Lifelong Learning was launched by IFIP in Poitiers, France, October 2006. The AGORA initiative aims at implementing a dynamic methodology for initiating a network of cooperation projects on Lifelong Learning with many different stakeholders. An important objective of AGORA is to enhance e-competence and knowledge work competence of workers and students taking account of the level of access to ICT and the level of e-readiness of the national society. The Lifelong Learning framework will therefore acknowledge that each ‘Lifelong Learning’ situation is a contextual situation, dependent on cultural, social and economical context. Meeting these demands AGORA provides two levels of action where contextual local efforts can be connected to each other and may contribute in a synergetic manner to increase generic common knowledge about Lifelong Learning.

Studio

On the local context level Studios will be directed at real-world creation of practical instances of e-Education for Lifelong Learning in different areas of Computer Science Education and educational use of ICT. Studios will provide contextual solutions, suitable for the cultural, social and economic context and for the special demands of the specific subject area of Lifelong Learning.

Atelier

On a generalizing and co-ordinating level AGORA introduces an Atelier which is mutually linked with the studios. The ‘Atelier’-function in the project will on the one hand generate generic knowledge based on the experiences of the different studios. On the other hand this knowledge can be applied in local ‘Studio’s’ where Lifelong Learning pilot implementations are realised. Thus, the generic educational Lifelong Learning model developed in the Atelier will be evaluated and improved in a process of critical review of the pilot implementations and concurrently improve practice of Lifelong Learning in the local Studios.

Complex subject areas of Lifelong Learning with several assigned studios may have an atelier to co-ordinate their activities. Thus a hierarchical structure of specific, topic related and more general ateliers may emerge.
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Planned Studios (local implementations)

· “How to manage and administrate Lifelong Learning”: 
The studio will work on the impact of Lifelong Learning on the management of Education and Training, and will provide tools for managing Lifelong Learning.

· The “Digital Divide Studio”, aiming at using Lifelong Learning as a mean to reduce the digital divide and aiming at making Lifelong Learning available for all, in order to avoid a “knowledge divide”.

· The “Cyber-Teacher Studio”, aiming at working on the new competences of Teachers and Trainers in the Lifelong Learning Society, and providing ideas, tools and resources for building such competences.

· The “Croatian Studio”, aiming at organising e-Learning for Croatian businesses and providing the basic skills to Managers
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Learning organisation success factors

B. Checking of maturity at work level
The pilot projects at work level allow organisations to move through levels of maturity as a learning organisation (III. Maturity of a learning organisation): 
Emerging

This approach is linked with an organisation in the beginning stages of learning organisation development. In this initial phase, leadership and professionals are just starting to explore the possibilities and consequences of new ways of organising work. The organisation is still firmly grounded in traditional practice. 

Applying

This approach is linked with an organisation in which new understanding of the contribution of new ways of organising and working has developed. In this approach leadership and professionals use new approaches for traditional tasks. Leadership is still firmly traditional. 

Integrating

This approach is linked with an organisation that now is applying new ways of working both in management, administration and in primary activities. Leadership and professionals explore new ways to enhance their personal productivity and professional practice. 

Transforming

This approach is linked with an organisation that has used the experiences to creatively rethink and renew the own organisation. Learning and knowledge production become an integral though invisible part of daily personal productivity and professional practice..
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Learning organisation maturity (example)
When pilot projects have allowed leadership and professionals to develop a feel for the new ways of working and organising, the maturity of the fundamental quality factors at work level should be at an integrating level of development: new ways of working are being introduced in the normal activities of the organisation.
0. Technology support





Integrating level
1. Results Orientation





Integrating level
2. Customer Focus





Integrating level
3. Leadership and Constancy of Purpose

4. Management by Processes and Facts


Integrating level
5. Continuous Learning, Innovation and Improvement

Integrating level
6. People Development and Involvement

7. Partnership Development




Integrating level
8. Corporate Social Responsibility

Work level: Fundamental quality factors at integrating level
If not, critical reflection is needed on the design and implementation of pilot projects. New pilot projects have to be designed to eventually meet the criteria.

C. Pilot projects at organisation level

When the fundamental quality factors at work level have a maturity at the integrating level the conditions are suitable to address the other fundamental quality factors at organisational level:

0. Technology support

1. Results Orientation

2. Customer Focus

3. Leadership and Constancy of Purpose (I.3)
4. Management by Processes and Facts

5. Continuous Learning, Innovation and Improvement

6. People Development and Involvement (I.6)
7. Partnership Development

8. Corporate Social Responsibility (I.8)
Pilot projects particularly addressing these factors now need to be started to allow leadership and professionals to develop a feel for the new ways of working and organising. 

Continuous learning, Innovation and Improvement (II.5) at organisational level are organised:
Organise knowledge management in the pilot projects that makes it possible that leadership:

cooperate; exchanges information at meetings; participates in professional development; works on innovation; use quality systems, handbooks and directives;

is part of informal circuits.

Organise knowledge sharing for leadership both in teams, communities and informal networks.

Focus on knowledge production (innovation) in the context of application. Contextual knowledge is produced in Studios (local implementations of results), generic knowledge is produced in one or more Ateliers.

D. Checking of maturity at working and organisational level
The pilot projects at organisational level allow organisations to move through levels of maturity as a learning organisation (III. Maturity of a learning organisation): Emerging, Applying, Integrating, Transforming.
When pilot projects have allowed leadership and professionals to develop a feel for the new ways of working and organising, the maturity of the fundamental quality factors should be:

0. Technology support




Transforming level
1. Results Orientation




Transforming level
2. Customer Focus




Transforming level
3. Leadership and Constancy of Purpose

Integrating level
4. Management by Processes and Facts


Transforming level
5. Continuous Learning, Innovation and Improvement
Transforming level

6. People Development and Involvement

Integrating level
7. Partnership Development



Transforming level
8. Corporate Social Responsibility


Integrating level
If not, critical reflection is needed on the design and implementation of pilot projects. New pilot projects have to be designed to eventually meet the criteria.

Annex : ‘Digital Life’

Our informatics society is turning into an information and knowledge society where ICT brings changes to all aspects of work and also all aspects of life. According to the International Telecommunication Union (ITU) this ‘e-Change’ is moving us towards ‘Digital Life’ (ITU 2006). In Digital Life the technology has become ubiquitous. Information and Communication Technology (ICT) in Digital Life is a facilitator like electricity: not noticed until not available. 

[image: image4..pict]The results that learning organisations need to produce in Digital Life are part of a multi-facetted puzzle in which many different issues play a part, such as:

  1. Technology evolution

  2. Social impacts

  3. Digital Divide – Inequity

  4. Sustainable development

  5. Access for all

  6. Trust and Confidence

  7. Privacy and Data protection

8. Misuse - Ethics

9. …..
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The results concern many different areas of interest such as:

A. e-Business

B. Security

C. Democratic citizenship and media

D. e-Government

E. e-Education

F. Culture

G. e-Health

H. …….

Results that learning organisations produce therefore are pieces in a complex Digital Life puzzle:
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Results form part of the Digital Life Puzzle
See the full article (40 pages) at http://www.ifip-tc3.net/article.php3?id_article=163
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