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Ik Background

In January 1999 the Bay Area Social Services Consortium was presented with a
discussion paper authored by members of the BASSC Human Resources Committee
advocating the transformation of county agencies into learning organizations. As
discussed in the paper, Management and Human Resources as Partners in
Creating a Learning Organization, a learning organization is characterized by:

» Fostering and creating ways to learn throughout the organization

« Empowering people to learn whatever they need to know to improve productivity
e Collecting, storing and transferring knowledge effectively and productively

» Effectively utilizing technology to support the above activities

A series of recommendations were developed for the various levels of staff within the
organization (see Figure 1). Additionally, action steps identified for the directors were:

1 Review the paper and decide if becoming a learning organization would best
serve the agencies' clients, stakeholders, and staff:

/A Identify key county staff who would be involved in creating a learning
organization;

3. Share information and expertise and report on the progress being made in each

county in becoming learning organizations.

The Committee was charged with meeting and supporting one another and our
respective counties in following through with the recommendations outlined in the
paper. This paper serves as a progress report and an opportunity to reconfirm each
county’'s commitment to the process of developing learning organizations. Findings of
the Committee followed by recommendations and action steps are presented for
consideration.

I: Findings

Each Committee member surveyed their own county to assess the progress made in
becoming a learning organization. Among member counties, there exists a diversity of
approaches to the recommendations outlined in the original discussion paper. In
examining progress made by counties over the last year, the Committee found:

1. Progress has been made in transforming agencies to learning organizations.
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Some strategies that counties have implemented, are being developed or are being
considered include':

» Establishing formal mentoring programs for employees at all levels. (San Mateo,
Santa Cruz, San Francisco, Alameda,).

e Implementing organizational development and strategic planning activities
(Contra Costa, Monterey, San Mateo, San Francisco, Sonoma, Alameda, Santa
Cruz).

e Conducting learning needs assessments at all levels (all counties).

e Targeting training to supervisors and managers regarding their role in the
learning process (Alameda, Monterey, San Mateo, Contra Costa, Sonoma, Santa
Cruz, San Francisco).

o Utilizing annual reviews to promote individual learning and development (Santa
Cruz).

e Collaborating with junior colleges and universities to design and provide higher
education for employees (San Mateo, Monterey, Sonoma, Alameda, Contra
Costa, Santa Cruz, San Francisco).

e Creating positions or structures to support the transition to a learning
organization (Monterey, San Mateo, Santa Cruz).

» Creating forums to examine the way agencies do business and supporting intra-
agency learning (San Francisco, Contra Costa, Santa Cruz, Monterey, San
Mateo).

e Inclusion of line staff in planning for business improvements (San Francisco, San
Mateo, Contra Costa, Monterey, Santa Cruz).

2. Strategic placement of human resource leaders within the organizational structure
varies from agency to agency.2

The Committee believes that the reporting relationship of staff development and
personnel within the organizational structure is an important indicator of the value
placed on moving to a learning organization and is essential to planning, decision-
making and implementation.

While the placement of these leaders varies from agency to agency, few of them sit
at the table with the senior management group.

3. The components of the learning organization may not be captured in departmental
mission or value statements.

Committee members felt that referencing learning and the development of staff
should be key values for our agencies.

' Counties listed in parentheses are illustrative and may not be inclusive of progress made by all BASSC

member counties.
“Human resource leaders include managers responsible for staff development, organizational

development and personnel.
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4. Organizational development has emerged as a crucial aspect of the learning
organization. -

The Committee noted that three counties have invested significant resources to
organizational development in'the form of creating specific staff positions. Other
counties have integrated organizational development work in the job responsibilities
of staff development officers. It is increasingly clear that learning organizational
principles and practices are linked to organizational development activities. See
Figure 2 for one county's view of integrating organizational development into the
agency.

. Learning from the Process

The BASSC Human Resources Committee has met regularly over the last year,
supporting one another in implementing learning organization principles by sharing
ideas and resources and creating a learning environment among ourselves.
Collectively, we have learned a great deal from the process that each county has
implemented to transition to a learning organization and in sharing the progress that has
been made. Committee members recognize that differences exist between counties in
organizational structure and organizational readiness for becoming learning
organizations. However, the Committee identified several common themes among
member counties that are important to consider as counties move forward:

1. Organizational readiness is a critical component in the transition to a learning
organization. An agency assessment should be performed to identify where the
organization is currently and what resources are needed to move forward; the
prioritization of resources including time and staff is a key component as
becoming a learning organization occurs simultaneously to accomplishing the
work of the agency; finally, the creation of a realistic plan to transform the agency
into a learning organization with clearly defined milestones and benchmarks will
move the process forward.

2. The need for directors to demonstrate support of learning organization principles
is crucial to a successful process; however, having a supportive director is not
sufficient to ensure that the process moves forward. Commitment to becoming a
learning organization must be understood and shared at the senior management
level and be adequately communicated with all levels of staff,

3. The modeling of behavior, long-tem commitment and integration into planning at
the highest levels of management is particularly important to the success of
learning organization implementation. Ownership of becoming a learning
organization, not just buy-in of the concept, is crucial to this success.

4. Learning organization principles need to be reflected in the mission and vision of
the agency in an explicit way. Consistent implementation, regular
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communication regarding principles and a commitment to a shared process
makes learning organization principles real.

Each component of an organization needs to develop and implement learning
goals specific to its domain. Differences in goals and objectives are
understandable given the diverse roles within organizations. An opportunity to
tailor learning goals to the roles and responsibilities of a specific division or
department makes the learning organization principles meaningful. It gives all
staff and managers the opportunity to buy in to a process related to what they do
on a day to day basis.

Human resources/personnel’s central role with management and staff in hiring,
retention, employee relations and classification makes it essential they commit to
the transformation to a learning organization and assist in the implementation
agency-wide.

Recommendations

. Encourage managers to move beyond simple agreement with learning organization

principles to actual ownership and stewardship of the following:

Develop consensus at all levels of management that becoming a learning
organization is in the best interests of the agency, its staff and clients.

Implement an agreed upon plan of the steps required in becoming a learning
organization with milestones of accomplishment. Agree that completed milestones
will be celebrated and rewarded.

Develop and support an agency culture that promotes shared responsibility for the
evolution of a learning organization

Identify assessment and evaluation tools to be utilized in implementation

Review the composition of your executive team to assure that personnel, staff and
organizational development are all included in the planning and implementation of
learning organization principles as well as the important decisions required to move
the plan forward.

Promote and model organizational development tools and expand the utilization of
these new skills throughout the agency.

Continue the work of the BASSC Human Resources Committee through 2000 with
the following action steps:

a. Prioritize critical/lessential steps for any organization to take in transitioning to a

learning organization.
b. Develop an assessment tool that will identify opportunities and roadblocks

regarding each organization's readiness.



Becoming Learning Organizations: A Progress Report

c. Develop a prototypical action plan with timelines for becoming a learning

organization.
d. Build upon the experiences of several counties that have developed successful

partnerships with local community colleges to expand the county agencies’
capacities as learning organizations.

e. Sponsor a series of regional workshops that teach organizational development
skills.

f. Create a plan for establishing a regional learning archive.

g. Obtain a continued commitment by Committee members to serve as a link to
their county director and provide on-going status reports on progress.

V. Conclusion

The conclusions and recommendations found within this first progress report serve to
highlight county accomplishments in becoming learning organizations; focus on areas
where counties may want to pay closer attention or expend additional resources in order
to move forward; and provide this Committee with a full agenda of activities to further
support our counties in this transition. It is hoped that each county will use this paper as
a springboard to renew their commitment to becoming learning organizations and a tool
to assess their own progress and readiness in moving forward.

The Committee looks forward to another year of working together. As members we
continue to enjoy the opportunity provided by the Committee to look beyond the
confines of our agency boundaries, share resources and ideas, and network with one
another on a variety of issues and concerns. We look forward to continuing our work
together, to encourage risk-taking and the development of new practices within our

agencies.



'slins panieA Alybiy
azinn o) Ayunpoddo ay; pue sapunpoddo jeuonowosd

‘saseanu Juaw ybnosy Buiwes| Buiob-uo piemay ‘g
"s3|druud Bunwes| Gunioddns pue Bunowoud ‘UONU3)3al PUB J3AOWN)} 's@ss5800.d 3y} JO UOEN|BA pPUB SUOYD Juawdo|aAap
Ul 4Es |8 woyj uonedonied pue Ajjiqejuncooe padxg g HEIS ‘MO|HOM pue peopom “swayed Buye)s ‘sjaag| uoneziueblo jo |aaa] 1saybiy ay) ulejulew pue ansind ‘G
‘uoneuuojul |eonuo pue Juawsasbeuew o) ssaooe Buyjers uo uoneuLojUl [EOUOISIY PUE [eoNSHElS Buipiaoid ‘uoneziuebio ay) inoybnouy) Buiwes)
PasEa.)0Ul $802JN0SAJ UBWNY MO[|e 0] ainjorujs Buueys £q ‘spaloid uoneziueBioas Aouabe ul sjeioqejo) g ajowoud o pue Buiuies jo J8jSUBJ) PUB JUBLISDIOJUIB]
-uoneuuojul pue Suyew-uoiswap uado ue sjowold ¢ ‘saniunpoddo ymoib ay) aaoidwi o) siabeuew pue SIOSIAJBANS YIIM MIOAA b
‘uoneziuebio Buwes| |euoissajoud jo uonean ay) ul uoneziueblo ayy ISISSY 'y "sjuawpedsp pue siabeuew
e 0} uonisuel} ay) Buew ui saoinosas uewny poddns "SPJEPUE]S ‘SjIun 0} 301 JUBYNSUCD By} Ul ||Bd uo, Buiag Ag
sauy Buiuodas pue ainonns jeuoneziueblo ey sinssy g uonedyljenb Wwnwiuiw JOJIUOW pue suonedynads qol abueyo Buipuey AjpAndaya ul uoneziuebio ay) Bunsissy g
'Siapjoysxess ||e o} uonezjuebio Buiwies| Bunsixa ajepdn 0] Juawdojarap YEIS Yim ajesoqe|o) g S8NSS| [EOQUO 1Yo pue
e Buiweoag o uonisuen ay; uiejdxa PUB JO} 9]B20ADY  °Z ‘ssonoesd uonuajas juawninual ‘uoneonpa Bulob-uo ‘uonowoud
'snooy Buiwea| ay Bupesnsuowsap pue SUQISSNOSIP Buuy pue Buluaaos uonedndde uo aspadxa aeys ¢ ‘Buiuueld uoissaoons Buissaippe ul jauuosiad IsiIssy 2
pue suonsanb Buizinn :aanoadsiad sueynsuco ‘uoneziuebio Guiuses| e vl Buuadsoid ‘uoneziuebio ay) jo spaau
e Yiim sabuajieyo pue swajqoid jeuoneziuebio azhleuy | Joj sajepipued jsaq ay Buifynuapr ul sisbeuew isissy '} Buiwes| Buissaippe Ajaanoeord ul juawsbeuew Isissy L
S10}0311g |2UUOSlad juswdojaAag yeis
"wools
’ Buiuien sy woyy Buiusea) jo Jajsuen ayy Buniojuial u
HEIS I1SISSe pue suoissas Buuien ul sjedoiued Ajganoy 2
'suonen)is jo Aeue papuedxa
"Wwool ue ui saounosal Juswdojsaap pue Buuien Bunsixa
Bujuies) ay; woyy Buusea) jo sajsuen ayy Buwiojuias ui asn Ajaanean o} juawdo|aaap Yeis yim 3jesogeliod) g ‘Buiuren jo ssauaandaya
HElS Isisse pue suoissas Bujuien ui sjedorued Ajeanoy g * SJUE]INSUOD pue £yenb ay buipsebas siosiuadns pue Juawdojaaag
'suonebyqo pue Se JuawdojaAa Heis Jo asn aAnean ay) yoddng g Heis 0] yoeqpaay buipiosd Ul 5j0) BANDEB UB 3B G
saAnda(qo Buiuies) sjay) 133w o) yeis e Joj papaau awn ‘sanunpoddo Bujuies| aziwixew *$3Jnpa20.d Jojpue sapijod bunsixa
34] Joj mMO||2 jey) SPeo]Jom 3jepowwodde Jo oddng  p O} suOISSas JUOSIAIadNS Ja3JOM [BNPIAIDUI 3ZINN ¥ 31EN[EA33) O] P33U 3y apnpul Aew SIy] “30IS JO
‘spaau Buiuses| |euonezivebio ‘sjeoB Buiusea| |enpiaipul pue Jiun 30J0juIas pue Asanijap aandaya vo spedws Buiwes| mau jo uongeaidde
ssappe Ajaanean o) asipadxa Je)s pue SanInosal ajowoud Ajpaiaya o) sbunasw yun senbas pnpuon ‘g ay) moy ssebeuew pue ssoswadns Jo) Anuap] v
Jo ucnezinn ay) ul Juawdo|aAap Yeis Ul YOAA  'E “Juajuoo Buiuen ‘uoneoldde jeonoeid o) Buiwea)
"2J@ ‘uoneanpa Buinunuoo pue sainpaoo.d ‘sanijod ssouan(jui | 3Jaum 0] ¥0eq |ELLJOJUI pue [BwlO) JO JBjSuen ay] Joj Aliqisuodsas axe] ¢
‘Buiyoeoo ‘Buuojuaw ‘Buuueld uoissaons jo uoidweyd pue ausxyom ay o) Buiuien paziiewuo; woyy Buiwes) ‘uoneziuebio buiwes| sy i
ayy Buisq Aq jng Buiuses Burpoddns Ag Auo Jou yers JO Jajsues; 3y ainsul pue aaoJdwi O] uonoe axe] ‘g uedoned aande ue Buwooaq soj Aljqisuodsas ydaoay g
Ile jo juawdojaaap |euoissajoid BuioB-uo ay; abesnoouz 7 "Jaquaw yels yoea jo sued “Aunwwoo ay o) voneziuebso ay Bunuasaidas
sabueyo aane|siBa| pue sasin luawdojaaap Ja3sed pue Buiusea| ay) Burpoddns pue Aq Buiusea| nay jo syauaq siiryy sy azynn pue
0} yoeosdde _eaveued se Buiuies, ay) woyj Aeme anopy | Buidojaaap 'yers s1ay) Yim siojuaw pue sayoeos se Y L uonezueblo ay ulyim spuadxa pue SJIOJUBW SB 3ARS )L
whmmmcm_z m;Ow_Emmsm NS ISERINVEISSPEN g

==

uoneziuebiQ Buiuiea v buiwoodag Joj suonepuaWWoday Jo Alewwng | ainbig




Becoming Learning Organizations: A Progress Report

Figure 2 Excerpt from Implementing the Learning Organization at the Monterey

County Department of Social Services

What will it look like with OD as an integral part of our organization?

1

All staff are responsible for contributing to creating a workplace environment that:
® values treating others with respect and courtesy at all times

@ supports and embraces personal and team accountability

® uses innovative and positive problem-solving methods

® values integrity in all actions

All areas of work and performance of job duties demonstrates personal and team
accountability principles.

Personal accountability: The ability, willingness and courage to renew attitudes and
behaviors to achieve desired outcomes.

® openly hears and provides constructive feedback utilizing one's best professional
judgment

e willingly seeks to identify one's own involvement or part in a situation and to use that
information to learn and grow

e willingly assumes a neutral attitude before responding when work is critiqued or
outcomes are different than expected

® seeks knowledge within one's self and from others of one's strengths and areas for
improvement

® seeks to identify available choices and to recognize that making choices that are
aligned with the department's principles are affirming and empowering

® willingly shares strengths and skills with others

willingly acknowledges and corrects mistakes

@ participates in creating an environment where mistakes are openly addressed and
corrected without judgment or blame

Team accountability: Each person acknowledges and supports the other team
members, both when they are successful and when there are

challenges.

® accepts personal responsibility for contributing to the resolution of team challenges
brings issues that affect the team to light, without judgment
@ supports other team members while they make the changes that address problematic

situations
® maintains a personal attitude that encourages healthy, open dialogue and energetic

functioning of the team
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Figure 2 (cont'd.)

3. Every employee assumes responsibility for ongoing learning

recognizes that performing the department's important work involves many skills and
intricate processes and requires on-going commitment to learning

initiates training requests that are relevant to and enhance our work knowledge and skill
attends all training when registered. If unable to attend, provides timely notification to
the registrar and reschedules well before the training date

utilizes one's relationship with one's supervisor as a process to improve professional and
personal communication skills

develops mentoring relationships to enhance professional growth

4. Every employee uses and models constructive channels to bring about changes.

strives for open-mindedness and to understand all sides of challenges that surface
strives to understand the systems one works with and within to utilize appropriate means

to effect changes within those systems
strives, first, for the resolution of differences at the lowest level possible through dialogue

with others affected. Utilizes the chain of command to resolve issues that cannot be
resolved at the lowest level



