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Operator:
Good afternoon. My name is (Janice) and I will be your conference operator today. At this time I would like to welcome everyone to the Social Networking for Learning conference call. All lines have been placed on mute to prevent any background noise.

After the speakers' remarks there will be a question and answer session. If you would like to ask a question during this time, simply press star then the number 1 on your telephone keypad. If you would like to withdraw your question, press the pound key.

Thank you. Mr. Seaman, you may begin your conference.

Jim Seaman:
Thank you very much. Good afternoon everyone and welcome to today's Webinar presented by Dr. Art Paton entitled Learning with Social Networking Tools.

As you all know social networking tools are fastly growing in use in the workplace today, yet many leaders challenge the value and appropriateness of these tools for employees and their business.


Dr. Art Paton will present clear business benefits on the use of social learning tools that have taken place at Motorola. He will define social network tools as well as talk about the concepts of asynchronous learning and collaboration.


Dr. Paton will describe the strategy of - to use knowledge communities to host learning at Motorola. He will also identify the initial organization stumbling blocks for embracing social networking tools. And lastly, Art will present two business cases implementing social networking tools for business impact as well as talk about how to continue to use these tools at Motorola.


My name is Jim Seaman. And again, I'd like to welcome you today. I'm the director of member communities at LearnShare. What I'd like to do is take a moment and tell you a little bit about LearnShare if I could.


LearnShare started out as a consortium founded by 14 Fortune 500 companies. An example of some of those companies is Chevron, 3M, Motorola, John Deere and others. Now LearnShare has grown and developed over time to really become a talent management software company.


We help companies develop their talent management strategies and provide software to support them in learning management, performance management, talent management, succession planning and analytics on all of these processes.


Now what's really unique about our systems is they can stand alone or even better yet be integrated to interact with each other from one efficient database. This really gives companies a very unique ability to pull data to evaluate business results.


So what I'm going to ask you to do is after the Webinar today please go and visit our Web site to learn more about us. Our Web site is www.learnshare.com. Now it is my pleasure to give you a little background about Dr. Art Paton.


Now Dr. Art Paton is a senior learning consultant at Motorola. He is responsible for the Motorola Knowledge Community Resource Office which offers support, design consulting and coaching to leaders of new and evolving communities.


He is also responsible for the e-learning strategy and implementation of mobile learning. Art is also - continues to also manage the engineering education portfolio for some 800 programs offered globally within Motorola.

Art has 28 years of experience in design, development and delivery of technical education to adult learners. Now he began his career in a startup company that made some of the first industrial robots and vision inspection systems.


He developed and delivered customer training around the world. Now Art moved to Motorola in 1987 and built a global manufacturing curriculum for the transition to automated factories, the curriculum also for IT transitioning from central office to desktop networks and the model factory curriculum for rapid new factory startups around the globe.


Art has designed and developed training for classrooms, for virtual reality worlds, for virtual classrooms, e-learnings and mobile learning.

Art is well-published. He has been published in both science and learning articles and for instance in Training Magazine, in Science Magazine, has also been a contributor to several chapters and books.

Art has received awards for his work from ISPI, ASTD, (Molecular) Media and the President's Award for Motorola University.


So without further comment, I really want to turn it over to Art. And, Art, I really appreciate you taking your time today to really talk about what is I think a really cutting-edge opportunity for many companies and I'm very excited as I know many on the call are to hear about what you've done at Motorola. So, Art, I'll turn it over to you.

Art Paton:
Thank you very much Jim and welcome, everybody. We apologize for the delays in getting you all connected to the teleconference. There are over a couple hundred of you connected. And hopefully we can get started now with everybody online.


First of all I'm going to tell you where this picture was taken at the end of the conference. So I'll let you think about it for a moment. The hint is it's not the United States. It's a place that has a large beef commercial operation and a country that promotes it.

And this was my response when the waiter delivered the plate with the beef on it. I'll look forward to sharing that with you a little later.


This presentation really is about a business impact. There's a lot of information flowing around the Internet and lots of other places on knowledge communities, knowledge management, collaboration tools and so on.

But there really isn't a lot of information around how can business benefit from this kind of tool and this kind of involvement and collaboration.


So as a taste for you about what we're going to talk about, there are two things that are really important about this presentation. One is sharing with you how we spread a new software methodology around the world using a knowledge community when all other methods our business was familiar with failed.


Secondly, the ability to conduct a global engineering symposium globally obviously and to connect people around the world to share best practices, new tools and methods at essentially zero cost when we had been told during the cost cutting that was going on in most companies last year that we really could have a symposium.

And so we allowed this thing or enabled this symposium to continue. So that's where we'll get to.


I thought we'd start with some terms. LearnShare told me that a lot of people are connected into the seminar. We need to know a little bit about these. So, two terms here are synchronous and asynchronous learning. That may familiar to a lot of you.


So the issue here is synchronous learning is what we're all familiar with in classroom or Web seminars like this or teleconferences. And asynchronous learning is individual connections from different places and different time zones to a location that allows you to see something in your own time zone and on your own computer.

And there's some examples listed there. A hint here is that most social networking tools that we'll be talking about for learning are asynchronous.


Another term that's very important is to define social networking. And really it's any group of people sharing thoughts and information with each other and on a regular basis often in some type of formal or informal grouping.


I like to tell people in my presentations that some of the first social networking was done in the guilds in the Middle Ages in Europe where people would group together to learn expertise and arts or other areas that were defined as a group and that collected the expertise for doing what that was, whether it was carpentry or sculpture or other things.


These days it's usually done with online computer applications. And there are several listed there that most of you may be familiar with. Companies like Microsoft are beginning to create applications for their tools that support social networking.


And (Zinga) is an external company that works across the spectrum of social networking and learning. And Open Text is a company that began as a document repository tool that's moved into social networking. And many of you are probably familiar with Facebook and Twitter and LinkedIn.


The message here is that mobile access to these tools is growing exponentially and the ability for you to connect with any of these tools and do social networking wherever you are with your handheld device. Apple's iPod is obviously the primary example to that - for that. There are many other companies that are providing tools that will make this possible very soon.


A couple of other things that we'll be talking about, you may be somewhat familiar with blogs and wikis. Many people have seen or even have their own blogs.

There are - at least December of 2007, there were 112 million of them. So good luck finding the one you really want to follow. And then wikis, everybody's pretty familiar with Wikipedia and some other facts about wikis there.


I think the important thing here is that wikis are primarily a collaborative tool. And that's a very important part of what we're going to talk about for learning in the sense that a group would come together and collaboratively come to consensus on what the expertise or best information was around a particular topic, method, process, tool, whatever it was. So wikis are a valuable part of what we'll be talking about.


In terms of communities, communities from our experience are really the highest touched tool that allow people to actively collaborate asynchronously on a variety of topics. We've had people develop strategy. We've had new product development teams collaborate. We've had HR do global operations from employer relations and benefits and a number of things.


So these tools really allow groups to define what their purpose is to actively build, research, collaborate, benchmark and then hosted in a site that other people can come in and use. This may be similar to or familiar to you in other ways.


But I think communities provide an aggregation or an integration approach to this collaboration. And communities in our use typically host all of the other tools and methods that we've been talking about.


So we have a little poll here to try and connect us in what our usage is of this. And pardon my mouse here because I have to go to the panel to launch this. Okay.

We'll give you about 30 seconds here to look at the question and potential answers. And mark up for me which ones are in use in your organization. And I'll try and use that to guide me as I present other topics.


Okay. And we're coming up on 30 seconds or so. I'll get a few more seconds in here for most people to get voting. Looks like we have quite a bit going on in the way of forums and communities, more than half of you. That's excellent.


I find that having a few people in the audience who have some experience with these tools is helpful in the types of questions they ask that can lead other people who are less experienced in a particular good direction for how these can be implemented. Okay. I'll give you a couple more seconds here. And everybody voted who would like to.


Okay. And what I'm seeing is we have 61% of you have practiced with or used forums or discussion groups in your companies, 49% of use communities. And then around 40 or 45% of you have used blogs and wikis and 30% of you some type of internal or external micro messaging tool like Twitter.


This is good to hear. I'm actually speaking to people who have done some of this work. And I guess about half of you are people who haven't and are interested in how this works. So I'll aim my comments to those types of groups. Thanks very much for your participation.


All right. We're at the point where I need to tell you the story of how we actually got this started. For those of you who aren't using these kinds of tools or methods I think it'll be valuable to you to hear how an old company like ours actually transitioned into using these tools.


So the story starts with our IT organization. And they had a strategy group who was working with our partner, Open Text, that had provided us with our document repository tool.

And they began sharing demographic information about employees, business directions that said we're going to have to do a lot more collaboration online and asynchronously. We can't get it done with teleconferences and email.


And Open Text, recognizing the trend in the industry was toward social networking, created some beta versions of social networking tools in early 2005 and shared them with Motorola. And we're one of their largest, happiest customers. And so it was a good thing that they did that.


And IT placed those in the system as beta and didn't tell anybody about it because they wanted to make sure that the beta tools played nicely with the rest of the system. Well, Motorolans being naturally curious kinds of people and they like to mess around on our systems found these tools and lots of them began to experiment.


Fast forward a year and a half later, 2007, a couple of people from our networks organization came to Motorola University and said, you know, these community tools are out there on the Open Text platform now and we found them pretty useful. Don't you think as a learning organization you really ought to be involved in this?

We had no knowledge of this being implemented. And we said well, of course. And Motorola University in the 90s that had quite a bit of involvement in knowledge management techniques in the company and they had fallen into disuse for a variety of reasons. So here we are again coming back to do some work with knowledge communities.


So we asked IT well, how many communities are there since people have been playing with this for a year and a half or so? And we thought there might be a dozen or so. So they came back to us with a list three months later because they had to figure out how to get the report, 2432 communities had been created.


Well, those of us in the learning organization said well, this sort of changes the strategy here. We're not going to begin telling people about these tools and communities because they've already been using them. We really are going to be into a federation kind of activity here and a support activity.

So we architected a sort of conceptual model for how we wanted to work with communities. And we called it the Zero-Depth, Come as You Are Pool Party.

We had to make sure the since this was a grass roots effort in our company that it had to be really easy for people to get into a community and had to be very comfortable for them to come with what they were and what they knew. You didn't have to be special. And if it wasn't for them it should be really easy to get out.


And so this guided our activities working with these nascent communities and finding out from the community leaders after surveying them and talking with them what they actually needed, what the purpose of their communities were and what direction community users were going in the company. So we went out and actually gathered quite a bit of information.


We created something called the Motorola Knowledge Community Resource Office which was intended to provide startup support for community leaders for new communities, best practices for existing communities and to also take a stance on migrating communities from their startup phase to a later phase which I'll describe in a moment.


We did benchmarking with the companies listed there, in particular Caterpillar and Honeywell. And we ended up creating a community for knowledge community leaders to provide them a place for resources and use.


Along the way we found a couple of business leaders that we thought should be involved in knowledge community efforts. And this part of the story involves how we got HR on board. And there were a couple of things that were very important about that conversation.


First of all HR had a very diverse, very global implementation of what they called centers of excellence. There are 16 of them. And there are small groups in lots of different countries and they need to collaborate effectively to develop policies and practices and communication tools for their work.


And they were trying to do it with teleconferences. And, you know, if you were one of the people that's actually based outside the United States you know that trying to listen to people in a conference room that echoes over a conference phone when you're in a different time zone and you're up late or up early, this just simply doesn't work.


So we went to the HR senior leader, the VP, and we said, here's a tool that can link your communities and help them collaborate effectively asynchronously and here are the data from our benchmarking, ROI and LSEs on what the value is of any kind of discussion thread, five-year returns on that.


And then (Arie Deguise) who very distinctly said, "This is about the ability to learn faster than the competition, that's what it's all about, and if we collaborate effectively in real time or even asynchronously, we can implement that."

Well, the HR director as you might - or HR VP, as you might imagine said well, HR information is pretty secret. So what's the security that you have implemented for this?

And we very gently basically reminded the VP that the policies and procedures we have in our company for protecting special information or secret information are in place to protect that information no matter which mode it is shared in.

And so it applies to information stored in communities internal to our company as well as to information stored in a document repository or even on an individual computer.


So we allayed her fears. And she asked about cost. And we pointed out that this was a set of tools already implemented on our internal document management system and there were no additional charges. So at that point she signed on, directed each of her directory ports to implement leadership and community development around their particular areas.


There was another slide that I showed and I thought enhanced the discussion. It's this one. You may have seen this as well. It's from (Deloitte) a couple of years ago. And it's the projected change in the working age population in most countries around the world, most developed countries and significant developing countries.


The brown bars represent the percent growth in the workforce between the years of 1970 and 2010. The blue bars project the change in the percentage of the available workforce from 2010 to 2050.

So that's our next 40 years. And you can see that nearly every country goes negative in the available workforce for company growth or organizational growth in the years from next year onward.


And so one of the important things here is you're going to have fewer people available. And the brown bars mean these are the experienced people that are leaving the workforce. This is your experienced group.


So if you don't have a methodology for capturing expertise, storing it where it's available, making it available to other people or new people asynchronously and combine it with the learning that new people need to master that expertise, your company's going to be behind. And this got their attention.


So let's go look at what the community implementation looks like here at Motorola. I'm not trying to advertise this is the be-all-end-all or the best way to do it. This is the way it was implemented here.

We have a Internet/Intranet excellence group that manages the template standards for communities and portals here. And this is their design. So we make use of it.


And I can show you this is the opening page for communities in our system. There's a directory. It's got the red box around it. This is a folksonomy. It's a directory made up of the thoughtful combination of all the communities that are out there and what their missions or purposes are. And we assembled this list.


Underneath that for anybody who logs into the system is all the communities that they belong to and their status. And as you can see here those are the communities I'm part of. We have a description of what do we think a community really is.


And below that, if I can use a simple drawing tool here for a moment I will show you that we do have right here a link that allows people to go directly to Community Startup.

It's a three-step process in our system and allows them to go through those three steps to define the name and the mission of the community. And it allows them to invite members. It's something that we wish was not on the system in this way.


In our experience in starting up communities we strongly recommend that community leaders and their potential members meet face-to-face and make decisions on what their strategy and their approach is going to be and what they actually need to collaborate on effectively so that we have that information when we create the community, so that we have the right tools, the right messages and the right resources there.


So we don't recommend that you build it and hope they'll come. Our experience is that doesn't work. It's much more define what is needed and then architect the community around that. Okay.


Next I promised that I would tell you a little bit about our experience with different community types. In our experience a lot of these communities early on started up as what I call cafeteria style communities. And in that way (we're) come and see if there's anything for you. And if there isn't people would go away and they wouldn't come back.


And that was rather disappointing to those of us who were trying to manage communities. And we thought there must be a better way for communities to operate.

A little help from APQC and a couple of benchmark groups that we were talking with we discovered that there really are what we call Phase 2 communities as well. These are communities that have a longer term, more research-based or future focus.


As an example we have a community or had a community that was focused on the Clockwork tool for software assessment or testing or defect tracking. And the community was formed around Clockwork for the people that needed to learn how to use it. And once everybody knew how to use it then use of the community sort of fell by the wayside.


That community has evolved to a group that studies what software defect testing tools does the company really need on an ongoing basis and is there now research going on for what the next tool might be or a better tool might be?

And these communities with their future focus and their research or benchmarking approach begin to attract the attention of senior sponsors because this is where senior leader's heads are at most of the time. It's what's next with the future.


And so they begin to make connections between senior sponsorship and these types of communities. We have eight of them right now in the engineering space and one in strategy. And those are actually going very well. (The kind of) communities grew up as grass roots, evolved to Phase 2 and then attracted sponsorship.


So I'd like to show you what some of these social networking tools look like in our communities. This is the knowledge community resource office community specifically designed for use of knowledge community leaders.


And here is a blog that - example of a blog that is prominent on page that shares the latest and greatest on what we're doing in communities and some research information and is an ongoing effort.


This is a wiki. You're familiar probably with Wikipedia which gathers consensus-based accurate information on topics. This is an example of a wiki used for meeting notes. I happen to be a terrible meeting note taker.


And I depend on the other people in the meeting to send updates on what actually happened in the meeting to this wiki so that we get an accurate representation of what went on and also several perspectives. And so that's one use of a wiki in this case.


You can imagine for example here this could be a company policy. This could be a process description. This could be a description of an engineering or a supply chain methodology that several people collaborated on that was stored in a wiki. And that's also the type of use that we have here.


This is where a community might provide some training. So this is an e-learning program that we created for knowledge community leaders on how to set up communities available in the library for them.


And this is an example of a form that was set up on Tools and Methods for knowledge engineering. This contains a presentation on how to do expertise capture.

This is another resource for knowledge community leaders. After all, we need some defined processes for capturing expertise efficiently and this is another tool for their use. I think communities have been talked about quite a bit.


I also want to talk a little bit about the company's adoption and embracing what I call micro-messaging-type social networking tools.

And what you're seeing on your screen here, I think I'll have to highlight some of this for people because it's not very readable, down here the message talks about internal social media tools such as blogs, (Mot Mot) which is our internal Twitter tool and (MTube) which is our internal YouTube videos.


And this kind of promotion was really necessary for adoption by some of the organizations in the company. You can imagine how reluctant managers or HR people or other folks might be using these tools and what information might be shared.


As it turns out if your company has the right kind of culture and the right kind of policies and the right kind of collegial support, the things that show up here tend to up okay. This is one of the biggest road blocks that companies have is oh my, what if something terrible shows up on one of these. What do we do about it?


Well, most of these tools allow the moderator or leader to delete offensive material. Even SharePoint has a single click to eliminate something somebody feels is inappropriate. And we've had several blog entries in many of the communities where somebody would say well, you know, this part of the method really sucks.


And what's healthy about that is that there will be 19 posts that come after that saying wait a minute, we've tried it here and it works just fine, maybe you need to talk to us and things like that.


So you bring people out of the woodwork and you help them understand that this particular tool does work and maybe they can get educated on how to make it actually work for them. And this starts the employee-to-employee collaboration that these tools are famous for.


Just to let you know how widely it's used, we have about 62,000 people in our company that we know about. And among that population this is the usage. And these are the unique people who have a blog, the unique people who have set up a forum or forums that have been set up.


And so you have employees that are accessing these types of things. One of my favorites is the FAQs that have 20,000 answers in it. That would be an interesting place to go to see what kinds of expertise you could gain just in the FAQ.


And one that we put up recently from last month down at the bottom, 6000 (Mot Mot) accounts. These are 6000 of our 62,000 people who have opened a (Mot Mot) account and are regularly and actively Twittering things about our trade shows, our product development, our business activities, new processes, methods, tools, et cetera. And I'll show a little bit more about that.


This is (Mot Mot). This is the opening screen that employees see. You can see there in the center links to User Guide, FAQ or User Forums, Support Requests, Reporting a Bug and so on. And you're in.


There are also tabs to identify groups, recent tags. If you're familiar with these tools you may know that you can set up a group. You can follow a group. You can follow individuals.

And all of these things are important because there's a lot of activity on these types of tools. And the ability to create subgroups or filtered groups or find things is imperative.


So a lot of the work in Motorola is done using hashtags for specific activities. One example is our global day of service where people around the world took a day and went and did good works in the community for schools and forest preserves and other things. And they put their experiences up on (Mot Mot) using the hashtag for GDS '09.


And there are literally thousands of those posts talking about who was helped by their efforts and how Motorola would benefit from it and so on. A very interesting way for people to quickly and concisely describe their experiences or their expertise.

And we find that a lot of experts like to do this because it's less intrusive than email. Their phone isn't ringing. And they put it out there and people can find it.


This is an older distribution of where the users come from, obviously the largest group in North America. We see a lot of adoption in Europe, in Asia less so and in South America even less so. We've read about in research reports and formally talked with people in various places who find these tools less satisfying than a face-to-face meeting.


I remember famously a friend of mine who's a manager in Brazil telling me no, it's - you can call me or you can send me an email. But if it's really important you'll show up. And that's always stuck with me.

So I think we'll see slower adoption of these tools. But as their value becomes obvious we'll see greater adoption and again for asynchronous work.


Here are some of the communities that we've actually set up. And I'll describe briefly the kinds of thing that we do there. I think I already talked about the global (MU) community. There's about 52 people in that.

We have a small group of learning people in the company and we share expertise on program design, new learning tools and so on. And because it's a community they know what the value of a community is for sharing learning.


I talked about the HR centers of expertise. One of the groups that's used these communities very effectively is what we call our business councils. And these are groups of people with particular orientations, some the disability population, the Asia population, women's business councils, have implanted communities to coordinate their global efforts.


And these councils tend to help Motorola create products and services and internal processes to support these groups and also helps these groups work effectively to enhance or promote people with their particular situation within the company. And coordination of these approaches, policies and procedures is very important.


Business unit sales and marketing, this is - this was, probably had one of the largest business values. I can't talk about two of the events there that I know about that took place. However, in general terms Motorola's in a business situation where for some customers we have to partner with other technology companies to provide a full solution.


And that involves having our engineering groups and product groups collaborating. And if your company does this kind of thing you know how difficult it is to schedule meetings, to share documents, get approval from legal and a whole bunch of things.

Well, as part of the knowledge community tools that we implemented there was something created called a community extra in that.


And what this allowed us to do was create a community that existed inside our company but was protected if you will or walled-off from the internal network that allowed people to log in to our community and share things and allowed our people to share things with them and to collaborate or synthesize something like a proposal in a single location with lots of people working on it that was hosted there that everybody had access to.


And this improved the quality and the timeliness of getting end-to-end solution proposals to customers and enhanced customer satisfaction and feedback from those customers.

And so this was a real win for our product organization in that they hadn't found a better way to do this, another way to use communities.


I'm going to talk now about engineering. The software area of our company has communities in the areas listed that are ongoing. And these are some of the eight communities that are actually in Phase 2. So you can imagine where their work is going.


In hardware we've done a lot of product development groups. This is particularly popular in Europe where we develop new products and don't want product designs released before we're ready. And we have a lot of contractors, 30 to 40% sometimes participating in those (signs).


And so we're able to do - use the role-based security of these communities where you can establish groups of roles associated with people and then allow them access only to certain parts of a design activity or work activity.

And so they don't see the whole thing. And that tends to protect product development activities. And it can protect other things like collaborative strategy development, policy development and so on.


I'm going to talk now about our Agile software engineering business case. Agile is a software methodology that improves the cycle time and the quality of software development.

And our community had a challenge in that it started small with a small group. This part of our corporate culture is you tend to introduce new things by trying them out somewhere and proving they work before anybody else will adopt them.


And so they were unable to effectively share those. The story here is that on operations review the VP of engineering learned about this small team's results and said how come the rest of you aren't doing this and chartered that team with sharing their information and process methods.


And so they tried to do that with the typical conference calls, email attachments and so on. And a year later at the next operations review the VP discovered that it failed. And one of my colleagues in the knowledge communities stuck up her hand and said well, how about if we try asynchronous collaboration with a community? And so they agreed.


And the result was that they created this software engineering - Agile Software engineering community. And four months later the methodology was adopted not only throughout the original business, but in the other two businesses of our organization globally.

This was a real coup in terms of how many people actually were able to learn the methodology effectively because there was a community for it and what business results we achieve.


So as we describe the community, for example if I go back to the drawing tools here and try this little highlighter, what's over on the left side in this red box are four things that we've talked about, blogs, forums, library and the wiki, about Agile Software.


So here are the tools being used for an actual business purpose promoting this particular methodology. We have a forum. This is recent forum topics. And these are collaborative discussion groups where people actually are able to share their approach to implementation.


On the right here we have Agile practices and principles. So this is the knowledge repository of how you do this. And it's divided up into the life cycle for software development using Agile and you have actual in-depth descriptions.


And down here you have training. So if you have any questions about this, you want to learn more, the training is already in this site. You don't have to go to the learning management system or ask the learning organization where it is. You get linked in right from there.

So we think these are the things that actually made it easier for people to adopt a new methodology and the reason that these folks actually were able to adopt it quickly.


All right. Here are the results that we got for our Agile implementation. This is just to show you what happened when we finally got everybody on board. Productivity increases for the use of Agile average in our business around 4X and a little less for Legacy, a little more for new systems, but average right around 4X.


And also Agile allows you to do software development because of some of its methods with a 50% defect density reduction. This is half as many things that you actually have to take time to go back and fix.


So you put these two together and you get an 8X productivity improvement that we couldn't implement globally in our company without the use of a community. This is the real business case. And this is a real example of how communities can actually make this happen effectively.


All right. We're going to transition to another business case. I'm sure you'll have questions about the first one that I'll be happy to answer at the end of the program. The second business case is something called the virtual engineering symposium.


The story here is for more than 25 years we held an engineering symposium that's allegedly global, but it was always hosted in the United States here in Illinois. And most people in international locations couldn't get leave to travel or participate.


So it would be 200 or 300 people presenting papers and maybe 300 or 400 people attending and would be mostly in engineering topics relevant to the U.S. product development. And a few things would be linked to international activities. And that was when we had about 140,000 or 50,000 people in the company.


In 2007, the president of the company with the downturn in the economy and the company's fortune said we're not going to spend money on doing a symposium this year, next year. And we're absolutely not going to hold one, you know. On pain of employment you will not hold a symposium.

Well being people who like to think of alternatives for things we went to the senior VP of engineering for one of our business units and we said look, we know the symposia are valuable to your engineers. And he agreed. And we said we figured out a way that you could hold a symposium at no cost globally and still get the same benefit. So he was interested.

And we offered up a solution that would mediated by communities, one per topic area with community leaders instead of session (shares), get the papers submitted to the community, get them evaluated within the community, get them hosted within the community.


We would use Citrix, exactly what we're using right now, for people to present their presentations live and have them recorded. And the recordings of the presentations would be placed in the communities for people in another time zone.


One of the benefits was we found that half of the papers presented for the symposium or presented for consideration came from outside the United States. This had never happened before.


And the big win for the organization was in the past the symposium would publish a CD ROM of all the presentations and it would go on people's shelves. And if you ever thought of going back to a symposium to find out what it was, you had to go find it.


Here the communities that were set up for the conference and that each track of the conference persists after the symposium as a community. And the people interested in that expert topic or that topic can collaborate all year long in that community until the next conference. So it added something that was never present before.


The big win for the VP leader was the global reach. He was really going to be able to get expertise being shared across the world in several engineering disciplines and methodologies and these are the places.

And that little star out in the ocean off of south of India is Sri Lanka. We actually have 30 people there doing development. And they participated in this symposium.


So here's the community that was set up for it. The equation at the top of the page is an equation for engineering productivity. And that was the guiding theme. You can see a headline blog entry about what the symposium is all about and a whole lot of things in the library off to the right.


To make this work we set up sub-communities for each of the tracks that were in use. And so these communities were set up individually. And the names there are the people who were the community leaders.

And all of the activities for setting up that track, all the papers, all the discussions, all the scheduling all took place there. So communication was in the blog. You can see that at the top of the page.


So what happened? Well, we had all of these presentations scheduled around the world to be made and recorded on site or where they were located and then shared widely with the rest of the world in communities.


We had 2400 participants, 60% of them outside of the United States. This far exceeded anything we had ever had in our U.S.-based conference. There were 12 countries involved, 227 papers were accepted for presentation.


And as part of the deal for people participating in this conference they had to go to an online survey and complete it in order to get training credit for all symposia presentations they had gone to.


And so out of the 2400 people we had about 400 or so actually do that. And we surveyed them. And 95% of the respondents said they would do it again, 90% said they got something that they would actually reuse and we're working with them individual to track the application of reuse.


An example of that is an engineering team in Penang, Malaysia developed a simulation method that replaced doing test board development for a circuit board. So you didn't have to go to the board manufacturer and have them implement a design and drill holes in it and put parts in it in order to test whether the circuit worked.


They developed a simulation tool that would test the circuit before it was ever built and proved that it would give you the same results as actually having the board would give you. And that eliminated the need to have five engineers working on what they call board spins.


Now one engineer could do it on a simulator. And it was a 70% productivity improvement that anybody else in the company could implement on Monday morning just by getting the simulation tool. So that kind of instant sharing and reuse can be done lots of other ways. But in a symposium it really adds the value to what you're doing.


And you can see the other numbers there. We were delighted that 85% would want to participate next time and 70% would like to present. And we think these are competencies for us in terms of offering.


All right. A little bit of a word about the difference between grass roots and sponsored communities.

Depending on your organizational culture you probably have your community efforts or might want to do your community efforts with a grass roots startup like we did and get things tested out and allows things to be tried out safely and sort of off to the side and make sure that they work before the rest of the company implements them.


The other way of course is sponsored communities because they have clear benefits or clear future orientation. You can really get going on something that benefits the organization, maybe a link to a strategic initiative and it can work too. So there's not just one way to do this like most things.


So I have a question for you. And you might post this in Chat if you would ask a question. Where might you suggest using communities in your company? So if you take a moment to type that into the Question field as a statement. We do like to kind of collect what some of you are saying here and see what the results are. So take a second here and just type that in.


General managers, sales and marketing, so here's some of the things that are coming in. Retail with stores that are part of your organization, general managers, another global symposium, sales and marketing collaboration, product management and engineering, yes.

In fact, in our organization the PMO or project management office is beginning to leverage communities to share common practices around the world.

I like the idea of yearly sales meetings and there's other functions, supply chain and some of those things. And grass roots and sponsor, sure, collaboration between offices, on-boarding, what a wonderful thought.

I have to tell you about a community that's been in place now for about six months that people are going to be coming in as interns and people who are going to be on-boarded at some point can go externally to find out about the company. That's a terrific idea.


Auditor workshops, sure, especially if you're doing global audits. We do a four-day close in accounting right now in trying to coordinate those activities with new tax laws, great idea to do it.


Designer collaboration, yes, we use that in Europe for our mobile phones and some of our network operations. Alumni of our learning, what a terrific idea. Bring them back to see how they implemented what they learned whether it's engineering or sales or leadership.

Yes, that's a great one. There are some terrific ideas here, a lot of people putting up the same things around projects, software.


Gender and diversity groups, yes, we have that in use and I can tell you it's very gratifying to them to be able to share asynchronously. Most of these people are trying to work twice as hard so they can get recognized. And having a group that supports that is very important.

Well, I think you've hit all of them. That's a wonderful list. And thank you very much for sending that in.


I think we need to get onto - into this right now. I want to quickly go through a survey of our community members. It was done by the University of Illinois. It kind of looks like this. It was a five-point (micro) scale. The good news, it was pretty high, much higher than we thought it would be.


The low bars refer to people in the communities that were asked what about your feelings about your own contributions to the community. And as people usually they do, they kind of undervalued it in those locations. And the big bar on the right was a question asking how many months they had been in the community. And that's why it's so tall.


So my question is - or my statement here is we have a vision for where this is going. I'll point out that the virtual engineering symposium that we did was conducted entirely with resources and people within our business unit. The learning organization only promoted the idea and made the proposal. The business was able to do it all by itself.


And so another point for you to think about is people in your organization are probably ready to do this if they haven't already. And this can be done entirely within the business, capture (tasks at) expertise and share things widely.


My question is how did we do this before the Internet? So I have a little story to share with you that helps lock in our perspective of what kind of knowledge might we try to share widely in communities and what would it be used for.


And this is a picture of Oxford in England and (Danny Hillis) who did some innovation work - done quite a bit of innovation work who spoke here some time ago.

He was visiting Oxford in about the 1980s or 1990s. And he took a walk through this college. And of course the ceilings are held up by very large oak beams 40 feet long, 24 inches on the side.


And it was built in 1386. And in 1856 he was hearing from his tour guide the beams had deteriorated and needed to be replaced. Well, anybody online remember what England was doing in 1856 with their oak trees? Yes, they were building war ships.


And so the university kind of struggled to where would they get oak trees to replace these beams at this time. And they found out that Oxford had a forester. And they went and approached the forester. And they said where in the world would we get oak trees this size anymore that we could use to make beams?

And the forester said well, as it turns out Oxford has a forest down in the southern part of England. It was planted in 1386 when the building was built to supply replacement beams for the ceiling.


Well, Danny's question was well, in 1856 when they used these trees for the new beams did they plant anymore? And as organizations what are we anticipating the knowledge capture and repositories must be to enable our businesses in the future?


I don't think any of us are thinking out 500 years for what ought to be in our knowledge capture systems. But it's instructive and thought-provoking to say are we just being responsive or are we being anticipatory.


All right. That's the end of the conference. I'll be very happy to have the operator open up the line for questions. It's now pretty close to the end of our seminar. So hopefully we can have you stay on a bit and ask questions.

Operator:
Thank you, sir. Ladies and gentlemen, if you do have any questions or comments at this time, please press star 1 on your telephone keypad. Again for questions, please pres star 1. We'll pause for just a moment to compile the Q&A roster. You do have a question from the line of Jeffrey Harris.

Jeffrey Harris:
Yes. I'm curious if you did any research on the use of your communities in age whether senior employees use it as often and as thoroughly as your younger employees.

Art Paton:
I think that's an outstanding question. And, yes, we did some anecdotal research in that area. As it turned out the very first communities that were set up were often done by the more senior engineers who needed to do an integration or collaboration that they really simply didn't have another way to do.


I think some of the better communities that were set up later on were set up by younger people who were more adept with the tools. Our initial implementation of community tools here was not as easy to use as you might think and a lot of the older folks kind of gave up on it. The younger folks found that they were more adept at setting up the communities. Thanks for that question.

Jeffrey Harris:
Thank you.

Operator:
Your next question comes from the line of (Luke Norman).

Art Paton:
Hello.

(Luke Norman):
Hi. I was wondering if you had done any work setting up communities around training programs (getting) people involved during and then after the program?
Art Paton:
We - after which program? After this one?

(Luke Norman):
No. Just if you had to run training programs specifically on a certain topic, how you have the participants in that training program involved in a community afterward.

Art Paton:
Oh, yes. In the training that we do for knowledge community leaders, a great deal of what we do is about how you keep people participating. And that's really the nut of the role for a knowledge community leader.


And it's why it's so important to gather the initial members of a community together first because if the people don't really see a value to their contributions and they don't see value in what they might get from others in the community, they won't participate.


And the role of a knowledge community leader is to set up that mutual value and mutual respect first around a purpose for the community and how they would know they were having an impact and a value and have that solidly in everybody's mind before the community is started.


Our experience is that if you set it up first and then expect that to happen it won't and people just won't participate. Nobody needs an extra place to go in their work day. And they're just too busy. Does that answer the question?

(Luke Norman):
That does. And where have you identified the knowledge community leaders? Are they participants? Are they more managers or VPs?

Art Paton:
In our sort of grass roots startup the vast majority of knowledge community leaders are passionate practitioners in a particular area that realize the better answers and the future implementation of what they're trying to do requires a team. And they set it up.


And the best communities are around compelling ideas that attract people. It's a principle that we haven't said a lot about. But it's like product development. You know, the good stuff attracts people and the bad stuff doesn't.

(Luke Norman):
Thank you very much.

Art Paton:
All right.

Operator:
Your next question comes from the line of (Carla Smith).

Art Paton:
Hello, (Carla).

(Carla Smith):
Thank you so much for the opportunity to ask a question. I really appreciate this presentation. I was curious. How many people are needed for a community to be effective?

Art Paton:
Oh, good question. Can this be small or large?

(Carla Smith):
(Right).

Art Paton:
The largest community in Motorola that I know of is about 1500 people. And about 400 to 500 of them participate actively on a regular basis. I guess the rest just sort of check in every once in a while.


The smallest community I know of, and there could be others that are smaller, is eight people. And that formed a year ago. And it was around developing HR strategy.

And there aren't too many people in our company that play in that space. And so that community is eight. When one of our other communities started up it was only six people. But when we advertised it and said this was what it was about it rapidly grew up over 30.


So I think the optimal size for a community can be different than it is for say a meeting or a small working group or project team. Because the work is done asynchronously, you don't have people trying to contribute and talk over each other on a teleconference or in a meeting. And you get more and higher quality information in play in the community than you might in a meeting.


And so also people feel less inhibited about doing so because they're not in a meeting with somebody who's pounding the table. So I think that helps in terms of the diversity, the broader view that you get in this type of asynchronous collaboration. Does that answer your question?

(Carla Smith):
Yes, thanks. I appreciate it.

Art Paton:
You're welcome.

Operator:
Your next question comes from the line of (Bryan Chapman).

Art Paton:
Hello, (Bryan).

(Bryan Chapman):
Yes. I just had a question. Do you have a separate site where you have compliance training and things that are tracked and aggressively monitored? And have you tried to do anything to bridge the communities to those structured learning environments or do you tend to kind of want to keep them separate?

Art Paton:
Well, in terms of learning, compliance learning here is handled the standard way through the learning management system where the communities actually help is in formulation of what compliance training we need.


There's a community for example around trade compliance. This is a very important topic for us since we build in all kinds of places and sell in all kinds of places.

The EEO and legal and workforce compliance pieces are actually handled a different way. We contract with a group called Learning Resource Network and they host and develop and research the learning outside of Motorola and provide it to us as a service.

(Bryan Chapman):
And I'm just wondering if you've ever tried to bring in like content from the (LMS) directly into a community, if that's something you try to do?
Art Paton:
I understand now, yes. Well, we do that a couple of ways. And actually it goes the other way as well. A lot of content is developed in communities that we wish was in learning.


And so our strategy here is since we have so few people in learning left in the company is to equip knowledge communities with e-learning development tools and methods so they capture that expertise or that tacit knowledge into a form that they can host in the community.

And should it need the service of our learning management system to distribute elsewhere for some reason, we can bring it into learning management system as a program.

(Bryan Chapman):
Thank you. That was great. Very good presentation, thanks.

Art Paton:
Thank you. Other questions?

Operator:
Your have a question from the line of (Mike Tellestad).

Art Paton:
Hello, (Mike). Hello, (Mike).

(Mike Tellestad):
Hello. The - there's actually two questions. One is how much time is spent actually managing this - all these systems? It seems like somebody has to be - kind of be in charge of keeping things on track and managing the setup and the software.


The second question is could you give an example of a group in each category? You mentioned the kind of grass roots groups and the sponsored groups. Give an example of each one - an example that worked really well in each case.

Art Paton:
Okay. First of all the number of people that it takes to maintain this stuff, the Internet Excellence Team in our company is a combination of IT and corporate communications. And there are people from both disciplines that sit together in a council that tend to manage the approach to this.


At the outset of community tools we had one person, one, count them, one, IT strategist who had done a lot of work in the collaborative action areas of research that people do.

And a lot of the actual hard literature on how you get people to work together effectively is in collective action. And that scares a lot of managers and HR people. But that's where the really good information is.


And in order to manage the networks there are two people who are responsible for the Open Text platform. That's two. It might be a surprise to you.

There are two people who are responsible for the corporate communications and promotion of social networking tools. And there's me who's responsible for implementing these tools for learning. That's the group that actually does all this.

(Mike Tellestad):
So this is like five people full-time for Motorola?

Art Paton:
No. This is five people part-time, all volunteer. There's no formal role for this in any of these cases, well, except for the Open Text platform. Those two people actually are employed to support the platform. The rest of us are doing it as our night job. The Knowledge Community Resource Office is ten people and they're all volunteer.


In terms of examples of the best communities, I think the Agile community is probably the best of the grass roots. Brad Appleton is well-known in the Agile community as one of the first implementers in the methodology. And he's at Motorola.


And he had a working group of about 15 or 20 people in our company to try out the methodology, very grass roots. And he was working on it four or five years before he actually broached it at an operations review. So it was almost like a skunk works project.


The HR communities, the 16 HR communities were as I said directed by an HR VP who immediately recognized the value of cycle time reduction and more efficient collaborative work and essentially spearheaded the setup of those communities globally. So examples of grassroots in our company and a senior-sponsored one.

(Mike Tellestad):
Okay. Thanks.

Art Paton:
You're welcome. Another question?

Operator:
Your next question comes from the line of (Ivan Corbett).

(Ivan Corbett):
Hi, Art. I really enjoyed the - today's presentation and found it very interesting what you were saying about the on-boarding and having new interns be exposed to the company before they actually start.


What - is that pretty much an automated system? And that's one part of my question. The next part is have you seen, have you got any anecdotal evidence or any information about this having an impact on employee engagement and retention, that sort of thing?

Art Paton:
Well, we don't have any (data), anecdotal or otherwise on whether interns come back to work for us or whether employees tend to seek us out because we have that kind of an on-boarding process. It's very anecdotal at the best.

People say they like it and they think better of Motorola because we have it. So if that's of any help to you that's what we hear.


There are actually several kinds of social networking tools that we're using to engage with interns and new hires or fresh-outs from university. For example we don't have a great big table with posters and stuff anymore at university.


We hand people a memory key that's in wrist-band format which has all the information on on-boarding and internships and links to external communities that they can participate in and Twitter accounts that Motorola uses to promote its - process its people and its approaches to things.

And so interns have and fresh-outs have a wide variety of social networking ways to engage with each other.


There are internal intern communities that manage the intern relationship. There's one person in HR who's under 30 who set up that community and manages that community and updates the information in it and makes sure that people are connected once they're here.

And also tends to set up and manage the intern events that bring people together and help form longer-term relationships. And the same thing is done with new employees. Does that help you?

(Ivan Corbett):
Yes. That's great. Thank you very much.

Art Paton:
You're welcome. Other questions?

Operator:
Your final question comes from the line of (Ron Bricker).

Art Paton:
Hello, (Ron).

(Ron Bricker):
Hi, Art. How are you? Thank you for your presentation. I was just wondering what are some of the metrics, financial or otherwise that management uses (that term) success and how often are those measurements taken?

Art Paton:
That's a really good question. With respect to individual communities that have senior sponsorship, our process calls for quarterly metrics review.

Communities that are working on processes, tools or methods have those pretty well nailed down because processes, tools and methods are usually connected to projects that are working differently because the community is there.


And so managers are measuring things like cycle time for projects completion. They're measuring cost reductions and things like as silly as telecommunication services. If you're doing it all on the net you're not using the phone. And teleconferences internationally are pretty expensive.


So they're measuring a wide variety of things. But I think the major focus is on time-to-implementation or cycle-time-based things. In our company we have a sort of cultural belief that if you're doing something faster and well you've got everything well in hand.


And I think this idea that you can make business happen more quickly, product development happen more quickly and collaboratively and to improve the quality of what you do by diversity and collaboration. And they see those in their business metrics through actual customer satisfaction parameters and actual product performance factors.


You know, we concentrated in this presentation on productivity for getting software out. But I can tell you when you get software out faster in the marketplace you win and you have a product out there and your business does better.

And so you're going to begin seeing some of the fruits of that in the next year from Motorola's new product releases. And I think that's where the real metric is. Is that helpful to you?

(Ron Bricker):
Yes. Thank you.

Art Paton:
You're welcome.

Operator:
And, sir, you do have one more question.

Art Paton:
Yes.

Operator:
And that is on the line of Kong Chin.

Art Paton:
Kong Chin, how nice that you were on this. Nice to hear from you again. Kong is an old friend of mine from Motorola. How are you doing?

Kong Chin:
Fine, thank you. I've been on the line since 1:00 o'clock and it's 2:00 o'clock in the morning in Hong Kong.

Art Paton:
Well, thank you so much.

Kong Chin:
(Unintelligible). How do you motivate members of participating in the groups regularly? And second question is when do you terminate or disband a community?
Art Paton:
Excellent questions. I wish I had that question earlier on so everyone who was still on could hear it. Two ways, we advise knowledge community leaders that they need to implement some incentives for people to take time out of their busy day to participate in a community.


And so one of the primary steps is to ensure that the community member is respected and their contributions are valued by the leader and the other members of the communities. That's Number 1.


Number 2, when a community is set up electronically like the ones we've shown, community leaders are encouraged to request that each member contribute something from their area of expertise immediately.

So the community is instantly populated with a lot of expertise or experience from the membership and people begin to see the diversity of value from the membership of the community.


Third, community leaders are asked to tend to operate new communities in what I call dispatch mode where you don't wait for people to put things in, you go out and ask them to. And that's another way of keeping people connected to the community.


And I think the fourth step that we did that really helped was have community leaders educate members on efficient and effective use of the community. These tools are not particularly intuitive.


And, you know, how you post a blog entry or how you put something in a forum or how you start a new poll for the community members, you have to be shown how to do that. And then if leaders take that and do that proactively it really enhances things.


In terms of closing down communities, we've seen two steps. Number 1, with Phase 1 communities that are only existing for a short period of time to transfer a piece of short-term information, the tendency there is to simply have a conversation with the knowledge community leader and to let them know it's okay if use of the community drops off and no one is finding further value in it.


We do say to them, you know, there may be some tacit information in here that's going to be useful. So you should maybe migrate that to a document repository and identify it clearly. But the ongoing collaboration is over and we don't need to do that anymore.


We also encourage community leaders as I said earlier to migrate to a Phase 2 community that's more forward-looking and sustain the community activities. But it's really okay for communities to drop off and you can see from the information I shared earlier lots of them do.


The only other reason that we would encourage a community to cease to exist is if it was a duplicate function. And we had this occur on several occasions where communities would pop up on the same topic in different parts of the world. And it's not terribly easy to find all the other communities that are out there even though we have a directory. It's a long list you have to look at.


And so we discover these and we encourage the community leaders to get together and join forces and usually one or the other of the communities goes away. And all the information is found in one community. Does that kind of answer your question?

Kong Chin:
Yes. Thank you.

Art Paton:
Nice to hear from you, Kong. Glad things are going well for you.

Kong Chin:
Thank you.

Operator:
And there are no further questions at this time, sir.

Art Paton:
Well thank you to the operator. I guess we'll close the event. And thank you everyone for participating. I think you had great questions and I really like your suggestions for the places you'd implement communities.

And the person who put Argentina in here as the place where that large beef was placed in front of me is correct. You're the winner. Thank you all very much.

Operator:
Ladies and gentlemen, this concludes today's conference call. You may now disconnect.
END
