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Abstract: Organizations may experience a knowledge gap and the most common way of covering the gapisto either
competence needed or educate the existing work force. In this paper, we present a case study of a training eXecutijy,
experienced a knowledge gap regarding his own execution of his job. The case study shows how learning by doing dole that
learning, assimilating, developing and sharing knowledge in an organization can enhance and develop ones work a’nd in’;sb

changes in ones workplace. This paper will present how this approach has contributed to develop routines f°r~trainin uce

staff, and how it has enabled the co-workers to take part in developing these routines, and execute them, The feSugltn-ew
dramatic reduction in the time it takes new staff to be operable. Sa

hire the
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1. Introduction

In order to develop and stay competitive, many organizations also need to be learning organizations, Knowing 3
that any learning organization is dependent on that it is the individuals within the organization that needs t,
learn, for instance about either about new approaches or new technologies, it is vital also to disseminate, share
and make use of this new acquired knowledge (Davenport 1998, Filstad and Blaka 2007) in order to make
learning in organizations happen. R
For a learning organization, it is possible to gain new knowledge in different ways; by organizing internal courses,
send staff to external courses/education, or by recruiting new staff. When recruiting new staff, the time it takes
from the hiring to being fully operable may vary. The longer it takes for the new staff to be operative, the higher
the cost for the organization (Filstad and Blaka 2007).

However, it may also require a learning process in the organization. If the organization experience a long period
before all new staff are operable, it may also be necessary to do something about the training or introduction.

In this paper, we present a case study from Norway. The person in question, our informant is a training executive
at a department of a larger company and responsible for developing a new program for the intern- training in
his workplace. The background for changing the newcomer training is said to be a high turnover in the company,
and thus the need for training in the workplace is comprehensive. It also has been a problem with how the
newcomers are prepared for the job. They have had a system with the most experienced employees being
responsible for training newcomers as a side-man training. The problems with this seemed to be that

" The learning process would take a long time as it took about a month before the new employees were
operative,

" The quality of the training would differ due to the senior member’s competence, sometimes in lack of up-
to date-knowledge. ‘

Ourinformant has taken a study program at The Inland Norway University of Applied Sciences called “Knowledge
Management” and consists of 4 courses of 7, 5 study points each. The study is seminar based and with extensive
use of “flipped classroom”-approach, using streaming video and assignments between the seminars and student
active methods at the seminars. The study Knowledge Management has been taught using student active
methods that support and facilitate for reflection and reflective thinking.

In this case study, we look into and show how individual learning and organizational learning can be connected.
It shows how it is possible to build a bridge between the formal knowledge and learning with learning in the
workplace. We argue that the case show how this person has been responsible for implementing new regimes
based on what he has learned from his studies. As well as this case shows learning processes on different levels
— also within the organization. How he has managed to utilize his knowledge in order to facilitate for a learning
process and a change process within the department makes this an interesting case.
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5. Theoretical backdrop

pavenport and Prusak (1998) defined KM as being about capturing, distributing and making sense and use of
knowledge. Reducing training time on new staff and supporting their development to become “full members”
of the organization, means that monetary costs are.reduced as well as the organization has enhanced its
knowledge repository. This will aid in the process of staying competitive. This also support Frappaolo’s (2006)
definition: “knowledge Management is the leveraging of collective wisdom to increase responsiveness and

innovation”.

Gilbert Ryle (1949)introduced the terms “knowing what” and “knowing how”. Combining this with Peter Senge’s
(1992) five disciplines about sharing visions, mental models and working in teams to support personal mastery,
will support systems thinking. To be able to understand “the system” and utilize this understanding in order to
enhance the work environment is a key to innovation and development.

When deciding on new staff, this may be a decision made after finding a gap between who works there and the
work tasks in question (Lai 2013). Linda Lai has introduced the knowledge gap model.

Defined Used
requirements for Competence
competence

Learning needs ) . .
Need for Mobilization

mabilization potential

_lgUre 1: Competence mobilization model (Lai 2013)

*_\E model show how knowledge can be distributed in the organization. The knowledge in use may differ from
the collective knowledge. The mapping of the total competence can disclose unutilized competence. The
knowledge needed but not existing in the organization can thus be acquired by educating the staff or hire new
A rk.force. Training new staff can be time consuming and the time that it takes the new employee to be fully
‘Ct'°_"a| may vary. The shorter the time is, the more cost effective for the organization. New staff and/or
“. may als.o contribute towards learning in organizations. If they have .the competences and/or
B e ﬁe needed |'rl1 the organization, it is also a question of disseminating and sharing the knowledge and put

j : _n°W|Edge to work”. This may require different processes. For instance, to make use of new knowledg.e
€quire a learning process from the organization that resemble a double loop learning as described by Chris
8Yris and Donald Schon (1996).

‘Gaverning Problems ,
* Values or ARt . ¥ o errors a
Assumptions

single-loop learning

- Bouble-loop learning

S‘ng|e

. >€and double loop learni m izati i i i .
3 ea : : tion perspective (Argyris
:Dd Schén 1978) p learning from : Organizational learning: a theory of action persp .
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This means that the organization needs to do things differently in order to make
may require changes in organizing, in how they organize knowledge sharing,
sharing, and how they organize the processes of organizational change.

use of the ney, knowl
how they rewarg ::‘;
Wi

vyl

The change process is also a learning process. It is thus also important to draw lessons from adu learni i
learn best by using their previous experiences to acquire new knowledge (Dewey 1938), Just like Drn,,) A
(1984) described in his experiential learning cycle, building on existing experience, new experienCeSawd A, Kok
a reflection process around what happened and lessons to be drawn from the New experiences €an |g;

process this in order to establish new experiences to learn from. » and hoy,

Concrete
Experience

(doing / having an \ .
experience) 5 Sk

Active Reflective
Experimentation Observation
(planning / trying out (reviewing / reflecting
what you have learned) on the experience)

k Abstract l

Conceptualisation
(concluding / learning
from the experience)

Figure 3: Kolb's experiential learning cycle

To be actively involved in the learning process is another key feature (Knowles 1984, Knowles 1990). The
“owning” of the new knowledge and organization is important to secure loyalty and ownership towards the
solutions. Knowledge can be distributed in different ways. One can learn by working together with peers and :
copy what they do. This “apprenticeship” can be important when sustaining a particular knowledge in an
organization. In order to create new knowledge, it is possible to create what Jean Lave and Etienne Wenger call
“Communities of Practice” (1991). This is in short where peers meet and discuss solutions to existing or emerging
problems. Depending on the area in question and the experience and knowledge level of the peers they will
have different roles in the community of practice, meaning their legitimate peripheral participating may vary.

Some types of knowledge is also difficult to share, such as tacit knowledge. Tacit knowledge is the type of
knowledge that is difficult to verbalize and is a part of the individual’s internalized personal knowledge (Polanyi
1967). Nonaka and Takeuchi (Nonaka and Takeuchi 1995, Von Krogh et al. 2000) described a way of distributing
this tacit knowledge, called the SECI-model.

—  Tacit Rndwledgc

Soclalization Externalizaticn
) Empathizing ; Artlculating b -
Tacit _ ] i : Explicit
knowfedge ) . . Knowledge
Embodying N Cannecting
a ‘
—
tnternalization Combination
) i 3
i Explicitknowledge o

Figure 4: The SECI-model from Nonaka and Takeuchi (1995)
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ng tacit knowledge by socializing and discussing around the theme in
on. It then needs to be connected

ds to be elaborated and thus externalized through articulati
h the learners own knowledge and Jastly, they need to internalize the new knowledge and

and thus again; tacit knowledge.

The figure describes a way of disseminati

question, this nee
and combined wit

t their own,

make
edural. Gilbert Ryle (1949) describe

out knowing when to

e or proc

owledge is only declarativ
sometimes it is also ab

hat and knowing how.
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of knowledge as knowing W
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different types
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3. Methodical approach
The research design is a case study with a one-C

henomenon within its real-life context, especially when the bou
are not clear and the researcher has little control over the phenom
give us the possibility of understanding the interaction between participa
1 possibiﬁty of so-called thick descriptions of the case and the situation (Geer
Remenyi (2012) states that before a case study research one shou
study was done as a part of the pre d the outcome of this resul

ase study unit. Yin (2014) defines a case as “a contemporary
ndaries between a phenomenon and context

enon and context”. The case-study approach
nts and context. It also gives us the

tz 1973, Remenyi 2012).

e study. The pilot case

|d conduct a pilot cas
he present caseé study.
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ant data. Our ”gatekeeper" is also our
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ern-training program in his workplace.
the informant. This has given us an
ses. The fact that his job gave him the

ting the newcomer intern-training
.realityis constructed by
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at capturing the
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 ensures access to relev

suggest using a ”gatekeeper” tha
relevan

chose our informant on the background of his
student and at the same time responsible for the int
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he informant has experienced his learning proces
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teresting case for us to study. As it is our understanding that“
heir social worlds” (Merriam, 1998), in analyzing our data W
process and of the organizational events. We aim
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learning and organizational changes have taken place.
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Management (kM)
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possibility of combining
~ program made him anin
individuals interacting with t
informant’s understanding of his learning
informants’ meanings of these processes.

- understand how the processes of both individual
the processes of

scription of the case, and
views with other

hough we have a broad de
do observations and inter

Limitations to the study will be that, alt
|d have been interesting to

learning and implementation, there wou
members in the workplace.

4. Results
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Before: After:
Share knowledge: “sideman training” — where the most A form of apprenticeship training is st
experienced was responsible for training newcomers experienced employees are mentors tq N use

along their work, and showing them the ways to do the it comes to learning in praxis. Neweg

job. The learning sequences are more intens; ;
Problems with high turnover one week. Ve ang a5y o
Correct knowledge-risk that the quality of the training The management are more in control with ¢, »
would differ due to the senior member’s competence the “curriculum” are more standardized thy € Contepy
It took one month for newcomers to be operative Newcomers are operative in two weeks N beforg,

Our informant “has brought his school-books with him to the workplace” and have combined
developing the new training-program. He has thus managed not only to relate to the study program i
from the curriculum, but has also achieved to take the knowledge with him to work (literary Spoken) and &3
good use of it in his job, namely as a reflective practitioner._We find that our informant has hag a |earni:nd ]

on an individual level. It seems that the new competence has also been transformed into a Iearnin‘g p%opro
an organizational level, and thus be contemplated as a form of reflective practice (Bolton 2014), “'"

hiS Studieﬂ

Is there according to our material a culture for learning in the organization?

In the interview, our informant points out that the change in intern-training has been initiated by the loc

management. “It’s local, not something that has been thrown down on bs{rom above”, ocel
This statement points to the ownership of the solutions. To have been a part of developing the solutions thay
have made use of, is important for the dedication and loyalty towards the work to be done in order to solve the
problem (of reducing the training time for the new recruits). This coheres with organizational learning theory
that support the co-development with the workers in order to create sustainable solutions (Filstad and Blaka
2007). Establishing a culture for introducing knowledge management (KM) issues is according to Davenport and
Prusak (1998) difficult to enable. This is confirmed by Moffett et al. (2003) who have done investigations whera
few report on the climate change that enables the KM issues to unfold. In our case study, the climate and culture
for embracing KM issues (e.g. knowledge sharing) has been a major factor for learning in the organization.

5. Conclusion

The background for our study is the development of KM process in a company in a town in Eastern Norway. Our
informant has participated in a “Knowledge Management” study program. At the same time, he started ina
new job as responsible for developing a new program for the intern- training in his workplace. Where problem
with high turnover and the need for workplace training is comprehensive. It also has been a problem that it took
a long time to get the new employees operative. Furthermore, the quality of the training would differ due to the
senior member’s competence. The way our informant has managed to reduce the time of the newly recruited
personnel to be operative (from several months to approximately two weeks), is a result of how our informant
has introduced the change in the organization. The co-workers have had a part in how they were to organize the
work of training the new staff (create “apprenticeships”) and this has required a double loop learning cycle
(Argyris and Schén 1996) in the company. The way they have found the new way of training new recruits
resembles the use of Communities of Practice, and the employees take responsibility of the training and seem
to “own” the solutions.

The “apprenticeships” is a way of sharing both tacit and explicit knowledge in the organization.

The case study shows how an employee with a knowledge management theory based education, can have an
impact on major changes in the intern-training of an organization.

5.1 Further research

The discovery of the lack of updated knowledge requires attention and how our informant should go about
detecting less updated knowledge and organize training for these employees will be an interesting research
project. It is required and necessary for the organization to be updated regarding their work. Following up our
informant in this work, will be interesting and be a source for further research.
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