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I'T SKILLSUTILIZATION: FROM RHETORICAL VERBALISM
TO APPLIED KNOWLEDGE MANAGEMENT

Miltiadis D. Lytras Athanasia Pouloudi
Athens University of Economics and Business Brunel University
mdl @aueb.gr Nancy.Poul oudi @brunel.ac.uk
Abstract

The new challenging business environment recognizes the exploitation of the intellectual capital as a critical
business process. Furthermore the need of the modern organizations to utilize their knowledge assets that are
employed for the achievement of performance is more than ever well justified. Our paper discusses an
advanced KM system, which is partially developed under an IST project called MODEL (Multimedia for Open
and Dynamic Executives Learning), and a proposed system called KNOWLEDGE CHANGE submitted on the
last call of IST.

Introduction

Knowledge Management in recent years has been one of the most frequently mentioned terms. The objective to formulate,
evaluate and exploit theories and tools in order to set effective processes in business units seemsto bein the leading priorities
for the digital economy’s enterprises (Armistead 1999). Besides that the management of knowledge assets in business units,
incorporates the discovery of knowledge in many levels of the organization. Products, people and processes define atriptych of
analysis (Quinn, Anderson et al. 1996). The market of the knowledge management tool s comprises a massive range of solutions
that help the capture, the organization, the management and the use of knowledge resources. Nevertheless it has been realized
that the mgjority of such systemsisjust gloss of the knowledge management on its key dimensions. The MODEL approach is

trying to define a new market of knowledge management solutions and tools. We could describe it as a niche market that
facilitates the development of competencies and the exploitation of the human capital.

The core competenciesin the modern organi zations are constructed through vital business processesthat in general provide aweb
of interconnections among people, knowledge resources, customers, tasks and evaluation standards (Civi 2000). The major
observed problem in the current situation is the absence of knowledge management systems that increase the re-usability of
knowledge for training purposes. The executivetraining ismainly accomplished with executive seminars and variousworkshops
with reliance on undefined quality standards. Moreover most of business units suffer from their inability to support new hired
employees according to the specific characteristics of their core busi ness processes and busi ness environment in general. The cost
for training anew employeeissuperlative and increasesif wetakeinto account knowledge oriented and not only routine business
processes. |n other words we have an exponential increase for the cost of training or learning when the subject of thetraining is
more val ue creating. The development of atool that could manage effectively the required knowledge for the comprehension of
knowledge processes (Gooijer 2000) is the objective of our research effort. The major research questions derived from our
intention include:

»  Theknowledge delivered on executive training programsis something taken for granted or it incorporates synthesis of well-
defined value components?

* Isthereasimplelearning scenario that fits best to the business process training?

* Can we distinguish learning processes that enhance and facilitate the knowledge delivery in an advanced system for
executives training?

« Can we categorize these learning processes in a hierarchical way using a value metric? For example, can we distinguish
learning processes on avalue delivery basis allowing building learning scenarios of different difficulty and value?

» Can we analyse the logic of such a system and distinguish technological components? And is there any direct relation
between the implementation of each component and the learning process that supports?
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» Can we embed dynamic characteristics to the whole system based on the nature of the knowledge components and the
diversity of learning processes?

e Onamore abstract way can we create theoretical concepts e.g. conceptual maps or grids that could directly link business
processes types with learning scenarios?

MODEL tool-set systematically pursues to answer the above questions. The overall objective is to justify the necessary

components of a KM system that will be able to support the development of executives in business environments as well as
Training Departments of Organizations, Corporate Universities, Distance Learning Programs, Universities, Learning portalsetc.

Research Context

The development of MODEL tool-set A METHODOLOGY FOR STRATEGIC IMPLEMENTATION OF EXECUTIVE TRAINING
has to be based on extensive research.

The specific characteristics of execu- 1. KM SPECIFICATION

t|VeS as Iearners as We” aS the KNOWLEDGE CATEGORIZATION METADATA KNOWLEDGE BASE
understandi ng of the business Ef/&%ﬁ%’v """ OF KNOWLEDGE [ SPECIFICATION [ DEVELOPMENT
processesindetail (Jacksonand O'Dell :

1998), require the analysis of many 2. E-LEARNING STRATEGY | M

issues. Additionally the nature of LEARNING LEARNING DESIGN OF LEARNING
learning is so complex that challenges soecrioamion | peenrion | Tewpiares | SPECIFICATION

the engineering of such a system that 0

could managetherequired knowledge. 3. LEARNING EXPLOITATION v

Knowledge management theory,

learning theories, system analysis and chESr\ﬁ\iEIo """ Spsggllllé-/l;l‘lggN WOR;II%EASREA-?I'ICES PROC%EAI{/QIE%ENG """"" sYT,EérTGY
design, Databases, expert systemsand

web development are namely only a 4. TECHNOLOGY INTERGATION

few of the key terms for the efficient

implementation of MODEL tool set. Jrereaces | PROCESSES | seanrics [N LEARNERS
Figure 1 summarizesour methodol ogy = f
for strategic implementation of R [ LEARI. OBIECTS e JINING e COLLABORATON  fr
executive training through advanced

knowledge management systems.
= . . Figure 1. The Methodological Framework
our general dimensions are

recognized as critical steps for the
enhancement of executivetraining: The Knowledge Management Specification, the e-learning strategy, thelearning exploitation
and the technology integration.

Value Delivering Learning Processes

Knowledge management literacy is full of similar approaches for the determination of the value chain of knowledge
transformation (Butcher and Rowley 1998). Our research is based on a clear assumption: Executive training delivers value to
executives through a continuum of separate but complementary processes. These processes have to be clearly defined in terms
of sub tasksthat construct and exploit the learning content. From this point of view we can distinguish the concepts of learning
processes and business processes. A business process is a composition of interrelated tasks that need knowledge in order to be
implemented effectively. Theidentification, the categorization and thetransformationin re-usableformatsallow the establishment
of an effective human resource management mechanism.

Thecritical question from this perspective iswhether we can transform the critical knowledge in such aformat that could be used
for training purposes in business contexts. The emerging issues of enterprise portals as well as corporate universities (Dealtry
2000)base their attractiveness and capacity on flexible and dynamically constructed learning products. Such afacility formulates
anew competitiveweapon for the modern busi ness organi zations. The need for immediate utili zati on of knowledge capacity under
pressure and validity conditions definitely justifies the business value of such a system.

Moreover the learning setting for a system like the one described above is very difficult to be defined. The essential concept of
this approach would be the definition of specific learning processes that can manipulate separately or jointly knowledge
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components. Their combinations model a variety of learning scenarios, which can be used by executives for personal
development. Of coursethelinkage of business processesthat incorporate the knowledge and | earning processescan bemanifold:

The specification of learning processes appropriate for specific knowledge elements

The classification of learning processes on levels of different knowledge intensity

The specification of learning scenarios capable of supporting the executives training for specific business processes

The dynamic construction of learning products through the employment of specific learning processes.

The categorization of knowledge componentsin a hierarchy based on their value dimension

The proposition of knowledge-business processes/ learning processes matrix which specifies different modes of executive
training.

The distinction of specific learning processes implies different levels of technological requirement and consequently more
sophisticated technological supported environments. Each learning process is a combination of learning tasks, which jointly
structure the learning space for the user. These learning processes provide constructional pieces that can be manipulated in
different manner according to the different types of business processes. Of course it would be a much more useful if we could
incorporate this ability and in the learner’ s side. Let’ s think about a Knowledge Management system on which the educational
space isdynamically created according to the preferences of the learner or through adiscovery of required learning processes.

The most challenging issue of our research isthe detailed analysis of thelearning

processes from a logical perspective as well as from information required to ANALYSIS
support the logic and the functions of a Knowledge Management system.
Consequently, the detailed analysis of the learning processes will provide an
overview of the necessary dataelements, metadataand procedures. Anextensive
approach focusing on the specification of metadata and XML components is
currently themain research work that isundertaken. M etadatamodel sfor learning
suchasIMS, LOM, and SCORM arecurrently analysed in order to promote anew

FIND DISCOVER

RELEVANT
OBJECTS COMPONENTS

PRESENT

metadata set for learning purposes. The object-oriented analysis of such asystem RELEVANT - DEFINE
is not only critical for the success of the research effort but relates the learners KNOWLEDGE 4 CONNECTIONS
satisfaction directly to the necessary processes and data of theintegrated learning * “\RELATIONS

environment. Figure two, definesthelearning process Analysis asacombination
of relevant learning tasks. The Author of the MODEL tool-set in order to usethis
learning process on a specific executive program that develops hasto put effort
on various requirements. For example, he has to provide the knowledge base of
such a system a number of “relevant” objects such as theories, real world case
studies, abstracts, experiments etc, so as to enable the student to find them.

STORE DRAW
CONCLUSIONS |CONCLUSIONS

Figure 2. The Definition of Learning

] Process Analysis
Learning Product y

The second variable for the establishment of dynamic MODEL tool-set would be the development of learning products with a
different mix of value components in terms of knowledge, attributes etc. The creation of the learning products and their
exploitation will be utilised under acustomised mechanism on the author and the learner side. MODEL approach isbased on the
belief that learning and especially executives learning is a synthetic process that delivers a kind of product, with specific
characteristics to its recipients. In addition to that we have to mention that such a product is not only tangible (e.g. a 40-hour
content material) but also intangible (e.g. incorporates degrees of motivation, problem solving capahilities etc). In general, every
product due to its characteristics has avalue.

In our opinion this marketing based approach can be really are-designing tool for the executive training. The first implication
of this approach is the need to clarify the term of educational product. We suggest that educational product is a value carrier
(driver) that is formed through learning processes that have tangible and intangible value-adding components. The potential
capacity of learning product is the full exploitation of the human capital that exists in business processes.

Our belief isthat educational product isnot only a schematic creation with little application value. I1ts components incorporate
substantial value and furthermore their creation requires specific processes. Moreover thelearning product on executivestraining
isamix of value delivering components. We distinguish six value components for the learning products of a system capabl e of
supporting executive training: Needs, Knowledge, Motivation Elements, Problem Solving, Team Synergy and Packaging.
The employment of technology will admit the step-by-step construction of learning product in a two-fold way. From author
perspective who isthe responsible for the incorporation of learning products ingredients and from executive learner perspective
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whoisgoing to usethefunctionalities of the KM systemin order to find the appropriate |earning productsfor his/her devel opment
and to customize the learning scenariosin avalue delivery mode.

Through this approach the MODEL tool-set can be developed further. The PACKAGING

Learning products construction on areal business environment hasto transform PROBLEM SOLVING
business processes in specific learning products, suitable for learning purposes. TEAM SYNERGY

The critical issue from this perspective isto be able to develop agrid on which

every business processes could berel ated to specific learning processes. The new MOTIVATIONAL
concept describing this transition is the concept of learning template. A first ELEMENTS
implication of our intention to create atheoretical tool capableto map therelation KNOWLEDGE
of abusiness processesto amix of different learning processesisagrid that helps

the relation of any business process to specific learning processes according to NEEDS
their embodied value. A learning scenario isacombination of learning processes

that formulate the educational space for the trainer and the executive trainee. A
first approach is presented in figure 4. The two dimensiona grid defines four
separate quadrants capable of describing four different learning situations. We
distinguish four learning situations that are supported by different learning Figure 3. The Learning Product and Its

processes: Value Components

1. Understanding
2. Meaning creation
3. Process understanding

4. Intellectual Capital Exploitation A

o ) - I%n?wlnge Intellectual
The conceptual model impliesthat every business process could 2 ntensive ungg’sct?: ding Capital
be broken down into separate business tasks that can be 9 exploitation
positioned somewhere on the learning grid. Consequently this =
approach could be analysed further in order to specify inamore n;
detailed way the parameters of each learning situation. The @
selection of advanced learning processes with increased k=
information transformation requirementsenhancesthequality of 2 . Meaning
the achieved learning goals. The value delivery through the | (3 Understanding “Creation
MODEL system is organized through the employment of Routine
specific learning templates. Of course the value dimension of >
such asystem doesn’t imply a concrete measurement system of Low value High Value
value satisfaction. The intention is to formulate a method on .
whichthetrainer would beresponsible for the maintenance of all Learning Processes

the content material capable of supporting different value levels
of trainee exploitation. From this point of view the MODEL
learning templates help the learner to organize the learning
process. Theaim isnot to create predefined content sessions but
to establish knowledge discovery mechanisms that potentially involve the participation of co-workers, other executives
knowledge sources from the external business environment etc.

Figure 4. The Business to Learning Process Grid

Logical Presentation of MODEL Tool Set

All the above stated parameters vary the MODEL approach. The desired outcome of extensive research is the preparation of a
logic model for thewhole system. The dynamic nature of MODEL approach iscritical. Our experience from various national and
European projects designates the difficulty of learnersto adapt to distance or computer mediated environments when the content
is static and the learning scenarios predefined. The establishment of dynamic variablesis not a simple subject of research. The
MODEL tool-set istrying to realize the dynamic feature using the Knowledge Management approach that is explained below.

Generic Knowledge Management Approach

Through the combination of thetwao life cycles, the knowledge objects aretransformed dynamically to learning products through
specific consideration. The XML language increasesthe capahility for theinclusion of semanticsin knowledge objectsand every
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knowledge stage aswell asevery stage of thetransformation model enrichestheinitial knowledge objectswith specific metadata.
The proposed model that is presented in figure 5 depicts the doubl e loop knowl edge management exploitation. With no doubt the
full utilization of the proposed model requires further explanations and justification. For example in our approach the
transformation framework intends to support a sophisticated e-learning system where the educational scene is constructed
dynamically through the deployment of well defined learning processes.

To sum up the whole model claims a role of an
effective knowledge management mechanism for KNOWLEDGE PROVIDERS
learning purposes. The proposed model permits the

operation of an integrated knowledge management VARIOUS
environment and alearning agent capabl e of supporting K AowLEDGE
virtual universities and corporate learning portals.

Under conditions this framework also, can implement

technological infrastructure that will collaborate with

crucia business information systems such as ERP's.

The realization of organizational memory can’'t be

based on theoretical models but requires extended
technological considerations and enormous

development efforts.

KNOWLEDGE EXPLOITATION

ENABLE

KNOWLEDGE UTILIZATION

Each of these knowledge transformation processes
formulatesaKM framework that can beused asaguide
for theMODEL training strategy. Theunderlying ideas
for their selection include:

A model proposed by Miltiadis D. Lytras LEARNING CASES

. ‘g . KNOWLEDGE USERS - LEARNERS
e Therelation to specific training needs or problems

» The customisation of content according to the
discovered needs or the desired learning scenario Figure 5. The MODEL KM Framework
*  Theincorporation of motivation modules able to
enhance the active participation of executives to
the learning process
»  The development of engagement mechanisms, implying more sophisticated learning situation
»  The establishment of concrete learning processes efficient to achieve different learning goals
»  The development of delivery modes able to support the daily business life of executives

The objective isto improve the quality and the performance of the training effort and to make easier the accessto its content. It
isredly very interesting to expound thisfundamental
idea in order to define a broader set of issues
including the support that technology can provide to KNOWLEDGE PROVIDERS

them. Our intention is to create a full justification of COLLECTION OF LEARNING OBJECTS

thetechnology componentsthat must beemployed on
a full-integrated KM environment for Executives @ @
+ SEMANTICS

Learning.
(FOCUS ON LEARNIN

KNOWLEDGE
MANAGEMENT
CYCLE

MODEL Overview

E-LEARNING
TRANSFORMATION
CYCLE

The figure 6 provides an overview of MODEL @
toolset. The presented subsystems are trying to + METADATA
support the concepts that we discuss on a practical | 0> O KNOWHEDED
way. In the next year we will put enormous effort on
combining the capabilities of Oracle 8i and XML in
order to makereal al thepromising but difficultinthe

DYNAMIC

MATCH OF
LEARN. PROC.
&LO

devel opment phase subsystems. Theanalysisof all the LEARNERS s
learning processes in detail and their specific
.. . LEARNING
description will alow the development of the ?ﬁ%ﬁﬂggs% SCENE & ?ﬁ%ﬁﬂgys

Learning Processes Pool. This aim to be a dynamic

construction that will contribute specific learning . .
Figure 6. The MODEL Architecture
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scenarios that have to be chosen by executives on avalue basis. The Businessto L earning Process Grid concept will support the
Businessto L earning Process Matching Systemsthat will beresponsiblefor the development of awholelearning scenario suitable
for specific business processes. The learning templates will facilitate the realization of thelearning scenarios providing the base
ground for theincorporation of thelearning products. The metadataagent tool will securetheknowledge componentsmanagement
on a systematic way since the establishment of value componentsisrequired for every learning object. This subsystemisreally
very important for the effective operation of the MODEL tool set because both the learning templates as well as the learning
scenarioshavetodeliver learning productswith valuecomponents. Theexecutivelearner will usetheM ODEL tool-set specifying
the mode of training that best fitsto its needs.

Conclusions

The MODEL approach setsanumber of research issuesthat have to be analysed. Theincorporation of dynamic and customized
mechanisms that support the executives training has to be based on new concepts. The scientific justification of these concepts
is really a challenging issue. The analysis of learning processes in detail; the development of value hierarchies and the
establishment of learners profiling mechanisms are the crucial issues for the development of a dynamic learning environment.
The need for the exploitation of knowledge in business settings makes the undertaken effort quite promising. With no doubt the
successful implementation of MODEL tool set will provide new perceptionsfor the nature of executivetraining. Furthermorethe
integration of this system on the human resource department of organizations expands its potential usefulness, asit becomesthe
major personal and team development tool. Finally the value orientation of the underlying idea has a clear objective: To prove
thewillingness of traineesto follow specific learning scenarios according to their perceptions for value delivery. Wearelooking
forward for any comments concerning our research. Do not hesitate to contact us by email: mdl@aureb.gr. , Or visit theweb site
of our research unitinthefollowing URL: www.eltrun.aueb.gr. Wearelooking forward in collaboration for the valuejustification
of executivetraining.
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