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BELONGING TO T- OR L-PROFESSION? ABOUT
PROFESSIONAL AND ORGANIZATIONAL CHALLENGES
FOR KNOWLEDGE MANAGEMENT

Abstract

Organizations have been even more knowledge-intensive and profession-orientated during the last
years. Professional work has generally certain specific properties related to its working context.
Professions working in organizations will add another dimensions of organization structure, culture,
strategy and organizational effectiveness in creating, managing and sharing of knowledge. Two
different case studies have been made, within two different work disciplines, within aircraft
maintenance and emergency health care. This paper explores the conditions for knowledge
management activities within different types of professionsin the time- and life-critical work practices.
The types of professions are called T- and L-professions. The aim of this paper is to examine the
challenges of different types of professions characteristics on the knowledge creation, management
and sharing in organizations dealing with time- and life-critical activities. Different characteristics
exist of the T- and L-professions, respectively. The differences relate to different challenges within the
knowl edge management in organizations.

Keywords. Professions, Knowledge management, | nfor mation systems, Organizational performance.



1 Introduction

Professional work has generally certain specifapprties related to its working context (Burnslet a
2006). Some professions are working under life- &nke-critical conditions, and the work is
characterized as complex and knowledge intensive. ofganizations have been even more
knowledge-intensive and professional during theyaars, it is important to analyze the impacthef t
professionals characteristics. Organizational celts considered to be a critical factor in theation,
sharing and management of knowledge and also asim Imndrance for a successful knowledge
management in organizations (Rai, 2011; Alavi, beid 2001). Hence, professions working in
organizations will add another dimension to howvwisalge will be created, shared and managed
within organizations. In the extant literature gt lacking an explanation on the influences of the
professions characteristics on the dimensions @farigation structure, culture, strategy and
organizational effectiveness in creating, managimg) sharing of knowledge.

Professional work is characterized by uncertaictymplexity, instability and uniqueness (Schén,
1991). The work is also related to solving compdesblems through creative and innovative solutions
(Alvesson, 1993). There is also a rich variety ofeptially relevant knowledge conversions available
within each profession as well as between diffepeafessions (Mathiassen, Robertson, Swan, 2003).
In understanding the requirements for creation, agament and sharing of knowledge within
professional work contexts a deep understandinbeotomplexity of the work and special problems
characterized by different types of professioneduired. The use of information systems supporting
work activities appears to be more and more impba there is an obvious trend in society that the
knowledge-intensity is growing at the same timdh&suse of information systems are increasing in
organizations. The requirements on knowledge, coemge and competence development are
increasing in society as well as technological iatimns as information systems, which have
contributed to the increased need of human expgi$isarbrough, 1995).

This paper explores the conditions for knowledgeagament activities within different professions
in time- and life-critical work practices. In ordir understand the work practices within the stidie
professional work context the concept of professind its characterization is used (Evetts, 2006& T
focus of knowledge management is especially basetiedifferent types of professions; L and T, as
it is found that they show different characterstinfluencing the knowledge management. T-
professions can usually be found within technigdtls of work, which provide important materialgsti
service. L-professions are related to work perfatrirte order to taking care of the welfare and the
health of people in society. The analysis in thapgr originates from studies of professions, within
aircraft maintenance and from emergency health care

The aim of this paper is to examine the challerajedifferent types of professions characteristins o
the knowledge management in organizations dealitigtime- and life-critical activities. This willé
made from an analysis of the knowledge managemeablers and knowledge processes in the
professional work practices. This study then attisndp highlight the capabilities and procedures in
these work practices and explain the challenge® faoperspective of mobilizing higher levels of
organizational effectiveness and quality and tosmer the time- and life-critical aspects. The
examination is aimed to shed light on the impliwasi for information systems design supporting
knowledge work, especially for the different typdprofessions.

2 Theoretical framework

In order to understand the work context within gmefessional work studied and to be able to
understand the work there is first a need to unaedsthe concept of profession and its characiesist
In order to analyse and interpret the managemeknaivledge within the two types of professions; L
and T, the characteristics of professions togethign a conceptual framework for the analysis is
presented.



2.1 Professional characteristics

Different phenomena and events in the society affeafessions and their characteristics. Profession
can both be strengthened and weakened, dependitigeodifferent external impacts from society
(Evetts, 2006). Information systems are used inyndifferent ways within professions in order to
support the work being performed. The informatigstems are continually changing in different
ways and this will also have a constant impacthenprofessions.

Professional work is intrinsically characterized tycertainty, complexity and instability and it is

uniquely (Schon, 1991). The professional work i¢east as much about finding the problem as it is
about solving the problem. Information systems sufipg the complex work have to be designed to
not impede the effectiveness in quickly solving ptem and critical problems. The work is about

solving complex problems through creative and irative solutions (Alvesson, 1993).

In complex knowledge work a kind of territorial tlking often arises between different collaborating
professions. A professional culture representsaaeshexperience that others do not have (Starbuck,
1992). Professions’ specific cultures can be imetgul as hindering other people to work within éhes
areas and competence (Alvesson, 1993).

This will also have implications for the knowledgenagement and the use of information systems in
collaborating on complex knowledge work. In thisriwalso different cultures in different professions
have an impact. This will sometimes create barragainst knowledge within one’s own profession
and in collaborating with other professions withe tkame conditions. The complex and the
professional work related problems are sometimagemtionally forgotten.

Hellberg, Saks and Benoit (1999) make a distinctietween two different types of professions;
T(thing)-professions and L(life)-professions. These types differ from each other. T-professions ar
usually found within a context characterized bygasaThis usage stands for providing important
materialistic service for everyone. Tansley (198@ms that the culture within the more technical
professions tries to provide the best, or the r8gkatisfaction, for as many as possible and tieat t
have the responsibility for the welfare and theusige of society. T-professions related to professil
work practices are devoted to producing, organizng administrating goods and services and they
do not have any close dealings with individualgrdfessions can then be said to support the iriteres
of the general public with technological and ecoimodevelopment in the society.

The characteristics of L-professions are relatethéowelfare and the health of people in society. L

professions claim to take care of the fundamentahdn rights in a civilized society. Griew et al

(1999) emphasize that L-professions have an ethdpgiroach. L-professions do not have any
difficulties in upholding their own rights in sotye All of the members in a society are potentially
dependent on L-professions. L-professions are densil as altruistic, which means that they are
unselfish in their nature (Hellberg et al, (1999).

2.2 A framework for knowledge management analysis

As knowledge can be seen from different perspesgtitiee process perspective is acknowledged in this
paper. The process perspective involves a simwtenknowing and acting of humans (Carlsson, et
al., 1996), and focus especially on applicatiomxgfertise (Zack, 1999).

Lee and Choi (2003) suggest an integrative cone¢pi@mework, when studying knowledge
management (KM) processes related to performancegaiizations. The framework can be used to
investigate the relationship between KM processgskiM enablers such as organizational structure,
culture, and information systems in order to enbgmerformance of work activities. The integrative
conceptual framework is based on four componeriat tan be applied on empirical data to
characterize the result.

« KM enablers - consist of influencing factors séem a social-technical perspective. The social
system is concerned with attributes of people,ticeiahips among people, reward systems,



authority structures as well as organizational cstme and culture. The technical system is
concerned with processes, tasks and technologys, Tinformation systems are considered as
technical systems.

« KM processes — consist of activities such as timea modelling, sharing, store, distribution,
transfer and use of knowledge in organizations.

« The KM intermediate outcome - refers to knowledgerker capability, specific processes,
innovation, and organizational creativity. Orgatimaal creativity is defined as the creation of a
valuable, useful product, service, idea, procedorgrocess by individuals working together in a
complex social system.

« Organizational performance - related to the oimgions studied it can be seen as effective use of
resources and optimizing the quality of the workhia time- and life-critical contexts.

The structure of an organization is the primary Imaaism available for implementing, executing and
controlling knowledge management activities. Foinadilon and centralization are the two most
common dimensions of structural frameworks of orzmtions. To be more adaptable when
unforeseen problems arise an organization haspposuvariations in process and structure (Chen,
Huang, 2007)

The degree to which decision and working relatigmshare governed by formal rules, standard
policies and procedures is referred to the formaiim. The formalization is likely to impede the
spontaneity and flexibility needed for innovatiordameativity and to decrease the possibilityt tha
people engage in alternative behaviour and tHengmness for people to discuss and consider
alternatives (Robbins, Decenzo, 2001). The locusdetision authority and control within an
organization is referred to the centralization (T2802). Formalization facilitates cooperation and
collaboration among people in an organization. Fdization supports knowledge management
because it can shape the structure and scopeeavhatibns (Kern, 2006). Moreover, formalization
permit to ease the circulation of the knowledgedpo®d in different parts of the organization, amd i
this way improve inter-functional transfer of exjtliand codified knowledge, by means of rules
(Cohender, et al., 2004). By providing specificediives for people in the organization to follove th
explicit knowledge can be used more effectively.

Centralization refers to which degree the decisi@mking is concentrated. Decentralization, on the
contrary, distributes the decision-making in orgations (Pertusa-Ortega, et al., 2010). A high e@egr
of centralization creates a non-participatory emwinent that reduces communication, commitment,
and involvement with activities in the organiaat Also, centralization can reduce the productibn
creative solutions and hinder communication as a&kharing of ideas. Decentralization can enhance
the knowledge creation, as the more people becowadvied in the decision-making process, the more
creativity, variety and ideas will arise and itn®re likely that these ideas will be taken intocaod
and improve knowledge performance. People in tgardzation can be more flexible when acquiring
and interpreting knowledge and this encourages|pdopcreate new knowledge. Decentralization is
seen as the lifeblood of knowledge creation becthsencreased level of involvement of the people
in the organization (Lee, Choi, 2003).

Organizational culture is referred to shared assiamg values and norms among people in an
organization (Schein, 1985). Kunda (1992) alscssttkat cultures within organizations can be seen a
common rules, which control cognitive and affectagpects. In building and reinforcing KM in
organizations organizational culture is a crititattor (Rai, 2011). Organizational culture has an
important impact on KM as it supports and have mtiges to promote interpersonal interaction,
collaboration and communication (Alavi, Leidner02). The sense-making process when people in
an organization render meaning to new data andneftion and share alternative meanings is coupled
to the organizational culture. Moreover, the redtiting of shared new meanings and decisions on
courses of actions based on new understandingmitoned by organizational cultures (Zheng, et
al., 2010, Weick, 1995).



The strategic capabilities in organization, leagnand innovation, allow the creation of increased
organizational performance (Garcia-Morales, et 2006). Strategy is about focusing on static
efficiency and dynamic efficiency. Static efficights concerned about the refinement of existing
products, processes and capabilities and dynarficeeicy is concerned about the development of
new ones. In an organization the management hamke a trade-off on the need to exploit existing
capabilities and to search for new ones (Raiscikir&haw, 2008). The strategic management has to
be based on competence and dynamic capabilityderdo facilitate KM. A strategy that facilitates
KM also seeks to diminish boundaries between diffepeople and groups within an organization
(Baskerville, Dulipovici, 2006).

Knowledge creation and codification do not necelyséad to performance improvement or value
creation (Alavi, Leidner, 2001). Value is createdlyowhen knowledge is shared throughout an
organization and is applied where it is needed ¢&e2000).

3 Research method

Two different case studies have been made, withio different work disciplines. Both of the
disciplines are performed within publicly financagkas. The first study is based on a case studly wit
ethnographical influence performed within the SwhdAirforce. The work in maintaining the military
aircraft JAS 39 Gripen and its information handlimas been studied at the Skaraborgs Air Base in
Satenas, as well as at Volvo Aero Corporation (VAG2 developer of the engine in this aircraft. The
second study is an ethnographical study performiéiirna health care organization in Sweden, the
NU health care. Both of the different disciplineancbe characterized by their quite similar work
processes.

The case study of the aircraft maintenance congitisee been performed in different phases since
1997. Initially the study was of an exploratory wer with interviews, open-ended observations and
studies of internal documents in the field of woskere the work of the flight engineers and control
engineers was performed at the wing of SatenageThere also regular discussions with the service
engineers and the developing engineers of suppstigrss at VAC. The first phase was followed by a
phase with interviews, collection of some secondasgterial and attendance of meetings in both
organizations. Another phase included some morerghsons and more structured and focused
interviews.. In total 25 persons were interviewBdring this case study, extended in a quite long
period of time, there has been frequent visitshio field sites. Material from the maintenance work
process has been acquired by qualitative empisicalies, especially qualitative interviews with tbot
different maintenance professions and executivetheatwing of Satenas and at VAC. Notes were
taken during the interviews. During the observation the maintenance work field notes also have
been taken. Other sources due to the empiricainfysdwere attending in courses on the construction
and maintenance of the aircraft as well as in ptajeeetings of the product support system project
group at VAC.

Within the NU health care the case study comprigkdiifferent phases, since 1999. This study
included 21 interviews with doctors, nurses, ITgoemnel and ambulance personnel as well as
observations at five separate times. The intervieere tape-recorded and transcribed and notes were
taken during the observations. This phase of tee study was rather broad in its character and gave
thorough insight into the field of work. During thest phase three follow-up interviews were done.
The interviews in the last phase was particuladyaded to the aim of this specific paper (McCragken
1988). A thorough analysis was done, when all taascribed material from the interviews was read
two to three times, in order to develop a deep stdading of the discussions in the interviews.

4 Results

Professions within two different work disciplineave been studied; aircraft maintenance and
emergency health care, each with its own orgamizaticharacteristics. The use of IS are increasing



these organizations where professional work isgoim This section will describe the ideal situatio
as well as the current situation within both of Wark disciplines.

4.1 Case one: Aircraft maintenance

Aircraft maintenance is aimed at using the condib@ased maintenance approach as much as possible,
as it is within many other areas concerning tedinmcaintenance. There has been a change in the
concept of maintenance of military aircraft whea #ircraft JAS 39 Gripen was introduced in October
1997, in Sweden. The condition-based approachosative, and means that the aircraft is maintained
according to the current condition. When a compomernhe aircraft begins to fail or not function
successfully the system of sensors will recogriag. fThis information can be seen by the pilot miyiri

the flight or by the flight engineer within the tdale-shooting process, by built-in monitoring sysse
This condition-based approach is rule-based andldliocrease the availability of the aircraft, whic
implies that the aircraft could be up in the ayirfj as much as possible. The intention is also to
decrease maintenance costs and increase the cpfalitg aircraft in operation, and at the same time
an active way of preventing catastrophes and actsdélowever, it is accepted to use time-based and
fault-based maintenance approaches to a certaime@leip parallel with the condition-based
maintenance approach. Each aircraft can be regasiad individual, with its own characteristics.

The maintenance work is then very flexible and deom its character and at the same time it is
complex and knowledge intensive. The place forilmmpdould be located at the airbase, but it could
also be somewhere else, or even in the middle whece. Different people, both within the flight
engineer profession, but also people between diffeprofessions, as control engineers, service
engineers and developing engineers, have to codébdan the work processes of trouble-shooting,
fault localization and repair. Also, the informatiand knowledge needed for trouble-shooting, servic
and maintenance has to be accessible. All acswti¢hin the military aircraft maintenance are adi

of training, in case of war.

The profession of flight engineers is responsilie the daily operations of the aircraft and the
supporting maintenance according to the maintendwacelbook. There is built-in condition-based
maintenance systems in the aircraft that have tahexked. The flight engineers make overall
inspections of an aircraft each time the aircra kanded. The inspections involve looking over the
aircraft, checking some places on the aircraft rmipuusing the sense of smell in finding anything
suspicious on the aircraft, though their work isdzhon tacit as well as explicit knowledge. Finding
faults or not, the flight engineer has to decidih@ aircraft can take off within ten minutes. tfyefault

is hard to identify, or if the trouble-shooting pess is complex the flight engineer needs to discus
this problem with other flight engineers.

The profession of control engineers is responditdlight security and airworthiness. The control
engineers log all faults that the flight enginesmgort. The control engineer’s profession has aista
with another profession, the service engineers ACVThe control engineers contact the service
engineers if the maintenance handbook in case séent® insufficient. The service engineers
investigate deviations from normal functionality fine components and other faults hard to define.
They also issue deviations to the maintenance twokdlf it is needed. The service engineers are
responsible for technical decisions about all comgmts. The last profession within aircraft
maintenance is the developing engineers at VAC.yTéme experts on a specific component of
function in the aircraft. This profession investam faults on an expert level and decides about
changes in the maintenance prescriptions. In thigepsion there are for example people with
extensive knowledge about different material argl ¢haracteristics and they are experts in
anticipating possible consequential damages atrdift suggestions on measurements.

4.2 Case two: Emergency health care

Within the emergency health care the goal is te e of patients and their complaints, injuried a
diseases in a good way. The health care profesgitsfisthat patients will trust in the care takingla
that they feel safe. In this work there is a neadeffficient access to different information abaut



patient, for example appointment times, referralls,answers and X-ray pictures. There is a need to
make complex diagnoses for the patients, and te gaam through to the right department, for
example surgery, medicine or the orthopaedic deyeant.

The work within health care is based on differawnfg@ssions concentrated on different work actisitie
The professions studied within the emergency healite are nurses and doctors, sometimes
specialized within different areas of health care.

Nurses meet patients at the entrance and set atytiased on a patients’ estimated condition. In
estimating the condition for patients the nursesehaccess to a decision support system, which have
been used to a greater extent during the last &axsy but they also use their tacit knowledges thé
doctors who meet the patients in a later phaseerAdh examination of the patient the doctor is
deciding on medical treatments or actions to takéhe patient. The doctor for example decidesef th
patient needs X-rays, and if the patient needsodimgr treatments. X-ray pictures sometimes will be
used as a basis for decisions by the doctors. kvithiergency health care there are also psychdogist
welfare officers, physiotherapists and occupatigharapists, who will be contacted when patients
need them, after decisions from the doctors.

A large amount of information is produced withimealth care organization. There will continuously
be new routine descriptions, health care plans atieer descriptions for different medical
examinations and treatments of patients, but trease o be approved by the director of the clinic.
Different people within different professions argtimg different kinds of descriptions, based ogith
knowledge and experience. Patient records andviezdtreports are also written.

There is a need to have fast access to the infmmand knowledge needed on a specific occasion,
concerning for example basis for decisions aboigrigeing of patients. Different IS have been
implemented, with various integration, as systeonsnfanaging deviations have been implemented in
order to support the quality assurance of routifiés. documents are often stored in databases and ar
accessed by web-based systems, which the heakhpcafessions sometimes find hard to search.
However, sometimes the documents can only be foufitks in the clinic directors’ room. There also
exist a parallel manual system. So if the intragetot accessible, or if one finds it hard to skarc

the web-based system, the files in the book-steeiflwe used. There is also a feeling of security in
using a paper-based system, and it can be hamgas behavioural patterns. However, the support for
using information systems in the work is deceragalito the IT department.

5 Challenges in the knowledge work

Knowledge management enablers and processes anéfigde in the two professional types,
respectively. From the cases the knowledge managenmméermediate outcome refers to the
organizational procedures, processes and capadbitiiat have got different impact out from the two
different professional types. Organizational perfance will be based on how the resources can be
effectively used in optimizing the quality of thek.

People within professions are specialized in a ifpearea of knowledge and competence. The
analysis of the cases has proven that there exist glifferences between the T- and L-professions as
enablers for knowledge management. Moreover, tladlectges within each type of professions are
faced with characteristics based on organizaticstalicture, organizational culture as well as
organizational strategy in increasing the orgaiopal effectiveness and quality in the life- anddi
critical work practices. This, this have an inflaeron the knowledge management processes in each
of the professional types.

5.1 Differences between T- and L-professions

The differences between the characteristics ofTthand L-professions are obvious in the analysed
cases. The differences found in the cases carepeiséable 5.1.



T-professions L-professions

Stronger barriers Weaker barriers

Soft approach to IS development and uge Hard approalS development and use
A system approach A human approach

Table5.1. The different characteristics of the T- and L-professions, respectively.

Professional barriers

A characterizing feature of professions is thatythweate barriers against other professions.
Professions are eager to maintain their positibrsugh different forms of strategies, for exampie i
limiting different kinds of information and limitagn knowledge transfer to collaborating professions
(diLuzio, 2006). However, the characteristics of tharriers in the two different professional types
differ within the profession types. Within the Tepessions there are not always clear boundaries
between different work activities, which could elgathe knowledge management processes. The
barriers between different T-professions run tils& df being conflicting and instable. T-professions
have more intra-professional knowledge areas, aw/letge areas concern more than one profession,
though they are not collaborating to a greater rextBrofessions within the very same area of
knowledge can have different views on how to penfavork and to use information systems (IS).
Each profession has its own specialist competeriitgrvthe field of work, as to say each profession
has its own rangers’ district. In this way the weskhierarchical and centralized. As an example, th
control engineers’ profession are protecting thmim work, and they are not willing to share
knowledge and competence to the flight enginedre.arriers between T-professions are a hindrance
for enabling knowledge management.

L-professions have often clear rules about whichrkwactivities will be performed by which
profession, and how the work activities should bBefggmed, though a high degree of collaboration
exists between the L-professions. Thereby compatiéind thus, barriers, do not arise to a greater
extent between the L-professions in their daily kvaithin the L-professions the nurses are not
considered as having the medical knowledge needdgddge a the patient's condition. It is the
doctors’ profession who has the medical knowledges ialso the responsibility of the doctor to
determine a patients’ condition. However, there iglatively tight collaboration with exchange of
knowledge and experience, and discussions oftenpkice between nurses and doctors and between
nurses and nurses. This situation is enabling timvledge management processes. However, the
work is not formalized to a great extent, as thefgesions are not needed to use specific instngtio
in conducting their work.

The barriers between different L-professions aiageisible especially when it comes to discussions
about new IS, which is not enabling the knowledgmagement. Nurses sometimes experience that
doctors are neglecting their viewpoints, when distwg questions about IS with personnel at the IT-
department. The nurses perceive that the doctées ddvantage of their authoritative position as
doctors when different IS should be implementedhinithe health care, when requirements and needs
are discussed. Even though, the different professitave different foci on what is important in
choosing new systems. The doctors have, in suppdtht their profession, a greater authority and
power to influence, even if the nurses use theegystto a greater extent and even if the nurses have
the best knowledge about the work activities insgjo@. In this way there is a risk that the IS aog¢
adapted to the work activities as much as theydcanld the knowledge management intermediate
outcome will not be increased.

Approach to information systems

The T-professions face a more soft approach taéwelopment and use of information systems and
technologies in their work, that is supporting kmowledge management intermediate outcome. The
L-professions have a more hard approach to thelaj@went and use of information systems in their
work (Checkland, 1993). They are more inclined e tare-taking of people, and to help ill and
injured people in the best way.



When the use of IS is planned within the T-profassj flight engineers are often involved. Flight
engineers have the knowledge and experience oftanaiimg, trouble-shooting and taking actions;
therefore this profession is seen as competenetmdiuded in decentralized IS developing teams.
This is a natural approach for T-professions anrd tbllows the intentions of the soft systems
approach (Rose, 2002). This can be seen as a ré&asamy the T-professions do not perceive any
special problems when implementing and using IS thigdis enabling the knowledge management.
The development is performed with great knowledgeua the work activities, which implies that

requirements and goals from the organization awoab for the development team.

When it comes to plans of implementing new IS withiealth care, the L-professions are allowed to
present their requirements and point of views &lihrdepartment. Thus, the systems development is
centralized in the organization. However, they ac¢ included in the development teams, and
perceive that the IT-personnel express their requénts in a different, more technical, way
(Henfridsson, 1999). Moreover, the process of dgiah and implementing new IS within the health
care is often perceived as very urgent. This sdnatan be seen as decreasing the organizational
creativity and innovation in order to get a decegblsnowledge management intermediate outcome.

The L-professions experience large problems inudeof IS, when they do not have any knowledge
and competence within the area of IS design. Tladttheare professions think that they are poorly
educated when it comes to information technology ase of information systems. The health care
professions wish to have a greater influence wberhbose an information system, and thereby they
could have opportunity to enable the knowledge rgameent to a greater extent. Many people in the
professions feel frustrated when facing problendifierent use situations of information systems.

The work approach

Both T- and L-professions are oriented towardsotbe for society (Pfadenhauer, 2006). However, the
approaches differ in that the health care has ahuapproach and the aircraft maintenance has a more
materialistic approach with a system focus. Prodess knowledge is important both within L-
professions and T-professions. To be able to indeigitical situations within the work is also eegt
strength within both types of professions. A diffiece in understanding and analysing the problem
areas within the different types of professionghiat information and knowledge are managed in
different ways, which results in very different kvledge management processes within the work
practices.

The T-professions are more disposed to use tedhioma compared to L-professions, that enables the
knowledge management. People within T-professi@ve la technical education. This will imply that
they are more used to work with technical artefactd they can often understand and use IS in an
efficient way. They are more used to learning alwbfierent technical equipment and systems, and
they therefore relatively easily familiarize thetwes with technical artefacts as IS.

Especially within the L-professions there is a gteast in tacit knowledge, where human knowledge
and experience is highly valued. This phenomenochigracteristic for professions according to
Dreyfus and Dreyfus (1986), as they are stating éxpert knowledge is characterized by holistic
assessments, intuition and tacit knowledge. ThHekaowledge is of course more complicated to store
in an IT-based system (Walsham, 2001; Mathiasseal.,e2003). As Wilson and Howcroft (2000)
claim, the health care professions connect IS @ndith efficiency and control, which is in conflict
with the traditional valuations within health cavghich are care and humanity. Professions withén th
aircraft maintenance are on the other hand usedbt& with efficiency, control and formalization;
thereby the conflict with use of information systemill not be noticeable within these professions.
People within T-professions are more likely to ssehnical solutions in different ways. The use of
different technologies and systems is a naturdlgfaheir work. The work is somewhat characterized
by a materialistic and technical view, and all sappof technologies and systems are seen as
supporting their work, as can be stated as supgpitie knowledge management processes.



5.2 T- and L-professions’ impacts on knowledge mamggment

The T- and L-professions have different impactkieowledge management, that the two cases have
proven. These impacts are described in table 5.2.

T-professions L-professions
Lower integration of knowledge Higher integratidrkaowledge
Emphasis on organizational knowledge Emphasis dirigual knowledge
Flexible development and use of IS Inflexible depahent and use of IS
Table5.1. The impact of the T- and L-professions, respectively, on the knowl edge management.

Integration of knowledge

Professional barriers imply a challenge that ndedse taken into account in the knowledge work
performed in order to get an increased knowledgeagement intermediate outcome. Parts of the
information and knowledge that are managed witlimmglex and critical activities are related to the
knowledge within each profession. This knowledgegaghered through practice in the work and
through collaboration with other people within {@fession. To make each profession’s information
accessible for other professions by e. g. IS, maaitse same time that the professions run thetoisk
be deprofessionalized, when the knowledge is ngdpmnique for each profession (diLuzio, 2006).
However, the strategy within the T-professions’ amigation, the Air Force is to maintain the
professions and their areas of knowledge and campef and this implies that the barriers between
the professions will also be maintained. Hencegrdtion of knowledge between professions are not
encouraged to a great extent. Barriers for infoionaand knowledge transference between different
professions can therefore occur, when the potetdiatollaborate is increasing when introducing
information systems for knowledge management. Thewkedge and competence of the flight
engineer profession is deemed important in compled distributed decision-making situations,
within trouble-shooting and maintenance. The pifes’ culture are supporting the individuals
within a profession in standpoints and choices aifoa strategies in complex situations (Cook &
Brown, 1999).

The knowledge integration is performed in the daityk within the L-professions, when for example
individuals are discussing x-ray pictures, diseasekinjuries. Dialogues exist between individuals
the emergency health care locations, that suppertknowledge management processes. A high
degree of collaboration is often prevalent withindabetween the L-professions. Professional
collaboration have the notion of the involvemenmalfltiple individuals (Aarts et al., 2006). Though,
the rich flora of documents is a challenge for tinganization, in order to structure the knowledge
integration to increase performance.

Organizational versus individual knowledge

Despite the rather high degree of formalizationhaf work of the T-professions, where the work to a
great extent is based on knowledge codified intestitheir creativity is rather high (Bhatt, 200A%
knowledge management enablers, many new ideasoareshing and problems are widely discussed,
mainly within each profession, at each site. Theepss of knowledge sharing is very slow, despie th
existing enablers as the professional individukisdwledge, engagement and creativity are obvious.
The quality of the performance of aircraft maintecehas the potential to be improved if innovations
could be taken into account to a higher degreefamdblly be published as maintenance instructions.

The knowledge work within the L-professions are enbased on individual knowledge, knowledge
that is internalized by the individuals (Bhatt, 2D0The L-professions is considered themselves as
rather autonomous and self-organizing in their wdrke individuals within the L-professions take
their own decisions, often based on discussionscafidborations between other individuals within
the very same profession or within another L-preifas, that is supporting the knowledge
management intermediate outcome. In this situati@my documents, instructions and health care



plans are flourishing. These can be written by butfses and doctors, but they have to be approved
by an operative manager of a department. The datisnean be used in its origin version or it can be
rewritten into new versions. This will also resimta uncertain situation where not knowing which
version is the most recent, and how the originakie® may have been interpreted and rewritten.
However, there are vital ideas on how to use only ariginal document in different document flows.
Many knowledge enablers, the individual profesdimnare working together in different situations,
and the individuals’ creativity has the possibilitybe taken into account. However, the performance
of the emergency health care have the potentibetomproved by bringing order to the information
infrastructure.

Development and use of information systems

Communication and interaction are characteristibewit comes to more qualified work (Alvesson,
1993). Speech and conversation are important pafrtsvork and will enable the knowledge
management. It is about understanding the sodiatglay and to understand and explain the human
activities performed in relation to the complex wawithin knowledge-intensive work as within
professions. Information and knowledge needed énrttaintenance work is spread out in different
dispersed places. Especially T-professions arditechin different places. Communication between
people at dispersed places and the gathering aofnmation from dispersed places is of great
importance within the maintenance work. Difficu#tien use and development of IS within different
professions can be derived from the complexity itrofessional work. Both of the cases studied
consist of time- and life-critical work, as work lith of the cases can have devastating conseience
when and if anything should go wrong (Perrow, 1984)

Complex processes often faced by professions atagire coordination of information and knowledge
in different work processes. To coordinate workcesses, also performed in dispersed places, IS are
often used, and are considered as knowledge eraddechnical systems. When IS are introduced as
a support for performing different work activitigswill influence the professions and their work. |
using IS to a greater extent work will be perfornaesdoased on intellectual understanding and insight
(Woods & Roth, 1988). Moreover, the people in epotfession are influenced because IS can be
perceived as both a facility and a threat to it$1 @rofession. Thereby the professionalization ef th
professions is influenced.

However, when new ideas about control in orgaromatiare based on the new-public management
approach, management has tried to allocate scesceinces efficiently (Lines, 2004). This has led to
higher requirements on the economical follow-ugasts related to different areas of the organinatio
diLuzio (2006) states that result-oriented managdnées to increase efficiency by reorganization.
This is a fact within the health care organizatishere centralization and the information systems
knowledge and competence of the IT-coordinatorshat health care clinics will disappear. The
disadvantage of this organization is that the keolgk management processes will not be supported to
a great extent. Instead, all the IS and IT knowdedgd competence are accumulated in an IT-
department. Hence, this has led to the fact tleat throfessions perceive a larger insecurity inuke

of IS, that has an influence on the knowledge mem&gt intermediate outcome. In a larger
perspective this could have an impact on the Lgwsibns’ assessments and decisions within their
professional work, thus influencing the work penfiance.

6 Conclusions

This aim of this paper has been to explore the itond for knowledge management activities within
T- and L-professions in time- and life-critical Wopractices. The contribution of the paper is about
considering challenges which have importance ofemift types of professional work related to
enabling knowledge management. The analysis o€dlses studied has proven that there is different
characteristics of the T- and L-professions, retipelg. These differences create different chalksg

to the knowledge management processes. The chedlertate to the integration of knowledge, the
emphasis on organizational versus individual kndgée and the flexibility to the development and



use of information systems. In considering the WKedge management intermediate outcome the
organizational performance could be enhanced.
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