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Vart syfte ar att forsta och beskriva hur ett ektpaserat,
kunskapsintensivt foretag i den hogteknologiskangchen skapar och
overfor kunskap, sett fran tva perspektiv.

Var kvalitativa fallstudie har en explorativ katak da tidigare studier
inom var exakta positionering ar franvarande, vilgér att vi anvant
en abduktiv ansats. For att fA4 mer underlag tilt studie har vi
undersokt tre andra foretag for att spegla desshdabempiriska
underlag vi utvunnit fran vart fallféretag.

Vi ser en klar distinktion mellan olika forskarens antingen ser
kunskap som ett objekt eller som en process. Vogéd darfor for
teorier, som antingen fokuserar pa skapande eNerfdring av
kunskap, inom bada perspektiven. Dessutom garevidm teorier for
KM i projektorganisationer.

Uppsatsen utgar fran empirin som bestar av infiomasom vi fatt
fram genom sex intervjuer med meBatae pa vart fallforetag samt
tva intervjuer pa vart och ett av vara tre "spdgettag”.

Uppsatsen kommer fram till att KM ses fran badespektiven i alla
fyra foretag. Genom detta finner vi implikationeor f hur vart
fallforetag skulle kunna fortskrida med KM i framhéin.
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Our purpose is to describe and understand how ogegitbased,
knowledge-intensive firm in the high-technology usstty creates and
transfers knowledge, seen from two perspectives.

Our qualitative case study has an explorative @ggr since earlier
studies within our positioning are absent, thus ek at KM
abductively. To gain more depth to our study, weroniour findings
from our case company with data collected from gheslditional
organisations.

Theoretical perspectives: We see a clear distinction between researcherBereseeing

Empirical foundation:

Conclusion:

knowledge as an object or a process. Thus, wewetheories from
both sides, either focusing on the creation or sfeming of
knowledge. In addition, theories on KM in projecganisations are
accounted for.

The study is based on the empirical foundationcvluonsists of the
data received through six interviews with employaesur main case
company and, additionally, two interviews at eatlowr three mirror
companies.

The study found KM being seen from both perspestiin all four
firms. Through this, we found implications for haur case company
could proceed in the future.
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Introduction

Knowledge - This ambiguous concept has conquere@véstern business world but no one can
really define or understand it. Still, this has rsdbpped people from trying. But, really, will we
ever reach a unified view of what knowledge is? iarttat really what we hope to accomplish?

1.1 Background

Many authors have acknowledged the shift from thdyehalf of the 20th century’s industrial
economy to the knowledge economy of today (Alves&@®4; Due, 1995; Drucker, 1993 &
1969; Bell 1974). People in Western Europe and INArnherica today generally have a higher
level of education than before and many work taskwadays involve more knowledge than
manual labour. The use of knowledge has come t®de: as something which produces
substantial economic benefit for organisationsvietesly important factors of production, like
land, labour and capital, have become secondatliersense that they are, to a large degree,
dependent on knowledge. Accordingly, provided therdenowledge, these other factors become
more obtainable. The significance of knowledge riganisations has been shaped by a shift in
the general environment in which firms operate.b@lsation is a key contributor, alongside
substantial and high-speed developments in tecggolbhus, knowledge has become the most
essential production factor contributing to the Meaf nations today. (Dean & Kretchmer,
2007; Drucker, 1993)

This claimed importance of knowledge brings alongephasis on reviewing outdated ways of
working. Organisations that earlier were considemeghufacturing companies, now highlight
other parts of the organisation as their core lassinin business society today, more emphasis is
placed on R&D departments and many organisationgesiout their employees as their biggest
competitive advantage (Alvesson, 2004; Bartlett &o&hal, 2002). Hence, knowledge,
knowledge management (KM) and intellectual cap{lél) have become popular areas of
research, although there have been several corgeggiinitions of these concepts (Alvesson &
Karreman, 2001).

Knowledge is found in all organisations, but thgn#ficance of knowledge is pretty much
dependent on the firms’ claims of being knowledgensive or not. As a result, some
businesses are considered more knowledge-intetisgwveothers and one example of this is the



high-technology industry. High-tech organisatiome aften characterised by highly qualified

individuals with a high degree of autonomy (Alvass?004). Since knowledge quickly become
obsolete in this highly dynamic industry, it is iorpant to not just acquire knowledge but to also
create and transfer knowledge (Rogers, 2001).

1.2 Problem discussion

1.2.1 Intellectual Capital

Knowledge intensive companies must take many nzaitéo account while striving toward
effective performance. One way to improve effedie®gs in performance is to look at the
intangible assets. According to Edvinsson (2006),id the parallel to financial value and is
created by people interacting (human capital) ethinstance R&D processes (organisational
capital). He further states that, without investtsan intangible assets, innovation will not take
place (Edvinsson, 2002). The theory of IC has bem®euond for years in practise as a form of
common sense. It is today a fact that most knovdadtensive firms have a higher value than
what is shown on their balance sheets (figure That the market value exceeds the book value
has earlier been disregarded in accounting. Althaugdued at zero on the organisation’s balance
sheet, important assets are the underlying caub@gbfmarket values. These assets have earlier
been though of as too subjective to measure ahdsitbeen taken for granted that they would
eventually turn into something that can be fittedoithe traditional accounting systems.
Recently, several authors have recognised the foedtiese assets to be estimated and valued
(Marr et al, 2003; Edvinsson, 2002; Edvinsson &f&ram, 1998; Edvinsson & Malone, 1997;
Roos et al, 1997). Balance sheets do not displayrganisation’s history, traditions and
philosophy (Edvinsson & Malone, 1997). Consequeritiythe knowledge economy of today, it
has become clear that 21th century concepts obwedn not be accurately understood through
15" century techniques (Edvinsson, 2002). Firms oftgrore their history, leading them to
repeat mistakes, when only looking at traditiomaamce and accounting. If organisations could
effectively manage their IC it could aid them inildung corporate memory. (Edvinsson &
Grafstrom, 1998)

MARKET VALUE

- BOOK VALUE

Figure 1.1 Definition of intellectual capital. Echéson & Grafstrom, 1998; p25



Management of intellectual capital

In order to obtain value and competitive advantageganisations need to manage their IC
effectively. Marr et al (2003) provides a five-steypdel for effective management, starting with
the identification of key IC resources followed twe visualisation of the impact of resources on
organisations. The third step is to develop pertoree indicators to measure if assumptions that
have been made are accurate. The next step, teate)tnurture and extend the IC, is where KM
comes into play. KM is said to be the tool whicloak organisations to preserve and develop
their IC. When successfully implemented, KM conités to the growth of IC. The last step in
the IC management model is internal and externarteng of performance. (Marr et al, 2003)

It is clear that successful IC management is cgetih upon effective KM. KM is viewed as a
key concept in IC management, which is why we fihdnteresting to continue this study
focusing on KM.

1.2.2 Knowledge Management

In 1995, researcher Midler acknowledged a grownagsition towards project-forms in many
industries, which have led to fundamental changethé way companies organise and develop
processes and products. In the past several ypesfect-based forms of organising have
mounted in attention due to the outlook on projexgsbeing fast and flexible, leading to an
effective organisation of intellectual resourcesl apecial competencies (Atkinson et al, 2006;
Sapsed et al, 2005; Sydow et al. 2004; DeFillippA&ur 1998; Hobday 1998; Midler, 1995).
Both in the companies’ strategies and on an operalievel, the usage rate and the importance
of projects have increased; typical examples avelymt development and system development
projects. (Séderlund, 2002)

Projects in high-tech organisations result in saveutputs, the most obvious being the actual
product or service developed. In addition to thigmtional output, projects result in knowledge,
specified into three types: technical knowledgert{paexistent in the product), procedural

knowledge and organisational knowledge. These tgbdsiowledge concerning, among other
things, communication and collaboration in projastperhaps not intentional but still a reality

that needs to be recognised. Consequently, effiéiéh is required in order to enable project

organisations to learn from their experiences. {Kasal, 2003)

In practise, there are a number of problems withenarea of KM and the following difficulties
could be the reasons why some project organisationsse to disregard KM.
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The problem of sharing knowledge in projects

Ruuska & Vartiainen (2005) discuss problems ocogrrwhen transforming or sharing

knowledge. One problem is how to prevail the “reintion of the wheel”, in other words, how to
preserve the knowledge from one project to andfRauska & Vartiainen, 2005). Since projects
consist of temporary constellations of people,taofdhe knowledge acquired within a project is
dispersed when the project ends. In addition, dutive time it takes for a project to reach its
finish line, the initially obtained knowledge hdsanged along with some of the original project
members. (Kasvi et al, 2003) A secondary probleat tbveals itself here is how to keep the
communication among project members of dissolveadampleted projects in order to keep
learning. (Ruuska & Vartiainen, 2005)

There is also a problem of motivating the employeesctually share the knowledge they
possess. There is a cost involved for the persarirghinformation and knowledge with others
and, normally, a person will not give away inforraatwithout expecting something in return.
This “price” is influenced by several factors, fxample how important knowledge sharing is
for the employee’s own goals, for the group go#&ts, his own recognition or for his own
learning. Thus, the organisation must consider ethieading aspects, when establishing an
environment that encourages knowledge sharinga(®ami, 2007)

Problems with knowledge sharing can also be inftednby the attributes of the work itself.
Knowledge work can be too focused, which can rasulie project-team ignoring surroundings
of the project. Also, if the work has to be donstfthe time to stop and reflect over what is
learned and to document the experiences diminigi@slow et al, 2004) Project members
working with fast-moving tasks do not always hawe time or motivation to write down
detailed reviews. This results in a loss of knowkedrom the beginning of a project and only the
process and the end-product are documented (Kagli 2003). Finally, autonomy in work can
result in that individuals or project teams stomowledge which becomes inaccessible for
members in other projects and for the firm in gahéBydow et al, 2004). Autonomy and
empowerment also leads to knowledge fragmentatioenvprojects are completed (Jarvenpaa &
Ives, 1994).

The problem of dependence on key personnel

Since knowledge in the company often is the futmetingency for success (Edvinsson, 2002),
an important task for most knowledge-intensive oiggtions has to be to enable the employees
to improve their knowledge and competencies. Is thay the organisation strengthens their
human capital. However, organisations have to ageiting too dependant on their employees
who retain special competencies, as the possittity they change jobs is always present.
(Edvinsson & Malone, 1997) This paradox goes alaith the fact that organisations need to
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offer their employees personal development in otdemompete with other employers in hiring
the most qualified people, but still not make thmpiyees too attractive to other potential
employers (Larsen, 2006).

The problem of converting human capital to structural capital

Keeping in mind the terms mentioned above concgri@) while reflecting over the practical
problems just discussed, it is easily recognised tiinese problems basically come down to two
things. The first is the challenge of convertingrfam capital into structural capital. Human
capital is dependent on the physical and psychcébdiealth of the employees. Consequently,
human capital must rest, can have a bad day andmgnbe in one place at a time. And of
course, there is the risk that the employees chamseave the organisation. On the contrary,
structural capital is available 24 hours a day isnaccessible for a lot of people and in different
places at the same time. Therefore, it is of immad@ngortance to the company, to convert as
much of the human capital as possible into strattcepital. That one plus one becomes two is
not satisfying the companies of today. Through skstematic transformation of employees’
knowledge into structural capital, organisations cétain a multiplying effect that makes it
possible to reach results far beyond the equatisivinsson, 2002)

The other challenge is to transfer the human dafpden one employee or project to others. In
order to decrease dependence on certain emplayeesgement must create a setting where this
type of face-to-face knowledge transition is poges(blonaka, 1994).

As a result, effective KM is needed in high-techgjgect-based organisations. Managing human
and structural capital in the best possible waypdwithe benefits of a steeper learning curve,
costs savings by recycling structural capital aed walue creation through novel connections
and combinations (Edvinsson & Malone, 1997).

1.2.3 Knowledge as object or process

There are large differences in people’s perceptams$ ways of thinking according to history,

culture, religion and traditions. People even obseconceive and perceive the world differently
depending on social structures, ecology, educdtsystems and philosophy (Andriessen & van
den Boom, 2007; Nisbett et al. 2001). Within theaaof IC and KM, studies have further shown
results of fundamental differences in the waysalceptualise knowledge, both in IC theory and
in IC practise when it comes to East and West (&sden & van den Boom, 2007; Zhu 2004).

When people speak about East and West, many cesirddme to mind. Here, we will use a
simplified definition of the two cardinal points dmefine them as Asia and United States of
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America. However, within the Asian continent seVeliatinct religions flourish, which is why
the Eastern part can be seen from three spectedigibus angles:

* The Hindu & Buddhism view on knowledge originatesnfi India with its strong belief
in human consciousness.

» The Confucian philosophy and its outlook on knowleds that knowledge exists in
action and shows itself in the ways of moral action

* The Islamic angle on knowledge is that it derivesnf a higher power above, not
idealistic, and can to a greater extent be seartohdélde conscious actions of a human
being. (Andriessen & van den Boom, 2007)

Put together, the Asian outlook on knowledge claimbe a truth of the human being with its
knowledge and actions as a base. The religiousuraliland traditional functions strongly
influence and dominate these thoughts and perceptibhus, knowledge seen from an Asian
point of view is about the human being concentiatiom the self, meaning to be aware of
motivation and inner drives. The Asian perspectal&s about “the unity of being”, which is
interpreted as knowledge being a part of realityisTis partly to increase the interactions with
others and the surroundings, and partly to obtaapdr knowledge. Through these social
interactions between individuals, the group, naturé the social context, the dynamic and lively
process, that is knowledgs,created (Andriessen & van den Boom, 2007).

On the contrary, the Western philosophy is moresspd from the religious, traditional sphere,
and philosophy and religion are two diverse dimemsi The Western conceptualisation of
knowledge unfolds itself in metaphors, such asrumséntal and is seen as an organisational
resource. Organisational words used to expresohjectified phenomena are “store”, “to use”,
“make use of”, “to measure” (Zhu, 2004). All resces are referred to in the same way; as
“more” or “less” of a certain resource even whenahcerns knowledge as such. Subsequently,
knowledge is objectifie(Andriessen & van den Boom, 2007).

Knowledge seen from a western angel can be fudiveded into three sub-divisions of resource
perspectives:

* Knowledge as capital
* Knowledge as information
» Knowledge as thoughts and feelings

Western philosophy takes a stand in explicit knolgieeither as a subject or an object and holds
ananalytical approach (Nisbett et al, 2001) to understand tte\deur. The Eastern viewpoint
on tacit knowledge is on the other hand based eruttity of both the subject and object and it
encloses &olistic outlook (Nisbett et al, 2001) on the thought pssce



However, there are some restrictions to the pdagibf drawing conclusions on the basis of this
comparison, as the supply of developed theoriestoarting the Asian perspective is undersized
and not complete. It may be problematic to applysi#ien theories within IC and KM on Asian
businesses as it is of high importance to takddbal Asian knowledge stance and perspective
into account. Conversely, the Asian approach cantribmte with information and also
development of knowledge based theories and thatipahperformance of knowledge.

1.3 Positioning

KM is evidently a growing area of interest in thend today and the search continues in many
companies after the Holy Grail in management suc@ess organisations today need to be
smarter, more innovative and more agile (Wheatk®@?). In the western parts of the world
there has been an increase in information andestteegarding KM, in contrast to the eastern
parts where KM is in a growing developing phase d#essen & van den Boom, 2007h
addition, looking at project management, this isaa®a with mounting attention and interest
(Sydow et al, 2004; Hobday, 1998). Even though Kidudd have a big role in project related
situations, this area of practise is still largahyderdeveloped in relation to the boost of project
organisations (Kasvi et al, 2003). The lack of Kivpractise might be explained by the problems
related to the divergent theories that exist is Hiea.

Many researchers look upon knowledge from eitheWestern or an Eastern perspective
(Andriessen & van den Boom, 2007; Zhu 2004; Nisbetl, 2001) and, as we will show later,
these perspectives are fundamentally different foora another. Other authors concentrate on
how to accelerate learning and understanding ofwletdge (Alvesson & Karreman, 2001;
Senge, 1993). They view the KM challenge as twediither as generative, creation of new
knowledge, or as adaptive, transfer of knowledgeweler, fewer studies have been made on
practical cases concerning a specific industry aaea organisational form, with both
perspectives as a basis, which is why our inteaegtke for exploring these theories in a real
environment.

The research by Lytras & Pouloudi (2003) is posi¢itd quite close to our study and they have
looked into project organisations and KM effectiges. The study resulted in a formulation of a
KM model which concludes that, in all projects, eateam uses both tacit and explicit
knowledge. We believe this model, like all modedsa simplification of the reality, why we
have decided to focus on these concepts to inastigow the two dimensions relate to one
another and to what extent a project makes usaabf éimension.
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The study made by Kotnour (2000) is closely posgb to the study above, as they discuss
knowledge creation, knowledge transfer and knowdegjgplication in project-organisations. We

found that the study is bordering on our edge artthé been an inspiration and guide in our
research, although it derives from a Western (dpjperspective and is conducted through
guantitative methods. We, on the other hand, wa# a qualitative methodology, as well as a
broader perspective where both the Western (obgtd)the Eastern (process) perspective will

play an equal role.
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Figure 1.2 Positioning of this study.

1.4 Purpose

Our purpose is to describe, understand and mirogv & project-based, knowledge-intensive
firm in the high-technology industry creates arahsffers knowledge, seen from both the object

and the process perspective.

1.5 Problem definition

How is KM being handled in the chosen project-basade company? Do they focus on
knowledge creation or knowledge transfer? Do thesiveé from a view of knowledge as an
object or a process? In reflection of other playershe business, could KM be handled

differently?



1.6 Delimitations

In this study, we will not define project managemeamly KM in project-based organisations.
The study has its focus on knowledge transfer armiviedge creation why we will not define
any other dimensions possible for consideration.

We do not aim to compare our chosen case compatimgtother three companies; they are used
as a reflective mirror on the main study object.

1.7 Disposition

In order to clarify our thoughts throughout thedstand to make sure we are consistent in our
writing and study perspective, ensuring naturaigitéons, holistic view guided through a solid
red thread. The need for structure in an essai/hggb importance as it is possible to concretise
thoughts as well as to provide a clarified overvidw follow a structure can improve the ability
to cause thoughts and content to develop. (Backt88)

Figure 1.3. Disposition of this study - the figatgove shows our thought and structure for the study

We have started by presenting a background to tka heing studied. Further we have
accounted for recognised problems within the fidwynd a gap of knowledge in order to

formulate a clear purpose for the study. We havehm next part accounted for how we

proceeded when conducting our study and showedtieatrawareness towards our ways and
results. The theory chapter is constructed on fbaories divided into the two perspectives,
object (west) and process (east). Next, we haveepted the empirical data with main focus on
the case company CC and the mirror companies arkeohavith italic text. The analysis has

been divided in the same way as the theoreticgitehaby the two perspectives which make it
easier for the reader to follow. The conclusivet pgnsists of a discussion and a further
statement of the focal aspects we have concluaed fne case study and a further deliberation
on the future. Lastly, the red thread is the gluew perspective that holds all the parts together
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Q Methodology

In life, people make certain assumptions. They rgdise because they have to. For example, to
be able to get into my car and drive | have to assuhat everyone else, who | will meet in
traffic are sober and capable of driving. Otherwiseould spend too much time judging every
single driver, wondering if | am in for an accident

2.1 Pre-comprehension of the study

Our interest in knowledge management (KM) derivesfthe fact that we have previously been
enrolled in various courses related to this area.atknowledged the fact that knowledge and
KM are ambiguous concepts that are highly indivickeal, dependent on organisation, work
ways and employees. In earlier studies, we haveecaonoss examples of high-technological
companies managing human capital and knowledgeiffereht ways, hence our interest
developed for understanding how to create and feareowledge efficiently in a project
organisation. We believed that the four organisetion our study, although all of them being
knowledge-intensive, had different views on knowjednd how to manage knowledge. When
performing this study we tried to use our pre-cashpnsionregarding the case companies,
theories on KM and epistemological and ontologdietctions in relation to the new inputs we
obtained.

2.1.1 Epistemology

In order to perform a well-founded study, it is ionf@ant for the researchers to understand their
own view of research and the research object. Pisteanological view is that studies of social
sciences, like our study, are fundamentally difiéfeom those of natural science, and therefore
require other approaches when studied. This viewaited interpretivism and has several
directions, like phenomenology and symbolic intécaism (Bryman & Bell, 2003). However,
the direction within interpretivism, which we foumabst similar to our epistemological view, is
hermeneutics.

In hermeneutics, the role of the researcher is opdjective and involved. This approach dates

back to the 18 century, when people started interpreting bibjsteThe researcher is impacted
by her own thoughts, feelings, impressions andipusvknowledge. This pre-comprehension is
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considered an asset, as opposed to a problem, iasregarded as an important tool in the
researcher’s reflection and interpretation. A cantispect of hermeneutics is the so called
hermeneutic circle, which rests on the belief thatart can only be understood when put into its
whole and vice versa. Text, interpretation and wstdeding should be followed by new texts,

new interpretations and new understandings, wheretis no clear or predetermined endpoint.
(Patel & Davidsson, 1994) Throughout the study rbsearcher’s perspective should alternate
between the parts and the whole. This is sometivadound very useful and even necessary
when studying KM. Another important aspect is ermpatithin the researcher, who should be

able to put him or herself in the interviewee’sipos when reflecting on the study. (Alvesson &

Skoldberg, 1994)

2.1.2 Ontology

Another important realisation for every researcisethe view of whether social entities are
objective or socially constructed. Our ontologyesikhe direction of constructionism, which
implies that social entities are continuously intpdcby social actors (Bryman & Bell, 2003).
Since this perception influences the research desupether we are aware of it or not, it is
useful to reflect on in order to obtain clarity why we have chosen the following research
method.

2.2 The methodological characteristics of our study

The purpose of this study was to gain a deeperrstateling and describe KM in our case
company, while simultaneously studying three otirganisations to help answer our problems.
KM, as a theory, is not universal and since iaigély dependent on the particular organisation
and situation at hand, no existing theory couldueately describe KM at a specific organisation.
Consequently, we found a gap of knowledge hereitands obvious that we needed to approach
this problem in amxplorativemanner. An explorative approach is used when relsegs are not
fully aware of what they should be looking for (Gbsen, 2002). The purposes of an explorative
study are to collect as much data as possible degathe object of the study and to approach
the problem from all angles (Patel & Davidsson,4)99hus, we had no predetermined outcome
in mind when performing the empirical study (Memigl994).

Doing a case study of explorative nature, as we ichg@lied the use of aabductiveapproach.
This is the most common approach when making casbes since it starts by having some
background theory in mind and then moving iterdyivbetween theory and reality. The
abductive approach therefore bears resemblancetto ibductive and deductive approaches.
(Alvesson & Skoldberg, 1994) First, we had a kiriddeductive approach where we analysed
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existing theories to gain a deeper understandings&juently came a verification phase, where
theories were compared to reality and to some exanfirmed. More important in this phase
was the fact that new questions were brought upshwielped us shape our purpose. In the next
phase we analysed the collected data in a neatlyctive way. This movement between theory
and reality is often used in order to generate th@ary (Alvesson & Skoldberg, 1994).

The two strategies to conduct research are quamtitandqualitativeand the latter conforms to
our study as data based on privileged informatemotions, experiences and feelings are
preferably conducted in a qualitative process wiagcgbsen, 2002). Since we assume that there
are multiple realities it is easy to understand tieality needs to be interpreted, not measured.
Our qualitative study aimed to gain a deeper utdeding of KM at a single knowledge-
intensive firm and to generate results that wersatde and evolvable. (Merriam, 1994) This is
the reason why we chose to perform a case stuayimg a number of in-depth interviews.

2.3 Research design

We chose to perform a case study, as we studiecorgamnisation intimately and three other

organisations a bit more simplistically to use amieor when analysing. This way, we found

that our analysis gained more depth and substahasomparative study, a research design
closely linked to our choice, involves studying two more cases in order to compare and
contrast (Bryman & Bell, 2003). However, our purpdgs not been to perform a comparative
analysis of the cases, instead using mirror congsatd enhance the single company with
reflections of similar or dissimilar aspects.

A case study was particularly suitable as we wartedlevelop a theory about something
unknown to us previously (Jacobsen, 2002). We viatdedescribe a single phenomenon and
through the case study gain a deeper understamdittte phenomenon (Merriam, 1994). We
define our phenomenon keowledge creation and knowledge transfer in thiggmt-based case
company from both an object (Western) and a pro(eastern) perspective on knowledge

2.3.1 Choice of case companies

We selected our main case company based upon aenwhblifferent criteria. First of all, we
wanted to study a firm which was clearly knowledigeensive since KM is extremely important
in those types of organisations. Second, we watdeldok at a large organisation which is
project-based, since we figured that KM is even enonportant when employees work in
temporary constellations. Third, we wanted to stadyorganisation that put a strong focus on
R&D as our pre-comprehension is that this can afftee KM focus, which led us to the high-
technology industry. Finally, we also chose ourecasmpany based on the fact that we wanted a



large organisation with a rather large human resodepartment, since they often are the ones
thinking about KM.

When regarding all these criteria, we all thoughome organisation as the obvious choice. We
were lucky enough to get their permission and belptudy their KM. The organisation told us

that they were very dependent on the knowledgaegtmployees but that they did not formally
use phrases like KM or IC. This made our study awene interesting, not only for us, but also

for the company itself.

To attain more depth in our study we decided tooskothree mirror organisations that were
similar to the first one following the same criterAs mentioned before, our desire was to study
their KM in the same way as we looked upon KM isecaompany and then use these findings
to give more substance to our study.

We chose to keep the identities of the case compadythe mirror companies anonymous, by
request. Even though our thesis does not reveaits@ninformation regarding the companies
we believe that, by protecting their identities, have gained access to important background
information which we otherwise would have missed on. A downside of keeping the
companies anonymous is the credibility of the stwtlich decreases as the authenticity, such as
references, can not be verified. However, we deciteat the advantages of anonymity
outweighed the disadvantages since it was more rigpo for our study to gain as much
information as possible. We chose to call our @asepany “CC” throughout the study and the
three mirror companies will follow the first thréetters of the Greek alphabetlfa’, “Betd

and ‘Gammé&.

Figure 2.1 lllustration of the relation between auaain case company and the mirror companies.
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2.4 Personal interviews

After deliberation on how to conduct our qualitativcase study, we chose to do a number of
interviews, since we were interested in the simpgeson’s opinion (Jacobsen, 2002). However,
we considered the downsides of personal interviesuere the main concern was how our
presence impacted the interviewees and their asswWére interviewees may very well have
been impacted by the way we, as interviewers, ldptaked and acted (Jacobsen, 2002). One
consideration when choosing interviewees is agkerédiice which in our case varied from 5
years up to 15 years between us and the interveewte®ther thing to regard is the social status
and the educational qualifications of the intengaew compared to us. The majority of our
interviewees had a background in engineering amdoéessional knowledge that we lacked.
Since we, at present, are students of businessnedration we daily converse with a certain
jargon; economical terms which probably are notduse the working environment at this
specific company. Hence, we excluded our econonjargon and used daily conversational
language although we were aware of the fact theétigineering jargon might be used and could
be incomprehensive for us.

During our interviews, we were attentive in obsegvihe environment and the interviewees’
way of responding our questions. We highlight tigpartance of our own interpretation of the
interviewees’ subjective answers to our questiansesthe respondents’ perception of their
company might not be coherent with our interpretatof their perception. Together with
secondary data from each of the case company'agds and internal company documents for
enhancement of our own understanding, we have l@aaitn to gather the data to highlight a
rich and informative empirical foundation.

We used personal interviews and a semi-structymadcach since it enables a flexible and open
interview method (Bryman & Bell, 2003). Our semiustured interviews put the focal point on
the interviewee and enhanced the interviewee'sdbeeto develop own ideas and express
opinions without disturbance (Denscombe, 2000).

2.4.1 Choice of interviewees

Being able to have open access to the materialedeadd the object studied were an immense
part of our study as well as a necessity. Our @brgarson at the main case company was very
helpful and provided us with detailed informatiomdgput us in contact with the interviewees.
Regarding the other case companies, we explainedhimsion and the same procedure applied
there.
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Our choice of respondents was based on the “infoomecriteria”, i.e. we interviewed the
people who we thought could provide us with the tnelevant information (Jacobsen, 2002). In
order to create a wide-ranging empirical data whitiportance we highlighted earlier, we
interviewed six people we assumed having diversspeetives at our main case company CC.
The six interviewees held different positions dfedent levels within CC as this would increase
the likelihood to collect the most comprehensivéadand attain a holistic view. Primarily, an
interview attempting to get a wide, overall view KM and on the allocation of resources was
held with a cost manager. Secondly, we intervievwed line managers who held utter
responsibility for the engineers. Thirdly, as tlergpectives of engineers were important factors
to consider, we selected two engineers within cbffé areas of the organisation. Finally, we
thought it would be useful to interview a projezader.

In the other case companies we used a similar appravhen selecting the interviewees. We
ended up interviewing two people at each of thedlorganisations, where at least one was an
executive. From a KM perspective and in order tb lggth a holistic and detailed view, we
included this small amount of interviewees at eaompany with the focal point lying on
retrieving in-depth information.

As a beginning, all of the interviewees were infednthat their answers were to be treated
anonymously and out of that reason, all of theriésvees’ names were exchanged to numbers.
The six interviewees’ at CC are presented with nensli-6, the interviewees’ Betawith 7-8,

at Alfa with 9-10 and aGammawith 11-12.

2.4.2 Reflections on conducting the interviews

Prior to the interviews we concluded an interviewidg (appendix 1-3) for each different
position held by the interviewee. This interviewidgu consisted of overall questions from
general facts to feelings, emotions and attitude/s. made sure the interview guides were
compatible to each other and to some extent coeddot theory, to ensure the relevance and
quality of the collected data. (Denscombe, 2000) haee aimed to conduct the interviews as
discussions or more similar to a friendly talk tharstructured interview which is why our
interview guides have been fairly open. In order n@ake the interviewees’ feel more
comfortable, we met them in their workplace to t¥eapen reflections and contribute to the
respondents being able to feel comfortable in tluason.

Our interviews were conducted in person, with eoqu@pt for sound recording as the most safe
documentation tool (Denscombe, 2000). We also cemehted the interview with field notes,

but the recording enabled us to focus on listeaind asking questions. We should pint out that
were aware of the downsides of recording; the nedeots could get inhibited and decrease the
quality of the interview (Merriam, 1994). Luckilgll our interviewees consented to the recorder
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and did not seem to get self-conscious. Althougteiconsuming, we chose to transcribe all the
interviews, in order to facilitate the analysigioé data. (Bryman & Bell, 2003)

Consequently, the six interviews at our main casenpany were all conducted at the
organisation’s office here in Lund and lasted alwmé hour each. However, since the other three
firms had their Swedish head offices in Stockhole, found it more efficient to perform these
interviews by phone. The downside of this is thas iconsidered harder to gain contact with the
interviewee in this way (Jacobsen, 2002) and tkerwrewee have a larger possibility to end the
interview any time he or she feels threatened shed in the wrong direction. This is another
reason to why we used such open interview guidesyealet the interviewee choose his or her
own way of answering, whereby we found ourselves wil the answers we needed, also after
the telephone interviews. All interviews were cociga in Swedish as this was the official
working language within all four firms.

To form the foundation for our analysis, we gatlettee transliterations and summarised the 12
interviews into thematic areas, which gave us amnaew and emphasised our common basis for
interpretation as a group.

During the interviews we asked how the intervieyeeceived respective company’s view on
knowledge, object or process and where the compdaogal point rested, on transfer or creation
which demanded that we explained as thorough asilpeshow we define these four concepts
(appendix 4). Important to keep in mind is that awes not exclude the other, they rather
overlap and it is hard be stringent.

As hermeneutics with the aim to understand howii@rviewees’ perceive their reality and its

consequences (Lundahl & Skarvad, 1999), we haverprdted the interviewees' view on

knowledge, object or process and the focal ponainsfer or creation, based on the overall
impression from the way they answered the ques({sesestable 2.1 below).

2.5 Critical stand

2.5.1 Criticism to collection of empirical data

Since we conducted the interviews in two differevdys, over the phone and in person
through face-to-face communication, this could hawe effect on the results. Six of the
interviews, all with people in our case company,reveonducted face-to-face with in
advance booked in appointments in a quiet, prieatdronment with at least 45 min time put
off so that the interviewee would not feel stress&te rest of the six interviews were
performed over the phone, which were all bookeddmance for at least 30 min. When we
conducted the interviews over the phone, we expeeé two cases of the interviewee
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paying continuous partial attention which we habaad time controlling. This could have
affected the engagement and outcome of committesivenrs. However, we found the
answers being comprehensive and thought trough.stiess factor for these people paying
continuous partial attention contributed to us gemshe stress and we tried to compress the
interview in order to reduce the stress factor.

Another aspect is that one of the people interviewas very much engaged in the interview
and also our study as this person tried to imply m&ys for us to conduct our research. This
might have affected the interviewee’s answers asrhghe had a clear goal in mind with the
interview. Since this was not our aim at all, wiedrto exclude the interviewee’s opinions on
our study.

We have made sure to stay critical to answers amdwn perceptions in order to interpret
the collected data on a mutual foundation. Interdatuments have also confirmed the
interviewees’ answers; hence we believe our souxés trustworthy.

2.5.2 Criticism to theories used

Even though our analysis has been based mostlynpirieal data, theoretical review has played
an important role. Theoretical sensitivity meansimg insight and ability to give meaning to
data, something which would have been almost imbless/ithout any prior knowledge of the
area of research. Reading literature and havinfegsmnal or personal experience gives the
researcher the capacity to understand the phenorf@oidin & Strauss, 1990)

A lot of literature and many research articles héeen published on the subject KM. In
positioning our study in between KM theories andj@ct management theories, we
narrowed the amount of research down, although sttidying relevant theories. We found
theories dating back to the 1950’s but based osgorttical perspective on models of the
1990’s as they are generally accepted in the wairkM today.

2.5.3 Validity and Reliability

When looking at validity in accordance to our gtaive study, the internal and external validity
are the significant measurements here (Merriam4)jl98ternal validity concerns the causality
of conclusion in relation to the questions in oecagnised problem, in other words, how
believable the findings are (Bryman & Bell, 200B).order to ensure a high validity, we have
underpinned our study on the related informatiod eontinuously reminded ourselves and the
reader of our purpose and problem with the effeci@ss of illustrations. We have kept updated
mind maps to visualise the structure of the studgrider to keep a clear mindset and make use
of the theories and data collected with a congtalation to our purpose. We believe that this

24



study has high internal validity since we have mddwvhat we aimed to study, namely, to
describe and understand how a project-based, kdgedmtensive firm in the high-technology
industry creates and transfers knowledge, seen tinandifferent perspectives.

The external validity is expressed as transfettgtalind it reveals if the findings are applicable to
other contexts. This involves how the case compang mirror companies along with
interviewees are selected (Bryman & Bell, 2003; fi4en, 1994). These are all selected on the
basis of commune criteria to be able to correalect conclusions of the mirror companies
on the selected case company. The intervieweesnéeationally selected from different
parts of the organisations in order to achieveaatirbase of perception for each company.
Even though our conclusions are directed towardstse company we believe the approach
of our study can be interesting to other firms, bwer the results are not directly
transferable.

Parallel to these concepts is the study’s relighilihich is described as to what extent the result
can be repeated if conducted at another time (Bny&®ell, 2003; Merriam, 1994). The same
study conducted at another point in time, by otlesearchers will vary since the human factor
affects the interpretation and objectiveness thatreever be assured to be exactly the same. It is
therefore more natural to strive for a possibitibyreach high understanding and that a future
study conducted in the same manner is dependantansistent. (Merriam, 1994) In this study,
we have taken the interview effect into accountvastried to be objective and neutral in our
guestions stripped from academic educational jargtrof the interviews were recorded and we
listened to them repeatedly to ensure we intergréte answers correctly and did not forget
anything. Furthermore, we transcribed the intergiéavobtain a trustworthy written basis for the
compilation of empirical data. On top of this, wersnarised each transliteration into paragraphs
of focus areas which we all went through to inceetliee commune understanding and basis for
our analysis. What all that this implies is conitibg to a solid high reliability.



Theoretical
framework

How many of us haven’t written a text message c¢eeddotally wrong by the receiver, since all
interpretations are personal, where the solutiors li@en to communicate the message over the
phone instead? Knowledge sharing is a complex medtesisting of many different aspects.

In order to guide the reader through this chapterwill briefly explain the way the theories are
presented. First we will discuss the knowledge ephalong with two separate definitions,
namely object and process. We then present foderdift knowledge management (KM)
theories all connected to the different views (objand process) and different focuses
(knowledge creation and knowledge transfer). Asragilement to these theories, we also review
theories that concern KM in project-based orgaiusat in order to go deeper into our problem
area.

KM in project-based organisations

Process view on Process view on Object view on knowledge Object view on
knowledge creation knowledge transfer creation knowledge transfer

Figure 3.1: Model of how our theoretical framewdaskbuilt up. It consists of four areas of theoriedere these are
divided into two perspectives and all in all theyl funder theories of project-based organisatioiitiough the
construction of the framework is built up as sebowe, we have chosen to start by presenting thepesgpectives
as these are vital theories to understand.

3.1 Knowledge definition

Knowledge is a complex and intangible concept witaln be seen and identified in many

different ways. As an intangible concept, knowledgatains no formal structure, hence, the
majority of times metaphors are used to concrdtige phenomena. (Andriessen & van den
Boom, 2007). Looking at different metaphors it ¢tenstated that the Asian way of identifying

and understanding knowledge can be callpdoaessperspective and the American approach on
knowledge is as apbject
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Metaphors Objective perspective - West Process perspective — East

Knowledge as... ..a thing that can be controlled ..spirit and wisdom
.an asset that can be created, .unfolding truth
stored, shared or moved.

.capital that can be valued, Unity of knowledge and action
capitalized and measured, being a

part of the accounting.

..[nformation can be Codiﬁed, ..essence-less and nothingness
stored, accessed and used.

.thoughts or feelings that are tacit Knowledge creation as a
but can be made explicit; that can = continuous, self-transcending
be communicated and shared process

Figure 3.2: Knowledge viewed from two differentgpactives (Andriessen & van den Boom, 2007)

3.2 Knowledge management theories

The view of knowledge obviously has a large impacthe view of how it should be managed.
Since there are numerous definitions of knowledigere are at least as many of the concept of
KM. According to Edvinsson & Grafstrom (1998:64knbwledge management means mainly to
codify and file what is already knotWiThis is a typical view of KM found in the Westepart

of the world. However, this view is contested byesal authors claiming that KM goes far
beyond the codification of knowledge (Nonaka, 198#/esson & Karreman, 2001; Amidon,
2003). The following theories are based on differeaws on knowledge, as an object or as a
process, but also different focus on what is belieto be the key part of KM; namely creating or
transferring it. One thing to keep in mind her¢hiat creation and transfer of knowledge are not
two activities separate from one another. Theyrade in the way that when you create
knowledge you also often transfer it as a seconedigct. However, the different theories,
accounted for below, still point their focus on aig¢hese activities.

3.2.1 The object view on knowledge creation — “knowledge as capital”

A firm’s market value can illustratively be said ¢onsist of financial and intellectual capital

(IC). The latter has, in turn, several building di{e that could be organised under two main
categories; structural and human capital. (Edvinssdsrafstrom, 1998; Edvinsson & Malone,

1997; Roos et al, 1997)
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Figure 3.3: Intellectual capital model (EdvinssonGafstrom, 1998: p26 and Roos et al, 1997: p35)

Structural capital consists of hardware, softwdetabases, organisational structure, patents and
trademarks; basically everything that remains when employees go home. The structural
capital is owned by the company and can, conselyudet traded. (Edvinsson & Malone, 1997)
Structural capital can be divided into customeritedpwhich is the value of customer relations,
for example loyalty and organisational capital. @ngational capital is the structure of the firm
that enable the knowledge workers to control thempetencies. Innovation capital, for example
patents, business secrets and legal rights, irtiaddd process capital, i.e. work processes and
technical solutions, make up the organisationaitaagEdvinsson & Grafstrom, 1998)

As opposed to structural assets, human capitarsidered risky because it can never be owned
by the organisation. Since it resorts to the org@tion’s employees, this asset can walk out the
door at any time. (Edvinsson & Malone, 1997) Thastf the IC is determined by the value of
what the employees can produce (Edvinsson, 200@)s et al (1997) believe that this value
originates from three components; competenceudéitnd intellectual agilityCompetencean

be described as the “content” part of human capstath as knowledge, skills and know-how
among employees. However, if the employees araviiling to use their knowledge and skills
these assets are not very useful. @ltédude of employeeis therefore important as the “soft”
component of human capital. The organisation hte Influence over the employees’ attitudes
since these depend mostly on personal traits. Nesless, the organisation can, to some extent,
change attitude through the environment. Therdhaee factors that impact attitude; motivation,
behaviour and conduct. The third component of huregpital isintellectual agility i.e. the
quickness or alertness of the organisation. In t@@&cthis involves the ability to transfer
knowledge from one context to another, the abibtymprove through innovation and adaptation
and the ability to see common factors and link thiegether. Intellectual agility is tightly linked
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to competence, since it determines the ability $e the knowledge and the skills of the
employees. (Roos et al, 1997) Beside from thesgoosnts, human capital is also the company
values, the culture and philosophy. (Edvinsson &dvia, 1997)

3.2.2 The object view on knowledge transfer — “knowledge as information,
thoughts and feelings”

Since the beginning of 1990, KM has been considaredcessity for organisations to be able to
reach success. This goes along with the growingitapce of knowledge in a lot of businesses.
(Hansen et al, 1999) However, according to an eogbistudy made by Hansen et al (1999)
there are two main strategic approaches to takéMn The authors call these the codification

strategy and the personalisation strategy (Hansah £999). Similar to both these strategies is
that they conceptualise knowledge as some soresdurce (Andriessen & van den Boom,

2007).

The codification strategy basically means to codifiy store as much knowledge as possible in
databases. This “person-to-document” approach m#ilesnformation useable for the whole
company all of the time and at different places.dddifying knowledge organisations can save
time and thus achieve “scale in knowledge reus@iweéler, this is not always uncomplicated.
There is a risk that codification gets into someghthat is time consuming without giving an
easy way to spread and search for the knowledgsggh et al, 1999)

The other type of KM is largely based on persopécson contact with a great deal of focus on
dialogue. This personalisation strategy regardsmentge that probably can not be stored and
through conversations, employees come to a deeglerstanding. To make this strategy work it
is extremely important to have good networks, viidguent telephone meetings, quick e-mail
responses and even transferring employees betwéeaso Using the personalisation strategy
effectively will derive success in “expert econosgiicBrainstorming meetings to disseminate
knowledge and databases with information about wbsses the specific knowledge, is two
common examples of business that work in this idgnsen et al, 1999)

Which approach of KM that is suitable for an orgarion, is determined by its competitive

strategy. If the organisation offers standardised mature products and the employees rely
mostly on explicit knowledge in order to solve pgehs, the codification strategy is the best way
to go. If the organisation, on the other hand, gles customised and innovative products to
customers with unique needs and if tacit knowleidgenportant, the personalisation strategy is
the given choice. (Hansen et al, 1999)



In their empirical study, Hansen et al (1999) fouinat there were elements of both strategies in
all the organisations, but that the ones who wéexive focused on one strategy while using

the other as a support of the primary strategy. s€gquently, organisations should never

completely ignore one strategy but neither sholody try to use both equally. In their article, the

authors suggest an 80-20 percent division. (Haasah 1999)

3.2.3 The process view on knowledge creation

Nonaka (1994) thinks of knowledge as a wide-rangiogcept with many faces and he defines
knowledge as a dynamic human process, a “justifiad belief”. Primarily the knowledge
process is divided into two parts. The first, tipesseemological part is built on tacit and explicit
knowledge, conceptions first developed by Polah966) in his study of the knowledge creation
process where he divided the knowledge into thesedimensionsExplicit knowledgecan be
explained as a formal structural lingo, a codifiegdowledge, since it is documented and
transferred into words. It is discrete, digital acah be stored in archives like databases or
libraries. Tacit knowledgecan be described as quiet knowledge within anoguo@ process
where individuals share the quiet knowledge to terem common base for understanding.
(Nonaka, 1994; Drucker, 1993) Knowledge has a iegarsonal quality to it which makes it
hard to communicate or transfer into numbers. OP@anyi (1966: p4) also expressed‘We
know more than we can tell”

The second dimension, the ontological part is attarsed by social interaction between
individuals in order to develop and create new Kedge (Drucker, 1993). Here the event of
ideas takes place in the minds of people (Nona®@4)1

Individuals could be seen as a third dimension wltee people are committed to renew the
world out of their own perspectives. Three fact@mshance this commitment: intention,

autonomy and fluctuation. Organisations that pemdividuals and groups to act autonomously
can obtain a higher level of flexibility; in integtation of information, freedom in absorbing

knowledge and the width of motivation aiming fodividuals to self create new knowledge.

To package the parts of process in a smart fordanaka (1994) developed the “knowledge
spiral” where these three dimensions all come twgeffigure 3.3). Knowledge creation or
transfer is based on the interaction between t@oit explicit knowledge and these can be
combined into four different modes.

(1) Tacit knowledge to tacit knowledge: The tacit knowledge is transferred through
interaction between people, and can happen witHanguage, instead through
observations and on-the-job training. The most regdeaspect of enabling people to
share and understand each others though procesges they share experiences, which
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happens unavoidably when people enter a commuritys process is labelled
socialisationand is breed from building a team or a field oferaction where the
transformation will take place.

(2) Explicit knowledge to explicit knowledge: New knowledge is achieved by exchanging
and combining knowledge between individuals throeglthange mechanisms such as
meetings and telephone conversations. To genergikcie knowledge from explicit
knowledge, it is important to sort, reconfigure arategorise knowledge, coordinate
teams, involve members of different sections anclideent existing knowledge which is
collectively calledcombination

(3) Tacit knowledge to explicit knowledge: This interaction, between tacit and explicit
knowledge, is calledexternalisation and conveys an interesting dialogue where
individuals have the possibility to make use of apébrs to express their own
perspectives, which works as triggers for knowledgeation. This happens in relations
with other people.

(4) Explicit knowledge to tacit knowledge: This transfer, from tangible knowledge, is a
more traditional concept and is referred to iaternalisation where organisational
learning is a standout point. It is a good ide@dmbine concepts formulated by teams
together with existing knowledge and data to geeeraore concrete and shareable
aspects. To initiate this combination of concept®th team coordination and
documentation of existing knowledge can be usedyedsas an iterative trial and error
process where feedback will push the developmerthefconcepts forward to actually
take concrete forms. Conclusively, experimentiradgirtg action and learning by doing
with members that share explicit knowledge is ti@med through interaction and an
iterative process to tacit features. (Nonaka, 1994)

§ Epistemological

Explicit dimension . Externalizatiar
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Figure 3.4 lllustration of knowledge spiral (NonakiZ094)
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Nonaka (1994) states that the double loop learaffert is built in within the model and takes
place continuously as organisations daily redefithesr perspectives and activity. The more
players involved, the bigger the interaction anel fidfister the speed of interaction between tacit
and explicit knowledge. The mechanism which isdiganisational knowledge creation process
is articulated by an upward spinning spiral startam the individual level moving past group and
organisational to land on the inter-organisatidea&l. Surely the four modes of conversion can
separately create knowledge although fundamenthhishey affect each other in a positive way
and the presumption for knowledge creation is aicoaus cycle of interaction and dialogue
between tacit and explicit knowledge. (Nonaka, 3994

3.2.4 The process view on knowledge transfer

Sveiby (1996) embraces an outlook on knowledgecaaant with the eastern way of defining
knowledge as a process. As Sveiby (1996: p380)ssps it'All our knowledge therefore rests
in a tacit dimension"Further, he states the primary intangible resotiocbe the competence of
people (Sveiby, 2001).

From an organisational and more theoretical petsggednowledge transfer is not one-sided;
people can create value in two directions, transfgiknowledge externallfrom, or internallyto

their organisation. The transfer between individuan increase the competence; the team work
to co-create and diminish the gap between expedsdministrative employees. The knowledge
will grow every time there is a transfer, sincenéver leaves the creator, resulting in double
knowledge. Moreover, if for example the customerd auppliers are included as a part of the
company, the organisational boundaries becomeevwaet and it does not matter who the
individual is; the focus is instead put on creatmgsalue generating relationship. From an
internal, external and individual perspective ergstin almost all firms, nine dimensions of
knowledge transfers are presented below (figure 8&4eiby, 2001)

(1) Knowledge transfers between individuals: This concerns the improvement of competence
transfer between people along with trust, sincepfgemust be willing to share what they
know. The activities suitable to trigger this arast building, team activities, induction
programs, job rotation and master schemes.

(2) Knowledge transfer from individuals to external structure: The competencies of the outside
world, i.e. the clients, suppliers and other stakedrs, need to increase. Activities of
improvement are to enable the employee to helgtiséomer learn about the products, job
rotation with customers, product seminars and costaducation.

(3) Knowledge transfer from external structure to individuals. This concerns what the
stakeholders can do to improve the employees’ iegrof ideas, new experiences, feedback
and new technical knowledge. Activities working taggers are focused on creating and
maintaining good relationships, customer's qualityanagement teams to increase
understanding and anticipate the need of the cuestom
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(4) Knowledge transfer from individual competence into internal structure: This stresses how
to improve the transfer of tacit, individual comgrate into systems, tools and templates.
Activities to support this should result in a siifipd and more efficient sharing of
knowledge.

(5 Knowledge transfers from internal structure to individual competence: The antithesis to the
latter, number four, concerns how to make the cdempe (how documented) available to
other individuals to increase the capacity to &otproceed, improvements must be done on
the human-computer interface, implement actiondbdsarning, seminars, interactive e-
learning environments and similar events.

(6) Knowledge transfers in the external structure: It is here possible to investigate how the
customer perceives the organisation by lookingoat the competence is transferred between
the external stakeholders. Incitements for prograss partnership and alliances, image
improvements of both brand equity on the productl @m the organisation, quality
improvement of the products, product seminars &mara programs.

(7) Knowledge transfers from external structure to internal structure: Concentration is put on
what and how competence from the outside worldicgmove systems, processes, methods
and products. Interpretation of customer complaimtisetter call centres and creating R&D
alliances will work to its advantage here.

(8 Knowledge transfer from internal to external structure: This conversion is the absolute
opposite of the above, thus implicating how thesiig stakeholders can make use and
increase competence of the organisations' systgmsesses and methods. The systems and
processes can work integrative with servicing thet@mer, extranets, product tracking, help
desks and e-business to expound the knowledge sione

(9) Knowledge transfer within internal structure: As the internal structure can be resembled by
the body’s master-mind, the focal point here is pothow to integrate these systems,
processes and methods effectively. The answer as/rditowards streamlined databases,
integrated IT systems and better office layoute{By, 2001)

Often times, the tendencies in organisations as¢ these transfers do not have a coherent
structure as the management lack the complete leulgetbased perspective. An organisation
can not succeed in knowledge transfer followingekection of these nine steps; they need to
include all of them. (Sveiby, 2001)
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3.3

Knowledge management in project-based organisations

In order to understand the context, we define ptdj@ased organisations using the definition
made by Sydow et al (2004). They define projecedasrganisations as companies working
mainly in a project form, meaning that within stiwes and processes, these firms put emphasis
on the project dimension rather than the functiaiaension.

For project-based organisations to learn there rhastreation, transfer and appliance of the
knowledge from the employees (Kotnour, 2000; Argy& Schon, 1978). Kasvi (2003) also
discuss dimensions for KM in a project where thstfis knowledge creation (learning and

refinement),

the second concerns storage and eageon and

is called knowledge

administration, third, the knowledge disseminat{aithin and outside a project) and last the
knowledge utilisation & productisation which refdrsthe integration into products, decisions
and application in other projects. (Kasvi et aQ20

Knowledge creation
Knowledge transfer

Knowledge appliance

Knowledge creation
Knowledge administration
Knowledge dissemination

Knowledge utilisation &
productisation

Figure 3.6. KM dimensions to enhance learning amoviedge in projects

Knowledge creation

Knowledge transfer
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According to a study by Reinhardt (2002), knowledigasfer in a project organisation should

take place in a project with different roles andp@nsibilities which can build a shared

understanding, commitment from the top and transfehe knowledge from consultants to the

firm. Reinhardt (2002) found in his study two prowmt factors: (1) to involve all managers and
all employees. (2) Implementation of a system @aarse the complex and dynamic process of
the organisation. (Reinhardt, 2002)

Depending on the held position, for example projgeanager or team leader, the responsibility
varies. Primarily, the team leader fosters thedfiemof knowledge concerning the content, the
process and the results of KM activities in fornaad informal manners, both within and
between the projects. (Reinhardt, 2002)

3.3.1 The project-based view on knowledge creation

A knowledge creating project organisation can lerred to as self-referential, or an autopoetic
system (Eneroth & Malm, 2000). In other words thisans an organisation which naturally
works to renew itself, affected by internal forcesganing it is an autonomous organisation
where every business unit works with separate csglfrol. Every team should then be self-
organised and the organisation should be crosdifunat as this creates heterogeneous teams
consisting of a mix between different business ascand activities which enhances the
creativity. These teams are often used in the Hasterld in the beginning of a project, i.e. in
the early phase of innovation. (Nonaka & TakeutBB5)

Projects have the right potential to create newnkadge (Sydow et al, 2004). Kotnour (2000)
discusses this in his research about the diffdygrets of learning taking place in a project-based
organisation namelyinter-organisational, intra-organisational and mé&ag support cycles.
Within each cycle, there is a focus on either ti@msg, sharing or applying knowledge. He
concludes that the project-based organisation dhfmdus on building knowledge as this will
result in increased performance. The new knowledgebe created within and between projects
and to enhance this learning process, there neduktan emphasis on open environments
supporting the employees to admit mistakes andudsssproblems freely and to support the
learning through the entire project, not only & é&md. (Kotnour, 2000)

3.3.2 The project-based view on knowledge transfer

Projects are characterised by fast, focused amhantous knowledge. Being too focused results
in caring less about the surrounding world. Bemg fiast will result in the lack of reflection and
documentation of what has been learnt. Lastly, dégo autonomous can result in that the
project group will evolve into a "spinning silo" ete the knowledge stays within the group and
is not accessible to other projects or to the dsgdion. Instead of risking the wheel being
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invented over and over again, knowledge transfeulshbe used to increase the inter-project
learning and learning across levels. (Kotnour, 2000

Problems that can arise within the project depemdhat there is little time to build commune
knowledge and form a tight group, or a "communitypiactice” where you operate on the basis
that you share knowledge (Wenger & Snyder, 2000)

3.4 Mind-map over theories and empirical approach
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Figure 3.7. Mind-map over theories and empiricapegach. This model describes how the theories eclatthe
empirical data review in the next chapter. To té# in the model, we show the subjects discuss#tkimterviews
and to the right, more general information regarglithe study’s extent. Above these, we show thei¢seeviewed
in this chapter. Finally, in the centre of the mbtlee characteristics of our case companies argldiged leading

us to our analysis.
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| Empirical data

Is it better for an organisation to be too focusmdknowledge transfer, or the opposite, to put
too much focus on knowledge creation? Does thiscehdepend on how knowledge is
conceptualised within the firm? We are acknowleddime different perspectives in the Case
Company and the additional three Mirror Companies.

First, we present the companies we study, wher@wvdocus on data concerning their project

groups and their view on key competences. We dilsoashort presentation of the companies’
approaches to KM and IC. After this section, weehdivided the rest of the chapter into formal

and informal activities, supporting knowledge ci@atand knowledge transfer. We used this
approach since we found it hard, if not impossitdeseparate these two parts of KM. We have
also tried to display how their views on knowledgbject and process) impact these formal and
informal activities.

4.1 Information about the Case Company and the Mirror Companies

The chosen case comparjage Company, QGs a company with its business on the very edge
of new technology (1; 3). CC is a global companthwesearch, development and production in
many countries. The firm has a business-to-busisieategy and most of its customers are loyal
and remain customers for many years. With aboud@D patents, the intellectual property
portfolio of CC is one of the world leading porifig (b). Consequently, knowledge within the
company is its biggest and most important assedther reason for this is the fast developments
within technology today, in general. The indusirywhich CC operates, therefore requires the
company to be flexible. However, since CC is adapsgganisation they are rather stable and can
not change overnight, even if they would want to6)6

CC is organised according to a classic matrix degdion, with lines and projects. It is
hierarchically organised in both dimensions (6)jclhHeads to the engineers mostly having two
managers. However, it is the line managers who Hayeltimate responsibility for recruitment,
administration and development of the employeescéehe line provides the projects with the
desired competencies (3; 6). The projects are wegdrafter competencies and technical areas
where the managers for each area are in chargeeoyday work, keeping the efficiency and
reaching the results through maintaining the baaricompetencies (1; 3; 4; 6).
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The workforce at CC is to a large extent made upoofultants, which enables CC to react and
adjust to the dynamics of the business (1). Tod&yi€in a phase of extreme growth, which
leads to consequences like constant employee geodad time pressure (5). One of the
advantages of CC, compared to the industry, isdlaively minor employee turnover (1). This
is explained by motivating work tasks and the thett there are several ways to make a career
within the organisation (1; 3; 5; 6).

The first of the three companies, used to mirror, @RAlfa (fictitious name)Alfa is a world
leading company within business intelligence prongd software services, with 10’000
employees around the world (annual report) anddf@@em placed in Sweden (9; 10). Like CC,
Alfa is a knowledge-intensive firm (10) with a stabledaiigh revenue growth (cplfa has
enviably low employee turnover and a liable staftlae focus is put on the customer, innovation
and work/life programs (d). Emphasis is put on alrificlusive” supply chain model, starting
from pre-sale to follow-up. In addition, the custemis integrated through the entire process with
extensive support and the solutions are sold tegetith consultancy services (9; 10).

Secondly, we have looked Beeta (fictitious name)which is one of the world’s largest IT-
companies with about 150 000 employees around tnehwand 1500 in Sweden (8; f). Like CC,
Betais organised both as a line and a project orgaois#/). The organisation creates around
11 patents a day, adding up to a pile of 30 00¢s d@isplays the company’s goal for the future,
which is the next great invention.

The last of our mirror companies Gamma(fictitious name) which is a commission-based
authority involved in applicable research, methodgt and technique development and
investigation for defence and security. This orgation, based in Sweden, consists of 1 250
employees (11) where 900 are academic researchidis. is an entirely project-based
organisation (11). Customers are integrated in ghpply chain and together they discuss
possible problem definitions. Focus is then putfiading new solutions, new knowledge and
new techniques (g).

The organisations above, CAlfa, BetaandGamma share the fact that large emphasis is put on
R&D (about 25 % of their respective revenue is vested in R&D) to provide new solutions
and be leading in their areas of innovation.
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4.1.1 Project groups

CC has approximately five to six new projects ragnsimultaneously which are at different
phases (3). Out of the new projects, approximataly of them are initiated by customer orders
and the other half on initiative from CC itself, nelation to the high-tech market’'s advancement
and pace. Several projects are, after a successult, put in a lower gear as “cash cows” to
generate profit. Inquiries from both the specifinstomer and other customers needing
supplementary functions, updates, maintenanceecoons or adjustments for a perfect fit with
their own products keep these old projects alive dolong time (1). A typical example
expressing a bureaucratic side of CC is when taddemn whether continuing the “cash cow”
projects or not. This decision is made on formgutations where the manager delivers a change
proposal to the evaluation group and a control gréar analysis who will determine on a
reasonable extent of expenses. The last stepédar th to decide if the project can be continued
and subsequently respond formally with a new prajp(s.

A project consists of different phases. The fitepss to perform a pre-study where there is an
evaluation regarding if and how the project shdaddput in action. The decision depends on the
needs, possibilities and potential for the projetdgether with the customer needs and wants.
Secondly, CC looks at the available supply of caepaes within the firm, where there is a
situation of competition between the projects agqats sometimes are in demand of the same
competencies. When making the decision to run pgr,oCC has to find competencies for this,
either through competencies available or by regirenthe composition in other project groups.
However CC can mostly choose to wait with a projetil there are personnel available. There
is a formal process within resource allocatioh@ligh this process varies somewhat depending
on the priority of the project. (1; 6)

The first project phase concerns the planning hedlesign where few and highly skilled people
are needed. This phase results in the starting pmirthe next and the main phase, involving a
longer span of the everyday running of the projedigre approximately 100-300 people are
needed. (1; 2; 5)

Composing project groups, optimal for every spegifioject and the organisation as a whole, is
not an easy task. This assignment rests on theraregers and project managers together. The
line managers are responsible for different commetdields and they must cover the technical
supply need in their areas. Software developersheadivided into certain levels depending on
experience and competence ranging from 1-3 or ftedn where level 4 developers usually are
assigned a higher participation in the line mansigadtocation of personnel and surveillance of
competencies (3). The project manager put an dadére line manager on what competencies
the project needs. In most cases they specifyrdlgisest so carefully that they even name certain



engineers (5). Hence, to create a group that h#s technical competence and the ability to
build a good work team is left up to the cooperabetween the line and the project managers.

If the line managers’ primary responsibility is tmaintain the competencies the organisation
needs, the main task for the project leaders deliver the customers’ products on time.

“Right man at the right place can work wonders” &C)

It is important for the line managers to build anewith complementary characteristics. The
focus within CC rests on finding people with conméntary competencies, as well as workers
with suitable experiences from earlier projectsy2;Though, managers do also take social skills
and personal attributes into account when compophnogect groups. The workers can also
influence which specific project they want to wook, although the projects within each

technical area mostly are quite similar (3; 2).HRignan at the right place can work wonders, but
if you allocate the very same man to another ptpjeéanight not give the same fulfilment.

Consequently, it takes time and cooperation betweenand project leaders to compose an
efficient group. As far as possible, CC thereforestto avoid the scenario of taking an engineer
off a project and instead try to solve whatevebpgm may have caused this consideration. (5)

“It is easy to make half-hearted efforts if you Bavlot to do” (6, CC)

The composition of the groups can be tricky at §jsnce there is a high demand for the best
competencies. To make full use of an engineerswkaxdge, an engineer can sometimes be
devoted to several projects at the same time, gdamto a full-time position. (6) The problem
seen is the work load and the stress effect pubath the person working on these different
projects and on the surrounding project workenstRnd foremost, the worker needs to have
several work processes in mind and sometimes spaods time switching contexts, than he or
she is actually working. (5) Secondly, the othevjget workers have to keep these part-time
workers updated on the information and developnsente the cross-over between projects is
not taken into account in the job (2; 5; 6). Thyrdf you have a lot to do, swamped in work, it is
easy to be half-hearted about the work and theept®j Fourth, engineers allocated to a specific
project are accounted for in exact numbers. If regjaihe odds, there is“acrew-up” (6), a
mistake made in a project resulting in a delay, rttemager has to solve this without knowing
how, nor having support from above. This means ithgbu for some reason should need an
additional engineer to work on your project, it d@solved rather easily. Even if the manager
from the beginning has assessed and presenteakiseo the top management, these identified
risks are not attended to; instead you keep goimtgd wou actually hit a problem. Evidently,
within CC, time is a priority rather than risk ptang. (6)

To facilitate the partition of personnel betweerjpcts and to reduce the competition of
resources, the project leaders unofficially co-aperwith one another and “deal” with the
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competencies. They make use of each others’ aldaampetencies, putting two workers from
different projects together in one project at aaiartime and then moving both of them to the
other project. (6)

Alfa also works with projects, but not exclusively (Blpwever, their projects are not nearly as
large as those in CC. A normal project consist3-00 persons and the roles required in a project
are predetermined in something the firm calls theiplementation method”. Thanks to this, the
problem of distributing the competencies is de@dadiowever, the strict role requirements
along with the fact thaflfa only has about 100 employees often lead to theespeople
working together in all projects. (10)

Looking at the projects iGGamma projects vary in size and range from small prgjegith 2
people to larger projects with 8-10 people. Thesgepts are carefully planned and decided
upon within each of their ten competence areaoperation with the Swedish armed forces.
The majority of the projects are initiated by osl&om customers; hence there is a well thought
out and formal composition of competencies withiase project teams. (12)

Betais divided in three different business areas, aneddifferently organised within these areas,
in the way best suited for that specific area. phgect groups vary in size and composition,
depending on the area. When a group is composeeé ike similarly to CC, an internal
competition for the best personnel, everybody wérgsest competencies in their group. This is
however not seen as a problem in the organisgjn.

4.1.2 Key Competencies

Like most companies that work with research andeltgpment, CC is dependant on certain
employees with key competencies who are part ofreaxequisite for successful research.
However, CC feels that there is a risk involved@tting to dependant on a minority of workers.
Our interviewees all agreed that this is an agwablem in CC and the solutions momentarily
are to focus on broadening and duplicating the kedge (1; 3; 5).

There are two kinds of key competencies in CC. Alsmumber of employees have chosen a
career path leading them to a formal distinctiotéo‘experts”. There are three different levels
of experts that all have as part of their respalititbo spread knowledge to the other employees
(3; 5). The formal part of their technical knowledig demanded to be documented, in a similar
way as the knowledge in a PhD’s dissertation, t&ermthe knowledge available for all people
within CC. These “experts” are also expected ta ls@minars within their competence areas as
another way of spreading knowledge. (5)
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The other kind of key competence is defined as ragmewith profound specialised skills, a
person specifically good at solving certain problemas, although not formally appointed a role
as an expert (5). Finding these specialists wituo¢hrough the internal, and informal, personal
network of the employees since no documents orbdats exist on whom possesses what
specialised knowledge (4). Hence, if you talk abauir problem, the word will spread that you
are searching for somebody able to solve it ancthudly you will find the person competent in
the problem area. This implies that finding helpetamore time for new employees that have not
had time to build their personal network. Also the workers who have already created their
personal networks, they do not always know whaito to; hence the procedure is to go through
others. (4)

“We have to try to build an organisation where wani survive because of heroes.” (5, CC)

“I've now learnt that it's often better to choosersebody less experienced, even though it takes
longer time, since nobody knows about this perseither his experience nor his name, and
they will therefore not snatch him away” (6, CC)

Within a project, the need for key individuals iegter in the start-up phase, whereas they in the
main phase need more people with broader compe{@hc@/ithin a project, it is often possible
to plan in advance for the need of a key competaaxeroject leaders can define future
problems. This specific person/competence mightelable in the plans for the period in
guestion and the project manager gets a guarameetiie line manager to get this competence.
Though, when the time arrives, a reprioritisatibrtampetence requirement may have occurred
in relation to the different projects. Thereforeaasonsequent, the promised project will have to
find another way to solve the problem. This resulproject managers not requesting a certain
engineer known for his or her key competenciesréiner find an unknown competence that is
encouraged to learn and eventually reach the sawet &s the known key competence. In this
way, projects can be guaranteed a problem solveéreaen though it may take longer time,
looking at the big picture, the gain is higher (6).

Alfa agrees with CC, that there is a problem when icedampetence areas are dominated by
strong individuals. The HR department tries to tdgrthese areas and duplicate the knowledge
where this is needed. Hence, the initiative to @bk risk of being dependent on employees
with key competencies is centrally directed Alfa. (10) In addition,Alfa has divided their
organisation after a number of so called “skill  re”. These are areas, independent from
projects, in which each area is “owned” by a cariadividual. This person is in charge of the
particular competence area and together with gibeple within the area has meetings in order
to spread the knowledge. In this way the knowleidgeot only shared internally, but also to
partners and external consultants.
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“Nobody is irreplaceable; it just takes longer teplace some people compared to others” (8,
Alfa)

Also within Beta our interviewees look upon key competencies asca@ssity which can cause
problems. Still they do not try to document or ntaim the knowledge from the key
competencies. Sometimes it takes longer time ttacepa person who left their position, but
since nobody is irreplaceable, it is a cost the gamy can handle. Interesting tasks and good
work conditions are the best way to make the persloremain within the company. (8)

In contrast to all firms abov&ammalooks upon this type of addiction to key competesas a
necessity since the research world depends orsmlitiTherefore, the best specialists and
competences are needed to add height to the rbsaafidth is easily created but height is
impossible to achieve without these key individuélq)

The key competencies (Bammaare formally spread to different projects with i to be able

to create a group around the key competencies aotthplementary knowledge, always at least
one key competence within each project. The disperskes place to achieve a personal link
between different projects. The firm spreads kndgéeby letting one person have a main task
and then being a part of several projects at theestame. In the middle of every floor at the
office there has been created spaces, meeting, spititsthe intentional purpose of supporting
spontaneous meetings where knowledge could be Bgellaideas can be born and innovation
and creativeness can flourish. 12

4.1.3 Approaches to Intellectual Capital and Knowledge Management

CC does not consider intellectual capital (IC)heit bookkeeping and they do not have anyone
centrally appointed to be responsible for the kmaolge transfer and creation within the firm,
except one person at the HR department responfbléormal education and development.
Organising courses, keeping statistics over whdigyaated in which courses and give the
opportunity to update CVs is as far the respongbiwithin HR goes for knowledge
management (KM). The need for internal coursestiser significant because of the complexity
and fast development of the technology. (1) Howetrex responsibility to enter and to attend
these courses lies on the staff member themsefesAlthough, there are some compulsory
courses for all new employees at CC. (5) Thus Cé&dwt, to any large extent, formally work
with KM from a centralised point of view. Still, C€onsiders their IC very important and
something that is worth nourishing (1).

Alfa acknowledges that it requires a flat organisatitke their own, in order to manage

knowledge (10)Betahas a bit more formal management of knowledgejghdhey do not use
the term KM and neither do they have anyone resplenfor managing knowledge explicitly.
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However,Betain accordance to CC values knowledge and the peed@s their most important

asset. (8Gammaas it is an organisation within development, kremige management is what
makes the organisation and the organisation i¢ tuthandle or manage this, in terms of work-
ways, routines etc. (11)

4.2 Formal knowledge creation and knowledge transfer

4.2.1 New recruits

All new recruits have to go through a basic edwcatndependent of their earlier experiences, to
learn the work procedures within the company (1TH)s is the most essential part of the formal
KM conducted within CC. The organisation also pdag further education in form of formal
courses for the employees, but these courses are votuntary and the initiative often comes
from the employees (4; 5). Newly appointed emplsy@dso get a mentor, within their
competence area. This mentor is supposed to thaahthe technical skills but also how to work
and how to learn the rules and follow them. (3)

Like CC, Alfa offers their new employees in position as conststa “master class” education,
an educational package similar to the one in CCwiere they also become certified (10). This
education depends on what kind of position the meaployee has. A new employee, not
necessarily a consultant, may be senflfa’'s head office in USA for education (9lfa also
appoints all new employees with a mentor, a seoomsultant that is to work with the junior
consultant in a certain project (10).

4.2.2 Documentation

Formal work procedures and process thinking areomtapt in the daily work of CC, but the
organisation has found it difficult to manage thpsacesses (5). Even so, there is a group within
the company focusing on process management (I;h&).objective is to implement regulated
work processes and standard structures in ordgetde effective and simple work methods (1).

“CC wants to be able to put the knowledge on pabet,| know that it transfers from person to
person in reality.” (5, CC)

“If you can call the source code documentation antlonly the product, we are focused on
documentation, the source code is the most impbttémg we do.”(2, CC)

Not to be deluded, the source code is one of thst maportant things for CC, but it does not
contain all information. It lacks work-ways and hawspecific problem was solved and instead
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focuses on documenting the results. (2) The prodessription is found on the intranet at CC,
where you are supposed to see the big branch @amdbtl able to click down to your specific
spot and follow the whole process (4). The undedyause for this process thinking is to easily
be able to exchange the personnel, and to avoidlskipendent on anyone. The ambition is that
every new person at CC can use the process deserim the intranet and there understand
what he or she are expected to achieve and hovatage this achievement. (5)

As a matter of fact, ilsamma formal documentation is the foundation for knadge transfer
from one person to another without physically mgvinm or her. The entire research must be
documented, not just the results, as it must bsiplesto do over again or to understand even if
the person conducting the research is no longemaroHoweverGammahas not put enough
focus on this kind of documentation and, insteaainagement is putting emphasis on to increase
the innovation and create a personal link, transiys of thinking in a process, by for example
dividing people on different projects simultanequ$l 1)

Within the research and development unit at CQethee detailed formal systems and databases
which are used in the daily work as it is neces$aryhe control testing before launch. If there is
a faulty part, it is possible to search the mochdse to find the name of the developer having
developed the certain module, and then cross-ctieckiame with the computerised telephone
book to find the person quickly and to be able gk questions about the faults directly. These
module bases need to be frequently updated. (4)

Likewise, it is desirable that this update of warocesses occur frequently, but there are some
obstacles as to why this is rather difficult at G&rst of all, there is not enough time, which
makes the update of processes a secondary comdaen striving to achieve short-term goals
and being able to deliver solutions to the custenoertime, it is always put first and everything
else becomes secondary. This is unfortunately sontethe firm has to accept, as long as they
are under time pressure but this then leads tavadard trend. (5)

The constant problem with processes is that yomatereate a process and then be happy to be
done with it. It is a continuous work, it changdisize time.” (4, CC)

The second problem is caused by the fact that thezesome employees at CC who find
themselves too important to follow the company’sids to devote time and effort to process.
This makes other employees contemplate why theyldhimke time away from their busy
schedules if others do not. It then becomes comtmateviate from the rules, to find shortcuts
and to work after ones own initiatives instead.3%The personnel see the update of processes
more as organisational politics which they never e results from, only one more thing on
their desk to do (6).



When work processes are not documented in the viglyt there will always be problems to
work according to the processes that actually apeighented. Since the process update has to be
made by everyone in order to not become obsoléis, i$ considered a weak spot in the
organisation by many of our interviewees. (4; 508)e way to get the employees to perform
process updates is by allocating the time needelb tinis, and also make updates an objective.
(5) However, this is the responsibility of evenydimanager, and not all of them prioritise this.

According to themselvedlfa is very good at documenting their work and what ¢émployees
have done, which results in the fact that much f# employees explicit knowledge is
documented (9)Alfa has managed to develop a climate where the engdoyealise the
importance of process documentation, both for tigam@sation but also for the individual, which
is the key aspect of their success in this.

“It will be the heart in how we will drive a projeforward, it will be a system that | can use
[...on follow-ups, profitability etc] supporting theoject portfolio as whole.” (10, Alfa)

Once they have managed to get the individualsabseethis, it will be done automatically and
the more it is done, the more advantages are rgjatdi show. They are also in the process of
integrating several systems into one, where thelemaps will be able to find all information
needed, such as who possesses which knowledg#s degmrding the projects etc. (10)

4.2.3 Evaluations

There are several forms of evaluations within Q@,rhost of them are initiated by the project or
line managers and not the top management. Thestlgseup gather for a "lesson learned”

scenario after a project has ended, but this ifoional documentation and there is no talk about
what new knowledge the employees have acquireddf@ge a year an evaluation questionnaire,
regarding the employee’s views on CC, is distriduteut this poll does not concern the

employee’s knowledge or education at all (1).

When a project has ended it will be reported whahtwvrong and what went right, from the
bottom to the top. At the same time they colleporés of error from customers and some of the
people within the project gather to discuss anddryolve the customer problems. Unfortunately
it is difficult to motivate these engineers to coinfully to this old project, even if it is just fa
couple of hours. The time is scarce and the empleygommitments are already on their new
projects. Thus, these meetings are necessary,uleutoda lack in time and motivation, not very
efficient. (6)

Betahas, once a year, a poll where the entire workfdilts out the same form, which is put
together and evaluated at a high level within thgany. Subsequently every manager gets the
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result for his workforce and they compose suggestifor activities or focus areas for the
groups. (8)

4.2.4 Performance appraisals

CC takes performance appraisals very seriously tremsda three step process for when these
should be held over the course of a year. Therfiestting has the purpose of setting goals and is
often done of the beginning of a new year. Todag,formal goals are to widen the knowledge
and to become more effective (3). The second stép have a follow-up after half a year where
there is possibility to change the goals. The pest is a summation of the year that has been.
This leads to the fact that at least three perfoneappraisals are being carried out, where you
talk about the employees’ personal goals regartheg knowledge. (3) The directions come
from the top of the organisation, but the perforomamppraisals are conducted by the line
managers. (1)

Our interviewee aflfa found it of utmost importance that he, as a managgts to know his
employees in order to be able to lead them. Tharosgtion has developed a system used to get
closer contact to those employees which are hatdlkao, the ones who are not as open as the
rest. This is basically a set of questions for thenager to ask, that will result in a more
meaningful dialogue and closer contact to the egg#an question.

One of the main tasks for the managers witBeta is to create prerequisite for knowledge

dissemination and creation. The competence of #reopnel and their further education and
development is one main part in this work. Yeatlyey have performance appraisals and
planning meetings. They look at the career devetopnand the competence of the personnel
today and future needs. This is documented in gesyswhere you can see which courses a
person participated and in which projects this gernseen working. This system does not show
any qualitative factors so there is a risk thatdgtem does not show what people really know,
only what they are supposed to. (8)

4.2.5 Cross-site

Cross-site activity at CC is a virtual line and vaasated to reach competence exchange and to
spread work methods. This group is working withe same competence field and they meet
three times a year. In between these meetings ¢kelgange information through a mailing
group that they all take part in. The initiative faxilitate international knowledge exchange
comes from above, but the responsibility for howetmble this lies on the line manager. This
type of cross-site activity is only to find in opart of the company, since it is established by one
of the line managers. (5; 4)
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Beta has a type of cross-site activity where some ef thp managers managing knowledge
within the company get together to discuss “beatfire”. At least one representative from each
of the eight countries wherBeta is active attends these meetings. Here they disbosv
different projects were handled and what experientey had. To learn from each other’s
mistakes and successes is the main reason forkhesgedge transfer meetings. (8) The part of
Betds business, located in other countries, benefisfknowledge dissemination where the
firm exchanges employees in both directions. Thexmeason is here, however, normally not
knowledge transfer, but a requirement for comptgtirproject. (9)

4.2.6 “Competence bottle necks”

A way to avoid dependency on key competencies aéways have more than one person with a
specific knowledge/competence. Therefore CC trebuild away “competence bottle necks”.
On initiative from the top management, reports abibwe competence situation within the
company are reviewed at the top every month. Thia feaus on these reports is the shortages
at the moment as well as expected future shortafesompetencies. These reports can be
viewed as a type of risk management. Within theas CC finds it important to plan for future
needs and if possible, always be one step aheas.rdgorts are sent hierarchic through the
organisation from the object leaders who are rappto the line managers and so on, until they
reach the R&D manager. (3)

4.2.7 Summary of formal knowledge creation and knowledge transfer

Thematic area Summarised material Perspective & focus

New recruits CC Basic education is not enough, mentorship is ofenor Process perspective
significance.

Documentation CC ltis hard to manage documentation; knowledge baset Knowledge transfer &
transferred from person to person. process perspective

Evaluations CC Discussions, reflections and reports after a projec Knowledge creation

Performance CC Formally three times a year with focus on broadgnknowledge transfer

appraisals knowledge and have the employees work more effectiv

Cross-sites CC Exchange competence and work-ways across boardeKnowledge transfer

Competence CC Not be dependant on key competences Knowledge transfer

bottle-necks

Table 2.1. lllustration of how we have collected empirical material.
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4.3 Informal knowledge creation and knowledge transfer

In CC, a regular phenomenon is to constantly tlmhkvays to enable competencies to spread.
Both the project leaders and the line managers sedael strongly that they have the ultimate

responsibility for knowledge transfer and creatwathin their group. However, it seems to land

on the line managers table, where he or she resegnhe need for knowledge transfer when
working closely with the operational part of thesimess (2; 3; 5) Thus, knowledge transfer in
itself as a concept is not anything implied frone ttop like reports, rather this rests on the
individual’s initiative (4).

The individual initiative of the line managers is@aseen at several places within CC, at some
units, they work with cross-sites and create websitomepages, mailing groups and check lists
which works to spread the knowledge. Another wagpoead the knowledge is the managers’
encouragement of the employees to take coursekifbdevelopment (4).

4.3.1 Networks

Within CC, the notion that only the person who eamd the knowledge knows exactly what that
knowledge is (4; 5) has been seen by several panplés regarded as a problem, since it is hard
to document this type of information (4; 2; 3). Hoxer, other people can have a pretty good
idea about what that knowledge is and within C@ finst and foremost applies to the nearest
manager.

In addition to the nearest manager, all employ&&Cacreate their own personal networks (5; 6)
and these networks seem to be a prerequisite ¥oveun the fast-paced firm.

“After a while, you build up some kind of personatwork where you know who to ask for a
certain question” (4, CC)

Within the personal networks, people have a goaterstanding of what kind of knowledge the
different employees in the network possess althaughn take up to two years to construct a
useful web of connections and this process newgrss(4; 5). The networks derive from old
projects, contacts from a worker having worked #feknt projects or within a different
technical area, from the hallway and from workirmg aurrent projects (4). When a new game
player joins, this person does not know where traefor information needed or who to go
through. For example, a sub-project leader whoe@uited externally can take on a second
position of an object leader simultaneously, ineordo learn about who possesses what
knowledge. Important to notice is that this is aitiative taken by individuals within a project
and decided in a decentralised manner (6). The eaps’ personal networks seem to be a



(helpful) survival kit for solving technical prolites, especially under time pressure (4). At the
moment, there is no formal support for new empleyegarding how to build these networks;
this is something they have to figure out on tleen. There is, however, a desire from some of
the engineers that the firm should find a formastesn that supports these networks (4).
Consequently, today in CC there is a lot of knogkedreation and knowledge transfer going on
that is not really managed (3; 5), adding up toitifigrmal part of our empirical study.

“[About personal network]; you have your own littbackpack, with your personal web of
contacts.” (6, CC)

In contrast to thisAlfa is, at the moment, introducing a formal systembfack-tracking project
phases and project members to be able to findisokifor a problem. IiGamma the network is
seen as a great advantage and a lot of efforttisrpareating networks as well as taking part in
informal and formal networks around the world. Héoemal networks can be as bad or as good
as a regular company or authority. The informaivogks however are the most valuable ones,
resulting in the highest knowledge transfer althotigs an effort keeping track of them. Even
within the own organisation, the networks play @ ppart since there are no central documents of
collected information on the know-how of differgmtople. In order to document this type of
information, it would demand a lot of resources patupdating the system frequently since the
know-how changes from day-day along with the dgwalent of research. (11; 12)

4.3.2 Informal “talks”

In excess of the formal performance appraisals fasically up to the line managers to decide
how much time they should devote to more or les®db conversations with their staff. One of
our interviewees said that he had an informal “tatkh all of his employees at least once every
five weeks (3; 5). These “talks” had no agendayas up to the employee to decide what he or
she wanted to talk about for that dedicated haifrh@he same interviewee also had weakly
meeting with his staff where he shared informati(%). To sum up; it is the line managers’
responsibility to keep themselves up to date willatkknowledge their employees have acquired
lately. This encourages the engineers to also tialleach other, and thereby knowledge is
unavoidably transferred in these daily informal\censations.

“It's the dialogue with the employees and discussim meetings that are important” (3, CC)

CC is all about creating new knowledge in ordeloécone of the world leading companies in the
high-tech market today (1-6). Put in relation toowtedge transfer, knowledge creation is
perceived from the line managers’ perspective anmoportant, since CC provides educational
courses within several areas from technical toohpetence to leadership development in order
to create new knowledge (3). However, self-studis® seem to be quite frequent and we can
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conclude that many activities are steered by th®idual’s own initiative (3; 2). Another aspect
to enable knowledge creation is to have appointedtaons, as guides and to have somebody to
ask when needed (3). However, these knowledgeianeattivities have a secondary effect of
also transferring knowledge, but some other agtwitire clearly done with the latter focus in
mind.

4.3.3 Internal environment

Within the internal environment at CC flourishesopess as it is a decentralised organisation.
The hierarchical structure can be seen both amahgssoftware developers where they can
reach different competence levels and in the exqaders, though the feelings we get is that CC
follows a flat structure environment. Decisions, dn®ugh made by the appointed managers not
carved in rock and the group opinion as well agridevidual opinion counts.

“Before, [talking about another department] we alygaextended our coffee breaks from 5 to 25
minutes since somebody came by and asked questiicis led to some kind of informal update
meeting. But it was very good; we learnt a lot giotlto meet other people in other projects. It is
actually one of the only departments still havingpéfee table; all others had to get rid of it,
since there is not space enough.” (6, CC)

The physical work environment is undergoing a camsthange because of the growth in CC.

Therefore working together in teams does not enshae you sit together. Furthermore, the

coffee rooms and kitchens have been taken awayubeaaf lack of space and instead coffee
machines have been placed in every corner of thedoos throughout the company. One of the

interviewees even enhanced the fact that the op#eecrooms from before enabled creativity

and innovation as people would stop and ask questand anyone was free to join the

conversation leading to great ideas. This possibiias decreased as you loose the random
meetings in the hallway.

Looking at Gamma the organisation has worked actively with creatineeting places in the
middle of every floor to benefit knowledge transérd creativity. (11Betais a decentralised
organisation though since they are working aftegulated processes which are centrally
controlled, the result falls in between the two.Bdtathe employees work in an open work
space and they carefully plan where to put thegmeral to create the best work conditions and
composition of people. The closeness to managegdstla@ simplicity of having dialogues
characterises the environment here. They alsoesgmcial rooms where the personnel easily
can co-operate and make use of knowledge interaclias a rather chaotic organisation, not
very formal, with an open and transparent cult(9g.

“Fast, agile, flexible and self-instructional orgesation” (8, Betg
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Beta has a clearly defined strategy from the HRspettive where they put effort on employee
satisfaction and employee engagement with a wordl® workforce conducting a survey every
year open to everybody to see. (8)

Likewise, at CC the culture encourages employe@skoguestions and seek answers when they
are unsure of something. Almost everybody is hélahd eager to share their knowledge with
those who need help. However, this scenario igudfft for offices abroad, especially in the US,
where the employees who have a deeper knowledgg #mgir expert status and wish to keep it
this way. (5; 6) Creativity and the spirit of inradion is enhanced and encouraged in CC through
letting the workers have freedom of working to mgw ways and ideas during the project. The
only demand is that the project reaches its g¢4)s.

“Knowledge cannot be written down; it has to benséerred from person to person.” (5, CC)

The general environment is reflected in the work/svevhere the focus to a large part lies on
reaching the results wanted as well as avoidingimgakistakes, since making mistakes forces
you to go back to re-evaluate and start over, wtirdle does not allow. To go back is also hard
since such a big company as CC, is heavy-stedredn lalso take a long time to get to the action
point as a lot of people are involved and it migkt quicker to do it yourself. It is although

important to not be caught up in the stressful ipig silo of always rushing to meet deadlines

(6).

“We are growing in an explosive manner [...]. It isessful to meet the deadlines, but we must
focus on that.” (6, CC)

The most obvious way that knowledge is transfeatedC is through the work that the engineers
perform together. The project and line managerdritare to this by deciding the composition
of the work groups. Diversity in the work groupsise prerequisite for both knowledge creation
and knowledge transfer. This encourages employe#thitk outside the box” and hopefully to
create a better work climate. (5) The responsybfbitr this type of informal knowledge transfer
thereby rests on the line managers, since thetharenes recruiting new engineers. Within CC,
there is a lot of stress and time and deadlines bagcome the leading values instead of learning.
Hence, some expresses that bigger focus shoulduberpcooperation between projects and
cooperation in utilising resources and employegs (6

Career development is an important motivationaldiaat CC and the encouragement is put on
development possibilities and lets the engineéss peart and affect the technical focus area they
are working within even after many years of spésadion (5). Less can be said from the
employees’ side on which project to work on (3)efiéhare great possibilities to get experience
in handling big budgets and there is a possibitityry many things. (6)
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Line managers are not only responsible for supglyire right competence within the company,
like finding new recruits, they are also resporesifir the wellbeing, motivation and further
education/learning of their co-workers. (5) To teea setting where knowledge can be created
and transferred is something the line manager @ifdout on a daily basis (3; 5).

4.3.4 Problems with informal knowledge transfer

One aspect which takes the focus off knowledgestearis that the projects or teams consist of
the same people working together as the projeatpgbeforehand. Surely, there is a turnover of
employees to some extent but this mainly dependgeople changing their specialisation area
or quitting their job (6).

Every project in CC demands a follow-up, althoulgbytare often conducted through meetings
with the objective to together discuss the workgpess, problems that arose, successful actions,
the cooperation etc. However, in reality, the nmegti take place with an undertone of
worthlessness and since the same people will waigkther again on the next project and then
have the same meeting. People at CC feel the ngseire unnecessary resulting on them
discussing other things (6).

Another problem with informal knowledge transfethat sometimes, people who have not been
formally appointed “experts” do not have the resplifity to share their knowledge. Hence,
they lack willingness and initiative to answer du@ss, help others and share their knowledge.
These key competences realise their own value amd o keep the knowledge (4).

4.8.5 Summary of informal knowledge transfer and knowledge creation

Thematic area Summarised material Perspective & focus

Networks CC Personal networks are very important and takes tine Knowledge transfer and
develop process perspective

Informal “talks” CC Dialogue to enhance notice on the employedshowledge creation,
development process perspective

Internal environment | CC Decentralised, individual initiative, stressful, atlines, Knowledge transfer,

career development, awareness of knowledge transfe process perspective
Problems with inform.| CC Key competences not wanting to share their knoveledgnowledge transfer
knowledge transfer unsuccessful follow-ups, low variety of teams.

Table 2.1. lllustration of how we have collected empirical material.



Analysis

When was the last time you wrote a report on somgtiiou had performed and thought to
yourself: - This will probably be stored in a comgaarchive and never be looked upon or read
again? - What a waste of time and what was reaklygoint?

Since our analysis is based mostly on our own pnétations of the empirical data, but also on
theories, we have structured this chapter basdabtnof these factors. We first present a four-
fielder to illustrate our findings and then we ewiour analysis of how knowledge is handled as
an object. After this, we analyse the activitiest thoint to a process view on knowledge and this
section have been divided after the theories géeektay Nonaka and Sveiby (individual level,
group level, intra-organisational level and integamisational level). We have chosen to present
key competencies separately, since this impactsthetobject and the process view. Finally, we
sum up our findings by presenting another fourdelmeant to remind the reader of what the
chapter has discussed.

5.1 A four-fielder

It is obvious that the four organisations have edéht strategies to create and transfer
knowledge, as we have shown in the empirical chaf@eth the focus, and their views on
knowledge differ and this is something that cleamypacts how they manage knowledge within
their respective organisations. We have compodedrafielder, showing our perception of the
interviewees’ outlooks on how their organisatiomeate, transfer and conceive knowledge.
These perceptions derive from our interpretatiohthe respondents’ subjective answers, thus
the model inevitably becomes biased. This modeked to help us analyse our empirical data,
however, the responses have not been as cleas-ameamight think when looking at the model.
Interestingly, not even employees within the samgaisation, in CC, have exactly the same
conceptions. One of the reasons for this resulbas the view on knowledge and knowledge
management (KM) is highly subjective and depenttst an what kind of work or position the
interviewee has.
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Figure 5.1. Four-fielder over the interviewees witkach company.

The four-fielder above combines the two perspestiaiect and process with the knowledge creatiod e
knowledge transfer. This illustrates how we intetprach of the companies on the basis of the assin@n our 12
interviewees. This model is not based on quanigatheasurements and should consequently only b tase
illustrate a general picture of our analysed data.

Looking at the responses from the employees atf@Gré¢ 5.1), it is clear that the interviewees
who are at the operational level (6 & 2) see knogémore of an object, whereas the ones that
hold higher positions within the organisation afelightly different opinion. Combined with
placing the interviewees’ perception of knowledgethe above model, we have continued to
analyse and interpret in-depth to find significdtures.

Out of our respondents at CC, number 1 is the pehswing the highest position within the
hierarchy of the line. We interpret this personisw on knowledge as a process that does not
need much managing while number 3 and 5, who atelh® managers, feel that the focus for
CC is to transfer knowledge. Number 1 is of thenagi that knowledge transfer will happen
automatically when people work together, while nem® and 5 feel that it is their responsibility
to make the transfer happen. Nevertheless, aletbfehem find both knowledge creation and
knowledge transfer of high importance, automatycaihnsferred or not. We derived a similar
placing from our interview number 4, an engineehiolv can be explained by the close
relationship and dialogue number 4 and his/her gitwas with their line manager, number 5. In
conclusion, all of these four interviewees haveaarstrategic overview of the operational part
of the organisation, leading them to view knowledgea process and focus on the knowledge
transfer.

Number 6, however, is a sub-project leader ancketisea clear difference between this person’s
view and those earlier mentioned. This project éeadmost important goal is to deliver the
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product to the customers, leading this person tee hea conception of knowledge as both a
process and an object. More importantly, numbem@sk tasks make him/her believe that the
organisation is focused on creation of knowledgeaddition, number 2 is the interviewee with
the lowest position within the line, an object legdand also this individual has a focus on
creating knowledge. Hence, interviewee number 3, &)d 5 are all within the line organisation
and are responsible for making sure that the righthpetencies are found in the firm,
consequently, they have their focus on transferkingwledge. Whilst number 2 and 6, within
the project organisation, put their focal pointkerowledge creation.

Looking at the other three organisations, the nesps do not vary as much as within CC. This
might be explained by the fact that we have notedas many interviews at these companies as
in CC, but this was also never our desire. Thetfzat the two respondents, at each of the mirror
companies, had rather similar positions could atsatribute to the similar concepts at each of
these firms. Still, the interviews alfa, Betaand Gammagive us a deeper foundation for this
analysis.

Primarily, we are aiming to describe the two diigr perspectives, object and process. We will
hereby provide you with our interpretations of kmesdge transfer and knowledge creation
within CC. Further, reflections of similarities,sdimilarities and possible implications will be

viewed upon using our renderings from the mirranpanies.

5.2 The object view on knowledge

CC’s IC does not show in their bookkeeping, butréhare clear signs that they, informally
anyway value their IC high. Since it is a knowledgiensive firm, CC acknowledges that the
employees and their knowledge are the firm’s mogtartant asset. Accordingly, the nurturing
of human capital is a big concern in CC. They makee the employees have the right
competencies, by educating newly employed enginaats also by giving them a mentor.
Further, CC hires people with the right attitudentake them use their skills and knowledge in
an efficient way (Roos et al, 1997). We find ivexy interesting that engineers are basically self-
motivated when it comes to develop new technolagyich makes work motivation a minor
concern for CC. The main risk of human capitalf tha employee can leave the organisation at
any time (Edvinsson & Malone, 1997), is downplay®d the organisation’s low employee
turnover. Still, there have been cases of this &apyg in CC, which everyone remembers and
thinks about. It has become an organisational mgreading to the managements’ wishes to
document processes as an attempt to decrease penddmcy on employees with key
competencies.
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There is a strong desire within the organisatiotuto human capital into structural capital by
codifying knowledge. This mainly concerns the pesas and thereby the process capital which
they try to make stronger. However, CC has a loray w0 go before having a clear-cut
codification strategy. They have problems motivgitthe employees to frequently update the
process databases.

As stated above, there is a tendency towards congdruman capital into structural, but this is
far from ready to be called a codification strate@lge wish to codify is one sign by CC, that
also they to some extent view knowledge as an gbg@though their main outlook is that
knowledge is a process. There are a few parts of \@@re documentation is more
acknowledged and the databases are somewhat wgigtotdowever, this is not nearly enough
and the whole company can not benefit from thise Thain purpose of putting people’s
knowledge into databases is to save time by makiadgnowledge available to everybody all the
time (Hansen et al, 1999). This leads us to woifdars would be true for CC. The main reason
for documenting at CC should rather be the decrebdependence on key personnel.

Still, the desire in CC to codify mainly concermegesses and not other important information,
like who in the company possess which specific Kedge.Alfa on the other hand derives from
an object perspective and work a lot with docuntériaand systems for storing information.
They have a good idea, which is to in detail doauntleeir projects and also what specific task
each employee worked with within these projectds Téads to the advantage of quickly being
able to find someone who earlier has worked withilar activities when starting a new project.
By objectifying knowledge like this, processes hauecessively developed aAdfa puts a big
focus on encouraging the employees to use themsgst€hey emphasise the importance of
allotting time for writing reports and the value ading follow-ups. CC also has a data system
where you can see in what projects en employedéas working and what kind of courses a
person has attended, but this does not go furtizer that, which when looking alfa might be
something to consider.

Since employee engagement and employee satisfagtiaf high importance aBeta it is

interesting to see how this is reflected in theaoigation. One part of the organisation, the
learning development centre, has the responsibibityenable career development for the
employees, in an objectified manner, as the foastsron practical or web-based courses
focused on either personal or technical skills. heo system of frequent use is the quantity
system documenting the amount of certificationsciwhs frequently updated by the technicians
themselves, although the quality is hard to deéind put into structural capital. In addition, the
resource manager has a detailed system of the geggdoknowledge and current placements to
be able to relocate staff at any time which liesagtordance with the codification strategy
(Hansen et al, 1999), although the objective isalt@cation of staff rather than increasing the
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transfer or creation of knowledge. Though the gsystein Beta have been successfully
implemented, a problem and also the reason whyhanaif our mirror companie$;amma
awaits a development of such a system, is the taiogr of updates. Subsequently, without clear
general guidelines for how to manage the systenashmesponsibility, like updates, is put on
the individual. This is the current situation in Gfd also the barrier in reaching a full
codification strategy, if this is the desire.

Generally in CC, a big reliance rests on the reaflthe projects which are accurately accounted
for in documents and reports. These result repameshowever lacking descriptions over the
work processes and contain primarily the result e “winning formulas”. In some units of
CC, the reliance on documentation is crucial. T¢vscerns especially one unit between the
basic development and the customer relations divssiIn this unit CC test all the module
functions before the final product is put togethersuit the customer. Therefore the module
system and in addition a computerised telephobhatdésfrequently updated. In these systems the
employees can find who is responsible for which pathe product and subsequently it is easy
to contact the developer directly when problemsearSince the system is regularly updated, CC
has an opportunity to develop it further as theesystoday is a good basis for a “personnel
know-how database”. In doing this, CC could mowset to realising a codification strategy and
by bringing the positive aspects of this systern ue in the entire firm this system could work
as a complement to personal networks and savartithe fast-paced environment.

In reflection,Alfa emphasises codification a lot as they have alréagijemented an integrated
system for their projects including time reportirigllow-ups, know-how base for allocation,
frame of budget etc. as a comprehensive basedaorkhowledge transfer, especially in between
projects and throughout the organisation as it9gstem available for all to use.

Since the employees at CC are under time pressuteliver solutions to customers it is hard to
motivate them to update the databases. Hence, iwtaes time to save time, the disadvantages
of today outweigh the advantages of tomorrow.

However, since most of the updating happens onintieidual’s initiative and do not derive
from the top, some line managers have recognisedptioblem, and allocate the extra time
needed for their workers. There is also a confifcinterests between the line managers and the
project managers, where the latter are more coademith the short-term perspective of
delivering the product on time. This, of coursejegi the employees more reasons not to take
time to update the databases, even though they khewine manager wants them to. Time
stands out as critical in CC, though being too leatls to neither documenting nor reflecting on
what you have learnt. Stress together with thetfeatt CC is a decentralised organisation, results
in that many decisions rest on the individualstiaive. But being too autonomous is nothing to
strive for as the team can turn into a “spinning”skeeping the knowledge inaccessible for
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others outside the group. Since knowledge transfarcentral issue at CC, too much autonomy
will (by itself, not taking other aspects into aoat) decrease the knowledge transfer between
projects. The strong individuals, doing their owimg, are hence bad role models if CC wants to
accomplish a codification strategy. This does agtthat they should constrain own thinking.

Of more frequent use than codification in CC is ttasfer of knowledge from one person to
another. This is done both through daily work amdnore formal manners, like appointing a
mentor to a new engineer. To build and have a pafstetwork is unavoidable at CC; however,
this is not something the employees do over nighé implication of this is that new employees
have a hard time knowing who to turn to when thegchhelp to solve a problem. If it would be
documented somewhere, what type of competencenptogees have, more than who has been
working on which projects it could make the constien of a personal network a lot smoother.
Here, as discussed above, we render a need forr@ timarough codification strategy, like a
personnel know-how system.

To transfer knowledge between employees, a greatianof dialogue is required (Hansen et al,
1999) which is accomplished in CC through meetirggess-site activities and the occasional
transfer of employees to offices abroad. All ofssthections comes from vague top management
directions, and are then recognised and carriedbguthe line managers. This goes against
theories on project-based organisations sayingkimawledge transfer is best implemented from
the top with a formal system. As discussed befimigatives are now searching their way from
below in CC as knowledge transfer naturally is @bowolving all engineers and having project
managers implementing and supporting KM activiti€sat the line managers have a major
responsibility is something positive, since respaht often leads to motivation and
engagement regarding the work. Though, for a balhrnmowledge transfer, the fundamental
initiative should start with the top management lenpenting and spreading standard work
processes and ways of thinking, which can be seaAlfa.

Accordingly, we can illustrate the difference ircfis between CC antlifa. From an individual
level at CC there is a big reliance on the persomivork whereas irAlfa, the codified
processes and the formal systems are the foundati@very individual.

CC’s KM is dominated by the personalisation stratdyt they aim for a more codified strategy
in the future. This goes along with the rapid gtowt the company, since a larger organisation
needs to codify more than smaller firms. In additithis shows that CC has a desire to be able to
view knowledge more as an object. Their competistrategy, on the other hand, is both to
deliver customised products which require innovatnd personalised knowledge transfer, but
also to keep standardised solutions alive. Thigesig that some projects need to focus on the
personalisation strategy, whereas some could hleimefioth time and money, from being more



codified. Hence, maybe those failed attempts tafgdashowledge are not failures, in the sense
that these projects do not require such a strategy.

5.3 The process view on knowledge

CC, like most other companies, has its own unigppr@ach to knowledge creation and
knowledge transfer. However, there are some chamatits within KM at CC that are also
discussed in the theories developed by Nonaka amibys with a process perspective on
knowledge.

CC acknowledges the fact that some knowledge witheéncompany is tacit and can not be
transferred through codification. However, theyl stteek a way to document processes within
the organisation, for the purpose to spread knogdezhgoing in these processes. Thus, it would
become easier for those who are starting a newegtrojf they could find guidelines and
solutions in the databases when problems emerge. dbetacle is that a process is a flow,
something intangible and dynamic and therefore atrimopossible to document according to the
process view. It is therefore no wonder that CCthaghle motivating their employees to update
the processes, which they find needless and timsuwoing.

As Alfa emphasises value creation in their entire suppgircand, to a larger extent than CC,
works on transferring knowledge through interactithrey retrieve a broader competence base
and become less dependant on key competencieda®mo Sveiby’s nine-step model (2001),
they place focus on the transfer from the individkraployee and the internal organisation to the
customer and other stakeholders, the transfer &takeholders to the individual employee and
the internal organisation and also the transfewéen the individual employee and the intra-
organisation. Subsequently, this strategy of theetlinterlinked levels, internally, externally and
individually, is a conscious choice of strategy ethiworks to enhance the openness and the
willingness to share knowledge Adfa.

Nevertheless, a statement is neither black noreywhiany times the scale of grey is rather large.
The strategy optimal foAlfa might not be optimal for CC. Interestingly to roatiis that even if
CC does not make use of all of the elements imihe-step model, it does not imply that CC is
not using knowledge transfer or that they set batied for the transfer.

Changes are evidently occurring within CC compatoday to a few years ago although this
ship is big and heavy to steer meaning it is timesaming and difficult to go back and adjust or
alternate a fault within a project. In CC, knowledi created at different dimensions; at
individual level(1), in the work groups(2), intetlya here named intra-organisationally(3) and
externally, in other words on an inter-organisatidavel(4).
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5.3.1 Individual level

There is not much encouragement from the manapgatghe employees should reflect over the
knowledge they acquire while working. If the engirewere given time for reflection of what
they have learnt and are learning, they would fihdmselves possessing new knowledge
constantly and especially once a project has ended. it seems like the engineers do not even
consider what knowledge they possess or when andtlmey obtain new knowledge. This is a
fact we interpreted considering the way the orgdtioe handles evaluations, both formally and
informally. CC has no individual conversations ab&oowledge with the engineers after a
project has ended, which could encourage the eegin® think more about their own
knowledge. However there are attempts from sing@nagers to maintain and develop the
relationship with the employees and see to it tiwey are satisfied with both their work and their
personal life. This can contribute to higher madiima and satisfaction among the employees
which indirectly results in greater knowledge ci@atHowever, the evaluations that, in general,
take place at CC a few times per year are initifedhe line managers or project leaders and
since their focus is on technical competenciesithaso the focus of these evaluations. In the
beginning of every year, the individual goal-sejirare discussed and developed. This year, the
individual performance management consists of #erpl aims to broaden one’s knowledge
and to work effectively, and also here, it impleegocus on broadening technical skills. This
does not benefit the entire knowledge creatiomakilace within an individual since it should
also incorporate the tacit elements and not justrtieal skills.

5.3.2 Group level

On a group level, CC, handles knowledge a bit bdtian it does on the individual level.
Important to note is that knowledge transfer camamigoth competence in the technical area and
personal skills, for example how to discuss in augr Technical competencies are well
considered when it comes to composing the diffenerject groups. Thus, the primary
consideration comes down to what competencies rihjeqt needs and the line managers try to
think about how to put together a team where neamgineers can learn from those with more
experience. But there is a need for CC to focusenoor the personalities of the engineers and
combine this with the focus they have today on oetempcies if they desire a more
heterogeneous team, when composing project grdupgeterogeneous team in terms of both
competencies and variety of personalities will reachigher level of innovation, creativity and
discussions to stay a dynamic team.

This together with tight deadlines, increases thebagbility that the line manager will put

together team members from the same previous tehm have performed well in the past,
contributing to low variety in job tasks, thus afs’ competence allocation, which often is the
case at CC. It also happens that the same engiweekstogether on several projects, when CC
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only considers technical competence as a criteioorpersonnel allocation. When composing

teams, since the line managers are only obligegrdwide competencies for the projects, it is
hard for them to compose more heterogeneous gr&iitis.the managers are aware of the fact
that too homogeneous groups result in a loss o&myes and innovativeness in the team, thus
leading to lower knowledge creation (Nonaka & Taitey 1995). But since there are no

guidelines from the top in allocating heterogenetmasns to boost up creativity, it is up to the
project manager to do this. Composing teamélfa is also “safely” conducted and the same
people often work together in different projectsietthwork to their disadvantage as they lack of
variety of project members in the composed groAffa.has, on the other hand, picked up on the
importance of maintaining an open knowledge flowl anhelpful atmosphere and works more
actively with knowledge transfer. Induction program trips for new employees, 6 month

manager programmes, introducing words like val@ation and having area skill groups are all
incentives to enhance the knowledge transfer froth bn internal and external point of view.

Gammaworks consciously with increasing the variety golol rotation by allocating resources
cross-functionally. This means that an employee banactive in two different projects
simultaneously and in that way actively transfeowledge about work manners and ways of
thinking and thus solve problems between the tedgdnsce CC has a similar strategy of
allocating personnel to several projects at theesame, cross-functionally, knowledge transfer
should also take place here.

However, since the need of personnel is central thedtime aspect critical, this strategy of
allocation often results in confusion and work dvad for the individual or the projects being
allocated a certain resource percentage but intipeaceceiving less. The fact that some
employees are switching between several projectsls® lead to a negative feeling amongst the
rest of the project members. The consequence ightb&nowledge flow between individuals is
sometimes broken and unbalanced in CC. On the amgntone thing that enhances knowledge
transfer in CC is that the high demand for “expeltads some project managers to instead
request engineers that are not as skilled, sinseniiore definite that they will get these workers.
This leads to a broadening of the competenciebesetunder-expert level engineers eventually
also reach expert knowledge by working with thebpgm solutions given.

The organisation acknowledges the fact that theelot of tacit knowledge both on individual
and group level that can only be transferred thinosgcialisation. Mentoring programs is an
activity that enables transfer and is something dfganisation has found to be a necessary
complement to the courses offered to new employ&esinterpret mentoring as one of the most
important and well-performed actions at CC whencdimes to knowledge creation and
knowledge transfer.

Something that has become self-developed within @&nely personal networks, transfers
knowledge from one person to another with no suppdrat so ever from the top. Since
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knowledge from a process perspective is defined 8sw between people and is transferred
through social interactions (Sveiby, 2001), persareworks are of high importance when it
comes to knowledge transfer. To build these pefswatavorks is a continuous process for every
employee at CC and it takes a long time for eaalsgmebefore the network becomes well-
founded and really useful. Once built up, the neknenhances the opportunity for people from
different parts of the organisation to help eadhmeotsolve problems and ask for advice which
contributes to a great amount of knowledge tranS§#l, these personal networks are not being
actively managed or acknowledged by managements tperhaps there is room for
improvement. Informally, the networks are usefukc®rthey have a solid ground, but the
construction of these personal networks could withst probability be facilitated even more if
they were being formally managed. WithBamma they have noticed the value of informal
networks and they consciously join formal and infal networks. Through providing contacts
and encouraging the employees to join informal peta; Gammagives the employees the
correct prerequisites to create personal netwonktheir own. The reason for doing this is that
Gammawants to stay on the front edge within their fielfl research, to obtain the latest
information and to enhance the creation of new Kadge. Hence the intra-organisational to
inter-organisational knowledge transfer, and vieess, is vital inGammaand the tacit-to-tacit
knowledge is what keeps the elitism and the topaehers’ top.

Within CC, personal networks contribute to thettémitacit knowledge transfer and to a certain
extent; these personal contact webs facilitatetitiiesfer of knowledge from explicit to tacit
knowledge as well. Another aspect of the conveyarfidenowledge in CC is that they also do a
lot to help explicit knowledge transfer through thrganisation. Through meetings, “cross-site”
activities, courses and “expert” seminars, knoweeggransferred from one person to others and
thereby grows and develops on its own (Nonaka, 198#plicit knowledge can duplicate
through trial and error which CC tries to encouragehaving an open climate which supports
freedom and empowerment. Explicit knowledge is ataosferred to tacit knowledge through
the use of databases; this is something which Ciieatnoment is rather poor at encouraging.
People do not generally use the databases singditigeit time consuming along with the fact
that these databases are obsolete and incomplétee€ds to get these databases up to date and
motivate the employees to be a part of this upddias, it has become a downward spiral since
CC does not know in which end to start.

5.3.3 Intra-organisational level

The transfer of knowledge on an intra-organisafideel is not a priority at CC today. Since
they are in a phase of growth it is hard for themkeep up, both regarding rationalising
databases and to have an office plan that suppbi$s However, knowledge transfer is
supported in CC through the organisational stregttivanks to their matrix structure. Here one
line consists of workers from several differentjpots placed under the same line manager, thus



enabling the employees to interact with differe@be. In addition, the project leaders discuss
issues, problems and exchange knowledge amongstnatieer and interchange competencies to
help and increase effectiveness. Hence, helpfulaegdsco-operation between managers is on a
satisfying level, which is a trigger in buildingigt and increasing the initiatives for everyone to
transfer their own knowledge. This exchange of ueses between managers is nothing that can
be seen in the formal personnel allocation systeut, it is a convenient way of solving
problems. Besides, it also helps the informal tiemef knowledge between the two projects in
guestion.

To a large part, willingness to share knowledge laelp fellow colleagues, often occurs at CC
without the fact that the individuals have suchpaessibility. This displays that trust is existent
within the organisation. However, to increase hdlpfss even more it is necessary to, from the
top, clarify the importance of such, since whenetirm scarce and deadlines are first priorities
helpfulness often comes second. To be able to miaind knowledge transfer between
individuals, the helpfulness can not be concerdratea few formally appointed “experts” with
the responsibility to share knowledge included heirt job description. Despite the fact that
helpfulness seems to be an unconscious mindgstjatking at its locations which is why the
top management should clarify this as an outspat@mpany norm, for it to be generally
accepted as part of the internal environment.

In a way, the physical environment at CC, wherenteare not situated together due to lack of
space does limit creativity and face-to-face comication. Also, the environment of small
coffee machines instead of thought-out meetinggslas a disturbance of knowledge transfer
and creation. On the other hand, many small cadfeps increase the possibility to randomly
meet workers from other projects and not only fribia engineers’ own area of expertise, which
enhances knowledge transfer.

From a process perspective, the internal environ@ieBetaseems to be the perfect tool for the
future of knowledge transfer. Here, they focus @ereplan work spaces and face-to-face
communication, which is extremely efficient. Algopractice, it works t@etds advantage and
enhances their knowledge creation and trans€&ammaalso puts their focus on knowledge
creation through their internal environment by mgttup special meeting places in the middle of
each floor connecting people and encouraging ceatien, not only at certain times. Thus, the
employees get new ideas and the vital innovativeesl creativity increases, thanks to this
knowledge process of socialisation.

These aspects are not evidences of CC working enwttong way; they are to be seen as
implications for how to improve an internal envins@nt undergoing rapid changes in order to
maintain the creativity and more importantly thensfer of knowledge. The gain of having an
internal environment that supports a slow-steergdel organisation, operating in a highly
dynamic industry, is far greater than the costshaéining this.
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5.3.4 Inter-organisational level

On the inter-organisational level, where the ind@nd the external environment conspire, CC
is undertaking some activities to enhance knowletdgesfer. For example they have a lot of
meetings with customers to understand their wisinelspreferences, which leads to a knowledge
transfer externally. As CC puts a major emphasipraducing product solutions with standards
which are applicable for a large span of custonmeduyrcts, their costumer relations are of
immense significance. The company also customiseproducts through taking an active roll in
the customer phase, considering that half of tmepamy works in the division for customer and
products. As product faults may appear, CC is pegpto carefully analyse and start up research
on reports and orders from the customer company.

In relation to CC,Alfa has educations for their customers where theyhtéaem about the
products and also supplies them with both suppmit @nsultants that are on location to help
deliver the solutions. This transfer of internabttedge outwards to customers is something
that could also be useful to implement in CC ineorb get a knowledge flow in both directions
(Sveiby, 2001). Looking at the circumstances, weilé say that the interaction between the
internal and external environment at CC is suffitiéor supporting a desirable degree of
knowledge transfer between CC and their custontleosigh it can always improve to the level
whereAlfa is at.

5.4 Key Competencies

The two perspectives of knowledge we discuss m ghidy, object and process, differs between
our case organisations though it does not seenffe¢ot anor be a basis for key competencies
staying or leaving the company. Since the processpgctive is dominant in both CC and in
Gamma and still they differ from one another, this agps interesting to analyse. GBamma
research heroes are seen as the elite, top pengispensable to the organisation. The
organisation is dependent on certain key employes this is somethingsamma gladly
emphasises. Howevagammais in a monopoly like situation, in contrast to GCbnsequently,
CC needs to be aware of the risk of employees kathcompetencies leaving the organisation,
which they also are.

Their quest to decrease dependence on certain gagsl@and spread knowledge is beneficial and
admirable. It is, as mentioned before, possiblaltcate a key competence to several projects at
once, instead of letting this person deepen hizeoknowledge in a specific problem within one
project. In doing this, CC makes sure that thed@ypetence can spread the knowledge to more
people and they eliminate the risk of this indiatibeing in the “hot spot” or too focused on his
or her specialisation. As the aim is not to hindedevelopment of the key competencies
specialisation, only to avoid dependency, CC isamtoperational level, though focusing on
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knowledge creation in the big picture, activelynting of knowledge transfer. However, the

directive to eliminate or reduce dependency ondaypetencies derives from the top, although
without suggestions as to the approach. This dueahay also result, if conducted right, in

effective knowledge transfer.

Interesting to relate to Betathat has a strategy where one part accentuatksyitsompetencies
or experts through their web page and the emplogikdgmve a link of their own, which anyone
with access to the Internet can see. This enhativespossibility of being recognised
internationally for your work and publications badluring and after working a@eta which
indulges the loyalty towards their employees, iedily guaranteeing the loyalty from the
employees. This confirms the engagement and sdimfaof the members but also brings in a
new mindset to keep the knowledge and nurture Bedd From a long-term perspective, the
objective for the employees in this part Béta the web page is meant to contribute to the
generation of new knowledge.

5.5 Summary

As we have tried to illustrate throughout this deapCC has an outlook on knowledge as a
process, which we can derive from how they hanaoilel¢ not handle) KM. One can debate if it
is the KM activities that have shaped this mindsetthe other way around. However, our
analysis points towards the fact that there igghsHifference in line of approaches for each of
the four firms. Thus, for the purpose of illustngti this difference, we have placed the
organisations within our four-fielder (figure 5.2).

Object perspective Process perspective

Knowledge
Creation

Knowledge |:|

Transfer

Figure 5.2. Four-fielder over each company. Therfiaeider above combines the two perspectives obged
process with knowledge creation and knowledge femndhis illustrates how we interpret each of ttaampanies
CC, Alfa, Beta and Gamma. As also mentioned inrdidul, this for-fielder is constructed on the Isasf our
interpretations of the interviewees’ subjectivendgis, thus it is not a result of a quantitativetnoel or a model
based on a positivistic epistemology.
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Within CC we found a clear desire to view knowle@dgean object, which was also something
we expected to find. Interestingly, after analysing empirical data, it was apparent that we had
initiated this study with the wrong conception. Tiigh growth and dynamic business keep CC
from handling knowledge in an objectified way. biddion, there are several parts of CC’'s KM
that can not be objectified because of its natliteese factors have made our interviewees
attentive to the fact that they actually, in preetiview knowledge as a process. This is also
reflected throughout the interviews.

CC puts a lot of thought into transferring knowledgiuch because of the nature of the projects
that do not require as much knowledge creation.s€guently, CC falls in the field of the
process/transfer conception, though near the midtithe four-fielder. This analysis becomes
even clearer when we use the other organisatiomsirtor the activities within the companies
that point towards different directions.

The middle of the four-fielder can be seen botrag®osition of confusion and clarity. Being
positioned in the middle can derive from the fdwttthe organisation has unclear goals and
lacks a thorough strategic identity as they seemadk a focal point, instead resting on all the
concepts simultaneously. The results are confuseployees who start to create their own
perception of the company’s strategic identity &nd of approach. On the other hand, given that
the four-fielder is not a matter of choosing blawkwhite, rather perspectives to help you see
matters differently, being in the middle might eefl a company with a dynamic environment not
wanting to put barriers for the mind into an outsgoperspective.
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Conclusion

It's not about focusing on the right answers to thuestions. It's about finding the reasons and
causes behind the answers. How can the organisadika their ideas on knowledge with them
into the future? How can CC change its KM to inse@novation?

6.1 Discussion

We are aware of the fact that the four-fieldersinfb in our analysis, can never reflect reality
perfectly. In addition, the four-fielders are basmd our interpretations, which inevitably are
affected by our pre-comprehensions. In our empistady we have found elements of all four
views within all four organisations. However, usitige four-fielder to guide us through the
different directions was an attempt to clarify tbe reader how our interpretation of the data was
conducted. This became even clearer when puttingnG€lation to our mirror companies. Still,
our conclusions are focused on CC since they arenain object of study.

It is important to keep in mind that four-fieldeasd overviews are simplifications of reality and
ours are no exceptions. No organisation can halyeare united view on knowledge or focus
100 % on either creation or transfer. All of theyamisations we have studied are high-tech
companies that develop new technology. Therefoeg thould not survive without knowledge
creation. Still, some of these organisations plde® main focus on knowledge transfer. The
basic outlook on knowledge, as an object or a m®de also the foundation for the company’s
strategy for how to manage their knowledge. Sislwe have shown, this view does not have to
be identical throughout an organisation.

We also acknowledge the fact that both our ownthednterviewees’ subjective opinions have

influenced our study, but this has also given tiuelys more depth and enabled us to paint the
reader a more illustrative picture. The interviesvaéso had different perspectives depending on
what kind of position they hold at their companyieh of course affects their focus. The closer
to the operational part of the business, the mobesemployees objectify knowledge into the

actual product they are working with.
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6.2 Conclusions

Based on the characteristics of the chosen compareehave understood that different focus on
knowledge and different KM strategies can be eifectWe have drawn the conclusion that the
focus on knowledge can never be insignificant aggeratedThe most important thing seems
to be awareness of what the company’s view on lgugel is and through that be able to choose
the right strategyCC seems to have a moderately strong focus onlkdge in general, but this
focus does not influence the whole organisationthWWiague top management directives and
divergent views on knowledge within several of twenpany’s departments, the creation and
transfer of knowledge will never be concrete enotagylve completely efficient. Therefore CC
must decide on how and where to put their focus.

The organisation has to be imbued with a “knowledgedset”and everybody needs to see the
use of every action they take regarding the trarisfg of knowledge, otherwise the employees
will get the feeling that there is too much poBtwithin the organisation. This of course affects
the personnel’s motivation negatively, when it certeehelping spread knowledge.

It is difficult for CC to motivate employees to wgid the data systems since they feel these are
redundant and/or unnecessary, especially regadbogmentation of their work process€C

has to decide more specifically how they want tpragch the documentation of their work
processesAt the moment they try to, once in a while, updaie databases which is something
the personnel regard as inconvenient but necebsaguse of directions from above.

To find a way out of this downward trend, the sgst® document CC’s work processes has to
be of much higher qualitthan today. Easier to use, easier to update, bst mportant of all;
the system must be generally accepted and it hag tf use to all of the co-workers in their
everyday work-life. Without this last factor, th@dates are always going to be in vain. The
optimal system is a system that nearby updatelf wédle being used. One problem for CC is
now of course how to construct and implement sugo@d system. Another problem is to get
the personnel to realise that, this time arounéxseptional and not like all the other times
before, which were apprehended as unnecessaricpolit

At CC, there exists a simple system with informatregistered on who has been working on
what project and what educational courses a pehssnattended within the company. This
system could from our point of view be extended emelgrated together with the basic detailed
data system of module functions and the computkriskephone list. At the mome#ifa is
performing an ambitious attempt to create a congwsive project database with detailed
information about the employees. CC could learmfithis and hence integrate the systems as
well as add personal specified facts to the systia,which specific knowledge each person
possessesBy putting the specific knowledge of each persdo m database it helps the



personnel to faster locate somebody to ask in @asdn where their own competence is not
sufficient.

Important to keep in mind while drawing conclusi@imut the documentation at CC, is that not
all work processes benefit from being codifi€€bnsequently, some parts of the organisation,
which today are not put into databases, shouldioaetnot to be codified'acit knowledge is of
such nature that it can not be put into a dataeaystvithout loosing essential meaning. Thus, CC
should seriously consider what parts they wishaddifg, the amplitude and more importantly,
how they want to perform this codification.

The creation of personal networks, which both wel aur interviewees find of immense
character, could be facilitated through such dgstesn, as mentioned abo¥eC should support
the informal personal networkhirough more social interaction similar to the iemvment in
Gamma

Another fundamental decision at CC in the selecbbrKM strategy is to consider to which
extent they are to be centralised or decentraliSeda large, project-based, knowledge-intensive
company in the high-tech industry, which is how oase company CC is definetlis by our
comprehension most favourable to be decentralisiede the different departments are so unlike
and consequently need suitable strategies. Thyatallel with the current situation in CC,
although the foundational thoughts must be bettglemented and supported from a centralised
perspective, similar to the situationBeta Therefore we see thatore distinct directions from
top management regarding CC’s KM strategy are atmus

Important when trying to achieve a more disting thanagement is to be careful enough that
CC does not loose the motivation of the persoristinct management often goes along with
more control, which is not needed in CC. Todayrttanagers on line level have a great amount
of responsibility and the engineers have much spaicerork freedom, innovation and creation.
To be able to influence the daily work and to teak everything you do is of high significance
are two other factors that have a strong effedheremployees.

Since engineers are more or less self-motivatechvitheomes to creation of knowledge with
their general interest in new technologies and lpralsolving sense of minde believe that the
focus on knowledge transfer is the right decismn@C. This is, however, something they can
put even more focus on along with the reductiokeyf competence dependency. The fact that
the “experts” have a responsibility to dissemingtteir knowledge through both lectures and
seminars and also to put down as much of their keahye as possible in writing, provides a
good basis of transferring knowledgéso the organisational structure of CC and thet filnat

the projects sometimes share co-workers betwedaretit projects support the knowledge
transfer Today CC has both a formal personnel allocatilam,pout also when it comes to the
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deviations from this plan, an informal cooperatim®iween projects. This of course is important
to preserve considering the knowledge transfer d@hengh the personnel sometimes find it
inconvenient when they have to keep two projectsiimd at the same time.

To sum up, CC is on the right track with their msg view on knowledge along with a
decentralised organisation and a large focus osopeio-person transfer of knowledge. Their
desire to codify more knowledge into databases\goitant, as long as CC can find a successful
implementation and realise what parts that carandtshould not be codified. A continued focus
on decreasing dependency on key competences israsaraged by us and this goes along with
both a process and an object view on knowledge teantsferring knowledge. Finally, top
management needs to realise the importance of leum&l within the company and convey this
throughout the organisation, while letting the piad decisions be made in a decentralised
manner with an influence of a “knowledge mindset”.

6.2.1 A broader perspective

How is KM being handled in the chosen project-basade company? Do they focus on
knowledge creation or knowledge transfer? Do theyiveé from a view of knowledge as an
object or a process? In reflection of other playensthe business, could KM be handled
differently?

During our analysis, we tried to answer these goestand our conclusions above shows that we
have been successful in doing this. However, we neflect on another important question,
namely; is their a higher value to this thesist tieaches beyond the internal walls of our case
company?

Looking back at our positioning (figure 1.2) weibeéd that our contribution mainly lies in the
fact that we have tried to view KM from both persipees; object and process — Western and
Eastern. Thus, in our study we have seen activiias contribute to knowledge creation and
knowledge transfer, which other researches in tieidies, perhaps have missed. We believe
that we have contributed to the research field bf, kvhen emphasising the importance of a
researcher looking at a problem with different $gles” (object and process). We feel that this is
something researchers actively need to contemplaile performing a study, since the different
perspectives derive from an unconscious level. Eqguesntly the researcher will otherwise focus
on one of the perspectives. To broaden studiedwirkthis way have also contributed to the IC
theory, since it presents an alternative way okilog at human and structural capital.

Although our conclusions are directed to CC, waebel that other firms could benefit from

reading our thesis. It will open their eyes anghteem see activities from another light and also
to realise the importance of an effective informidM”. As a result our thesis could help

71



organisations to find new ways of handling theimiam and structural capital, when looking at
knowledge from both an object and a process petispedVe will end this thesis with some

implications, directed to CC, for a new way of mging IC which has been obtained from this
study.

6.3 Implications for the future at CC

We have taken you through a journey of looking &t, Knhore precisely knowledge transfer and
knowledge creation out of two perspectives, theciand the process. So, what does all of this
mean for CC? What can they do to make their sitnabietter? What have they forgotten to
reflect on, that could make a difference? Well, are not here to find the best way, to
normatively provide CC with a solution or to cotr€C’s work ways. In this section we rather
wish to inspire and make an attempt to indulge ttenking of today and the future within the
area of study.

For the past several years people have been spgeafiormation through texts, for example by
email. Today, in 2007, we are moving towards a arhere people want to see more on video,
voice links, discussions which can attract all of senses and move us to another level of
interactivity. A second generation knowledge mamage can be found through the use of
Wikis (h; i) and Wikiblogs (j), advanced online gees (k; I; m; n) and wiki software for
knowledge management. A wiki is defined ‘@ web application that allows users to add
content, as on an Internet forum, but also allowgane to edit the conten{d). Even YouTube
(p), a web community for videos and seminars, whasst of us have encountered, is a good
way to spread information and support learning.

A lot has happened since the dotcom era had itmpaow we read about Web 2.0, Enterprise
2.0, SecondLife, etc. Giving people access to thddycreating these blogs, wikis and online

forums is not to be confused with knowledge. They @nly tools to enhance and facilitate the
transfer and the creation of knowledge (Prusak,620These are interesting and important
developments, social networks, wikis and blogsvary dynamic ways of sharing knowledge.

Looking at CC from both an object (Western) andracess (Eastern) perspective, we have
found critical aspects that the organisation cquitimore focus on and by them indulging a new
way of thinking; these web-based KM communities lsang value for the organisation.

We depicted the most critical factors for CC bethg support from the top management,
building prerequisites for creating personal neksaand prioritise what to document and how.

Here we present the opportunity to use web-basedsidems with forums.

With the web community SightSpeed for example, goeiable to have video calls with anyone,
have your own personalised page, create video amce vemails and blogs, multi-party
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conferencing, community calling and call recordiiging Cospire, you can take the wikis one
step further, where a special scoring system ke&apk of credits. Every producer of knowledge
is credited for their contributions to the knowledgommunity which is a strategy to get an
organisation to share the knowledge internally. ugip important to keep in mind is that

Cospire has an object view on knowledge but itasgaid that this wiki renewal is inefficient.

The new Jotspot Wikiblog that Google is launching2D07 is a shared archive of knowledge
which can be used publicly or privately and cemed the information without anybody having
to know “html”, applicable to projects, for blogadaforums (j). In common for wikis and the

above communities is that they are all web-basedgaod for collaborating and communicating
effectively. These new tools can be useful in fatihg the process of building personal
networks for CC, as members are connected throligin €émail addresses and the forum is
comprehensive including many parts.

[ Watch

Figure 6.1. Video conferences or sending video FEdu2. Examples of SecondLife 3D world —
Emails at SightSpeed. (m) Presentations for stalkiehs. (k)

Taking it a step further, CC can discover new wayseet on SecondLife which is a 3D-virtual
platform used for presenting, promoting and sellmfigrmation to an online audience. It is also
possible to collaborate and communicate in reat tatween multiple participants, training and
educating in virtual classrooms as well as reséagchew concepts and products with this
virtual world. Here, the greatest advantage fori€@e motivational aspect for the employees
and the again, the support in building personalvagts. It may also facilitate the process of
building greater relationships with external stakdbrs and customers and suppliers, share
knowledge with people from around the world as vasl raise the innovativeness and give
inspiration to create.

Interestingly, these new ways of KM (through welsdsh tools) can be seen as handling
knowledge as a process, yet most of them are deselm the U.S. Does this imply that we are
moving towards more unified view of knowledge? Q@uld it be so that the Western world is
finally starting to acknowledge the fact that ifuygiew knowledge just as an object you are
missing out on other important aspects? Whatevdejitends on, it seems that KM activities
begin to require an alignment of Western and Easperspectives of knowledge in order to
become the “best practise” of the’2dentury.
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Appendix 1

Intervjuguide - chef

» Kunskapsskapande och kunskapsoverforing
(reflektera fritt over dessa begrepp och deras betielse for er organisation)
Vilket begrepp &ar vanligast och/eller viktigast?
Hur fungerar det rent praktiskt hos er?

» Begreppet kunskap — objekt eller process
Hur ser du pa begreppet kunskap? (reflektera fritt)
Vem, foérutom du sjalv, vet vad du har fér kunsk&p?a medarbetares kunskap — ditt ansvar?

* Intern miljo
Sammanséttning av projekt. Hur sker detta?
Arbetsklimat, arbetsmiljo och varderingar.

» Uppfoljning av projekt
Hur ser uppfdljning av avslutade projekt, vad gaienskap ut?

» Personalansvar & Nyckelpersoner
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Appendix 2

Intervjuguide - ingenjor

» Kunskapsskapande och kunskapsoverforing
(reflektera fritt over dessa begrepp och deras betielse for er organisation)
Vilket begrepp &r vanligast och/eller viktigast?
Hur fungerar det rent praktiskt hos er?

» Kunskap — Objekt & Process
Hur ser du pa begreppet kunskap? (reflektera fritt)
Vem, foérutom du sjalv, vet vad du har fér kunskap?

* Intern miljo
Sammanséttning av projekt. Hur sker detta?
Arbetsklimat, arbetsmiljo och varderingar.

» Uppfdljning av projekt
Hur ser uppfdljning av avslutade projekt, vad gakenskap ut?

* Nyckelpersoner
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Appendix 3

Intervjuguide — Manager at CC

* Intellectual capital/ Knowledge management
Anvands dessa termer i foretaget?
Formellt/Informellt?

* Projektforloppet

» Utvarderingar
Utvarderingar/medarbetarsamtal/feedback/enkatuckiensgar/projektuppfoljning.
Formellt/Informella?
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Appendix 4

Forfrdgan om Intervju
Magisteruppsats inom Strategic Management
Intellectual capital och knowledge management

EKONOMI
HOGSKOLAN

Lunds universitet

Problem:

Vi har sett att vart "huvudforetag” (ett stort klkapsintensivt, hogteknologiskt foretag) inte har
nagon formell hantering av kunskap. Trots dettadgirvaldigt bra for foretaget. Enligt vissa
forskare (Andriessen & Van den Boom) kan man aetinge kunskap som ett objekt eller som
en process. Vi tycker att det kan vara intressattt relatera kunskapsskapande och
kunskapsoverforing hos just det foretaget med afithetag som har en tydligare hantering av
kunskap. Har har vi tankt titta pa Alfa, Beta ochn@na. Hur skiljer sig synen pa kunskap
(objekt eller process) i dessa tre foretag? Hujesksig synen pa knowledge management i dessa
foretag (med fokus pa kunskapskapande och kunskagédng)?

Var tanke ar att med hjalp av teorier skapa en tha@der synen pa kunskap samt fokus inom
knowledge management, och darefter placera intvdfé@retag i denna modell. Vi vill utféra en
mer ingdende undersokning pa det forsta foretagetsedan anvanda Alfa, Beta och Gamma
som en sorts spegel i var analys.

Vi vill, i var analys, forsoka skapa en bild av atika kunskapsintensiva foretag, som alla ar
framgangsrika, kan hantera kunskap pa olika séttuoolika perspektiv. Vi inser att detta &r en

valdig forenkling av verkligheten och att det kamdkns element av bade objekttankande och
processtankande i alla foretagen. Daremot drar ddligen foretagen at nagot speciellt hall.

Vilket tAnkande ar bast? Ar ndgot satt effektiviaeeoende av kontext 4n nagot annat?

Syfte:
Vi vill alltsa kartlagga olika strategier for knogdge management ur det har perspektivet
(process vs objekt), med fokus pa vart "huvudfdreta

Anvandning av teorier:

Vi narmar oss problemet, som namnts tidigare, &adriessen & van den Boom — perspektivet
och utgér fran begrepp anvanda av Polanyi och Bdeim samt teorier som Nonaka, Agyris &
Schon, Hansen et al. och vi har aven tittat p&kelrti"Managing for creativity av Richard
Florida & Jim Goodnight.

/Mvh
Maria Sundinms.sundin@gmail.cor®735-096677

Charlotte Carlingcarlin _charlotte @hotmail.co®704-041214
Lisa Bogentoft]isa.bogentoft.249 @student.lu, 95 30-886107




Appendix 5 — Conclusive mindmap over study

Qur purpose is to describe and understand how aproject-hased, knowledge-intensive
firm in the high-technology industry creates and transfersknowledge, seen from two perspectives.

CC
| Object view on knowledge creation

Alfa
‘ Beta
Gamma

Object view on knowledge transfer

Alfa
‘ Beta
Gamma

Process view on knowledge creation

Process view on knowledge transfer

Analysis of theoretical and empirical
datain an abductive approach

Project-based view on knowledge transfer
and knowledge creation

Situation today: Decentralised organisation, vague top management, knowledge sharing occurs un-
consciously betwean projects, impartance of informal personal networks, dependence of key competencies
Critical factors in CC: Avsareness of what knowledge is, maintaining a decentralised organisation, need for
increased support from top management to convey the importance of knowledge on the agenda, need to
build prerequisites for personal networks, ask themselves questions on prioritising what to document and
how, knowledge mindset, decrease dependency on key competences and focus on knowledge transfer.

Implications for the future at CC: Usage of web-based software
systems to enhance knowledge transfer, suitable for individuals
{engineers) who are attracted to new high-tech work ways.
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