UNIVERSITY OF VAASA
FACULTY OF BUSINESS STUDIES
DEPARTMENT OF MANAGEMENT

Suvi Aaltonen
MANAGERIAL PRACTICES FOR ENHANCING WORKPLACE LEARNI NG

AND DEVELOPING CORE COMPETENCES
Case ABB Oy, Medium Voltage Products

Master’s Thesis in Management
Human Resource Management

VAASA 2013



TABLE OF CONTENTS page
LIST OF FIGURES AND TABLES ...ttt 5
AB ST R A CT it e e e ettt e e ettt e e e e e e e snenrraraeeees 7
1. INTRODUCTION .ottt e e eeeeess bbb e e e e e eeeaaaaaeaaaaeasessannnns 9.
1.1. Purpose of the study and research qUESHIQNS ..........uevveiiiiiieiieiiiieieeeiiiees 10
1.2. Research apprOacCh .........ueueoiii e 12
1.3. Structure of the thesis, limitations, and @E@ONCEPLS ........cevvvvvvvvreniiiennnnn. 3.1
2. THE LEARNING PROGCESS.......ottiiiiiiiiiiiiiaeee et 15
2.1. Learning in geNETAL.........ooii i 15
2.2, Individu@l 18arniNg.......ccooeei e 18
2.3. COlleCtiVe 1@arNING........coei it eeeeeer e s 22
p T B Yol 11 [ U PPPPPP 26
3. COMPETENCE DEVELOPMENT ...ttt 28
3.1. Organizational and departmental developmeminsplguiding competence
(o 13V 7T o] o]0 0 T= o | AT 28
3.2. Team competence deVelOpPMENT ........ .o eeeeieeeee 30

3.3. Conscious planning and interaction as the sbadi experts’ competence

(o 1=3Y 7T o] o5 0= o | AT 32
3.3.1. Performance and development appraisals ersbmal development plans as
the building blocks of competence development.............ccoovvvvveviiiiiicciieeeeennn. 32
3.3.2. On-the-Job learning enabling continuous lbgweent ...................ccceeeee 34
3.3.3. Reflection enhancing learning and develogmen.............cccceeevvvvvvveeinnns 37

3.3.4. Development projects supporting organizatidearning, development, and
KNowledge SNariNg ........cooo i 41

3.4. Other informal and formal development methimdsupporting learning......... 45

IS T B 1o U LTI (o] o PRSP RTRPRPR 54






4. RESEARCH METHODOLOGY ....uuiiiiiiiiiiiiiiiiiiiieieeeeeeeeeeesssssmmnnneeaaaaeaeaaaanaannns 56
4.1. Research approach ..........ccooiiiiiiceeeeeeeeee e et 56
v/ DT 1t Woto ] [T ol 1 o] o [P RTT TP 58
G T B = = U= 1 F= 1A 61
4.4. Reliability and validity ...........oooeiiimimiiiii e 62

5. CASE STUDY COMPANY ...ootttiiiiiiiiieee et e s e eeeee s e s s s s sssssnsssssneeeees 64
5.1 ABB ettt a e 64
5.2. Medium Voltage ProdUCES .........cooiiiicceeeeeiiiiiie e e eeee e e 66

6. RESEARCH FINDINGS ..ottt e rsmmn e e e e e e e e e e e e e e e e s s nnnnnnnnes 67
6.1. Communicating and defining the core COMpPEetRNCEe............uuveiiiiiiiieeeeeeeennn. 67
6.2. Current state of core competence development.............ccceeeevvveviviiininnnnns a9
6.3. Different development methods .........cooeeeeiiiiiiiiii s 76

7. CONCLUSIONS. ... e e e e ettt e e e e e e e e e e e e e e eeans 96
7.1. Answers to research QUESHIONS.........cocoiiruuiuiiiiiieee e e e e mmneeees 96
7.2. Limitations of the study and suggestions totHer research........................... 101

REFERENCES ... ..ottt e e e e e 102

Appendix 1. Preliminary interview qUESTHIONS. ...........cccemmrvrrrnniiiiieeeeeeeeeeeeeeeeennnnnnns 112

AppeNndixX 2. QUESTIONNAIIE. ....uuueiiiiiee e ee ettt e e e e e e e e eeeeeeeeebnn s aaas 113

Appendix 3. Development method rankings by departments............ccccceeeeeeeeennn. 115






LIST OF FIGURES AND TABLES

FIGURES

Figure 1. ResearCh approach..........ccccooooiiiiies o e eeeeeeeeeeaaetisnne s s e e e e e e eeaeeneeees 13
Figure 2. Learning CYCIE. .....ovvveeiiiiiiiiie e s s e e e e e e e e e e e e e e e e ennnnne e as 19
Figure 3. Collective 1earning. .........coovveeeiiiieiieces e e e e e e e e e e e rnees 23
Figure 4. Linkages between tacit and explicit knowledge emice competence. ......... 25
Figure 5. Different development Methods. .............ccommmeeerrrriiiiiiiiee e 34
Figure 6. ABB Finland organizational Chart. ...« 56
TABLES

Table 1.Individual and interaction perspectives of refi@ct.................ccccceevvvevvennnnnns 38
Table 2.Respondents per departmMents. ............. o e eeeeeeeeeeeeeniinnneeeeeeeaaes 67
Table 3.Rankings of the development methods. .....cooeeevviiiiiiiiiiiieeeeeeeeeees 77
Table 4.Frequency table: On-the-job learning. .....ceeeeeeveevveieiiiiiiiiie e 87
Table 5. Frequency table: Going over job related problemtgam meetings. ............ 79
Table 6. Frequency table: Reading. .........oovvviviiiiiieei e e e ee e 80
Table 7.Frequency table: Training ProgramsS. .......cccceeeeeeeeerrurminaaeeeeeeeeaeeeeeeeennnnn 18
Table 8.Frequency table: Development Projects. ....ceeeeeevvveriiiiiieeeeeeeeeeeeeeerinennnnnns 82
Table 9.Frequency table: Courses on CUrrent tOPICS....uurruurriiiriieeeeeeeeereeeeeeeeeennnnns 84
Table 10.Frequency table: Further studies. .........cccceeeeeiiiiieeieive e, 85
Table 11. Frequency table: Getting to know other peoplelssjdrom the same
(0 =7 o = g {1 =T o1 USRS 86
Table 12.Frequency table: Getting to know other peoplds jwom other departments.
.............................................................................................................................. 87
Table 13.Frequency table: SemINArs. .......ccoooi it icceeeeeceie e 38
Table 14. Frequency table: Going through what was learnedraming in team
TS 1] o 1 89
Table 15.Frequency table: FairS. ...........cooii e eeee e e e e e e e e e 90
Table 16.Respondents per departments. .............coummmmm s eeeeeeeeeeeeeeeeeeeeeesnnnsnnnnnnn.90
Table 17.Supply management..........coooiiviiiiiiiiiccee e e e 91
Table 18.Product Management. ............uuuuuiiiiieeeeeeeiisse e e e e e e e e e e e e e eeeeeeeeeann s 92
Table 19.Channel SUPPOIT. ......uiiii e eeeeem e e e 93
Table 20.Marketing & Sal€S. ........iiiiiiiiei e et e e e e e e e e e e e eeeaaeeens 94

Table 21.Research and Development. ..............vvceceeeemriueiiiieeiee e e e e e eeeeeeeeaeeenanens 95






UNIVERSITY OF VAASA

Faculty of Business Studies

Author: Suvi Aaltonen

Topic of Thesis: Managerial practices for enhancing workplace
learning and developing core competences.
Case ABB Oy, Medium Voltage Products.

Name of the Supervisor: Riitta Viitala

Degree: Master of Science in Economics and Business
Administration

Department: Department of Management

Major Subiject: Management

Line: Human Resource Management

Year of Entering the University: 2010

Year of Completing the Thesis: 2013 Pages: 115

ABSTRACT

The purpose of the study is to define practicesnfanagers for enhancing workplace
learning and developing core competences at fieeiBpd departments at ABB Oy,
Medium Voltage Products business unit in FinlantjeCtives of the study include
finding out how the managers perceive their roleampetence development, and how
the find the current status of core competence Idpueent in the case study
organization. A more thorough view on the curretates of core competence
development was formed by also including the persb® opinions on it. The
theoretical framework in this study starts with indual learning as it is central to
learning and development. As core competences &fired as organization-specific
assets collective learning is also discussed inhibery part of the study. Finally, theory
on competence development and different developmetitods is presented as to give
an idea of the vast area of different formal arfdrimal development methods.

The study was a qualitative case study that alsd gsiantitative methods in analyzing
data. Theme interviews and a half-structured ondjuestionnaire were used to collect
the empirical data. Research findings show thatagers perceive their role in core
competence development crucial. They seem to regclear directions from top
management and set of methods in order to be ablefficiently develop their
employees. Lack of time and the project-nature h&f work were identified as the
biggest challenges for development activities. ust useful methods specified in the
empirical findings were on-the-job learning, goiager job-related problems in team
meetings, reading, and training programs. Accordimgthe empirical findings the
current state of core competence development igdke study organization can be said
to have the foundations right and that they shda@iis on making the development
efforts more systematic with proper planning antiofe-up. Questionnaire answers
especially showed the need for more focus on theagers’ side to the learning and
development practices.

KEYWORDS: Core competence development, individual learninfiective learning,
development methods






1. INTRODUCTION

Changing competitive business environment, rapidhrielogical advances, and
especially the globalization of markets have insegathe focus on competitiveness of
the firms. Factors that bring competitive advantagevaluable, unique, hard to imitate,
and non-substitutable. Knowledge meets these ieriterd is thus now seen as a source
of competitive advantage. Furthermore, focusingeatyeon superior products is not
enough. Core competences are organization-speciimpetences that combine
knowledge and skills in a way that offers the compa competitive edge. Indeed, to
be successful in today’s market companies needdaosf on these competences and
foster and invest in learning throughout the orgaton. Different methods can be used
to facilitate individual learning which then linke organizational learning through
knowledge sharing and knowledge of who knows wfiaing & Vickers-Koch 1995;
Clark, Amundson & Cardy 2002: 218; Cabrera & Cahr2d05: 720; Landaeta 2008:
29.) In general, two criteria need to be met ineortbr organizational learning to
happen; individuals need to share their knowledgkthe organization needs to support
learning and knowledge sharing (Julian 2008: 43).

Especially in project organizations there is a nded developing professionals
systematically. These professionals are experthéir areas thus already having vast
knowledge on their field. This knowledge guides #xperts’ actions for example in
problem solving situations. Developing their exjsert further requires diverse
opportunities for learning and allowing them to plé newly acquired knowledge to
practice. (Simon 1991; van der Heijden & Brinkmaf0Z2: 179.) The project
organization characterized by multiple projectsngodn simultaneously requires these
experts to respond quickly in the ever changingrenment. In addition to the number
of projects project organizations are charactertaethese projects concerning multiple
departments i.e. marketing and research and dewelap(R&D), organization’s tasks
being accomplished through projects, professiobeilsg be involved in more than one
project at the same time, and project managersnigdlde projects. (Landaeta 2008: 29
— 30.) The challenge faced by project organizatisrthat projects begin and end, and
they overlap, thus the learning generally ends wd@noject ends. There is no time to
learn from previous projects as the employees t@etbve on to a new project. (Julian
2008: 43.) Furthermore, even though many acknovedtig importance of learning,
learning is not usually the focal point in projaairk (Sense 2003: 4 — 5).
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1.1. Purpose of the study and research questions

This study aims to describe learning and the coemmet development actions in an
organizational setting and help line managers l®sqmting them different tools and
methods for facilitating learning and developingecaompetences. The purpose is to
provide managers a vast understanding of the difteffactors in learning and
development and this way present the methods asdilplities for developing the
competences that best support the strategy andtéong goals of the company. The
theory part of the study starts with learning; wihedrning is and how it can be
managed. The theory then moves on to discuss hdiwidinals and teams learn. As it is
crucial to know what to develop, the theory thenvesoon to presenting the importance
of defining the strategic competences that bringuabcompetitive advantage and
linking these competences into the business siradag vision. Moreover, how these
competences should be communicated across theinagan is also discussed.

After having covered what to develop and why asl sl the theoretical bases for
development and learning the study then moves gmdsenting théow by providing
different options and methods for competence deweént. The main focus is on
personal development plans, knowledge sharing,hefjab learning, development
projects, and reflection as according to theory e the ones that develop and benefit
the expert organization the most. Other methodsaks®@ presented as to offer a wide
view on the numerous possibilities for competenexetbpment and provide the
managers a bag of tools for ensuring efficientrigay in their teams. They are also
presented for stressing the various possibilitiescambining informal and formal
methods, and enabling moving further from mereipgisraditional training courses for
employee development.

The empirical part of the study focuses on twoeddht aspects of core competence
development. Firstly, how line managers wish tgbiled in terms of the development
targets set by top management and secondly, hovinbemanagers and employees
perceive the current situation and possibilitiescofe competence development. The
objective is to present ABB Oy, Medium Voltage Rrotd unit a thorough view on how
to develop the core competences. The actual rdsgamablem is: what type of
managerial practices and methods best supportateecompetence development. The
focus is on managers’ views on developing competeihat also on employees’ views
on the development efforts. The study aims to anske following question amongst
others:
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How the managers perceive their role in develophrey competences of their
employees?

How should the core competences be communicatdtetmanagers in order to
ensure efficient competence development activities?

How the employees perceive the different methodsofpetence development?
What are the problem areas, challenges, and dewelup possibilities in
competence development?

What type of practices best support facilitatingrieng and core competences
development?

The study is outlined to concern only five depariseof the ABB Oy, Medium
Voltage Products business unit; Channel Suppoogitt Management, Marketing and
Sales, Supply Management, and Research and Devetaprithe departments in
question were selected by the case study orgamzdtocusing on the whole business
unit would have made the study too wide. Furtheemtire departments included in the
study are in the forefront of realizing the stradegpjectives of the business unit hence
enhancing their strategic importance. The studynigortant as there is currently no
systematic way of developing competences besidadyyeonducted performance and
development appraisals nor is there a common utatheling of the core competences
that should be focused on. Issues that also impabi selection of the objective of
study was the top management’s wish to unify aadfglthe strategic goals and future
aspirations of the business unit thus ensuringesyatic progress and development
towards these common goals.

The thesis is only one part of the business upitxess towards efficient and effective
competence development for supporting the stratbgg&iness goals of the business
unit. In 2012 the top management defined the inldiai core competences that are
critical for the successful business now and innfache future challenges of the
market. The defined core competences are not diedus this study as they are
confidential by nature. They do, however, form ai®dor one of the main research
questions of the study; how should the top managemefine and communicate the
core competences to line management in order tarenisey are clear and realizable by
the managers. In fact, managers were asked for tipénion in this matter in the

empirical research. They were also asked to ddfieebiggest challenges they see in
core competence development in their teams and tlmy would suggest the

challenges should and could be overcome. Employees asked to rate a few different
development methods on how efficient and benefithialy perceive them to be in
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regards to their development. The questionnaire allwed for commenting on the
methods in question as well as on competence dawelot in general.

The interviews and the questionnaire are to prowisdgght into the current status of
competence development in the different departmastsvell as the managers’ and
employees’ views on how to improve it. By takingoirconsideration the views of the
top management, line management, and employeepdssible to provide an extensive
view on the subject of how things are and how tteyuld be. By adding theory on how
the actual learning happens and the different nusthaf facilitating learning and

development a practical view can be presented an pglocess of developing

competences that support the business strategy.

1.2. Research approach

Managers’ job can be seen as including performanaragement and improvement
related tasks as to ensure meeting organizatiangéts and customer needs, evaluating
employee performance against organizational targetsl developing employee
competence (Orth, Wilkinson & Benfari 1987: 67; émioni 2000: 28). In recent years
managerial tasks have changed significantly. Inddexichanging demographics of the
workforce require more diverse management stylég dhange from labor-intensive
companies to knowledge-intensive companies reqtheeshift from industrial relations
model to a learning organization. Moreover, as Kedge is more and more disbursed
to many instead of just a selected few, managerst@ract as information sharers
instead of information brokers. (Brocato 2003: 18.jact, as the line managers are the
closest to the employees it would make sense theygi@en more responsibilities in
terms of the workforce. Indeed, the line managacsions can be expected to be more
immediate, appropriate, and effective than actems practices of higher management
or centralized HR for example. (Mcguire, Stoner &ltbha 2008: 77 — 78.)

Literature is fairly scattered around the issuee Tatter of core competences and their
strategic value is discussed in length, as is iegrand different development methods.

Also beneficial and efficient management stylesehlagen in the focus on many studies
and publications. In fact, several different mamaget styles have been found to be
effective; transformative, coaching, and facilitgtijust to name a few. However, these
different research areas have rarely been comdeeadng a gap in the discussion.

Especially, literature on managerial styles hardiyer goes so far as to present
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development methods, and theory on developmentadsttioes not include linkages to
how the actual learning and development happengewhifact ensuring individual
learning and collective learning could provide arse of competitive advantage.

This study aims to bring together learning and tweent methods, and especially
managerial practices that best support strateginileg and development. Indeed, the
purpose of this study is to provide managers arerstanding of how to develop their
employees, and especially the core competencesefimstntly, and practical tools and
guidelines for doing so. This approach to the netequestion is illustrated in Figure 1.
Competences can be seen as a pyramid-like structwich core competences form
the top of the pyramid while other competences fah@ base for them (Long &
Vickers-Koch 1995). Strategic development of corapeés requires an understanding
of individual (A) and collective learning (B), arftbw (D) as a manager they can
harness them for strategic development purposes tamérds developing core
competences (C). For better answering llogy, different development methods are
better discussed in the theory and also researdheinempirical part of the study.
Moreover, managerial implications and suggestioasiascussed along the theory.

Figure 1. Research approach.

1.3. Structure of the thesis, limitations, and caritoncepts

The study entails seven main chapters introdudiging the first of them. Introduction
presents the purpose and factors behind the stadgeneral. The following two
chapters cover the theory used in this study. Thearlearning on the individual and
team level is presented first followed by theorycompetence development. The fourth
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chapter presents the methodology and process afulg. The case study organization
is presented in the fifth chapter and the resulthe interviews and questionnaires in
the sixth chapter. Finally, the seventh chapteluohes the conclusion and suggestions
for further study.

For the purpose of the study a few limitations werade. First of all, there are a
number of ways to increase the competence of thanaation. These methods can be
divided into developing current competences, hirimgw professionals, or using
subcontractors. This study focuses only on incnrgasompetences by developing them
instead of acquiring them. Secondly, competences lma divided into categories
according to their strategic nature starting fromasib skills and competences and
moving all the way up to the core competences. &Vindcessary to focus on all of the
competence categories for efficient operations tlisdy only focuses on core
competences; competences that bring competitivearddge in relation to the
competition. Core competence can be defined asdhwination of knowledge, skills,
technologies, processes and methods that the citimpdind hard to imitate. (Viitala
2005: 134-142.) They are different from basic skiliat can be defined as including the
skills required just to be in the business. Thely ako be differentiated from critical
skills, skills that bring about competitive advaggain today’'s markets as core
competences are competences that bring about ciingativantage also in the future.
(Long & Vickers-Koch 1995.) More importantly, it ebld be noted that core
competences are not only possessed by individuglsate organization-specific thus
entailing collective action (Nahapiet & Ghoshal 89249).

Finally, as the study only focuses on five spediipartments a few notions should be
made about the subject employees and departmehts.tAe employees concerned are
white collar worker, professionals and experts baeirt fields most of them with
university level degrees (ABB Inside 2012b). In aefy to the managers, terms
managers and line managers are used to refer ttedine managers as to differentiate
them from top management.
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2. THE LEARNING PROCESS

This chapter focuses on learning. Learning is firetsented broadly in terms of general
theories on learning, and how and why it shoulcctwesidered as a strategic aid. The
theory then moves on to specifically address imtligl learning and collective learning
as people process information both individually amd collective groups in
organizations. By understanding the underliningcpsses and principles of learning
managers can better adjust their actions and befsakd support and enhance learning
in their teams. More importantly, as learning ighe core of development it should be
discussed before moving on to the actual developmethods presented in chapter 3.
The purpose of this chapter is to present diffexeevs on how learning occurs, thus
giving insight also into how it can be improved.

2.1. Learning in general

The psychological aspects of learning can be ddvidgo behaviorist, humanistic,

cognitive, constructivist, and situational viewsccArding to the behaviorist view

learning is a change in behavior that is a functiban external stimuli and the reaction
that follows. Therefore people are considered besgjly-influenced, passive receivers
of knowledge who after attending a training eveiit act according to the training.

Concept of reinforcement, according to which betlawian be modified through

rewards and punishments, is an essential paredb¢haviorist view. (Tynjala 2002: 29
— 31.) Instead of seeing people as inactive toveaching the humanistic theory sees
individuals as curious and goal-oriented learngrsnbture who only need external
resources to support their learning. According lte view methods like mentoring

promote learning the best. (Viitala 2005: 136 —.140

Cognitive theories focus on explaining learningotigh the individual's own thought
processes. When the individual notices their kndgée on a subject is limited or
lacking they begin to want to learn. At this pdimé¢ individual requires support in their
learning and they should be provided with oppotiesito test and try out different
options. According to the theory individuals wowtso benefit from possibilities for
hands-on problem solving activities. The emphakih® view is on one's own thought
processes, and on the motivation to learn that steam these processes. Therefore,
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according to the cognitive view, training evente anly useful if the person actually
wants to attend them. (Viitala 2005: 136 — 140;0Eth & Fouch 2007: 35 — 36.)

Constructivist and situational views emphasize evene the processes that are related
to the actual learning. According to the constwisti theory individuals build their
knowledge on previous knowledge. They compare, eshapd expand old knowledge
with the new. The situational approach adds to pinecess the impact of the
environment. According to this view individuals tealways in relation to other people
and situations. Hence, the importance of work emvirent is emphasized in this view.
Indeed, the individual does not simply receive infation passively as suggested by
the behaviorists, but instead builds meanings atdbhem. Therefore it is crucial to the
learner to understand how the to-be learned isslate to the big picture. (Etelapelto
& Tynjala 2005: 186 — 187.) For example, learningchine specifications by heart
does not do any good unless they are also undegstwoattending training will not
have optimal results if the content cannot be khk@ a bigger meaning. Furthermore,
as the theories see learning as meanings to tieduodl the issues learned from even
the same material can vary through learners. Toerdf is beneficial to discuss and
compare these meanings. (Tynjala 2002: 37 — 67dingdto this, the emphasis on the
social interactions suggests that learning in gsoig always more efficient than
learning alone (Etelapelto & Tynjala 2005: 186).faat, interaction with other people
allows the individual to better explain, find outet cause and effect relationships,
evaluate, and criticize the lessons, not only Idants by heart. The situational view
further emphasizes the importance of the surrogsdend other people, as well as
reflection in learning. (Tynjala 2002: 37 — 67.)

Learning in an organization in general revolvesuartbthree central ideas. Firstly, there
is an information sharing aspect in learning. Bt learning depends on mostly tacit
knowledge being shared within the organization.o8dtly, learning and especially new
knowledge creation is a result of combining divekeewledge from multiple sources

of information. Indeed, sharing knowledge betweeapte and cooperating with others
through formal and informal forums is importantl@arning (Anantatmula 2009: 223).

The last idea emphasizes the need for change itinesuand procedures in an
organization that allow for sharing knowledge. Aghwany change in an organization
there is a possibility of resistance to change.id®@sce may occur if for example the
increased knowledge sharing is seen as a time-punguaddition to the daily routines

and busy schedules. Resistance is emphasized ihdiady adopted processes for
sharing knowledge are not understood and accepyethd employees. Increasing
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understanding on the underlying reasoning behimd ditanges aids in reducing the
resistance. Indeed, knowledge sharing should beepexd as important, as knowledge
sharing part of the daily routines allows for betteganization-wide use of knowledge
and therefore brings diversity into thinking. Disiy in thinking then allows for more
diverse and innovative ideas. (Lawson & Lorenzalp9

In fact, learning can be a valuable strategic assean be used as such if the eleven
conditions of strategic learning have been mete flilst two characteristics of strategic
learning are organization-wide commitment and topanagement’s Vvisible
demonstrated support. Directors need to show tieat are also continuously learning
and encourage others to do so as well, on all azghonal levels. Learning also needs
to be linked to strategic direction and culturahibe. As the employees are to support
the company’'s strategic initiatives employee laagnshould be part of strategic
planning. Fourth, development should be large-sadeeloping just a selected few
does not serve strategy as efficiently but insleasles gaps in competence around the
organization. (Cunningham, Dawes & Bennett 2004:-289.) Indeed, learning in
isolation results in reinventing the wheel over awver again around the organization
and inhibits learning from mistakes (MacNeil 2008).

Furthermore, developing organizational capabiligy, teaching managers to act more as
facilitators, mentors, and coaches and enhanciaggreup support for learning, are the
main building blocks for strategic learning. Sixtharacteristic of strategic learning is
multi-functional development. Bringing together pkofrom different functions allows
people to get to know each other, form mental mafpsvhere specific knowledge
resides in an organization, and learn how to suplearning in different functions.
Moreover, it aids in networking and creating a heag culture. It should also be kept in
mind that strategic learning is not a quick fix befuires long term commitment.
Eighth, while strategic learning needs to starhwiite managers it should not stop there
but involve other organizational levels as well. #he learning becomes strategic it
forms a part of the organization’s competitive atage as the organization learns
better and faster than its competition. Furthermoodlective learning and knowledge
sharing also enhance the possibility of tacit kremlgle becoming shared (MacNeil
2004:95). Adding to the strategic nature of leagnamd managerial support for it, the
learning processes and methods should be madelevisiiernally and internally
recognizing their importance in strategy. Finaliytegrating strategy and actions is
crucial as any well thought out plan is unhelpfuthwut a link to planned action.
(Cunningham et al. 2004: 28 — 29.)
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2.2. Individual learning

Different stages can be distinguished from adwtiag. The first stage mirrors the
behaviorist view on learning. In this stage thavmlal operates because some external
party requires and rewards it. In the other phaseiridividual operates because they
notice the positive consequences of their behavarsrexample the increase in self-
appreciation. In the third stage the individual rappes because they have perceived
themselves and the consequences valuable; thegtareally motivated to act. Internal
motivation can be enhanced by focusing on the eyepls feeling of choices, feeling
of one's own competence, feeling of importance, faeting of progress. Indeed, adults
strive to be independent in their learning (Galir&d Fouch 2007: 34). The amount
and quality of independence varies across situsi@ma individuals. The importance of
motivation and the requirement for an actual negdearning are emphasized in adult
learning (Murphy & Golden 2009: 17). In fact, adgutteed a meaningful reason to learn
and well-formed justifications for the set learniggals (Galbraith & Fouch 2007: 34).
Also, learning is generally problem-based, and @gultaises their previous experiences
as a point of reference and resource in their iegras described by the constructivist
theory on learning. (Jones & Hendry 1994: 158 — Ma#@ala 2005: 140 — 145).

Adults learn both formally and informally. Formatakning generally is structured

learning that involves the learner and a teachdiorinal learning is learning that

happens for example through observations and expes at work. Informal learning

can be completely unconscious when it is for exanpé consequence of reacting to
something that has happened or a by-product of sumihes activity (van der Heijden,

Boon, van der Klink & Meijs 2009: 21). Consciouareing is the most evolved level of
informal learning. In conscious learning the indival consciously and systematically
works towards learning something at their work. réffiere, informal learning can be

increased and enhanced by increasing awareneaddition to increasing awareness it
is important to direct and support learning in ortte make learning more efficient.

Creating a culture that encourages learning, istmgaemployee-manager interaction,
and widening the social networks of the employdes enhance informal learning (van
der Heijden et al. 2009: 21). The most importanbhghin learning is however the

individual's own ability and willingness to assélsir own performance and develop
based on it. Competence mapping and performancedanelopment appraisals are
useful aids in evaluating, controlling, and diragtithe learning process. (Viitala 2005:
142 — 146.)



In general learning (L) can be described as a fonmatf programmed knowledge (P)
and questions asked for further knowledge (Q). Rmgied knowledge is previous
knowledge that can be attained by reading bookssorg other methods to access
theory. In addition, reflection (R) and implemerdat (I) are required for effective
learning: L=P+Q+R+I. (Grdnfors 2002: 66; Clifford ®horpe 2007: 29.) This function
of learning can also be described as a circulacga® as done in Kolb’s learning cycle
in which new knowledge is compared with previoupexiences, evaluated, understood,
and then applied. The cycle presents four typgmases of learning as shown in Figure
2. On one hand learning happens through actinguaddrstanding, on the other hand
through acquiring and expanding knowledge. (Sydamiakka 2000: 34 — 44)
Learning can start at any of the four parts ofdhele, and while most people rely on
only two styles learning is maximized when all betfour styles are used (Wyrick
2003: 28). Using all four types of learning als@lgles learning in the shortest amount
of time (Raelin 1997: 565).
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Figure 2. Learning cycle.

Concrete experience is one of the types of learminge cycle. Experience teaches as
the person draws on their previous experiencedaniknowledge, and compares that
to the event at hand. At this point learning is amscious, and tacit knowledge is
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created through practice. Practices that enabteiteavia concrete experience include
problem sets, reading, simulations, observationd, feeld work (Hawk & Shah 2007:
4). In order for the learning to happen the penseeds to be open to new experiences
and confront them without bias. Learning turns éoscious learning when the person
consciously starts to reflect on the event by m@gkaonscious connections from
different perspectives to past knowledge and egpesgs. Indeed, reflective observation
is another type of learning in the process. Ithew examining what, why, and how
something has happened. In a sense it is about iommgbpractice with explicit
knowledge. (Raelin 1997: 566 — 567; Sims 1983: 502:- Taylor & Lamoreaux 2003:
53 — 55.) Practices that support reflective obgemaare for example questions,
brainstorming, discussions, and documenting expeee (Hawk & Shah 2007: 4).
Reflection is presented in more detail in chapt8r3

The third part of the cycle is abstract concepaadion; giving meaning to the event and
planning further actions. At this phase the perseads to make logical connections
between the newly acquired knowledge or theory pravious, explicit knowledge.
This allows the person to see problems in a newt l@nd in different contexts.
Focusing on theoretical and explicit knowledge tiyise of learning is most closely
related to that of formal development methods saghraining courses, independent
studying, and reading. Additionally, projects cam $een as enhancing learning via
abstract conceptualization (Hawk & Shah 2007: 4 fourth part of the cycle is active
experimentation; testing the plan in action. Thesaidbehind learning from
experimenting relies on the premise that only d@ognething is not an efficient way of
learning. Experimenting on different options on thimer hand is a valid learning
experience as theory is applied to actions turiiingto tacit knowledge. In fact, via
experimentation the newly acquired theoretical kieolge is tested on, and theory
adapted and adjusted according to the resultseokiperience. Finally, it should be
noted that what works in theory does not alwayskworpractice, but it does provide
for a learning experience starting the cycle akroagain. (Raelin 1997: 565 — 566;
Sims 1983: 502-503; Taylor & Lamoreaux 2003: 559 5

Supporting the situational view on learning, in iéidd to considering the types of
individual learning, the environment is also a éac¢h learning. Work environments can
be divided into four different types based on thelraracteristics. An affectively
oriented environment emphasizes human interactioth personal involvement in
situations. Employees working in such environments, sales people, benefit from
learning via concrete experience. A perceptuallyerded environment requires
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employees to gather and organize information, te disverse data from multiple

sources, and is most familiar to research scientist these types of jobs reflective
orientation is most useful as it enables obsenraing reflecting on phenomena and link
causes with effects in order to come up with ned ereative ideas. The third type of
environment, symbolic oriented environment is chemazed by experimenting with

new ideas, creating new ways of thinking, desigremgeriments and testing theories
and ideas. For people working in such environmengineers for example, abstract
conceptualization allows them to develop the regliskills. Lastly, a behaviorally

oriented environment requires people to make dawssiset goals, and control a wide
range of activities, such as in project work. Imstknvironment learning via active
experimentation is beneficial. (Sims 1983: 503 4.50

Managerial support and authorization to pursuenlagris vital in facilitating learning
(Sense 2003: 10). Factors that further enhancdetraing process are: employees’
desire to learn new things, moments of clarity,ngeable to apply the learned into
practice, and documenting what was learned. Legroém be improved by encouraging
the employees in their learning efforts, and givitgm time for reflection and
discussion, connecting the newly learned with dotv@k and previous experiences,
and allowing for more creative and diverse sourfekearning, not only counting on
formal training and lectures. (Merriam 2008: 97 8:)9ndeed, it is necessary to use
different tools for different phases in the leagicycle to facilitate efficient learning
and to guide the learning process towards the dgrpen development goals (Gronfors
2002: 29).

Learning can also be improved by tackling issuastight hinder the learning process.
In fact, barriers for learning can be found in eaaht of the process. Barriers for
learning via concrete experience are low employeévation, lack of clear learning

goals, feelings of being in a rut and narrownessn&'s own thinking, thick-skinness of
the person, or insufficient sensitivity for receigi signals about one’s own
performance. For acquiring knowledge and reflectitbservation, barriers for learning
come from lack of time due to schedules and heaggkivads, poor availability of

information, conflicting, inconsistent and disorgad information, excessive amount
of information, and inadequate documentation ofwiedge. Indeed, when experiences
have not been documented and they cannot be remednloe shared, and hence,
learned from. Barriers in learning via understagdithe abstract conceptualization
phase in the cycle are insufficient time for thimkithings over, understanding not being
considered as necessary and superficial knowledgeglronsidered as being enough,
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conclusions that conflict with previous knowledgmd too big a change between
current and new knowledge. Indeed, instead ofgteting something has happened or
something has to done in a certain way employeesldibe allowed to take time to
question, critique, and understand what and whyesiimg changes (Kolb 1976: 30).
Learning via expanding knowledge, active experimgon has possible barriers for
learning in forgetting things due to insufficienbalimentation, if there are no
possibilities for experimenting, if applying newess and knowledge is not supported, if
things are not properly followed through, and if rqgerance is lacking.
(Sydanmaanlakka 2000: 34 — 44).

2.3. Collective learning

In addition to individual learning attention showltso be paid to collective learning by
combining individual learning with collective aati@and reaching common goals. This
is done by expanding on Kolb’s learning cycle wher®rmation gathering is now
followed by linking that knowledge to organizatisnvork environment and operations.
Then the information is interpreted together ineortb create shared meaning and
understanding. (Kauhanen 1997: 128 — 130.) Kolké&svvon collective learning is
similar to Nonaka and Takeuchi’s model of knowledgeation which uses the terms of
socialization, externalization, combination, andeinalization of knowledge. As
acquiring, analyzing, creating, and sharing knogéedre in the center of collective
learning it is important to state that knowledge ¢e divided into explicit and tacit
knowledge. Explicit knowledge is knowledge that essily communicated and
articulated while tacit knowledge is harder to putwvords. (Yoon, Song, Lim & Joo
2010: 252.) It is the pairing of tacit and explidihowledge that results in new
knowledge creation in a group setting (Clark ek@D2: 228). Furthermore, this pairing
of information from more than one source is thertstg point for creating new
knowledge and therefore requires social interacéind sharing (Nahapiet & Ghoshal
1998: 248). The collective learning process is desed in Figure 3.
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Figure 3. Collective learning.

In enhancing collective learning attention needsbéo paid especially to the tacit
knowledge. Tacit knowledge is acquired through ficacand experience and it might
be hard for even the individual who possesses dictanowledge its existence let alone
communicate it to others efficiently. Working toget enables learning each other’s
tacit knowledge. It is also worth noting that i€iteknowledge is not articulated properly
it might hinder learning by leading into a competentrap where the possibilities of
learning anything new are reduced by the stronduenite of tacit knowledge.
Moreover, externalization of knowledge, communiogtthe tacit knowledge does not
lead to collective learning straight as the comroated knowledge might not be
understood by other parties. Therefore it is imgmarto pay attention to the way and
language used to ensure the effectiveness of kidgeléransfer and enhancing the
recipient’'s possibilities for combining the new anfhation with their previous
knowledge and them to internalize it. The imporeanaf knowledge sharing is
highlighted especially in the product developmerdcpss. (Lawson & Lorenz 1999;
Koners & Goffin 2007: 245; Yoon, Song, Lim & Joo1ZD 252.)

Knowledge transfer is in the center of collectiearhing. It can be accomplished by
knowledge sharing, creation, assimilation, storagganization, verification, and
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identification. (Landaeta 2008: 29.) Team learnimgerms of knowledge sharing can
be divided into different stages. The process Isewgiith sharing tacit knowledge and is
followed by others articulating their views on tiesue. By communicating their

knowledge the team members are forced to claréyr ideas and viewpoints in a form

that is easier for others to understand. Increbsead of understanding and new insights
brought to the issue ad to the personal knowledge lof the experts. (Tillema 2005:
85.) Indeed, shared knowledge then allows for @y stage of the process; combining
the articulated knowledge. Finally, the newly acgdiand modified knowledge turns

into tacit knowledge and acts as a basis for fukeaening. (Lawson & Lorenz 1999.)

Emphasizing dialogue instead of mere one-directiogorting enhances learning by
allowing for discovering diverse ideas and viewp®ifschein 2003: 30; Malina & Selto

2001). In addition, discussions, constructing cpiea ideas, and sharing what people
have learned facilitate learning especially in pssionals. Indeed, producing
knowledge requires different viewpoints to be opfendebate in order for them to

become relevant in the experts’ learning. (Tille2085: 82 — 83.)

Innovation and problem solving require a variety misight and viewpoints.
Furthermore, efficient organizational learning regs! cross-organizational cooperation
and continuous learning characterized by integgatmultiple and diverse forms of
expertise. (Andrew & Delahaye 2000: 798.) In fadpecially in project organizations
the vast amount of projects provides the orgaromatind individual employees diverse
learning opportunities and possibilities for usiagisting knowledge to solve their
current issues. However, if such knowledge is haired in any way it will be hard to
find leaving the project participants “inventingethwheel over and over again”.
Especially meetings, special teams, project reviemsntoring, writing messages,
project documents, and observations of deliverahtes project operations have been
found extremely useful in sharing knowledge in pobjorganizations. (Landaeta 2008:
30 — 37.) Indeed, especially when talking about @mmpetences bringing together the
tacit and explicit knowledge of the organization asicial. These connections are
presented in Figure 4 by Bhanushali (2010: 260).
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Figure 4. Linkages between tacit and explicit knowledge e competence.

One of the most important elements in enablingectife learning is social support.
This is affected by the attitudes and backing frimp management, line managers,
peers, and subordinates. Also, in order to fatditallective learning managers need to
focus on both internal and external factors. Irderfactors that support collective
learning are the diversity of team members, teaocesses, and attitudes toward
learning. External factors include managerial suppdraining, feedback, and
technology. Managers also need to focus on colilver capability assessment,
collaborative organizational climate and collabeat spaces. In assessing the
collaborative capability of the organization manageeed to understand the current
state of learning and development in their teamsreMmportantly they need to assess
the strengths and weaknesses of current learnidglavelopment behavior. This will
allow them to define required development actidvianagers also need to ensure the
company culture supports collaboration and learrging that the employees perceive
learning as important. Setting specific goals aaducing employees’ workloads for
enabling them to focus on becoming familiar witkitmew skills and knowledge are
especially important in supporting learning (Faate®obbins, Russell, Ladd &
Kudisch 1995: 5).
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Lastly, managers need to provide forums for coltabon. Informal and formal
discussions, information sharing via informatiorsteyns etc. are ways to improve
cooperation. Indeed, communication is essentiatdltective learning and managers
need to support it by providing employees forums fmthering and sharing
information, reflecting on work processes, andimgsassumptions. (Digenti 1999: 47 —
48; Zellmer-Bruhn & Gibson 2006: 501 — 502; Landa€008: 31.) Additionally,
managers need to make sure everyone feels saflktdting up issues, and to speak up
about their ideas, concerns, and mistakes. Indaekl,of social support, openness, and
trust results in poor knowledge sharing and deeckasotivation to learn. (Schein 2003:
33 — 34; Facteau et al. 1995: 6; Edmondson & Nemtb@09: 125.)

2.4. Discussion

Learning should not be perceived as a two-dimeiasitumction of trainings taken and
lessons learned. Nor should it be perceived asudtref merely receiving information.
Instead, learning, and especially efficient leagnits a more complex function of
experiencing, observing, conceptualizing, and drpamting on acquired knowledge. It
requires reflection and implementation of newlywced skills and knowledge. Taking
into consideration also the social nature of ctiNeclearning and the required interplay
between tacit and explicit knowledge learning careassumed as something that just
happens. At least it should not be considered &b $uit is wished to be used
strategically.

Indeed, from an organizational point of view thedhes suggest a heavier focus on
integrating a more diverse range of both informal #ormal methods of learning for
developing core competences. Combining both inforarad formal development
methods is essential in competence developmeritasnbines both tacit and explicit
knowledge. Simply put, only through practice theocan be made sense of, and practice
only makes sense through reflection. It should Blsmoted that not everyone learns in
a similar matter, and that the environment alsyka role in development either by
enabling or by hindering it. This would also entdike importance of individualized
focus on planning the development activities. Femttore, as individual learning is
tightly connected with collective learning the urlgieg principles of individual and
collective learning should be kept in mind whenatireg development plans, planning
development actions, and in everyday work lifetf@t matter. Collective learning then
enables organizational learning, improved problenivisg, and efficiency. More
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importantly, learning in an organizational settargd making strategic use of it requires
immense attention from the managers as they ara ientral role in enabling,
enhancing, and supporting it. Furthermore, top rgameent support is important as they
can help in creating a culture of learning, andngg wider acceptance and
commitment for learning efforts with their percaiveupport for them. In conclusion,
learning how learning works is crucial in layingwdothe ground works that allow for
the development methods and actions to work effibje and for them to provide
strategic advantage.
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3. COMPETENCE DEVELOPMENT

This chapter focuses on the theory on developimgpatences and different methods of
competence development. Top down approach is usesh vaddressing the field of
competence development. Top management’s role mpetence development is
presented first then moving down to line managerd fnally discussing different
methods for developing competences. The most foe#thods in developing experts are
presented in length while other, supporting methardspresented in a little less detail.
The purpose of the chapter is to provide managélsam understanding on the field of
competence development and possible methods faoinmg it. Suggestions are also
made for how managers can better ensure the congeetdevelopment and the
efficiency of such activities with their behavior.

3.1. Organizational and departmental developmerdnsl guiding competence
development

Planning for efficient training begins with the cpamy’'s strategy. An organizational
development plan is based on the corporate busipkss and on the analysis of
subsequent development needs. It should not ontiideutput of top management but
also include input from department heads and liaeagers. In fact, line managers have
an advantage over top management as they are ttoer daily operations; they have
knowledge of the organizational realities and issiliat concern the implementation of
the strategy and the employees concerned by it ldih@004: 96). After mapping out
the long term business goals, an analysis of whpalilities and competences are
required for realizing these goals should be maddact, proper planning is always
done in regards to the present day situation ag after knowing the desired state and
analyzing the current situation efficient developinglans can be made for reaching the
desired targets. The organizational developmenn maould state the business
objectives, learning needs related to the objeld@partments concerned by each object
and learning needs, development activities, andaallthe or a schedule for the objects
to be met. (Wentland 2003; Clifford & Thorpe 20034 — 135.)

The organizational development plan should themhbde clear to all of the concerned
parties. In fact, communication is an importantt pEr competence development. An
understanding of important and less important issared of how everything is linked
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together and connected to each other is createdghrcommunication. (Viitala 2005:
285.) Simply put, poor communication can lead torpeerformance (Malina & Selto
2001: 50). The strategic goals of the organizatieed to be communicated so that they
are meaningful and realistic to the employees, smthat the employees can link the
benefits of their development to the benefit of thkganization and vice versa.
Communication is also an important factor in cregtrust, employee commitment, and
perceived organizational support. Hence, it is missethat the strategic initiatives that
are put in words are also followed through withiats. Moreover, getting everyone’s
input and taking their views into consideration weys respect and trust, and therefore
increases the acceptance and internalization ofigien. Shared vision also promotes
commitment to accomplishing it and thus aids intdbating to it. Without consistency
and integration of corporate, managerial, and mssirlevel communication confusion
and misunderstandings grow hindering the resultsamy development activities.
(Barker & Camarata 1998: 449 — 455; Antonioni 20@ynasekara 2003; Lewis,
Schmisseur, Stephens & Weir 2006: 120 — 128; Gititbr& Fouch 2007: 39.)
Furthermore, organization’s top management andraeagers need to be committed
to the vision and required actions as to ensurenttment from employees as well
(Landaeta 2008: 36). In general, the following esshould be communicated on all
organizational levels as to increase transparehegtoons and shared understanding of
the company’s operations: vision, strategy and ggqaiinciples and values, upcoming
changes in operations, the economic situation andess of the company, development
of the field of business, future prospects, voluaieorders, new innovations, new
customers, and new business areas (Viitala 20(): 28

On the departmental level the strategic goals awtldpment needs that are the most
crucial in guiding the actual development should dseken down into department
specific targets. It needs to be clear to everyleyee what is the meaning of their
position, what are their most important tasks aeg targets, what type of competence
is required for them to reach the targets, and beerything relates to the big picture.
(Sydanmaanlakka 2000: 143; Lewis, Schmisseur, $tepl& Weir 2006: 122 — 126.)
This is especially important as learning is besbatplished when the strategic goals of
the company are aligned with the performance gogtisdividual employees (Leslie,
Kosmahl Aring & Brand 1997). It should also be nbtlkat sharing the vision across the
organization does not mean micromanaging everycasgdt but clarifying the goals
and expectations, as well as their importancerdermto provide structure and direction
(Antonioni 2000). Constant and consistent commuitnareinforces and directs
employee behavior towards accomplishing commonsgéairthermore, in order for the
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communication to be effective it needs to be urtdedable and trustworthy; it needs to
be stated in such terms that it can understoolli atganizational levels and it should be
communicated as truthful as possible and not ilslped manner. (Malina & Selto

2001: 49 — 51; Lewis, Schmisseur, Stephens & Wad62119 — 121.)

3.2. Team competence development

After having defined the competences required f@psrting the company’s mission,
vision, and strategic initiatives and defining wttagy mean on a department level, team
level competence development can begin. As alratated competence development
has three phases. First, the current state of cemges needs to be defined after which
that can be compared to the required or optim#é sthcompetence. Last, there are the
methods for developing the defined competences.pivigpout what is the current level
of competences compared to the future required Eveompetences allows for better
directing the competence development and suppodorgpany strategy. (Strémmer
1999: 199.) After having defined the competences thie gaps between current and
optimal levels individual team members’ strengthml alevelopment areas can be
defined. Individual development plans are then testaaccording the individual
strengths and weaknesses to help with the develupm@ed aid in assessing and
keeping track of their development. (Viitala 20055.)

Managers direct the competence development in tteams. They support the
realization of business strategy by communicatirey dorporate strategy and vision to
their own team and stating what it means in teringheir team’s performance and
development needs. (Lewis, Schmisseur, Stephens e$r 2006: 119; Liao 2008:
1885.) Managers need to help their employees tdyclanderstand, and remember the
company’s as well as the business unit’s visiorgtat)y, goals, competences required
to meet the targets, customers’ needs, wishes apdriences, quality criteria of
operations, and the situation and targets relatmghe efficiency of operations.
Managers are also to explain the background fa@sraell as the consequences and
targets of operations, and create and systemaiizeission around the issues. It is in
fact he managers that clarify the direction for petences, create an environment that
promotes learning, support the learning process, lead by example. (Viitala 2005:
312 — 321.) Setting common goals, looking for wiysreate common terminology and
ways of thinking, and being on the lookout for nmdarstanding due to differences in
jargon or thought processes aid in establishingasesl vision and language (Abrams,
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Cross, Lesser & Levin 2003: 67 — 69). Shared undeding also helps the teams in
interpreting cues in a similar manner, making catibp@ decisions, and taking
coordinated action (He, Butler & King 2007: 264heFefore, managers need to tell
their employees both what competences to develdpwnday it is necessary to develop
these competences (Lewis, Schmisseur, Stephens & Y086: 118). For this,
managers need a long term view of the company'dsgmaorder to support it by
developing their employees. (Leslie, Koshmal Argagrand 1997.)

Managers also need to show true interest in thapl@yees’ development. Showing
commitment to the employees’ development can bee doy promoting educating,
training, and learning and by committing to prowgli a variety of learning
opportunities for the employees. (Leslie, Koshmaihg & Brand 1997.) Employees
need to be encouraged to attend suitable traimograms, and they should be offered
challenging tasks to aid in their development. lkeminore, managers are to ensure that
training and development activities accomplishe@iithey were supposed to, and that
there are opportunities for the employees to apipyr newly acquired knowledge and
skills at work. Encouraging employees to coach eshbr in their development is also
beneficial. Moreover, managers can empower thepleyees to take initiative in their
own development by encouraging them to find develept opportunities on their own.
Helping employees learn from experience and adm@ role model also in terms of
development are also signs of support for developng®iitala 2005: 301.)

Especially in an expert organization managers needeate a favorable and supporting
work environment for their employees that offersnthopportunities to practice and
receive feedback. They should also ensure theemasigh time for the employees to
develop themselves. More importantly, managers megaomote communication and
participation, and offer different situations anthaonels for doing so. (Lewis,
Schmisseur, Stephens & Weir 2006: 118.) Like a ledhe managers need to promote
continuous development and the efficient utilizatiof competences. Coach-like
managers help their employees by asking questimfasing to give straight and
complete answers, empowering their employees inr tdevelopment, creating
development plans with their employees, using exesnpnd analogies, discussing
courses of actions, asking about the employeeséldpment, giving feedback, and
organizing the feedback process. Coaches train gande their employees, they
communicate goals and targets, share knowledgen&omnation, identify employees’
level of competence, hold performance and developmegppraisals, and plan
development programs together with the employeégyTdevelop their employees’
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skills, support the development of their expertiassess their performance and give
feedback on it, reward development, and supportethployees in their work and its
development in general. (Viitala 2005: 309.)

3.3. Conscious planning and interaction as the sbadi experts’ competence
development

3.3.1. Performance and development appraisals aersbmal development plans as the
building blocks of competence development

In the performance and development appraisal (PbA)manager and the employee
analyze the past and future periods focusing orkwelated issues. PDA discussions
are an opportunity to give feedback from one totla@moand discuss job performance
and future goals both from the company's and thpl@ree's point of view. PDAs
support the development of the individual's compete as well as professional growth
and career development. Creating a developmentfpfaiine following term in which
the individual's aspirations are connected to thregany’s strategic objectives is part of
the PDA process. (Viitala 2005: 267.) Indeed, sgat planning of employee
development links the strategic goals of the comgpauth the employees’ career
aspirations and professional development (WentR0@B). It should also be noted that
learning efforts that are planned and that haveiBpand clear goals are more efficient
than unsystematic development activities (Cunningkaal. 2004: 131).

Employee’s own objectives and expectations, busined’s targets, and the manager’s
expectations should all be considered in the PDdcgss. The personal development
plan is then created to include the developmentdsiaad actions, as well as a long term
development plan linked to career planning. (Vé@taD05: 363.) Performance appraisals
are a perfect opportunity to review the employeg@srformance against the
organization’s competence framework. Developmestiseand actions should be based
on the competence requirements for the currentiposiprerequisites for good results
in the position, and issues relating to the emps/@actions and behavior that hinder
accomplishing tasks and targets. Indeed, individieslelopment needs can be defined
by measuring the gap between current competenakseguired competences. Skills
matrixes can be used to better rate the employa#'sent skills in regards to the
required skill level. A team specific skills mati@so aids in pairing up the less skilled
with the readily proficient employees to help witheir development. Furthermore,
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development needs should be prioritized according their importance, and
development target specific development actionard. It is also important to make
sure the targets are attainable, schedule thetsargalistically, and keep track of them.
(Strommer 1999: 200; Clifford & Thorpe 2007: 15 %)1PDA discussions held twice
per year increase the visibility of competence tweent and tell the personnel what
is expected of them now and in the future in teohsompetences (Sydanmaanlakka
2000: 159 - 160).

For the long term plan the employee should be aakedt their expectations relating to
their work in the future, what type of charactecstand tasks it should include, and
how much they are willing to devote to their deyei®nt. These aspirations are then to
be linked to the business unit's future prospecid aeeds in regards to personnel
development. Employee well-being and work satigfacshould also be taken into
consideration. This relates to the employee’s gnemgptivation, and willingness to
operate and develop their competence. (SydanmaaniaR00: 89.) In addition to
increasing employee motivation by bringing theipiestions and needs into the
discussion, the appraisal discussions allow foloshy the best development methods
that best suit the development need and the inse@sthe employee in question
(Cunningham et al. 2004: 131). Indeed, as willirggnéo learn is crucial in adult
learning employee motivation for learning can beréased by selecting methods that
suit the individual’s learning style (Jones & Hend©94: 158). Development methods
can be formal or informal, and they can be execotedndividual or collective level.
Viitala (2005: 261) has presented different develept methods according to their
informal and formal nature, and how individual ailective they are by nature. This
presentation is shown in Figure 5. Formal learmreghods are generally best suited for
developing theoretical knowledge and informal mdthéor developing practical skills.
Combining both types of methods creates conditionseflective learning. Taking
also into consideration that theoretical knowledgmbined with practical skills forms
competences, informal learning should be suppditetbrmal methods and vice versa.
Indeed, formal training and development methodsulshdoe designed to support
informal training, and formal training activitiehauld be backed up by informal
learning for optimized learning and competence hbgment. (Svensson, Ellstrom &
Aberg 2004: 479 — 481.)
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Figure 5. Different development methods.

3.3.2. On-the-Job learning enabling continuous lbgwveent

On-the-job learning is systematic learning at therkplace where the individual
practices and puts into practice something newhiirtwork. In fact, workplaces
facilitate learning and provide a perfect arena ¢dombining theory and practice.
Therefore, on-the-job learning is especially gooddeveloping specific required skills
and knowledge. Properly conducted it can also lsxl s a method for continuous
development and self-managed learning. Indeed,ane the most efficient methods of
learning as people learn more through doing anoutit opportunities to practice. The
individual can also study the matter in some fortnahing program or other learning
process in addition to just practicing it as a mexperience does not guarantee the
development of competence. Formal mechanisms a@e maéeded to ensure the
efficiency of learning by experience. Indeed, indial’'s conscious efforts towards
learning and reflecting on it as well as properwisolge sharing tools and databases
support the learning process (Margaryan, Coolis k& 2004; Cunningham et al.
2004: 125 - 126; Viitala 2005: 270.) Furthermoréveng the use of both informal
and formal methods in learning, combined with tbatimuity in learning achieved by
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on-the-job learning, enables employees to purswariety of learning methods that
correspond to their individual learning styles apigkferences (Chien 2004: 286).
Moreover, the work environment and peers can suppoethe-job learning by offering
sources of helpful and additional information, asllwas feedback that enhances
learning. On the other hand, the working environihoam also hinder learning by being
unsupportive. (Cunningham et al. 2004: 126 — 127.)

On-the-job learning is a flexible method for deyeteent as the training sessions can be
scheduled to suit the trainee and the trainer.heamore, it allows for modifying and
choosing learning methods that best suit the leafBerings, Poell & Simons 2008:
420). This characteristic of on-the-job learninguiés in increased learning as, as stated
before, adults value autonomy in their learning-t@sjob learning is, however, a fairly
slow method and can occasionally mean lower thaepable performance and more
mistakes as learning occurs. Hence, it is importanallow for possible delays in
schedules and provide support for it. One of thatpes of it is that mistakes, and the
progress and process in general can be easily onediand actions corrected before
they become habits. Furthermore, as on-the-jolmieguutilizes existing resources it is
a cost effective development method. And while ighm be a fairly slow method for
learning it is an effective one as the learningadly happens in the organizational
settings instead of a classroom which teachingslditien be adjusted to fit the “real
world”. Furthermore, as on-the-job learning happaengshe work environment and in
interaction with other employees it also has aeobiVe learning aspect in it, and is not
merely aimed toward individual learning (Beringsatt 2008: 420). Finally, it is an
efficient method for very specialist tasks whereentmethods are not readily available.
(Clifford & Thorpe 2007: 68 — 70).

On-the-job learning needs to be planned carefularning goals as well as the actions
required for reaching them need to be clear. Byndef the competences required for
the individual and team, the gaps in that competaran be identified, and a plan for
competence development determined. Indeed, as onedtibefore one of the benefits
of on-the-job learning is that it can be used te@emjeb specific learning needs. Hence,
the first step is to decide what knowledge or skikked to be gained in order to be able
to reach the learning goals. Also, in addition &iming what should be development,
the “why” question should be answered as well. Bixyjphg why development is
necessary in terms of organizational processesesults allows the employee to better
understand the big picture, how their actions eelat it, and what consequences
“wrong” or insufficient skills and processes havde second step is to define how
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these skills or knowledge is to be gained. An udtr should be appointed for the
employee to help and support them in their learnirge instructor does not have to be
a certified teacher but it can also be a more éepeed colleague, the supervisor, or a
peer. However, a fair amount of consideration sthad into appointing the instructor
as the person with the best knowledge on the issgat not be best suited to guide
another person. In fact, with any trainer it wobklbeneficial to train them to train and
facilitate. Lastly, in order to be able to meastine learning and development the
manager and the employee should agree on how thieynaw if and when sufficient
learning has happened. (Sydanmaanlakka 2000: A) Euhningham et al. 2004: 126;
Chien 2004: 286; Clifford & Thorpe 2007: 67 — 68.)

Planning is followed by action. Actions taken threged to be assessed by the employee
themselves as well as others in order to get feddba how and why the performance
should be improved. Regular monitoring, evaluatingd reflecting are crucial for
learning. The choices in evaluation criteria shdoéddmade early in the process as to
ensure efficiency. Furthermore, as on-the-job le@ns an optimal opportunity to
combine theory and practice it would be benefitbatombine the practicing with other
development methods, i.e. self-study or trainingrses. Fourth phase in on-the-job
learning is understanding during which the emplogbeuld work toward a more
thorough understanding of the task. A summary eftocess in general should also be
made on the basis of the evaluations. In the fifthse what was learned is applied and
tested in practice after which actions can be @rr#wvaluated and modified. The sixth
phase is transferring the knowledge. What was é&shrneeds to be documented
carefully so that it can be better remembered dilidad in the future. Documentation
entails transferring knowledge to other team memlagd entering information to the
company’s databases. (Sydanmaanlakka 2000: 71 €utiiingham et al. 2004: 126;
Clifford & Thorpe 2007: 67 — 68.)

Factors influencing the efficiency of on-job-leargi are employee autonomy,

availability of social interactions, and feedbaEknployees should be allowed enough
autonomy in learning the task, and timely inforroation their progress and

performance for guiding and improving it. How clealyjing the activity to-be learned

is, is also a factor as too difficult a task candverwhelming for the employee while

too easy a task does not offer enough challendgreell( van Dam & van den Berg

2004.)
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3.3.3. Reflection enhancing learning and develogmen

Reflection has two different forms, reflection arwlitical reflection, and two
perspectives can be separated from it; individual iaateraction perspectives (Hgyrup
2004: 443). Simply put, reflection is self-evaloati In terms of learning reflection
refers to knowing one’s own learning style and $t@e of one’s own competence.
Reflection in a sense is studying past and preaetiins, and reflecting on what has
previously happened. It should be extensive andldha addition to the job and tasks
include acknowledging the interrelationships betwdeem and the factors influencing
them in the company and work environment. (Viita@05: 147 — 148.) Indeed, the
most efficient reflecting takes also into considierathe other parties that are affected
by the individual's actions; coworkers, other deyents, and especially, the customer
(Etelapelto & Tynjala 1999: 118 — 119).

An experience on itself is not enough for learniachappen; it is the going over and
reflecting on the experience, and understandinigait allows for learning to take place
(Varila & Rekola 2003: 137). Especially for an ergeis important to handle problems
and events in a way that expands their expertigeigfn new insights and understanding
and not only to try and minimize the problem viavniaformation. Indeed, conscious
and systematic reflection enhances skills, knowdednd attitudes instead of merely
teaches new techniques. (Etelapelto & Tynjala 1999; Clifford & Thorpe 2007: 95.)
Furthermore, reflection is a key factor in makiagit knowledge explicit as via better
understanding of the information it allows for moedficient articulation of that
information and knowledge (Tillema 2005: 83). Gt reflection is about evaluating
the assumptions about the problem that affecte@vbat and ideas in problem solving.
It is also about the actual process of solving lenols and techniques used in it. Finally,
it concerns also the assumptions on what the problas based on in the first place.
Indeed, critical reflection starts with questionimgd comparing what has happened to
internal and external standards. (Hgyrup 2004: ¥ditgla 2005: 147-148; Julian 2008:
46 — 47.)

Through reflection the individual examines theirrowehavior in a certain situation.
They focus onwhy they do what they do. They also contemplatenhow they could
improve their processes by weighing different mdghand solutions. Thus, mistakes
make a fruitful occasion for reflection. In additito learning from mistakes, feedback,
discussion, and sharing knowledge enable reflecd®nhey allow for other points of
view to be integrated with one’s own. (van Woerkdijhof & Nieuwenuis 2003: 192
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— 195.) The most common problem with reflectiorinat not enough time is allowed
for it. Too often when solving a problem people/reh the simple, fast, and previously
used solutions when they actually should stop itaktivhat the problem really is, what
is the real problem with it, how it is a problemgdavhat kind of effects it has in relation
to other issues, etc. Indeed, instead of just gskimat has happened and what is being
done, more attention should be paid to why it legsplened and why something is being
done. (Gronfors 2002: 35.)

Reflection is also crucial in collective learningiiis part of creating a learning culture
and maximizing learning and should thus be buitb ievery activity and project
(Clifford & Thorpe 2007: 95). In fact, another peestive on reflection is the
interaction perspective; letting others in on thecpss. Characteristics of the individual
and interaction perspectives as described by Ha{20@4: 450) are further presented in
Table 1.

Table 1.Individual and interaction perspectives of refiect

#
$ % & $
& $
$!
!
( ) *# $

The building blocks of efficient interactive reftean are critical opinion sharing, asking
for feedback, challenging groupthink, learning fromstakes, sharing knowledge, and
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experimenting. Interaction combined with reflectialhiows for bringing up opinions,
views, and feelings of incidents that might haverbetherwise overlooked. It forces
employees to re-evaluate their own ideas, theoaied,interpretations. As this kind of
reflection requires freedom to challenge otherstaed ideas, managers should try and
create a working environment that allows it. (Hgy8004: 448.)

Learning from mistakes is one of the central idea%flection as mistakes are seen as
sources for improvement and learning. Acknowleddimgmistakes and the actions that
lead to the mistakes, and reflecting on them aidsdentifying factors that hinder
efficient processes (Tjosvold, Zi-you & Chun 2004£224). Employees should also be
encouraged to share their visions, ask questiors saggest improvements as making
their ideas public is important and constructive fioee entire organization. Another
crucial aspect of reflection is knowledge sharigaring knowledge promotes learning
and enhances possibilities for improvement throogite thorough understanding of
issues. Challenging groupthink is a vital parteffaction and also possibly the hardest.
Current assumptions should be questioned and briokerder to be able to create new
ideas. Feedback is necessary as it allows peopéato from the consequences of their
behavior and actions. And finally, experimentatisrabout testing the ideas in action
and forming the grounds for another round of reiftec (Hayrup 2004: 449.)

Managers can assist reflection by ensuring thafitleenecessary conditions for it are
met: autonomy, feedback, interaction with other gbeo pressure, and momentary
solitude. Freedom and the option to structure ormis work are important for

reflection as limiting the employee’s autonomy aisbibits reflection. Indeed, while

managers can make their employees do things, tayot force their employees learn
if the employees are not willing to learn (Ball&dize, Fiancette & Prévot 2010: 2-3).
Clarifying the expectations and learning goals antpowering the employee to work
toward them also increase autonomy. Feedback shbeldprovided about the

consequences of the employee’s actions. Sourdegdiback should be both formal and
informal and include the manager but also peerscastomers, as well as the work
itself. Interaction with other people entails irteting with skilled and knowledgeable
people, having at least one caring person at wan#, interacting with people who can
provide new ideas and perspectives. More impostaimieracting with others can aid in
learning from mistakes as more diverse opinionsgaidts of view can be brought into
the discussions (Tjosvold et al. 2004: 1225). Mgria personal contacts is beneficial
for reflection and thus connections made with peetstomers, and suppliers are
important. Creating a caring relationship with @ewior, peer, mentor, or a friend that
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provides mutual support enables reflection. Thikti@ship can be that of the
instructor and employee described in relation tethejob learning in chapter 3.3.2.
Furthermore, connecting with people who think ddfely and will challenge the
employees current assumptions will help. The pressequired for reflections comes
from promotive pressures and directive pressunesother words the performance
demands resulting from time limitations and/or &aggnounts of new information, and
performance demands that stem from visibility amdpartance of one’s work.
Promotive pressures can be created by establistiatghing deadlines and immersing
the employee in large quantities of new informati@irective pressures can be
enhanced by explaining the importance of learnmghe employee in regards to the
entire organization, making goals and timetableghie to all, and sharing the status of
the work with different concerned parties. Indeeghphasizing what the organization,
teams, and individuals need to be able to do irfuhee instead of merely stating what
currently can be done increases the directive preg8allé et al. 2010: 3 — 4). Finally,
employees should be allowed brief occasions at weorlaway from it to process the
new information in solitude. Indeed, acknowledgitige importance and value of
processing knowledge in peace is important. (Seil#39: 55 — 64.)

It should be noted that as reflection is important all organizational level it is

especially important in Research and Developmenff{it& Koners 2011: 301). More

importantly, though, reflection is highly beneficiam regards to project work. As

projects are usually the sum of many different @ets and not only the project
management they provide an excellent source ohilegrfrom a vast number of

viewpoints to employees in different functions. (@sekara 2003.) After each project
there should be a structured post-project reviewhith the project members reflect on
what was learned from the project; things and prestthat worked, which did not, and
what could be improved and how. Documented projegtews then aid in future

projects. (Julian 2008: 44.) Post-project reviewat tinclude reflective practices are
especially vital in articulating tacit knowledge. dérder for the post-project reviews to
be efficient they should not be considered as digatbry requirement but be framed
an important learning opportunity for the entirgyamization. Indeed, they provide a
learning opportunity on the individual, project neaand project-to-project levels.

Managers should also attend such reviews as to &sigghtheir meaning, encourage
informal interaction between project teams, andosupthe spreading of the knowledge
to other project teams. (Koners & Goffin 2007: 2&6&ffin & Koners 2011: 301.)
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3.3.4. Development projects supporting organizatfiolearning, development, and
knowledge sharing

Development projects are about handling a spestige or solving a problem. They are
usually cross-organizational, comprised of expéms different position across the

organization. This already on itself enhances comoation between different

departments and parts of the organization, and lojgvethe participants' overall

understanding of the company. (Strommer 1999: 2D2yelopment projects are also
highly beneficial in terms of learning and develamn Learning via development
projects is based on problem-based learning anpemespwhen the participants draw on
their past experiences, share knowledge, and amdved in reflection by interaction

and social processes. Indeed, learning is enhasedperts from different departments
and teams each contribute to the issue by shahieg expertise. (Edmondson &

Nembhard 2009: 125.)

If planned and conducted properly the structuredengtill highly interactive process of

development projects ensures creative solutione WMorkgroup built around the

problem or object of development collects informatiand questions about areas
concerning the issue they feel they need morenmdtion about. The aim is to come up
with practical solutions to the issues. The grotpnt goes through the collected
information and raised questions together reflgctin their own behavior at the same
time. Especially reflecting on past actions proradearning. Being responsible for the
results of the project forces the team membersintd &nd share information and

knowledge. Learning occurs as the peers teach edbhr, answer questions,

summarize, clarify, prepare for future questionsd ajive feedback to each other.
(Digenti 1999: 52; Tynjala 2003: 164 — 168; Cabr&ra&Cabrera 2005: 724 — 725;

Tillema 2005; Yeo 2008.) In a sense, learning tlesults from properly conducted

development projects follows Kolb’s learning cyble providing learning opportunities

for each of the stages of the cycle (Yeo 2007).

The development project process can be seen sasghaving inputs, the process itself,
and outputs. Inputs include the task at hand, lef/¢he team’s diversity, and possible
external information sources. The process entadgitfferent stages in the development
project, especially dialogue and the level of stiakmowledge. Outputs include
individual as well collective learning, as well tBelution to the problem in question.
(Clark et al. 2002: 220.) The first stage of theelepment project process is forming
the team and identifying the problem. Developmenjgets should start with a simple
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question ofwhat are we doing. Also, questions such as Are we dthiimgs right, and
Are we doing the right things are beneficial whennfing the issues to be solved.
Insufficient forming of the issue at hand can resal lack of shared goals and
unfocused efforts thus hindering the result of phecess. Especially in a group views
on the task at hand may vary and in order to aehilee wanted results the starting point
should be agreed on. Also, too broad a scenaricesnékhard to focus on the most
relevant areas and too narrow a scenario makesettte unnecessary. (Clark et al.
2002: 221; Tynjala 2003: 164 — 168; Tillema 200%0Y2008.) Another beneficial
question is What is stopping us from doing whatwemt to do. Different people have
different points of view to the problem and hearingm all out provides a thorough list
of possible issues. Therefore, managers need tareemmalogue and feedback in the
group at this stage. They also need to ensurerthgdkeeps their focus on the main
issue. (Clark et al. 2002: 221.)

The process then continues by coming up with waysdive the listed issues. In
addition to brainstorming multiple ideas the idedso need to be analyzed. At this
phase management support is needed for ensurihghthdearning needs are linked
with the expected outcomes. The group might alsmire additional knowhow and
thus, the next step, the implementation analysigestis to map out the sources for that
required information and knowledge. Diversity iretteam means diversity in the
external information sources as well ensuring rpldtand diverse points of view to the
task at hand. The individual team members are tbguired to find out more about the
issue by self-directed learning. This stage reguimanagers to focus on action and
process management. Moreover, managers need toguakéne acquired knowledge is
documented and additional learning sources provifbedthe team. After given a
sufficient time for self-directed learning the peagants then meet up to discuss their
findings and work toward a synthesis. (Clark et2802: 221 — 223; Ramsey & Sorrell
2007: 43.)

The diverse views on the task or problem producedhb cross-functional team will

form a shared knowledge base allowing for enharmprethlem solving and decision

making. By explaining their own findings and worginowards understanding the
perspectives of other team members the participgaits a better understanding of the
entire project by viewing it through alternativeesy (Edmondson & Nembhard 2009:
126.) While discussing the possible solutions ® isue it should also be asked who
cares about the results of the project in orddimb a solution that truly is what serves
the end user, employee, organization, or custohmibest. The last stage is situation
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analysis. This phase requires managers to provate fieedback on the process and on
the solution provided by the team, as well as tp gigention to possible new learning
objects. Managers should also link individual retilen with professional development
in order to enhance learning during the projectt6(@ors 2002: 88-90; Yeo 2008.)
Indeed, the wide knowledge base created by thes-dupktional team provides high
potential for generating new learning at the indlidl as well the organizational level
(Clark et al. 2002: 224).

As stated, efficient and effective development gebjrequire support and guidance
from managers. First and foremost managers needke sure the team members share
the same vision, and they need to create a safgoament that allows for free
knowledge sharing. Managers are to promote digmusallow time for the project, and
reward participation with feedback, recognitioncareer development opportunities for
example. (Gronfors 2002: 112 — 113.) Furthermomedback should be given
throughout the process as if it is only given igamls to the final product of the project
the participants will only focus on the final pratltnot on the learning possibilities
along the way. Moreover, by keeping the problemnilehging, interesting, and valuable
managers can ensure the participants work towanabttvated. Managers are also to
make sure the participants have enough time foptbgect without their actual work
overloading them. The group does also require aegegf autonomy in their work and
managers should avoid limiting their work too mumh micromanaging it. In fact,
instead of managing the project work managers shéadilitate it. Lastly, for the
learning to be efficient managers need to frameptiogect as a learning process from
the beginning. (Eteldpelto & Tynjala 2005: 190 -81Bdmondson & Nembhard 2009:
131 -132))

Development projects have many benefits. Examiaingssue in a group means that
for example problem solving is not left to one $ngerson, and many different
opinions and proposed solutions as well other emgrgsues can be brought in to the
conversation. Creating and using cross-organizatiageams further ensures more
diverse approaches to the issue, and builds therstaohding of the attendants of it. It
also enables networking within the company. Alssyedlopment projects promote high
quality learning and change in organization by lawg employees in it. Moreover,
learning happens in different organizational lewaatsl not only in selected individuals
due to knowledge gathering and sharing. Regular apén interaction and
communication are especially important in aidingarsfy tacit knowledge.
Documenting not only the results of the project &lsb the lessons learned promotes
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collective learning. Hence, development projects change the practices, strategies,
and culture of the organization and develop theuoiation in itself. (Gronfors 2002:
103 — 112; Tynjalad 2003: 164 — 168; Yeo 2008; Eddson & Nembhard 2009: 126;
Goffin & Koners 2011: 302 — 303.) Indeed, developmprojects link competence
development with work improvement (Poell & van #eogt 2003).

Development projects offer benefits for the papicits as well. They increase the
understanding of operations in general, they impr@arning capabilities and problem
solving skills, and aid in facing the ever changingrk environment. Furthermore,
participating in development projects also develdps participant’'s expertise, the
quality of questions and questioning processes tlamdommunication and cooperation
skills of the participants. (Grénfors 2002: 103 221 Edmondson & Nembhard 2009:
132 — 133.) Through the diverse expertise and & wadge of aspects to the same issue
each individual parts with a wider base of expargsnand information beyond their
own expertise (Clark et al. 2002: 231). This typegblem-based learning has been
found especially effective when training expertde(&pelto & Tynjala 2005: 188).
When working efficiently problem-focused learningngs about competitive advantage
in terms of collective learning (Yeo 2008).

Cross-organizational teams also have their chadienghe first challenge may arise if
the project description is too complex. Differenneperceptions of the processes and
targets related to the project hinder the resuftdhe project as well as learning.
Communication is also an issue as team members émmedifferent backgrounds.
Speaking up might be perceived as having the rislappearing incompetent or
confrontational if the team members do not ackndgéeeach other's expertise and
their possible valuable contributions to the projdherefore, creating possibilities for
open and frequent communication is crucial in mgkime cross-organizational team
work (Bunduchi 2009: 541). Furthermore, each pmites has their own special terms
and jargon that might not be understood the samg bya other team members.
Moreover, coming from different functions the teamembers can also approach the
same issue from different points of view which easult in conflict (Bunduchi 2009:
540). The project’s timeframe poses some issuage#ls Too short a project does not
allow the team members to get acquainted with eslclr enough to share knowledge
effectively. Research also shows that for exampleew product development teams
that have been together for over three years flefiormance starts to decline stating
the importance of mixing the teams up and even nggdicase for job rotation. Teams
should also not be too focused on internal comnatioic but also remember to use
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expertise outside the team as well to prevent ghmolp and bring in new ideas and
perspectives. (Edmondson & Nembhard 2007: 127 -) 130

3.4. Other informal and formal development methiodsupporting learning

Training courses have historically been the mairthoe of development in many
organizations for various reasons. First, theytheemost visible development method
for the organization and reflect in clear numbédre brganization’s investment in
employee development. They are also the easiestochdétom the managers’ point of
view as they require little input from them, espdlgiif an outside training provider is
used. From the employees’ point of view they are ittost familiar method as they
mirror the training in educational institutes. Tiag courses are also fairly efficient as
they allow for a wide range of material to be c@¢ein a fairly short time, and they can
be used to target a large amount of people. They ptovide change by allowing
employees to step back from their everyday worlaining courses can be, however,
costly to attend and their benefits, the learnmgght be hard to measure. Furthermore,
not everyone prefers traditional trainings as anieg method (Murphy & Golden
2009:15). Moreover, the training courses mightdme deneral in nature and might not
meet the actual, specific training needs. (Cliff&d@horpe 2007: 109 — 115.)

Training courses are however a valid form of forrdal’elopment. In fact, efficient
workplace learning is an interactive process betwiemal and informal learning.

Formal learning i.e. trainings and courses stineuiaformal learning i.e. on-the-job
learning, meetings, and documentation. Informalnieg then again stimulates the
formalization of learning. Furthermore, informalataing is often enhanced and
initiated by employees with vast formal knowledged &knowhow thus efficiently

working toward these common goals. (Leslie, Kosmainlg & Brand 1997.)

Training Courses

Training courses can be either short term or l@mgnt Short term trainings are usually
about updating knowledge or learning concrete skitlat are needed at the job. It
should be stated that short term trainings’ effesiscompetences are fairly low and
they are thus best suited for maintaining alreadstieg skills. (Strommer 1999: 204.)
Long term trainings have their focus on develo@ng expanding on professional skills
(Viitala 2005: 272). Training courses are espegigtbhod for developing basic skills,
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concept systems, and problem solving skills, buy aghthe skills learned are also
applied at work (Eteldpelto & Tynjala 1999: 100Yyaihing programs also reinforce
current knowledge and the employee’s perceptiaim@f competence and can thus aid
knowledge sharing (Cabrera & Cabrera 2005: 7263httuld be noted, however, that
only 20% of learning occurs via formal training ahérefore they should be combined
with informal training activities as well (Yeo 2008

In order to get the most out of formal training the@ning should be evaluated on four
levels; how the participants perceive it, have ghdicipants learned anything, was the
learning transferred to the job, and did the tragrinave the wanted results in employee
performance. Even though participants might viee thaining as useful it does not
necessarily mean the training was useful from tigamzation’s point of view. Hence,
attention should be paid to selecting courses tiendtand their relevance should be
made clear both to the attending employee and thairager. Transferring the lessons,
actually using the acquired knowledge and skillghanjob, is the most crucial point of
realizing the benefits of trainings. Hence, in &ddi to planning for what trainings to
attend, a plan should also be made about how Hs®mhs learned are to be integrated
into the employees work. Moreover, Kolb’s learnygle should be considered when
planning participation in any training course apritvides a valuable tool for realizing
the full benefits of the training. It should alse boted that managers play an important
role in affecting the training outcomes as they aamhor hinder the learning transfer by
reinforcing or punishing transfer activities. Futimore, the perceived manager’'s
negative attitude towards training complicates amdlers the transfer of training. Pre-
training activities are also important in regardstrtainings. Manager’s involvement,
attitude, and policies toward training affect thensfer of training. Finally, as with any
development activity, feedback is important in emdiag the learning experience and
assisting learning transfer. (Owens 2004; Cliff&d@horpe 2007: 109 — 111; Cheng &
Hampson 2008.)

Job Rotations and Job Swaps

Job rotations and job swaps are lateral transfetweden positions and functions within
the company and can be permanent or temporary.odations expand and diversify the
employee’s experience, understanding of the org#ioizs’ activities, and the system
view of the company’s operations. By moving fromeoposition to another the
individual expands their expertise while accelegtitheir development in the
organization. Job rotation also aids in developimigrmal communication channels
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within the organization and distributes the knowledaf other departments (Etelédpelto
& Tynjala 1999: 99 — 100; Cunningham et at. 200¥9;1Siqueira & Cosh 2008: 117.)
Indeed, as job rotation increases the thinking lamalvledge base of the individual it
allows for increased organizational learning andrettgpment by increasing the
individual’s capabilities for sharing knowledge Wwia common language. Job rotations
also have a motivational aspect to the employequiestion as they promote career
development. (Campion, Cheraskin & Stevens 1994815 1523.) Furthermore, job
rotations also increase and diversify the knowledfighe new coworkers and team
(Song, van der Bij & Weggeman 2006: 176). As jotations add to the diverse skills
and understanding of the employee and the netwerltsn the company it is also
connected to innovation and competitive advant&jgueira & Cosh 2008: 117 — 119).
Indeed, job rotations and job swaps generate nmaitikedge employees who are more
able to create new ideas by combining more thanaoe&s of knowledge in their heads
(Park et al. 2009: 89). Job rotations also addh® problem-solving skills of the
employees as they gain understanding of the issuek process from different
perspectives (Allwood & Lee 2004: 868).

For getting the full benefits from job rotation ajub swaps they need to be aligned
with organization’s strategy and business needsdtfition to going through them in
the employee’s personal development plan, theyldredso be properly discussed with
the host manager and team as to ensure peer sdppéine new employee. Possible
setbacks of job rotation occur if the new positiofiers too little or too many
challenges. If the new tasks are not challengiraugh the learning outcomes might be
too shallow while too challenging a job might regttearning by being too difficult.
(Cunningham et al. 2004: 120.)

Feedback

Feedback is an important element in all of the tgrment methods. It increases self-
knowledge and it can be used to direct and coeeuiloyees' behavior. When giving
feedback it is beneficial to hear the concernedleyag and their point of view on the
issue and then explain the reasons of feedbacke Magportantly, the consequences, in
regards to other affected parties and operatiargkts, of unsatisfactory performance
should be explained to the employee. Correctiveddaek should be given

constructively and in private. It should be specifind not general, descriptive not
evaluative, and directed toward issues and beh@vadrcan be changed. In fact, poorly
delivered feedback leads to employee defensivemgggjrawal, and anger, and not to



48

the desired improvements. Also, the employee shbeldllowed to take charge in the
feedback discussion and allowed to define the sborings in their performance and
possible solutions for them. In addition to notgaps and shortcomings in employee
performance improved performance should also beaeledged. (Orth et. al 1987: 72
— 73; Viitala 2005: 347 — 348.) In fact, positiwetiback is important as it increases the
employee’s motivation to constantly improve theerfprmance (Karlins, Hargis &
Balfour 2012).

Feedback has four different dimensions; helpfulnessgn, frequency, and source.
Helpfulness relates to the helpfulness of the faeklbin meeting specific goals.

Therefore it should include comments on currentlbidr and actions as well as helpful
tips on how to improve them and achieve the setsgdde sign of the feedback is
concerned with whether the feedback is positiveemative. The frequency of feedback
refers to how often feedback is given. Feedbackishioe timely and given fairly often.

However, too much feedback might decrease perfocemaand development as its
perceived value decreases. The source of feedbefeksrto the different possible

sources of feedback. Naturally managers shoulchbarain source when it comes to
professional development. Other sources of feedbatiade coworkers and peers, the
action itself, and the employee themselves as th#lgct on their actions. (Van den
Bossche, Segers & Jansen 2010.) Furthermore, jagbrarganizations a useful form of
collective feedback is post-project reviews th&valfor objective reflection on the past
project (Digenti 1999: 52).

Team Meetings

Team meetings are a perfect place for distributargl sharing knowledge and
information (Ashton 2004). Meetings are especiallgeful in tacit to tacit

communication where tacit knowledge becomes taoiiwkedge in others as well
through discussions and socialization. Tacit knogke is also made explicit via
dialogue and brainstorming with other team memb¢kaumar & Thondikulam

2005/2006: 173.) Indeed, depending on the effigiemed openness of the meetings
they offer the employees the opportunity to gebimfation, modify or improve their

thought patterns, and develop thinking. Throughculsions different and diverse
knowledge bases, tacit and explicit, are brouglgetiver and molded into new
knowledge. (Strommer 1999: 192; Clark et al. 2027 — 228.) In an efficient meeting
everyone has a chance to state their own pointes¥ gafely and freely, and influence
the topics covered. Indeed, meetings do not havbet@bout one-way information
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transfer from the manager to their employees botle used as a tool for work and
professional development. (Viitala 2005: 278.)

As meetings, and discussions in general, are panaryday work life their potential in
competence development tends to usually be igndfadhermore, discussions can
sometimes turn into heated debates that do notfiberg/one. (Cunningham et al.
2004: 185.) Therefore, attention should be paithéoquality of the discussion; whether
it is polemic, cumulative, or explorative. In polendiscussions disagreements and
individual decision making are emphasized at th@eage of constructive critique and
suggestions whereas cumulative discussions areatkazed by positively mirroring
other’'s thoughts without any critique. In an explore discussion people state their
own opinions for others to contemplate on and offel-founded views on the issues
under consideration. People contemplate on thegsexppoints of views constructively
criticizing them and work toward a common underdiiag on issues aiding learning
with reciprocal discussions. (Tynjala 2003: 156)nderstanding the differences
between the different types of discussions is irigmiras while polemic and cumulative
discussion might be efficient in holding the megtthey hinder the learning goals of
the meeting (Etelapelto & Tynjala 2005: 192 — 1%wever, debate and disagreement
can also be fruitful as long as it is not perceigsdersonal attacks against other people
(Schein 2003: 28). Furthermore, managers shouwdwrage discussion and knowledge
sharing, but also listening to others with respaatl without resistance (Cabrera &
Cabrera 2005: 729). Meetings can be enriched ingedther people outside the team
to speak or present a topic in the meetings. Thigksvtoward taking the discussions
further and bringing alternative perspectives anés. (Viitala 2005: 278.)

Documented knowledge

Acquired and existing knowledge needs to be doctedeso that is easily accessible by
all employees. Indeed, only distributed knowledgsuits in collective learning.

(Digenti 1999: 52.) Developments in for example usoNotes and the Internet have
increased the possibilities for sharing and conmigirknowledge (Nahapiet & Ghoshal
1998: 249). Databases are in fact the easiest@olidr storing knowledge. For it to be

helpful and useful information in the databasesiade be logically organized, reliable,
and precise. Excessive, unreliable informationosuseful and acts as harmful flood of
information. Furthermore, the poor quality of infaation in such systems may lead to
the person perceiving it as not worth their timeetgplore the system. General poor
quality of the information also hinders any futwaetions to improve the quality of
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information and bringing it up-to-date. (Sydanma#kh 2000: 173; Cabrera, Collins &
Salgado 2006.) Documented knowledge is a way ofingrexplicit knowledge into

tacit knowledge through combining existing exteraowledge with one’s own

previous knowledge. It is also a form of expliat éxplicit communication, sharing
knowledge. (Kumar & Thondikulam 2005/2006: 173.)

Documentation is especially important in projecjanizations as it enables learning
from previous experiences within the organizat®toring what has happened and what
has been learned from projects allows for overcgnsimilar obstacles and challenges
easier in following projects. More importantly, iy access to detailed and relevant
information aids in creating a learning culture awrdhbles informal learning (van der
Heijden et al. 2009: 24). Indeed, project membefkecting on their experiences and
documenting their views on past events faciliténesvidual as well collective learning
as the individuals and teams are linking takenoastiand the outcomes that occurred.
Indeed, it allows and forces individuals and teaonthink about what worked and what
did not. More importantly, learning is enhancedhié questiorwhy is brought to the
process. Knowledge created through reflective da&mation can then be easily
transferred to following projects and it allows foetter and more efficient problem
solving in future projects. (Newell & Edelman 20889 — 572.)

Reading and self-directed learning

Reading articles and books about one’s own aresxpértise can provide the reader
with new information and a detailed and comprehensinderstanding of an issue.
Reading also helps in finding out answers to qaastabout specific facts, definitions,
theories, and methods. Moreover, these materials btang out new insights into

complex issues and aid the reader in reflectingtheir own opinions, views, and

knowledge on that matter. (Cunningham et al. 2@049:.)

While reading can be an activity performed at wanked toward gaining better or
more insights into an issue, self-directed learménfyirther studying that happens on the
employee's own time. It can entail taking a sirggarse or even a whole degree. Self-
directed learning is a flexible option for gainingore knowledge on a subject as the
employee can usually adjust their learning schedoleto interfere with work. More
importantly, as learning happens on the employewis time they are already internally
motivated to learn (Guglielmino 1997: 11). Alsopesially online courses usually
allow for discussion groups to exchange ideas aempoints on topics thus enhancing
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the learning experience. Self-directed learningt jike any other development method,
requires support from the manager. The managerlghmip to ensure the balance
between work and studying and also find possiesitior the employee to apply what
they have learned to their work. Self-directed@ay is especially useful for specialists
who cannot be absent from their work too much, evpbe who enjoy further studies
and research in their area of expertise. Moreavemhances the image of a learning
culture by adding another option to the developmaethods in use. (Clifford &
Thorpe 2007: 45 — 48.)

Intra-organizational networking

Communication and exchange of information are lyigimhportant factors in the
learning process. Frequent and rich communicatltows for knowledge sharing and
thus collective learning. However, communicationordy effective if it is done via
common language which again requires for understgnaf the other party’s point of
view. In addition to a certain level of understargdof each other’s field of expertise,
respect for that expertise is required as wellhed &ll parties can see how the others’
expertise relates to theirs and is indeed a valditian to the issue. Indeed, especially
in new product development projects where expeigisequired from diverse sources it
is important for the different parties to understagach other at least on some level.
Marketing, for example might focus on product bésednd perceptual concepts while
R&D might speak in quantitative terms, specificaipand performance values making
communication and product development troublesomehe differences in their
expertise are not understood and respected. Mareibve important to communicate
the results of such projects organization-wide a#ntrease learning, and hence, the
importance of a shared understanding and langsaggt iagain enhanced. (Simon 1991,
Lawson & Lorenz 1999; Abrams, Cross, Lesser & LeX®3: 67 — 68; Park, Lim &
Birnbaum-More 2009: 88 — 89.) Intra-organizationetworking is especially important
in Research and Development, and project work imeg®, for maximizing project-to-
project learning, as well as for accessing andispdmowledge (He, Butler & King
2007: 271; Goffin & Koners 2011: 316).

Each employee has their own expertise. Employess kalow other employees with
other expertise. As many processes in the orgaoizaéquire more than one person’s
expertise it is useful to know where such expemisg lie. Hence, pairing information
and people results in learning, and better intgaoizational cooperation facilitates
learning. (Clark et al. 2002: 226.) Indeed, no essfonal can know everything about
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everything and thus organizations can only maintéarning if they build
interdependence among their employees. Social hetsveen employees can help
reformulate problems, validate ideas or coursesctbn, offer critical perspectives, and
allow problems to be divided up through division tfbor. Improved intra-
organizational communication and collaboration ftesuimproved employee skills at
task, process, function, and organizational lefi2igenti 1999: 53; Anantatmula 2009:
233 — 235.) Especially in project organizations Wwlealge transfer and thus learning
happens via informal and formal networks betweestesys and people. Direct
relationships provide instant access to knowledgdewindirect relationships provide
information about different opportunities to accéisat knowledge. (Landaeta 2008:
31.) Indeed, knowing who knows what is a cruciahetnt in coordinating learning as
well as in the storage and retrieval of informataanong employees. Improved access
to other expertise enables accessing a biggergiémiowledge, better decision making,
and more efficient problem solving. (He, Butler &nlg: 2007: 264 — 270).

Seminars and fairs

Seminars and fairs bring together people from Hmaesfield of business or expertise.
This allows people to hear about and assess dewvels in products and services and
gain insights and views on different options foralitteg with specific situations.
Networking with other people from the same fieldalso one of the benefits of
attending seminars and fairs. They also raise awaegeon current topics in their fields
and provide insights to future trends and can tefscus or reawaken interests in such
topics. Hence, seminars and fairs are especia®fulsn broadening thinking and
providing new ideas. They are also great placesnfeworking and can act as a
motivational factor for some employees by bringomgnge in their everyday work life.
(Clifford & Thorpe 2007: 107 — 109.)

Benchmarking

Benchmarking, learning from best practices, is alearning from another company’s,
business unit's, or team’s modes of operationss labout studying how tasks and
processes are handled somewhere else. (Viitala: 2Z285). Internal benchmarking
increases and improves the development of progessystem understanding amongst
employees. Internal benchmarking also increasesuahutespect and cooperative
relationships, and aids in creating an environmehtcontinuous improvement.
Furthermore, comparing processes between teamaitaegmts, or business units makes
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it easier to spot objects for development and @efievelopment goals. (Cunningham et
al. 2004: 154 — 155.) The benchmarking processsstath selecting the benchmarking
partner and properly planning the process. Theetaof) development and problems
relating to it need to be identified and definedd@tail as to ensure all the participants
share an understanding of the issue and its custatd. One of the benefits of internal
benchmarking is that both parties of the procesweigdly share an understanding of
processes and have similar goals for the processuf(KR000: 64). After the
benchmarking visit what was learned from it needkd analyzed and documented, and
an action plan formed according to the findingsiit@la 2005: 372 — 376.) It should,
however, be kept in mind that while some practizesk in some situations they might
not work in another and should thus be adjusted amdluated accordingly.
(Cunningham et al. 2004: 155.) Indeed, the benckimgrvisit can result in vast
amount of data and if it is not analyzed propetlgan do more harm than good (Knuf
2000: 61).

Coaching

Coaching is based on the idea that the employeedbkarge of their own learning and
the coach only assists them. The importance oflingds emphasized if the manager
is also a mentor for the employee but even onwa coaching is part of effective
employee development. Coaching is concerned wiingiemployees in improving
themselves and their performance over time. It lsaraimed toward filling the gap
between current and required level of performarme,about improving already
excellent performance. Indeed, when faced with ablem or a challenge the coach
offers the employee information, suggestions, emgling assumptions,
recommendations, and resources. Moreover, coadhiadpout not about judging the
employee and their actions or performance but aboding ways to improve it and
help the employee to see and hear what they migihtvant to see and hear. While a
mentor is a specific person, a coach might notrbéact, coaching can happen between
an employee and their manager, with a colleagueptioer people in the person’s
network with the required expertise in the problnhand. (Orth et al. 1987; Antonioni
2000; Cunningham et al. 2004: 107 — 108.)

Coaching is a cost effective and easy method faeldpment. It is informal and

frequent by nature entailing short discussions betwthe employee and their coach.
Also, they should be based on mutually agreed gre&ations and performance goals
between the employee and the coach. In fact, cogatan be seen as having seven
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steps as presented by Antonioni (2000); making relasiens, conducting an analysis,
giving feedback, engaging in inquiry, setting goafdanning action steps, and
recognizing improvements. Indeed, coaching requsmse attention to the way it is
conducted; it should not merely be a teacher drunsor-like relationship between the
two persons. In fact, the employee needs to bg fallolved in the process and both
persons need to focus on questioning and listerind,the possible learning outcomes
of such discussions. Questions relating to howwek was performed and how it
could be improved are especially important wherchoey the employee. Furthermore,
feedback should be specific and aimed toward behsvand not for example the
employee’s attitude. Discussions about the empleyperformance and action also
enable the employee to rethink the problem, gairremnosight to it, get into the
specifics of the problem, and reflect on their perfance. For the coach like manager it
is also important to offer the employee specifarteng and development opportunities
in order for them to reach the set learning tarddtslly, following up to ensure agreed
on actions have been taken, and acknowledging wmepnents made is essential in the
coaching process. (Orth et al. 1987; Brocati 2@#ningham et al. 2004: 107 — 110.)

3.5. Discussion

Strategic competence development should start fremtop management as they are
the ones best suited for defining organizationatsgy and the competences required
for it. Moving down to the departments and teanss rttanagers are to be included in
the process by clearly stating and explaining torttihe strategic vision, competences,
and what the competences mean on the line manalgaml. Only then can the
managers define how they are currently doing imseof these competences, where the
performance gaps lie, and what should and couldooe in order to be able to support
the defined company strategy. More importantly tigu only via thorough
understanding of what is expected of the departsnesuh the managers explain this to
their employees without misunderstandings, ensuewvgryone is moving to the same
direction and working towards the same goals.

Top management support and the importance of dewedat should also be
communicated on all organizational levels for eimgua supporting culture and positive
attitudes toward development initiatives. Top mamagnt support could also allow for
taking time from the managers’ and employees’ bsslyedules for the variety of
development activities. Indeed, managers need a magstematic approach to and
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planning of development activities which requireset and effort on their part. Planning
in general seems to be one of the most importanidit up issues. In fact, properly
planned on-the-job learning and reflective prastider example, can save substantial
training costs in the long run as the employeesléa help themselves and each other
in a practical and timely matter. Also, they in@edhe employee effectiveness as they
learn to learn from their own experiences and apiplgt in their daily work.
Furthermore, as training based on theory and legrby doing have traditionally been
separate, managers should pay more attention ifbioamg the two; bringing together
formal and informal learning methods, and thusttaicd explicit knowledge.

Employees then need to be encouraged to take tifrfeom their work to reflect on
events and share their knowledge and ideas. In iftastould seem that even though
there are a variety of different development meshtheby all tend to more or less rely
on reflection and sharing insights. Furthermorearisiy knowledge by definition
requires more than one participant and forums tongl so. In addition to increasing
knowledge sharing within their own teams, managarght want to consider also
enabling networking inside and outside the orgarminaas who you know affects what
you know. Moreover, feedback and guidance from rienagers are also strongly
present in the development methods. As many ofrtbthods presented in this study,
and especially the main methods on-the-job learniefiection, development projects,
and development planning require skills from thenaggers it might be useful for them
to attend training on their own i.e. in how to faate learning and provide support for
their employees to be able to coach them in tharyglay development.
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4. RESEARCH METHODOLOGY

The research process began in early 2012 aftekBiBOy, Medium Voltage Products
unit had already begun forming their core competendhe competences were to be
defined by the end of 2012. The business unit whrtdind out how to best support the
development of core competences, and what woulthddest methods and tools for
line managers for doing so. The process for theishgegan with clarifying the business
unit’s objectives for the study and defining thethoels for collecting data. This chapter
presents the research method choices the reseasbaged on, and conducted by. As
the research was a case study the main focus igualitative study’s methods for
collecting and analyzing the data.

4.1. Research approach

Questions relating to the problem setting, phildgopf science, research strategy, and
theoretical understanding form the basis of a getdly. Due to the nature of a
qualitative study the research questions were ddfas fairly broad in the beginning of
the project narrowing them down as the researchgsswent on. The final research
questions are introduced in the Introduction chapd@y research, even a case study
focuses on philosophical questions as they formbtsc assumptions of the research.
Such assumptions relate to people, the world, aagswo find knowledge just to name
a few. These philosophical views are divided intotogy, epistemology, logic, and
teleology and they aid, for example, in understagdihe differences between a
quantitative and qualitative study. Logic is comeat with reasoning and possible
arguments related to it while teleology focusegstmend result and actions behind it.
The both are more quantitative in nature and tmislogical and epistemological views
are in the focus of this study. Ontology presentsstjons about the nature of reality;
what is the nature of the researched phenomenoat iwhieal; what can be considered
as evidence, and how all of this can be groupedrdow to similarities and
differences. Epistemology deals with the origingl aature of knowing and how we
construct knowledge; what type of relationshipherée between the researcher and the
object of the research, what is the role of vainesnderstanding the phenomenon, and
how thoroughly can the issue even be understoadsjéifvi, Remes & Sajavaara 2008:
120 -125.)
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Research studies can be divided into theoreticdl empirical studies. Theoretical

studies focus on readily available theories whitgpeical studies connect theory with

real life observations of a phenomenon. (Heikkid®2 13.) This study is an empirical

study. Research strategies can be divided intoethwaditional research strategies;
experimental studies, survey studies, and caséestuin experimental study measures
the effect of one factor to another whereas a sustedy collects standardized data
from a group of people. (Hirsjarvi ym. 2008: 130hjis study is a case study. The main
objective of a case study is to find out detailefbimation from a small, single

phenomenon. Information is gathered using multiplethods including observation,

interviews, and documents and it can have charattar of both, quantitative and

qualitative study. The objective is to describe subject of the research. (Koskinen,
Alasuutari & Peltonen 2005: 154 — 157; Hirsjarvi.yg008: 130 — 131.) This study

focuses on five departments; Supply ManagementjuetoManagement, Marketing

and Sales, Channel Support, and Research and Pevet of the Medium Voltage

Products business unit of ABB Oy, the current statf the core competence
development in these departments, and possibifiieisnprovements in this area.

Research studies can further be divided into qgtsive and qualitative studies. The
differences between the two types relate mainitheoway information is gathered and
presented. Quantitative study prefers numericah datlected from a large sample
while qualitative study presents information in arewverbal or visual form and collects
it from a smaller sample. A quantitative study feesl on answering questions such as
what, where, how much, how often etc, and formsscdption of the phenomenon
based on numerical data. A qualitative study fosusequestions why, how, what type
etc., and aims to understand the phenomenon aogaialisofter information. However,
in reality it is not that easy to differentiate Wween the two types as they are usually
used together both complimenting each other. (HEKO05: 16 — 17; Hirsjarvi ym.
2008: 131 — 133.) This study while being mainly lgative in nature also uses
quantitative methods to provide a thorough analystbe subject of the study.

Qualitative studies have seven general charadtsrigtirst, research is comprehensive
by nature and the data is collected in naturalmggtt Second, people are preferred as
the sources of information. The empirical datatfos study was collected from both
the managers, and the employees of the studieddsssunit. Third, inductive analysis
is used in analyzing data. In other words, thetis@moint is not to test theory or
hypotheses but to study the empirically collectathdhoroughly and in detail. Fourth,
qualitative methods are used in collecting datae Tiethods used in this study are
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described in detail in chapter 4.2. Fifth, the &rgroup is selected carefully and not
with using random sample. The target group for #tigdy was selected by the case
organization. Sixth, the research plan shapeseasetiearch progresses. And finally, the
cases are handled as unique and the data analgzeddiagly. (Hirsjarvi ym. 2008:
160.)

The basic principles of good research were cons@arhen planning and conducting
the study; validity, reliability, objectivity, effiency, openness, privacy protection,
usefulness, and proper schedule. Validity and bigglig of the study are presented in
more detail in chapter 4.4. Objectivity in researelates to keeping the findings and
results objective, reporting both the negative &mel positive, and not letting the
researchers own convictions influence them. Efficie and openness relate to the
manner the data is collected for the study, and timy are analyzed. For example,
respondents need to be informed about why and hewdata is collected. In regards to
this study, both the managers and the employees tokt about the study for example
by publishing the purpose and reasons behind tidy sin the business unit Intranet.
Also, openness is increased by objectively presgrthie research finding in the study
and not leaving out findings that might be percdias negative. It is also necessary to
make sure the privacy of the respondents is ndatgd. No single respondent should
be able to be identified from the research repidre study also needs to be useful and
bring up something new. Finally, the schedule efdtudy is important in ensuring that
the study offers the research findings when needddikkila 2005: 29 — 32.)

4.2. Data collection

Research data can be gathered with a variety diodstdepending on the nature of the
research. The most common methods are surveysiviewes, observation, and
documented information. Data can be gathered hygusnly one method or many, as
usually done in a case study. While choosing thecgs and methods for information it
is necessary to consider the object of researclit a®es define the options for
information and data gathering. (Heikkila 2005: 4617.) Interviews, surveys, and
documented knowledge have been used as the safrag®rmation in this research
study. Using multiple methods and sources of infdrom is time and resource
consuming but does offer a wide view on of the obf the study (Koskinen ym.
2005: 131). Indeed, forming an extensive view oe $lubject of core competence
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development at ABB Oy, Medium Voltage Products bess unit is crucial in order to
be able to analyze it and suggest improvements to i

Documented knowledge entails using statistics, iptsvresearch and studies, reports,
advertisements, and other printed information asuace of information (Koskinen ym.
2005: 131). Documented knowledge has been usddsirstudy to form the theoretical
base for core competence development and the pgsaoriof the case study
organization. Indeed, ABB’s and Medium Voltage Rrcid business unit’'s descriptions
are based on their external and internal websBesks on organizational theory and
behavior, as well as psychology form the basic mhdor learning and developing
competences. Journal articles were included toigeoa more thorough understanding
on the subject and also to provide more detailddrimation on how to develop
especially core competences and experts. Develagrggneers and more importantly
research and development engineers was a key detetmvhen selecting the journal
articles as they form the biggest employee groupenMVP business unit.

Surveys and interviews were the most importantcof empirical data for the study.
Interviews in general can be structured, half $tmed, or deep interviews. A structured
interview is basically a survey interview where therviewer determines the questions
and the answer options for them. A deep intervisvihie least structured interview
allowing for getting the interviewee’s point of weon a subject with the interviewer
merely as stating the subject. A half structuregriiew is a compromise between a
structured interview and a deep interview, ang @lso known as a theme interview. In
a theme interview the interviewer determines thestjons but allows the interviewee to
answer as they please. The questions might noh lteei same order as planned, and
there might even arise new questions to discusatahaing the interviews. There is
little structure to the questions. In fact, thedatermined questions are mainly there to
ensure that the required questions are being asked that the interview flows
smoothly. The questions are open questions allowiagnterviewee to answer them in
their own words. The open questions also allowiniterviewer to specify the questions
if they are perceived as too hard to answer sttaiffhe amount of questions in a theme
interview should be kept between 5 and 12. A thémerview usually starts with a
couple of warm up questions followed by the actyuastions, and summary or closing
question at the end of the interview. (Koskinen 2005: 104 — 110.)

The interviews conducted for this study were thenterviews and they took place in
late spring 2012 at ABB. The questions that forredbasis of the interviews are listed
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in Appendix 1. After first being drafted they wetteen look through with the business
unit HR Manager, and modified according to her \6eag to ensure their validity. The
questions were then sent to the interviewees, theagers, with the meeting schedule.
This would allow them to prepare for the interviewhe actual interviews were

conducted as pair interviews and in groups of 3t.ofhe managers were asked to
describe their tasks and departments as warmimggiagtions. After the actual questions
were discussed they were then asked if they anyttonadd to the topic of core

competence development or to anything else forloding the interviews.

The survey used in this study was an online quastive (see Appendix 2) distributed
to all of the employees in concerned departmerdgsami email link. As the population
consists of white collar workers only all of theradhaccess to a computer and Internet
hence allowing for this delivery method to be usHte survey was created keeping in
mind the qualities of a good questionnaire preskemtethe book by Hirsjarvi ym.
(2008). The questions selected and their wording &agclear and specific as possible
for ensuring the answers could be compared with ettter. The questions we also kept
as short as possible for reducing the possibilibésdouble meanings. Also, the
questions were arranged so that the methods wesemted first as a fast section to go
through, and the open questions last as they werbaply the hardest to answer.
Furthermore, as the questionnaire listed possildthoas for developing competences
first the respondents could reflect on them and boey were applicable in their work.
This way they were already thinking about the amsve the open questions making it
easier for them to answer them. Also the questioenaas looked through with the
business unit HR Manager as to ensure the langusegt would suit the business unit
personnel and questions asked the research olge@®®ers’ opinions were used in
modifying the questionnaire more simple and clear.

Surveys in general can have three types of questiopen, multiple choice, and
questions on a scale. The survey used in this shadlyopen and scaled questions.
Employees were asked to rate each presented devetwpnethod, 12 in total, on how
efficient they perceive it to be in regard to theare competence development. The
scale was 1 to 5 Likert scale, 1 meaning the methawt useful at all and 5 it being
highly useful. The concept of core competence witlp described in the beginning of
the survey for increasing the understanding of wird meant with core competence.
After each competence there was an optional opad for explaining the reasons
behind their answer. At the end of the questiomntiere were also 3 open questions
relating to competence development. Open quesdmnbeneficial as they allow people
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to describe their opinions on the matters freely mntheir own words. (Heikkila 2005:
47 — 69; Hirsjarvi ym. 2008: 191 — 198.)

4.3. Data analysis

In an empirical study the collected data needsirsi be organized in a way that

supports its analysis. For a survey this meansggbirough the answers and seeing if or
not they are usable. In this study, one of the npaints was to be able to organize the
answers by each department. Hence, each usableworrtd have to have the cost

center properly filled out in order for it to betegorized. No forms were disqualified.

As the survey was an online survey the answers wasdy available in the database
allowing for better analysis of them. Interviews revetaped and transcribed for

analyzing purposes. (Hirsjarvi ym. 2008: 216 — 217.

Quantitative analyzing methods were used to desctie different development
methods in terms of their perceived usefulness.igawasked the respondents to
evaluate the usefulness of each method on a gcaelf on 5 allows for statistics to be
used in their analysis. SPSS software was usedlcnlating the statistics. The methods
were first analyzed as a whole, then by each desmtt Mean, standard deviation,
skewness, and kurtosis were calculated for alhef different methods. The methods
were then arranged in order according to the m&ans most useful to the least useful.
Standard deviation was calculated to show how ntlietratings vary around the mean.
The larger the standard deviation the more theemfft ratings vary. Skewness and
kurtosis further describe the ratings, and show hbwy differ from a normal
distribution. Also, the frequencies of answers wpresented for each development
method as to better illustrate how the ratings wdivéded. For department specific
analyses the minimum and maximum values were pteden order to give a more
concrete idea how they ranged. (Heikkila 2005: &8}

Content analysis was used to as a qualitative rdetti@nalyzing the empirical data.
Content analysis is about making interpretationd eonclusions about the available
text form data. Sources of data include narratesponses, focus groups, observations,
printed media, and as with this study, open-endedey questions and interviews. The
analysis starts with coding and categorizing thia da meaningful groups according to
similarities in content. The categories are to lesarty defined so that the data can be
put into the groups. As this study is a case stuitly specific research questions given
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from the case organization the initial categorieseneasy to define. For each different
category smaller categories of possible reasonirgheencing factors were defined in

order to better understand the situation. Inde@shtemt analysis is about gaining
understanding and knowledge of the studied phenomedfurthermore, it aims to study

the information systematically, objectively, andiakly. Finally, as the purpose of

content analysis is to summarize the collected @ategorized data and link it to a
bigger context and previous studies, referencebdacovered theory were also made
when presenting the empirical findings. (Hsieh &&mon 2005: 1278-1283.)

4.4. Reliability and validity

Reliability in research refers to the repeatabitityd consistency of the study. In order
for a qualitative study to be reliable it has tolide enough information about how data
was collected and analyzed. The research process, the study was actually
conducted, needs to be systematically describeth €dlection and analysis as well as
the research process are described in the preceteqgers. Also, how the material
was checked, whether for example different metha@#se used to evaluate the
consistency of the data should be described irstilngdy. In addition to interviewing the
managers on the subject a questionnaire was usgelt tanother point of view to the
research questions. Finally, the impact of diffeq@ssible organizational factors on the
data should be evaluated. As it is possible thairtterviewed managers might not want
present themselves in a bad light by noting allrtbgatives and shortcomings in their
behavior, especially in a group interview, the desaire was to provide an
anonymous forum for sharing also those aspects. dledb works toward increasing the
validity of the study. (Koskinen ym. 2005: 258 -925It should also be noted that as
the study is a case study and qualitative in nagergeralization is not a concern. The
purpose of the study is to describe the target nessi unit and the specified
departments. Finally, taking the entire popula@snthe sample increases the reliability
of the study as well. (Heikkila 2005: 30.)

The validity of research is concerned with whetiher study studied what it intended to
study and if the research findings describe thealpf the research properly. Validity
of the study is to be ensured by properly plantiggdata collection process. Attention
needs to be paid especially to the structuringnefguestions in interviews and surveys
to make sure they help in answering the researabstiguns. In this study the

questionnaires as well as the interview questioagewnodified and adjusted several
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times to ensure they met the expectations of tise caganization and could provide
valuable information for the research questiongylvere also looked through by peers
as to increase their validity. Furthermore, peemments on them allowed for

examining possibilities for misunderstandings amdibde-meanings. (Heikkila 2005:

186.)

The validity of the study can also be examined dmking into internal and external
validity of the study. Internal validity refers tioe degree the surveys and questionnaires
reflect the theory the research is based on. Exteslidity relates to the degree other
researchers would interpret the findings in a @mitay. The questionnaire formed for
this study was based on the development methodisvlre mentioned in the literature
the most. Attention was also paid to the questioeras to make as simple as possible
to avoid misunderstandings and double meaning$, tvotn the respondents point of
view but also to allow for better analysis of tlesults. Furthermore, the results and
their analysis were presented in as much detailoasible for showing the reasoning
behind the conclusions. (Sancheva 2009: 54.)

The sample for the study is the population i.e.ddllthe employees in the studied
departments. This also increases the validity. Heunhore, the questionnaire that was
sent to the entire population was to be filled auvnymously which ensures the privacy
of the respondents and decreases the need torhala the answers more positive than
they actually would be. The employees were alsorinéd about the study and the data
collection methods well before the interviews ahe guestionnaire for enhancing their
readiness to answer the questions and for themetoagquainted with the topic.
(Heikkila 2005: 186; Koskinen ym. 2005: 254 — 25&ncheva 2009: 54.)



64

5. CASE STUDY COMPANY

The case organization of this study, ABB, is a powed automation technology
company whose products aim to enable their cus®nwemprove their performance
while lowering environmental impact. The companyp@ys roughly 145,000 people
in about 100 countries. (ABB Group 2012.) This dkagocuses on ABB Group in

general, ABB in Finland, and on the company’s Meadi¥oltage Products (MVP)

business unit in Finland. Basic information on tbempany and the business is
provided, as well as an overview of their strategied personnel.

5.1. ABB

ABB was founded on January 5th 1988 when the Swedsea and Swiss Brown
Boveri merged with a 50:50 ownership. ABB grew higagiuring the following years
with several acquisitions and investing in reseaacld development ensuring their
strong presence in all of their business areasayf@®BB is the world’s leading power
and automation technology group of companies. ABBsgn is:As one of the world’s
leading engineering companies, we help our custemnter use electrical power
efficiently, to increase industrial productivity @ro lower environmental impact in a
sustainable waylmproving performance, driving innovation, attiagt talent, and
acting responsibly are key points in ABB’s missi0hBB Group 2012.)

Innovation is one of the key sources of ABB’s cotitpe advantage and more than
$1.3 billion is invested in R&D annually. Focus @asen today’s research are integrating
renewable power sources into the grid, enhancingepmetwork efficiency, reliability
and flexibility, improving industrial resource effency and asset productivity, and
optimizing flexibility and reliability. Lowering evironmental impact and costs is done
by focusing on resource and energy efficiency afigment over their life cycle. ABB
also strives for excellence in personnel develogmeperational execution, business
ethics, and work environment for attracting topf@eners. (ABB Group 2012.)

ABB comprises of five global divisions: Power Prathy Power Systems, Discrete
Automation and Motion, Low Voltage Products anddess Automation. Their product
portfolio includes: electricals, automation, cotgrand instrumentation for power
generation and industrial processes, power tramssonis distribution solutions, low-
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voltage products, motors and drives, intelligentldag systems, robots and robot
systems, and services to improve customers’ prodiyctand reliability. ABB is
headquartered in Zirich, Switzerland and the comphas been noted in stock
exchanges in Zurich, Stockholm, and New York. Jogat is the company CEO.

In Finland ABB has almost 7,000 employees, andcbmpany operates in over 30
locations. Factories are located in Helsinki, Vaasal Porvoo. Helsinki and Vaasa are
the biggest places for operations in Finland withpying roughly 2800 and 2000
people respectively. ABB Finland’'s CEO is Tauno rééh. The organizational
structure of ABB Finland is presented in FiguréABB Finland invested 163 million €
in R&D in 2011, 17% more than in 2010, which oreltsshows ABB’s focus on
creating state-of-the art technology and solutiforsglobal business. Investments in
personnel development were over 10 million euro2®il with management and
leadership, processes and procedures, expertidep@upational training being the
focus points. (ABB Inside 2012a.)

Figure 6. ABB Finland organizational chart.
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5.2. Medium Voltage Products

Medium Voltage Products (MVP) business unit is mdrthe Power Products division.

Heikki Mustonen is the local business unit (LBU)mager. The business unit focuses
on developing, manufacturing, marketing, and deinge protection and automation

products for the distribution of electrical pow&he end users of their products include
electrical utilities, power intensive process indigs, and offshore operators. More than
90% of their products are exported and their salesvork covers more than 70

countries. Moreover, MVP is in a central role in BBlobally as they have the global

responsibility for the development, marketing, saéend production of their product

offering that consists of protection and automatmoducts for the distribution of

electrical power. In addition to having global ogtgons responsibility, they also have a
global customer support and training responsibsgitiThey are located in Vaasa and
Tampere in Finland. Vaasa’'s R&D unit is the gloledder for new products and

platforms within distribution automation and sulista automation products. The

business unit employs currently about 250 peopkntand. (ABB Inside 2012b.)

Customer needs are the driving force in their stpat According to their website (ABB
Inside 2012b) the MVP business unit strives to fidigiand develop the capabilities that
are critical for their success in the ever chandinginess environment. Anticipation
and fulfilment of the customer expectations, eéfit utilization of new technology,
and retention of competitiveness are the centrall@mges facing their strategy and its
implementation. The objective is to get the whotgamization moving towards the
same goals and, at the same time, identify problmisspot improvement initiatives in
order to eliminate problems and utilize new ideBse aim is to get motivated and
committed people and efficient and fast processesiagile organization. (ABB Inside
2012b.)
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6. RESEARCH FINDINGS

This chapter presents the empirical findings ctdlécwith interviews and the
questionnaire while reflecting on the theory préseénn the study at the same time. The
aim is to find out how the employees and managessgive the competence
development activities in their departments andtvkived of improvements should and
could be made to the development methods and peacin their opinion. Managers’
thoughts on how the core competence developmeris ghauld be communicated to
them are also presented. Manager’s views on hovigihenanagement should define
the core competences form the basis of the futaxeldpment activities and are thus
presented first followed by the personnel’s viewstloe current status of development
activities. Finally, the perceived usefulness dfedent development tools and methods
are presented with comments from the personndi®@subject as a whole.

20 managers were interviewed, some individually sme in pairs and some in groups
of three. Only 2 managers were not available feerinews thus giving an answering
percentage for the interviews of 91. The questioBnaas sent to 174 employees and
57 answered. The answering percentage of the quesire is therefore 33.
Department-specific answering percentages are miexséen Table 2.

Table 2.Respondents per departments.

Deparment Total number  Total Answer

of answers number of percentage

employees

Supply Management 3 10 30
Product Management 6 15 40
Channel Support 7 20 35
Marketing & Sales 7 36 19
R&D 34 94 36
Total 57 174 33

6.1. Communicating and defining the core competence

In the interviews the line managers were askedesxiibe how the core competences
are currently communicated to them. Managers wise asked to describe how the
core competences should be communicated to thegeentor them to be able to begin
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developing them. Nearly all of the interviewed mgera noted that barely any message
comes from the top management concerning core demgeEs. Some remembered
some vague descriptions about them. This is alreddyming as the theory clearly
emphasizes the importance of communication in dgveént activities and especially
in creating a shared vision. Few of the managerthdu supported the statements
toward better communication by noting that theynmdrully support company strategy
if they do not know what is required from them. Hawer, top management clearly
understands this challenge in core competence aawveint as they spent months in
2012 trying to define and describe these competeircéhe most efficient and useful
way. Furthermore, according to the business unit MBnager they are holding
workshops for the line managers for clarifying thempetences and increasing
understanding around them.

“On the business unit level there’s a strategy, andrder to support that
strategy we need to have certain competence. Andrav¢he only ones
that can develop it. Someone should be able to niekeight choices in
every department as what to develop for us to He &b support the
goals.” Interview, manager.

In terms of how the core competences should be cormated to them the managers
emphasized a balance between details and diregiimg in their answers. Managers
hoped for a clear description about the core coempets of the organization and how
they relate to their own departments and teamsefisas what is expected of them. The
majority of them noted further that they want totbe ones who then decide on how to
develop the competences as the top managemenb isatofrom the actual work.
Furthermore, many emphasized the importance ofaeedhvision in order for them to
support the unit’'s strategy. Indeed, managerssstethe importance of getting insight
into strategy and the competences that are impoespecially in the future. Hence,
attention should be paid to the message abouttthegy and that it is understood the
same way by all of the managers. The workshops ioretd before were designed to
also meet this requirement. Finally, managers hdped clear set of methods for
developing core competences.

“For every manager to have such tools that they s&md in front of their
team, that “your core competences are these andethand that's what
we are going to develop”. It is the manager’s jab figure out what
competence to develop and hownterview, manager.
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In addition to providing the managers informatidooat what to develop and a set of
tools for developing them, a few managers statedthan important reason for better
and wider communication. For competence developntebé perceived as important it
should be communicated as such from the top doworebVer, top management
support for development activities could aid in émgpes as well as managers take time
away from the hectic project schedule. As also ltedcon in the theory part of the
study, organization-wide support and commitmendévelopment is crucial for the
methods and practices to be efficient. Furthermasancreasing development methods
and changing practices relating to them is abowngh, there is a possibility of
resistance to change. Top management can with iaegeom-wide communication on
the importance of development decrease this resstand further aid in creating a
learning culture. Also, one of the characteristiésstrategic learning was long term
commitment to learning and developing. Indeed, comation and support for
learning and development should not be a oncean f@view on the core competences
but a continuous effort in developing them, clanfythem, and following up on their
development both from the top management’s antinbenanagers’ side.

6.2. Current state of core competence development

An important part of the interviews was finding owhat is the current state of
competence development activities in the businests from the managers’ point of
view. Managers were asked to describe how much timeg spend thinking about
developing their employees’ competences and whattla® methods of doing so.
Majority of the managers acknowledged the imporaat competence development
and stated that it is constantly in their mindswdwer, for many it was an activity that
gets their full attention if and when there is axime; not too often that is. By stressing
the importance of learning and developing, andifgiag the line managers’ role in

employee development top management could incréasgerceived importance of
development. Indeed, as the discussions around cinmunication of core

competences revealed the managers’ aspirationgdosva&entral role in competence
development and the acknowledged importance dhé,most important step toward
more efficient core competence practices would lb®vang more time for it. This

would be something the top management could canéito the development process.

At a minimum each manager is supposed to go throtngh performance and
development appraisal (PDA) discussion with theipbyees once a year as required
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by the ABB policy. However, while it is strongly euraged to have the discussion,
roughly 10% of white collar managers still do naivé it with their employees (ABB
Inside 2012b). It could be that not all the manageze it as a useful tool, or even
important at all, but another bureaucratic practltat interferes with “actual” work.
Surely this could be an exaggerated explanatiothier but it does bring up a question;
if a manager does not even fulfill the minimum reegonents for competence
development, do they do much else in regards tButthermore, even though all of the
interviewed managers mentioned the PDA discussidha interviews many referred to
it as something that is done annually and onlyuptmof them mentioned having them
bi-annually. Focusing on and properly preparing tioe bi-annual PDA discussion
would thus serve as another starting point for neffieient competence development.
The discussions could also provide structure foth&r development efforts. Also, as
stated before, the PDA discussions provide a fofommeasuring the gaps and
improvements in employee performance and an oppitytto discuss the thoroughly
with the employees.

“Performance and development appraisals are a wagede which way to
go next year. With trainings and courses you trpish your guys to that
direction. And the follow up on them that what vagseed on gets done.
Generally speaking too little time is spent on.thiaterview, manager

Another development method that was mentionedlinfahe interviews was training
courses. Next to the yearly PDA discussions it wadem that training courses are the
main method in competence development. In faataaan for the popularity of training
courses mentioned in the theory part was also Iitowg in the interviews many times;
training courses are a fairly easy method as marii@oemployees search courses to
attend on their own. Also in the lines with thedhewas that one of the perceived
negatives of training courses was that they do semve expertise development as
efficiently as hoped. However, while many managesged that it is hard to find a
course that would suit their needs, some managessribed it as being easy. This
emphasizes the importance of manager-to-managecusdi®ns in planning
development activities. Sharing knowledge and pestis beneficial even in the
managerial level and not just in employee-to-emgéolevel.

One of the underlying reason for training courgesdme up so often in the interviews
could be that they have in fact traditionally besymonymous with development, and
are as mentioned an easy and simple way of accsimpij it. PDAs then again are an
ABB Group mandated policy and hence have a stroeggnce in the managers’ jobs, at
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least a couple of times a year in theory. On theseits, the current competence
development practices of the managers follow a rbeteviorist and humanistic views
of learning. Employees are self-directed in théfiorés to learn and develop and will do
so by just receiving information from a trainer.eble approaches are entirely neglecting
the constructivist and situational views on leagnifhis is concerning as they are the
views gaining more and more support in learningweler, while traditional and easy
by nature PDA’s and training courses should noabandoned as training methods.
Instead, they should be combined, supported, amithexd by a variety of other
methods thus enhancing their effectiveness.

Training courses and PDA discussions are, howeNs,the easiest answers, and as the
interviews went on, a bigger and wider picture iasned on the current state of
competence development. In fact, for a few managenspetence development was a
weekly issue in their meetings with other manadenn the same department. Others
occasionally addressed it in monthly meetings. Alsdew other methods were also
mentioned as a way to secure competence in the team

“Every Monday we spend an hour going through resear Take a look
at training events. See who needs training in sarea and find them an
easy task to start dealing with. Sometimes withesom but often alone.
And of course the communication, that you needeteldp in this area,
they are quite self-directing.fhterview, manager.

“Now, at least for us, there’s that when there’sqmn A, who can handle
something completely, person B is found for thera supports them in
that action. The other one then learns that, sa tha leaves we are not
left with nothing.” Interview, manager.

“People have different competence profiles and ywee has kind of a
duty to uphold that competence area. It's prettycimilike that when
everyone’s a higher official they each have a datget proper training
for themselves. Of course | once in a while oftenathing but | haven’t
obliged them to anything. They are the type of [geoo are interested
in their own areas. Once or twice a year we havekalmops where we go
through issues because | have the insight of theenthepartment but the
individual persons have it on their area and mag®ut the area of
others. To discuss things in a group. It's not bog a group so there’s a
lot of synergy benefits. Everyone comments on tehalf. That's sort of
the best training on its part. ... One on-the-johiriing form is to go
overseas with some sales engineer or to some €lieat.teaches a lot.
There are no courses for that but to go there yelfirsif there’s
willingness to go | don’t stop them. Everyone leaftom that, the locals,
the sales engineer and the person themselvetefview, manager.
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Other development methods that were mentioned éninlterviews were seminars,
documentation and databases, after-project reviduddying, getting-to-know-the-
customer initiatives, participating in projectsdatailored courses for a specific team.
Networking inside the business unit and ABB Finlandyeneral was noted as being
important, and also mentioned as having improvégrdfore, the value of networking
has clearly been acknowledged at least on somé ifegéorts on improving it have
been made. Also, the variety of development metrmmgd signal a change in the
perceived usefulness of traditional means of dgreknt and a search for different
methods, or at least it tells about openness to ideas for increasing learning and
development in the teams.

The scarcity of different development methods calkb be a result of the managers
not knowing all the possible methods, or not acKedging something as a valid
development method. It could be for example, thatd is buddying, pairing a less-
skillful employee with a more accomplished emplqyg&ng on in the teams but it is
not perceived as a real and actual developmentadethis just something that is done.
This would then again stress the importance ofeasing awareness on the other
possible development methods and gaining more hhsigo how to make even the
current development activities more systematic #ms more efficient. Indeed, core
competence development does not necessarily havee tabout bringing in new
methods and practices but instead starting withimgathe currently existing ones work
better and then moving on to new things. One wagnifancing the current practices is
to pay more attention to how individual and coileetlearning functions and try to
incorporate that with more thorough planning, execy and follow up of the
development methods and learning opportunities.

Interestingly though, while so many different maethowere introduced they were
hardly ever present for the same manager. In thet,managers could benefit from
internal benchmarking; discussing amongst eachradibelearn from the different
development methods in use in other teams as tigeraf development methods was
wide in general. Also, the most development effoftsre aimed at securing the
competences in the teams in case someone wasvi tlea team. In other words, the
current state of competence development is resaurepted instead of strategy-
oriented. Moreover, the current efforts were ainmaglard securing competence in the
specific teams, and not in the company or everbtisness unit. In a sense, the current
state of competence development in the departmemtisout securing competence not
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supporting the company’s strategy and future coitipeiess with competence
development. Hence, the need for more systematcvwader development plans and
methods was evident.

Managers were also asked to describe the challengese competence development.
The majority of them identified challenges relatedhe expert and project nature of the
business unit and work. Similarly these challengese identified in the introduction
when talking about the needs for change. As thelayaps are already experts in their
fields and the fields are so specific it is hardfital training and courses that would
efficiently develop such knowledge. Time was anottientified challenge. As multiple
projects run simultaneously the managers do not hafficient time to focus on
competence development. Moreover, it is hard ferdmployees to take time for the
development activities due to time and project guess. As stated by the managers and
supported by the theory, top management suppareiating a culture and environment
that allows, for example time for reflection is cial in overcoming these challenges.

“Research before product development is challengiagd is just the
thing that would develop the people the most. Bearsch a little about
what we’re doing and what we should and could begldt requires that
kind of creative time that you just don’t have adldy’s work life. That's
the challenge in competence development; how tormantally the time-
hurry lever into that stage that you can think abtuwhen some project
manager is breathing down your neckiterview, manager.

In addition, insufficient communication especiablgtween projects and departments
was seen as challenging and frustrating.

“There’s the thing, that in a way the departments divided that in a way
competence groups exist, but the information slgai® not always
efficient. Still feels like that the invisible Imdetween departments and
groups are actually kinda concrete that informatsohbeen shared poorly.
Especially between projects. There’ s a lot of stitings that might
interest people on a larger scale, like what theyhkor does.”Interview,
manager.

Some managers also specified the lack of commuaricah their own teams as a
negative in competence development.

"There might be entirely new ideas behind the tdeibwledge. If we
could get it open in conversations it could prowenéficial.” Interview,
manager.
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As knowledge sharing and making tacit knowledgeliexpare in a focal role in
competence development theory and in collectivenieg theory managers ought to
focus on increasing and improving them. Working doiva culture of openness and
sharing, and moving away from the mindset that yewez should just mind their own
business and focus on their job-specific tasks Wdngnefit the company especially in
the long run. In fact, a lot of the development imoels mentioned in this thesis, such as
critical reflection, post-project reviews, docuneditn, development projects, meetings,
and networking can aid in improving knowledge shgriAlso, using a variety of
formal and informal development methods and praongdidifferent forums and
opportunities for sharing knowledge and learnirgrfrothers increases the interaction
between employees and thus enables making tacitledge explicit.

In addition to discussing the current state of cetepce development with the

managers, the questionnaire sent to personnelradbaed an open question about the
current situation of core competence developmest,strengths, and weaknesses.
Positive aspects about competence developmentwibia mentioned related to the
employees being able to attend trainings and ceues®l the good flow of information

inside the department.

We get to go to trainings if we want (manager enages).” Open
answer, white collar worker.

“Knowledge sharing in the department, utilizing thgecial capabilities of
team members.Open answer, white collar worker.

“Getting to know others’ jobs gives good preparesketo solving
problems. In other words, then you know where yau tcy and find a
solution if your own knowledge isn't sufficientOpen answer, white
collar worker.

“Right direction in the unit’'s strategy. Inter-definental cooperation
and knowledge sharing works well. Continuous depraknt of tools.”
Open answer, white collar worker.

Critique towards the current state of competenceeldpment related to competence
development or lack thereof in general. Many ndted as the core competences have
not been defined clearly enough there is no comdimettion to be headed towards.
Furthermore, many wished for a more systematicaggbr to competence development.
Indeed, in addition to creating a shared understgndf the strategy and defining
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development needs on the team level, developmens@hould also be made on the
individual level. These plans and activities shothén be better linked to career
advancements. Moreover, the questionnaire ansvsysshowed that while others felt
the flow of information inside the unit was gootiete was still a need for better
knowledge sharing and intra-organizational coopamat Especially R&D was
mentioned in terms of possible source of learnasginterestingly also mentioned in the
theory part of the study as one of the main souofesformation. Furthermore, the
need for better customer knowledge was appareiféctnas the business results rely on
customers greatly it is easy to argue that moentatin should be paid to learning from
customers. And as all of the departments contributeustomer satisfaction with their
efforts proper customer knowledge should not betdidhto only the departments
working most closely with them. Similarly to thesdussions in the interviews, time and
project pressures were present in the questionaaswers as well.

“I haven’t encountered any competence developnrethis organization
during past six years.Open answer, white collar worker.

“Hard to name anything. | guess the attitude anésumption is a little
bit like; but you guys already know all kinds oihtfs. Everyone is named
an expert in speechesOpen answer, white collar worker.

“Perhaps competence development is not discussedtamough or it's
not that clear as a concept. Clear strategy is mgr it hasn’'t been
communicated clear enoughOpen answer, white collar worker.

“Competence development needs to be based on aKilahone needs to
think about the development targets and then demidihe best practices
that get you to the targetOpen answer, white collar worker.

“Learning from each other for example SAP, procueemn Setting
common priorities.”"Open answer, white collar worker.

“In addition to giving tasks we absolutely need imuore guidance and
feedback. Then we can develop the right thingspeddently as well.
Maybe one could say it's lack of mentoringOpen answer, white collar
worker.

“Resistance to development, in other words, thel wal follow old

methods, even though there’d be a need to devammperations of a
department. Managers don’t always support the aardevelopment
possibilities of their subordinatesOpen answer, white collar worker.
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Business unit strategy was also present in a fesstqpnnaire answers illustrating the
need for more and better communication on all degdional levels.

“The connection between the business unit -> faméprocess ->
department is lacking.Open answer, white collar worker.

“Identifying the core competences and the Grouprategy. Do we want
to be a product factory or a provider of solutions,the point of view
production or customer-oriented. What is the cafgbihat separates us
from the competition? Technical knowhow, manufasturknowledge,
logistics, marketing channels, customer-orientatiam what? The
emphasis between things and core competences. Ohese is always
more fundamental than others. Core competences fanmextensive
network that should be in tune with the companyssiness unit’s,
department’s, and team’s targets and strategieOpen answer, white
collar worker.

There were a couple of comments that criticizedtthming budget and that it should
be able to cover seminars and trainings outsidefauas well, but the focus was
generally more turned to the non-costly methods.fdct, from the questionnaire
answers there was a more evident need for betemiplg of development activities
both in short and long term, more feedback andanad to support on-the-job learning,
and better opportunities for knowledge sharing.réfoge, instead of money the main
concern currently in terms of competence developneeihe other scarce resource,
time. Employees hoped for being able to use mate tin development activities which
could mean rearranging some tasks or building biffieto hectic project schedules.
Managers were hoped to use more time on plannirdy satecting development
methods, taking the time to guide and support legrnand creating forums for
discussing and sharing knowledge. The answershkzagy pressure on the managers to
plan, organize, and lead competence developmenthifn regard, it is extremely
positive that the interviewed managers did seemidev competence development as
part of their managerial roles instead of a jobsomeone else. Already acknowledging
their part in it would suggest they would take thaticism and suggestions
constructively instead of neglecting them.

6.3. Different development methods

The questionnaire dealt mainly with different deyghent methods. 12 different
methods were listed and the employees were askedteotheir usefulness in core
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competence development. Methods were to be ratedsmale from 1 to 5, 1 being not
useful at all and 5 highly useful. It was also jlolesto comment on each method. The
methods listed in the questionnaire weraining programs, going through what was
learned in training in team meetings, further sagjigetting to know the tasks and jobs
of other people in the same department, gettingntow the tasks and jobs of other
departments, seminars, courses on current topaiss,freading materials concerning
one’s own expertise (magazines, websites...), goiag job related problems in team
meetings, on-the-job learning and participating ievelopment projects The
questionnaire also included the possibility to narier methods as well.

Taking a look at all the rating®n-the-job learningwas found to be the most useful
development method followed kgoing over job-related problems in team meetings
andReading Table 3 shows the average ratings for all theeigment methods listed
in the questionnaire. Frequency tables are alssepted for each development method
individually as to better illustrate how the ratingere divided.

Table 3.Rankings of the development methods.
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On-the-job learning

On-the-job learning was ranked as the most effice@velopment method in core
competence development for the respondents. Opemmeats also supported the



78

importance of on-the-job learning as the main cdaempee development method. It was,
however, criticized about being a fairly slow methior development. Furthermore,

many wished for a more systematic approach to efjeth learning and feedback to

support it. The skewness and kurtosis values ofth@feb learning emphasize the
perceived importance of it as a development methodact, 49,1% of the employees

rated is as 4, and in third of the answers it weduated as a 5. The frequencies of
ratings are presented in Table 4.

“In my opinion the most important part of core cagtgnce development.
When you solve problems by yourself a more profoumdierstanding
develops.”Open answer, white collar worker.

“The most important of them all. This job can’t [@arnt straight from
school books but in addition to the theoretical kground practice
teaches a lot."Open answer, white collar worker.

Table 4.Frequency table: On-the-job learning.

Frequency  Percent Valid Cumulative

Percent Percent
1 1 1,8 1,8 1,8
2 2 3,5 3,5 53
3 7 12,3 12,3 17,5
4 28 49,1 49,1 66,7
5 19 33,3 33,3 100,0
Total 57 100,0 100,0

The slowness of the method was also brought umentheory part of the study. In

regards to making learning faster the theory omieg would suggest using all of the
styles of learning in Kolb’s learning cycle. In d@ilch to making learning faster, this

would also make it more efficient. In regards tedty on the actual on-the-job learning
the slowness was noted as being something thatldshmeu expected and accepted.
Furthermore, the theory emphasizes the importaheeoper planning when using the
method, and, as also noted in the empirical finglinge importance of multi-source
feedback. Having ranked first and the literatureimfividual and collective learning

emphasizing the importance of combining informad &mrmal learning which on-the-

job learning is optimal for, it should be focusedmore.
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Going over job related problems in team meetings

Going over job related problems in team meetings maaked the second best method
in developing core competences. Comments on itligigled especially its function in
sharing knowledge and experience, and deepeningrttierstanding of issues. Only 7
people rated Going over job related problems imteaeetings as 1 or 2. The main
criticism for it was that it does not currently Waais efficiently as it should and could.
Therefore, the results clearly emphasize the neethfinagers to focus on the agenda
and discussions in team meetings. Managers migbt znefit from improving their
facilitating skills more especially when the im@orte in of knowledge sharing is so
highly emphasized in theory. The frequencies ohgatare presented in Table 5.

“Interaction, conceptualizing the problem helps finding the solution,
problem “solves itself” when you tell it otherOpen answer, white collar
worker.

“Too little of things related to this is gone thrgiu in general.” Open
answer, white collar worker.

“Usually, a solution that you had never even cdesed can be found in
a group.” Open answer, white collar worker.

“Why do the same mistake again.” Open answer, wtol&ar worker.

Table 5. Frequency table: Going over job related problemigam meetings.

Frequency  Percent Valid Cumulative

Percent Percent
1 2 3,5 3,5 3,5
2 5 8,8 8,8 12,3
3 15 26,3 26,3 38,6
4 21 36,8 36,8 75,4
5 14 24,6 24,6 100,0
Total 57 100,0 100,0

Taking also into consideration the apparent impm#aof knowledge sharing in the
literature it would seem that team meetings shbeldne of the critical focus points for
the managers. Keeping in mind the requirementiégaful and fruitful discussions, i.e.

explorative discussions, team meetings are an wagyof beginning creating a more
open and supportive culture for knowledge sharmd)iateractive reflection. However,

if the company culture has traditionally emphasibhadd results instead of the value of
softer ones, such as knowledge sharing and dissydsiis could also prove to be fairly
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troublesome. Therefore, managers could benefit fatiending trainings on the matter,
and try and improve their facilitating skills asdosure fruitful instead of time-wasting
discussions.

Reading

Materials on one’s own expertise were noted to ideygood information about new
innovations and technologies. They were also foemsly to access. A few comments
were, however, made about them not being too prafan providing knowledge and
that there is hardly ever time to spend readingwéler, in addition to being fairly
inexpensive and not too time-consuming a methaaljing was also ranked high in the
result. For those reasons one might stand to aitmatereading should be considered a
valuable method for developing competence, and iti@e resources, i.e. in terms of
source materials and time, should be invested iAl$p, simply acknowledging it as a
development method might allow for better usagé.ofhe frequencies of ratings are
presented in Table 6.

“Is important because things develop so fagdpen answer, white collar
worker.

“If only there was more time one could get more otitthese.” Open
answer, white collar worker.

Table 6.Frequency table: Reading.

Frequency  Percent Valid Cumulative

Percent Percent
1 1 1,8 1,8 1,8
2 5 8,8 8,8 10,5
3 17 29,8 29,8 40,4
4 24 42,1 42,1 82,5
5 10 17,5 17,5 100,0
Total 57 100,0 100,0

Reading is also mentioned in literature as bringmeyv insights into thinking and
interestingly there were a comment made in the apewers about Google being a
software developer’s best friend. Even if the comimdoes not strictly define using
Google as widening the thought patters of the nedeot an assumption could be made
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that it is used to find solutions and new wayspyraaching a problem or a task. And if
it does provide a faster or different resolutioratoissue why not support its use?

Training programs

73,7% of the answer ranked Training programs asra43in terms of their usefulness in
core competence development. The main criticismatdwhem was about them being
too generic and not specific enough, a possiblekness also noted in the literature.
There were also concerns about the employees ably fgeing able to link training
programs to the actual work and careers in genkraupporting the theory part of the
thesis, while training courses might not be begeduor core competence development
they were noted to work well in updating skills andeting colleagues. Their efficiency
should and could be improved by linking the trajnocourses more into the actual work
as well and allowing for the full Kolb’s learningde to take place; i.e. also including
experimenting, combining the new theory with preetand reflecting on the newly
acquired information. The frequencies of ratings@esented in Table 7.

“Nothing being really offered that suits our neéd©pen answer, white
collar worker.

“You can rarely apply the skills learned in traigirio a currently running
project.” Open answer, white collar worker.

“Would be good to have a development plan in regaa future tasks.
And respectively training should be such that dgatent could be applied
in one’s own work."'Open answer, white collar worker.

“Beneficial for meeting people working in similarogitions.” Open
answer, white collar worker.

Table 7.Frequency table: Training programs.

Frequency  Percent Valid Cumulative
Percent Percent
1 1 1,8 1,8 1,8
2 5 8,8 8,8 10,5
3 18 31,6 31,6 42,1
4 24 42,1 42,1 84,2
5 9 15,8 15,8 100,0

Total 57 100,0 100,0
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Indeed, focusing on the content of the trainingsenand making plans for allowing the
lessons learned to be tried out also in practiceldvincrease and actual and perceived
value of trainings. Combining training with otherrs of development, especially the
informal ones would bring out the most benefitsor®importantly, as training courses
were ranked fourth managers should clearly rethivdir development strategy and
remove training courses as their first and onlyiahon development methods when
planning actions for core competence developmentl$they are the easiest and most
simple solution to learning new things, but asestdioth in the theory part of the study
and in the empirical findings training courses ac the most efficient method for
developing core competences.

Development projects

Development projects’ importance in learning waslely acknowledged and a few
comments were made about them being the only thisigcan teach about the future. It
was also pointed out that they offer the possibild influence the outcome of the
project if one can be involved in them from theibeag. They were, however, found
to usually be fairly time consuming raising theklaaf time once again as one of
obstacles in developing core competences. The dreges of ratings are presented in
Table 8.

“Developing something new in a group encouragesimtgs to learn
new things (learning on the job)Open answer, white collar worker.

“A very good way to learn new, testing limits, diag new, learning
through success and failur®pen answer, white collar worker.

Table 8.Frequency table: Development projects.

Frequency  Percent Valid Cumulative
Percent Percent
1 1 1,8 1,8 1,8
2 4 7,0 7,0 8,8
3 22 38,6 38,6 47,4
4 21 36,8 36,8 84,2
5 9 15,8 15,8 100,0

Total 57 100,0 100,0
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As development projects are listed as one of thetrafficient methods in the theory
part of the study and they did rank fifth in the pgncal findings they should be
invested in more. Furthermore, development projsiataild not only be limited to new
product development projects but should entailgutsj on other areas as well that need
improvement. As with many other methods, propenmilag, managerial support, and
feedback are in the center of making this develogmeethod as efficient as possible.
Also, development projects should not just be alfiogling a solution to a problem or
developing a specific problem but instead shoulgo abe framed as a learning
opportunity for the participants.

Courses on current topics

The kurtosis value for courses on current topicplies a heavy emphasis in some
ratings and in fact 84,2% of respondents evaludtes a 3 or 4 in their answers.
According to the ratings courses on current topresa fairly useful method. However,
comments were made about Courses on current tomctsbeing useful in core
competence development but only for updating skilid knowledge. In other words,
they do not bring about strategic advantages bwgrdaire correct practices. In a sense
they do then support business strategy but do ffet additional strategic value for it,
and would thus focus more on maintaining the bakitls required for efficient
operations. Furthermore, a couple of comments madee to suggest that their
usefulness would vary according to job functionsie Tirequencies of ratings are
presented in Table 9.

“In our role we need to know about the future tremibt current topics if
we want to be successfulOpen answer, white collar worker.

“Courses on such topics where fast changes happeruseful. Such as
standards.”Open answer, white collar worker.

“For example training on new product released neeceg, for R&D

however a “nuisance”.” Open answer, white collar worker.
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Table 9. Frequency table: Courses on current topics.

Frequency  Percent Valid Cumulative

Percent Percent
1 2 3,5 3,5 35
2 2 3,5 3,5 7,0
3 27 47,4 47,4 54,4
4 21 36,8 36,8 91,2
5 5 8,8 8,8 100,0
Total 57 100,0 100,0

Further studies

Further studies as a method was commented on tls¢ imahe open answers. They
were found to be extremely useful; as long as theynot entail a whole degree. A
higher university degree was for example perceagtbo broad in terms of the courses
included and thus not that useful in especiallyleammpetence development. Many also
noted that the employer does not support furthaties. Time especially was yet again
an issue. As further studies did rank fairly higheamethod and there were so many
comments on it managers ought to bring it up whigirtemployees for example in the
PDA discussions. In addition to going over the ABBovided incentives for
independent studying managers could make arrangenténtheir own for making
further studies possible for their employees, bygrearranging tasks and workloads.
Indeed, as further studies were mentioned in ttezaliure for the thesis as a fairly
flexible method that by itself entails internal rwation to learn they should be
supported more. The frequencies of ratings aregnted in Table 10.

“Further studies especially in IT would be espelgiainportant in order to
keep on with development. Unfortunately, howevss is independent
action that the employer does not really suppo@pen answer, white
collar worker.

“In R&D a suitable degree/ further studies is a goway to develop
competence.Open answer, white collar worker.

“This would be good if only the employer would mékee for it.” Open
answer, white collar worker.

“Otherwise you don’t learn anything new.Open answer, white collar
worker.
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“Content is essential. Important when it relategdhte work substantially.”
Open answer, white collar worker.

Table 10.Frequency table: Further studies.

Frequency  Percent Valid Cumulative

Percent Percent
1 3 5,3 5,3 5,3
2 10 17,5 17,5 22,8
3 16 28,1 28,1 50,9
4 23 40,4 40,4 91,2
5 5 8,8 8,8 100,0
Total 57 100,0 100,0

Getting to know other people's jobs from the saapadment

Getting to know other people's jobs from the saegadment was perceived useful as
it allows for better understanding of others’ aredisexpertise thus enabling better
communication. It also aids in resourcing, but does necessarily offer strategic
advantages in terms of developing core competemuesestingly though, no one rated
it as 1, not useful at all. However, many noted thay are already fairly familiar with
each other’s tasks and would therefore not perdaeias a useful method in regards to
their core competences. In that regard, gettingnimwv other people’s jobs from the
same department could be considered as servingatsie skills of employees and not
the competitiveness-bringing ones. The frequendieatings are presented in Table 11.

“Creates a wider range, supports the whole, leaamsommunicate about
things, to bring out the essentialOpen answer, white collar worker.

“Just to know roughly what type of work others d@pen answer, white
collar worker.

“We have a very little department so for backups itportant to know
what others do."'Open answer, white collar worker.
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Table 11. Frequency table: Getting to know other peoplelssjdrom the same
department.

Frequency  Percent Valid Cumulative
Percent Percent
2 11 19,3 19,3 19,3
3 21 36,8 36,8 56,1
4 22 38,6 38,6 94,7
5 3 5,3 5,3 100,0
Total 57 100,0 100,0

Getting to know other people's jobs from other depants

Getting to know other people's jobs from other digpants’ main credit was increasing
the understanding of the big picture; how everyghielates to everything. It was also
seen as an efficient way of sharing knowledge. @heere however some criticism
about it not being that important for core compeésnand about its time consuming
nature. As many emphasized the importance of utatemg the big picture but shied
away from knowing other’'s tasks too deeply manageight want to bring guest

speakers in on their team meetings. Presenting olvn department or function these
guest speakers could tell about their work and their work is impacted by the actions
of the team. This would then increase the empldyggstem view of operations and

while not strictly affecting core competences caulgprove operations. The frequencies
of ratings are presented in Table 12.

“Our work influences the work of also other depagtits so it would be
extremely important to know we are doing thingshtig Open answer,
white collar worker.

“If these jobs touch on closely to own work theryb®a Otherwise there’s
enough to learn in our own jobsOpen answer, white collar worker.

“It would be important to get the whole picture albdhow your own part
shows to the end user. And to learn to understahdtwhings are
essential and what notOpen answer, white collar worker.

“In this job extremely beneficial because | have dooperate with
different functions."Open answer, white collar worker.

“Important! To understand more about what thingteaf the next stage in
the order-delivery chain.Open answer, white collar worker.
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Table 12.Frequency table: Getting to know other peopldis jvom other departments.

Frequency  Percent Valid Cumulative

Percent Percent
1 1 1,8 1,8 1,8
2 12 21,1 21,1 22,8
3 22 38,6 38,6 61,4
4 15 26,3 26,3 87,7
5 7 12,3 12,3 100,0
Total 57 100,0 100,0

Furthermore, increasing knowledge of who does whathe organization enhances
efficiency by lowering the threshold of asking athpeople for advice and opinions.

Indeed, as discussed in the theory part intra-ézgéional cooperation facilitates

efficiency and collective learning. It is also athwa for getting acquainted with others
in the company and creating better means of comration and language. It is also an
important factor in knowledge sharing. Finally,ril@ag about what others do does not
have to be too thorough but a superficial undedstenof jobs and processes will do
fine in creating a mind map of who to turn to whaced with different situations.

Seminars

Seminars were commented on being too general ahdré topics covered can usually
be found on the Internet as well. Positive aspewsationed about seminars were the
chance to meet other top experts of a certain #neaossibility of networking, and the
opportunity to broaden thinking through new poiofsview. Similar benefits for
seminars were also identified in the literaturee Tiequencies of ratings are presented
in Table 13.

“For too big groups, as in, too hard to get to téle needed issues at a
required level.”Open answer, white collar worker.

“Needed to see what is going on in the marké&dpen answer, white
collar worker.

“One learns generally always something new in thibsegs or at least is
refreshes the memoryOpen answer, white collar worker.
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Table 13.Frequency table: Seminars.

Frequency  Percent Valid Cumulative

Percent Percent
1 4 7,0 7,0 7,0
2 12 211 211 28,1
3 21 36,8 36,8 64,9
4 16 28,1 28,1 93,0
5 4 7,0 7,0 100,0
Total 57 100,0 100,0

Going through what was learned in training in tearaetings

Going through what was learned in training in teagetings was rated second to last. It
was also the method most skewed to the left with%5of respondents rating it as 2 on
a scale from 1 to 5. The biggest downside of thisivily is according to the
questionnaire answers that it takes up too muck.tirew comments were also made
about how it does not work currently but that itghti be useful if properly managed.
Again, focus was turned to the managers’ abilitedead discussions and facilitate
knowledge sharing. However, although sharing lessearned got such a low score on
the rating many positive aspects of it were stilirid. Most of them related to sharing
knowledge and increasing understanding on issubs. fiequencies of ratings are
presented in Table 14.

“The team leader should have an idea how to condhist efficiently so
that it won’t be just chatting.Open answer, white collar worker.

“You can’t always connect all of the things to piiae by yourself. In
addition, in meetings you hear other points of viewthe issue.”Open
answer, white collar worker.

“If the things learned benefit the whole team thiban.” Open answer,
white collar worker.

“Could be good but we haven't done thisOpen answer, white collar
worker.

“Learning is more efficient when you attend a tiam personally. If the
knowledge comes from some other person the knogvieight change.”
Open answer, white collar worker.



89

“You don't have time to attend all trainings youlfsand it would be
useful to share the most important lessorfSgen answer, white collar
worker.

Going through what was learned in team meetingdsis closely related to reflection

and collective learning. Indeed, instead of justiig employees repeat or summarize
the lessons learned the individual and the teanhtrbgnefit from a short description

about how and why the topics covered in the trgirdaurse could be implemented in
their work or what new insights they offered tolgaiperations or practices. This could
also be enhanced by getting the team members wawise presented ideas and reflect
on them further.

Table 14. Frequency table: Going through what was learnedraming in team
meetings.

Frequency  Percent Valid Cumulative

Percent Percent
1 3 53 53 5,3
2 20 35,1 35,1 40,4
3 16 28,1 28,1 68,4
4 15 26,3 26,3 94,7
5 3 53 53 100,0
Total 57 100,0 100,0

Fairs

Fairs ranked last in comparison to other listedhoes. Also, only two respondents
rated fairs as 5, highly useful. According to tloenenents fairs do not provide for deep
competence development, and are often pointlessocangeneral. Even though they are
a good forum for hearing about latest innovatidresytare not beneficial in regards to
core competences. The frequencies of ratings asepted in Table 15.

“Scratches the surface. Google knows better Qpen answer, white
collar worker.

“You meet people from same area of expertise aadew products but it
doesn't affect core competence in my opinid@dgen answer, white collar
worker.

“Innovations, broad knowledge of one’s own are@pen answer, white
collar worker.
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“For good motivation and you get some little nevowhedge out of them
too.” Open answer, white collar worker.

Table 15.Frequency table: Fairs.

Frequency  Percent Valid Cumulative

Percent Percent
1 7 12,3 12,3 12,3
2 15 26,3 26,3 38,6
3 24 42,1 42,1 80,7
4 9 15,8 15,8 96,5
5 2 3,5 3,5 100,0
Total 57 100,0 100,0

Development method rankings by different departsent

Even though the research questions related straoglgre competence development in
general it could be beneficial to take a look & thifferent development methods and
how their rankings vary across different departreeBesides, there have implications
about a need to individualize the development &fforore. Therefore, providing insight
into the variations of rankings can allow the marago understand why there cannot
be a simple one-size-fits-all answer to core coemed development. Departments and
the number of answers from these departments iedlui this research are listed in
Table 16. The department specific answer percestagein the lines with the overall
answer percentage with only Marketing and Saledinalbehind a bit. Each
development method and how they rank in relatiorth® different departments is
presented in Appendix 3. In addition to listing theans and standard deviations for the
development methods within each department, thesownd highest ratings are also
presented as to provide more insights into thegati

Table 16.Respondents per departments.

Deparment Total number  Total Answer
of answers number of percentage
employees
Supply Management 3 10 30
Product Management 6 15 40
Channel Support 7 20 35
Marketing & Sales 7 36 19

R&D 34 94 36
Total 57 174 33
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Supply Management

According to the questionnaire results Supply Mamagnt would benefit the most
from Going over job related problems in team megtirParticipating in development
projects and Getting to know other people's jolmsnfrother departments are highly
important for them also. These rankings emphagigented for increased knowledge
sharing and cooperating inside the business uaitpnly inside their own department.
The leading method in the overall ratings, on-thiefearning, was ranked seventh in
for the supply management department. Fairs andadabirough what was learned in
training in team meetings were ranked the lowegheir answers. The minimum and
maximum values, as well as means and standardtibeaare presented in Table 17.
The respondents were fairly unanimous in theingsiwith the biggest difference only
in Going through what was learned in training iantemeetings.

Table 17.Supply management.

Minimum Maximum  Mean Std.
Deviation

Going over job-related problems 4 5 4,67 577
in team meetings
Development Projects 4 5 4,33 577
Getting to know other people's 3 5 4,33 1,155
jobs from other departments
Courses on current topics 3 5 4,00 1,000
Further studies 4 4 4,00 0,000
Getting to know other people's 3 5 4,00 1,000
jobs from the same department
On-the-job learning 3 5 3,67 1,155
Reading 3 4 3,67 577
Training programs 3 4 3,67 D77
Seminars 3 4 3,67 577
Going through what was learnec 2 5 3,33 1,528
in training in team meetings
Fairs 3 3 3,00 0,000

Product Management

According the Product Management specific ratirgsy twould benefit the most from
Seminars, Going over job related problems in teasmetmgs, and On-the-job learning.
Interestingly Seminars is ranked first while fohet departments it is among the three
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least useful methods. This signals the stronged feeproduct management to focus
more on what is going on outside the company ag, wed maybe form a wider
understanding of the markets, competitors, andoousts. Going through what was
learned in training in team meetings got the lowasiking, but also had the biggest
range in ratings (see Table 18); some found it lgigiseful while others not at all
useful. Clearly in addition to there being largiedences in preferred methods between
departments differences can also be found insides#ime departments. Hence, it is
important to pay attention to finding out the predd individual styles for learning and
plan development actions and methods accordindg)A’® would be the best forums
for finding out what methods interest the employ#es most and they might truly
resent. Participating in development projects amditi®) to know other people's jobs
from other departments were also ranked lower tther methods in the questionnaire.
In addition to sharing what was learned in traisingraining programs and On-the-job
learning also had bigger standard deviation vakled showed most variety in the
ratings.

Table 18.Product Management.

Minimum Maximum  Mean Std.
Deviation

Seminars 3 5 3,83 , 753
Going over job-related problems 3 5 3,83 , 753
in team meetings
On-the-job learning 2 5 3,83 1,169
Reading 3 4 3,50 ,548
Training programs 2 5 3,33 1,211
Further studies 2 4 3,33 ,816
Getting to know other people's 2 4 3,17 ,983
jobs from the same department
Courses on current topics 2 4 3,17 , 753
Fairs 2 4 3,17 , 753
Getting to know other people's 2 4 3,00 ,894
jobs from other departments
Development Projects 2 4 3,00 ,632
Going through what was learned 1 5 2,33 1,366

in training in team meetings
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Channel Support

On-the-job learning, Training Programs, and Pauéthg in development projects
would seem to be the most useful for Channel Sugmoilustrated in Table 19. Fairs
and Seminars are found the least useful in terntewéloping core competences. All of
the methods except for On-the-job learning varytheir ratings. Clearly On-the-job
learning should be focused on in detail in Char$wglport and others methods used to
support it according to employee preferences. lddeeanagers could focus their
development efforts around on-the-job learning, imglproper plans for it, and provide
supporting informal and formal methods of learntngenhance it. As the ratings do
vary so much, these supporting development methegisire individualized attention
from the managers.

Table 19.Channel Support.

Minimum  Maximum Mean Std.
Deviation

On-the-job learning 4 5 4,29 ,488
Training programs 2 5 4,00 1,155
Development Projects 2 5 4,00 1,000
Going over job-related problems 2 5 3,86 1,345
in team meetings
Courses on current topics 2 4 3,43 (87
Going through what was learned 2 5 3,29 1,113
in training in team meetings
Getting to know other people's 2 4 3,29 ,951
jobs from the same department
Getting to know other people's 2 5 3,29 1,113
jobs from other departments
Further studies 1 4 3,14 1,069
Reading 1 4 3,14 1,069
Seminars 2 4 2,71 , 756
Fairs 1 4 2,57 ,976

Marketing & Sales

On-the-job learning and Further studies are thetmssful development methods for
Marketing & Sales followed by Reading and Goingrojd-related problems in team
meetings. Respondents were fairly unanimous albmutdp 4 methods in their ratings
(see Table 20) giving a good idea what methods Idhoel focused on when creating
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development plans for the Marketing and Sales pereso Seminars, Fairs, and Going
through what was learned in training in team megstiwwvere found to be the least useful
methods. There was also most variety in theingasti

Table 20.Marketing & Sales.

Minimum  Maximum Mean Std.
Deviation

On-the-job learning 4 5 4,14 ,378
Further studies 3 5 4,00 577
Reading 3 4 3,86 ,378
Going over job-related problems 3 5 3,86 ,690
in team meetings
Training programs 2 5 3,71 ,951
Development Projects 3 5 3,71 , 756
Getting to know other people's 2 5 3,57 ,976
jobs from the same department
Getting to know other people's 2 5 3,43 ,976
jobs from other departments
Courses on current topics &) 4 3,43 ,535
Going through what was learned 1 4 3,00 1,155
in training in team meetings
Fairs 1 4 2,86 1,069
Seminars 1 4 2,71 ,951

Research and Development

On-the-job learning is clearly the most useful roetfor core competence development
in the R&D department as illustrated in Table 21soi Reading, Training programs,
Going over job-related problems in team meetings| Rarticipating in development
projects are ranked high in their answers. Semijriss, and Going through what was
learned in training in team meetings were rankethadeast useful methods. It should
be noted, that the R&D respondents show the mesirglty in their answers thus not
offering a simple solution for developing the pemsel in whole. Surely this could be
due to a number of factors such as the sample blairger than for the other
departments, or that the department on itself igelathan the others and could thus
include more diversity in the employees’ job dgston and their personalities.
Whatever the reason, ratings ranging from 1 to Salonost all of the development
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methods emphasize the need for properly conduct&A Rliscussions and
individualized development plans.

In a sense these results also comply with the Igshaoréntioned notion about learning

environments in individual learning theory. A staent was made that R&D personnel
learn in a perceptually oriented environment anaider for efficient learning they

require information from multiple sources of dakarthermore, this would strongly

support the notion of the importance of combiningltiple and diverse methods of

learning and development. In this regard, the tesubuld also entail heavier emphasis
on the line managers’ duties in enabling, offeriagd supporting learning as clearly
there is no simple answer for developing R&D pernsbnbesides the fact that a
versatile and all-round approach would yield thstlvesults.

Table 21.Research and Development.

Minimum  Maximum Mean Std.
Deviation

On-the-job learning 1 5 4,12 ,946
Reading 2 5 3,74 1,053
Training programs 1 5 3,56 ,860
Going over job-related problems 1 5 3,53 1,107
in team meetings
Development Projects 1 5 3,50 ,929
Courses on current topics 1 5 3,44 ,927
Getting to know other people's 2 5 3,21 770
jobs from the same department
Getting to know other people's 1 5 3,18 ,968
jobs from other departments
Further studies 1 5 3,12 1,122
Seminars 1 5 3,03 1,114
Going through what was learnec 1 4 2,88 ,880

in training in team meetings
Fairs 1 5 2,62 1,074
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7. CONCLUSIONS

The purpose of the study was to find aubat type of managerial practices and
methods best support the core competence develbpindgre case study organization.
The research findings show that the building blocksefficient core competence
development are already present in the organizatibhese include the top
management’s interest in developing core competgndbe line manager’'s

acknowledging and accepting their role in core cetapce development, and the
employees’ need for better development practicegu$ just needs to be paid in
making the practices more systematic and effectirapirical findings allowed for

determining shortcomings and areas of improvemantsurrent practices, but also
suggestions for improvements. Managerial impligaidfor efficient development
practices were also specified within the theoréfieganework of the study.

7.1. Answers to research questions

Individual learning is about combining practice ahdory and collective learning is
about the interplay between tacit and explicit klemlge. Core competences are the
result of this interplay. As core competences aoelkective asset focusing on merely
developing the individual employees is not enougherefore, both individual and
collective learning should be the focal concermane competence development. Also,
as the core competences are to be defined by topgeaent they need to be clearly
defined and communicated to the line managers abtliey can then efficiently pass
down the message to their employees. Managersegkhow their employees the best,
are then to define the development methods andigeadoest suited to fit the defined
competences and the individual employees and teRomthermore, line managers are
in a central role in supporting and leading theeligwment activities for which they
require the support of top management. Finally, doenpany culture and work
environment should not be neglected as it can regbhpport or hinder development
efforts. The linking between all the factors isigitrated in Figure 7.
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Figure 7. Core competence development.

In addition to defining company strategy the topnagement should also define the
core competences that support this strategy and driCore competences are to clearly
defined especially in terms of what they entailwhbey link to the company strategy,
what is required for them in terms of learning, whge of methods might enhance
develop these competences, and when should tharigaiargets be met. Shortly put,
they are to be presented and discussed abouttsa shared understanding of them can
be formed. Too vague descriptions do not allowdfiicient development and leave



98

much to the individual manager’s imagination abatit was meant with them. This
can then result in flawed and divergent impressabwut the competences. Also, giving
a too detailed a description can hinder the resadtslearly stated by the interviewed
managers. In the interviews managers were, in fadtk to note that too detailed a
description would not be beneficial as top managen®in a sense too far from the
actual work. Also, the line managers are rightfkpected to know their teams better,
the current competence of their team, and the ilegrstyles of individual team
members. All in all, after having defined the carempetences and giving clear
guidelines and explanations about them top managersieould leave the actual
development to the line managers.

As illustrated in Figure 7 line managers are ireater role in competence development.
In fact, they are the strategic link between comypstrategy and the employee learning
and development. Therefore, top management comaiionchas to be clear enough
that the line managers can then communicate ihduarto their employees and promote
creating a shared vision. In addition to the sgiatelirection about which way to take
their departments and teams, managers need sdppurtop management. Indeed, top
management support and encouragement towards gewglcompetences is crucial. It
is important to note that while line managers ara central role in developing the core
competences of their employees there are othesrfatitat affect it as well, such as top
management actions and peer support. Indeed, topgeement can aid in developing
and creating a culture that commits to and fostex&lopment not merely hard business
results. The empirical findings would, however, o limited involvement from top
management to the actual development actions.clp i@any managers stated that top
management should trust the line managers in sajettte development methods and
deciding on the actual practices. This would enth# line managers accepting
competence development as part of their managet&al The fact that the majority of
managers acknowledged they should do more in tefnpganning for development is
already an implication that the managers are ready@ke on more responsibility in
employee development. For enhancing this top maneagecould more strongly build
employee development into the managerial roles hat the managers feel more
comfortable and ready in encouraging their emplsyteelearn, and support and coach
them in their development.

After having discussed the core competences throngh top management the
managers should then define those in terms of iy mean in their areas of
responsibilities. Competence matrixes both on teachindividual levels as stated are a
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useful tools when defining the current state of petance and the gap between current
and required. Without a thorough analysis of theent situation no efficient plans can
be made for development. Also, how can the devedopirbe measured if the starting
point is not clear enough? The learning and devety needs along with the strategic
objectives behind them should then be communicatedthe employees as
understanding the objectives is as important feraimployees as it is for the managers.
Furthermore, linking individual and collective learg targets with the strategic goals
of the company increases commitment to the targetslly, individual development
plans should be made and as with the core comptancgeneral, the learning and
development needs need to be communicated in tefrtige reasoning behind them,
with specific and attainable targets, and tied scfzedule.

As stated, managers are also in a central rolaeimenting learning and development
practices and selecting the development method$#st suit the employees. From the
empirical findings it can be noted that even thotlygre were a couple of exceptions
who already seemed to have a range of developroeig tn their pockets for the
majority the area of competence development wadip@nd abstract an area to fully
grasp. Relying on mostly on training courses andBABroup dictated practices the
managers lacked a proper starting point for furtbevelopment. In choosing and
developing the practices managers should take dotsideration both the individual
and collective learning processes and try and timkm together. As noted in the
theoretical framework learning can be enhanced mwdeased by using various
development methods, preferably a combination ¢ limformal and formal methods.
More importantly, managers should focus on creatmgtinuous learning opportunities
instead of just merely relying on the annual PDAcdssions and formal training
courses. Indeed, there should be a move from #uitibnal training and development
mindset towards a more learning and developmentsein

Interestingly also, many of the introduced methedem to overlap and complement
each other. Hence using them in conjunction wittheather should make the learning
experiences more powerful. Furthermore, as corepetences are defined first and
foremost for the organization managers ought toktlabout the entire organization
even in the individual development plans. Core cetepces are a shared good not
relying on a single employee or team or departmenherefore, in regards to job
rotation for example, the managers should encoutdgstead of not encouraging it in
fear of losing a competent employee. Increasingktimvledge base and widening the
understanding of an employee through job rotatienefits the entire organization,
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promotes trust in employees, and perceived poggbibnd even employee motivation.
In fact, if the employees are required to come ufh wvnore innovative and better
solutions and products, can they do this by ontyiéing on their own individual single-
sided area of experience?

In addition to being in a central role in definitigese methods, offering them, enabling
them, supporting them, and integrating them inte #mployees work and work
schedules is an important part of developing coemueds efficiently and effectively.
Finally, people do not learn in a vacuum and megeagept new knowledge as it is.
People learn in a social context, in an environm#rdat can aid, support, or hinder
learning. All of the players affect it from top negement to line management and peers
with their actions and attitudes towards learnind aspecially towards the center parts
of collective learning; reflection and knowledge ashg. Furthermore, various
managerial implications for enhancing learning dadelopment have been made along
the thesis but they all come down to these thisgstematic planning and execution,
collaborating and combining multiple sources ofomfiation, reflection, and sharing
knowledge. Planning what should be developed and lays the foundations for
development. Naturally these plans should be fornsestording to accurate
measurements or assessments of current and oj¢ivedd of competence. Combining
multiple sources of information relates to the mial and formal learning, and explicit
and tacit knowledge, but also to multiple sourcefeedback on behavior and progress.
Especially current research seems to value refiledtighly in developing experts. In
fact, based on its presented merits it would besti@al to include reflection to even
everyday work and promote it as valuable tool iveli@oment. Specifically project
work could benefit from it, and reflective pracscehould be included in projects
already in the planning stage and not only as sitggefor behavior along the project
but actually as scheduled events. Finally facihatdiscussion and knowledge sharing
in general is essential. Indeed, managers shoutdueage curiosity, inquiry, and
diversity of thought and encourage people to chghe innovate, and experiment. In
fact, even in the empirical findings both the masragand the employee noted that the
status of knowledge sharing should and could beebet

In conclusion, the current state of competence ldpweent in the case study
organization is average, both from the managerd’ the employees’ point of view.
However, top management efforts in defining theeammpetences and investing in the
development initiatives show concern but also cotmmint to improving the situation.
Furthermore, managers’ willingness to contributeht® development and commitment
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to their role as driving the development was eviderthe interviews. It could also be
argued that as there was fairly much dissatisfactemming from the employees side
they would be receptive to improvements on the.aféa situation therefore is not a
bad starting point for more systematic and improdedelopment practices.

7.2. Limitations of the study and suggestions totHer research

As this study has been case study concerning origewcollar workers in five
departments in a single business unit the resdardimngs cannot be generalized. Even
taking the findings at face value in different depeents can be troublesome. However,
they can provide a valuable point of referencepianning for development activities
for other white collar workers. Furthermore, evethe focus of the study has been on
developing core competences, the development methad practices listed in the
study provide a useful guideline when developingeotskills and competences.
Although, in this case the rankings of the methadsild probably not be the same. It
could be interesting though to study how theseirigsl would compare to similar
functions in other ABB business units.

Also, as this study was conducted to provide mamsagéh tools for developing core

competences it can be seen as a starting poirtréating more efficient practices for
learning and development. Adding to this, it miglet useful to research the potentials
of a learning organization and how transforming ¢berent organization to one could
happen.



102

REFERENCES

ABB Inside (2012a)Our profile [online]. ABB. Available from World Wide Web:
<http://fi.inside.abb.com/cawp/gad00091/1df7e461ZB3c225609000426ea2
.aspx>.

ABB Inside (2012b)Medium Voltage Product: Profiilimmponline]. ABB. Available

from World Wide Web:
<http://fi.inside.abb.com/cawp/gad00335/ff00138dkB55c2256d9c003b51el.
aspx>.

ABB Group (2012).About ABB[online]. ABB. Available from World Wide Web:
<http://new.abb.com/about>.

Abrams, L., R. Cross, E. Lesser & D. Levin (2008urturing interpersonal trust in
knowledge-sharing network8cademy of Management Executive4, 64-77.

Allwood, J. & W. Lee (2004). The impact of job rote on problem solving skills.
International Journal of Production ResearéB:5, 865-881.

Anantatmula, V. (2009). Designing Meaningful KM Pesses to Improve
Organizational Learningi.rends in Information Managemesi2, 219-245.

Andrews, K. & B. Delahaye (2000). Influences of Kinedge Process in Organizational
Learning: The Psychosocial Filtefournal of Management Studi&3:6, 797-
810.

Antonioni, D. (2000). Leading, Managing, and Coadhindustrial Managemem 2:5,
27-33.

Ashton, D. (2004). The impact of organisationalisture and practices on learning in
the workplacelnternational Journal of Training & Developme®il, 43-53.

Ballé, M., J. Chaize, F. Fiancette & E. Prévot (@01The Lean Leap: Lean as a
Learning AcceleratoiReflectionsl0:3, 1-16.



103

Barker, R. & M. Camarata (1998). The Role of Comioation in Creating and
Maintaining a Learning Organization: Preconditidinglicators, and Disciplines.
Journal of Business Communicati8:4, 443-467.

Berings, M., R. Poell & P. Simons (2008). Dimemsiaf On-the-Job Learning Styles.
Applied Psychology: An International Revi#3, 417-440.

Bhanushali, S. (2010Managing twentyfirst century organisatioklumbai: Himalaya
Publishing House. ISBN 978-93-5024-540-8.

Brocato, R. (2003). Coaching for Improvement: Arsétdial Role for Team Leaders
and Managerslournal of Quality & Participatior26:1, 17-22.

Bunduchi, R. (2009). Implementing best practicesupport creativity in NPD cross-
functional teamsinternational Journal of Innovation Managemet®:4, 537-
554.

Cabrera, A., W. Collins & J. Salgado (2006). Detieants of individual engagement in
knowledge sharingnternatinal Journal of Human Resource Managenieh®,
245-264.

Cabrera, E. & A. Cabrera (2005). Fostering knowtedgharing through people
management practicelternational Journal of Human Resource Management
16:5, 720-735.

Campion, M., L. Cheraskin & M. Stevens (1994). @anelated Antecedents and
Outcomes of Job RotatioAcademy of Management Jourrdal:6, 1518-1542.

Cheng, E. & I. Hampson (2008). Transfer of trainidg review and new insights.
International Journal of Managemeh©:4, 327-341.

Chien, M.-H. (2004). The Relationship between &ritcted Learning Readiness and
Organizational Effectivenesdournal of American Academy of Businds$/2,
285-288.



104

Clark, M., S. Amundson & R. Cardy (2002). Cross-tional Team Decision-Making
and Learning Outcomes: A Qualitative lllustratiofournal of Business &
Managemen8:3, 217-236.

Clifford, J. & S. Thorpe (2007)Workplace Learning & Developmerhiladelphia:
Kogan Page Limited. ISBN 13-978-0-7494-4633-8.

Cunningham, |, G. Dawes & B. Bennett (2002he Handbook of Work Based
Learning.Burlington: Gower Publishing Company. ISBN 0-5686@1-0.

Digenti, D. (1999). Collaborative Learning: A CdZapability for Organizations in the
New EconomyReflectionsl:2, 45-57.

Edmondson, A. I. & Nembhard (2009). Product Develept and Learning in Project
Teams: The challenges Are the Benefilmurnal of Product Innovation
Managemeng6:2, 123-138.

Etelapelto, A. & P. Tynjala (1999)Oppiminen ja asiantuntijuus. Ty®eldman ja
koulutuksen nakokulmidlelsinki: WSOY. ISBN 951-0-23666-7.

Facteau, J., G. Dobbins, J. Russell, R. Ladd & udigch (1995). The Influence of
General Perceptions of the Training EnvironmenPogtraining Motivation and
Perceived Training Transfefournal of Managemer®1:1, 1-25.

Galbraith, D. & S. Fouch (2007). Principles of Adlulkearning. Professional Safety
52:9, 35-40.

Goffin, K. & U. Koners (2011). Tacit Knowledge, lssns Learnt, and New Product
DevelopmentJournal of Product Innovation Manageme&&:2, 300-318.

Gronfors, T. (2002).Tydsta oppiminen - Action Learning. Ty6ssad oppiminee-
learning.Vantaa: Facile Publishing. ISBN 952-5428-00-1.

Guglielmino, P. & R. Murdick (1997). Self-directéelarning: The quiet revolution in
corporate training and developmeS8AM Advanced Management Jourgat3,
10-18.



105

Gunasekara, C. (2003). Project-based Workplace nirggir A Case Study.SAM
Advanced Management Jourr@g:1, 37-49.

Hawk, T. & A. Shah (2007). Using Learning Style tmmsnents to Enhance Student
Learning.Decision Sciences Journal of Innovative Educalidn 1-19.

He, J., B. Butler & W. King (2007). Team CognitioDevelopment and Evolution in
Software Project Teamslournal of Management Information SysteB%2,
261-292.

Heikkila, T. (2005).Tilastollinen tutkimus Helsinki: Edita Prima Oy. ISBN 951-37-
4135-4.

Hirsjarvi, S., P. Remes & P. Sajavaara (200B)iki ja kirjoita. Keuruu: Otavan
Kirjapaino Oy. ISBN 978-951-26-5635-6.

Hayrup, S. (2004). Reflection as a core processrganisational learninglournal of
Workplace Learnind.6:8, 442-454.

Hsieh, H.-F. & S. Shannon (2005). Three ApproadbeQualitative Content Analysis.
Qualitative Health Researctb:9, 1277-1288.

Jones, A. & C. Hendry (1994). The Learning Orgatiiza Adult Learning and
Organizational TransformatioBritish Journal of Managememt?2, 153-162.

Julian, J. (2008). How project management officad&s facilitate cross-project
learning and continuous improvemeRtoject Management Journ&9:3, 43-
58.

Karlins, M., A. Balfour & E. Hargis (2012). Dange&Zompetent WorkersAdvances in
Managemenb:3, 64-65.

Kauhanen, J. (1997Henkiléstévoimavarojen johtamineduva: WSOY. ISBN 951-0-
21337-3.

Kolb, D. (1976). Management and the Learning Prac€alifornia Management
Reviewl8:3, 21-31.



106

Koners, U. & K. Goffin (2007). Learning from Poshpct Reviews: A Cross-Case
Analysis.Journal of Product Innovation Managemet:3, 242-258.

Koskinen, 1., P. Alasuutari & T. Peltonen (2005)aadulliset menetelmat
kauppatieteissalampere: Vastapaino. ISBN 951-768-175-5.

Knuf, J. (2000). Benchmarking the Lean Enterpr8gganizational Learning at Work.
Journal of Management in Engineeritg:4, 58-71.

Kumar, S. & G. Thondikulam (2005/2006). Knowledgarmagement in a collaborative
business frameworkinformation Knowledge Systems Managem®&¥, 171-
187.

Landaeta, R. (2008). Evaluating Benefits and Chgks of Knowledge Transfer Across
Projects Engineering Management Jourri20:1, 29-38.

Lawson, C. & E. Lorenz (1999). Collective Learnifigacit Knowledge and Regional
Innovative CapacityRegional Studie83:4, 305-317.

Leslie, B., M. Kosmahl Aring & B. Brand (1997). brinal Learning: The New Frontier
of Employee & Organizational Developmemiconomic Development Review
15:4, 12-18.

Lewis, L., A. Schmisseur, K. Stephens & K. Weir @8). Advice on Communicating
During Organizational Changdournal of Business Communicatidf3:2, 113-
137.

Liao, L.-F. (2008). Knowledge-sharing in R&D depaeénts: a social power and social
exchange theory perspectivénternational Journal of Human Resource
Managemeni9:10, 1881-1895.

Long, C. & M. Vickers-Koch (1995). Using Core Capiies to Create Competitive
AdvantageOrganizational Dynamicg4:1, 6-22.

MacNeil, C. (2004). Exploring the supervisor rokeafacilitator of knowledge sharing
in teamsJournal of European Industrial Trainingg:1, 93-102.



107

Malina, M. & F. Selto (2001). Communicating and @otling Strategy: An Empirical
Study of the Effectiveness of the Balanced Scockckurnal of Management
Accounting Research3, 47-90.

Margaryan, A., B. Collis & A. Cooke (2004). Actiyibased blended learninguman
Resource Development Internatioffa?, 265-274.

Mcguire, D., L. Stoner & S. Mylona (2008). The Ralé Line Managers as Human
Resource Agents in Fostering Organizational ChaimgePublic Services.
Journal of Change Managemesitl, 73-84.

Menguc, B., S. Auh & Y. Kim (2011). Salespeoplesokledge-Sharing Behaviours
with Coworkers Outside the Sales Unlburnal of Personal Selling & Sales
Managemen81:2, 103-122.

Merriam, S. (2008). Adult Learning Theory for thewdnty-First Century.New
Directions for Adult and Continuing Educatidi9, 93-98.

Murphy, M. & D. Golden (2009). Basic Trainingournal for Quality and Participation
32:1, 15-19.

Nahapiet, J. & S. Ghoshal (1998). Social capitaltteliectual capital, and the
organizational advantagdcademy of Management Revig®2, 242-266.

Newell, S. & L. Edelman (2008). Developing a dynamroject learning and cross-
project learning capability: synthesizing two pesves.Information Systems
Journal18:6, 567-591.

Orth, C., E. Wilkinson & R. Benfari (1987). The Mager’s Role as Coach and Mentor.
Organizational Dynamic45:4, 66-74.

Owens, J. (2004). An Evaluation of Organisationalo®dwork and Learning
Objectives for New Product Developmeddurnal of Enterprising Culturé2:4,
303-325.



108

Park, M., J. Lim & P. Birnbaum-More (2009). The é&df of Multiknowledge
Individuals on Performance in Cross-Functional NEwoduct Development
TeamsJournal of Product Innovation Manageme@:1, 86-96.

Poell, R. & F. van der Krogt (2003). Learning stgies of workers in the knowledge-
creating companyduman Resource Development Internatiodid@, 387-403.

Poell, R., K. van Dam & P. van den Berg (2004). &iging Learning in Work
Contexts Applied Psychology: An International Revié®:4, 529-540.

Raelin, J. (1997). A Model of Work-Based Learni@yganization Scienc&:6, 563-
578.

Ramsey, J. & E. Sorrell (2007). Problem —Based hiegr Professional Safet$2-9,
41-46.

Sachdeva, J. (2009Business Research Methodologgumbai: Himalaya Publishing
House. ISBN: 978-81-84881-62-2

Schein, E. (2003). On Dialogue, Culture, and Orgational LearningReflections4:4,
27-38.

Seibert, K. (1999). Reflection-in-Action: Tools f&@ultivating On-the-Job Learning
Conditions.Organizational Dynamic&7:3, 54-65.

Sense, A. (2003). Learning Generators: Project Be&a-Conceptualized?roject
Management Journd4:3, 4-12.

Simon, H. (1991). Bounded Rationality and Organizetl Learning.Organization
Science2:1, 125-134.

Sims, R. (1983). Kolb's Experiential Learning TheoA Framework for Assessing
Person-Job InteractioAcademy of Management Revigs, 501-508.

Siqueira, A. & A. Cosh (2008). Effects of Producindvation and Organisational
Capabilities on Competitive Advantage: EvidencenfrdK Small and Medium



109

Manufacturing Enterprisednternational Journal of Innovation Management
12:2,113-137.

Song, M., H. van der Bij & M. Weggeman (2006). feastfor improving the level of
knowledge generation in new product developm&&D ManagemenB6:2,
173-187.

Strommer, R. (1999)HenkilostdjohtaminenHelsinki: Oy Edita Ab. ISBN 951-37-
2812-9.

Svensson, L., P.E. Ellstrom & C. Aberg (2004). ¢meging formal and informal
learning at workJournal of Workplace Learningi6:8, 479-491.

Sydanmaanlakka, P. (2000Mykas organisaatio. Tiedon, osaamisen ja suorinks
johtaminenJyvaskyla: Gummerus Kirjapaino Oy. ISBN 952-14-822

Taylor, K. & A. Lamoreaux (2008). Teaching with tBeain in Mind.New Directions
for Adult and Continuing Educatiohl9, 49-59.

Tillema, H. (2005). Collaborative Knowledge Constian in Study Teams of
ProfessionaldHduman Resource Development Internatiodl, 81-99.

Tjosvold, D., Y. Zi-you & H. Chun (2004). Team Learg from Mistakes: The
Contribution of Cooperative Goals and Problem-Savi Journal of
Management Studiekl:7, 1223-1245.

Tynjala, P. (2002). Oppiminen tiedon rakentamisena. Konstruktivisen
oppimiskasityksen perusteitadelsinki: Kustannusosakeyhti® Tammi. ISBN
951-26-4419-3.

Van den Bossche, P., M. Segers & N. Jansen (2at@nsfer of training: the role of
feedback in supportive social networkaeternational Journal of Training &
Development4:2, 81-94.

van der Heijden, B., J. Boon, M. van der Klink & Heijs (2009). Employability
enhancement through formal and informal learningempirical study among



110

Dutch non-academic university staff membeltsternational Journal of
Training & Development3:1, 19-37.

van der Heijden, B. & J. Brinkman (2001). Stimutagtiifelong professional growth by
guiding job characteristicdduman Resource Development Internatioda?,
173-198.

van Woerkom, M., W. Nijhof & L. Nieuwenhuis (2003)Jhe relationship between
critical reflection and learning - experiences witbutch companies. IkRacing
up to the learning organisation challenge. Selededopean writings184-198.
Ed. Barry Nyhan. Luxembourg: Office for Official Blications of the European
Communities.

Varila, J. & H. Rekola (2003)Mitd on tydssa oppiminen. Teoreettisia ja empidisi
nakokulmia tytssédoppimiseedoensuu: Joensuun yliopistopaino. ISBN 952-
458-281-3.

Wentland, D. (2003). The Strategic Training of Eaygles Model: Balancing
Organizational Constraints and Training Cont&AM Advanced Management
Journal68:1, 56-63.

Viitala, R. (2005).Johda osaamistaKeuruu: Otavan Kirjapaino Oy. ISBN 952-5123-
62-6.

Wyrick, D. (2003). Understanding Learning Stylesbtoa More Effective Team Leader
and Engineering Managdfngineering Management Journkb:1, 27-33.

Yeo, R. (2007). The dialectic of Problem-Based heay in workplace contexts.
Journal of General ManagemeB38:2, 41-56.

Yeo, R. (2008). How does learning (not) take placeroblem-based learning activities
in workplace contextsPluman Resource Development Internatiohal3, 317-
330.

Yoon, S., J. Song, D. Lim & B.K. Joo (2010). Stwrel determinants of team
performance: the mutual influences of learning welt creativity, and
knowledge Human Resource Development Internatioh2i3, 249-264.



111

Zellmer-Bruhn, M. & C. Gibson (2006). MultinationaDrganization Context:
Implications for Team Learning and Performanéeademy of Management
Journal49:3, 501-518.



112

Appendix 1. Preliminary interview questions.

1.

What is the core competence of your team? Competidsat brings about
competitive advantage?

How should the core competences be defined and cmicated by the board of
directors for the managers to be able to develpldaw in detail should it be
defined? Do you, as a manager, wish to have songgthisay in terms of what
to develop?

How do you currently develop the competence of tgam? How much
annually do you spend planning the development?

What challenges or problems do you see in competéagelopment?

How could these challenges be dealt with?
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Appendix 2. Questionnaire.
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Appendix 3. Development method rankings by departments.



