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In today’s knowledge intense economy the human capital is a source for competitive
advantage for organizations. Continuous learning and sharing the knowledge within the
organization are important to enhance and utilize this human capital in order to
maximize the productivity. The new generation with different views and expectations of
work is coming to work life giving its own characteristics on learning and sharing. Work
should offer satisfaction so that the new generation employees would commit to
organizations. At the same time organizations have to be able to focus on productivity to
survive in the competitive market.

The objective of this thesis is to construct a theory based framework of productivity,
continuous learning and job satisfaction and further examine this framework and its
applications in a global organization operating in process industry. Suggestions for
future actions are presented for this case organization. The research is a qualitative case
study and the empiric material was gathered by personal interviews concluding 15
employee and one supervisor interview.

Results showed that more face to face interaction is needed between employees for
learning because much of the knowledge of the process is tacit and so difficult to share
in other ways. Offering these sharing possibilities can also impact positively to job
satisfaction because they will increase the sense of community among employees which
was found to be lacking. New employees demand more feedback to improve their
learning and confidence. According to the literature continuous learning and job
satisfaction have a relative strong relationship on productivity.

The employee’s job description in the case organization has moved towards knowledge
work due to continuous automation and expansion of the production process. This
emphasizes the importance of continuous learning and means that productivity can be
seen also from quality perspective. The normal productivity output in the case
organization is stable and by focusing on the quality of work by improving continuous
learning and job satisfaction the upsets in production can be handled and prevented more
effectively. Continuous learning increases also the free human capital input and
utilization of it and this can breed output increasing innovations that can increase
productivity in long term. Also job satisfaction can increase productivity output in the
end because employees will work more efficiently, not doing only the minimum tasks
required. Satisfied employees are also found participating more in learning activities.
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Nykypaivan tietointensiivisessd taloudessa inhimillinen padoma on kilpailuedun lahde
organisaatiolle. Jatkuva oppiminen ja tiedon jakaminen organisaation sisalla ovat
tarkedssd osassa lisddmassd ja hyodyntdméssa tatd inhimillistd pddomaa. Tybeldmdan
saapuvalla uudella sukupolvella on erilaiset ndkemykset ja odotukset tydstd, tdmé antaa
omat haasteensa oppimisen ja jakamisen toteuttamiseen organisaatioissa. Tyon tulisi
tarjota tyydytystd jotta uuden sukupolven tyontekijat saataisiin sitoutumaan. Samaan
aikaan organisaatioiden taytyy pystyd keskittymdan tuottavuuteen selviytydkseen
Kilpailluilla markkinoilla.

Taman diplomityon tavoitteena on rakentaa teoriapohjainen viitekehys tuottavuudesta,
jatkuvasta oppimisesta ja tyOtyytyvéisyydesta ja edelleen tutkia tata viitekehysta ja sen
sovelluksia globaalissa prosessiteollisuuden organisaatiossa. Ehdotukset tulevaisuuden
toimenpiteistd esitetédan télle case organisaatiolle. Tama tutkimus on laadullinen case
tutkimus ja empiirinen aineisto kerattiin henkildkohtaisilla haastatteluilla jotka sisélsivat
15 tyontekijaa ja yhden tyénjohtajan haastattelun.

Tulokset nayttivat, ettd tyontekijoiden vélille tarvitaan enemman kasvotusten tapahtuvaa
vuorovaikutusta, koska suuri osa prosessin osaamisesta on ns. hiljaista tietoa ja ndin
ollen vaikeaa jakaa toisin. Néiden tiedon jakamisen mahdollisuuksien tarjoamine voi
vaikuttaa positiivisesti myo6s tyotyytyvaisyyteen, koska ne lisddvat yhteisollisyyden
tunnetta josta I6ydettiin olevan puutetta. Uudet tydntekijat haluavat enemman palautetta,
jotta heid&n oppiminen ja itsevarmuus kehittyisivat. Kirjallisuuden mukaan jatkuvalla
oppimisella ja tyotyytyvaisyydelld on vahva yhteys tuottavuuteen.

Tyontekijoiden tyokuva on siirtynyt case yrityksessé tietotydn suuntaan johtuen
jatkuvasta automaatiosta ja tuotantoprosessin monimutkaistumisesta. Tdmé korostaa
jatkuvan oppimisen merkitysté ja tarkoittaa, ettd tuottavuus voidaan nahda myds laadun
nékodkulmasta. Normaali tuotoksen virta case yrityksessé on vakaa ja keskittymalla tyon
laatuun lisddmalla jatkuvaa oppimista ja tyotyytyvéisyyttd, prosessin hdirigihin voidaan
hallita ja estdd tehokkaammin. Jatkuva oppiminen lisdd my6s vapaata inhimillista
padédomaa ja sen hyodyntdmistd, ja tdma voi synnyttdd tuotoksia lisddvid innovaatioita
néin lisdten tuottavuutta pitkalla aikavalilla. Myds tyotyytyvaisyys voi lisatd tuotoksia
viimekédessa, koska tyontekijat tydskentelevat tehokkaammin, eivat tehden vain
minimaardd vaadittuja tehtdvida. Tyytyvdisten tyOntekijoiden on havaittu myos
osallistuvan enemman oppimisaktiviteetteihin.
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1 INTRODUCTION

The purpose of this thesis is to examine continuous learning and job satisfaction and their
effects on productivity in a case organization’s manual work departments. The case
organization of this thesis report is operating in process industry. The introduction chapter
begins with giving an idea of the situation in the case organization followed by the
background of the research. Research objective and questions as well as the research
methods and the structure of the thesis are presented in this chapter.

Situation

The case organization’s productivity output is typical for process industry; the goal is to
keep the output on the maximum level and optimize the process continuously. This can be
done by avoiding process upsets and learning from the past experiences. Productivity
graph is stable without considering the few momentary decreases caused by different
upsets. The graph below represents a typical production output over time. Continuous
learning plays a significant role in this setting and job satisfaction has its effects on
productivity as well. Here is one pick from the interviews that gives a view of this

situation:

If the people have more knowledge then they can maybe run the factory a little bit better
but | think most you gain from it that people make less mistakes. They are more focused
on what they are doing and not pissed about the company. In the end the job satisfaction
is also really important. SWE7

In this situation productivity can be seen also in the setting of knowledge worker
productivity. In this setting the productivity is not only about the quantity of output but
also about the quality of work. As the work of the manual work departments has changed
for manual towards knowledge work due to continuous automation and increasing
complexity of the process, this view needs to be noticed. Manual work and knowledge
work can be seen as a continuum where many jobs contain elements of both (Ramirez &
Nembhard 2004, p. 604-605).



Own mix to the situation gives the ongoing generation change in the case organization.
This is a challenge for effective continuous learning and knowledge sharing within the

organization.

1.1 Background

According to Castells (1996) the new technologies are making economies interdependent,
organized around global networks of capital, management and information. Thereby
economies are profoundly transforming capital and labor. While capital and information
flow around the globe, free in space and time, labor is local; individuals live and work in
time and space. (see Beardwell & Holden, 2001, p. 273) To be competitive, organizations
have needed to become more flexible, innovative, conscious, and constantly improving
their performance. (Beardwell & Holden, 2001, p. 273) As Egan et al. (2004, p. 279) have
described the situation: “With the current expansion of the global economy and the fast
changing evolution of technology and innovation, organizations are facing an ongoing

need for employee learning and development.”

The working group is a sociotechnical system. To be effective, the introduction of new
technologies has to be noticed. The wealth of information generated by information
technology becomes meaningful and of competitive advantage to the organization, only
when workers share, interpret and elaborate the information. Organizations are beginning
to understand that different kinds of knowledge have to be managed in different ways.
Some knowledge is codified and can easily be documented, whereas other knowledge is
tacit. (Beardwell & Holden, 2001, p. 274)

From the employees’ perspective, these ongoing continuous changes in working life
mean that employees need to seek information to identify skill gaps, keep up with
progress in their profession, and foresee how changes elsewhere in the organization and
in the industry may affect work demands and skills requirements. (London & Smither
1999, p. 4) Motivating employees for this continuous improvement is not a simple task.
Job satisfaction and possibility to learn continuously in work can have a positive effect

for this continuous improvement.



The relationship between working individuals and employing organizations are changing.
Individuals will move more frequently, have projects rather than long-term jobs, work in
different locations and at different times and no longer have fixed working lives. Such
changes demand new ways of thinking and working from employees. (Beardwell &
Holden, 2001, p. 274)

Today’s working routines in manufacturing and process industry has changed due to
automation and technical development. Work is rarely repetitive single task; it consists of
multiple tasks including for example monitoring, reporting, learning and field tasks. This
indicates that once known manual work is now much like knowledge work. Organizations
have moved from manual production to a more automated and knowledge driven
production (Ramirez & Nembhard 2004, p. 602). Companies have shifted revenue
generating activities from manual work to knowledge work during the last 60 years. The
proportion of knowledge workers has increased in industrialized countries to between 60
and 75 percent of the workforce. (Ramirez & Nembhard 2004, p. 624) In organizations
this means sharing knowledge and offering training for new employees is getting more
crucial. Retirements of experienced employees forces organizations to think how the

knowledge can be kept within to keep organizations successful.

Other today’s challenge is the new working generation and their new expectations and
attitudes towards work. What should the organizations offer for this new generation that
they would commit to organizations, get satisfaction from their work and want to learn in
their work? To stay competitive in the future these are few of the questions organizations

should have interest in manufacturing and process industry.

1.2 Objectives and study approach

This thesis examines employee’s continuous learning and job satisfaction. Further
examination is made to study the effects of continuous learning and job satisfaction on
organization’s productivity. The objective is to construct a theory based framework of
productivity, continuous learning and job satisfaction and further examine this framework
and its applications in a global organization operating in process industry. More closely
this thesis research will analyze continuous learning, job satisfaction and their effects on

productivity in the case organizations two “manual” work departments, form a general



view of this setting and suggest future actions for enhancing these attributes in the case

organization. The main research question is formulated as follows:

“How employees’ continuous learning and job satisfaction are affecting the productivity

of the organization?”

The main research question is supported by two sub-questions:

“What is needed in the organization so that the continuous learning would be effective?”

What should the organization offer for the new employees so that they would commit, be

motivated to learn new skills and stay satisfied?

The theory part of the thesis is gathered to give aspects and discuss the framework.
Purpose is to concentrate on the research areas focusing on learning of individuals,
groups and organizations, job satisfaction, and finally digging in to the research of the

productivity aspect of learning and job satisfaction.

The empiric part of the thesis is a case research. According to Koskinen et al. (2005, s.
154) a case research is one of the most common methods in qualitative research of
business economics. The case is normally an organization or a part of it; for an example a
department or a business unit. With case research it is possible to test established
understandings, theories and concepts. With case research it is also possible to question
and compare previous theories. (Koskinen et al. 2005, s. 155) For example
Metsamuuronen (2006, p. 88) states that qualitative research fits well for main research
methodology especially when the interest is to find out specific structures of events rather
than find general variations of events. These describe well also this thesis research’s

methodology.

Source of the empiric research is XX Ltd, a multinational organization in process
industry. Two manufacturing departments in different countries were interviewed
regarding the topics of this thesis research. Interviews were half structured theme
interviews. In theme interviews the theme areas for every interviewee are the same
(Hirsjarvi & Hurme 2001, p. 48). Altogether 16 employees were interviewed; 15

“manual” workers and one supervisor. Because of the research area of learning and job
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satisfaction themes, it is obvious that results are affected by certain research conditions. It
is appropriate to choose interview for empirical research if the answers will vary
depending on individual perceptions, research area can be partly sensitive, and the
individuals themselves make the meanings and have an active role in the setting
(Hirsjarvi & Hurme 2001, p. 35). These conditions are found in the research situation at
XX Ltd.

The characteristics of the research area on continuous learning and job satisfaction is seen
also as an area which needs deep understanding of individual perceptions, and for this a
qualitative research is a proper approach. Interviews are best suited for a research if the
purpose is to clarify and go deeper into to the research topic (Hirsjarvi & Hurme 2001, p.
35). Case study can be used when detailed, intensive information is wanted from a
specific case or from a small group of cases which have a relationship to each other.
(Hirsjarvi et al. 2004, p. 125) The research could have been made also by using for
example quantitative survey research which is used to get conclusions from larger
samples in statistical form (Hirsjarvi et al. 2004, p. 130). To get deeper understanding of
the specific phenomenon of a small group a qualitative approach was selected.
Altogether, a qualitative case research with half structured theme interviews was found to

be well fitted to the selected perspective.

1.3 Structure of the thesis report

The theory part consists of three paint chapters: productivity, changes in working life,
learning and job satisfaction. The biggest focus is in the learning part which includes
individual, group, organizational learning theories and theories for knowledge sharing.
The theory chapter 3 Learning of individuals and organizations includes also theory of
continuous learning where the focus is in the continuous factor of learning. The last
chapter of learning Knowledge sharing and transfer focuses on the theories how learning
can be shared in workplace. Chapter 5, Links between job satisfaction and learning
discusses first job satisfaction and factors affecting it, and then focuses on the links
between job satisfaction and learning. Chapter 6, Continuous learning & Job satisfaction
relations to productivity discusses the relationship between continuous learning, job
satisfaction and productivity. The main structure of the thesis research is presented in

figure 1.
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The empiric part starts in chapter 7 The Research and Case XX Ltd where the research

process, the case organization and the results of the interviews are presented. In chapter 8

Conclusions the main findings of continuous learning, job satisfaction and productivity

are summed up. This chapter also gives future suggestions for the case organization and

answers to the research questions. Summary tells shortly what has been done in this thesis

research and gives suggestions for future measures in the end.
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2 PRODUCTIVITY IN DIFFERENT SETTINGS

This chapter will first discuss productivity in the level of organization and then the
productivity of knowledge workers. This chapter gives view how productivity can be seen

in different settings.

Definition of productivity

What comes to the definition of productivity, productivity can be viewed in different
levels; international, national, industry and organization level. The organization level can
often be divided further into different levels. Because the real changes in productivity are
mostly happening in the level of individual work efforts and machines in the
organization, it is reasonable to handle them as in own level. (Rantanen 1995, p. 17) In
this research the productivity is viewed from the perspective of organization and

individual approaches.

The term productivity means different things to different people. The economist and
engineer definition is that productivity is the ratio of outputs over inputs. In this definition
outputs and inputs are usually expressed as money. An example of productivity by this
definition could be the money value of products produced this month divided by the total
costs to produce them. (Pritchard 1995, p. 2)

Productivity is a term which has actually no meaning except on a comparative basis.
(Kaplan et al. 1989, p. 529; Wait 1980, p. 25) An activity can be more or less productive
in one period of time versus another period of time or one entity may be more or less
productive than another. (Wait 1980, p. 25) The cliché says: “If we can’t measure it, we
can’t manage it”, so for organizations to be productive the right measures for measuring

productivity are desired to be found.

2.1 Productivity of an organization

Productivity measures attempt to highlight improvements in the physical use of resources
to motivate and evaluate attempts to produce more outputs with fever inputs. By focusing
on physical measures, outcomes are not influenced by changes in costs and prices. In

short period of time, profits may increase if output prices are rising faster than input costs
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are rising. In long run the competitive market forces will prevent this to happen.
Sustainable competitive advantage arises only by having better productivity than
competitors or by offering specialized products or services that competitors cannot offer.
(Kaplan et al. 1989, p. 529-530) As said above, the basic mathematical structure of

productivity is as follows:

Quantity of outputs produced 0

Productivity = =
y Quantity of inputs consumed |

In which level in organization productivity can be measured? According to Waits
productivity improvements are usually accomplished at the operating level. These may be
for example separate manufacturing plants or process areas, warehouses or offices. The
basis for productivity measuring for the separate components can often be physical output
such as kilograms of units shipped or number of similar parts produced. (Wait 1980, p.
26)

On the organizational level and its sub-level there are many different views to
productivity. The way how to understand, examine and express productivity depends on
level but also on the perspective the individual has. The perspective depends on

occupation, education, view of life and other things. (Rantanen 1995, p. 18-19)

Though the basic mathematical structure of productivity can be viewed as outputs divided
by inputs, in organizational level the different variations of the approach vary depending
on one’s perspective. Here three of these are presented shortly to get a basic view of
approaches of productivity in organizations. Rantanen presents the approaches as follows.
Index approach is where productivity at different points of time is expressed with index
numbers. Production function approach is extensively used by economists; in this a
general mathematical expression is created by combining observation, economic theory
and mathematics for output as a function of input factors. In financial ratios approach the
productivity is considered as a component of a financial ratio. Return on investment
(ROI) and current assets divided by current liabilities are often used. (Rantanen 1995, p.
20-21)

Despite of the perspective or the level the productivity is approached there are always two

basic levels of productivity: total and partial productivity. Total productivity is total
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output divided by organization’s total inputs. Partial productivity is the ratio of total
output to a certain part of input. Labor productivity is the best known type of partial
productivity. (Rantanen 1995, p. 21-22) Organization’s productivity can be presented in
total or partial productivity. The next chapter discusses the productivity questions of

knowledge workers.

2.2 Productivity of knowledge workers

The most important contribution management needs to make in the 21% century is to
increase the productivity of knowledge work. In the last century the productivity of
manual work was increased by fifty-fold. The most valuable assets in the last century
were the production equipment, while now in the 21% century the most valuable assets of
organizations are its knowledge workers and their productivity. (Drucker 1999, p. 79)
While the productivity of manufacturing and logistics has increased tremendously in
recent years, not much has been accomplished to raise the productivity of knowledge
work. (Pepitone 2002, p. 39)

According to Drucker six factors determine knowledge worker productivity. These six
factors are:

¢ Knowledge worker productivity demands to ask the question: what is the task?

e It demands that the responsibility for their productivity is imposed to the
individual knowledge workers themselves. Knowledge workers have to have
autonomy.

e Continuing innovation has to be part of the work, the task and responsibility of
knowledge workers.

e Knowledge work requires continuous learning, but also continuous teaching on
the part of knowledge workers.

e Productivity of knowledge worker is not a matter of the quantity of output.
Quality is at least as important.

e And finally, knowledge worker productivity requires that knowledge workers are
seen and treated as an “asset” rather than a “cost”. This requires that knowledge
workers want to work for the organization in preference to all other possibilities.
(1999, p. 83-84)
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The last factor makes a big difference in the mindset how to think knowledge work: costs
needs to be controlled and reduced, assets need to be made to grow. (Drucker 1999, p. 87)

Almost all of these factors are exact the opposite of what is needed to increase the
productivity of traditional manual worker. Wong & Neck have studied the Drucker’s
knowledge worker productivity in practical environment. They see the theory as an
organization wide development process which requires continuous regular inputs from

knowledge workers to achieve excellence in performance. (Wong & Neck 2012, p. 555)

What kind of work can be defined as knowledge work? The definitions of knowledge
work are not specific. Many people say that knowledge work is less concrete than manual
work and knowledge worker’s brains form the means of production. Manual work and
knowledge work can be seen as a continuum where many jobs contain elements of both
(Ramirez & Nembhard 2004, p. 604). Drucker states a difference that manual workers’
skills and knowledge are valuable only in one place. This makes the difference that
organizations needs knowledge workers more than the knowledge workers need the
organization, when with the manual workers it is the opposite. (1999, p. 87-88) Though,
with really high experience of certain area in an organization, an employee can be seen
not replaceable due to his or her unique knowledge which may not be beneficial outside

the organization, no matter if his or her work is seen manual or knowledge work.

Some methods exist to measure knowledge worker productivity, but none are commonly
accepted. Ramirez & Nembhard summarizes six applications and benefits of knowledge
worker productivity measurement systems. (2004, p. 606) These are listed in table 1.
When trying to identify quantitative measures for knowledge workers, examiners have to
be careful not to underestimate the uniqueness of the work. Differences between
knowledge work and manual work have to be understood when applying productivity
measurement principles to knowledge work. For example, a concern is that overemphasis
on output may cause a decrease in quality or in other important dimensions. It has to be
recognized that knowledge worker measurement system can only provide evidence of
relative productivity for certain type of job, organization or individual worker. (Ramirez
& Nembhard 2004, p. 607)

The benefits in Table 1 are valuable when thinking of enhancing the productivity of the

whole organization. Possible benefits achieved by measuring knowledge worker
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productivity are numerous and consequently organizations should take interest

implementing knowledge worker measurement systems.

Table 1. Applications and benefits of knowledge worker productivity measurement systems
(Ramirez & Nembhard 2004, p. 606)

Potential benefit Application

Monitor knowledge workers Monitor individual, team, division or company
performance to identify unusual patterns of productivity

Capacity planning Ability to determine the capacity of knowledge workers if
they worked at 100 percent productivity — forecasts and
predictions of performance

Strategic planning Better assignment of who should do what

improved selection of personnel decisions

address specific needs (areas less productive)

job assignment decisions

identification of redundant skills in the company

Simulation of Knowledge Explore changes in the current system and simulate
workers’ performance changes before implementing
Establish benchmarks Compare performance between individuals, teams,

divisions, companies
worker incentives
work balancing

Consistent evaluation method Reduce subjectivity from evaluations

The study by Ramirez & Nembhard of the literature of knowledge worker productivity
shows that quantity, cost and/or profitability, and quality are the most supported
dimensions for measuring knowledge worker productivity. Effectiveness, efficiency and

timeliness follow the three dimensions in support. (2004, p. 618-623)

No generalized methods exist to measure knowledge worker productivity, partly because
knowledge work is abstract and difficult to categorize in groups. Measuring knowledge
worker productivity is clearly a difficult task, but the potential benefits of having useful
knowledge worker productivity measurement systems are great. (Ramirez & Nembhard
2004, p. 624)

Jones & Chung’s research on measuring engineering knowledge worker productivity in
USA approaches the case from another angle. Turnover thought and a burned out mental

condition in knowledge workers will cause decrease in productivity. The research focuses
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on finding indices of knowledge worker’s mental turnover and finding activities to avoid
it. Their apparently small research with data of 20 different companies and 47 individual
answers suggest that organizations need to focus their current practice away from mostly
financial measures and go toward developing more knowledge specific challenging work,
increase group activities, increase individual recognition, and provide fair upward
mobility opportunities. (Jones & Chung 2006, p. 35-37) From this study it can be said

that job satisfaction plays a big role in knowledge worker productivity.

Finding the answers to knowledge worker productivity questions is not only in the hands
of industrial engineers. Social sciences can provide insights to enhance the understanding.
The opportunities for productivity improvements in knowledge work exceed the
experiences in production and logistics work. Though, the achievement of these
improvements will occur very differently because individual capabilities such as
perception, empathy, understanding, desire, life experience, creativity, and technical
expertise are not easily replaced through automation or developed through training or
procedures. The opportunity for improving the productivity of knowledge work will come
only from employing capable workers and supporting these capabilities. (Pepitone 2002,
p. 39-44)

Intellectual capital and productivity

Organization’s intellectual capital is the non-physical sources of value; those assets that
are not tangible. It is known that the accumulation and utilization of intellectual capital
like technological innovations and enhanced competence of employees have a positive
impact on productivity development. However, the link between productivity and
intellectual capital is quite complex conceptually and not well understood. (L6nngvist
2007, p. 1-2)

Intellectual components can be categorized in three main croups: Human capital,
relational capital (e.g. cooperation, market relationships) and structural capital (e.g.
patents, brand value). Human capital includes innovativeness of employees in the
organization, and the employee’s competence and knowledge. (Seetharaman et al. 2004,

p. 523-526)

Like the traditional productivity thinking says, productivity can be increased by using less

input. With information there is no need to trying to minimize their input usage.
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Information is not consumed unlike raw material or machines. Information can also be
shared in the organization’s information systems with minimum cost and thus it can be
used for many purposes at the same time. (LOnngvist 2007, p. 6) In this research
information and knowledge are seen to mean the same, information is the codified simple
knowledge, while tacit knowledge is the knowledge that is harder to transfer and often

requires face to face sharing.

Productivity in this thesis work is illustrated through continuous learning, knowledge
sharing and job satisfaction. The situation in the case organization demands extensive

research in these areas and the productivity is then viewed from these perspectives.
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3 THE CHANGES IN WORKING LIFE

This chapter describes a situation many organizations have today concerning work and
employee demands, and the characteristics of the new working generation. As it is said in
the background of this thesis, the work life in general is changing in western countries.

Beardwell & Holden (2001, p. 274-275) states that the relationship between working
individuals and employing organizations will change. Such changes demand new ways of
thinking and working from employees. These include ability to: work outside the
definition and security of traditional job descriptions, generate new working relationships
that modify the organization’s hierarchical structure, extend and develop these personal
skills to the benefit of the working group and the organization as a whole. These
demanded abilities resulted by the changing economy are important for employees and
organizations in the future. In traditional organizations these changes may be difficult

accomplish. But as the world is changing, also the organizations are forced to change.

Skills needed from employees in the future
Employees increasingly need to have certain skills and abilities in today’s organizations.

Already in 1993 Barrow and Loughlin listed these kinds of skills and abilities:

e a high level of education — to operate new technology, understand their
contribution to the organization

o the ability to learn new skills and adapt to changing circumstances — taking
responsibility for their own learning

e the ability to work in organizations with flatter structures — to work without
supervision, set own objectives, correct own failures

o the ability to manage the interface with customers and between different
departments - requiring high level of interpersonal skills

o the ability to solve problems, thinking creatively and contribute their own unique
ideas (p. 198)

Earlier these listed abilities were expected mainly in the management levels, but now
competitive organizations need to find these abilities much more widely in their

workforce. (Beardwell & Holden, 2001, p. 276) As knowledge increasingly becomes a
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key factor for productivity, it is seen to become a currency for competitive success. (Egan
et al. 2004, p. 279)

The generations collide

The choices today of career and education are not much made because of social and
economic necessity but rather as part of reflexive self-determination. Thus, the historical
fate-determined life perspective integral in traditional working class culture is replaced by
a more open individual and self-determined perspective. The modern society provides an
extensive range of knowledge, perceptions and identity figures through media and
education. The individual is able to observe, asses and develop him or herself by this
more open and varying modern world. (Jorgensen 2004, p. 459-460) These attributes

have been available for the generation that is now making its contribution to work life.

Generation Y, the generation between 1982 and 2002, is beginning to make their presence
in today’s work life. Many of the organizations are unprepared to handle this technology
savwvy new type of worker that demands instant satisfaction and high feeling of
importance. It is obvious that generation Y is different than any generation the living
world can remember. (Flowers et. al 2010, p. 1-2) Unlike older generations which were
easier to generalize, the generation Y consists of much diverse individuals. (Martin 2005,
p. 40)

The largest diversity of different generations is represented in today’s workplace than any
other time in history. (Glass 2007, p. 98) Generations before the generation Y are the
generation X born roughly between 1961-1981, and the baby boomers born roughly
between 1943-1964. (Howe & Strauss 2007, p. 4; O’Bannon 2001, p. 95) Some
characteristics that describe generation X are that they are independent and resourceful,
accepting change, have “want it now!” attitude, are lifelong learners and technically
literate. (Bova & Kroth 2001, p. 58) The baby boomers generation is the big post war
generation. They are found to be more committed to one organization than X and
especially Y generation. Baby boomers hold more on traditional values and they often
think that the younger generations do not work as hard as they do. (Glass 2007, p. 100)
Though, it is good to keep in mind that there may be more variation between individuals
within a generation than there is between generations. (Macky et al. 2008, p. 860) Next,
there are some characteristics that try to describe the new diverse generation Y of

individuals coming to work life.
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This generation Y is described as digital natives, they grew up with technology. Unlike
older generations, they are unafraid of new technologies and are often in the group of the
so called “new adapters”. Many are more comfortable of sending a quick e-mail than
having a face to face conversation. Unfortunately this may be also a source of workplace
conflict, for example when bad news needs to be shared. And if using too much digital
media contacting colleagues, not that many strong personal relationships are being
generated. (Glass 2007, p. 101) Another difference is concerning the amount of feedback.
The new generation of workforce like and expect constant feedback, whereas older
generations require only little feedback to do their work. The generation Y also feels
more eased and able to do the job right when given high-detailed instructions. (Glass
2007, p. 101) Martin argues the same that Y’s want clear directions and managerial
support, but they also demand flexibility and freedom to get the tasks done. (Martin 2005,
p. 40) This may cause conflicts for example if an older worker is instructed too much by a
younger manager or if a younger worker is not getting enough instructions, he or she
might get the feeling of being lost. Being open and asking the employees’ expectations
regarding feedback and instructions will help avoiding the conflicts. (Glass 2007, p. 101)

Some defining characteristics of the generation Y are also that they want to see the
meaning and value of their workplace contributions; they place high significance on the
organization’s social awareness, humanity and want to work in companies where the
decision making is collaborative. (Glass 2007, p. 102) This new generation works well
alone but better in teams, they desire collaboration. It is also said that they are more

comfortable of asking help from others than the older generations. (Martin 2005, p. 40)

For these reasons, it is pivotal for management in any organization to understand the
needs of this new generation and have a strategic plan on how to develop this new group
of employees. According to Martin, managers need to be excellent delegators who get the
teams running fast with specific goals, parameters and deadlines. Shortly, organizations
should need to:

e Customize training programs so young workers can quickly prepare to tackle

each new task,
e Master coaching skills to keep young workers motivated and focused
o Create incentive programs that rewards young workers often for their

performance
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e Challenge the dated policies that hold young talents back. (Martin 2005, p. 41)

What comes to dealing with change, the generation Y not only expects change, they
demand change. These young workers are ready to adapt to new circumstances, places
and new to people. As the new generation Y has adopted the so called “free agency
attitude” towards working in different companies, it is harder to retain them in the
organization. (Martin 2005, p. 42-43) These findings in mind the organizations should
adapt to the different desires and attitudes, so that organizations can attract and retain this

new remarkably different generation of workforce.
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4 LEARNING OF INDIVIDUALS AND ORGANIZATIONS

The third theory chapter discusses learning in three different levels; individual, group,
and organization. Continuous learning and knowledge transfer are the last elements of
this chapter. In this chapter these subjects are studied on the basis of a literature review.

Definition of learning

It is important to remember that learning is a natural process in which we all engage.
(Beardwell & Holden, 2001, p. 277) Learning always leads to change, whether positive or
negative for the learner. Also our emotions, nerves and muscles are involved in the
process. (Beardwell & Holden, 2001, p. 279) After the learning experience individual
qualitatively changes the way he or she conceives something. (Burgoyne & Hodgson
1983, p. 393) According to Huysman (2000, p. 83), learning is valuable from the
managerial perspective because it helps organizations to increase their competitiveness

and efficiency.

4.1 Individual learning

The learning curve

There is a recognized relationship between the rate of learning and passage of time.
(Beardwell & Holden, 2001, p. 291) Kleiner et al. states that: “A central consideration in
understanding changes in the organization is the learning curve.” (2012, p. 68) Learning
curves have been widely used in different segments, for example to optimize time
allocation of tasks to workers based on their learning profile. (Anzanello & Fogliatto
2011, p. 580) According to Hodgetts (1991) the S-shaped curve represents the most
accurate description of learning. (see. Beardwell & Holden, 2001, p. 291) The shape of
the learning curve clearly depends on the circumstances and nature of learning.
(Beardwell & Holden, 2001, p. 291) The S-shaped is presented in figure 2 on the next

page.
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Proficiency ———>

Time _—

Figure 2. The learning curve. (Beardwell & Holden 2001, p. 293)

Learning cycle theory by Kolb (1976) was made on focus on individual learning. It
describes the process of knowledge formation. The framework demonstrates that as
individuals are in process of observing and personally experiencing the surroundings,
they would frequently form certain concepts and finally test these in real situations. Once
they achieve certain level of success, the concept becomes the learner’s concrete
experience, and later becomes a decision rule for similar matters. The cycle involves four
stages: Observation and reflections, formation of concepts and generalizations, test
implications of concepts in new situations, and concrete experience. (see Tsai & Lee 2006

, p. 60-61) Figure 3 illustrates this ongoing cycle of experimental learning.
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Figure 3. The experimental learning model by Kolb. (Tsai & Lee 2006, p. 61)
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Informal learning in the workplace

Informal learning is important but not alone sufficient for the acquisition of knowledge. It
needs to be supported by formal education because of the intellectualization of work in
the modern, integrated production systems which demand theoretical knowledge and
intellectual skills such as ability to detect, identify and solve problems. When there are
arrangements for both formal and informal learning, conditions for reflective learning is
created. Rather than maintaining a contrast between formal and informal learning, it is

better to emphasize how they can complement each other. (Svensson et al. 2004, p. 480)

According to Eraut (2004, p. 247) the term informal learning has been used increasingly
in adult education because it provides a simple contrast to formal learning and training by
suggesting greater flexibility and freedom for learners. It recognizes the social
significance of learning from other people and draws attention to the learning that takes
place in the spaces surrounding activities and events with more explicit formal purpose. It
can be considered as a complementary partner to learning from experience. (Eraut 2004,
p. 247) Eraut (2004, p. 271) has stated that: “In most organizations the practical
implications of strengthening informal learning for developing the individual and
collective capabilities of employees are not yet widely understood. To appoint managers
and develop them for this new role of facilitating learning would be a highly significant

point.“ In the more and more knowledge based economy this is an important topic.

For an Individual to learn at work, Eraut names four work activities that arise regularly

when learning takes place. These activities are:

Participation in group activities — includes team working towards a common outcome,

and that are groups set up for special purpose.

Working alongside others — allows employees to observe and listen to others at work and
to participate in activities. This way employee can learn some new practices and new
perspectives, become aware of different knowledge and expertise, and to gain some of

other employee’s tacit knowledge.

Tackling challenging tasks — requires on the job learning. This can lead to increased

motivation and confidence, if it is well supported and successful.
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Working with clients — also includes learning about the client, from novel aspects of each
client’s problem or request, and from any new ideas that may arise from their joint

consultation. (Eraut 2004, p. 266-267)

Eraut names the factors affecting learning in the workplace in a large number of contexts,
but points out that how these factors interact on organization will differ greatly from
organizational context to another. The learning factors are as follows: Challenge and
value of the work, feedback and support for the work, and confidence & commitment to
the work. Eraut further demonstrates these three factors in a broader context and the
factors are: allocation and structuring of work, encounters and relationships with people
at work, and expectations of each person’s role, performance and progress. When
frameworking these factors that effect informal learning at workplace, Eraut illustrates
them as a triangle as seen in the figure 4. There is a clear link between the factors. Eraut
notes for example, that confidence arises from successfully meeting challenges in
individual’s work, while the confidence to take such challenges depends on the extent to

which learners feel supported. (Eraut 2004, p. 267-270)

Challenge Feedback
and value of and support
the work LEARNING
FACTORS
Commitment and confidence

Allocation and Encounters and
structuring of CONTEXT relationships with

work FACTORS people at work

Expectations of each person’srole,
performance and progress

Figure 4. Factors affecting learning in the workplace. (Eraut 2004, p. 269)

Eraut’s (2004, p. 270) findings of his the further research suggest that the two most
important factors either constraining or facilitating informal learning in workplace are the
structuring and allocation of work, and relationships and the social climate of the

workplace.



27

Adults as learners
Facilitating learning for adults naturally differs from educating children to learn. Knowles
(see Beardwell & Holden 2001, p. 310) suggests that adults’ learning is enhanced when:

e A climate for learning is encouraging physically and psychologically. This means
mutual respect to each learner, trust, supportiveness, openness, authenticity and
pleasure

e Learners are involved in mutual planning of their own learning

e Learners are involved in diagnosing their own learning needs

e Learners are involved in formulating their own learning objectives

e Learners are involved in designing their own learning plans

e Learners are helped to carry out their plans

e Learners are involved in evaluating their own learning

As it is seen, involving the learner in the whole learning process from planning to

evaluation as much as possible is seen effective for adult learners.

Stages of a learner
Dreyfus et al. (see Cooley 1987, pp. 13-15; Quinn et al. 1990, 314-315) set out a five-
stage model of the process of an employee acquiring skills that moves from lower- to

higher-order thinking skills. These five stages are:

Stage 1: the novice. Novices follow context-free rules, with relevant components of the

situation defined for them: hence they lack any coherent sense of the overall task.

Stage 2: the advanced beginner. Though they practical experience in concrete situations
learners begin to recognize the contextual elements of their task. They begin to perceive

similarities between new and previous experiences.

Stage 3: competent. They begin to recognize a wider range of leads, and become able to
focus upon the most important of them. Their dependence upon rules decreases; they

experiment and go beyond the rules, using trial and error.

Stage 4: proficient. Employee achieves the unconscious, fluid, effortless performance.
They still think analytically, but can now read the evolving situations. They have an

involved intuitive and holistic grasp of the situation.
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Stage 5: expert. At this stage, people seem to be able to recognize whole scenarios
without breaking them up into elements of separate features. With this intuitive
understanding of situations, they can cope with uncertainty and unforeseen situations.

New employee development

New employee development is defined as it includes all development processes used to
advance new employees to desired levels of performance. (Holton 1996, p. 233) Human
resource developers have a notable role in developing organizations new employees into
productive organizational members. New employee development expected outputs are an
employee who performs at a targeted level of performance and secondly an employee
who stays with the organization. The development process is typically completed at the
end of an employee’s first year, though the time frame varies depending on the practical
conditions at the workplace. (Holton 1996, p. 233-234)

Employee development in general is defined as “any individual or organizational activity
that, through increased learning, contributes to both personal and organizational
objectives”. (Vaught et al. 1985, p. 10 see Flowers et. al 2010, p. 2) This is a continuous
process and can be urgent. It can be accomplished through multiple approaches; for
example coaching, counseling or mentoring. Coaching seen as providing individual
guidance and instruction to improve knowledge, skills and work performance. Coaching
method may face challenges because it may weaken employee’s self-esteem, failing to
follow up, not recognizing improvement, failing to give direction, making unrealistic
demands and being impatient. Employee counseling emphasis on encouraging training
and development efforts in situations where an employee is unwilling or unable to
perform. Mentoring is when employee receives guidance, advice, and encouragement
through an ongoing one on one work relationship. Typically mentoring is done by
assigning a senior employee to an employee when he or she enters to the organization. If
mentoring is one way from top to down, the relationship between mentor and mentee

rarely works. (Flowers et. al 2010, p. 2)

According to Appelbaum et al. it would be recommended that organizations create peer
mentoring programs since experienced older workers excel at transferring their
knowledge and expertise while the new and young workers seek mentors to learn from.

Organizations would benefit from establishing a formal mentoring program especially
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among blue collar workers. Appelbaum et al. also suggest that financial incentives should
be given as an extra motivational tool for the experienced worker to devote the time and
energy for sharing his or her skills. (2004, p. 18)

Characteristics of individual learners
As it is obvious, individuals learn the best in different ways. Mumford (1995, p. 5) has

identified four different learning styles, in summary these four styles are:

Activists: tend to like new challenges of new experiences, are quite bored with
implementation and long-term rationalization, are constantly involving themselves with
other people.

Reflectors: like to stand back and look situations from different perspectives. like to
consider all possible angles before making a move, often sit in the back seat in meetings.
Theorists: are keen on principles, models and system thinking, are tidy and fit tasks into
their rational skills

Pragmatics: search out new ideas and take first opportunity to experiment them

applications. Respond problem as a challenge, like to get on things with clear purpose.

As seen from the different learning styles, individuals may have quite controversy
learning styles. The challenge is to get the best out of every individual. According to
Mumford these different preferences about learning are also valuable for the individuals
who teach the learner, because he or she may think what could be the appropriate learning
processes for the learner. In case where the learner and the mentor have different
preferred learning styles, the positive view is that it can be synergistic; they can bring out
different responses, perceive new opportunities to learn differently. The negative
possibility is that the differences can result destructive and uncomprehending
relationships. (Mumford 1995, p. 6)

Differences in strong preferred learning styles obtain, the best way is to enable the two to
understand their differences and preferably to agree to work at least in the margins of
trying to get closer together. According to Mumford the mentor should not ask the learner
to process a total transformation in his or her preferred methods of learning. An
incremental rather than transformational approach is seen the best. (1995, p. 7) If mentor

and the student have totally different preferred learning styles, it could be a good start for
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the mentor — student relationship if these styles could be openly discussed in the
beginning.

Self-development

Self-determination theory (1985) by Deci and Ryan states that three universal
psychological needs motive the individual. These are competence, autonomy and
psychological relatedness. These needs can be linked into three essential elements of self-
determination which are: the availability of behavioral choices, informational
nonthreatening feedback and empathy, and last the knowledge that others understand the
individual’s perspective. Self-determination can be increased by providing a rationale for
actions that is personally meaningful, acknowledging the person’s feelings or perspective,
and expressing a choice. Requests that are presented in a controlling way are not as
effective as requests that minimize pressure and convey choice and autonomy. Choices
increase self-determination and intrinsic motivation. Thus, when managers provide
context that promotes self-determination, employees will trust the context and thus be
more active in satisfying their own needs. (London & Smither 1999, p. 5-6)

An organization can work towards an environment, in which every individual are self-
managing and can interact directly with everyone else in the system. In this kind of
environment, new employees have colleagues who act as their coaches and advocates.
There are direct lines of communication between people regardless of function,
department or level. Also the objectives of individuals are set by those who must make
them happen. An environment in organization that supports self-development includes
also sharing information and knowledge that allow employees to contribute to
organizational performance, rewarding employees based on organizational performance,
and giving employees the authority to make decisions that affect important outcomes.
This kind or organization is seen as an empowering environment for individuals. (London
& Smither 1999, p. 7)

Self-development needs to be guided by managers and HR professionals who facilitate
the learning process by providing feedback, coaching, and resources for development.
Organizations focusing on continuous learning provide training, and they reward the
employees of the use of new skills and knowledge on the job. This improves employees’
awareness and perceived value of acquiring knowledge, skills and abilities throughout

their career. These organizations use personnel selection and training to make sure that
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employees have the skills and knowledge needed in the future. (London & Smither 1999,
p.-7)

Individuals are different in the way they think about their career success. It is important to
organizations to understand better the expectations of their employees no matter of the
hierarchical level. Organizations can use this information to attract, motivate and retain
the employees. Blue-collar workers often work in organizations that pay little attention to
their conception of career. In a changing economic environment and increasingly
qualified workforce, organizations must try harder to consider the expectations of their

employees in order to avoid problems like redundant turnover. (Hennequin 2007, p. 578)

4.2 Group learning

Using group learning in organizations for the improvement of performance is widely
proposed in research literature. It is suggested (Nokata & Takeuchi, 1995; Senge 1990,
see Castka et al. 2001, p. 123) that individual is the basic element of knowledge creation
but without spreading the individual learning across the organization, it is irrelevant to
organizations. Group learning and teamwork are seen as core tools for this diffusion of
knowledge. (Castka et al. 2001, p. 123) Ellis et al. defines team learning as a relative
permanent change in knowledge or skill produced by the shared experience of the team
members. (Ellis et al. 2003, p. 821) Though, this change may not always have a positive

impact on team overall performance. (Wilson et al. 2007, p. 1043)

The use of teams is said to offer two major advantages to an organization. Teamwork has
the capacity to empower individuals to utilize their abilities, which have relevance for
motivation and group’s social cohesion. Second advantage is that the use of teams allows
managers to focus their attention on strategic issues instead of supervising individuals.
(Chan et al. p. 174) Also, the experience of organizations using teamwork has shown that
effective use of teams can bring significant improvement in productivity, creativity and

employee satisfaction. (Castka et al. 2001, p. 124)

Group learning needs three processes to occur: sharing, storage and retrieval. Sharing is
defined as the process by which new knowledge, routines, or behaviors are distributed
among group members and members understand that others in the group possess that

learning. Storage is necessary for learning to remain over time, so that others have
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defined learning as exploiting the stored knowledge. Related to knowledge, it is
suggested that as group members gain experience together and gather knowledge of their
colleagues’ competencies, as it may happen when storing knowledge, a variety of group
outcomes like quality and satisfaction improve. Retrieval process means that group
members can access and find knowledge for the upcoming use or inspection. Without
these three processes team learning cannot take place. The relationships among three
processes are illustrated in figure 5. (Wilson et al. 2007, p. 1044-1052) Sharing

knowledge is discussed more in the chapter Knowledge sharing and transfer.

Sharing
3 4 6 1
Retrieval 5 > Storage
< 2
Group
learning

Figure 5. Relationship between sharing, storage and retrieval in group learning. (Wilson et al.
2007, p. 1052)

4.3 Organizational learning

Organizational learning is seen as a sort of final outcome of previously discussed
individual and group learning. In the field of organizational learning there has been a big
controversy in the difference between individual and organizational learning (Fiol &
Marjorie 1985, p. 803). Although organizational learning has been seen difficult to
separate and identify, for example Jerez-Gomez et al. links individual, group and
organizational learning together as seen in the figure 6. Organizational learning is seen as
a dynamic process based on knowledge, which requires moving among different levels of
action, going from the individual to group level, and then to the organizational level and
back again as the figure 6 illustrates. (Jerez-Gomez et al. 2005, p. 715-716) One
definition of organizational learning itself is “A change in an organization’s capacity for
doing something new.” An example of this organizational learning is that an organization
is better able to prevent a potential crisis as a result of learning from past experience.
(Tannenbaum 1997, p. 438)
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Figure 6. Organizational learning process. (Jerez-Gomez et al. 2005, p. 716)

This process comes from the knowledge acquisition of the individuals and progresses
with the integration and exchange of this knowledge until a frame of collective
knowledge is created and this is merged in the organizational processes and culture.
(Jerez-Gomez et al. 2005, p. 716) As Rowold & Schilling (2006, p. 489) has pointed, it is

a fact that individual and organizational learning are intertwined.

Jerez-Gomez et al. recognizes four required conditions for effective development of
organizational learning (capability). These conditions are a sum of existing literature
made by researchers in the field of organizational learning. First, company management
must provide conclusive backing to organizational learning, making clear it supports and
involves all the personnel of the organization. Second, it requires a collective conscience
that the organization is seen as a system in which each element must make its own
contribution to obtain a satisfactory result. If a shared vision is lacking, the individuals’
actions are not contributing towards organizational learning. Third, effective development
of organizational learning needs development of organizational knowledge, based on the
transfer and integration of knowledge acquired individually. Creating the body of
organizational knowledge which steeps in the routines and processes of the work itself is
essential in the situation. Fourth and lastly, organization simply adapting to the changes
within the established framework is not enough. The organization must go beyond
adaptive learning and question the learning level needed. If it is necessary, make changes

to search more innovative and flexible alternatives to generate learning. Learning requires
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open mentality towards new ideas and a great deal of experimentation. (Jerez-Gomez et
al. 2005, p. 716-718)

Further, Jerez-Gomez et al. names these four dimensions on which an organization should
show a high degree of learning to be able to state that its organizational learning
capability is high. These dimensions are:

e Managerial commitment

e system perspective

e openness and experimentation

o knowledge transfer and integration (2005, p. 717)

These dimensions of organizational learning capability sum up the factors of
organizational learning. (Jerez-Gomez et al. 2005, p. 718)

The learning organization by Marsick & Watkins has seven actions that organization
should establish on becoming a learning organization. Jerez-Gomez et al. dimensions
have a wider perspective and so their dimensions can be seen involving these seven
actions which are: Create continuous learning possibilities, promote inquiry and dialogue,
encourage collaboration and team learning, establish systems to capture and share
learning, empower people toward collective vision, connect the organization to its
environment, and use leaders who model and support learning on individual, team, and
organizational level. (see Ellinger et al. 2002, p. 7) These actions are easy to say but may

be much harder to establish in action.

The resource-based view of the firm proposes that investment in organization’s human
capital can be a source of sustainable competitive advantage and high performance.
(Barney 1991, p. 101) A commonly expressed belief in the strategic management
literature is that organizations do learn and adapt and that this enhances the organization's
ability to survive. (Fiol & Lyles 1985, p. 808)

Although, the widely known importance of learning in organizations, organizations
hardly make much effort to enhance learning. Organizations often make the expectation
that learning and knowledge creation will take place continuously for individuals and also
that individuals will share what they know in ways that promote learning in groups and
throughout the organization (Marsick & Watkins 2003, p.132).
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4.4 Continuous learning

As it can be seen in the previous chapters of individual, group and organizational
learning, learning is a continuous process and research literature of learning emphasizes
much the continuous character of learning. Continuous learning is essential for surviving
in dynamic and competitive environments (Popper & Lipshitz 2000, p. 186). Continuous
learning is defined as “the process by which individual or/and organizational learning is
fostered on an ongoing basis.” (Tannenbaum 1997, p. 438) Continuous learning cycle
(figure 7) illustrates how continuous learning in individual level can increase when all the
elements are properly aligned. Disconnections anywhere in the cycle can be harmful to
continuous learning. If there are not enough learning experiences provided, obstacles to
applying new skills, or insufficient recognition, continuous learning is limited.
(Tannenbaum 1997, p. 439)

Learning
experience

Application

Motivation T e
tolearn = Je—--mmmmmmmmmT

Recognition

Figure 7. Continuous learning cycle. (Tannenbaum 1997, p. 439)

The learning experience helps individual to develop new competencies that can be
applied on the job. Further, individuals who apply (the application in the figure 7) new
ideas and skills are recognized and awarded for doing so. This develops a greater
motivation to learn. Motivation to learn means that individual is more likely to seek for
new learning experiences and will be more receptive to learn. This positive chain of
learning experience, application, recognition and motivation to learn, can increase
individual’s self-efficacy and his or her belief that he or she is able to learn new skills and
perform them effectively. (Tannenbaum1997, p. 438-439)
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The dotted arrows in the figure 7 express some internal feedback loops of the framework.
The arrow from learning back to motivation shows that in some cases the learning
experience itself may be motivational. The arrow from application to motivation to learn
shows that using a learned skill or idea may be motivational intrinsically even if
recognition by the organization of the application and accomplishment is not present. In
these cases the intrinsic motivation is positive, but without external recognition most
individuals will eventually become frustrated and lose motivation or seek to leave the
organization for an environment where their learning and accomplishments are
recognized. The final dotted arrow from learning experience to recognition, functions
when individuals are rewarded for participating in learning and acquiring new skills,
regardless of whether the skills are applied. In some cases this may be dysfunctional, for
example if those new skills are not needed in the future and organization just rewards
individuals of being active in learning, even though their learning may not be useful for
the organization’s business needs. (Tannenbaum1997, p. 438-439)

When talking about continuous learning of individual employees, it quickly comes to the
question; why individuals should participate in learning and where do they find their
motivation to learn continuously? As Tannenbaum illustrates in his framework,
motivation to learn can come from the learning itself, applying the learned skills in
practice, or giving recognition of the learning for the individual. One approach to address
learning motivation is career-related continuous learning (Rowold & Schilling 2006, p.
490). It is defined as an individual level process of self-initiated, voluntary, planned, and
proactive pattern of activities that are sustained over time for the purpose of career
development. (London & Smither 1999, p. 81)

As individual learning and organizational learning are intertwined, continuous career-
related learning may be useful to leverage organizational learning. This points out the
need to foster constant learning to prevent organizational memory loss, by creating a
culture of continuous learning in the organization. Career-related organizational learning
goes also beyond the learning for its own sake, because it offers a reason for the
individual to learn constantly and it prepares themselves for new assignments, jobs and
employers. (Rowold & Schilling 2006, p. 490)
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4.5 Knowledge sharing and transfer

As mentioned in the chapter of learning, knowledge sharing and transfer are essential for
learning in organizations. Argote & Ingram defines knowledge transfer in organizations
as the process through which one individual, group, unit, department or division is
affected by the experience of another. (2000, p. 151) For example, a hotel may increase
its knowledge of effective customer service by capitalizing the experiences of other hotels
in its chain. Knowledge transfer is becoming increasingly important in organizations.
Organizations are more often organized in global basis, getting bigger and networked due
joint ventures, mergers and acquisitions. Effective management of these organizations
requires knowledge transfer from team, department, or geographical division to another.
(Argote et al. 2000, p. 2-3)

Conditions for knowledge sharing

The motivation, opportunity and ability (MOA) framework of work performance has
been used as a conceptual organizing framework for knowledge management practices.
Just as successful individual performance depends on an individual’s ability, motivation,
and opportunities to perform, successful knowledge management also depends on ability,
motivation, and opportunity. (Argote et al. 2003, p. 575) Motivation, opportunity and
ability drive knowledge sharing behavior of individuals. (Siemsen et al. 2008, p. 426) The
MOA framework highlights the importance of motivation as a driver of behavior (action),
or as when bringing the framework to knowledge sharing, an employee’s tendency to
share knowledge. The framework indicates also that without ability or opportunity,
motivation alone should not lead to knowledge sharing behavior of an individual. All the
variables: motivation, opportunity and ability are all actually linked to each other.
(Siemen et al. 2008, p. 428)

Siemen et al. research suggest that before wasting significant resources on designing
knowledge sharing initiatives, organizations should carefully study the workplace
whether motivation, opportunity or ability, or combination of these, represents a
bottleneck in the knowledge sharing process. Discovering and then widening the
bottleneck is important because if enhancing only the other two variables, the action is
likely to be unproductive. For example, training employees how to communicate their

knowledge may improve their ability to share knowledge. Also, providing proper
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incentives to share or improving psychological safety in teams can improve employee
motivation to share knowledge. (Siemen et al. 2008, p. 441)

Minbaeva et al. theory on knowledge sharing of individual employees takes little more
detailed look on conditions that influence individual knowledge sharing. It focuses on
conditions on individuals’ perceptions of organizational commitment to knowledge
sharing, intrinsic and extrinsic motivation to share knowledge, and engagement in social
interaction. (2012, p. 389) The four individual conditions of an employee influence

knowledge sharing among individuals. These are discussed next.

An individual employee, who perceives organizational commitment to knowledge sharing
as high, is more likely to behave in ways that are aligned with such expectations and
norms. When individual believes that his or her group and the whole organization
generally agree that knowledge sharing is a valued activity. Individuals are extrinsically
motivated to share knowledge, when their needs are satisfied indirectly, primary through
financial compensation but also through gaining power or recognitions. So it can be said,
that when employees perceive a link between knowledge sharing behaviors and
organizational rewards, they will be more inclined to take part in knowledge sharing
activities. (Minbaeva et al. 2012, p. 390-392) Oppositely to extrinsic motivation, intrinsic
motivation appears when an employee undertakes an activity for its own sake, because it
satisfies internal needs immediately rather than gives indirect external rewards (Osterloh
et al. 2002, p. 64). In this case there is no clear reward than the activity itself. A strong
and shared perception of the importance of internal knowledge sharing creates a sense of
purpose and direction on individual level. The last influential focus is engagement in
social interaction. Social interaction supporting social mechanisms that develop trust and
cooperation among employees and ease formal and informal face-to-face relationships
have been found to have positive effect on knowledge transfer. (Minbaeva et al. 2012, p.
390-393)

Individual conditions influencing knowledge sharing:
e Perceived organizations commitment to knowledge sharing
e Extrinsic motivation — rewards — indirect satisfaction to needs
e Intrinsic motivation — feels right to share — immediate satisfaction

e Engagement in social interaction — offer the possibilities for it
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Still, it is important to remember that the existence of various opportunities to interact is
not a guarantee for knowledge sharing. It is rather the individual’s engagement that
matters. The decision to use the opportunities the organization offers is internal to
individuals, and hence not directly manageable. That is to say, individual employees may
attend forums for social interactions, but their decision to use them for knowledge sharing
depends on their perceptions of what is important and what behaviors are desired.
(Minbaeva et al. 2012, p. 392-393)

King & Marks have studied knowledge sharing through knowledge management systems.
According to the studies supervisory control and knowledge systems easy to use have
also a strong impact on individual’s willingness to share his or her knowledge. In this
case the supervisory control is defined as “efforts by management to increase the
likelihood that individuals will act in ways that will result in the achievement of
organizational objectives”. Building the knowledge sharing culture in the organization
should not be the only focus, supervisory control mechanisms and mechanisms easy to
use are seen even more important to motivate individuals to share knowledge. (King &
Marks 2006, p. 141)

Different knowledge types and sharing

There are differences in knowledge sharing depending on what kind of knowledge is been
shared. Reagans & McEvily argue that it is important to distinguish the types of
knowledge is being shared. It is more difficult to share tacit than codified knowledge.
Tacit knowledge requires more motivation, effort and ability to transfer than codified
knowledge. An individual is more likely use greater effort to transfer knowledge to a
close personal contact, and an individual who is surrounded by a diverse network is better
able to transfer knowledge. Strong interpersonal connections within a dense network

cluster ensure knowledge will be shared quickly within that cluster.

Transferring simple knowledge does not require much effort, so naturally large number of
individuals is willing to do it. Also, this does not require much ability, so a large number

of individuals are able to complete the transfer. (Reagans & McEvily 2003, 263)

Unlike codified simple knowledge, tacit knowledge is more difficult to transfer. Tacit
knowledge transfers across organizational boundaries more slowly. Gaps in social

structure in organization represent critical bottlenecks to the knowledge transfer process.
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Limited number of strong tie bridges between employees and limits in network range
within the organization mean that tacit knowledge is more likely to remain internal within
local small group of individuals. Transferring tacit knowledge is more sensitive to having
the right person at right place and with the right connection. This ultimately limits the
number of people who can contribute the process. When knowledge is difficult to codify,
only few are willing and even fewer are able to transfer it. (Reagans & McEvily 2003,
263-264)

According to Smedlund routine tasks, development tasks and idea generation tasks in
organization have different knowledge networks. As Blau and Scott stated 1962; the
structure of knowledge flow in routine tasks should have vertical hierarchy

characteristics, because there the task uncertainty is low. (see Smedlund 2010, p. 107)

Knowledge sharing in groups

Realizing that a significant portion of the knowledge needed to complete organizational
tasks is distributed across multiple organizational individuals organizations are
increasingly relying on teams as mechanisms for channeling individual members’
knowledge into productive organizational outcomes. Often individuals in such teams
must collaborate across boundaries of functional, hierarchical, regional and even
international level. Organizations rely often on the expectation that knowledge sharing
will occur freely among individuals who have different characteristics, experiences and
values. However, groups often fail to maximize the shared information. (Thomas-Hunt et
al. 2003, p. 464) Information sharing failures may be explained by group member’s
tendency to introduce and consider commonly held information at the expense of
exchanging and considering information which would be truly unique for other members.
(Stasser et al. 1992, see Thomas-Hunt et al. 2003, p.464)

Thomas-Hunt et al. suggest that the public acknowledgement of group member expertise
increases members’ overall participation as well as their emphasis on their unique
knowledge. Their study results indicate that this members’ perception affects
performance. They also suggest that that the groups’ perceived experts participate more in
discussion and they emphasize more the shared knowledge and others’ unique
knowledge. The perceived experts assume responsible for managing the information of
the group. The study also included isolated members and they were seen to participate

more in discussions and expressed more emphasis on unique knowledge but focusing on
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unique knowledge that strengthens other members’ impressions of their usefulness in the
group. In short this means that social status can promote the differential emphasis of
shared, own and other unique knowledge, as well as prejudiced evaluations of member
knowledge and contribution. (Thomas-Hunt et al. 2003, p. 473-474)

For organizational groups to reach their performance potential, they must be able to
capitalize members’ different resources by accurately recognize, weight and contain the
task relevant knowledge of members. (Littlepage et al. 1997, p. 133) Transferring
knowledge within the group while working together enables individuals to learn during
different tasks. Littlepage at al. demonstrates that task experience of a group and group
experience of a group positively effect on group performance. Task experience is an
experience where the group experience of a similar task and group experience is where
the individuals experience working with other members. (1997, p, 133) Task experience
can lead to a higher level of member ability by getting experience of the certain task. By
this task experience the group’s performance can increase. Group experience can lead to
recognition of expertise in the group, capitalizing the expertise, and by that can produce
better performance of the group. (Littlepage et al. 1997, p. 145) Figure 8 illustrates this
performance outcome. However, Littlepage et al. also suggest that increased performance

only occurs when condition for sharing knowledge is in place in the group. (1997, p. 145)

Task

experience \

Member \
ability

Recognition of
expertise
Group /

experienceon
a related task

Group
performance

Figure 8. Effects of task and group experience on group performance. (Littlepage et al. 1997, p.
137)

Individuals from different areas of expertise will be less efficient on knowledge sharing in
group in sort time limit. However, long-term implications of these diverse groups are

potentially more valuable in long term because diverse projects can produce individuals
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who integrate in the knowledge network. These kinds of projects might seem inefficient
today, but those projects can add social capital that could be infinitely more valuable to
the organization tomorrow. (Reagans & McEvily 2003, p. 265)

The reason why managers normally gather a group of individuals to a project from a
limited area of expertise is that these groups are usually quicker in completing the task.
Managers usually evaluate projects for example in terms of products they produce and
how long it takes them to be produced. A good measurement for projects would be also
the scale projects generate knowledge transfer networks for the future within the

organization. (Reagans & McEvily 2003, p. 265)

According to Woerkom & Croon study findings teams that want to enhance their own
team member’s satisfaction with the team performance should especially invest in
information processing and make time for sharing and decoding information in meetings.
To increase management’s satisfaction of the team’s performance, team members should
invest in information storage and retrieval. Individuals in a team should realize that
carefully documented knowledge makes their team processes more visible to managers
outside the team and affects manager evaluations of the team efficiency. Though, in many
situations individuals in a team may feel like storing information by writing it down in
reports or adding it to a database may not contribute to effectiveness or quality. They may
prefer to store information indirectly in their collective mind, and may find the storing

activities bureaucratic or time consuming. (Woerkom & Croon 2009, p. 573-574)

It is also important that team feel collective. According to Woerkom & Croon teams with
stable membership and with individuals who know each other well pays of in terms of
performance. (Woerkom & Croon 2009, p. 574) Organizations can be seen as repositories
of knowledge. The ability to access knowledge and to integrate it effectively is a source

of competitive advantage for organizations. (Tsai 2001, p. 1003)
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5 LINKS BETWEEN JOB SATISFACTION AND LEARNING

Definition of job satisfaction

Job satisfaction is seen as a widely used measure of employee’s overall attitudes of
acceptance, satisfaction and enjoyment in their work. It is best understood as a summary
measure of intrinsic and extrinsic rewards and includes the consideration of available
alternatives, amongst which is the alternative to leave the organization. (Lee-Kelley et al.
2007, p. 206) In the same style, Locke stated already in 1969 (p. 330) that: “overall job
satisfaction is the sum of the evaluations of the discrete elements of which the job is

composed"

There are several types of job satisfaction measures available. One basic difference in
measuring job satisfaction is whether measure overall job satisfaction or measure job
facet satisfaction. For example, policy makers may want focus on overall measure
because they may be interested in the overall level of satisfaction of certain groups of
labor force or in the change in overall satisfaction overtime. Facet job satisfaction
measure may be useful when an organization is interested in improving the job
satisfaction of its employees or in trying to explain why individuals are leaving the
organization. (Scarbello & Campbelle 1983, p. 577-578) The job facet satisfaction is

discussed further in this study because it is seen relevant for this study.

5.1 Job satisfaction measures include learning possibilities

The Nordic Employee Index ™ developed by Eskildsen et al. (2004) defines of which
constructs job satisfaction builds. The model constructs job satisfaction and intrinsic
motivation by five main groups of characteristics of work environment combined with
corporate image because it is seen to also have an impact on employee’s job satisfaction
and intrinsic motivation. The main groups are image, corporate leadership, immediate
manager, cooperation and conditions of work. These all have an impact on motivation
and job satisfaction and then loyalty to organization is seen as the final outcome. The
framework explains the link form the external constructs to motivation & satisfaction and
loyalty thus that there is no shortcut to employee’s mind, because any changes within an
organization will be processed mentally before they can have behavioral effect in the

employee. The five constructs are external latent variables, and job satisfaction and
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loyalty are internal variables. (Eskildsen et al. 2004, p. 539-540) The model is presented
in figure 9.

Corporate
Leadership
Immediate
Manager
Conditions
of work

Figure 9. The conceptual model of Nordic employee Index. (Eskildsen et al. 2004, p. 540)

/ Motivation
& Satisfaction

Eskildsen et al. developed the model in line with previous research. The main predictors
of job satisfaction and intrinsic motivation according to the research are these four

groups:

Organizational vision — in the model, this is called corporate leadership. This are focuses
on cultural and ethical aspects of the organization, the ability of management to make
good decisions as well as to inform the employees about the direction and state of the

organization.

Superiors — in the model, this is called immediate manager. The area focuses on the
relationship between employee and the immediate manager. It assets perceived

professional and leadership skills.

Co-workers — in the model, this is called cooperation. The area focuses on the social
climate among the co-workers, the rate of professional cooperation and on the sense of

social belonging.

Conditions of work — this area focuses on the job content, the physical job environment,
job security and the pay and benefit package. This area includes all of the aspects of job
itself excluded with social and cultural context. (Eskildsen et al. 2004, p. 539) In other
words, the work conditions area includes salary, work tasks and personal development
opportunities. (Eskildsen et al. 2004, p. 125)
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Research made in the Nordic countries in 2001 which included 9,600 randomly selected
households gave the answer that the overwhelmingly most important driver of motivation
and satisfaction in the Nordic countries was conditions of work. It was measured to be as
important as all the other factors put together. So it can be argued that the characteristics
of the job are as important driver as the social and image related aspects together.
(Eskildsen et al. 2004, p. 545-547)

Sousa-Poza & Sousa-Poza relies their research’s job satisfaction measures on bottom-up
psychological theories which assumes that there are basic and universal human needs, and
that if individual’s needs are fulfilled in the current situation, then he or she will be happy
(satisfied). This framework argues that job satisfaction is a sort of sum of the goods and
of the bad in a job. This framework assumes that job satisfaction depends on the balance
between work-role inputs work-role outputs. Inputs used in their research were the
“pains” including years of schooling, usual working time per week, working in an
exhausting job, working in a physically demanding job and working in a dangerous job.
Outputs are the “pleasures” including nine work-role outputs: work compensation, job
security, advancement opportunities, interesting job, and independent work, helping
people, usefulness to the society, good relationship with the management and good
relationship with colleagues. An important notion of these variables is that they are all
(excluded with working time and education) self-perceived, meaning that it is primary the
individual’s self-perception in the end that determines the job satisfaction. (Sousa-Poza &
Sousa-Poza 2000, p. 519) Working time and education can also be self-perception if they

are asked from an employee without giving him or her scale to estimate.

Lee-Kelley et al. splits the job satisfaction into key facets which are: comfort, challenge,
reward, relations with co-workers, resource adequacy and promotion. Comfort includes
employee’s satisfaction with the working environment, the pressure they are put under
work. Challenge covers employee’s satisfaction with the nature of the work undertaken.
Reward includes employee’s satisfaction with wage and other fringe benefits. Resource
adequacy includes satisfaction with the competence and adequacy of the resources
provided in four areas: the help information and equipment available for employee, the
competence and helpfulness of employee’s colleagues and managers, the levels of
authority and responsibility the employee experiences. Promotion refers to employee’s
satisfaction with the opportunities that arise for promotion and the fairness of handling.
(Lee-Kelley et al. 2007, p. 206-207)
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5.2 Relationship of learning and job satisfaction

The relationship between workplace learning and job satisfaction was studied in the US
small to midsize organizations. The findings revealed that significant amount of
workplace learning is occurring in these organizations and the employees in these
organizations also report high sense of satisfaction with their job. Analysis indicated that
a significant portion of the job satisfaction can be attributed to workplace learning.
(Rowden, R. 2002, p. 423)

Egan et al. research on the relationship between organizational learning and job
satisfaction emphasis the outcome variables that are influenced by the relationship. Figure
10 illustrates the theoretical framework where the outcome variables are motivation to
transfer knowledge and decrease of turnover intention. (Egan et al. 2004, p. 282)

Learning
Culture

Outcome variables
Motivation to
transfer learning

- Turnover intention

Job
Satisfaction

Figure 10. Conceptual model of the effects of learning culture and job satisfaction. (Egan et al.
2004, p. 282)

Results of the empirical study showed that organizational learning culture is valid in
predicting job satisfaction. In other words, learning culture showed to enhance job
satisfaction. Important notice is that although organizational learning culture and job
satisfaction are strongly correlated, they tend to be mutually exclusive in concept and
measurement. Moreover, it was suggested that organizational learning culture and job
satisfaction are important in determining employees’ motivation to transfer knowledge

and turnover intention. (Egan et al. 2004, p. 295-297)
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6 CONTINUOUS LEARNING AND JOB SATISFACTION
RELATIONS TO PRODUCTIVITY

Research literature of learning in organizations, whether it is about individual, team or
organizational learning, almost always mentions its reflections to productivity or
performance improvement. Also the literature of job satisfaction often brings out its
effects on organizations’ performance. In this chapter there is pointed out connections of

continuous learning, job satisfaction and productivity.

Productivity and continuous learning

The relationship between continuous learning and productivity has not been studied
significantly extensively in the literature, though some related connections can be found.
Barney has classified organizations’ resources that can give sustained competitive
advantage to organizations to three categories: physical capital resources, human capital
resources and organizational resources. (Barney 1991, p. 100) Thus the human capital
resources include learning related attributes such as experience, training and intelligence
(Barney 1991, p. 100), it is obvious that continuous learning has link to sustained

competitive advantage and so further possibly to productivity.

Ellinger et al. state the same argument that learning has been reported as source of
competitive advantage. Their research on investigating organizational learning and
organizations’ financial performance showed a positive relationship. The research was
made in the USA obtaining 208 midlevel managers in manufacturing firms. (Ellinger et
al. 2002, p. 17)

Edmondson et al. have researched the effects of transferring codified and tacit knowledge
on performance improvement. Their research findings suggested that when practices rely
on codified knowledge, transfer and accuracy are likely to be determinants of successful
performance improvement. On the other hand, when new practices rely on tacit
knowledge, then improvising and learning by doing strategy may be the best route to

performance improvement. (Edmondson et al. 2003, p. 216)

Also the studies of Yang (2007) suggest that both knowledge sharing and organizational
learning can positively influence to organizational effectiveness. (p. 89) His empirical
studies support for a significant contribution of learning and knowledge sharing to the

prediction of organizational effectiveness. Effective organizational learning and
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knowledge sharing enables organizations to improve organizational behaviors by creating
advanced knowledge and better understanding, hence become more innovative and
competitive; furthermore the overall contribution to the end profits would be attained.
(Yang 2007, p. 88) This chain from knowledge sharing to in the end profits and

productivity increase is illustrated in figure 11, as Yang describes it.

Knowledge
sharing

\

Organizational
learning

[

Advanced
knowledge

Better
understanding

\

[

Innovativeness

\

Competiveness

‘

End profits -
Productivity

Figure 11. The chain from knowledge sharing and organizational learning to productivity increase
following Yang's research findings.

Salis & Williams have studied face to face communication effects on productivity. Their
empirical research support prediction that knowledge sharing face to face by teams,
problem solving groups, meetings of line managers and employees have positive effect on
individual productivity. Though, they findings suggest that the knowledge sharing needs
to happen in continuous basis. Reasons for this were that knowledge needs time to be
shared, understood and processed. Other explanation is that it might take time to build

trust between individuals so an effective learning environment is build. (2010, p. 453)

Knowledge sharing can be seen as translating organization capabilities into task level
performance. By exploiting the codified knowledge stored electronically is found to
mostly save time but not the quality of work. Giving personal advice, in other words
sharing knowledge face to face, is found to improved quality but not saving time.
Organizations where the quality of work is important can benefit from highlighting
personal knowledge sharing, while organizations where efficiency is important may rely

more on electronic document usage. (Haas & Hansen 2007, p. 1151) This indicates that in
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knowledge worker productivity where quality may be as important as quantity the
knowledge sharing and giving advice personally may often be the best way to better
productivity.

Knowledge sharing in intra-organizational networks has been found to effect business
outcomes. Sharing knowledge and so learning from other units in the organization
requires absorptive capacity. Learning from other teams and expanding network links
within organization can eventually lead to higher innovativeness and performance. Also
the units network position in the organization is found to effect unit’s performance
because of its effect on knowledge transfer and so on learning. (Tsai 2001, p. 1003) From
Tsai’s findings it can be said that sharing knowledge with other units the learning can be
improved significantly if the absorptive capability is in place and this may be seen

eventually on enhanced performance.

Productivity and job satisfaction

It is a common assumption that happy workers are also productive workers. According to
Taris & Schreurs organizational level performance and individual level satisfaction are
often connected theoretically to each other by assuming that individual level well-being

leads to higher level of individual performance. (2009, p. 120-121)

Satisfied employees perform average better than other workers but it is unclear how
noticeably worse the dissatisfied and exhausted employees perform. For this practically
important question is hard to answer, because individual-level relationships between job
satisfaction and exhaustion, and in the other hand productivity, are relatively weak. There
is also the possibility that third variables are involved in this satisfaction - productivity
relationship, for example job characteristics like job demands and job control. (Taris &
Schreurs 2009, p. 121)

According to Taris & Schreurs the obstacle is also the measurement of performance; it
can be measured in variety of ways. (Taris & Schreurs 2009, p. 121) As known from the
different determinations of productivity, bringing performance and productivity in the

mix, doesn’t easy the task of studying job satisfaction and productivity connections.

Research of job satisfaction and productivity relationship has been made, though. Harter

et al. conducted a meta-analysis of the relationship between employee satisfaction and
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business outcomes. One of the business outcomes was productivity measure and the
others were customer-satisfaction-loyalty, safety, profitability and turnover rate. Their
results showed that job satisfaction had the strongest positive effects on employee
turnover, customer satisfaction-loyalty and safety. Results showed also positive effect on
productivity and profitability but the correlations were not that strong. Correlation
between job satisfaction and productivity was 0,20 when their research included 7,939
business units from 39 different organizations. This is not surprising because these
outcomes are more distant to job satisfaction and thus influenced by other variables and
only indirectly by employee attitudes. (Harter et al. 2002, p. 271-274) Their findings
suggest that employee satisfaction and engagement are related to these meaningful
business outcomes in such magnitude that it is important to many organizations. (Harter
et al. 2002, p. 276)

Job satisfaction is one of the important factors playing role in job accomplishment and it
results to greater effectiveness, efficiency and productivity as well as personal satisfaction
feelings. Human capital is the most valuable resources in organizations and ensuring
employee’s satisfaction is one of the most important factors of professional
accomplishment and organizational efficiency and productivity. (Jolodar & Jolodar 2012,
p. 23)

Bdockermann & Illmakunnas have also discussed the effects of job satisfaction to
productivity. The direct impact can be the tendency to slow down working. Indirect
impact can be that satisfied employees show organizational commitment and so have
lower tendency to strike and take other industrial actions. Second indirect impact to
productivity is that dissatisfied employees are more absent from work and causing this
way decreasing in productivity. Productivity of employee being absent is of course zero,
and even if substitute is found or others are doing the one’s work, productivity is likely to
fall. Third indirect impact is the increased turnover of dissatisfied employees because
replacement hiring creates costs that may show up as lower productivity. It has been
argued too that job satisfaction is related to lower accident rates, accidents cause direct
production loss of the worker and may cause also wider upsets in the production process.
(2012, p. 246-247)

Bdckermann & llmakunnas also state the obvious problem in determining the job

satisfaction — productivity connection is the possibility of reverse causality; that good
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performance may lead to enhanced job satisfaction. Other problem is the possibility that
undetectable characteristics in the organization effect productivity and job satisfaction.
(2012, p. 247) Bockermann &llmakunnas empirical research of Finnish manufacturing
companies between 1996-2001 found a clear positive correlation between job satisfaction
and productivity in manufacturing. (2012, p. 259)

According to the literature it is clear that job satisfaction effects productivity in individual
and also organizational level. Possible results of job satisfaction which may have effect
on organizations’ productivity are presented in figure 12. The results are gathered from

the existing literature and divided on how directly they are affecting productivity.

Indirect effect on productivity: “Direct” effect on productivity:
Organizational : : lob
commitmeant lob satisfaction accomplishment
Abzence Effectivensss
Turnover rate Efficiency
Customer- .
satisfaction-loyalty Working pace
Safety
Accident
rates

Figure 12. Links between job satisfaction and productivity.
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7 THE RESEARCH AND CASE XX LTD

This chapter describes first the case organization and employees job description to get an
overview of the practical situation where this research was made. The research process is
mentioned next. After this the interview results are presented following the order of the

interview themes.

Company and job description

The case organization is operating globally in process industry and later named in this
thesis from now on as XX Ltd. It has manufacturing plants in Europe, South and North
America, and Asia. Process industry is described as capital intensive industry, meaning
that utilization rate of assets must be maximized. A stable process with few interruptions

will keep the process stable and continuous optimization of the process is important.

The employees interviewed work as operators in XX Ltd in Finland and in Sweden.
Operators work in shifts and the shift strength varies from 5 tol5 operators, one shift
team leader included. The shifts work in 12 hour or 8 hour shifts and after working 4 to 6
shifts operators will have normally 5 or even 6 days free. As the plant runs continuously
one shift is always present day and night. Management and engineers have the normal

five days per week working schedule.

The job description of the operators consists of usage, safety, quality control, reporting
and knowledge transfer areas. For example the usage tasks consist of tasks like operating
the equipments, using control and reporting systems, and optimizing. Safety tasks include
for example keeping up and developing safety procedures, and having many different
inspection rounds in the plant. Reporting and knowledge transfer includes professional
guidance according to pre-composed program following the valid professional guidance
contract and for example using the reporting programs like SAP, diary (later logbook),
control room and field reports. Reporting and knowledge transfer tasks also include
knowledge transfer between shifts, cooperation with the shift, participating in training and
participating in commenting projects and plans. Limited number of operators is working
as panel operators monitoring in the control room while others are field operators. In
practice field operators’ work consists of observing the process, and doing manual tasks
like opening and closing valves, taking samples and making areas clear for maintenance

to operate.
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The staff has changed a lot during the last few years in XX Ltd. There have been a lot of
retirements of the experienced employees and new young operators coming in. In the
interviewed department in Finland 25 % percent of the operators were under 30 years and
20 % have started their work within 3 years.

7.1 Research process

This research was made as a qualitative case research. Purpose of this research is to
describe a specific phenomenon in a specific environment and understand this
phenomenon. Purpose of this research is not to make universal conclusions of the

research area.

A broad and diverse theoretical material was collected for the background of this
research. The research’s empirical material was collected with a half structured theme
interviews. In theme interviews the theme areas for every interviewee are the same
(Hirsjarvi & Hurme 2001, p. 48). The interview body was built from the theory. To this
interview body was formed the questions which illustrated the theories. Some questions
were also added to test and find out if they would reveal some new aspects from the
theories. As some of the questions were made more for the new and young employees,
the experienced employees could answer to them freely how they feel themselves and
how do they perceive the new employees in the certain content. One supervisor was
interviewed and also he had the same question body, though some of the questions were
formed differently and the interviewee could tell freely his own opinions. The interview

body can be found from the appendices.

Data collection

Interviews were made to shift employers and also one shift supervisor was interview. The
interviewed employees were divided into new and experienced employer. All together 16
employers were interviewed. These employers interviewed are named in this research by
their working country and years they had worked in the organization. FI3 is person who
works in Finland and has worked in the organization for three years. For example, SWE30
is a person who works in Sweden and has worked in the organization for 30 years. In the
interview results these codes are simplified in two categories new and exp. (experienced)
to support the anonymity of interviewees. These categories are seen in the table 2. The

one shift team leader interviewed is named as FIL26 but in the results as Flexp.. All the
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interviewed employees presented with the name codes are listed in table 2. The list is in
experience level ending with the most experienced employee. This was not the time order

the interviews took place.

Table 2. Interview participant list.

Interviews in Finland Interviews in Sweden
Flnew: SWEnew:
FI1 SWE3

FI1 SWE3
FI1,5 SWE3,5
FI3 SWE4
FI3 SWE7
FI3

Flexp.: SWEexp.:
FI25 SWE27
FIL26 SWE30
FI33

The data was collected with private anonymous interviews. The idea for this was that the

employees interviewed could answer openly just how they were feeling about the topics.

Interviews were made during work time when one person could come out of the shift for
an interview. Interviews in Finland were made in day and night shifts. Interviews in
Sweden were made in afternoon and night shifts. In the beginning a pilot interview was
made with one employee who was also one of the participants in the thesis project. After
this pilot interview the theme interview questions were focused more specifically to
support the theories gathered for the topics. This was a good adjustment, because now it
was easier to create connections from interview results to the main theories. When doing
this it was still important that the questions didn’t came leading to the interviewees. The
pilot interview was also included in the interview material, though couple of the questions
was not used. The duration of the interviews varied from 28 minutes to one hour 8
minutes. Before the actual interview started the structure and the basis of the research was
presented to every interviewee so they could get an overview of the agenda. It was also
highlighted before the interviews that the interviews are full confidential. The interviews

were recorded and transcribed.

Half structured interviews proved to work well as a research method. It was easy to

follow the themes and before every interview the atmosphere was made relaxed and none
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of the interviewees had a rush, even though the interviews were made during work time.
It was possible to ask extra questions if some answers needed more details. One concern
before the interviews was the possible language barrier in the interviews in Sweden. In
the end all the interviewees in Sweden spoke at least moderate English and some even
proficient English. Even those with not that good English skill managed to express their

thoughts and perceptions fluently enough.

Reliability and validity

Reliability means repeatability of the research results; the ability to produce non-random
results. Validity in turn means the research method’s or for example meter’s ability to
measure what is supposed to measure. In qualitative research field the reliability and

validity have got different interpretations. (Hirsjérvi et al. 2004, p. 216-217)

In qualitative research the researcher’s accurate coverage of the research process
increases the reliability of the research. When interpreting the results using direct quotes
from the interview material further increases the reliability. (Hirsjarvi et al. 2004, p. 217-
218) In this research the theoretical and the empirical parts are covered accurately. Also

the results are presented openly using strait quotes.

In qualitative research producing new information is the most important task on the
research. The same applies in this research. Because of this not too much value is put to
reliability and validity, because the empiric material of qualitative research is most

commonly individuals’ own perceptions and thoughts. (Koskinen et al. 2005, p. 253-254)

Results of this research cannot be generalized to affect other organizations. The research

tries to describe a certain phenomenon in a certain environment.

7.2 Interview results

The interview results are presented in five chapters which were also the five themes of the

theme interviews. The themes are job description, learning, knowledge sharing, job

satisfaction and productivity.
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7.2.1 Job description

The first theme of the interviews was job description. This theme gives a background for
the actual thesis themes: continuous learning, job satisfaction and productivity. This first
theme gave answers that were interesting to see how experienced and new employees
perceptions differ when they think of their work. The first question; is the work felt like
knowledge, physical or as repeated work, gave answers that how the operator’s work is

seen today as combination of them. First two answers are from new employees:

Sometimes it’s only repeated work if it’s calm. Sometimes it’s everything of this. For me

it’s still much like knowledge work because I haven’t been here so long. -SWE3new

Lots of knowledge work, lots of repeated when thinking about daily tasks. It varies...
Flnew

The new employees see the work more like knowledge work because there is so much to
learn all the time and many situations are new for not so experienced operators. Next
there are two answers from experienced employees of how they feel their work is

compared to knowledge, repeated and physical work:

1t’s little bit of all, all are combined. It is a little like knowledge work’-Flexp.

1t’s combination of all. Repeated the most, because when you have been here for 30 years

then it is more repeated work. SWEexp.

As can be seen from the answers, the work is described as combination of knowledge,
repeated and physical work. From all the answers it can be summarized that employees
feel their work is mostly knowledge, secondly repeated and the least physical work. The
next figure 13 illustrates how the work is seen. The arrows in the figure illustrate how the
work has developed in the last 30 years involving more knowledge and less repeated and
physical work. Earlier the knowledge part was involved too but it was more intertwined
with repeated and physical work. The answers did not have differences between Finland
and Sweden. This comment from an experienced operator confirms the change in job

description:

Now working has got easier when compared to what it was in the past. Earlier you had to

adjust all with your hands and now the computer adjusts so it’s totally different... Flexp.
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Repeated
work

Knowledge
work

Figure 13. How is the operators work experienced.

The perceptions of operators of what is seen difficult and comparably easy in their work
also differed a little between new and experienced employees. This area didn’t have
differences between Finland and Sweden. The new employees saw difficult in
understanding the big picture of the factory and remembering the different areas. One

interesting opinion was this:

It might be difficult to get some day to the level of the experienced ones because

nowadays the process is so automated and stable. FInew

As the processes in manufacturing industry are widely more and more automated,
(Ramirez & Nembhard 2004, p. 602) this opinion is a real concern. Due to automation
only few things are done manually and this may have changed the learning of the process

too. An experienced employee told his opinion of what is perceived difficult in his work:

The most difficult thing is to keep up the knowledge when it comes to the process upsets.
SWEexp.

As seen from the few answers, knowledge is seen important in work and the fact that you
have to learn all the time in the work. The same employee continued when asked of what

is important in your work:

Curiosity is important. You have to want to learn more, because there is so much to
learn. Even if you are recognized to an area that you know it, you still have to learn all
the time. Even | have to be learning all the time, even though being here 30 years. | have

to be curious of things. ~SWEexp.
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The fact that organizations have moved from manual production to a more automated and
knowledge driven production (Ramirez & Nemdhard 2004, p. 602), is seen clearly also in
these answers. The operators work has got more and more elements of knowledge work
and this is one thing what should be noticed in the future at XX Ltd. It is also noticeable
that the employees have noticed this also by themselves; so that way it will be easier
implement this attitude to the whole organization. Table 3 gathers the summed answers of

what employees see is difficult and important in their work.

Table 3. Summary of what is perceived difficult and important in work.

NEW EXPERIENCED
Difficult e understand the big e To keep alert all the
picture time

e New situations

Important e Understand the e Do work as well and
process safe as possible
e Continuous learning e Know-how and
e Safety, not make knowledge
extra loss

e Teamwork

The employees were also asked their perception of how long it takes to learn their job. In
these answers it was interesting to see that the new and the experienced employees had

quite the same answers in average. Here are three answers from new operators:

It depends on the person of course that how quick he adopts. How interesting he sees this
work. For example the storage area can be learn in one year but then in the plant one

area | would say 2 to 3 years and then you will handle it quite well. FInew

It depends on the person; if you are smart 1 to 2 years... then you can work alone in the
area in practice. It takes 10 years at least I'd say to know the whole plant, depends again

of the person that how fast he wants to learn. FInew

It can take forever. You will be here never full learned. If you are at on section only, then

you know one section in one or two years. SWEnew
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The experienced employees had quite the same views of learning time. They said that in
average 1 to3 years to know an area well, 5 years that the guy can be relied on, and about
10 years or more to know the whole process. Here is one answer that many of the
experienced employees gave:

One stoppage interval, so about 5 years. That a quite good rough (time). Flexp.

The plant is stopped once every five years and being once in the stoppage is seen as an
experience where operators learn very much. According to the answers and other not
mentioned above a learning curve can be illustrated (figure 14). The learning speed
depends on the employee’s capability to learn but especially on his or her motivation to
learn. For some employees the beginning can be really confusing and not much learning
is happening, when there are always small percent of individuals who adapt the things
really quickly. The learning curve in XX Ltd can be seen much like Hodgetts S-shaped
learning curve. (Beardwell & Holden 2000, p. 293) Lots of learning takes place in the
first two to three years and after that begins the stage when employees start to develop
connection between their knowledge and start to understand the big picture in their work.
Depending mostly of the motivation but also of the capability of the individual the
learning pace starts to slow down approximately after 10 to 15 years. But, as it was heard
from the interviews, it is important to understand that the learning continues all the time,

due the characteristics of the job description.

-
’._.n.-:--"
-
'55’ a"‘"
Loy -
e -
1’,’ e
£ P I
i L=
5 -
7 i ——
P Rkl
=T
ra L
A o
S <t
s
i J o
5' A ’f i
c A
Q s ’!‘.r i
=] I s
S— s s
= r £ B
Q # A
il - ,$"f
o P o
, 257
o e
==
MNovice Competent Proficient Expert

Advanced beginner
Time ——>

Figure 14. The perceived learning curve by employees.
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In the stages of a learner (Dreyfus et al., see Cooley 1987, pp. 13-15, Quinn et al. 1990,
314-315) the years from zero to about 1 to 3 years the employees develop form novice
(stage 1) to advanced beginner (stage 2). After the one to three years the employee will
reach the stage 3, competent. After the employees get to the stage 4 proficient, their
learning pace starts to slow because new things to learn does not appear in the same pace.
Getting to this level is really individual but in average it will take 10 to 15 years,
according to the interview results. The expert level can be seen as the level only some
people who have been in the organization for 20 years may have, not even all of them. It
is important to remember that a major factor affecting the learning pace is the motivation

of the employee as it can be seen also from the interviews.

7.2.2 Continuous learning

The second theme of the interviews was learning. The way operators have learned the
most to their work differs strongly depending on country and also in the years they have
been working in the organization. Two answers from Sweden are presented and analyzed

here first:

1 think I'm more like a physical guy. I learn more when doing not by sitting and from the
book. But when I have been outside and looking and doing and then going in and reading

from the book then | think | take the connection more. SWEnew

For me best thing to learn is together in a group. | had a guide but, when | started work
the guide could be working in another area and then | had the other people to help me.

He was not with me the whole time. SWEnew

Answer possibilities for how the employees have learned their work the most were group,
together with colleague, guide, challenging tasks, studying and open answers. In Sweden
the interviews gave an overall result that learning happens mostly by doing, secondly in
the group, then together with the colleague and with guide, and third by studying. The
significance of the group for learning was seen crucial. The atmosphere of the shift was

perceived highly important for learning.

How employees have learned the most for their work in Finland was significantly

different compared to Sweden. Here are three answers from Finland:
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Studying the least, have to get practice also... Guide, the most is learned from him. When
you know that he has been 20 years (here) and says that this is how I do this and you see
when he is working, it gives yourself a lot of confidence to do the work independently

later. FInew

Maybe with the guide, when you get a good guide who really wants to guide you and not
like he gets you as a burden. ...many can have different attitudes to guide this kind of 20

years old “rascal”. FInew

I would say that with my guide. ...guide has been really good because he is also
motivated himself, he has been couple of years longer in that than me, but he still has
motivation to learn because also he doesn’t know it so well. So the guiding was good that

we started to go all the basics together from the beginning. Flnew

All the answers from new operators in Finland told that the guide is most important for
learning the work. It was also obvious that new employees want to get in practice and see
the work in practice to learn the best. Next there is an answer what an experienced

employee gave to the same question:

Let’s say so that quite much I have had to find out myself. By doing and in the school of
hard knocks | have learned, that is with the older ones. Experience in the long run has
given me knowledge and expertise. Nowadays it is said that the young folks have little bit
better guiding, that they get little better teaching. Still, in my opinion too much is learned

in the school of hard knocks. Flexp.

As seen from the answer of the experienced employee, the learning has improved but it
could be still much more effective. The summed up results of how employees feel they
have learned the most are in table 4. Notable from the differences are that in Finland the
employees do not give much appreciation for studying in their learning but it was ranked
much higher in Sweden. Sweden does not have the same kind of guiding system where
the guide gets a little extra salary when named as a guide. This explains the differences in

perceptions of learning with guide.
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Finland Sweden

(By doing) (By doing )
1. Guide 1. Group
2. Group 2. Together with colleague + guide
3. Together with colleague 3. Studying

.. studying the least

As Eraut (2004, p. 266-267) names four activities for individuals to learn at work;

participation in group activities, working alongside others, tackling challenging tasks and

working with clients, these all except working with clients are in place in the case

organization. Meaning of group for learning is seen crucial, working alongside others

includes working with mentor and other colleagues, and tackling challenging tasks

includes fixing the upsets the workplace sometimes has.

Generally the learning in work follows clearly the experimental learning model by Kolb.

see Tsai & Lee 2006 , p. 60-61) Like seen from the answers next, the new employees are

first to observe situations and then after experience they can also participate and

understand the situations better. Finally they can get the concrete experience and

understand the situations like upsets in full scale. In figure 15 is a modified model of the

Kolb’s learning cycle.

Observation

. and reflections .‘

Formation of
abstract
concepts and
generalizations

Concrete
experience

Test
implications of
conceptsin
new situations

oy

Figure 15. The experimental learning model by Kolb. (Tsai & Lee 2006, p. 61)

The practical situations where learning happens the most was paradoxically the plant

upsets. This was the same in both countries. Although some operators with work
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experience less than three years, said that upsets are not that good learning experiences
because you cannot always understand them in full scale. Here are three answers from

new operators from both countries:

At this point upsets I haven’t learned to do so (to learn from upsets). Actually just during
work tasks | learn and at the same time asking that how fast some valve has to be turned

and what in that task above all has to be done. FInew

Definitely mainly by following and listening... Following the experienced ones you get
knowledge... FInew

When something happens but it’s not too stressful to get it done. You can do it, take your

time and talking about the procedure. SWEnew

So, mainly the practical situations where learning takes place for new operators are
listening, observing, doing in practice, and having enough time to handle a specific upset.
Here is a one answer from an experienced operator of in which situations learning takes

place the most:

Upsets, and what | have said also to the youngsters is that you should always write down
notes for yourself. That after five years comes the same upset again and then are asking

that what did we do then... Flexp.

This answer refers to knowledge storing theme, it is discussed more later. But as it is seen
from the answer and other answers from experienced operators, the most is learn from

plant upsets.

Factors affecting learning at work

Factors effecting learning at work were categorized in three parts (Eraut 2004, p. 267-
270) and employees gave their perception of each part. First was the basic structure of
work including challenges in work; does it enable learning at work. Here are first three

answers from Finland:
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This is not rocket science; there is a good amount of challenges. ... Most affects that
when you have free time. Can be that you learn something and it doesn’t come again in a

long time. That you have free time you don’t have repeats on the tasks. It mixes. FInew

Yes it enables but you have to have motivation also yourself to learn, you should go there
also to the field to see things... I can’t say that here is really lot of challenges, just

because this is so stable to do. Could be sometimes more happening... FInew

Yes it is. Work enables learning and there is time enough. Flnew

In average the basic structure was experienced to be okay for learning. One issue is that
some situations come very seldom and so it is not possible to get comfort with them.
Employees with 0 - 2 years experience felt there are enough challenges, but couple with 3
years experience felt there could be more challenges. One experienced operator from
Finland answered this to the question if structure of the work enables learning:

Yes, here you have to learn new devices. It is interesting in this that this is absolutely not
nothing like assembly line work. Really continuous learning and studying, all time you

have to be learning... Flexp.

This answer shows the importance of continuous learning in operators work and the fact
that the work includes many various tasks. Next to answers from Sweden answer to the

same question:

I think the structure is good, but it was a little bit better in the factory | was before
because there we had the trainer working trainer. But the structure here compared to the
other factory is that you have to learn more by yourself. When | had the technical trainer,

it was easier... It’s a good amount of challenges. SWEnew

Yes. There is good amount of challenges. As | said you cannot learn the factory too well,

so every day there is new challenge. SWEnew

According to the answers the structure of work seems to enable learning well. Only issues
that mixes the learning a bit are the free time between after each shift period and

operations that come seldom. That is seen as a fact and employees just have to deal with
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it. Fortunately simulations for different upsets are done in the plant; so that helps a little
with dealing with upsets. Most say that there is good amount of challenges to learn. Only
one employee who had been working in Finland for three years said that there could be
more challenges. Also the other employee who had worked in Finland for three years

gave an overall perception that he would wish more challenges in his work.

Second part of the factors enabling learning at work was feedback and support. The
answers in this part differed a little by country. Here are some common answers from

each country:

For my opinion feedback is supposed to get. So like good and also critic and all sort of, |

think then you learn the best. FInew

I think there cannot be enough feedback because people in general are really bad at
giving feedback. Maybe if you have done something that is really good then you can get
feedback but no other times. Both positive and negative feedback (wanted). SWEexp.

As seen from the answers more feedback and support is wanted. With feedback the
operators feel they learn the best. Next there are two answers the experienced operators
gave which actually are quite the same in the way that more feedback and support is
wanted. The experienced operators should also feel responsible to give this feedback and

support as the experienced operator from Finland said:

There is really little but lately it has improved (feedback). | also feel myself reasonable to

give positive feedback to new employees; it could encourage to do things. Flexp.

There is not enough feedback and support. My shift manager is good, but the
organization is bigger than my superior. | think that the feedback could be better. | would
like to have more positive and negative feedback. We should get more feedback, because
it’s really important to know if you have done something wrong. Maybe you didn’t do it

wrong by you could have done it much better and quicker way. SWEexp.

Like seen from the answers more feedback and support is desired, it is seen critical for
learning. This perception is in line with the theories of the new generation y working

habits. The new working generation wants feedback, both positive and negative. Result
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from the interviews was also that the experienced employees don’t feel they get that
much feedback and would like to get more. Also the experienced shift team leader from
Finland felt he would like to get more feedback.

Third part of factors enabling learning at work was commitment and confidence.

Commitment and confidence for enabling learning was seen really individually:

Of course it effects, that here is and have been employees who are not committed at all
and no motivation for this. And guys have been here 20 years and | know the things better

than them. Flnew

Yes, confidence for me is important, that | know what to do when this and this happens.
But if I don’t know what to do then I'm going down and get scared and go around
thinking about it. You can even get sick or like stressed and that is not good. SWEnew

The young are good folks to find out things and they are confident. Flexp.

To sum up the commitment and confidence from all answers the overall perception was
that employees see they are really important for learning. Overall, colleagues were seen
committed to learning, but of course there are some exceptions in all organizations. The
results of Eraut’s three main factors effecting learning in workplace are summed up in
figure 16. Noticeable connection in this framework is that the commitment and
confidence can be improved by giving more feedback and support as the arrow in the

figure illustrates.

Structure of work Feedback and support

. - Could be more, positive and negative.
- Enables learning P g

- More feedback from shift supervisors.
- Mostly good amount of challenges P

) . - Young operators want more all kind of feedback
- New things to learn come all the time
- Could be a bit more challenges for someone

- Remembering things that come seldom is challenge

- If not getting feedback you are not learning that
much

- F&S has improved in recent years

- It always motivates

Commitment and confidence
- Really important for learning
- Mostly employees are committed

- "I can do this myself” comes with the experience slowly,
because there is a lot to learn.

- In this work you have to be always 100 % sure what you are
doing

Figure 16. Three main factors effecting learning at workplace.
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The motivation to learn was studied altogether by for questions. Employees were asked
that how have their motivation changed during their time at the organization, what things
motivate to learn at work, is learning itself or using a learned skill in work or getting
recognition or reward for doing the work most motivating, and how could planning own
learning rise the motivation to learn? Here are first two answers from Finland of

motivation to learn:

... for example when I got to a new area that last spring my motivation rise high when |
had something new. Definitely. Now again there is a little downhill when being one year
at the same area and | know the routines already so motivation decreases. When getting

something small new it rises again. Flnew

(motivation) been quite the same. Want to handle own area. It raises motivation that |

know | will get to free time. FInew

Here are two answers from Sweden:

1 think I want to learn more here every day. Yes in the beginning I didn’t want to learn
that much, because back then I didn’t know how big the factory was. But now I know that

there is a lot of learning all the time. There is a lot to learn. SWEnew

Now when | have learned a little | want to learn more and because | have got into the
group (shift) discussions. Now I feel being more part of team and so learn more. Now it’s

better because if you can come up with own ideas in the group, it’s good. SWEnew

From these answers it can be seen that the new employees are eager to learn new skills
and develop. Answers illustrate that learning new skills also motivate to learn more. Here
are some answers which came when asking of what motivates the most: learning itself,
using a learned thing in work or getting recognition or reward for doing the work? Two

answers from Finland by new operators are presented first:

Last one is useless, here you don’t get recognition. That shift does something and then
judgment is done by; have the shift passed to do something. Here is no individual.

...learning itself doesn 't raise motivation to learn. I don’t want to just learn. FInew



68

Maybe the most motivates using learned skill in work. Also that getting recognition when

doing some work really well... Flnew

So as seen not much recognition is received from learning or doing Finland. Next there

are two answers from Sweden by new operators:

Using the learned skill at work. That motivates me the most to learn. SWEnew

Reward, hand on my heart. The more | can learn and use it in my work the more it

motivates me. SWEnew

As seen from the answers above and summed from the other 11 answers, the most
important point from Tannenbaum’s continuous learning cycle is that when using a
learned skill in practice motivates the most. The learning experience itself doesn’t seem
to be motivational itself. According to the answers not much recognition is given in the
organization so link from recognition to motivation to learn doesn’t work well. Though,
the organization’s salary system works that when employee learn more areas the salary

raises, as seen from this answers:

...and it’s important that you get more in pay when you know more. SWEnew

Figure 17 shows the continuous learning cycle by Tannenbaum added with research
results. Learning experiences are needed all the time to enable motivation to learn,
learned skills have to be able to be used in practice, and recognition should be in place

much more now than it has used to be in XX Ltd. for motivating learning.
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Figure 17. The continuous learning cycle.

According to the literature, adult individuals can have much more motivation to learn if
one can plan their own learning process. (Beardwell &Holden 2001, p. 310) Perception of

planning own learning varied among employees:

Well, I don’t really know. Haven't come anything like that even to my mind, because that
I’'m in just in the start still. ... Different matter if I had been here for 10 years, then | could

answer. Flnew

No, here is a certain strategy. It is about the guide how ke wants to teach and teaches it...

Flnew

The new operators see it quite strait that there is a certain way of learning the work. Next
there is one answer from each country from operators with couple of years more

experience:

Of course | would. It would raise motivation to learn. Well when there are some courses,
with them more learning. | think there is not enough to be able to learn, should be more.

Flnew

Yes, think we have good opportunities to plan your own learning. To learn a section, you
learn it often with your guide that you plan how you learn a section. If you are new you
can change a little pit but it’s often the guide who says how to do. It’s pretty flexible that

you can plan your learning. SWEnew
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As seen from the last answer and other answers from Sweden not mentioned here,
employees in Sweden perceive their learning much adjustable. Finnish employees see that
there is a certain way and that is the only way. Though, some employees in Finland see it
actually as the best way; that there is a certain clear way of learning. As an average still,

both Sweden and Finland see it would be motivating to get to plan own learning.

The conditions for learning in organizations is allocated to four dimensions by Jerez-
Gomez et al. (2005, p. 717). The employees were asked how do their see these four
dimensions help or do not learning in their organization. Here are some answers for each

dimension:

e Managers commitment to learning
Yes, they pressure that we must learn, but in the end it’s quite different. When an
experienced guy is getting to pension they come up with, uh, he is going to retire we must
hire a new one. It is a little bit slow. ...but as a whole picture I think the managers are

willing for us to learn. SWEnew

A lot. I think it’s a big factor because he is doing it in practice. Selects guide for you and

has a big impact in it. FInew

According to these and other answers in general managers are seen committed to learning
and their work to enable learning is seen important. But as seen from the first answer the

commitment could be still better.

e System perspective
I can’t say that practicalities support learning. The organization dictates certain things.

It would be nice to get to influence own learning... FInew

Not that well practicalities and atmosphere. Can be that the money for guide could be

taken of and given equally to all. Not a good idea. FInew

The new operators from Finland see that the system perspective does not support learning

that well because of dictating learning system and then possible cuts on learning
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resources effect negatively on the perception of system perspective. Next two answers

from Sweden answering the same question are presented:

Sometimes. For atmosphere the learning is really important but in reality the learning is

not that good because not enough money. SWEnew

No, I don’t think so. Education material isn’t good and they have done nothing here

change them for a long time. So I don 't think so. SWEnew

As seen from the answers, practicalities could be better to support learning. Though,
individual differences in the perception were big in this question. What came clear was
that in Finland the learning practicalities were seen ok, but the so called “dictating
politics” from management towards learning was seen decreasing atmosphere for
learning. In Sweden the practicalities were not seen to work that well because of poor

quality learning material and the resources for learning were seen insufficient.

e openness and experimentation
| think yes, that always when | have asked some help or directions here | have got

answers quite quickly. Flnew

Here is good, yes. Can be sometimes that someone hold information, yes we always tell
all what is asked. I wouldn’t say the atmosphere is closed. Information is received if

asked. In that way it is open. Flexp.

According to these answers and other answers from Finland the openness and
experimentation were seen to be in good level for learning, they were seen not
complicating learning. Two answers about openness and experimentation from Sweden
are presented next:

Yes, | feel | can try different things. Good. SWEnew

Yes, when you want to try something in your shift it’s always ok. That is good. SWEnew

In summary this condition enabling learning is felt by the operators to be in order for

learning. Openness and experimentation are enabling learning in common.
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e Knowledge transfer and integration

There are lots of instructions. In quite good shape. Simulation is good. FInew

Knowledge transfer goes quite hierarchal way. Shift team leader is there between the
chain. It’s a little stiff- Many operators don’t want to be in any contact with the engineers

for example. In this kind of big organization it’s always difficult. FInew

Within the shifts the knowledge sharing is good. Between the shifts it could be better.
What we have once a year a meeting with the area engineer, the operators are from all
the shifts. Sharing information and talking about the problems in that specific area. That
is the only time we are sharing knowledge properly. SWEexp.

The condition of knowledge transfer and integration is perceived working quite well in
the organization. But knowledge sharing between shifts and also between employees with
different tasks could be better. Knowledge sharing between employees with different
work tasks occurs seldom. The knowledge transfer and sharing are discussed more later

in its own chapter.

Continuous learning in workplace may have some practical barriers. The interviewees

were asked if they see any barriers for their learning, here are some answers:

Of course learning takes time and sometimes it can be situations that the guide is not at
work due to example sickness. Then the learning is not that efficient, of course self-
studying is but you can’t get all the benefit out of it. And also in all shifts the shift
changing system doesn’t work that well, and you will stay studying in that certain and

cannot change because of the manning. Flnew

Resources in the manning, investments in the guiding have been made due lots of
retirements. Resources, | have also been guide myself. Seldom | get to go to with my
“student” even to the same area. Also this night there was a plan to study areas with my
“student”... Can’t learn in the way that it would be efficient and go around lots of areas.

Flexp.
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The only barrier is to get the detailed information in hands. And of course, earlier we
were having more some external training, there is now less and less of that. SWEexp.

Resources in enabling learning are seen as a barrier. Resources for guiding are seen as a
barrier in Finland. In Sweden the study material availability is seen as a slight barrier and
reduced amount of training. But in general the thoughts of barriers were that there aren’t

any big barriers that would make learning impossible.

Final question of the theme learning was: what would be the best way to learn the work as
well as possible, where should be the focus? Here are some suggestions from Finland
how the operators would do the training and where they would focus in the training of

new operators:

In practice doing outside. Like to read the instructions it is total waste of time. First of all
they are so long and when you start reading and then go outside you don’t remember
anything. Flnew

We do have created that kind of mechanisms for job training so that from these various
working groups we should get through improvements in learning. From this there have
also become a lot of improvements for learning in work. In this the guide’s role is very
significant. And from the employer’s side the various representatives have a very
significant role. Then, of course, it is how much resources are desired for learning in
work, however, the money element is included everywhere. If | take a broad perspective, |

would invest economically on developing learning... FInew

Lots of time with the guide, even though in our shift we don’t withhold knowledge... 1
share knowledge to everyone, it’s benefit for us all. More resources on guiding, that

guiding can happen in properly and in time. Flexp.

Here is one suggestion from Sweden how the learning of new employee should not be
done and how there should be more practical tasks combined with studying in the

beginning:

Not the way they are doing now, that you come here and go around every area for 5

weeks and you get one area you will be put in study room and then study, study, study. |
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think it is, for me it is better that | study one day and then I go with them. That you can
combine practice and studying. SWEnew

As seen from the answers, more resources are wanted on learning, especially for guiding
in Finland. In Sweden more possibilities for practical learning are wanted. The guiding
can be generalized to Eraut’s activity where learning at work takes place: working
alongside others (2004, p. 266). This allows employee to observe and listen to others at
work and participate in activities. This way the new employee learns new activities and
perspectives, and can gain some of the guide’s precious tacit knowledge. Flowers at al.
talk about coaching, counseling or mentoring. The guiding in XX Ltd. is seen as
mentoring. In mentoring employee receives guidance, advice, and encouragement
through an ongoing one on one work relationship. Typically mentoring is done by
assigning a senior employee to an employee when he or she enters to the organization
(Flowers et al. 2010, p. 2). Also London & Smither talk about couching where colleagues
act as couches and advocates and sees this kind of work environment empowering. (1999,
p. 7) In summary mentoring is seen as an effective way for new employee development.
In the same time mentoring works as a way to transfer the knowledge from experienced
to new employees, and builds strong networks between the employees. In Sweden the
issue seems to be the lack of practice in the beginning, there is too much of self-studying.
The mentoring approach could be a one answer to this issue. It is also important to notice

that individuals are individual learners. A good point was made in this comment:

1 would get to know the person and how he or she learns the best. If he says: I'm best at
studying then he can read and then after that, go to the field and see how it works, and

then he gets the picture. SWEnew

Characteristics of the individual new employee should be noticed in the beginning.
According to Mumford (1995, p. 6-7), if the mentor and the learner have different
preferred learning styles, an incremental approach is seen the best. In best cases these two

different learning styles can synergistic.

7.2.3 Knowledge sharing
Third theme in the interviews was finding out knowledge sharing and knowledge transfer

in the organization. How is the knowledge sharing happening, how could it be improved?
First was studied that how the knowledge is shared the most in work. Here are some

answers:
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Normal information exchange, taking. It begins with the shift supervisor in the morning.
It’s dialogue direct or with the radio. Opportunity to ask all the time. Flnew

From the logbook it’s really practical to go through what have happened when scrolling
enough. You get well around of what’s happening if you have the motivation to find out,

but from mouth to mouth it goes in practice. Flnew

1 think it is working with the experienced colleague outside in the factory and inside. It’s
mostly like by learning by doing and stuff like that, so they let you to do the work and just

stand behind you and let you work. And so learn from the experienced guy. SWEnew

From these and other answers in general, it can be said that the everyday knowledge is
shared mostly in conversations. This knowledge shared in everyday conversations if
much tacit knowledge. According to Reagans & McEvily this tacit knowledge is harder to
transfer than normal codified knowledge, an individual is more likely to share knowledge
to close personal contact. (2003, p. 263) The logbook for sharing knowledge came up
from the answers in Finland. The general thought was that the information in the
organization should be stored more than it is now. Also the individual handbooks that
every employee has came up when employees were asked about storing knowledge.
Meetings and organizations software also came up when interviewed about sharing and
storing knowledge. In the figure 18 is the overall perception of how the knowledge is

shared and stored the most.

Conversations

Loghook
Knowledge
sharing &
storing
Handbooks

Intranet+Sharepoint+Meetings

Figure 18. How knowledge is stored and shared the most in the organization.
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Transferring simple codified knowledge does not require much effort or many abilities to
transfer it, so many individuals are willing to do it. (Reagans & McEvily 2003, p. 263)
This came up from the interviews when employees told how the logbook functions:

It depends on the employee what is written in the logbook. Ifit’s basic task it may not be
written, still it would be good to write it. Some write really few sentences, if something

special is happened it should be written in details that what has been done and so. Flnew

...it doesn’t really help that a certain thing is mentioned. Pump changed for example, but

no answer for what reason. ...reasons should be in so way that why ... FIexp.

Tacit knowledge is much harder to share; it requires more effort and capabilities. Limits
in the network structure of individuals means that tacit knowledge is more likely to stay
within local small group of individuals. (Reagans & McEvily 2003, p. 263) In the case of
writing the logbook the issue of sharing and storing knowledge is the effort individuals
have to put to write down special incidents in details. It seems to be lot about the
motivation to write things down for other people. It should realize that in the end it helps

the whole organization when sharing the tacit knowledge.

Motivation to share knowledge was the next theme of knowledge sharing in the
interviews. First, interviewees were questioned why do they want to share knowledge and

don’t they to share knowledge in some cases? Here are some answers:

That I get the job done. It helps everybody’s things when sharing knowledge and own
things. Doesn’t come anything to my mind why I wouldn’t want to share. Have to admit
that something you just don’t remember when changing the shifi to say something but

haven’t been anything acute... FInew

It’s the same factory and shouldn’t think that this is only our shift. Think as an entirety.
We are all in the same organization. We all get out easier when we share. Ability to share
knowledge, it’s the biggest because | have been here just so short time. | have to be 100

% sure before | share. Flnew

Minbaeva et al. points out four conditions influencing knowledge sharing of individuals.

These are: perceived organizations commitment to knowledge sharing, extrinsic
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motivation, intrinsic motivation and engagement in social interaction. (2012, p. 25) These
conditions were interviewed separately and the interviewees could answer their
perceptions of how each condition is effecting their knowledge sharing. The questions of
the conditions were transferred to normal every day speak that the interviewees would
answers to them naturally. From these answers and from the open answers, on why
wanting to share knowledge and why maybe not an overall picture was made. Here are
the conditions in order of what is seen most dominating condition to share knowledge
within the employees:

1. Intrinsic motivation

2. Engagement in social interaction

3. Perceived organization’s commitment to knowledge sharing

4

Extrinsic motivation

The intrinsic motivation seems to be high, all interviewees gave an answers that sharing
knowledge feels right and important. Also the engagement in social interaction didn’t
seem a problem. This is what one new employee answered about the effect of social

interaction to knowledge sharing:

It has a really big meaning. it depends very much about your colleagues, that at least |
have my motivation in the top if there is a good guy with me whom I can do the work.
That kind of experienced guy who | get along well... Flnew

Perceived organization’s commitment to knowledge sharing seems to differ among
employees. Some said it’s good some said that sometimes it’s not good and some said it’s
just not good. Most of the interviewees gave a perception that the commitment to sharing

knowledge could be at least better. Here are three conflicting answers:

I would say that is committed. Things concerning work and safety are mentioned from
above all the time. We have this corporation’s fancy homepage where things in the

corporation are informed nicely. FInew

Well sometimes, sometimes they are quite bad to share knowledge, some information that
is important for me that what will happen if there is going to be a new project or so. Then
we all get the job in our laps and we stand on our knees that what should be done? Long

term plan is better. SWEnew
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...If XX Ltd had been more committed they had arranged more meetings with between
shifts that we could share knowledge more. SWEnew

If acquisition of the individual knowledge cannot be exchanged and integrated to form a
frame of collective knowledge, the learning will stay in individual or within a group of
close colleagues. Individual and organizational learning are intertwined (Rowold &
Schilling 2006, p. 489). This is a notion that should be marked high.

Extrinsic motivation to knowledge sharing was the lowest of the conditions influencing
knowledge sharing. It was a common view that only a little or almost none recognition is

received when sharing knowledge. Here are two common answers:

Sometimes you might get. That comes like: “good that you get along for example, so the

knowledge moves. ” FInew

Don'’'t get that much. There could be always more. SWEnew

When employees perceive a link between knowledge sharing and organizational rewards,
gaining power or recognitions, they will be more inclined to take part in knowledge
sharing activities. (Minbaeva et al. 2012, p. 391) In this case remembering to thank and
giving recognition to all who are sharing some their experiences and knowledge, is one

thing where more focus could be made.

Barriers for sharing knowledge were studied according to Argote at al.’s motivation,
opportunity, ability framework. (2003, p. 575) Interviewees were asked if some of these

factors may be barriers for their knowledge sharing at work:

The ability, not everyone can receive but there are always those guys who can. All the
operators maybe don’t have the thing that they would share knowledge spontaneously,
but when someone comes and asks. The guide is naturally different thing because he is

paid. It’s about yourself. FIexp.

Capability thing can happen, that | or the other one doesn 't understand what I'm saying.

1t’s always possible to share knowledge. SWEnew
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In this answers the ability was a concern, but also the motivation. The opportunity didn’t
seem to be barrier for knowledge sharing for any of the interviewees. According to
Siemens an organizations should focus on finding which of these three factors may be a
bottleneck for knowledge sharing and then trying to widen it. (Siemen et al. 2008, p. 441)
In XX Ltd the bottleneck seems to be the ability, though the ability to share knowledge is
not easily widened. Focusing resources on training the new employees effectively is a one
answer how this bottleneck can be widened. Siemen et al. give an example that by
training employees how to communicate their knowledge may improve their ability to
share knowledge (2008, p. 441). In this come again the individual learning styles and the

different perceptions of the experienced and the new Y generation of working life.

Although the possibility in general didn’t seem to be a problem for knowledge sharing,
when asked about ways to improve knowledge sharing, it came out that more possibilities
to share knowledge with different area experts would be a big enhancement for
knowledge sharing. The answers from Finland are presented first. Here is a one answers
on how knowledge sharing could be improved involving the aspect of sharing

information in groups with different area experts:

Operators and if possible contractors in same. These kinds of meetings exist but in
general it’s the shift team leaders who take care of that. But can be sometimes also an
operator involved. Operators are like that if it’s just possible they are not in these
meetings. But it would be good that there would be at least one operator always who has

to also do those things, so to know what there are planning for us. FInew

As Reagans & McEvily have studied, individuals from different areas of expertise will be
less efficient on knowledge sharing in group in sort time. However diverse groups are
potentially more valuable in long term because they can produce individuals who
integrate in the knowledge network. These kids of projects might seem inefficient now
but can be finally more valuable to the organization tomorrow. (Reagans & McEvily
2003, 265)

When interviewees were asked about knowledge sharing improvements, they were also

asked that what are their perceptions of; group working, learning in group, changes
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between work groups and groups of different area experts as knowledge sharing

activities. Here are some interesting answers:

Interaction between shifts, more of that. ...if the organization could organize that people
from the same area could talk together of what happened in an upset and they worked

and what was learned... Flnew

Changes between shifts has been done but it should be voluntary... And shouldn’t be that
the newest guy changes. it’s not a good way. If there could be some (groups of different

area experts) it would be really good thing. But in my opinion there are not. FInew

We don’t do much e.g. repairing devices but with the repairers it could give helpful that

why certain thing has to be done in that certain way. FInew

So, interaction between, changes in shifts and groups with different area experts were
desired. Also the possibility that employees could go work with the repairing for a certain

time was seen as a good thing. That would widen own understanding of doing the work.

Final part of the knowledge sharing theme was about the equipments of sharing
knowledge. The common perception in Finland was that the equipments are good. Here is

one answer:

The equipments are good: on computer and on paper. FInew

The improvements to sharing knowledge in Sweden varied compared to Finland. Also the
answers between interviewees in Sweden varied more. Here are some interesting

answers:

I think we could have more courses outside of the working time. More courses outside of

the work, courses that support the work. SWEnew

Also we have some training days. We call them a section day where everyone are invited.
The engineer hosts the meeting and we discuss many things that have been going on and

on the agenda. So we have some of these but there could be more. SWEnew
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As the answers varied so much a common perception of improving knowledge sharing
couldn’t been made. Though, it can be said that more of knowledge sharing in groups of
different area experts is desired, the same as in Finland. These knowledge sharing
experiences seem to be effective for knowledge sharing and they generate wider social
networks within the organization (Reagans & McEvily 2003, p. 265). The equipments for
knowledge sharing are perceived worse than in Finland. Here is one answer concerning

knowledge sharing equipments:

1 think it’s not that much in the agenda. I think it’s not that much on the company that
knowledge sharing should be improved; it’s more like saving money. The logbook should
be in digital. There you write only the things that that are done. SWEnew

As King & Marks states, mechanisms for knowledge sharing in organizations should be
easy to use. This is also seen as an important factor in building a good knowledge sharing
environment. (2006, p. 141)

7.2.4 Job satisfaction

Job satisfaction theme of the interviews was concerning job satisfaction and the
perceptions of the work place and its atmosphere. According to The Nordic Employee
index by Eskildsen et al. the job satisfaction builds of five variables where the image of
the organization was one because it was seen to impact employees’ job satisfaction (2004,
p. 539-540). Here are some answers how the XX Ltd is seen as an employer and its

effects on job satisfaction:

| would give a satisfying degree. ... In this area | feel this is seen as a good employer
because it’s so big employer. ...not really, it feel little Cornish and dork to try to

something that the company is not. Flnew

Well good. ...it has (image on job satisfaction), I think they are trying to build some kind
of status of a good organization, but then when you work for a while, you will find that

the picture is fading quite quickly. FInew

According to these answer after the three years of experience the organization image is
not that good any more than it was in the beginning. This may also have a reflection to

job satisfaction. Earlier in the conditions of learning it was found some evidence that also
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the motivations to learn might be decreasing after 3 years, if the organization is not
offering new possibilities to learn. This is a notion that XX Ltd should take seriously.

Next there is an answer of experienced operators from Sweden talking about the same

guestions:

Generally it’s good. But I think it’s in the human nature to always complain, that is the
way for us to develop improve things. Constantly never be satisfied.

Yes, it has. Because if I feel, that I work for a company that doesn’t have a good ethic
policy or doesn’t care about the community or the employees. Of course it effects my

satisfaction to work. SWEexp.

From these answers and from the other answers not mentioned it can be said that XX Ltd.
is seen as a good employer. And what comes to the perception that does the image have
effect on job satisfaction, the last answer says it quite well that of course it has in some
degree, if thinking it clearly. Maybe in the interview situation all the interviewees didn’t

have the time to think this question well enough.

Interviewees were asked that what things effect their job satisfaction the most in positive
and in negative way. The framework is used by Sousa-Poza & Sousa-Poza where they
state that job satisfaction is sum of the goods and bads in work. (2000, p. 519) Here are

positive answers From Finland and Sweden:

Definitely that work team. My nearest colleagues affect the most. Stable workplace, safety
and salary come good seconds. Many feel this as a stable work place and don’t want t0

leave because of that too. FInew

...single most important thing for my job satisfaction is colleagues. Boring task maybe
but good colleagues, then it’s still nice to work. Stable work place yes, but nothing is for
sure. Safety is number one for us. But that is difficult it’s easy to talk about but it’s

extremely difficult to actually do it. SWEexp.

As seen from the answers, the most important factor effecting job satisfaction was
colleagues; actually every interviewee came to this answer in the end. The conditions to

do work were not that important compared to colleagues, giving a conflicting result
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compared to Eskildsen et al. studies in the Nordic countries on job satisfaction drivers.
(2004, p. 545)

The conditions that effect the most negatively on job satisfaction were not that easy to

sum up because there was so much variation. First are two answers from Finland:

Also the salary can effect negatively if you know that other side of the road you would get
better. It can effect slightly. Then atmosphere, well around operators it is good but then
this management and operators there is little schism so it effect satisfaction. And that is a
little problem because the work community is so big there is no tight work community ...
There is not much being together feeling when here is the shift system. There are many

people | have never met. FInew

Well then also adversely colleagues, if the group is kind of closed and they have been
here for 20 years with the same staff. And if there comes this kind of 20 year old boy if |
start to think myself it must be little odd then. FInew

The relationships with colleagues are also seen as negative effect on job satisfaction. In
the first answer and some other interviewees said as well that there is some friction
between the management and operators and in the second the age and experience levels
were seen as a possible negative in the relationships with colleagues. One possible reason
causing friction between e operators and management is the dictating learning practices.
Here are two answers from Sweden that were seen effecting negatively on job

satisfaction:

That we are a little pit sort of people in the shifts. SWEnew

1t’s maybe if we get some bad information of the factory that it doesn’t go so well, and
co-workers who are in bad mood. Safety is good on paper. XX Ltd. safety is not that good
that it could be. SWEnew

It is big notion that no one of the employees said that the hurry has a negative impact on
job satisfaction, though in Sweden the answer that they run the factory with few people

might suggest that there might be little hurry sometimes. Otherwise the answers were
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much the same in Sweden and in Finland. Only the shift team leader said that the hurry
has a negative effect on his job satisfaction, here is a part of his answer:

...] would say that the thing that some work is always waiting on the desk. Yes, here is
sort of time but when you start to go into something then all the time comes

interruptions... FIexp.

It was interesting to notice that the negative issues had more variance. Some people said
that there are always some little things that effect job satisfaction negatively. It is
important to notice that the job satisfaction variables are all self-perceived (Sousa-Poza &

Sousa-Poza 2000, p. 519). This is a simple reason why the answers vary so much.

The interviewees were also asked that what they would wish to their work. Possible
answers were: comfort to do the work, challenges, learning possibilities, rewards, job
atmosphere, and advancement opportunities. The interviewees could also answer other
things they would wish from work. The new employees wished two things the most:

learning possibilities and advancement opportunities. Here is a one answer from Finland:

Advancement and learning new things would be new things that motivate to do the work

better. Rewards also motivate. FInew

That learning possibilities and advancement opportunities are the most wished things
among new employees, it highlights that these factors would affect positively to job
satisfaction. Eskildsen et. al involve these factors to conditions of work category which
includes salary, work tasks and the personal development opportunities. According to
their research findings conditions of work is the most important variable for job
satisfaction. (Eskildsen et al. 2004, p. 125) Rowold & Schilling discusses of career related
continuous learning as an efficient way to avoid organizational memory loss. By offering
advancement opportunities operators don’t learn just for their own sake but to new

assignments and jobs. (2006, p. 490)

In average not much things were actually wished, in the end employees seemed to be
quite satisfied, especially the experienced employees. Some interviewees just gave a one

answer that came in their mind and started to explain it. Nevertheless, it can be said that
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more learning possibilities are wished especially in Sweden but also in Finland. Here is a

one answer given by an experienced employee in Sweden:

Sometimes you need and it would be nice to have experts of different fields to come to
share their knowledge. SWEexp.

This answer refers to the knowledge sharing theme. It seen that knowledge sharing with
different area experts is seen productive in long time period, it also has the effect that it
builds knowledge sharing networks across the organization and even across organization
boundaries (Thomas-Hunt et al. 2003, p. 464). Advancement opportunities were wished
especially in Finland, though the employees understood that advancing requires
engineering studies. Also better job atmosphere was wished especially in Finland, this

could be bettered by more open relations between operators and management.

Interviewees were also asked that what they would do differently in their work if they
could. Not many answers came in such little time to think but a part of one answer was

important concerning learning:

...I would say the training of the new generation could be done differently. Do it better,

with more time. Flexp.

This is an important notion, especially because it was said by an experienced employee
who has seen training the new people for 25 years. The notion is that more time should be

spent for the training of new employees of the new generation.

The last question in the job satisfaction theme was that how satisfied the employees ere to
their job. This was an important question to ask, so that a common perception could be
maid and that the answer was not tried to read between the lines of every interviewee
answers. The employees in Finland gave an overall perception that they are actually
surprisingly happy with their job. Same overall answer can be seen from table 5

concerning employees in Sweden.

Table 5. Gathered answers of overall job satisfaction from both countries.

Job satisfaction in general by country:

Finland Sweden

Well, satisfied. | don’t have a feeling that | | Good. SWEnew
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have failed at this moment FInew

So far quite okay satisfied. | haven’t had a
miscarriage of justice yet. Quite yes I'm still.
Flnew

Personally I'm satisfied. ..Of course the
tiredness irritates, but coming here haven’t
irritated. FInew

Well I'm quite satisfied when thinking about
the economy so it can be said; | don’t have
any score to be settled. And if | get to study
then I’'m even more satisfied. FiInew

Well | feel | am. | can say that I’'m satisfied...
Flnew

| have a two minded thoughts of my job:
partly satisfied partly not. FInew

Yes, personally I’'m really satisfied. Flexp.
Yes I’'m quite satisfied. I've been here for 26
years and haven’t want to change anywhere

else. Flexp.

Quite well satisfied | am. Flexp

I’'m really much satisfied. SWEnew

Well | think I’'m pleased to have a job. ...I think
that XX Ltd is a good employer in the big
picture, so yes. SWEnew

| feel fine. SWEnew

The job itself is a good job, but when the
company treats us poorly sometimes it’s bad.
The job is still good. The company effects that
I’'m not that satisfied. SWEnew

Right now, I’'m really satisfied. SWEexp.
Very. | see myself as fortunate, because | can

go to my work and still think it is fun. | take
interest in my work. SWEexp.

7.2.5 Productivity

Last theme of the interview was to get some thoughts from the interviewees of the

productivity effects of continuous learning and productivity. This was made to get their

perception of what they think could the possible effects be.

Interviewees were asked first that how do they feel their work has a meaning for XX Ltd

and the next question was to think about the meaning of learning, knowledge sharing and

job satisfaction to the productivity of the organization. Interviewees were also given an

opportunity to think practical situations where this could be found. Here are some

interesting answers which had good notions from experienced employees from both of

the countries:

Of course it is primary important. First of all, that all the upsets are done. It costs money

when there is a torch in fire. Other is that we can prevent upsets, if there isn’t knowledge,

and then the upsets will happen because of that. Flexp.
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What I think, is that the more people know about the factory the more the productivity
will be. So knowledge about the factory makes the productivity go up, and it makes XX
Ltd more money when employees know what they do. SWEexp.

Learning and knowledge sharing are seen really important for productivity among the
employees. As Barney has studied, human capital, which includes experience, training
and intelligence, is seen as a one resource of competitive advantage for an organization.
(1991, p. 100) In these answers the productivity is seen from the organization’s

productivity point of view.

The two next answers also take the job satisfaction view into count. Job satisfaction is
naturally seen to also effect positively on job satisfaction. Here is one answer from

Finland and Sweden:

The more information is shared the more the productivity goes up, so goes hand in hand.
If you enjoy it’s beneficial for the organization as well, if not enjoying anything extra will

be done. FInew

I would that it’s hard to say. I think that we are not going to make more money because to
run the factory better. If the people have more knowledge then they can maybe run the
factory a little bit better but I think most you gain from it that people make less mistakes.
They are more focused on what they are doing and not pissed about the company. In the

end the job satisfaction is also really important. SWEnew

As seen from two of the previous answers on productivity, the employees see that with
better learning and knowledge sharing fewer mistakes and upsets will happen and
employees can respond to upsets more effectively. A concern which came from some
other answers as well, is that some operators think their work does not really have effect
on the factory’s productivity. This is a concern the management should take seriously,
even though only some operators might think so and think so only partly that way like the

last interviewee gives this kind of perception.
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The next answer considers that not too much attention should be made on not making
mistakes because employees learn from mistake and thinking of mistakes makes the
perception negative:

... I wouldn’t bring it out in the way that when we learn we make few mistakes. | would
think it as positive that mistakes are not always only bad, from them you learn. But in this

environment you don’t have that much space to make mistakes of course. FInew

XX Ltd has a productivity bonus system for its employees like many organizations have
today. A concern about the functionality of the system was made by one of the

interviewees:

Yes | want to see that it has effect, but in the other hand the organization supports to
productivity in the way that it gives conflicting feelings, that does my work really count.
... Yes we have the bonus systems ... and they don’t go always hand by hand with the
results. That if we made a top result the bonus should be the maximum. The bonus could

be special events with colleagues, especially if we make top results. FInew

The compensations that come from reaching certain productivity indicators in
productivity measurement system are good motivators as long as the measures go hand in
hand with the results. XX Ltd. could consider reorganizing their productivity reward
system so it would be supportive to operators to focus more on productivity. The
comment proposes also that rewards from top productivity results could also be some

non-financial compensation.

None of the interviewees mentioned factors which are suggested especially important for
knowledge worker productivity like the quality and the growth of intellectual capital. This
indicates that the perceptions of productivity are much in the side of the productivity of
manufacturing. Nevertheless, knowledge worker productivity is something that XX Ltd.
could take a closer look, as the description of the work operators are doing has been

changing towards knowledge work.

From Drucker’s six major factors determining knowledge work (Drucker 1999, p. 83-84)
four factors fit at least partly to the job description of operators. Responsibility of the

productivity and autonomy in work can partly be considered fitting the description as well
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as continuing innovations of new ways doing the tasks in better ways. As seen from the
interview results, in operators work there is a need to learn continuously to be able to
work proficiently, and teaching others is present in the work especially with the
experienced employees. Third factor determining knowledge work is that knowledge
work is matter of quality as well as quantity. This suit well on the description, the work is
needed to do very precisely with zero errors; in that way quality is important. Last factor

is that knowledge workers are need to be seen as assets rather than costs.

The productivity of the operators work can be seen as a combination of knowledge work
productivity description and traditional manufacturing productivity. As the output is fairly
steady having some down peaks due upsets which may not be caused even by operators

actions, productivity of operators should be viewed from a different angle.

Learning and knowledge sharing bring human capital input to the system. Human capital
enhancement can of course decrease the number of upsets and shorten the upsets lengths
which will stable the productivity output. Human capital can produce also productivity
increasing in long term by breeding new innovations for the process. It is important to
remember too that with human capital there is no need to trying to minimize the input
usage. The human capital learning and information can also be shared in the organization
with minimum cost and it can be used for many purposes at the same time (Lonngvist
2007, p. 6).
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8 CONCLUSIONS

Conclusions are presented in the ways that first are the main results found from the
interview results following the interview structure. Chapter 8.2 gives the answers to
research question and suggestions for the organization concluding suggestions separated
for operators, management and for the whole organization. Future measures are presented

in the very end.

8.1 Main results

Job description

Conclusion of the job description argument is that the work of the interviewed employees
is much of a knowledge work rather than manual work as a result of the automation and
continuously expanding and developing production process. It can be said that 30 years
ago no one would have said that the same work could be defined as knowledge work.
Here can be seen the case of that organizations have moved from manual production to a
more automated and knowledge driven production (Ramirez & Nemdhard 2004, p. 602).
This is a notable conclusion because it forces the management to rethink their perception
of the work operators are doing. Even though, the work description of the operators does
not fulfill all the distinctions knowledge work has in the literature, the work description
has shifted much from manual work to knowledge work. The employees themselves
perceive their work it is a combination of these two, strongly seen as knowledge work

especially by the new employees.

Continuous learning

From the theme learning the first conclusion is that the pace of learning and getting
knowledge can be viewed as an S shaped learning curve. In this curve the first years 1 — 3
are the most difficult, but after that employees can begin to combine meanings at work
and by that the learning curve may steepen. In the stages of a learner this is the stage 3,
competent. (Dreyfus et al., see Cooley 1987, pp. 13-15, Quinn et al. 1990, 314-315) After
the employees get to the stage 4 proficient, their learning pace starts to slow because new
things to learn does not appear in the same pace. Getting to this level is really individual
but in average it will take 10 to 15 years, according to the interview results. The expert

level can be seen as the level only some people who have been in the organization for 30
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years may have. This as well as advancing the other stages strongly depends on the
motivation of the employee.

Second conclusion of the learning theme is the results how the learning happens the most.
In this the learning in Finland and Sweden differed quite strongly. The results of this are

gathered in table 6.

Table 6. How operators have learned the most to do the work.

Finland Sweden

(By doing) (By doing )
1. Guide 1. Group
2. Group 2. Together with colleague + guide
3. Together with colleague 3. Studying

.. studying the least

The results are explained by the fact that Sweden does not have a same kind of guiding
system where the guide gets a financial compensation for guiding a new employee. The
studying part is harder to explain but it may be because so much emphasis is put to
guiding in Finland. Department in Finland has made efforts to improve guiding and this

guide has been in a central role.

The third main conclusion of the theme learning is the factors effecting learning and the
conditions for learning. The main findings can be found in table 7. To answering the
challenges found, XX Ltd should concentrate on giving feedback and support for the
employees. As the research findings of the new working generation Y also support, new
and young employees want and need feedback, positive and negative. By giving feedback

the commitment and confidence will also be enhanced.

Table 7. Factors effecting learning and conditions for learning.

Factors affecting learning at workplace

Conditions for learning in organization

Structure of work

-ok

Feedback and support

-should be more, positive and negative

Commitment and confidence
-enhances with experience
-feedback and support have positive effect

Openness and experimentation

-ok, can always go to talk

Knowledge transfer and integration
-ok (Finland)

-moderate (Sweden)

Managerial commitment to learning
-could be better, more support
System perspective

-not that good
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The theme learning included several of theories from individual to organizational

learning. Combined with the two mentioned above, a summary of other findings are

presented next.

Planning own learning was more possible in Sweden. This is very motivating in
the research literature and the employees perceived this possibility highly
motivating. This is something Finland should consider to implement. Individuals
learn in different ways, so individual characteristics can be noticed better when

own planning is involved.

Motivation to learn in Tannenbaum’s learning cycle comes mainly from using the
learned skill in practice, not from the learning itself or by getting recognition

from learning because only little or none recognition is reserved.

Not any big barriers were seen for learning in work. The study material
availability and the reduced amount of training were seen as light barrier in
Sweden. For a new employee a barrier for the learning in the beginning was the
lack of practical working. Focusing more in guiding could be an answer for this
issue. In the same time guiding works as a way to transfer the knowledge from
experienced to new employees, and builds strong networks between the
employees. In Finland the resources put in the guiding were still seen as a barrier
even though the guiding is seen much better in Finland than in Sweden. The
different characteristics of individual learners should be noticed too if the

learning of a new employee is wanted to be as productive as possible.

Altogether, resources enabling learning were seen as barrier, though this is a
guestion the management has to discover where to direct the limited resources.
But as seen from this research, organizations are becoming more and more
knowledge driven, and by focusing on learn and in human capital organizations

can have competitive advantage in the future (Barney 1991, p. 101).

Knowledge sharing

Third theme of the research material was knowledge sharing. The main conclusions of

this theme are presented next.
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Knowledge sharing and storing occurs the most in conversations with colleagues. Next
most used ways of sharing and storing knowledge are the shift logbook, the handbooks of
every employee, XX Ltd.’s software applications like sharepoint, and meetings. The
knowledge that is shared in conversations is mainly tacit knowledge and as known from
the literature this knowledge is harder to transfer simple codified knowledge. The hard
issue to answer is how the tacit knowledge could be stored more. One answer is that
employees would write more detailed reports in the logbook, not only what is done but
also how and why a certain task was done. This would spread the so called tacit
knowledge much wider in the network. It was a common though among the employees
that knowledge should be stored more. This illustrates that there should not be resistance
for these actions. Another possibility share this tacit knowledge more is to enable more

interaction with shifts with collective events.

Second conclusion of the theme knowledge sharing is the conditions influencing
knowledge sharing. The answers are presented in table 8 where two frameworks are
presented side by side and the conclusions are sum of the two frameworks. For the first,
the conditions were perceived positive, sharing knowledge feels important and there are
almost always possibilities to share knowledge with colleagues. Organization’s
commitment to knowledge sharing had conflicting perceptions, so it can be said that XX
Ltd. could have more attention to this because all the employees are not satisfied to it. If
not enough resources are put to enabling knowledge sharing, the organization’s
commitment to sharing knowledge is perceived low. Hardly any recognition is received
when sharing knowledge; this is also a point that could be enhanced. The recognition can

be just kind worlds from the receiver; it still enhances employee’s motivation to share.

Table 8. Conditions for knowledge sharing.

Conditions influencing knowledge sharing MOA - sharing knowledge
Intrinsic motivation Motivation

-ok -ok

Engagement in social interaction Opportunity

-ok -ok

Perceived organization’s commitment to | Ability

sharing -a possible bottleneck
-could be better
Extrinsic motivation

-low
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Motivation and opportunity were perceived to be in order for knowledge sharing. Possible
bottleneck is the ability to share in cases if the receiver does not understand or vice versa.
Possible solution for this bottleneck is that it can be widened with training the new

employees more effectively.

Third conclusion of knowledge sharing includes knowledge sharing improvements. The
research literature as well as the interview material suggests that groups with different
area experts would be productive to share knowledge but also to build a wider social
network in the organization. This was found from Finland and Sweden. Also more
interaction between shifts was desired and possibility to share knowledge with the
maintenance was wished in both countries. All these connections would build networks
for future knowledge sharing and also deepen the understanding of employees own tasks.
These groups will be productive in long time period rather than in short time. Final
conclusion of knowledge sharing is that the equipments for sharing knowledge are good
in Finland but only moderate in Sweden.

Job satisfaction
The first main conclusion of job satisfaction theme was that XX Ltd is seen a good
employer in overall perspective. The image of the organization effects job satisfaction

slightly according to the interview results.

Second conclusion of the job satisfaction theme is the factors effecting job satisfaction.
The most important factor effecting job satisfaction was colleagues unlike the literature
suggested that most important factor for job satisfaction would be conditions of work.
Table 9 presents the positives and negatives of job satisfaction where the placement of the
factor illustrates whether the factor is seen positive negative or in the middle. The
answers being almost the same in Finland and Sweden the table is average of both
countries. What comes to the answers of job satisfaction, it is important to notice that all
the factors are self-perceived (Sousa-Poza & Sousa-Poza 2000, p. 519) and so can vary a
lot depending on individual perceptions. Especially the negative answers varied from

interviewee to another.
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Table 9. The main factors effecting job satisfaction at XX Ltd.

Factors effecting job satisfaction

positive negative

Colleagues

Work group  Atmosphere between operators and managers

Certainty of work Closed atmosphere in some shifts

Salary
Safety in work i

Immediate manager

Lack of the sense of community

An important notion is that no one of the interviewees mentioned lack of time as a
negative factor to job satisfaction except the shift team leader. According to Eskildsen et
al.’s conceptual model these factors effecting job satisfaction effect directly also to
motivation. The final outcome of job satisfaction and motivation is loyalty. For
management this connection is important to notice because by enhancing the concerned
factors of job satisfaction the motivation and loyalty to the organization will increase too.
(2004, p. 540)

Third main conclusion is that the new employees wish learning and advancement
possibilities in work. According to Jones & Chung organizations need to focus their
current practice away from mostly financial measures and go toward developing more
knowledge specific challenging work, increase group activities, increase individual
recognition, and provide fair upward mobility opportunities. (2006, p. 35-37) More
possibilities to learn and possibilities to study while working could open those desired
advancement opportunities. The fact that operators job description has moved towards
knowledge work, it is natural that more learning possibilities should be available at XX
Ltd.

Fourth conclusion comes back to the learning of new operators. More time and resources
are wished for teaching the new generation. This is supported also by finding above that

new employees are wishing more learning possibilities.
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Final result of the job satisfaction theme is that the overall job satisfaction is good. The
employees for example mirrored their job satisfaction compared to the present situation in
economy and they felt satisfied to their job.

Productivity

The first main conclusion of the theme productivity is that continuous learning and job
satisfaction are affecting the productivity of the organization and this is understood
among employees. Some employees felt their work does not have any effect on the
productivity and this is a concern management should make clear. It is important that
every employee has a clear vision how much a certain upset costs, this gives perspective
for the productivity view. Learning organization enables organization to stay competitive
in the market. How big are the effects of continuous learning and job satisfaction to
productivity it is hard to know, because of the nature of continuous learning and job
satisfaction they are not easily measured. Another factor that makes this combination hard
to measure and generalize is the variety of different performance and productivity

measures.

Nevertheless, according to the research literature continuous learning is strongly
connected to individual and organizations productivity. Continuous learning is a must for
organizations for staying competitive in the future. Continuous learning has effect on
employees’ quality of work and innovativeness. Quality of work effects on how well the
process can be handled, fewer errors and faster corrections of upsets will keep the
productivity output on the top. Continuous learning will increase the intellectual input. It
is hard to say how much resource the investments enhancing continuous learning
demands, but by focusing in the found conditions may allow the increase in productivity
in the future. Continuous learning and knowledge sharing improvements will raise the
amount of learning and the overall human capital which can also breed productivity
increasing innovations to the process but this is seen more as a long term effect. The
innovations in this case may be simple enhancements of doing certain tasks or then bigger
changes in the process. Continuously increasing human capital enables also better
continuous optimizations of the process which will occur in small output increase in long
time period. It is important to remember too that with human capital there is no need for
trying to minimize the input usage; it can be shared in the organization with minimum

cost and it can be used for many purposes at the same time (L6nnqvist 2007, p. 6).
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These connections between continuous learning and productivity are illustrated in figure
19. Output graph illustrates the possible variation of output at XX Ltd where the
temporary declines are the upsets. It is important to remember that the continuous
learning is much about continuous learning of the process, past experiences and errors
made. In the figure 19 this is presented by the arrow from upset handling to continuous
learning. This fact is taken care well in XX Ltd; every upset is analyzed afterwards in

detailed reports.

effect _
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Output graph
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Figure 19. Main effects of continuous learning on productivity.

Job satisfaction is also connected to individual and organization’s productivity but the
connection is not seen that strong. Job satisfaction is affecting productivity more
indirectly than continuous learning and thus can be influenced more by other variables.
Job satisfaction affects the loyalty of employees and so effects on turnover intention. Less
turnovers decreases the labor input in the productivity function due to fewer recruiting
and salary expenses. Job satisfaction can raise the motivation, efficiency and
effectiveness of employees which enhances the quality of work. This enhancement is seen
in action in upset handling. The high motivation may also lead to employees doing more
than obligatory and may affect the employees working pace which may show in output
increase to some extent. (High job satisfaction and motivation are argued to have positive
effect on safety as well; with less accidents input decreases because accidents always
cause costs.) If the job satisfaction is low it will have negative effects to the earlier
mentioned factors of course, and the possible turnover increase would affect the available

human capital which further may effect in the output.
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In XX Ltd the output of the manufacturing process is fairly steady and continuous
productivity output increase is a slow long term process. Continuous optimization of the
process is important in the manufacturing process. With this kind of process the already
discussed quality of work is important to avoid process upsets and to handle the upsets
quickly to get the manufacturing back to maximum level. The knowledge worker
productivity description sits well to this setting where the quality plays an important role.
Figure 20 summarizes the whole continuous learning — job satisfaction — productivity
combination given in these conclusions and in the theory concerning job satisfaction,
continuous learning and productivity connections. Figure 20 is gathered around
motivation, opportunity, ability (MOA) framework which can be used for evaluating
work performance. The improvements for continuous learning, knowledge sharing and
job satisfaction are presented in the next chapter divided for operators, management and

organization as a whole.
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Figure 20. Effects of continuous learning and job satisfaction on productivity in XX Ltd.

As seen, in XX Ltd there are lots of possibilities that can be achieved on productivity
increasing by continuous learning and job satisfaction improvements. Long term
productivity increase is possible when enough time is given and the increasing human

capital input is utilized in action.
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8.2 Research question & suggestions

Research guestion

Short answers to the research questions are presented here. The answers are short and
simplified answers form the results of this thesis report. The answers are written from the
perspective of the case organization. The research question and the two sub-questions are

presented here again.

“How employees’ continuous learning and job satisfaction are affecting the productivity

of the organization?”

According to the research literature continuous learning is strongly connected to
individual and organizations productivity. Continuous learning is a must for organizations
for staying competitive in the future. Continuous learning has effect on employees’
quality of work and innovativeness. Quality of work effects on how well the process can
be handled, fewer errors and faster corrections of upsets will keep the productivity output
on the top. Continuous learning will increase the intellectual input. It is hard to quantify
the resources needed to enhance continuous learning demands resources, but by focusing

on the found conditions may allow increase in productivity in the future.

Job satisfaction is also connected to individual and organization’s productivity but the
connection is not seen that strong. Job satisfaction is affecting productivity more
indirectly than continuous learning and thus can be influenced more by other variables.
Job satisfaction affects the loyalty of employees and so effects on turnover intention. Less
turnovers decreases the labor input in the productivity function due to fewer recruiting
and salary expenses. Job satisfaction raises the motivation of employees which enhances
the quality of work. This enhancement is seen in action in upset handling. The high
motivation may also lead to employees doing more than obligatory which shows in

output increase to some extent.

The main research question is supported by two sub-questions:

“What is needed in the organization so that the continuous learning would be effective? ”
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The conditions for continuous learning and knowledge sharing have to be in place for
effective continuous learning. The organization should focus that feedback and support is
given to the operators, this enhances learning and also the commitment and confidence to
learn. Managerial commitment to learning could be better; it can be shown in actions like
giving more support by enabling more learning possibilities. System perspective for
learning could be enhanced Finland by decreasing the dictating kind of policy for learning
and in Sweden the learning material should be updated and better. The motivation for
learning could be improved in Finland by giving the operators opportunity to plan their
own learning. Important in guiding is that the guide and the learner could talk about their
preferred learning characteristics in the beginning so the learning relationship could be
productive. The learned skills should be possible to use in practice and recognition should

be received of learning so the motivation to learn could be continuous.

Conditions for knowledge sharing can be improved by enabling tacit knowledge to be
shared in social interaction. More possibilities to interact with other shifts and the
logbook could be used to share knowledge of happenings in more details than it is done
now. Groups with different area experts could widen the sharing network of operators
within organization and give new aspects to understand their work better. Organization
should notice that all the operators have the ability to share and receive knowledge; this
needs focus on training the new employees so that their knowledge raises enough to
understand difficult situations. The organization should also try to implement policy that
the operators would receive recognition from sharing knowledge. The stronger sense of
community, which was seen to be lacking would also enhance the knowledge sharing

activities, while individuals are more likely to share knowledge to closer colleagues.

What should the organization offer for the new employees so that they would commit, be

motivated to learn new skills and stay satisfied?

The new generation Y coming to working life is different than any other generation
before. The new employees want feedback and support much more than the older
generations. The new employees want also learning and advancement opportunities, and
demand goals and rewards from achievements in work. Especially learning and
advancement opportunities are desired in in XX Ltd. Operators with already few years
work experience may want to have more challenges to stay motivated. Different projects

are welcome to keep the new employees committed and satisfied.
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The new generation Y employees work well in teams and want to have sense of
community in workplace. In XX Ltd sense of community can be enhanced by organizing
common events for the shifts because in their normal work shifts there is practically no
proper interaction between shifts. This increases the satisfaction of new employees and
widens the knowledge sharing network for sharing the tacit knowledge. Offering team
tasks and training in teams enhances the job satisfaction and will have a positive impact

on organizational commitment.

Suggestions

Suggestions for XX Ltd are presented for three groups: the operators, management and
for the organization. The suggestions are practical suggestions which should be
considered in future decisions and attitudes in the organization. Organizational
suggestions are wider suggestions more for understanding the connections and what is
seen important of this thesis in the future for XX Ltd. The suggestions are categorized in
figures 21, 22, and 23 around the motivation, opportunity, ability - framework which can
be used to evaluate work performance and for knowledge management practices. These
factors of the framework also drive knowledge sharing behavior of individuals (Siemsen
et al. 2008, p. 426). Using this framework shows where the suggested actions are

effecting in this framework.

Suggestions for operators:

It is important for new operators to understand that the learning process of getting to
know the work well is long and continues all the time. “You are never ready as an
operator” as one experienced employee said. The learning function can be seen as S
shaped curve where the first couple of years is slow because of the huge amount of
different causes have to be digested. After few years the learning gets easier when it is
possible to combine segments and form a bigger picture of the work. Getting to proficient
level of expertise takes approximately 10 years. To be an advanced beginner takes
approximately 1 year and becoming a competent worker approximately 3 years. Learning

speed depends mainly on the motivation and on ability to some extent.

As the work of operators have shifted more towards knowledge work, operators must

participate in learning and knowledge sharing activities to build up their knowledge, and



102

by this take responsibility of their own learning, autonomy of work increases. Curiosity is

an important word regarding successful continuous learning.

The experienced operators should become aware that the new generation demands
feedback and support. Both positive and negative feedback are desired. The individual
learning characteristics should be understood; so the relationship of the guide and the
learner can be productive. Different characteristics can complement each other when

understood properly.

Guiding is important for teaching the new operator. The impact of the whole shift for
teaching the new operator is also crucial. Guiding offers a wonderful possibility to share

the knowledge from experienced to the new operator.

Understand the productivity point of view in a scale that how much the certain upsets are

costing money.

The workis Take Thank the personif | NEW: Understand that Notice the
combination of responsibility [ heshares learning the work takes importance effect
knowledge and of own knowledge with time, after 3 years you the work hason
manual work learning you may be competent factory’s productivity

Learningis ongoing
continuous process in
operators work

Motivation Participate in offered

learning possibilities

Ask for challenges, learning
and advancement
opportunities

NEW: Demand feedback, ask
forit

Opportunity

Widen your knowledge sharing network in the organization

The whole group has to take responsibility of teaching the new operators

Guiding is wonderful way to share knowledge form experienced to new ones

Logbook can be used forsharing knowledge, notonly for sharingwhat has been done

Abll Ity EXPERIENCED: Give feedback forthe new, they demand positive and negative, fro it
they learn

EXPERINECED: Enable the new operatorsto use learnedskillsin practice

EXPERINECED: Notice the different preferred learning characteristics of others

Notice the different preferred learning characteristics of others

Figure 21. Suggestions for operators in MOA framework.

Suggestions for management:
The learning function of operators can be seen as S shaped curve where the first couple of
years is slow because of the huge amount of different causes have to be digested. After

few years the learning gets easier when it is possible to combine segments and form a
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bigger picture of the work. Getting to proficient level of expertise takes approximately 10
years. These things are useful to notice when planning training for operators.

Due to the shift from manual work towards knowledge work operators are an asset
because of their intellectual capital which cannot be easily replaced. This changes the
mindset of management. Traditionally manual workers were seen as a cost in the past but
operators threated as an asset means that assets are made to be grown while costs were
meant to be controlled and decreased. As the work has shifted towards knowledge work

operators need more autonomy to do the work.

Management should offer more knowledge sharing opportunities for operators because
lots of the knowledge in the work place is tacit and thus requires face to face meetings for
sharing. This knowledge is not easily stored in storage systems but is valuable. Operators

wished more interaction between shifts.

Management should arrange cross occupational groups / projects for knowledge sharing
for several reasons: these groups with different area experts are able to share knowledge
which is valuable especially in long time period, the groups will form a wider network for
sharing knowledge in the future, and these groups will enable operators to widen their

understanding of their own work tasks.

Among the operators there is a lack of the sense of community. This can be improved by
many kinds of common events. As the operators’ most important factor effecting job
satisfaction was colleagues, having better sense of community can enhance the job

satisfaction significantly and in the end also the productivity of the departments.

New operators demand feedback and support as much as possible. Both positive and

negative feedback are desired.

As the new operators wish learning and advancement opportunities, these opportunities
should be available to keep the new operators motivated, stay in the organization and

satisfied. Some operators with 3 years or more experienced wished more challenges.

Guiding is seen important for learning. It is also an important way to transfer the

important tacit knowledge from experienced to the new operators. It also builds strong
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personal relationships which eases the sharing of the important tacit knowledge. The
learning in the beginning requires time. The responsibility of teaching the new operators
should be on the guide and the whole shift.

As there seems to be some uncertainty of the importance of operators work towards
plant’s overall productivity, it is important to make clear the scale how big losses can the
upsets have on productivity. This should be brought to operators in a practical way, which

is easy to understand.

Master Operators Give goals for new Give more feedback Make clear forthe
coaching treated as operators to keep to new operators, operators the effects their
skills assets them motivated they demand it work has on productivity

Operators need autonomy
to do the work
M Ot | Vatlon Inform operators of existing

learning, educaticnand

advancement opportunities

Arrange common events for

operators to enhance the

sense of community, widen

knowledge sharing network,

increase job satisfaction

0 pportunity
Include operators in projects and teams for knowledge sharingand
learning and to widening the knowledge sharing network
Arrange face to face knowledge sharing possibilities between shifts
for sharingthe tacitknowledge
Offer operatorsto visitthe maintenance staff for understanding
A bi I Ity own work better and widening the knowledge sharing network

Offer training events that give specified knowledge
Mew operators together andthey canchoosethe trainingtopics
Focus on training new operators enhances abilityto share
knowledge

Figure 22. Suggestions for management in MOA framework.

Suggestions for the organization

Due to the shift from manual work towards knowledge work operators are an asset
because of their intellectual capital which cannot be easily replaced. This changes the
mindset of management. Traditionally manual workers were seen as a cost in the past but
operators threated as an asset means that assets are made to be grown while costs were
meant to be controlled and decreased. As the work has shifted towards knowledge work

the work needs more autonomy.

The new generation Y coming to working life is different than any other generation
before. They want feedback and support much more than the older generations. The new

generation wants also learning and advancement opportunities, demand goals and rewards
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from achievements work. Because many of them have adopted the free agency attitude
towards working in different organizations, these demands of the new generation Y

should be taken seriously to avoid premature turnover.

Because continuous learning is proved to be connected to organization’s productivity
especially in term and is seen crucial for organizations to stay competitive in the future,
enhancements in enabling continuous learning in XX Ltd should be seen as investments
in long run productivity. Operators work has shifted towards knowledge work so

continuous learning is even more important.

Job satisfaction is proved to be intertwined to motivation and these have positive impact
on employee loyalty. Thus job satisfaction effects on turnover intention and the quality of

work, it affects also the organization’s productivity.

The new generation of Knowledge =
work force demands workers need to
feedback, support, goals betreatedas
and rewards from assets, notas
achievements cost
Knowledge workers
M H H needautonomy to
Dtlvatlon do theirwork The traditional manual
work description has
The new generation shifted towards
wants learningand knowledge work due
advancement automation—
opportunitiesin continuous learning
work and knowledge
transferare more
Opportunlty Important tacit knowledge hard mportantthan before
to transfer, needs face to face
meetings
Cross occupational groupsare
productive in longterm: sharing
knowledge, learning, widening
. understanding of ownwork, and
Ablllty widening knowledge sharing
network
\ ) -
|

Human capital is a source of competitive advantageand
positive impact on productivity development—continuous
learning and knowledgesharingimprovements will increase
the amount and utilization of it

Continuous learning and
job satisfaction are linked
to productivity

Figure 23. Suggestions for XX Ltd in MOA framework.

Future measures
The most valuable assets in the last century were the production equipment, while now in

the 21% century the most valuable assets of organizations are its knowledge workers and



106

their productivity. (Drucker 1999, p. 79) Future research needs more understanding of
knowledge worker productivity measurement. Pepitone has stated that knowledge worker
productivity questions are matter of social sciences too, not only of industrial
engineering. According to him the opportunities for productivity improvements in
knowledge work exceed the experiences in production. Though, the achievements of
these improvements will occur very differently because individual capabilities such as
perception, understanding, desire, life experience, creativity, and technical expertise are
not easily replaced through automation or developed through training or procedures.
(Pepitone 2002, p. 39-44)

The proportion of knowledge workers has increased in industrialized countries to between
60 and 75 percent of the workforce. (Ramirez & Nembhard 2004, p. 624) As the vast
majority of the workforce is knowledge workers, the difficult question of knowledge

worker productivity needs better understanding.

Research literature has some research of continuous learning — productivity linkages but
more of understanding is needed in this area. In the current knowledge intense economy
this is a point that should be seen important in the future. Also the difficult research area
of job satisfaction — productivity connections needs more empirical research evidence,
though it is widely understood that the connection is hard to demonstrate generally. The
new workforce in industrial countries perceives the work differently and seeks for jobs
that can offer satisfaction for their needs. This research area of new generation job
satisfaction and its link to job satisfaction is seen as interesting research area. The
combination effects of continuous learning and job satisfaction on organization’s
productivity have been studied almost at all before this study. Future research of this

research entity is desirable.
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APPENDICES

INTERVIEW BODY

1. Everyday work
How do you see your own work?

Is it knowledge work, repeated work, physical work...
- What is easy in your work?
- What is difficult in your work?
- What is important in your work?
How well do you feel you know your work?
- incommon: How would you estimate, how long does it take for an operator
that he manages his work so well that he recognizes situation in full scale? and
can react to unforeseen situations?

2. Learning
Learning during the workday

- How do you feel you have learned the most to your work?
(group, together with colleague, mentor, challenging tasks, studying)
- (In which situations you feel you learn the most?)
- (How often you feel you learn something?)
- How do you see the significance of the group in learning?
Factors affecting learning:
How do these things affect your learning at work:
Job structure and challenges
- Does the structure of work enable learning? Does it affect somehow?
- Isthere a good amount of challenges?
Feedback and support
- Isthere enough feedback and support, what kind of support and feedback
would you like to have?
Commitment and confidence
- How do you see these affect your learning at work?

Motivation to learn
How has your will to learn changed during your time at XX?
- Why?
What things motivate you to learn in your work?
What things of these you would see motivates you the most to learn: (in a row)
- Learning itself
- Using a learned thing in your work
- Getting recognition or reward for doing the work

Do you feel you get to influence in the planning of your own learning? Would you like
to get to influence it? Would this help you to raise the motivation to learn?

large scale: What motivates you in your work?
How do you see these things help or not help you learn at XX:
- managers commitment to learning
- the practicalities and the atmosphere at XX support learning
- Openness and possibility to try support learning
- Possibilities and practices at XX to share knowledge




Developing learning
- What barriers do you see for your learning?
- Is something disturbing your learning?
- How could this be prevented?
What do you think of the offered learning possibilities in your work?

end: Shortly, what would be the best practices to learn the operators work as well as
possible? Where should the focus be?

3. Knowledge sharing

Knowledge sharing in everyday work
- How knowledge is shared to most in your work?
- Should learning information be stored more in somewhere than it is stored
now?
What would be the best way to store information that it would be easy to exploit?
- Foryourself? In common?
In which situation do you get the most information?

Motivation to share knowledge
- Why do you want to share knowledge?
What meaning do these have to your knowledge sharing:
- sharing feels right and important
- it’s fun to work with colleagues
- XX is committed to share knowledge
- You get recognition when you share knowledge
Why don’t you want to share knowledge?
- Is some of these barriers for you to share knowledge
- motivation
- possibility (is there practical barriers to share knowledge?)
- capability (do you feel you get proper amount of knowledge, or too
much)

How knowledge sharing could be improved in your work?
- practical ideas
(group working, group learning, changes within groups, groups with different
area experts)
- How do you see the equipments for sharing knowledge? (Some ideas to
them?)

4. Job satisfaction

How do you feel being part of XX?
- How do you see your future at XX?
- How do think about your future and work in general?
- What kind of picture you have of XX as an Employer?
- Do you see at the image of XX affects your job satisfaction?
Tell situations where you have felt satisfaction towards your work?




What things affect the most to your job satisfaction:
- positively
- negatively
(Interesting job, Culture of XX, immediate manager, getting recognition of
work, cooperation with colleagues, certainty of work (that you feel you have a
stable workplace), safety in work, salary, job benefits)
What things would you wish from work?
(Comfort to do the work, challenges, learning possibilities, rewards, job atmosphere,
advancement opportunities)
What things would you do differently in your job if you could?
- ideas?
end: How satisfied do you feel you are to you work?

5. Productivity

How meaningful do you see your work to XX?
- How would you see the meaning of knowledge sharing, learning and job
satisfaction to this factors productivity?

- In which practical situations this could appear? (learning and
knowledge sharing on productivity)




