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ABSTRACT

There is an ever increasing pressure on organiatio meet the requirements of a learning orgabizat
hence the competence to acquire knowledge and leasnbecome an important source of competitive radga.
The focal point of present paper lies in the irgetion of social context of knowledge sharing ahd technological
support of ICT tools. Authors found that ICT tooln enhance and inhibit organizational learningjtsilait the same time.
For the successful introduction of a new tool natyoits compliance with the existing systems must dnsured,
but also the match with both the organizational fers’ cognitive ability to learn how to fully utéé the tool as well as

their motivation to do so.

KEYWORDS: On-the-Job Learning, Knowledge Sharing, Informatimd Communication Technologies, Motivation,

Cognitive Capabilities
INTRODUCTION

In today’s complex, dynamic, knowledge-based sggciatt only the forms of learning have been chaniged
also the places of learning. The role of workplacéhe learning process is becoming more importahere is more and
more pressure on organizations to meet the expmesadf a learning organization, however, on-thedarning is often
an unconscious, unpremeditated and unplanned @radéarsick, 2003) that is embedded in the everydayking
(Eraut, 2000; Grant, 1996).

Nowadays, the knowledge has become an importanbures and also a determinant market good.
It is about knowledge markets, knowledge capitatj knowledge transfer (Balaton et al., 2010) arghoizations must

invest into the acquisition of knowledge in ordeistay competitive over the long-term (Szabo €2@1,1).

Knowledge sharing is tightly connected to learnitigat is why it is highly important to examine whic
organizational framework facilitates or inhibitgyanizational learning. This paper focuses on intgggnizational learning.
Lytras and Sicilia (2005) have reviewed the exigtliterature in order to separate knowledge andnleg from one
another and came up with 5, distinct pillars: Kijowledge and learning objectskhowledge as an articraft and with
learning as content; (Ynowledge and learning processe&nrewledge as a process and life cycle and learaing flow
of instructions; (3)Knowledge and learning strategieskrowledge in social context, whatever it is abadnttividuals,
groups, organizations, networks, or virtual or paed connections; (4Knowledge and learning systemskrowledge
facilitators: it is about every technological deyminent, application, service. Learning and knowtedgstems can be
described with socio-technical characteristics; gg)dKnowledge and learning performanceThis pillar includes control

mechanisms, standards, and measurement, so it adl@asuring performance.

! The research was carried out as part of the EITKRS1-2012-0001 project, which is supported by thengarian
Government, managed by the National Developmennégedinanced by the Research and Technology Iniavadund
and was performed in cooperation with the EIT 1Gb& Budapest Associate Partner Group.
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The focal point of present research lies in theersdction of social context of knowledge sharing
(the 39 pillar: knowledge and learning strategies) ando allse socio-technical background of knowledge siwari
(4" pillar: knowledge and learning systems). Thera igap in the literature as only little effort wasde to study both
pillars parallel. While it is acknowledged that kviedge sharing and learning are crucial to orgditmal success,
as well as that information and communication tedbgies play an important role in facilitating kniedge sharing,
there is still a lack of clarity regarding how suettchnologies can be best deployed (Baettl, 2004). Consequently,
the central question of this research is that wiidtha-organizational factors influence (facilitate. inhibit) on-the-job

learning?
The Social Context of Learning on-the-Job

Granovetter (1992) attracts attention to the stmattand relational embeddedness in his work abetworks.
Granovetter proposed that networks are heterogsneaderms of personal relationships in terms ofsity as well as the

existence or nonexistence of relationships betveeetain nodes.

Hortovanyi and Szabo (2006) have also formed thmerpersonal learning model based on the work of
Granovetter (1972). They claim that knowledge stwais influenced by the quality (positive or negajias well as the
strength (weak or strong) of the relationship betwéhe parties. According to their model 4 différgypes of learning
modes are identified: collaborative, cooperativenstrained, and competitive learning. In line witteir model,
Ensign and Hébert (2010) confirmed that superfipiatsonal and professional interaction have a negaffect on
knowledge sharing; while the higher the level ofotional linkage the more likely the knowledge shgribetween

individuals will happen.

Nahapiet and Ghoshal (1998) identified 3 dimensioh&gh determine together the output of knowledigaring
at organizational level: structural-, cognitivendamotivational. Authors attempt to revise aforetitered dimensions of

Nahapiet and Ghoshal in order to extend our unaedstg of on-the-job learning (Figure 1).

Structural dimension i Cogmitive dunension Eh[oin' ational dunension :
Framework Indhvidual Perceived situation
competencies
Working environment Organizational culture
Infrastmcture Competencies Trmst
ICT Fnowledge Reputation
Organizational structure Language Power
Templates Expenence Leader’s athitude
Rules Communities

N ¥ 4

On-the-job learning

Figure 1: Research Model
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The Structural Dimension

The first dimension of interpersonal relationshigsthe structural dimension that sets the conditidor
knowledge sharing. Computer-based information teldgies play an important role in how organizatiostere
knowledge (Anancet al, 1998; Huber, 1991; Stein and Zwass, 1995) ankienitaaccessible and retrievable for their
members (Olivera, 2000). That is, they are IT-basgstems developed to support and enhance the ipagianal

processes of knowledge creation, storage, retriénaaisfer, and application (Alavi and Leidner, 20

Barrettet al (2004) proposed that softer issues such as ntimtivand the learning context are crucial in forgin
a supportive “climate” for knowledge sharing. lrcamance with them, Van den Hooff and de Rider £dGfmphasized
that the use of IT systems doesn't influence diyettie knowledge transfer process; it has onlyratirect effect through
the manifestation of organizational commitment. tdwer, if the climate is good, then technology hasmtral part to play
in providing the media and infrastructure for léagnin and between knowledge communities. Relyipgruthese
findings, they identified (1) the learning and kredge transfer supportive context and (2) integrda@T development

and usage as key characteristics of a succesgulledge community.
The Cognitive Dimension

The cognitive dimension refers to the ability ofj@anization members to share their knowledge witth ezther.
It is about shared codes, language and narrati@esinected to the cognitive dimension of knowledgendfer,
for example, Riege (2005) mentioned the existerigeaper individual writing and oral communicatiosislls as a barrier

of knowledge transfer.

Schon (1983, p. 271) points out that intra-orgaioral occupational communities can be expectethaee
different domains of substantive knowledge and rogieneous ways of learning (Van Maanen and Barl®g4;
Boland and Tenkasi, 1995). The knowledge shariffgcdities of communities are rooted in differendagheir language,

the locus of their practice, and their conceptadilan of the product.
The Motivational Dimensions

The third dimension is connected to motivation ibaboted in trust, norms, and identification. Maesearchers
studied on-the-job learning and contrast it witiydaork routine. Edmondson, Bohmer, and Pisand@@oncluded that
solely working day to day and as such performirgitdaas usual would not result in learning. It wéi$ult in, as they call
it, execution-as-efficiency. They also claimed tlegrning infrastructure and psychological safstpdth needed in order

to motivate individuals to share ideas or suggesti@underson and Reagans, 2011).

Riege (2005) and later Tarody (2012) proposed timatleader has a significant role in creating ducel that

facilitates knowledge sharing, which includes tbegbility to make a mistake and also the learfiiagn mistakes.
METHODOLOGY

The central question of the research is that whitta-organizational factors do influence on-thb-jearning. In
order to answer the question, researchers appbgdoratory research methodology including on semiefured

interviews, document analysis, and observation.
Data Collection

Researchers applied qualitative, explorative resednased on case studies and individual interviews.

According to Yin (1994), case study method is regmnded when the researcher tries to find answarshiow”
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and “why” type of questions about a present ocauree The applied case study research is based tiplmicases,
where several interviews were made within each roegdion: the middle and top managers, as well rastlfne
employees. The sample of companies was selecteghupyosive sampling. As suggested by Mason (2002:117
the aim of theoretical, purposive sampling is that researchers select samples in a way that entildm to compare the

companies significantly in accordance with the gredl questions, the theory, and the intended eapitars as well.
Present researcher is built on judgmental samjrirngder to meet the following requirements:
e Size — have both small- and bigger-sized orgaminati
» Age —have a young organization and also a comgwtyhas operated for decades.
e |ICT tools endowment — have both many ICT tools lalé vs. only a limited number
* Industry — have both knowledge-intensive and noowkadge-intensive environment.
* Innovativeness — have both innovative and lessvatine organizations.

* Need for coordination — sufficient number of em@ey and hierarchical level is present which creddssand

for managers to coordinate the operation.

The results of this research are mainly based om-seuctured interviews. Beyond interviews, resbars

analyzed organizational documents and observed geaaameetings as well.
Data Analysis

In summary, 40 interviews were recorded within §amizations. The average length of an interview tmasto
three hours. Thereafter, all the recordings wereveded into text files word for word. Researchiergsted a great effort
to capture each word as well as pausing in typegtéxt. Consequently, the context in which evetgrview was made
(location, atmosphere, including the perceived moechotions, and gestures of interviewees) was atsorded.
Researchers applied QSR NVivo software for anatyzime data. During the analysis, the primary codese the
dimensions of their theoretical model.

INTERPRETATION OF THE CASES
The Profession-Oriented Organization

The first profession-oriented organization workggriculture; its core activities embrace produttimd trade as
well. It is a medium-sized company and has beerradipg for more than twenty years under the dicectof the
owner-founder. The core activity of the organizatémoes not require a large use of ICT tools; thus,endowment of the

organization is low in this respect.

The profession-oriented organization puts the mi@mal knowledge in first place during its everydativity:
“Only the knowledge that is connected with agriadt is valued in the organization” (5. interviewe&he professional
knowledge is elemental; the organization is lesgnopo newness, for instance, in the applicationl@f tools
“l cannot rely 100% on the information technologind it is always proven to be right” (11. intervieg).
The new knowledge appears first of all in the tetbgy connected to the main activity and also and¢hstumer scale,
but it stays isolated at people who are competerthat field. The majority of the employees hagdaprofessional
knowledge but do not have professional leadersskild management qualification. The willingnesghange is low;

it is rare to overthink processes and come up métlv ideas or make proposals.
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The organization has an ERP tool, however, it isfally utilized. That is because organization memsbdo not
consider it important and are not able to use aeithe system nor other ICT toof$:have a colleague who is not even
able to send an e-mail” (5. interviewe®esides, they are not interested in sharing cemdormation: This is their little
castle and they are not willing to change anything’ interviewee)That is why the storage of knowledge is minimal;
the knowledge is individually stored (for examptepooklets or Excel tables) not organizationaflince new knowledge
is created slowly in the organization, they arefooted to store knowledge. The knowledge thateisded for employees

to do their everyday work is already a routineyfears. They never question those routines.

The knowledge transfer in the organization is qinfeequent. This is triggered by the fact, thatjoniéy of the
employees are not interested in learning new thiegpecially if it is outside of their expertisén our business
we cannot use some templates and basic programisistimot going to work” (3. intervieweeJhe results show that the
majority of employees are not motivated in genamalther in sharing their knowledge, nor in transfig the information

have they possessed.
The System-Oriented Organization

The second, system-oriented company competes inatliemotive industry as a significant car dealer.
The studied organization is a medium-sized comphag, about eighty to one hundred employees and fmmises.
The organization is a mature company that is operatficiently but finds it very difficult to sthnew ventures in order to
grow. The organization invested into several IC@lsoThe investments — most of the time — were niadeder to meet

the requirements of big partners.

The system-oriented type is characterized by thense use of organizational and IT systems thahelefs
processes and everyday operation. As a result,csegd spend a great part of their time fulfillitgit administrative
obligations. The effect of it is that the organiaat stores a lot of data and information in its teyss.
For example, there is tremendous information akl@labout customers in different forms, which cooédintegrated and
used for innovative activities, such as cross+sglliAs the information never gets connected, thovative ideas are
hardly if at all going to be realized. Employeeg@eneral refuse to invest their time and energyigber-level information
sharing and learning. They tend to be reluctantetase or reconsider for example their existingeinal processes
(or solve the root of recurring problems) in ordermake them more efficient or effective. That ieywmany of the
respondents complain about recurring pains thataused by problems which are never fully solved as such they

need constant or frequent attention.
The Task-Oriented Organization

The task-oriented type is an organization dealirith veonsultancy in the service sector. Due to it=e,s
it is defined as a small enterprise and employdvevpersons. The studied organization is a staritupas been working
for one year in a formal way. The average age ohagars is thirty-one while employees’ ages are \@rage of
twenty-seven years. The firm is working on the dasf a project organization. As for the use of I@ols,

the company applies a few, mainly open-source egidins.

The management of the organization focuses on doming tasks and keeps on thinking over which
tool or system can help in simplifying tasks antlieg problems. ICT systems and tools used by tlyamization are
adjusted to requirements of the firm. The orgamréeg main profile is corporate consultancy, whidd a

knowledge-intensive activity. It means that theecactivity of the company requires deep knowledge.
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Regarding the employeemoney is not the main motivation factor, the pomthe willing to learn, develop”
(2. interviewee)There is also a strong emphasis on “up or outfoghphy. If someone cannot develop and grow as a

person, he or she must leave. The culture demaonsdveryone to be interested in learning new, uakhings.

Creating new knowledge is directly the role of thenagement, but indirectly, employees on lower mimgdional
levels also contribute to this. Created knowledgmanifested in new project offers while the orgation members try to
learn together from each work completed. The mogbitant take-away from each project is storedtaligi available for
everyone. A new employee recallshad to catch up quickly, because the first pafthe project was already done when |
joined the team. This was very easy due to the confoider structure where | had found everything. was just like

getting familiar with regulations; only | had tod& into the proper folder” (9. interviewee).

The knowledge transfer in the examined organizaiorealized vertically and horizontally as welln @he one
hand, this is supported by physical work environmtrat is, they have such an office where membétke organization
can see each other and sit at a common table, skingoenvironment itself promotes communicationwesn one
another. Besides, the common cognitive backgrodrmiemmbers (similar studies) supports effective camication that
assists knowledge transféHere we use the same words because we have tohi@viewee)Last but not least, learning
is part of organizational culture; that is why athployees of the organization are open to adopttamsfer knowledge;
there are no problems of trust and pow@his is not a typical workplace; people hold tolget and help each other,

and trust is important here” (9. interviewee).

Comparison of Organizations
Structural Dimensional Comparison

In the profession-oriented case, we can see thatfithmework essentially supports on-the-job leamin
organization has available and potentially usedbléools and systems. However, on-the-job learngdlocked by
improper use of systems, and its causes come frenother two dimensions (individual skills and méved situation

factors). Therefore, the ICT tools do not play pmarting role of knowledge transfer and on-the{gdrning.

In the system-oriented case, it can also be detednthat IT systems and tools are available formitedge
transfer. However, these cannot support on-thdgakning properly due to the isolated operation dmplications caused
by over-administration. The organization has mar@mises; the communication and knowledge transéwden them

mean a further challenge to the organization.

The task-oriented organization uses much less tihals the other two as it comes to a smaller omgdiain.
The organization has an amount of tools that p#yfeceets present requirements; it tends to usgygtems for supporting
on-the-job learning. During operation, they use ynalectronic templates that are easy to use. O1jethéearning works
well in the structural dimension, but there are riactors too, for instance, in the fact that empks use their own

hardware.
Cognitive Dimensional Comparison

In the profession-oriented case, the imperfectionsognitive dimension are fairly bound on-the-j@arning.
There is a barrier both in the management knowletigthe necessary knowledge to work, and in tleper use of ICT

tools. There are huge differences between emplaggesding the use of ICT tools.

In the system-oriented case, researchers identsga@ral factors supporting on-the-job learnings dommon

terminology, shared language, the employees’ ghilituse IT systems expected by importers, andatiethat people in
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similar positions have similar knowledge. The oigation, regarding its core activity, can operatairelatively effective
way and is able to utilize its opportunities in gbefields. However, they find it difficult to exp new possibilities.
The majority of middle managers barely have théditghif independent problem-solving, and they daven have proper
economic and managerial knowledge. As for the degdional and individual learning as well, this meaa significant

drawback.

In the task-oriented case, the significant rolecofnitive dimension can be established in on-thelgarning.
All employees of the examined organization have shme study background and are at the similar tj®;makes
communication and learning much easier. They céendinish each other’s sentences. Besides, oawts admission,

the organization tends to hire persons who are apdrable to improve and learn.
Motivational Dimension Comparison

As for perceived situation, researchers discovesekral power games in the profession-oriented easa
significant barrier to on-the-job learning. The porate culture cannot be characterized by learr@agecially not by trial
and error learning. Employees would rather holdr tkieowledge to retain and enhance their currethiaity positions or

to gain a better one. This dimension is tightlyreeeted with cognitive dimension.

The system-oriented case is also an example fourmowes where organizational culture partly ftatidis
on-the-job learning while also inhibit it. While ganizational members are used to quick decisioningaland
problem-solving; furthermore, the excessive admiai®n requirement reduces their time availableifigportant things,
such as improving internal processes as well améssas-usual activities. In addition, most of fhanfrastructure is
hardly if at all connected, hence there is an iehefrustration regarding the use of technologgahy, power distance has
grown between the middle and upper managementhwikia barrier for information flow. The task-oried case was a
good example for an organizational culture in whtieé the continuous learning and knowledge shasmgart of. This
also means that more experienced employees aredpershare their knowledge with their less expeee colleagues.
The employees trust each other. This safe atmospheans a good basis for individual and organimatidevelopment

too. Table 1 summarizes the three cases regandintefvork, individual skills, and perceived situatio

Table 1 Influencing Factors of on-the-Job Learning Based oi€ase Studies

o the_Job Framework Individual Competencies Perceived Situation
Learning
5 Shared office, open spaces| Shared terminology, language, CE.O is open to learn, .
3 - ; : agricultural knowledge is
g Facilitator | potentially useable tools andadvanced agricultural knowledge valuable at oraanizational
= systems and experience 9
(=} culture level
z .
= . . Lack of managerial knowledge, Power games, Keeping
& There are no innovative ICT| S back knowledge and
@ - . . constraints in usage of ICT tools,| . ; .
< | Inhibitor tools, fieldwork and office , information, fear in
o employees don’t understand the L g
a work are separated =" I~ retaining positions,
potential in the existing systems o
seniority
CEO is open to learn,

° Open spaces in the office, | Shared terminology, language, Innovate, he has many go ),d
Q . : . : ideas, due to the importery
e | Facilitator | usage of IT systems, ICT |learning from importers in system :
9] . expectations, they have al
= tools and templates usage and reporting . :
o adapting, learning
qEJ organizational culture
@ | Lack of managerial knowledge andncreasing power distancep,
2 There are too many systems, =" . X
) - , . individual problem solving, they | little, closed groups,

I nhibitor they don’t communicate real )

: o are able to use systems only for | frustration from overload
time, lots of duplication X
documenting usage of systems
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Table 1: Contd.,

One shared office, they use| Shared university background, Trust, safe, famllla_r
. ) . . atmosphere, learning
= - easy but innovative ICT toolgerminology, language, diverse A
© | Facilitator . .Y ., | organizational culture,
= that are enough for their personalities, proper managerial .
c helping each other, no fea
Q needs knowledge ) .
= from losing position
4
[ I q
i - Employ_ees use private tools Excessive employee homogeneityHard to fit in with another
I nhibitor constraints in the shared . .
in professional background background
database
DISCUSSIONS

Researchers interpreted the three case studiesffasent archetypes. The first type (professiorented)
pays attention not to ICT tools and learning buth® present professional excellence. The procedsé® second type
(system-oriented) are significantly determined lgy information system and tools used in the orgditia. The third type
(task-oriented) focuses on the tasks and tries atcmits information and communication technologyl aontext of

learning to the tasks.

Researchers summed how the individual dimensidms, ftamework (structural dimension), the individual
competences (cognitive dimension), and the perdesituation (motivational dimension) influence dwe{ob learning
(Table 2). The “+” symbols show the degree of ftation to on-the-job learning; the “-” symbols shahe degree of
inhibition.

Table 2: The General Effect on the Research Model Dimensiorm on-the-Job Learning Based on Case Studies

Structural | Cognitive | Motivational | On-the-Job
Dimension | Dimension | Dimension | Learning

Profession-oriented + —_— —_— NO
System-oriented —_— + — NO
Task-oriented + ++ +++ YES

According to the results, each dimension can Heeei facilitator or an inhibitor in case of on-jloé learning.
However, in order to effectuate on-the-job learneach dimension has to be a facilitator; they khmfluence on-the-job

learning simultaneously and jointly.
Results have important practical implications teritify:

« Every investment decision about purchasing new ware (tablets, servers, smartphones, etc.) andvaat
(applications, database manager programs, etc.) bausarefully considered in relation to existirgls and
future demands. Moreover, the different systemsisi¢e be integrated, otherwise there is the ristesitance to

use.

» ICT tools must be very carefully selected in ortdemake sure that it is in line with the tasksKtasiented firm),
or it can happen ad hoc (profession-oriented astesy-oriented firm). In case of ad hoc structutles,revision
of ICT tool degree, usage ability, and efforts dising them properly are especially important ineori reach the

proper learning level.

e Itis important to spend time on learning the prajgee of any given tools. During training, speaéntion needs
to be made for users’ attitudes. They not only nteddarn the new functionalities, but it is algpally important
for them to understand why and which way this teitil help them in their daily work activities.



Barriers of on-the-Job Learning 31

» In order to overcome the resistance to newnessniit enough to introduce new ICT tools. The eomimust be
handled carefully. This very likely will requiregtinvolvement of a change agent, who can prevenesigalation
of resistance right at the beginning. Hence, agthelieve that introduction of a new ICT tool isnadikely to be

a managerial challenge rather than a technical one.
CONCLUSIONS AND IMPLICATIONS

Researchers matched in their paper researchestigatesy the social context of knowledge transferd a
information technology and created their own modéiey examined this model throughout three casdiestuand
identified three archetypes based on their oriertab ICT. They also introduced the facilitatordaimhibitor factors of

on-the-job learning along these.

An important result of this research is that in@ enough to focus on the types and degree ofté@I6 in order
to reach the proper level of on-the-job learning arganizational learning, but it is also importemainalyze the mode of

ICT usage along both the cognitive competencedtandhotivational dimension.

Therefore, if an organization wants to enhancée#sning abilities, review its existing ICT tooladaidentify the
ones which are not fully utilized, improperly usetliplicated, or outdated. Before introducing a rieal not only its
compliance with the existing systems must be emsubet also the match with the sub-culture and afénof the
organization. Moreover, the organization membemukhhave both the cognitive ability to learn theltas well as the

motivation to actually do so.

In case of training employees to use ICT toolsKoowledge sharing it is important to address tliedars or
objection against the new technology at work. Famrtiore, it is essential that the users do undetdtzat such tools are
necessary for their everyday activities, and ultetyathey are more effective in performing certaigks than without the

support of these ICTs. This is necessary for mtitigethem for the use.

As to interpreting the research result, the linitatof the cases (size, age, industry, etc.) hadsetdaken into
consideration. Further on, it is worth investiggtihe transition between the different types, sexigloring whether the

learning constraints along the inhibitor dimensioas be overcome and how and what role ICT tools mait.
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