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Abstract. The successful management of learning and knowlédg become
a critical success factor for organisations in y&laknowledge-intensive

business world. However, the question remains howrganisation should act
and react in order to fulfill this management ta8kcommon answer to the
question is that organisations need employees vawve lthe experience and
knowledge to perform their work productively. A prquisite for such

employees is a continuous professional developtnewever. In this context,
formal learning methods alone are insufficient lisea of their long

preparation time and their separation from dailyrking routines. What is

needed is a kind of “real-time-learning”, enablimgdividuals and also

organisations to react on changing requirementscanditions in an adequate
manner. In order to converge to such a “real-timgjanisational learning, this
paper proposes a model, enhancing traditional,dtapa focused Business
Process Management approaches with insights frélectien and reflective

learning theory respectively.
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1 Introduction

Triggered by a continuously changing business enwirent and major technological
developments, an intensive discussion of proceassted management approaches
takes place in academic literature as well as actpre for almost 20 years now.
Based on fundamental contributions of Davenportfgmmer and Champy [2] and
Scheer [3], a variety of articles and books dealiitty the topic of Business Process
Management (BPM) have been published in the meantilowever, this literature
holds a very “mechanistic” view, focusing on topagospecified business processes
and the resources needed for their execution. Suglerspective disregards the
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contribution of the individual employee, whose Iskilexperiences and knowledge
influence the value added through a business psaigsificantly.

In general, the successful management of learmidgkaowledge has become a
critical success factor for organisations in todalihowledge-intensive business
world. Back in 1996 already, Argyris and Schon [mely described some
requirements for (learning) organisations, which siill up-to-date nowadays: “it is
conventional wisdom that business firms [...] need adapt to changing
environments, draw lessons from past successefaduacks, detect and correct the
errors of the past, anticipate and respond to inmgethreats, [...] build and realize
images of a desirable future.” [4] However, thegsiiom remains how an organisation
should act and react in order to fulfill these riegjments.

A common answer to this question is that orgarosatineed employees who
have the experience and knowledge to cope with sgpiirements and perform their
work productively. Nonetheless, a continuous prifasal development including
learning processes to acquire knowledge [5] is ed¢d maintain such capabilities
over time. In these situations, formal learning moefs alone are insufficient because
of their long preparation time and their separafrom daily working routines. What
is needed is a kind of “real-time-learning” to eleahkndividuals and also
organisations to react on changing requirements camdlitions in time and in an
adequate manner.

In order to converge to such a “real-time” orgaties®l learning, the authors of
this paper propose a model to enhance traditiot@;down focused BPM
approaches with insights from reflection and rafleclearning theory respectively
(section 3). This model is based on theoreticaliltesfrom the research areas of
BPM, reflection and reflective learning as well asganisational learning as
presented in section 2. The paper closes with @usiison of the conceptual model
(section 4) and a conclusion of the work preseht@éin (section 5).

2 Theoretical background

2.1 Business Process Management

A process oriented design of organisations has lbstussed in research and
practice since the mid-nineties. Triggered by aidigp changing business
environment and technical innovations, organisatiare forced to reconsider their
own market position and the related business dpesatcontinually [6]. In such
business environments, competitive advantages cdy lwe achieved by those
companies which are able to adapt their businesgatipns to their own growth and
changing conditions in a fast and flexible manmerthis context, BPM is seen as a
key concept to provide the necessary flexibilitd adaptability [7].

In general, two main concepts of BPM can be disfisiyed, (1) the concept of
Business Process Reengineering (BPR), which pdstula radical redesign of
business processes [2] and (2) the concept of Qs Process Improvement
(CPI), focussing on more sustainable, evolutionamprovement of business
processes over time. Meanwhile, the continuous dwgment of business processes
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is often seen as a more promising approach foirtipbementation of a successful
and sustainable business strategy [8], becausgngxgructures in organisations can
not be simply changed or dismissed without furihgslications. Typically, the CPI
approach is conceptualized in a BPM lifecycle, ¢stivgy of several phases. The
classification and description of these phasesveam depending on the respective
author. However, Houy, Fettke and Loos [9] subswarset of aspects, which are
generally incorporated in the different BPM lifetyyaconcepts. These aspects are
visualized as different phases of a BPM-Lifecydd-ig. 1. In compliance with these
aspects and according to a definition provided &y der Aalst, Hofstede and Weske
[10], BPM in this paper is understood as a set ethwds, techniques and software
tools which support the design, implementation,ceiien, control and analysis of
business processes aiming to enable an optimizége weeation. According to
Scheer [11], a business process is defined asweseg of executions in a business
context in order to create goods or services.

Strategy
Development

Contolling &
Improvement

Design

Execution &
Monitoring

Implementation

Fig. 1: BPM-Lifecycle (adapted from [9])

Current literature in the area of BPM predominaithtds a very “mechanistic”
view, focusing on top-down specified business psses and the resources needed
for their execution. As Vanderhaeghen, Fettke andsL[12] point out however,
human task managers usually have a certain scopgesaktion while dealing with
specific tasks which is not fully representabl@iadefined business process models.
As a consequence, such a “traditional” BPM perspecteglects the contribution of
the individual employee, whose skills, experienad knowledge influence the value
added through a business process significantly.

2.2 Reflection and Reflective Learning

While studying the literature about reflectionbé&comes obvious that this term is an
interdisciplinary topic. Accordingly, many souragmanating from partially different
disciplines like philosophy, psychology and edumatexist, with little integration of
the respective concepts. As a consequence, refiectin be seen as a generic term,
incorporating many ideas [14] and therefore needbe defined in relation to the
respective scope of its use.

In 1933, John Dewey [15] presented his view of edfbn which strongly
influenced the work of many other authors and deieed their ideas and
approaches of reflection [14]. He associated reéflacwith thinking by considering
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the skills necessary to manipulate knowledge ineorb revise it for a certain
purpose. The starting point for the reflective \dttihe described is a state of doubt
or uncertainty guiding the reflective process [18¢cording to Dewey, reflective
thinking is an “active, persistent, and careful sideration of any belief or supposed
form of knowledge in the light of the grounds thatpport it, and the further
conclusions to which it tends"[15].

In management development, experiential learningoissidered the dominant
theory nowadays [16].darning in this context is defined aspaocess of knowledge
creation through transformation of experience [18]. The development of experiential
learning theory was stimulated by a publicatiorKofb [13], where he introduced a
model well-known as the experiential learning cyid®]. “Immediate or concrete
experiences are the basis for observations andctigfhs. These reflections are
assimilated and distilled into abstract conceptsnfrwhich new implications for
action can be drawn” [18]. Although Kolidentified reflection as an important
component of learning from experience, he did riedutss in detail what is meant by
this component he called “Reflective Observatiatd][

In contrast to Kolb’s work, other authors focus m@recisely on the process of
reflection in experiential learning (foexamples see [13]). The theoretical
assumptions guiding the understanding of the rifle@rocess in this paper can be
traced back to a model introduced by Boud, Keogh Afalker in 1985 [20]. This
model is focused on experience-based, deliberataitey, presuming a learner who
intends to learn in order toachieve a specific goal. Reflection in this context “is an
important human activity in which people recapttiveir experience, think about it,
mull it over and evaluate it.”[20] Fig. 2 indicatéise three main elements of the
Boud, Keogh and Walker reflection model. The lefiicle represents the total
experience of a learner as the subject of reflection. Téfective process indicated in
the central circle can be composed of three maemehts. (1) Returning to
experience means remembering outstanding evemsatiag the initial experience
in the learner’s mind and sharing characteristicthe experience with others. (2)
Attending to feelings is divided into the utilizati of positive feelings, which means
to focus on successful learning situations as \asll positive experiences, and
removing obstructive feelings in order to enablenare rational examination of
events. The most important part of the reflectivecpss is the (3) re-evaluation of
experiences however. The learner reconsiders thperiexce according to the
specific intention, combines new and already preegsknowledge and finally
integrates this knowledge into his conceptual fraofiereference. The possible
outcomes of this reflective process may include new pertipes on experience, a
change in behavior, the readiness for applicaticam @mmitment to action.
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Fig. 2: The reflection process in context (based d20])

2.3 Organisational Learning

Since its emergence, the concept of organisatieaahing (and the related concept
of the learning organisation) has been widely dised and studied by various
academic disciplines like psychology, organisatiogory or management sciences.
As a consequence, many different approaches exithé meantime with little
integration of the corresponding concepts or moflg

Lehner [22] provides a sound overview on importaepresentatives and
approaches of organisational learning, highlightithgee main concepts which
strongly influenced existing theory in this resdararea. The first one is an
organisational learning cycle proposed by March @&idon [23], aiming at the
explanation of learning deficiencies. The secon@ @ a conceptualisation of
organisational learning processes provided by Asggnd Schon [24], identifying
two elementary forms of organisational learningoesses: (1) the so-called single-
loop learning, consisting in problem-solving withaihanging the underlying basic
assumptions (so-called theory-in-use) and (2) dsid®p learning including a
critical analysis of these basic assumptions. bastiot least, Senge [25] developed
five fundamental requirements (which he called igistes') necessary for the
development of a learning organisation.

Further insights in this multifaceted topic can tp@ined by falling back on
existing literature reviews. In 1993, Dodgson [2&amined some literature in order
to gain insights in (1) the goals of organisatidealning, (2) the learning process in
organisations and (3) ways to facilitate or impedganisational learning. Relating to
the goals (1), Dodgson concludes that organisdtieaaning is just an attempt of
adjustment to a competitive and fast-changing enwrent (i.e. the business world)
in order to ensure the survival of the organisatlonsummary, this author came to
the conclusion that organisational learning aimadsquately dealing with situations
of uncertainty and that “learning occurs throughihet activities of the firm” [26] in
this context.

Based on very similar questions, Lahteenméki, Timévo and Mattila [21]
presented the results of their extensive literanengew in the British Journal of
Management in 2001. However, their work was focugmimarily on the

1 These disciplines are personal mastery, mentaletapghared visions, team learning and
systems thinking.
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identification of several gaps in existing reseaactd the introduction of a set of
measures for organisational learning derived frosingle case study. The first gap
identified was that existing research emphasizedarning of individuals too much
instead of concentrating on the learning of orgatioss. Apart from this learning
subject viewpoint, these authors also concludeladé conceptualization concerning
the actual translation of learning by individuatdoi the learning of organisations.
After their literature review, they came to the clsion that existing research is
insufficient to develop a holistic model for orgsational learning and that despite of
many similarities between the two perspectivesstadg models ignore the change
management theory almost completely. Vice versahamge management literature,
the concept of organisational learning is oftenluded implicitly but not really
defined.

In 2003, Wang and Ahmed [27] introduced five focugd the organisational
learning conceptwhich were also identified through an extensiverditure review.
Of special interest for this paper are the secématth and fifth focus. The second
one “Process or System” is emanating from the médion processing perspective
which declares organisations as systems for infdomarocessing. The process to
manage the experiences of an organisation is ity as organisational learning in
this context. In recent literature, the fourth fecaf “Knowledge Management”
became very popular, understanding organisati@ahing as a change in the state
of knowledge. In this context, Nonaka and Takel2Bij provided a link between
organisational learning and knowledge creation ughotheir well-known model,
describing the process to transfer knowledge anaifferent levels. The fifth focus,
called “Continuous improvement and incremental iratmn” has the intention to
correlate process improvement and organisationarnieg, assuming that
incremental innovation composes the learning osgditn. Wang and Ahmed [27]
conclude from their literature review that currenganisational learning approaches
are focussed on system thinking, problem-solving) iaformation-processing which
results in a mere incremental improvement. “In lggaamic business contexts,
organisation learning is the process by which tlgawisation constantly questions
existing product, process and system [...] to achieustained competitive
advantage” [27]. However, these authors do notrideschow their idea could be
operationalised.

Actually, an organisation learns on a number oélgvanging from the individual
over the team to a company-wide level, and in &fib this internal point of view,
also to an inter-organisational level [28]. The sfien remains however, how to
distinguish this learning from mere individual eat-based learning without further
implications for the organisation (for a similagamentation see Argyris and Schon
[4], p. 17-18 for example). In this paper we folldive approach of Argyris and
Schon, understanding organisational learning asofganization’s improvement of
its task performance over time” including the “i#ag to change the values that
define ‘improvement™ [4]. In this context “orgamisonal learning occurs when
individuals within an organisation experience abpematic situation and inquire into

2 These focuses are called Collectivity of individlesrning, Process or System, Culture and
Metaphor, Knowledge Management and Continuous ingm@ant and incremental
innovation

21



Enhancement of Traditional Business Process Management with Reflection

it on the organization’s behalf. [...] In order todoeene organisational, the learning
that results from organisational inquiry must beeocembedded in the images of
organization held in its members’ minds and/or pisteemological artefacts (the
maps, memories, and programs) embedded in theiseg@mal environment” [4].

3 “Real-time” Organisational Learning — a conceptualmodel to
intertwine BPM and Reflective Learning theory

3.1 The conceptual model — two different perspectives

As already mentioned in the introduction, organise have to cope with a rapidly
changing business environment nowadays. Therefiires very important to
constantly enable and support the development aofitiency of their employees.
The question is however, how this task can be paed by and for the benefit of an
organisation. In general, two different approadimeanswer these questions do exist
in literature [30]. On the one hand, the problenrdgarded from a management
perspective, stressing the importance of activitiée strategic planning and
controlling as well as competence management irerotd provide a kind of
framework for the daily working environment of thadividual employee. On the
other hand, there is the perspective of earlyditee on organisational learning (e.g.
[23]), building on the understanding that only iiduals can acquire specific skills
and knowledge. In this context, organisationaliesy does occur if the individual is
learning and acting on behalf of the organisat®i].[

Accordingly, we distinguish in our conceptual mofete Fig. 3), if reflection in
the context of BPM leads to a top-down process obo#tom-up process of
organisational learning. The bottom-up approacth&racterized through the (self-)
development of the individual employee, assumingt tienhanced individual
performance contributes to a better mode of opmratiithin the organisation [32].
However, the experiences concerning the indivigheaformance enhancement must
also be communicated within the organisation totrifmme to the organisational
knowledge base. Accordingly, the learning resultsseh to be embedded into
employee’s minds and/or in organisational artifdotbecome organisational. From
our point of view, this embedment takes place thhothe integration of the learning
results into daily business processes and the ssdtlavorking routines and tasks.

However, this bottom-up (individual) perspective imsufficient to explain a
target-oriented development of an organisation aume. What is missing are
reference functions guiding private adjustmentsgfample if comparing individual
performance and its contribution to the favoredfqrenance of the organisation.
“Such reference functions are fulfilled by orgatisaal maps, memories and
programs” [4], which incorporate work flow diagrantata bases and procedural
specifications of organisational routines for exéam@ue to the fact that such
organisation-wide references can only be createatlapted if harmonized with top-
management directives, the authors consider thid &f organisational learning as a
top-down approach. The interrelation of these tppraaches and the contribution of
reflection theory to this model will be explainedthe next subsections.
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Fig. 3: A conceptual model to intertwine BPM and reflective larning theory

3.2  Top-down Organisational Learning - from Strategy Deelopment to the
Implementation of business processes

The challenge in th&rategy Development phase of the BPM-Lifecycle (cp. section
2.1) is to align the defined corporate strategyhwifte (core) business processes of
the organisation. Strategy definition is generatlp management responsibility. In
this context, the management board can reflectemically on own or others’
experiences in order to attain new perspectivah®readiness for strategic decision
making (cp. the reflection process as indicatedeiction 2.2). Reflective learning in
this context is initially restricted to the membef¢he management board. However,
the results and implications of the reflection atictegic decision making process
need to be established on all levels of an orgtaigsabecause the implementation of
the defined corporate strategy will fail on the gti@nal level otherwise.

The Design phase incorporates two main tasks, the identificatiand
documentation of already existing business proseas-is-analysis) [33] and the
design of favored, future business process modmiget processes to-be) [34]. The
process of model design is an appropriate actfeityeflection. The model designer
can re-evaluate systematically his own and othexperiences in order to find new
perspectives on and improvement potentials for risgpective business process.
Furthermore, it is also possible that the modeligies starts to reflect while
designing a business process, because s/he i@ptadrwith an unexpected situation
or problem incidentally. In this context, refleaivearning occurs on the individual
level of the process designanitially. However, if the improved business proses
are implemented in the organisation, every empl@ysributing work tasks to these
business processes as well as the whole orgamsaiobenefit from these improved
models. With regard to the concrete work tasksnapleyees, the improved process
models can be seen as a top-down specificatiomddfidual working procedures.

After the design of business processes is finistiegise processes need to be
implemented within the organisation in order to execute thenday-to-day business.
Reflection in this context can help the organisatim prepare for a smooth
integration of the designed business processesdiaily working routines. By re-
evaluating past experiences systematically, e.gutallready occurred problems
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while transforming process models into more teciinimodels executable in
information systems, some implementation obstatiag be prevented. Furthermore,
it could also be very beneficial to anticipate plolssfuture circumstances which
might influence or even prohibit the implementatioh business processes (e.g.
restrictions due to laws, etc.JThe implementation of business processes is the
continuation of theéDesign phase activities, assuring the actual incorporation fo# t
top-down specified working procedures into the argation. Therefore, also these
activities conducted during the Implementation ghas the BPM lifecycle
contribute to a top-down approach of organisatideaining.

3.3 Bottom-up Organisational Learning — from process Ercution to
process Improvement

Once the business processes are implemented iat@rtfanisation, they can be
executed in daily business. Depending on the availabley§tesms and the respective
level of automation, this execution can be monidorfer example by examining the
work progress regularly. Concerning the executidnbasiness processes, two
possibilities for reflection can be identified. @ one hand, an employee can reflect
on his everyday thinking and acting while executingsiness processes in order to
evaluate and improve the daily working routines. the other hand, it is also
possible to re-evaluate others’ experiences sysiealig, aiming to improve the own
way of executing business processes. As mentiobedea it is also possible to
monitor current business processes in progresghitn context, deviations from
normal conditions and exceptional circumstanceaulshbe disclosed as soon as
possible in order to enable the employee executingnonitoring the respective
business process to react directly and in an adequanner. Reflection on this
current (maybe incidental) experience can help mpleyee to cope with such
incidents and unexpected events by evaluating @piate reactions. From a learning
point of view, the reflective processes describealva lead primarily to a learning of
the individual employee. However, by communicatiegncrete results and
improvement potentials concerning specific businpsscesses, this individual
learning can be transferred to the organisatioeall Accordingly, the described
learning activities in the Execution & Monitoringngse of the BPM lifecycle can be
classified as bottom-up organisational learning.

The Controlling & Improvement phase of the BPM-lifecycle deals with the
analysis of aggregated data about multiple, alreadypleted process instances [35].
For this analysis, it is necessary to gather angreggate information about the
respective processes. Afterwards, deviations betwetual and favored performance
parameters can be analyzed in order to identifyrawgment potentials. While
analysing and interpreting aggregated process datapcess manager or owner can
reflect systematically about these past experient@sder to gain new insights on
current working routines and develop some alteveatito change organisational
business processes and behaviour subsequentlyhiGabpepresentations of relevant
information about the finished business processgs (liagrams and dashboards) can
support the reflective process reasonably. Orgtaoig learning in this context
occurs on an individual level (process owner or agam) initially, based on the
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experiences from many executed process instanaghenrespective employees
involved in these business processes. However, itldvidual learning can be
transferred to the organisational level while dséstog and considering the
underlying improvement potentials in the né&xtategy Development and Design
phase of the BPM lifecycle respectively, therebgsiig the loop between the
bottom-up and the top-down approach of organisatitarning.

4 Discussion of the model

The authors consider BPM and its possible inteticelawith reflective learning
theory as a very promising approach to supportrosgéional learning for several
reasons. As already outlined in section 2.3, oggitinal learning in this paper is
defined as the improvement of an organisation’k tperformance over time,
including the learning to change the values thdinde'improvement’. The tasks
within an organisation can be broken down to irdiinal work steps which, in their
collectivity constitute the business processeshis drganisation. Thus, every work
step can be interpreted as a part of a businesegsince it has a specific output.
Learning processes in this context occur, if indiisls, teams or whole organisations
- represented by their decision-makers - refleciualsingle and several work steps
respectively as well as whole business processeshair interdependencies in order
to improve them. Improvement in this context meanoptimized value creation in
accordance with the organisations’ objectives. Adimly, the BPM approach is
seen as key concept to provide the necessary ifigxiand adaptability to achieve
competitive advantages which are required to adjosa competitive and fast-
changing environment in order to ensure the suhdf/the organisation, which is the
main idea behind the concept of organisationahiear(cp. section 2.3)

Another shortcoming mentioned in the context ofsé®g organisational learning
theory was that it emphasizes the learning of indials instead of concentrating on
the learning of organisations. Most approachestjastsfer methods and concepts of
individual learning to the organisational level. caéedingly, there is a lack of
conceptualization stated concerning the actuaktation of learning by individuals
into the learning of organisations (cp. section).ZIe conceptual model presented
in this paper is based on solid results of BPM asgde BPM as a management
approach is strongly focussed on an organisatigr@ht of view. However,
“traditional” BPM approaches often neglect the citmition of the individual
employee, whose skills, experience and knowleddkience the value added
through a business process significantly (cp. 8ec®.1). Accordingly, the authors
propose to support also the so-called bottom-uprisgtional learning approach in
order to utilize the innovation potential of thedividual employee thereby
complementing the ‘traditional’ top-down approadB®M. Furthermore, this view
also fits to another implication derived from orgstional learning research, stating
that there is a constant interaction between iddai and organisational learning
processes. The learning process at an organishtemre can be seen as structural
changes which in turn affect the individual leveldathe subsequent individual
learning processes. These structural changes grlermanted via the Design and
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Implementation phase of the BPM lifecycle into thrganisation through modified
business processes as explained in section 3.2.

Furthermore, it was mentioned that continuous imeneent is a prerequisite for
organisational learning and that incremental changeed to be complemented by
more radical innovations in order to achieve sust@icompetitive advantage of an
organisation over time (cp. section 2.3). By conitya questioning products,
processes and systems, such innovations shoulddi#ed. The conceptual model
presented in this paper enables such a continuoysovement of (business)
processes and systems over time by repeatedlyngasiough the BPM lifecycle
and utilizing the concept of reflection to re-e\athi ("questioning”) own and others
experiences in the different phases. Furthermbee(PI approach does not exclude
the BPR approach (cp. section 2.1) which can be tsamplement more radical
changes in an organisation if feasible and necgssar

Last but not least, it was stated in section 2& tkarning results have to be
embedded into its member's minds and/or in orgdioisal artifacts in order to
become organisational. From our point of view, #nisbedment takes place through
the integration of the learning results into ddilysiness processes and the enclosed
working routines and tasks. Due to the fact thathsorganisation-wide references
can only be created or adapted if harmonized vagirhanagement directives, this
point of view is defined as top-down approach ofamisational learning in the
conceptual model presented - the documented bgsipesxess models are such
organisational artifacts actually.

5 Summary and Conclusion

In this paper, a conceptual model to enhance ionadit top-down focused BPM
approaches with insights from reflection and refleclearning theory is presented in
order to converge to a kind of “real-time” orgatisaal learning. Based on
theoretical findings from the respective researcdas, possibilities for reflective
learning with regard to different phases of a BRfgkelcle are discussed.
Furthermore it is explained how these reflectivdivities can contribute to
organisational learning — either from a top-dowirfrom a bottom-up perspective.
The authors consider BPM and its possible inteticeiawith reflective learning
theory as a very promising approach to supportrosgional learning, because re-
evaluating ("questioning”) own and others experénaovith regard to business
processes facilitates innovations in as well as oaticuous improvement of
organisations. While traditional BPM literature @i®la more “mechanistic” view,
focusing on top-down specified business processeédte resources needed for their
execution thereby disregarding the contributiontloé individual employee, the
model proposed in this paper explicitly addresdss the bottom-up perspective of
organisational learning, trying to utilize indivialuskills, experiences and knowledge
to influence the value added through a businessegm
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