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1 INTRODUCTION

1.1 Background

Managing knowledge is essential in customer serancewith properly trained staff the
company can expect better customer feedback and profits. Knowledge manage-
ment is becoming increasingly trendy and compaaresspending more effort and re-
sources on improving their knowledge managemeategjies. (Torrington et al. 2008 p.
281)

This thesis will focus on a Bianco Footwear braasta case study. Shoes For You Fin-
land Oy is the owner of Bianco Footwear shops imigi, Sello, ltdkeskus and Forum.
Knowledge management in induction and training dedelopment procedures within
Shoes for you Finland Oy is not satisfactory, du@rnstandardized and varying proce-
dures and the situation needs an improvement. Givimms and standards to the induc-
tion and training procedures should make trainihgnoployees easier, increase the lev-

el of knowledge within the company and improve oosgr service.

To be able to solve the problem and find standaddisolutions, literature within
knowledge management shall be reviewed and assddgathn resource management
strategies shall also be used to find solutionmjroving induction and training proce-
dures. Best suitable strategies in knowledge mamageand human resource manage-
ment will then be included in this study. A qudiita research in the form of interviews
will be conducted with the shop managers of thevabmentioned shops to help identify
the problem areas and possibly also to give ideabow to improve and develop the
problem areas.

Using the knowledge and data collected from thehouast mentioned above, the goal is
then to produce a manual, which will be used infthare induction and training pro-

cesses for employees of Shoes for you Finland Oy.

Several studies have already been done on traofimgnployees but only a few have

been made about knowledge management. Milja Wetkrtiesis “Manual for the sec-



retary of Graduate School of Finance” discussesl@rap training using theories in in-
ternal marketing, communication and human resom@eagement. (Weckroth 2006)
Susanna Lehtonen’s thesis “Perehdytysopas ulkomgialayontekijoille, Case Work-
Power Oy” discusses also training of employeesfboctises more on cultural differ-
ences and law regulations in training of constarctworkers. (Lehtonen 2009).
Salojarviet al's study of Knowledge Management in SME’s (Saldj@&®@05) has very
useful and relevant information on how knowledgenenaged in small companies and
is good starting point also in this thesis.

Although the theses in employee training are irstang and well-made studies, and
they both have produced a training manual as wled,information from them is not
quite applicable to the problem Bianco Footweaesai employee training. It is there-

fore necessary to conduct a study to cater to Bidootwear’s individual needs.

1.2 Aim of the thesis

In Bianco Footwear the shop managers are essgntegponsible for induction and

training of new employees. The managers also follogv performance of employees
and take care of further education of the exisengployees. The practices currently
used are varying, depending on which shop manageriently in charge of training an

employee. Employee turnover can also be quite &egat times. The fact that several
people are involved in the induction process, th@etimes rapid employee turnover
and the lack of guidelines on how to do the indwgiall contribute to the need of a
standardisation of the procedures.

In order to make induction and training as easgassible, it would be useful to have a
handbook or manual to guide through all trainingqus. A manual ensures also, that
same information is given during each induction &athing period.

The end result of this thesis is therefore to asderand create a manual that will be
used by the persons in charge of training, dunmayiction and further employee devel-
opment and evaluation. The manual should helpandstrdising all processes connect-

ed to induction and training and development of leyges in Bianco Footwear.



Knowledge management is defined in many ways, hetdaefinition according to Ox-
ford English Dictionary is “the use of managemerthhiques to optimise the acquisi-
tion, dissemination, retention, and use of infoiorgtesp. within an organisation.”
(Oxford English Dictionary 2011)

Managing knowledge and transferring knowledge rsdamental in all organisations,
from small businesses to large multi-national comngs® Transferring knowledge effec-
tively ensures that useful knowledge continuesxisteand when managed correctly,
knowledge from many sources can evolve into newnkedge. Combining written in-
structions, as e.g. a manual or database withttatace knowledge sharing can be very
effective, because when knowledge is written inis certain form and can always be
accessed and verbal and physical sharing of kn@slednhances the written
knowledge. (Mathew & Kavitha 2008 pp. 25-36)

Well performed knowledge management can be thedkgyowth and profit maximisa-
tion in any company or organisation (Salojarvi 2008he theories and studies used in

this thesis can therefore be made use of in othrapanies as well.

To be able to find answers and solutions to thélpros Shoes for you Finland Oy fac-
es in its knowledge management processes, themalijpresearch questions will be

used:

* What is the general problem in the current knowéedgnagement routines for
induction processes and in training and developroéi@hoes for you Finland
Oy’s employees?

* How can the knowledge management strategies farctimh and training and
development processes be improved and standardised?

In order to find answers to the research questithiesstudy seeks to find solutions from
theories and articles written about knowledge mamamt and human resource man-
agement strategies. To gain more knowledge ab@anddi Footwear’s problem areas a

qualitative research (in the form of interviews)smeonducted with the persons in



charge of training and inducting of employees m dbhove mentioned Bianco Footwear

branches.

1.3 Structure of the thesis

The thesis begins with an introduction and geni@fakrmation about Bianco Footwear
and its situation in the market. After identifyitige research problem, the study focuses
on theories about Knowledge Management and HumaoluRee Management strate-
gies. Knowledge management methods and strateglesse be included in this chap-
ter. These theories and methods will be of guidanagreating the manual and an in-
duction programme for the company.

In the following chapter, the research method andgss is described.

Following the research process, results from teearch conducted as well as ideas re-
garding the theories introduced earlier will besgrged. Discussion about the case
company and how knowledge should be managed igdadlin this chapter. The manu-

al and how it is constructed is also described.here

In the conclusion, a discussion regarding the shasd the manual will be included. At
the end, the interview questions for the intervievith shop managers and a summary

of the manual can be found as appendices.

2 COMPANY BACKGROUND

2.1 General information

Bianco Footwear was established in Kolding, Denmiark987 by René Piper Laursen.

The company started off as a franchising concegtheas since then become one of the
most successful franchising companies in Northamoge. Bianco Footwear has today
over 170 shops in Europe and Middle East. Bianaaw®ar has won numerous awards
for its bold and fun advertisement campaigns arkch@vn to be a company that makes

people talk. (Bianco Footwear 2010a).
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Bianco Footwear’s mission, calléthe Bianco Wayincludes five statementBeating
yesterday, Living fashion, Edgy thinking, Beinggiasate and Having funrhese mis-
sions represent everything Bianco Footwear is &mees for, and therefore they need to
be visible in the everyday work in the shop as welkas on how to live and execute
The Bianco Way is discussed during internal workshand staff meetings, and also in
internal material such as databases and otheatliie.

Unfortunately, the mission statements don’t alweyse across very clearly in employ-
ees working for Shoes for you Finland Oy, partleda poor training and sharing of

knowledge and also because of fast employee turnove

This thesis focuses on a Bianco Footwear franchiSkees for you Finland Oy. Shoes
for you Finland Oy is the owner of Bianco Footwesdrops in Kamppi, Forum,

Itdkeskus and Sello.

All Bianco Footwear shops are expected to follow ame procedures regarding the
outlook of the shops, of followinghe Bianco Wagtatements, having high standards in
customer service and using and following of margtampaigns. However, there can
be some minor differences in how work is condudietiveen Bianco Footwear shops

by other owners, for example in how they managi émployees.

Employee turnover is quite frequent in the fourrga Footwear shops owned by Shoes
for you Finland Oy and employee induction as wsltraining and developing is done
several times a year. Methods and techniques wsadductions vary for almost every
induction conducted. This happens because theret amey straightforward guidelines
or systems to follow during the induction perioshdanew employees are therefore
taught differently every time. The whole inductiand T&D system and method needs

to be improved and standardised to be able toifumatore effectively.

11



2.1.1 Franchising

Franchising was founded in USA during the 1960’d &ftDonald’s, Kentucky Fried
Chicken and 7-Eleven are probably the most knowndiising concepts to this day.
Today there are different types of franchising @&pts, but franchising in general
means that a person with a successful busines&pbaffers to others the right to use
the concept in exchange for a fee. The franchisgract implies usually that the brand
or business looks uniform and functions to giveandards. (Axberg et al. 1999 pp. 17-
21).

In Bianco Footwear’s case it is implied that higanslards regarding use of marketing
material and outlook of the shops are kept, as aglh customer service and handling
of claims. Bianco Footwear supports all franchisegth franchise packages. These
packages include education on how to successfutiyarBianco Footwear store in addi-
tion to training and education in planning of thesimess and shop, marketing, man-

agement and purchasing. (Bianco Footwear 2010b)

The package is a very good way to kick-start th&rimss, because it focuses very much
on the start-up phase and on getting the busines®tk. However, the problem is that
the package is used only in the beginning andtenaded for the shop owners to help

manage a business, not for employees or how to geagraployees.

One of the most appealing sides to being a BiamaivWear franchisee is, that the shop
owners have the freedom to purchase what modelgyjaadtities they wish to have,
from the Bianco Footwear collections. The key thingemember is that although the
shops have different owners, in a customer’s eyesyeshop is and should be the same.
Therefore, it is extremely important for shop ovehand employees to maintain stand-
ards set by Bianco Footwear.

To be able to maintain the standards expected &ddmnco Footwear franchisee, re-
garding e.g. use of marketing material and follgviof campaigns, keeping a high
standard in customer service as well as handlisgipte claims in the same way as all

other shops, all shop employees must have the laugelof what the standards are and
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how to keep them. An induction programme that anhagardised and well-functioning,
followed by training and development sessions, mssthat all employees get all the

information they need to do their job.

2.1.2 Competition

Bianco Footwear sells affordable, accessible askidmable shoes and accessories. The
market is though in this sector and Bianco Footwea many competitors both global-
ly and on the Finnish market. The biggest competito Finland are Vagabond, Din
Sko, Nilsson, Mekka, Andiamo and K-Kenkda. Large dryparkets such as Prisma and
Citymarket are nowadays beginning to be considasedompetitors as well. (Bianco
Footwear 2008)

Bianco Footwear’s goal to stand out from the crasvdo have trendy and affordable
shoe collections and also to have exceptionallydgastomer service. Bianco Universi-
ty, Bianco Footwear’s internal training programmoeganises courses and workshops
(e.g.Being and Selling the Bianco Waiy) how to serve customers even better. The
courses are held usually abroad and Shoes for yoand Oy employees have seldom
the opportunity to attend these courses. Shop neasadtend courses and workshops
occasionally and are responsible of reporting aadhing the rest of the staff of what
they learned during the courses. It can sometineedifficult to share the knowledge,
but manual can be a good medium for knowledge shas the knowledge stays there
unchanged.

A study on customer satisfaction was conductedBmaco Footwear shop in Jyvasky-
l& in 2009. The results showed that, e.g. 70 %hefdustomers thought that the shop
and employees support the company image and thstt ahohe customers experienced
getting good customer service. (Hanninen 2009 B85

Although the customer service and general knowlemfgeork tasks and standards is
relatively good in general in the shops owned bgeShfor you Finland Oy, there are
some specific areas that can be improved. To be tabkeep the standards expected

13



from a Bianco Footwear franchisee (mentioned inftaechise section) and to give ex-
cellent customer service — both because Biancowezstdemands it and to gain a good
market position — Shoes for you Finland Oy mustettgy a functioning employee in-
duction and training programme, to ensure thateailployees have access to infor-
mation and knowledge on above mentioned areas.fdlleaving theory chapter will
attempt to find solutions to how to develop saiduction and training programme.

3 THEORY

3.1 Knowledge management

Knowledge management (KM) has become increasinglenmportant, as the speed of
change in companies has increased. There are nedimtidns to knowledge manage-

ment, of which one is:

“[Knowledge management is] defined broadly andusolely to cover a loosely con-

nected set of ideas, tools and practices centimthe communication and exploitation
of knowledge in organisations.” (Torrington et2008 p. 283)

Oxford English Dictionary defines knowledge managatas “the use of management
techniques to optimise the acquisition, dissemimatietention, and use of information,

esp. within an organisation.” (Oxford English Dastary 2011)

Companies and organisations need innovations awddeas continuously, to keep up
with the changing market and knowledge must bestesred effectively between all
employees. Knowledge management is, however, gaiteusly defined and can be
rather ambiguous at times. How knowledge is manatgrends on how one under-
stands what knowledge really is. (Torrington ef8l08, pp. 281-283)

Since competition is fierce in almost all marketsvadays, good knowledge manage-
ment is considered to be of great competitive athgen Literature and theories in KM
usually focus on MNC'’s as examples, but managirgedge is equally important in
small and medium sized enterprises (SMEs). (Totomegt al. 2008, p. 281-282)

14



The basic concept of knowledge management is liea¢ tare two types of knowledge —
Explicit and Tacit. Most knowledge that people h&éacit. Tacit knowledge is highly
personal and gained from various personal expesgeticrough life. Because of this,
tacit knowledge is very difficult to share with etls. Insights, intuitions, hunches and
personal experiences, are also classified askaowledge. Explicit knowledge again,
is formal and systematic. It can be expressed.gsnembers or words and can very
easily be shared with others. Explicit knowledge ba in the form of, e.g. scientific
formulae, studies, reports or codified proceduf(d®naka & Takeuchi 1995, pp. 8-9).

Table 1 shows the difference between tacit and@&kghowledge.

Explicit knowledge can easily be computerised aonded in databases. To be able to do
the same to tacit knowledge, it must first be coseeé to explicit. When an organisation
uses the conversed knowledge it becomes tacit agaowledge conversion is present-
ed more extensively below. (Nonaka & Takeuchi 1995 8-9)

Table 1. Knowledge types (Torrington et al. 2008§2)

Explicit Knowledge Tacit Knowledge
¢ Referred to as “know what” or » Referred to as “know how”
operational knowledge * Most knowledge is of this type

» Easy to explain and show to others « More difficult to explain and show
» Consists of straight forward » Consists of knowledge accumulat-
knowledge, such as price changes, ed by years of practice.

new products.

As the table above shows, explicit knowledge or‘kmew what” is rather straight for-
ward and easy to both understand and explain. Kaoivledge, or “know how”, is

more complex than that. As tacit knowledge congit$ata gathered from years of per-
sonal experience in each individual, it is alwag&ue from person to person. (Torring-
ton et al. 2008, p. 282)
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3.2 Knowledge conversion

Knowledge conversion is a means of managing knaydedhteraction between tacit
and explicit knowledge is called knowledge conwarsand according to Nonaka and
Takeuchi it is a “social procesetweenndividuals and not confinedithin an individ-
ual”. (Nonaka & Takeuchi 1995 p. 61)

According to Nonaka in 1991, the deep tradition$\Mastern management concentrate
mostly on formal, systematic and quantifiable da&, managing explicit knowledge.
Nonaka has done extensive studies on Japanese m@sipavays of managing
knowledge, and has found methods of converting & explicit knowledge. (Nonaka
1991)

Knowledge conversion is essentially interactionMaen tacit and explicit knowledge.
Nonaka and Takeuchi’s model include four modestorerting knowledge:

1. Socialisation, i.e. tacit to tacit knowledge

2. Externalisation, i.e. tacit to explicit knowledge

3. Combination, i.e. explicit to explicit knowledge

4. Internalisation, i.e. explicit to tacit knowledge

Table 2 shows the four modes of knowledge conversio
Table 2.Four modes of knowledge conversion (No&akKakeuchi 1995 p. 62)

Tacit knowledge to  Explicit knowledge

Tacit knowledge Socialisation Externalisation
from

Explicit

knowledge Internalisation Combination

16



Nonaka and Takeuchi's method of ussmgialisationas a means of transferring tacit
knowledge means that tacit knowledge is learnedldservation, interacting, imitating
and mentoring. Socialisation in itself is quite ii@d though, because while the appren-
tice learns the skills, the systematic knowledgéhefcraft behind the skills remains un-
known. Explicit knowledge must therefore be trangfeé alongside the tacit knowledge.
Explicit knowledge can be shared, e.g. throughimngitand reading of instructions or

reports or finding information from a database. ifblka 1991 p. 165)

Externalisationis a process of converting tacit knowledge intpliek contents. When
tacit knowledge is created into explicit it takesnfis of metaphors, analogies, concepts,
hypotheses or models. Images can be conceptudahsedgh words, but expressions
can often be left insufficient and inadequate. ©uthe four knowledge conversion
modes, externalisation is where most knowledgaaated (Nonaka & Takeuchi 1995,
pp. 64-67)

Combinationis about processing only explicit knowledge intioWwledge systems. In-
dividuals then share and combine their personali@iBnowledge through, e.g. re-
ports, documents or conversations. These comldoedments or study create there-
fore new knowledge. Formal education in schoolg, an MBA education, is a great
example of combination. (Nonaka & Takeuchi 19967).

Internalisationtakes place after the three aforementioned modédscanverts the ex-
plicit knowledge back into tacit. Internalisatioarncalso be called “learning by doing”
and it helps if the explicit knowledge createdhe tarlier modes is documented in e.g.
manuals. Documents help people conceptualise wieat have learned earlier, thus
strengthening their tacit experience. Manuals @udtents can in their turn enhance the

transfer of explicit knowledge to other people. fldka & Takeuchi 1995 p. 69)

Redman and Wilkinson suggest using the framewoitasfseret al.’s study from 1999
where employees are encouraged to focus their letugel management activities on
databases that are mostly IT-based. The employeeddsturn to the database whenev-
er they need to look for information. Redman andkison also suggest that the em-
ployees turn to each other whenever tacit knowlegiggow how”) needs sharing.
(Redman & Wilkinson 2006 p. 411)
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3.2.1 Other human resource management and knowledge management

methods

There are many definitions of HRM. In 1995, Stodeyined HRM as “a distinctive ap-
proach to employment management which seeks toewaehtompetitive advantage
through the strategic deployment of a highly coneditand capable workforce, using
an array of cultural, structural and personnelnepes” (Beardwell & Claydon 2007 p.
5)

Human resource management (HRM) methods can befoiskdowledge management
activities. Nonaka and Takeuchi’'s method of knogkdonversion is one way to man-
age knowledge. Following HRM strategies can alsased for induction and training

of employees.

3.2.2 Induction method

The induction method is used when transferring Kedge to new employees. Induc-
tion as a knowledge transfer method in the begmoinan employment is the best way
of capturing and providing both tacit and explicitowledge. The method helps with
providing adequate and necessary knowledge absfitehiworking and the work envi-

ronment to the newly employed. (Mathew & Kavith®8@p. 32-33)

Induction of new employees is extremely importaat, only to get the new employee
ready to start working but also to make sure thatrtew employee feels comfortable in
the new work place and environment. There are uar@ays to execute the induction
process but the main task is to make the new erapldgel comfortable in the new
work environment while at the same time sharingidedge about all new work proce-

dures and tasks. The induction period can varyength from a few days to many
weeks, depending on how the individual absorbktioeviedge given. (Torrington et al.

2008 p. 203)

According to Dessler (2009), in the beginning & thduction period the employee is

provided with basic background information abouwt tompany, such as the rules,
18



standards and values, and general knowledge ahe@nployee’s post. Induction pro-
grammes can either consist of several brief intctdas to formal whole-day events.
After a successful induction period the employesusdh have accomplished the follow-
ing;

An understanding of the company’s goals and visions

Key facts about the policies and standards.

An understanding of what the company expects fizgremployee.

A

The employee should have the needed skills andire=s® to begin the process
of becoming a part of the company’s ways and restin
(Dessler 2009 p. 160)

3.2.3 Counselling method

Counselling Method, as a method of induction, came gnmediate results in both ex-
plicit and tacit knowledge transfer. The idea iatth senior employee is assigned to the
new employee. During the process, the senior emeplay expected to show and teach
everything he/she knows about the organisationvemrdt in question. The counselling

method is can also be called mentoring processth@a& Kavitha 2008 pp. 33-34)

3.2.4 Training and development

While the induction process is of great importaimcéhe beginning of an employment,
it is equally important to maintain a high level thining and development (T&D)
throughout the employment in order to keep knowdedikills and competence of the

employees at a constant level.

By developing and training the personnel systeraliyicthe company can make sure
that the right persons are doing what they shdubilso ensures that the personnel have
the correct knowledge and skills in order to pugbokly carry out the tasks required. In

today’s challenging and competitive atmospher&éltusiness world, having compe-
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tent personnel can also play a great role in holtiwve company reaches its goals.
(Hatbnen 1998 p. 7).

According to Torrington, there are two sides to Ewpe training and development.
One side suggests that training improves the emplsycommitment to the employer,
which makes it more likely that the employee statythe job. The other side suggests
then that training of employees makes them morel@yaple, therefore making the

employees switch jobs more easily. (Torringtonle2@08 p. 205)

3.3 Knowledge management in SMEs

As mentioned earlier, knowledge management aas/iire more usually pursued in
SMEs, but a study by Salojaret al.in 2005 proves that SMEs do have knowledge
management activities as well; they are simplylyacalled “knowledge management”.
(Salojarvi et al. 2005 p.1)

Earlier studies show that SME’s KM needs and chgks are actually quite similar to
those of bigger companies. Applying knowledge managnt processes can sometimes
really be easier in smaller companies becauserthieoeaments are less formal, which
means that transferring tacit knowledge is easier.

Other studies have proven also, that strateginilegrand knowledge orientation results
in growth in the long run. (Salojarvi et al. 20052)

The results from Salojanet al's study show clearly that having knowledge manage-
ment activities corresponds positively with growfinose companies with balanced and
strategic KM approaches seem to grow more than aamp with less balanced ap-
proaches. 80% of the respondents claim to use gepldevelopment discussions as
their primary KM approach. Customer and employdesfsation surveys, along with

competence mapping are also quite widely usedoj@al et al. 2005 p. 6-12)
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4 RESEARCH PROCESS

4.1 Background and method

The aim in this study is to find a solution to BtanFootwear’s problem with induction
and training of employees. The idea to create aualatame from the problem of hav-
ing information spread in too many different placéke frequent employee turnover

means also that inductions are done often and theraeed for a manual.

Conducting the research for this thesis can baldivinto three steps;
1. Author's own tacit knowledge on the case compang & current situation,
supported by KM and HRM theories and literaturespreed previously.
2. Interviews with Bianco Footwear shop managers fopstt the author’'s own
tacit knowledge and ideas.
3. The previous steps result in a manual used foramolu and T&D processes in

the case company’s shops.

Most necessary information and knowledge of theigtidn process does exist, but is
scattered in multiple places, such as differenalgzdes in each shop, the company’s
internal website and database and as tacit knowledgach individual employee. After
a proper look through Bianco Footwear’s internalalase, very useful material in
HRM could be found, but it was only in Danish amerefore rather useless for the
Finnish speaking employees and shop managers.niémmal HRM material has now

been translated to Finnish and is a part of theualan

When conducting a study, there are many methodtdose from. The most common
methods are quantitative and qualitative studiesmr@tative studies analyse and revise
statistics, e.g. questionnaires, and qualitatiudiss are conducted using verbal analys-
ing methods, e.g. interviews or focus groups. Qaiale studies are used more when
there are fewer participants in the study. Thibdsause qualitative studies are usually
verbally conducted, which makes analysing the daiee time consuming. Quantitative
studies are used for e.g. questionnaires, whege lquantities of written data is ana-
lysed. (Patel & Davidson 1994 pp. 10-12)
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In order to have a better understanding about wkatt areas need improving in the
induction and T&D processes, a qualitative researche form of interviews was con-

ducted.

There are three shop managers in Shoes for yoariir®y, of which one is the author
of this thesis. Therefore there were only two pessio include in the research, so it felt
more appropriate to do interviews than, for examplgtten questionnaires. It was as-
sumed that interviews would give better insighthie research problem, than, for ex-
ample, questionnaires, as the interviewer couldnagke in-depth follow-up questions

when needed.

The research problem in this study is to find thebfem areas in the induction and
training processes in Bianco Footwear and to funthble solutions in order to improve
them. The shop managers have the best knowledfeese questions, which is why

they were chosen to be interviewed.

Two shop managers — the manager from the shopkedkus and the manager from the
shop in Forum — were interviewed Januar{l 2011. The interviews were conducted in
the respective shops and lasted approximately an &ach. The interviews were rec-

orded by taking notes and the persons were inigedeseparately.

As the interviews were done to reflect the authoris ideas and feelings about the cur-
rent situation in the induction and T&D processhs, interview questions were chosen
to reflect and explore the thesis’ research problEne questions were both structured,
i.e. both the question and answer is defined (&g.you think the induction of new
employees is effective at the moment?”) and serctired, where the concrete prob-
lem is defined but the answer is left open (e.gh&iMs good about the induction proce-
dure now?”). (Flick 2002 p. 75)

The questions were intended to help find solutimnthe research questions, i.e. what
the general problems are now and how they can peied. The exact interview ques-

tions can be found in Appendix 1.

Ultimately, the knowledge needed to write a mararainduction and training and de-
velopment to Bianco Footwear comes from many saurBeviewing the company’s
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internal HRM material, knowledge and ideas gaineainf interviews, theories in
knowledge management and the author’'s own taciviedge about the company have
all contributed to making of the manual. When atadwas gathered, it only remained

to start assembling the manual.

5 RESULTS

According to Redman and Wilkinson (2006), it istgudifficult for a company to create
a single, best suitable method and strategy of giag&nowledge because the diversi-
ty of strategies is so vast. The company must tbexelot the needs and the range and
type of HRM strategies used, to find the best dlgtknowledge management strategy
(e.g. use of databases). (Redman & Wilkinson 2008 fb)

Nonaka and Takeuchi’'s strategy of using four moesonverse knowledge seems
quite ideal for Bianco Footwear, because large ansoof knowledge is transferred and
conversed during induction or training and develeptrof employees. Especialbp-
cialisation (where observation, interacting and mentoringtheekey elements in trans-
ferring knowledge) plays a big part in the industiprocess, but alsexternalisation
(sharing knowledge and images as metaphors or girg)pcombination(exchanging
knowledge through different medias or documents) iaternalisation (“learning by

doing”, the end result of all modes).

In Bianco Footwear the induction process usualiytstwith brief meetings between the
new employee and a shop manager or another oldogew®l during which general
background information is given about the compang #s values and visions. Very
basic work related tasks are also shown durindgiteemeetings. Torrington suggests
that the introductions should be handled by difieqgeople (Torrington et al. 2008 p.
203) in order to get a wide-ranged idea about tgarsation. This form of introduction
is widely used in Bianco Footwear as well, althotigh outcome isn’t always very suc-
cessful due to differences in work practices betwedsting employees. This, though,

may well be due to a lacking induction processeat mmployees that has continued for
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years. There sometimes also seems to be an intEmgidetween what is taught during
the inductions and what the company policies requir

To be able to get both induction and training ol reenployees to function properly it is
worthwhile to spend some time on training and dawelg the existing personnel. As
long as the existing employees are applying them methods at work, instead of what
the company policy requires, the new employeesfaitiet about what has been taught

during the induction as they start mimicking thaoter colleagues.

5.1.1 Importance of knowledge management in customer service

Training in the field of customer service is comsetl very substantial for a company in

order to maintain its competitiveness in the marie#itonen 1998 p. 75).

Excellent customer service is an important pathefBianco Footwear company policy.
The company’s mission statemehtaving funandBeing passionatshould be reflected

in the customer service and in the general atmasphethe shops. It is therefore very
important that all employees are aware of the missiand also know how to convey

them.

Bianco Footwear has a specific training and devekmt programme called Bianco
University, which organises training courses globd&br all Bianco employees. All
country offices are in charge of organising theradance of their own countries’ em-

ployees to these courses. Generally, there hasdmeeBianco University course a year.

Apart from Bianco University, the shops train arel/elop the employees constantly
and especially when new information becomes auailabgarding, e.g. shop proce-
dures. At Shoes for you Finland Oy a monthly emeéoyneetings are held, where pre-
vailing information is shared. When needed, spedrining events are held also, dur-
ing which employees might e.g. get a training sessn shoe care-products or how to

become a better sales person.
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The knowledge needed for serving customers in #s¢ possible way and for conduct-
ing everyday work in the shop in general can besii@d as both tacit and explicit.
However, it tends to be more on the tacit siden@ka 1991 p. 164-165)

When Bianco University training workshops and ottraming events are held, only a
few employees have the opportunity to attend. Tthey need to report back to the rest
of the staff about their experiences on the worfgshdlonaka and Takeuchi’'s methods
of socialisation(where tacit knowledge is transferred to tacitwlenslge) andcexternali-
sation (where tacit knowledge is converted to new expkaowledge) can be used in
these situations brilliantly.

As mentioned earlier in chapter three, Torringtaggests that training of employees
could make them more employable and therefore Bimificjobs more easily. (Torring-
ton et al. 2008 p. 205)

However, the training given in Bianco Footwear isitg) company specific, which
means that the employee won't benefit much fromgikien training in another compa-
ny. A well- trained and knowledgeable personnetas only good for the business, it
also motivates the employees and brings meanitigetowork.

The results from Salojareét al’s study give evidence also, that putting somereffito
knowledge management even in small companies @it i@ positive growth of the
company. (Salojarvi et al. 2005)

5.1.2 Results from the interviews

To be able to write a manual that would actuallec#o all flaws and lacks in the cur-
rent way of managing knowledge and of the inductiod T&D procedures, it was ex-
tremely important to have interviews with the smo@nagers. Shop managers will, after
all, serve as end users of the manual and theiteé®crucial to work closely with them
so that the manual will be of the best possibleeberShop managers are also the per-

sons in charge of induction and training.
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The general consensus from the interviews withsti@ managers was that the current
induction process is not functioning properly asceéectively as it should and that the
situation does need an improvement. Both agreedsthadardising the procedures for
the induction and training process would be the tkeynproving the induction of new

employees in the future. There sometimes also seéerbe an inconsistency between
what is taught during the inductions and what themgany policies require. This argu-

ment was confirmed during the interviews with shoanagers and agreed upon, that

everyone must follow same standards in companyigsliand teach them same.

Both shop managers admitted that, although thesgtiinduction procedure and train-
ing of employees is lacking, neither had immedataly solutions on how to improve
the situation. The idea of having a clear manuafottow and a checklist to guide
through the induction procedure got very much bagkAlso mentoring and employee
development discussions got support.

5.1.3 Building the Manual

The manual came together as the product of gathenformation from knowledge
management theories (such as Nonaka and Takeuuktlsod of knowledge conver-
sion), ideas and insights gained from interviewshwhe shop managers, reviewing
Bianco Footwear’s existing internal HR material dindlly from the author’'s own tacit
knowledge, gained from over five years of working the company first as a sales per-
son and later as a shop manager.

When considering Nonaka and Takeuchi’'s four modekniowledge conversion and
how it can be adapted to this case, the manuakisngially what ties together all modes.
During socialisation the person in charge of induction is sharing heis/tacit
knowledge with the new employee but uses the mamial guide to be able to remem-
ber to share everythingxternalisation i.e. using metaphors or analogies, can be used
when trying to explain a part of the job that cdrétshowed right then and there. How-
ever, the manual does not contribute to this maalg much.
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During combination knowledge is shared and exchanged using differesatia or doc-
uments. The manual in itself functions as a mediom,the new employee is also en-
couraged to start looking for knowledge on his/vn after the initial 2-week induc-
tion period is overlnternalisation also known as “learning by doing” is what tieswho
all three modes. Essentially, this is where the rawloyee starts working individually
and creating own tacit knowledge from the work. Amor, already introduced in the

socialisation mode will be present for some timevah.

The 2-week induction period follows Nonaka and Teke's four modes (1995), be-
cause during that period most of the knowledgehezedd. What happens after that is
that the employee starts working individually ahd training continues along with eve-
ryday work tasks. A mentor is assigned for as laggt is needed, as both Mathew and
Kavitha (2008) and Nonaka and Takeuchi (1995) sstggetheir studies.

A new procedure that will also be introduced alenth the manual is employee devel-
opment discussion. They have been considered gltefdre but Salojanet als study
confirmed that development discussion can be vHegctve and therefore worth a try

also in Bianco Footwear.

The manual is intended to be used by the shop reamay any other employee in
charge of the induction of a new employee. The g@a to make a manual that would
standardise and make the induction process easier.

Since the operating language in the Finnish Bidhaotwear shops is Finnish, it was
found easiest to write the manual in Finnish ingteEnglish. It is also more beneficial

to have the manual in the language in which thactidn is done.

To ensure that the manual will be followed and usettie future it should be construct-
ed in a way that is easy to follow, understand asel The following means were used

to accomplish said demands:

* The manual is constructed in a chronological orfldlpwing the timetable of
the induction process. This will hopefully help tiiger of the manual stick to a
certain routine and not jump to other subjectscandy.

27



* The outlook of the manual is made to look appealeg. by inserting various
campaign pictures by Bianco Footwear. This enstinasreading and using the
manual is pleasant.

» Plenty of space for notes on each page. If and whamy persons are involved
in the induction process, everyone can write dowtes and observations for
others to see, of how the inductions process igrpesing. It will probably help
all persons involved stay more up to date. Alsesan how the manual can be
improved can be added in the empty space.

* A schedule for each induction is included in thenoa. The schedule is a blank
form, which will be filled in the beginning of eaahdividual induction process
to meet the needs of every new employee.

* All important and necessary forms will be placedha end of the manual and
later on stored on all shop databases also. Theses finclude the employment
contract, form for 2-month development discussind &-year development dis-
cussion. All forms will eventually be stored in teeployee’s personal docu-

ment folder as well.

In order to get the induction and training proceduto follow the new guidelines pre-
sented in this study, the existing employees apeaally the person in charge of in-
duction and training must be trained and informbdu& the new procedures. It would
be optimal to have someone in charge also of upgldhie manual whenever a change
in procedures occurs and also to make sure thah whtk employees resign and new

employees enter, that the level of knowledge stagysame.

Due to a request from Shoes for you Finland Oy aitteal manual is classified as con-

fidential. However, a summary of the manual cafoo@d in Appendix 2.
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6 DISCUSSION AND CONCLUSION

“What is knowledge” has been a frequently askedstiore ever since the ancient
Greeks and the answer to that is even today exlyedificult to answer. Knowledge
management can sometimes be equally difficult ewstand as a concept, because the
definitions of knowledge and how to manage knowéedgn be very vaguely defined.
However, the subject has been extremely interestngfudy and at times it has been

very difficult to narrow it down.

The research problem was to identify the problemihé current induction process and
training and development of employees in Shoeydor Finland Oy and to find meth-

ods to improve the processes. The interviews cdeduwith shop managers gave a
good impression on what the problem areas are awdd tackle them and in the theo-
retical part especially Nonaka and Takeuchi’'s (3988thod of knowledge conversion

gave great ideas on how to develop the processes.

Theories in knowledge management and employedrigagan be quite vague and even
contradictory at times, depending on how and frohictv point of view a study has
been conducted. Some claim that employee trairsngseless because it makes em-
ployees more employable and makes them change coespaore easily. (Torrington
et al. 2008). Other studies claim then that mooeisoshould be put on employee train-
ing, as it can increase growth and revenue in comepa(Haténen 1998). Balancing

these two sides has been quite challenging whilengthis thesis.

| feel that this study quite successfully answehedresearch questions, i.e. “what is the
general problem in the current knowledge managemoenines for induction processes
and in training and development of Shoes for yaldrid Oy’s employees? “How can
the knowledge management strategies for inductimhteaining and development pro-
cesses be improved and standardised?” and caméhup working solution to the case
company. The manual has not been put to test get,remains still unknown whether
the manual and reformed induction procedure agtwedirks and if it makes any great

difference to both the level of knowledge of empgley and the possible effect on e.g.
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customer service. The manual will be used durirggftrthcoming inductions and the

effects of the new procedures can hopefully be searfew months’ time.

It would have been interesting to do a survey ostamaer satisfaction both before re-
newing the induction and training process and a#eds. From those results could have
been seen quite immediately if there is an imprca@nm the level of knowledge in the

employees. It would be interesting to do a follogvtesearch on this study, neverthe-

less.

For the manual to be of most benefit, it is wortle/ho spend some time updating the
data and procedures in it to correspond with theeati procedures and e.g. company
policies. Also if the shop managers or personarge of the inductions should change
during the times to come, it would be highly recoemaied to give the new persons ex-
tensive training on how to do the inductions andige the manual. Otherwise the con-

tinuum of the knowledge created will end very qlyck
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APPENDICES

Appendix 1. Interview questions
Questions regarding induction and training of enjpé&s
1. Do you think the induction of new employees is effee at the moment?
2. If not, why?
3. What areas of induction and training need improvehe
4. What is good about the existing induction process?
5. How should the induction and training be improvedeveloped?
6. What do you think of having a manual as a guideuyh the induction?
7. What do you think of introducing development dissass for the staff?

8. Other comments?



Appendix 2. Summary of the manual

Foreword
You are now holding the new induction manual. Theppse of the manual is to func-
tion as a manuscript and support for the perscecharge of the induction during each

induction process.

The person in charge of the induction in Biancotixear is usually the shop manager,
but often employees who have been working for Bigiioc a long time are involved in
the induction and training processes. Because pheiltiersons can often be involved in
the induction process, it is important to unify aandardise the procedure, so that each

and every one are following the same pattern.

Using the manual

The manual should be stored on the shops computatabases, so it can be accessed
and modified easily. It is important to update thanual whenever a new procedure is

introduced.

Stored with the manual can also be found all fon@sded during the employment, e.g.

employment contract and employee development dismugorms.

Theinduction process

In this part the whole procedure will be run thrbwmnd explained.

Week 1

Includes information that should be taught to nemplyee regarding presentation of
the company, shop and staff, employment contractk aours and benefits, the shop
and the storage, as well as selling and usingakhk tegister.

These elements should be presented during thenfask of the induction and be clear

at the end of the week.

Week 2
Includes information that should be taught to nemp®yee regarding returning and
exchanging of goods, claims, loans, opening ansirgdothe shop, visual merchandising

and product knowledge.



After the second induction week, these elementsldiaiear.

After a 2-week intensive induction process the eewployee should have knowledge of
most shop procedures and will be ready for indepenhavork. A mentor will be as-

signed to help and share knowledge during the cpmmonths though.

In the future

After 2-4 months from the beginning of the employitne development discussion will
take place. Future training and development neellibevdetermined during the discus-
sion.

Once a year, all employees will have developmestudisions to follow up on each in-

dividual’'s performance and to determine the spedciéed for training and development.



