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Figure 1. Stages of the research process
Source: own study.















     


          

             
         
          






   













            








           


           



            
           




           
             



 


         



 

         


 











             










           

          
          




 

            






           

            











Source: own study.

Figure 2. Framework of organizational learning – version 1
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Figure 3. SEM modeling stages
Source: own study.



              







     


 
 
 
 
 


          
             


           

     








 















 















Figure 4. Framework of organizational learning – version 2
Source: own study.





         









        





         



             






 
              
          






                

              









       

            





           
        







       


          
            
            



     






 









             
            
           


            




Table 2. Coding categories and coding results
Code

Definition

Number of coded
segments

strategic
knowledge

knowing why

0399

operational
knowledge

knowing how

0284

contextual
knowledge

knowing what/about

0249

feedback

An impulse acquired from an external source that
provides an evaluative response to action undertaken by
the recipient

0358

source

Sources of information acquired by a department; 16
sub-codes, including “other”

1017

regularity

The regularity of obtaining knowledge from a given
source; 3 sub-codes: high, medium and low.

0457

positive or
negative

The positive or negative character of given feedback;
binary code – 2 sub-codes

0117

structured
process

A formalized and/or systematic process of acquiring
knowledge from a given source of information; binary
code – 2 sub-codes

0343

perceived utility

An explicitly stated opinion on the usefulness of a given
source of information; 3 sub-codes: high, medium and
low

0245

Source: own study.










        





            

        
         
          
        
         


              









           
            






           


 





            

Table 3. Results of the mixed-method analysis – sources of knowledge
Type of knowledge

Sources

Feedback
strategic

operational

contextual

heads of the ministry

37%

02%

08%

20%

contacts within the ministry

07%

01%

08%

07%

contacts within public administration

07%

04%

16%

06%

recipients/clients

06%

01%

04%

07%

stakeholders

05%

00%

06%

05%

system of indicators

09%

01%

01%

09%

internal audit

00%

12%

00%

09%

external audit

02%

06%

00%

05%

external control

04%

14%

01%

14%

expert analyses and research

03%

06%

19%

03%

guidelines

03%

04%

03%

00%

internet

00%

03%

04%

00%

media

02%

01%

06%

03%

training

00%

20%

05%

00%

own experience and practice

04%

12%

01%

02%

other

10%

13%

17%

09%

Source: own study.











             
          









Table 4. Results of mixed-method analysis – characteristics of feedback
Characteristics of feedback
structured

38% (no. of coded segments: 72)

unstructured

62% (117)

high regularity

22% (42)

medium regularity

32% (60)

low regularity

46% (86)

negative

58% (67)

positive

42% (48)

Source: own study.


           







 
 




           










            



            




          


           



           




            
             


      





 


            







            


        








          
 
           




 







             
         



           
     
           






            



           
         






 





Table 5. The practical utility of framework – tool for monitoring organizational learning
The organizational learning framework has a nested structure. This means that: (a) a list of one
hundred survey items measures the frequency of certain behaviors in an organization; (b) survey
items are clustered to measure elements of the organizational learning mechanism; (c) these
elements are graphically arranged into wider categories: processes of learning and determinants
of learning.
So, looking at Figure 5 and Annex 1, consider this example. Two survey items comprise the
element labeled “Conferences and Training”, while five survey items construct the element called
“Feedback”. These two elements are grouped under the name “Impulses”, which in turn is one
of the four clusters (impulses, reflection, knowledge, adaptation) that build the most general
category called “Processes of Learning”.
This nested logic allows public managers to measure and monitor easily all aspects of organizational learning at the different levels of their agency. Namely it allows:
(1) Collecting reliable data on the learning mechanism
Employees of an organization respond anonymously to survey items. Particular questions
measure the frequency of certain behavior in their organization important for organizational
learning.
(2) Aggregating survey data and turning the data into information
Validated formulas allow: (a) aggregation of individual responses into elements of the learning
framework; (b) demonstration of the condition of each element of the learning mechanism
(e.g. system thinking, mutual support, feedback) at the 1-10 scale (1 = lowest intensity,
10 = highest).





Table 5 – continued
(3) Visualizing and comparing the results of the organization
The Prezi template allows combining, visualizing and animating different layers of data:
(a) showing on one screen dashboard the bigger picture - intensity of all processes and determinants of learning; (b) zooming in and out of each element of the mechanism (e.g. impulses
– feedback; strategic knowledge) and see results of all survey items that have built that element;
(c) comparing and benchmarking results of own organization with average of Polish ministries,
mean of whole organization (if survey covered different units within organization) or even, if
survey has been repeated, changes over time.
(4) Conducting constructive data-driven discussion about the condition of an organization
The agenda for a team meeting allows leaders and members of the organization: (a) to
engage in conversation grounded in data; (b) to identify the reasons for the observed situation;
(c) to discuss possible improvements in organization and (d) to evaluate the effectiveness of
implemented management solution over time.
Please note that survey questions are presented in Annex 1 of this book. The template for the
on-line survey, all analytical formulas, Prezi templates, data for comparison and agenda for
discussion are available for download for free from project web page: www.mus.edu.pl


            
         
          
        

           
          



         
      




         




All information from the external environment of a department
assessing the efficiency, effectiveness and usefulness of the
activities carried out by this department.
It can be in the form of analyses and expertise, monitoring
data, principals’ assessments (e.g. politicians), opinions of
the stakeholders of a given policy, comparisons with other
departments, etc.

Discussions and analyses of issues important for a whole
department, conducted with the participation of a department’s
management.

Discussion and analyses of received impulses and the current
situation, which take place in a unit of a department, among its
employees.

Knowledge of the environment in which a department
operates and of the subject related to its tasks, held by staff
of a department. The ability to explain the trends and possible
causes of various phenomena in a given sector or policy area.

Employees’ knowledge of the objectives of a department,
of the expected effects of the activities undertaken by
a department, of its role in the ministry, in the system of public
policies, and in society.

Technical, operational knowledge (know-how), associated with
the use of different tools, operating methods, application of
effective processes and procedures.

Feedback

Top-down reflection

Bottom-up reflection

Contextual knowledge

Strategic knowledge

Operational knowledge

What it is

Participation of employees of a department in conferences
and training related to their area of work.

Conferences and
training

Name of the process

Table 6. Processes of organizational learning
How it benefits the organization

Allows employees to continuously improve established
processes, procedures, and operating methods. As a result, it
improves workflow in a department.

Strategic knowledge explains to employees how their work
contributes to the realization of the most important tasks of the
organization. It allows them to guide their activities towards
a common, overarching goal.

Helps to explain what is happening around the department,
in a given policy area, subject or sector, which is linked to
the activities of the department. It also allows you to relate
observed changes to the situation of the department.

Bottom-up reflection allows employees of units and teams to
think about incoming information, relate it to their own work
and eventually translate into knowledge useful in the specific
context of their unit.

Top-down reflection allows employees of a whole department
to think about incoming information, relate it to their own work
and eventually translate it into knowledge useful in the specific
context of their department.

Feedback is like school grades – it allows us to understand
whether things are going in the right direction, and whether
the tasks implemented by a department bring the expected
results, and benefit their recipients.

Participation in conferences and training helps the
organization to acquire new knowledge, find inspiration and
ideas for novel approaches to challenges and to current
activities.





What it is

Change in operational issues – the current working methods,
procedures, ways of performing daily activities – made as
a result of reflection on the impulses that reached a unit or
a department.

Change in the future directions of a department, the tasks or
the perception of the area, in which a department operates.
Occurs under the influence of reflection on the impulses that
have reached the organization.

Change in the course of action, revision of the purpose of
a department, under the influence of a political or personnel
change at the highest levels of the ministry.

Name of the process

Operational adaptation

Strategic adaptation

Political adaptation

Table 6 – continued

Thanks to the political adaptation, a department adjusts to
a vision put forward by the leaders of the organization –
politicians.

With strategic adaptation, a department responds to the
challenges and needs of the evolving environment. As
a result, both the effectiveness and usefulness of the activities
performed by a department are improved.

Thanks to operational adaptation, an organization changes
the way it performs daily activities (doing the same things
more efficiently). It improves the smoothness and efficiency of
work.

How it benefits the organization




The ability to use cause-effect reasoning, to perceive and
define the activities of a department in the form of causal
relationships: challenges and needs – inputs – processes –
outcomes (positive changes).

Identifying relationships and interdependences, perceiving the
broader context in which public activities and different projects
are taking place. Awareness of the dynamics of phenomena
in time.

The ability to ask questions, to formulate problems clearly, to
build arguments, to evaluate evidence and its credibility, and
the ability of logical inference.

Support provided by co-workers in the face of emerging
problems.

Good relationships in the team, mutual kindness and a spirit of
cooperation.

Freedom to express opinions (including critical ones),
acceptance of different views occurring among the team
members, lack of fear of risk-taking, absence of deliberate
disturbance of colleagues.

A style of team management. Democratic leaders encourage
staff to discuss and to put forward ideas, provide inspiration,
and respect employees’ independence. They can also clear up
misunderstandings between employees. Such leaders ensure
that employees are informed of their roles and the objectives
and tasks of a department.

System thinking

Critical thinking

Mutual support

Group cohesion

Psychological safety

Democratic leadership
style – heads of
department

What it is

Goal-oriented thinking

Name of the
determinant

Table 7. Determinants of organizational learning

Democratic leadership enables organizations to develop
reflection on the effectiveness and efficiency of the
department. It strengthens contextual knowledge and strategic
knowledge.

It is necessary for the smooth functioning of the team. It
enables collective reflection, and learning from successes and
failures of a department and its teams.

It benefits team cooperation, and supports common reflection
on improving one’s work and its effects.

It is a prerequisite of cooperation and fruitful discussions in the
team. It also strengthens operational knowledge.

This ability allows employees to identify reliable sources
of information, to build a clear argument during team
discussions, and to base decisions on firm evidence.
Depending on the topic, it can improve different kinds of
knowledge (operational, strategic, and contextual).

Thanks to this skill employees can identify and acquire
information from external sources, related to the context and
longitudinal effects of a given activity. On this basis, they can
pursue critical reflection and strengthen their strategic and
contextual knowledge.

Thanks to this skill employees can identify and obtain
feedback from external sources, which concerns the most
important outcomes of an organization’s activities. They
can also use this ability to pursue critical reflection, draw
conclusions and strengthen their strategic knowledge.

How it supports the learning process





What it is

A style of team management. Democratic heads of units
encourage their staff to discuss and to put forward ideas,
provide inspiration, and respect employees’ independence.
They can clear up misunderstandings between staff members
and ensure that employees are informed of their roles and the
objectives and tasks of a unit.

Availability and accessibility of databases, publications,
information used in everyday work.

The money available to a department for training,
commissioning of expertise reports, obtaining information, but
also for the equipment used in everyday work.

The function of a department translated into a set of
practical information and indicators, by which the department
monitors the effects of its activities and relates them to the
broader goals set at the institution level. Thus, the reference
framework sets a benchmark to evaluate the performance of
a department. It should include the opinions of the clients of
a department and its stakeholders.

Well-established practices of commissioning research and
expertise, of internal reflection in teams, of knowledge sharing
and storing information. The codification may take the form
of an internal procedure, checklist, template, action scenario,
manual, or custom.

The breadth and intensity of contacts a department has
with other departments within the same ministry, as well as
relationships with political superiors.

Name of the
determinant

Democratic leadership
style – heads of units

Availability of analyses
and information

Financial and
technological
resources

Reference framework

Codification of
practices

Relationship
with immediate
environment

Table 7 – continued

It allows useful feedback to be gathered from the immediate
environment, i.e. from within the ministry.

The codification of practices allows the organization to
remember the modes of action which proved useful.
Depending on the subject, it may support all three types of
knowledge.

Allows the impulses from external sources to be organized
into a consistent message about the results of a department.
In simple terms, it tells us whether we have succeeded as an
organization. Therefore, it creates a framework for meaningful
top-down reflection and builds all kinds of knowledge.

Financial resources allow participation in training, collecting
feedback, and facilitating reflection processes. In turn,
technological resources facilitate e.g. collection and
processing of knowledge, or communication between team
members.

A source of inspiration and impulses. It supplies the reflection
process with facts, and – depending on the scope of
information – helps to build contextual, strategic or operational
knowledge.

Democratic heads of units enable their teams to develop
reflection on the effectiveness and efficiency of the unit.
They strengthen contextual, strategic as well as operational
knowledge.

How it supports the learning process




The breadth and intensity of contacts a department has with
actors from beyond the ministry – stakeholders of a given
policy, academics, consultants, experts, other ministries, think
tanks, etc.

The ability to obtain knowledge from independent experts, and
the general assessment of the quality of external research and
expertise.

Quality of expertise

What it is

Relationship with
remote environment

Name of the
determinant

Table 7 – continued

Expertise of high quality is an important source of feedback.
It provides essential input to reflection processes in
a department, and supports contextual and strategic
knowledge.

Allows diverse and useful feedback to be gathered. The more
sources a department has, the wider perspective it may have.
As a result, a department gains a more objective view and
a deeper knowledge of the needs of stakeholders and the
appropriate lines of action.

How it supports the learning process
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