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Abstract 
This thesis is organized in three different parts. In the first part Ericsson’s methods for 
developing and deploying the existing knowledge are analyzed. In the second part we analyze 
the competence build-up for consultants within a technical domain that is constantly evolving. 
The third part is an evaluation, on an overview level, of a new organizational concept that 
Ericsson launched. The concept is a way to globally manage knowledge and competence 
within different technical domains. The concept is called Global Competence Center. 
  
The method applied was interviews, as a first step to learn about the subject and also for 
ourselves to get to know the organization in which we conducted our research. Interviews 
were also used in order to answer our research questions. The employees gave their view on 
what makes learning more efficient. Examples are hands-on, reality based and problem 
oriented tasks. This was combined with studies of literature and our own experiences of 
learning. 
  
Our study shows that a combination of different methods for developing and deploying 
knowledge and building competence seems to be most suitable. This is based on the 
interviewees’ experiences and the principles of a theory about adult learning called andragogy. 
From the interviews, we also received suggestions about work improvements for the 
consultants’ work roles. A competence program was developed for the building of 
competence amongst consultants. The program uses case studies and mentorship as two of the 
methods, which both apply to the theory of andragogy. 

Sammanfattning 
Den här rapporten är uppdelad i tre olika delar. I den första delen analyseras Ericssons 
metoder för att utveckla och sprida existerande kunskap. I den andra delen analyserar vi 
kompetensuppbyggnaden för konsulter inom en teknisk domän som ständigt förändras. Den 
tredje delen är en utvärdering, på en översiktlig nivå, av ett nytt organisatoriskt koncept som 
Ericsson har startat. Konceptet är ett sätt att hantera kunskap och kompetens inom olika 
tekniska domäner. Konceptet kallas för Global Competence Center. 
 
Metoden vi använde var intervjuer, som ett första steg för att lära oss ämnet men också för att 
lära oss organisationen som vi utförde vår studie i. Intervjuer användes också för att kunna 
besvara våra frågeställningar. De anställda gav sin syn på vad som gör lärande mer effektivt. 
Exempel är hands-on, verklighetsbaserade och problembaserade uppgifter. Arbetet 
kombinerades med litteraturstudier och våra egna erfarenheter av lärande. 
 
Vår studie visar att en kombination av olika metoder, för att utveckla och sprida kunskap och 
bygga kompetens, verkar vara mest lämplig. Detta är baserat på de intervjuades erfarenheter 
och principerna av en teori om vuxnas lärande, kallad andragogik. Från intervjuerna fick vi 
också förslag på förbättringar för konsulternas arbetsroller. Ett kompetensprogram 
utvecklades för att bygga kompetens bland konsulter. Programmet använder case-studier och 
mentorskap som två av metoderna, vilka båda drar nytta av hur teorierna om andragogik 
tillämpas. 
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1 Introduction 
Ericsson, together with The Royal Institute of Technology (KTH), has developed a thesis 
project exclusively for the Master of Science in Engineering and of Education program. The 
project was scoped by Ericsson in a project description document and Ericsson had a few 
specified expected outcomes of the work. Separate from this, both KTH and The Stockholm 
Institute of Education (LHS) expect a full report according to the requirements of a thesis 
work. 
 
The specified expected outcomes of the project from Ericsson perspective were an Evaluation 
of the Global Competence Center (GCC) concept and the development of a Work instruction 
to be used during the setup and implementation of a new GCC. The Global Competence 
Center function is to maintain and develop competence within a specific technical domain in 
order to support the Ericsson organization. 
 
The work with the thesis has been divided between the two authors as follows: Marcus 
Andersson has written Theoretical Background, Competence build-up in Service Layer for 
consultants and Evaluation of the GCC concept. Jimmie Femzén has written Data collection, 
Methods for knowledge management and competence build-up and work instruction for a 
GCC. Two of the documents were written together, the Evaluation of the Global Competence 
Center (GCC) concept and the Work instruction for a GCC, which can be found in Appendix 
II and Appendix III respectively. We have also written Fictional case and Conclusive 
discussion together. The thesis uses Ericsson abbreviations and a list of these can be found in 
Appendix VII. 
 
In this thesis we define knowledge as pure information and competence as the ability to put 
the knowledge into practice. This definition was also shared with the majority of interviewees, 
which was an advantage in order to analyze the data in a uniform matter.  
 
We would like to thank our supervisors from KTH and LHS; Jan Scheffel and Sirkku 
Männikkö-Barbutiu. We would also like to thank James Drake and Annika Liljedahl for the 
grammatical corrections. A special thank to our supervisors at Ericsson; Britt-Mari Flemström 
and Niklas Eriksson. And finally a big thanks to all Ericsson employees that have contributed 
with their time and effort! 

1.1 Purpose 
The purpose of this project is to improve the methods Ericsson uses for managing knowledge 
and building up competence, especially the methods used for developing consultants’ 
competence in the Service Layer. 

 

6 



1.1.1 Research questions 
 

1. Which are the methods for knowledge management in the organization applied today? 
 

2. In what ways can some of these methods be improved regarding effect? 
 

3. How should these methods be positioned in comparison with other possible methods 
for spreading competence? 

 
4. What method/models, for building competence amongst education consultants within 

Service Layer, is the most efficient? 

1.2 Chapter description 
The first chapter consists of an introduction. The second chapter describes the theoretical 
background and treats topics like learning organization, competence development and 
andragogy. Third chapter is a short introduction to the object of study and a description of the 
two roles of a competence consultant and learning architect. In chapter four we present our 
method for collecting data. Chapter five gives examples on how to improve the methods used 
by the organization for knowledge management and competence build-up. In chapter six we 
present a competence training program for the consultants. Chapter seven consists of a 
fictional case which could be used for building up competence amongst consultants within 
service layer. Chapter eight presents a short summary of our evaluation of the GCC concept 
and chapter nine is a brief description of the development of the work instruction for a GCC. 
Chapter ten is a conclusive discussion with a summary of our results and ideas for further 
research.  
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2 Theoretical background 
This chapter explains the selected learning theories and methodologies from the literature. We 
discuss the theories and then look into different competence development methods that will 
improve Ericsson’s way of building competence. 

1.1 Learning organizations 
Concepts like learning, integration, process and innovation replace in many contexts the 
traditional concepts of planning, specialization, structure and stability as guiding stars for 
what to consider as modern management- and organizational thinking. This development is 
manifest in notions like learning organizations and team based organizations, but also is of 
importance for the value of learning in organizations, lines of business and regions way of 
renewal.1  
 
A part of the organizational ideals of learning organizations is the significance of integration 
between work and learning. An effective way of work in this sense does not only imply a 
result, in the form of products, which fulfills certain demands of quality and quantity. It also 
implies a learning and development of knowledge, competence and other human resources, 
which promotes the individual as well as the operation.2

 
The prerequisite to reach success within organizational change management contains central 
parameters, such as, clear and defined goals and visions for the change in management 
process, a process built upon a high level of participation from concerned parties, the 
allocation of time and place for development work, management commitment to change 
management and an existing culture that supports learning.3

 
Research about learning organizations also shows the significance of organizations that try to 
join heterogeneity, with the purpose to promote new ideas and learning, and homogeneity, to 
promote communication and accomplishment of already made decisions.4

 
From learning organizations we see that when talking about competence development it is 
demanded that we have an actor-oriented view. For an actor to create new competencies 
he/she needs to be committed to and have a part in their own learning. Teacher-centered 
teaching works if you are trying to teach facts, established knowledge and test methods.5 In 
an actor oriented view the view on learning is a process conducted together with others, 
affected by others and that each individual has different ways of learning. Most important is 
that learning is creating competence.6

 
Self-directed learning was created during the 1970’s and it requires that the student takes 
responsibility for his/hers own learning. It gives a more structured way of how to learn 
something that is of a general nature. It tries to take away the learning environment from the 
classroom and integrate it to the everyday life. The basis of knowledge is earlier experiences 

                                                 
1 Backlund, T., et al. (2001), ”Lärdilemman i arbetslivet : teoretiska och praktiska perspektiv på lärande i 
organisationer”, Lund : Studentlitteratur, p.19 
2 Backlund, T., et al. (2001), p.21 
3 Backlund, T., et al. (2001), p.33 
4 Backlund, T., et al. (2001), p.38 
5 Hansson, J. (2000), ”Självstyrt lärande: när katedern inte räcker till”, Lund : Studentlitteratur, p.13 
6 Hansson, J. (2000), p.14 
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and the tacit knowledge. The important question is how you can use what you already know 
to create new knowledge.7

 
Hansson (2000) defines a cultural framework for learning organizations and self-directed 
learning as follows: 
 
“A learning organization and self-directed learning needs a culture that: 

- creates clear goals and/or assignments 
- allows risk taking 
- allows outside ideas 
- gives clear feedback of achieved results 
- gives wide borders of responsibility 
- have great responsibility amongst coworkers 

 
Self-directed learning takes into account that adults do not learn unless they are motivated. 
These goals shall create engagement and motivation amongst the employees if they are 
accepted.” 8

2.1.1 Competence build-up within Ericsson today 
Within the organization every employee is responsible for upholding enough competence to 
fulfill his or her work role. The guiding principle in the process is called IPM (Individual 
Performance Management). It means that every employee, together with their manager, sets 
up targets9 , regarding their competence development. The targets that they shall achieve 
should be fulfilled within a given timeframe. It is in other words a self-oriented competence 
development. 10  Each employee has the responsibility to gain knowledge and build up 
competence according to the chosen methods.11  
 
The organization therefore looks upon the employee as an actor and not as a pupil. One 
example of the difference is that actor-oriented perspective implies that each individual learns 
in different ways but pupil-oriented perspective means that everybody learns in the same 
way.12  

2.2 Competence development 
In today’s society knowledge and competence are two key concepts. This can be reflected to 
the organization development were the word ‘competence’ is used to describe how well 
people in specific situations rationally can solve problems with external demands. 13 , 14  
Concepts like knowledge sharing and competence development has been increasingly 
important in learning organizations. 15 Ericsson is one of those organizations. 
 

                                                 
7 Hansson, J. (2000), p.39 
8 Hansson, J. (2000), p.102 
9 Compare Hansson J. (red.)(2000), p. 26 - 27 
10 Hansson J. (red.)(2000), p. 19 
11 Compare Hansson J. (red.)(2000), p. 15 
12 Hansson J. (red.)(2000), p. 14 
13 Docherty, P. (1996), ”Läroriket : Vägar och vägval i en lärande organisation”, Stockholm : 
Utbildningsradion, p.6 
14 Eriksson, L., Grape, A-C. (2004), ”Kunskapsomvandling och –spridning”, Luleå : LTH, p.4 
15 Docherty, P. (1996), p.9 
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For new competencies the teacher-centered teaching does not work since the actor itself needs 
to set their performance goals. Today the manager usually decides what competence the 
individual should develop. 16  With the teacher-centered teaching we will not foster any 
entrepreneurs, the creativity and thinking will be prevented. 17  
 
The actor-oriented perspective should include the following aspects: the actor should 
understand and identify what he/she needs to develop and create the goal. This process is 
called development planning.18 Another aspect that everyone meets in their daily work is that 
new work assignments and problems is a great resource for learning. To address this learning 
experience and create a more conscious and effective way of learning, time needs to be 
allocated for reflective work. 19, 20

 
The individual competence development is created when the company sees their employees as 
competent enough to have this responsibility. In other terms, if a company stands before a 
tough task they must be able to trust that their employees can manage to learn what they need 
in order to solve the task. In order to establish lifelong learning the individuals need to be 
responsible for their own competence development and also have the tools required. To take 
responsibility for competence development will be as obvious as taking responsibility for the 
work tasks. 21

 
Björkegren (1989) describes three stages for competence development: 
 
“Competence development within an area is created by the following stages in practical skill 
development: 

(1) Cognitive stage, a description of the actual process and the area is learned. 
(2) Associative stage, a practical method for the actual process develops. 
(3) Automatic stage, the learned ability becomes an automatic process instead of a 

controlled.” 22 

2.2.1 Learning something new in an organization 
Motivation or a need is the first requirement for learning to be successful.23 The participant 
must know or feel a need for learning something.24 A need in this case can be directly related 
in order to learn something to keep his or her job. The consequence of this can be that they 
have to learn instead of want to learn, which can lead to a decrease in motivation. 
 
By letting the employees have the responsibility for their competence development the 
organization considers their employees to be competent enough to update their own 
competence.25 IPM also requires that the manager helps them to find the existing competence 

                                                 
16 Hansson, J. (2000),, p.15 
17 Hansson, J. (2000), p.16 
18 Hansson, J. (2000), p.17 
19 Hansson, J. (2000), p.18 
20 Race, P. (2005), “Making learning happen : a guide for post-compulsory education”, London : Sage, p.28 
21 Hansson, J. (2000), p.19 
22 Björkegren, D. (1989), “Hur organisationer lär”, Lund : Studentlitteratur, p.23 
23 Race, P. (2005), p. 26 
24 Knowles, M. et al (2005), “The adult learner : the definitive classic in adult education and human resource 
development”, Oxford: Elsevier cop. p. 64 
25 Compare Hansson, J. (2000),  p. 19 
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gaps. If the employees find out what they have to learn themselves, the need to learn will 
become stronger.26  

2.2.2 Blended learning - a method for competence development 
Blended learning is a concept that has become more popular with the introduction of internet. 
Bonk and Graham (2006) gives the following definition to the term ‘blended learning’: 
 

“Blended learning systems combine face-to-face instruction with computer-mediated 
instruction.”27

 
There are six identified reasons to use blended learning according to Bonk and Graham 
(2006):  
 

1. pedagogical richness  
2. access to knowledge 
3. social interaction 
4. personal agency  
5. cost-effectiveness 
6. ease of revision  
 

But the most common reason is that blended learning combines the best of both worlds. And 
it is rarely acknowledged that, if it is not designed well, it could mix the least effective 
elements of both worlds. Despite this, there are three reasons why people choose blended 
learning:  
 

- improved pedagogy  
- increased access and flexibility 
- increased cost-effectiveness 28 

 
The six major issues when designing blended learning systems are:  
 

1. the role of live interaction 
The role of live interaction is debated where some say that it is totally unnecessary 
and primarily used for socialization reasons, while others says that learners often 
place a greater value or emphasis on the face-to-face aspects of the experience.  

 
2. the role of learner choice and self-regulation 
It seems, in different publications, that the learners are primarily selecting blended 
learning based on convenience and access. But online learning components often 
require a large amount of self-discipline on the part of the learners. 
 
3. models for support and training 
More successful models of how to support a blended approach to learning from the 
technological infrastructure perspective as well as from the organizational (human) 
perspective. 
 

                                                 
26 Knowles, M. et al (2005), p. 64 
27 Bonk, C., Graham, C. (2006), “The handbook of blended learning : global perspectives, local designs”, San 
Francisco : Pfeiffer, p.5 
28 Bonk, C., Graham, C. (2006), p.8 
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4. finding balance between innovation and production 
In today’s society there is a great difference between the communication technologies 
available to individuals within different segments of the socioeconomic spectrum. 
 
5. cultural adaptation 
With e-learning it is easy to distribute material, but there is often a need for 
customization for the local audience to make them culturally relevant. This is a task 
that isn’t that easy, a balance between global and local interests should be identified. 
 
6. dealing with the digital divide.  
The constantly changing nature of technology is always disturbing the fine balance 
between innovation and production of new solutions.29

 
Bonk and Graham (2006) refers to Dewey’s concept that all learning proceeds from prior 
learning adapts very well to the concepts that designers of blended learning use, such as: 
reflection, genuine learning, situated learning, and building on previous experience. Dewey’s 
ideas, written over sixty years ago, are still today relevant for corporate training, because it is 
the educator’s responsibility to create a genuine, meaningful experience to ensure the learner 
continues on the blended learning path rather than becoming bored and disinterested. 30  
Blended learning is attractive to more kinds of learners because of the appeal to different 
learning styles. It is creating varied instructional modes and also supports multiple means of 
expression.31

2.2.3 Case methodology - a method for competence development 
Definition of a case according to Erskine (2003): 
 

“A case is a description of an actual situation, commonly involving a decision, a challenge, 
an opportunity, a problem or issue faced by a person, in an organization. A case is based on 

actual field data, authenticated by a release.”32

 
The methodology gives possibilities to, in a concrete way, illustrate principles, often for 
decision-making and problem solving. It also emphasizes communicational skills. And in a lot 
of ways the case methodology is an application of Dewey’s principles of “learning by doing”, 
but with specific demands of preparation from both teacher and student.33  
 
Case methodology allows the student to: 34

- participate in discussing the analysis and solution of relevant and practical 
problems 

- apply theory and practice, instead of learning by memory 
- learn by doing and teaching others 

 
Case methodology gives the possibilities to:35

                                                 
29 Bonk, C., Graham, C. (2006), p.14 
30 Bonk, C., Graham, C. (2006), p.138 
31 Bonk, C., Graham, C. (2006), p.158 
32 Erskine, J. (2003), “Teaching with cases”, London : Richard Ivey School of Business, The University of 
Western Ontario, p.9 
33 Kjellén, B., et al., (1994), “Casemetodik : en handbok om att undervisa och att skriva”, Stockholm : Rådet för 
grundläggande högskoleutbildning, p.5 
34 Erskine, J. (2003), p.8 
35 Kjellén, B., et al., (1994), p.7 
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- creative and stimulating independent thinking 
- practice in problem solving 
- training in decision-making, leadership and argumentation for standpoint 
- open, positive and motivation creating learning 
- empathy and experience 
- feel responsibility for his/her education situation 
- communication, social contacts within the group or between group and teacher 

 
Cases are a way to connect the learning situation with real life. The method’s most 
characteristic aspect is its connection with real life, an authentic experienced situation.36 The 
challenge with case methodology implies a fairly revolutionizing questioning of things within 
pedagogy at the universities.37

 
To work with case studies it is imperative that the teacher learns the names of the students fast. 
Means must be provided for this and also for the participants to become acquainted with one 
another. There is no room for anonymity in this method.38

 
“Learning by doing and learning by teaching others are two fundamentals of teaching with 

cases that permeate the learning objectives in case course planning.”39

 
Regarding different teaching styles used with case methodology, there is no single best way. 
Instructors complement each other. It would be very boring if every teacher followed identical 
routines and teaching styles in the classroom.40 The case method does not restrict a teacher to 
one teaching style only.41

2.2.4 Mentorship – a method for competence development 
The two concepts of mentorship and coaching are often treated like synonyms. It is very 
important to differentiate these two because they have one fundamental difference: 
mentorship is conducted without any economic profits for the mentor, in contradiction to 
coaching were the coach is paid for his/her services. The mentor should have experience of 
and understanding for the culture in which the adept is working and should also have achieved 
good results.42 In our case with mentorship within the Ericsson organization, we talk about 
organized internal mentorship or in some cases even organized external mentorship if the 
mentor and adept are from different organizations.43

 
A mentor doesn’t charge for the honorary task of sharing his/her wisdom and life 
experiences.44 A mentor should be a well respected and responsible person, a fosterer for 
someone with less life experience.45 Because mentorship is a method for transfer experiences 
and knowledge it is very important to map the mentor’s life experience to the adepts needs. 

                                                 
36 Kjellén, B., et al., (1994), p.6 
37 Kjellén, B., et al., (1994), p.8 
38 Erskine, J. (2003), p.17 
39 Erskine, J. (2003), p.41 
40 Erskine, J. (2003), p.149 
41 Erskine, J. (2003), p.10 
42 Arhén, G. (2007), ”Mentor”, Stockholm : Schibsted Förlagen AB, p.12 
43 Arhén, G. (2007), p.15 
44 Cullingford, C. (2006), ”Mentoring in education : An international perspective”, Hampshire : Ashgate 
Publishing Limited, p.157 
45 Arhén, G. (2007), p.20 
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The mentor and adept must also create an agreed goal for the mentorship.46 Within regular 
intervals the goal should be addressed and remembered. 47  The mentor also sees the 
cooperation as a way of learning and to get new perspectives on things.48

 
Regarding internal mentorship there are a few cons to consider, such as an invisible catch. If 
the hierarchy within the organization is changed the mentor could get a lower status than the 
adept, in which case the mentor has a catch on the adept. It is also possible that both the 
mentor and adept could compete for the same job. Another thing to consider is that if a 
mentor is laid off, it is very probable that also the adept, who is closely linked, also may have 
to go. The last thing to consider is that what the adept says to the mentor could reach the 
wrong people, for example if the adept and mentor talk about people in the same organization, 
what is said could easily end up at that person’s table.  
 
Regarding the pros the mentorship will give the adept a great way to create connections and 
build a personal network of important people. The mentor can also advise the adept before 
important meetings and inform about the participants.49 The mentorship should be terminated 
in a good, mutual, way.50  
 
One of the pros of organized intern mentorship is that it contributes to a mutual learning and 
development and improves contacts and relations between groups that otherwise most 
certainly would not have had a natural point of contact. In every organization there usually 
exist units that have problems with understanding each other’s work, experiences and 
approaches. An internal mentorship can, through its way of building contacts between 
different parts of an organization, reduce that type of opposition and contribute to an even 
more effective cooperation.51  
 
With an external mentor these problems do not occur. One of the pros of this is that the 
mentor doesn’t work in the same organization as the adept. The adept is therefore more free to 
speak about organizational changes that have occurred earlier. But it is important to agree 
upon a promise of secrecy. An external mentor can give unbiased advice since there doesn’t 
exist a connection to the adept’s organization. Another positive aspect is that an external 
mentor can help create a network outside the adept’s own organization, but this requires that 
the mentor offers the possibility. It is not required, but the possibility exists. 
 
If we now look at the cons with external mentorship, one is that the advice the adept is given 
is dependent on how well he/she describes the situation. The adept must be able to mediate 
different issues and aspects of situations in order to be given appropriate advice from the 
mentor.52

 
Regarding guidelines for how a mentor program should be conducted, there exists a few: 
The extent of the program should be established immediately in the beginning. The 
recommendation is that the time limit should be a year. It is important to start the program as 
fast as possible and the mentor and adept should see each other at least once per month, 

                                                 
46 Cullingford, C. (2006), p.163 
47 Arhén, G. (2007), p.22 
48 Cullingford, C. (2006), p.162 
49 Arhén, G. (2007), p.38 
50 Arhén, G. (2007), p.41 
51 Ahrén, G. (2007), p.97 
52 Arhén, G. (2007), p.42 

14 



especially in the beginning. Later on these meetings could be scheduled for every sixth week, 
but no less then every third month. In order to build up a relationship it takes time and 
demands that the parties meet.53

 
One important aspect is how the mentors and adepts are being matched to one another. This 
can be done in several different ways, one of which is creating a mentor pool. From this pool 
the adepts can easily choose a mentor and it is then up to the mentor and adept to recognize if 
the personal chemistry is working. Another way to match is that the group responsible for the 
program chooses a mentor for the adept. In this way the group can find a suitable mentor from 
the adept’s goals. There are a lot of additional ways of doing the matching and there are a lot 
of opinions of how this should be done. But the field is free to explore for the persons 
responsible.54

 
Another type of mentoring that has become a new phenomenon is e-mentoring. It is almost 
the same as an usual mentorship with the difference that the mentor and adept primarily are 
using electronic communications. All other aspects of an mentorship apply.55 A few benefits 
of e-mentoring are that it can adopt a range of different communication methods, it can be 
conducted across vast distances and it provides a greater accessible resource and support. It 
can also create a community of sharing and problem solving.56

2.3 Andragogy 
There is very little research about adult learning in our society, even though from an historic 
point of view learners have been adults. Classic examples are Platon, Sokrates and 
Confucius.57 Knowles’ andragogic model is based upon four different assumptions, with two 
additional assumptions added later on. These assumptions are58: 
 

1. The need to know 
Adults need to know why they need to learn something. When adults undertake to 
learn something on their own, they will invest considerable energy in probing into 
the benefits they will gain from learning it and the negative consequences of not 
learning it. 
 

2. The learners’ self-concept 
Adults have a self-concept of being responsible for their own decisions, for their 
own lives. Once they have arrived at that self-concept, they develop a deep 
psychological need to be seen by others and treated by others as being capable of 
self-direction. As a person matures, his or her self-concept moves from that of a 
dependent personality toward one of a self-directing human being. 
 

3. The role of the learners’ experiences 
An adult accumulates a growing reservoir of experience, which is a rich resource 
for learning. By virtue of simply having lived longer, they have accumulated more 
experience than they had as youths. 
 

                                                 
53 Arhén, G. (2007), p.113 
54 Arhén, G. (2007), p.110 
55 Cullingford, C. (2006), p.189 
56 Cullingford, C. (2006), p.190 
57 Knowles, M., et al., (2005), p.35 
58 Knowles, M., et al., (2005), p.64-68 
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4. Readiness to learn 
The readiness of an adult to learn is closely related to the developmental tasks of 
his or her social role. The critical implication of this assumption is the importance 
of timing learning experiences to coincide with those developmental tasks. 
 

5. Orientation to learn 
There is a change in time perspective as people mature – from future application 
of knowledge to immediacy of application. Thus, an adult is more problem 
centered than subject centered in learning. Adults are motivated to learn to the 
extent that they perceive that learning will help them perform tasks or deal with 
problems that they confront in their life situations. 
 

6. Motivation 
Adults are responsive to some external motivators such as; better jobs, promotions 
and higher salaries. But the most potent motivators are internal pressures, such as: 
self-esteem, quality of life and increased job satisfaction. All adults are motivated 
to keep growing and developing, but this motivation is frequently blocked by such 
barriers as negative self-concept as a student and inaccessibility of opportunities. 

 
The first and last assumptions are the two which have been added later.59 Dusan Savicevic 
introduced and labeled the concept in 1967. 60  The concept of andragogy takes into 
consideration the greater amount of experiences and maturity that adults have, in contrast to 
children. It manifests these characteristics in the way of adult learning, for example the adult 
learner is given greater responsibility and is able to use his/her earlier experiences to learn. 
One detail that is important to notice is that adult learners learn when they feel the need to, 
which also contributes to the motivation, in contrast to the ordinary school system where 
students learn material that they do not immediately see the need of. 
 
It has already been shown that pedagogy also can be used for adults. Andragogy, in the same 
manner, can be used in education for children.61 Since children in certain situations may have 
a range of experiences qualitatively richer than those of some adults.62 One criticism of the 
concept is that andragogy from a sociohistorical point of view requires that people are 
individual and self-directed learners. No point is taking to the social context of the learning 
process.63

2.4 Summary 
When we became aware of the concept of andragogy it felt like it was exactly what we were 
looking for and we have therefore used the theory as a base for our work since Ericsson is an 
organization with adult learners. This theory will also be applicable for the different methods 
used for knowledge management. Another key concept is blended learning, which is a way to 
combine different methods in order to create a better learning situation, often by the help of IT. 
Some of the methods are strictly online and therefore could be improved by creating a 
blended learning situation to aid the online experience. 
 

                                                 
59 Knowles, M., et al., (2005), p.69 
60 Knowles, M., et al., (2005), p.58 
61 Knowles, M., et al., (2005), p.69 
62 Merriam, S., et al., (2007), “Learning in adulthood : a comprehensive guide”, San Francisco, Calif. : Jossey-
Bass, A Wiley Imprint, p.86 
63 Merriam, S., et al., (2007), p.88 
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The methods that could improve the training of consultants within Service Layer are methods 
that suit the principles of andragogy. These methods have also been discussed in this chapter, 
namely: mentorship, case studies and in some way blended learning. 
 
Ericsson is today a learning organization and considers that it is important to create personal 
networks and to be of help for fellow colleagues. This was something that we early in our 
work understood and searched for information in literature about learning organizations and 
competence development. These two concepts can be seen as a foundation for this work even 
though it is not explicitly expressed. 

3 Introduction to the object of study 
Ericsson is a global telecom company and is organized within different technical areas. Our 
thesis work is conducted within the Ericsson Education organization. This organization has 
the responsibility to educate Ericsson customers about different technical topics. The 
education organization is divided into different technical areas, one or more technical area is 
assigned to a specific education center somewhere in the world. 

3.1 Competence roles 

3.1.1 Competence Consultant 
This chapter will discuss two work roles that this thesis will look deeper into later. These 
roles work with Learning Solutions. This will be explained in more detail in chapter 5.3, 
which is the most used way to deliver education within Service Layer today. The Learning 
Solutions will be described in more detail in chapter 5.3 and the Service Layer is described in 
chapter 5.1. This material is based on Ericsson internal documentation. 

3.1.1.1 Functional Role Description64 
The Competence Consultant is a member of the Learning Solutions team and is responsible 
for the Business Situation Analysis (BSA) in the Analyze phase and the Evaluation phase. In 
the BSA, the CC maps performance and competence needs against business and operational 
requirements, and also recommends success criteria and an evaluation strategy for the 
Learning Solutions and as well documenting this in a business case. Within the evaluation 
phase the CC plans and conducts learning evaluations on all levels (Kirkpatrick: reaction, 
learning, application, result). 
 
Functional responsibilities: 

• Take part in pre-sales activities for Learning Solutions 
• Identify and log customer leads in designated lead tool 
• Share and reuse knowledge in designated tools 

                                                 
64 http://gask2web.ericsson.se/pub/get?DocNo=0207-FBD101063&Lang=EN&Rev=F 
&Format=MSWORD2003, 5/6-07 
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3.1.2 Learning Architect 
Here we will discuss the functional role of a Learning Architect, this is Ericsson’s definition 
of the role and its responsibilities. This, as for the competence consultant, also has a 
competence training layout with course flow that is both general and functional role specific. 

3.1.2.1 Functional Role Description65 
The Learning Architect is a member of the Learning Solutions team and is responsible for the 
CGA and the Solution Design in the Analyze phase. The Learning Architect plans and 
performs competence gap interviews, individual and/or in groups. He/she then analyzes the 
competence gaps and performance needs per job role and identifies current and future 
requirements on competence development and also documents the Competence Gap Analysis. 
 
In the Solution Design, the Learning Architect outlines an optimal Learning Solution 
including the different aspects of training, such as, courses, tests, seminars, workshops, 
structured knowledge transfer, on-the-job-training, mentoring etc. per job role from a 
performed Competence Gap Analysis and documents the Learning Solutions outline. 
 
Functional responsibilities: 

• Share and reuse knowledge in designated tools 
• Identify and log customer leads in designated lead tool 

4 Data collection 

4.1 Interviews 
Our main source of information was gathered with the aid of interviews. We also phoned or 
sent e-mails if there were any other questions, related to the interview. 
 
Eighteen persons were interviewed and some of them were interviewed two times. In total 23 
interviews were conducted. Four of these interviews were conducted over the phone because 
the interviewees were located in other countries. 

4.1.1 Key informants 
In the first series, ten people were interviewed. In the second series, eight people were added 
and three were removed.  
 
The interviewed persons all have different work roles but can be categorized as manager, 
instructor and product manager. We interviewed nine managers, three product managers and 
six instructors. The differences are that instructors work mainly as teachers and managers are 
responsible for the instructors or some sort of competence/knowledge handling. The product 
managers are the ones responsible for the products which the instructors are developing and 
deploying education.  

                                                 
65 http://gask2web.ericsson.se/pub/get?DocNo=0207-FBD101135&Lang= &Rev=E&Format=MSWORD2003, 
5/6-07 

18 

http://gask2web.ericsson.se/pub/get?DocNo=0207-FBD101135&Lang=%20&Rev=E&Format=MSWORD2003


 
Table 1 : The interviewed managers 
 Date Gender Country Years in 

Ericsson 
Organizational 

Residence 
M1  5/4-07 Female China 10 Education 

manager66

M2  15/2-07 
5/4-07 

Male Sweden 22 Global Service 
Delivery 
(GSD)67

M3  22/2-07 
3/4-07 

Male Ireland 12 GCC Line 
Manager68

M4  22/2-07 
2/4-07 

Male Ireland 9 GCC Line 
Manager 

M5 2/4-07 Female Ireland 16 GCC Line 
Manager 

M6  16/2-07 
27/3-07 

Male Sweden 10 GCC Line 
Manager 

M7  20/2-07 
27/3-07 

Male Sweden 18 GSD 

M8  5/4-07 Male Germany 16 Education 
manager 

M9 21/2-07 Female Sweden 10 GSD 
 
Table 2 : The interviewed product managers 
 Date Gender Country Years in 

Ericsson 
PM1 28/3-07 Female Sweden 6 
PM2 19/2-07 Male Sweden 10 
PM3  9/3 Male Sweden 11 
 
Table 3 : The interviewed instructors 
 Date Gender Country Years in 

Ericsson 
Knowledge 

topic69

I1  3/4-07 Female Ireland 3 OSS and 
IPTV 

I2  3/4-07 Male Ireland 3 OSS and 
IMS 

I3  3/4-07 Female Ireland 3 SDP 
I4  28/2-07 

12/4-07 
Female Sweden 10 IMS 

I5  3/4-07 Male Ireland 3 IMS 
I6  21/2-07 Male Sweden 4 IMS 

                                                 
66 Responsible for education issues in a market unit called education center. 
67 Amongst other things responsible for managing the delivery of education 
68 Responsible for the GCC activities 
69 Knowledge topic is the technical area that they instruct in. 
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4.1.2 Preparing the interviews 
The interviews had different aims with the two different sets. The aims were stated first and 
thereafter the questions for the interview were constructed. 
 
Advance information was given to the interviewee before the interview. The information 
stated the aim of the interview.70, ,71 72 An introduction meeting was held with the interviewees 
before the initial interviews. A presentation of us and our education was given as well as 
information about the upcoming interviews. The interviewees who could not attend the 
meeting received an e-mail with a summary of the meeting.73 Information was sent to the new 
interviewees in the second interview series similar to the information above. They were also 
prompted to mail back if they had any questions. 

4.1.2.1 Aim of the initial interviews 
• Gain knowledge about the employee’s opinion regarding the Global Competence 

Center (GCC) concept. What are the advantages and disadvantages are there and how 
shall one improve the GCC? 

• Gain knowledge about the employee’s opinion regarding spreading competence in the 
most efficient way. 

4.1.2.2 Aim of the second interviews 
• Gain more specific knowledge about the employee’s opinion regarding methods for 

managing knowledge and building up competence. 
• Gain knowledge about the employee’s experience regarding consultants’ competence 

build-up within Service layer. 

4.1.3 Conducting the interviews 
Free interview74 is a method used for letting someone talk about their experiences, and open 
question is used to give the interviewee the chance to tell us as much as possible.  
 
We tested our questions on two other persons who were not going to be interviewed for our 
master thesis. The questions in Appendix IV and V were used to maintain focus during the 
interview. The questions were sometimes modified depending on the interviewee’s work role. 
 
Most of the interviews were held in conference rooms or another office to eliminate possible 
distraction.75 However two of the interviews were held in the interviewee’s office because the 
conference rooms were booked. One interview was conducted with two persons76 at the same 
time, because the lack of time. 
 
Four phone interviews were conducted. 77  The implication was that the environment the 
interview was conducted in could not be affected by us. 
 

                                                 
70 Compare Ekholm, M. & Fransson, A.  (2002), ”Praktisk intervjuteknik”, Norstedt, p. 23 
71 Compare Ekholm, M & Fransson, A. (2002), p. 18 
72 Compare Häger B. (2001), ”Intervjuteknik”, Liber, p. 48 
73 Bell J. (2005), ”Doing your research project : a guide for first-time researchers in education, health and 
social science”, Open university Press, p. 156 
74 Ekholm, M & Fransson, A. (2002), p. 13 
75 Ekholm, M & Fransson, A. (2002), p. 21 
76 Interview with M4 & M5, 2/4-07 
77 Interview with M3 22/2-07, M4 22/2-07, M1 5/4-07 & M8 5/4-07 
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In the initial interviews one of us interviewed and the other one took notes. The interviewer 
was responsible for the interview. The person that took notes, the note taker, also wrote down 
other important happenings during the interview. The interviewer, with help from the note 
taker, summarized what the interviewee had said before a new subject was treated. This gave 
the interviewee a chance to clear out contingent misunderstandings and also add more facts.78

 
This interview method used in the initial interviews was not used during the second 
interviews. We then had different research questions and therefore different questions for the 
interviewee, therefore the responsibility was shared for the interview. 

4.1.4 Analyzing the gathered information 
All interviews were recorded after approval from the interviewee. All interviews were 
indexed79, time was noted when important subjects were treated to be able to easier find 
important statements. The interview was repeated, for ourselves, by listening through the 
recorded material and indexing it. This implied that new important statements and other 
opinions the interviewee had were discovered. After the indexing of the interviews, 
significant statements and opinions were selected and used as a foundation for our further 
work with the thesis. 

4.2 Other methods for data collection 
If there were any other questions the interviewee could not answer we usually got a 
suggestion on whom to ask. That implies that more persons than the interviewees have 
contributed with significant information, even though they might only have answered a short 
question. 
 
Another source that was used was the internal network, in order to be able to obtain 
documents of interest. Because of the large network it was hard to find some documents so 
sometimes we got help from our supervisor to locate important texts. 
 
Informal gathering of information was also used. We talked with some of the interviewees at 
the office. Some of them participated at the coffee break in the morning and thereby 
information was also obtained in an unstructured way. The information collected with these 
methods was not analyzed because it was used to answer specific questions as a complement 
to the interviews. 

4.3 Discussion 

4.3.1 Why interviews? 
First of all Ericsson already assembled people that they thought should be interviewed. This 
will be questioned by some critical persons, but other people were also added to the list, with 
the aid of our supervisor after we had told her that we need to talk with a person having 
knowledge within a certain area. Locating people in a large unfamiliar organization could not 
have been done by us.   
 
The interviews were mainly used for getting an understanding of the organization and what 
the interviewee had for ideas to improve it, from a knowledge sharing/competence build-up 
point of view. If we had possessed understanding for the organization and what methods it 

                                                 
78 Compare Ekholm, M & Fransson, A. (2002), p. 77 
79 http://www.loc.gov/vets/transcribe.html, 2/5-07 
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used for managing knowledge and building up competence the number of conducted 
interviews could have been reduced. We could also have chosen to mail some people or make 
a survey to gather their opinions, but that would not have given us the deep and wide 
knowledge that was required to solve the research questions. 

4.3.2 Interview method used in the second interviews 
The second set of interviews was conducted as follows. First a few complementary 
questions80were asked that we had from the first interview set. The interviews were divided 
amongst us in regards to our different research questions. 
 
This method was used because it was very hard to find time for the interviews. If we would 
have to book two different interviews with the persons it would become even more 
complicated to locate available time. The interview looked like the first series of interviews, 
but with two different aims.   

4.3.3 Recording the interview 
Our interviews were recorded, which could imply that the interviewee did not tell us as much 
as he or she would have if we would not record it.81 It seemed like most of them did not mind 
being recorded. The subject that was discussed during the interviews was a concept that some 
of them had developed and it seemed like that they gladly told us about it. In this case it 
would not make any difference because everyone wanted to improve the concept. The other 
aims with the interviews were to get their opinions about competence development and 
knowledge sharing. These subjects were probably also not uncomfortable for the interviewee. 
The interviewees had no problem with criticizing the organization’s way of working.  

4.3.4 Questions 
The questions, which can be found in Appendix IV and V, that were prepared for the 
interview were meant to maintain focus during the interview. Some of the questions were 
short82 to help us not to miss any important subject. 
 
The first questions were mostly a warm up for the interviewee, to let him or her talk about 
their work and in the same time it gave us a better understanding about the interviewee’s work 
role. It might be implied that the interviewee gave us more developed answers when the more 
complicated questions were given. After the warm-up questions the more complicated 
questions were asked. Our purpose with the questions was mostly to keep the interviewee on 
the right track when he or she talked about their opinions and experiences.  

4.3.5 Surroundings of the interview 
Conference rooms were booked for the interviews in order to eliminate possible distractions, 
for example colleagues that might come by and talk to the interviewee during the interview, if 
the interview were located at the interviewee’s office.83 This could however imply that the 
person did not feel comfortable.84 It seemed like the interviewees felt comfortable in the 
                                                 
80 Some of the interviewees, in the initial interviews, gave us ideas and new questions that they thought were 
important. It resulted in three extra questions, but we did not ask everyone those questions. It depended on their 
work role and earlier experiences. 
81 Ekholm, M & Fransson, A. (2002), p. 58 
82 Note that the short questions sometimes were not used because the interviewee treated them in the wider 
questions. 
83 Compare Ekholm, M & Fransson, A. (2002), p. 21 
84 Compare Ekholm, M & Fransson, A. (2002), p. 21 
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conference room because they have a lot of meetings there. In other words; they are not in a 
new unfamiliar environment.  
 
Some of the conducted interviews could not be affected by us like the interviews that were 
held over phone. During one of the interviews, the interviewee had to help a colleague, which 
implied a short break in the interview. Another problem related to phone interviews is the 
technical issue. One time the connection was lost with our interviewee and it took two 
minutes to reconnect. 
 
However it is hard to eliminate all distractions that might occur during an interview. The 
conference rooms had windows in which implied that the interviewee could look right out in 
the corridor. The rooms had curtains which were not used because it might have been an 
uncomfortable environment for the interviewee. However we learned where to sit in the room 
in order to eliminate as much distractions as possible. 

4.3.6 The summary 
The summary during the interview appeared to be a good idea. The interviewee sometimes 
added facts and helped us clear misunderstandings. They also elaborated their opinions even 
more after the summary which made them add more facts. It seemed like they thought it was a 
good idea to tell them as soon as possible what we had identified as their opinions. 

4.3.7 The liability of the interviews 
Some of the interviews might not be reliable because everyone works for the same 
organization and therefore do not want to talk about the negative factors. Other interviewees 
might not want to talk about what he or she thinks is negative because their manager also was 
interviewed by us.  We were aware of this during the interviews and analysis. This enabled us 
to easier criticize some of the statements and opinions the interviewee had. 
 
Some opinions might have been missed because the relationship between us and the 
interviewee was very brief. But it is not sure that they would tell us everything since they 
knew that it would be used in an internal and external report.85

4.3.8 Indexing instead of transcribing 
Our way of analyzing the data was chosen because of the lack of time.86 We did not want to 
spend valuable time on transcribing the interviews because it could take about four hours to 
transcribe one hour of recorded material.87 The recordings will be saved until the report has 
been approved.  
 
When we selected the parts that were of most interest our selections might differ. However, 
because we were two persons, feedback could be given thereby reducing the chance to miss 
something important. 

4.3.9 Categorizing the obtained information 
All the opinions and ideas gathered from the interviews were used to create a foundation to 
build upon. The interviews were in other words just used for gathering the employee’s 

                                                 
85 Häger B. (2001), p. 46 
86 Bell J. (2005), p. 165 
87 Bell J. (2005), p. 164-165 
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opinions about the GCC concept and new ideas for managing knowledge and building up 
competence. 

4.3.10 Difficulties 
Ericsson is a global organization with employees all around the world. In this sense it is a 
complex organization and it takes time for new employees to understand and comprehend 
what the organizational structure looks like. For us, it has taken roughly two months to 
understand the organization and to start to identify different work roles and responsibilities. 
The climate in the organization is very open, but as a student conducting a master thesis it is 
difficult to find your place. This will reflect the ability to ask the right questions and to find 
the right people to ask. But as time passed we started to find our place and also began to 
understand the structure and could find the right people within the organization. This is a 
work that is not visible in our report, but it should be addressed nonetheless since it has 
probably affected the work in some ways. 
 
In the beginning we were warned about people’s lack of time. We were told that we needed to 
be aggressive in order to establish meetings and communication with the people that our work 
would be based upon. This has taken time from our real focus, the thesis work, and it has 
sometimes been difficult trying to schedule meetings and interviews. Our thesis has not been 
prioritized by the employees, when trying to book interviews, especially since they were often 
rescheduled. But, all in all, it has gone well except those employees doing longer business 
trips which have finally resulted in rescheduled interviews. Another aspect is the time 
difference when interviewing people from Asia and other parts of the world. 
 
We have not had a personal phone at our desk, instead we had to use one in the conference 
room. This created problems a couple of times when we had to make a call and the room was 
booked or taken. Since a lot of the work done is about talking and communicating with people 
the main tool used is e-mail. With a personal phone at the desk this could have helped us with 
our communication, since e-mail is an asynchronous medium but with a phone call you get 
answers right away. 

4.3.11 Possible improvements of our work 
A lot of time could have been saved if the interviews were scheduled earlier. We spent almost 
three hours trying to find a possible time when the interviewees were free. Some of them 
canceled the interviews after a while, which implied that we had to allocate new time for a 
new interview. The interviews should have been booked directly when we started our thesis 
work in order to be more efficient. 
 
Much time was spent trying to learn the structure of the organization and the different roles 
and functions. The information about the organization was gathered from the internal network. 
It took a lot of time trying to find everything. Better questions for the interviews could have 
been constructed with the knowledge we have today about the organization. 
 
The interviews could have been improved. We have not received any training about 
conducting interviews which implied reading books about interviewing. But books will not 
create a skilled interviewer, practice will. If we compare the first interview with the last one 
there will be a lot of differences. We have learned how to make the interviewee tell us more 
and speak more freely. We also learned how to modify the questions so that they would not 
seem complex and frighten the interviewee. In other words, we learned a lot of things that 
most likely could only be learned by doing real interviews. 
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5 Methods for knowledge management and competence 
build-up 

The organization uses many different methods. Some of the methods are used to a wider 
extent than other and some of them are only used locally. Therefore six different methods that 
Ericsson uses to some extent have been chosen to be presented. The advantages and 
disadvantages with the different methods are presented in this chapter. Improvements are 
suggested and other topics that are important to bear in mind while using the method.  
 
The excluded methods are located in Appendix VI. They are analyzed as the other presented 
methods, but are without a discussion. 

5.1 Instructor led training (ILT) 

5.1.1 Description 
ILT is a method based on traditional classroom education, usually with literature as a 
complement. The course could also consist of some sorts of experiment with soft- and/or 
hardware.88 The ILT session could last a couple of days depending on the subject and they 
usually ended with a test to help the participants determine what they have not fully 
understood.  
 
It is also possible to have an ILT over the internet, a so called Virtual Classroom Training 
(VCT). Some of the differences between the two methods are that VCT is able to handle 
larger groups and is globally available. With a webcam one will also obtain a face to face 
contact. 

5.1.2 Advantages and disadvantages 
ILT is a face-to-face method89 which enables the participants to establish a connection with 
the instructor.90 Thereby the participants and the instructor will be able to have a dialogue, 
which is important for competence build-up.91,92 It also enables Question & Answer (Q&A) 
for the participants, because it is based on traditional classroom education. The Q&A could 
also give the instructor an understanding about the participants’ current competences and 
knowledge. The instructor could therefore choose to customize the lesson and focus on the 
participants’ knowledge gaps. Therefore the instructor is able to customize the lesson and to 
use the participants’ experiences in a wider extent, which is important according to 
andragogy. 93  This might also make the participants ready to learn, which is one of the 
principles of andragogy, if they realize that they could use the new knowledge in the future. 
Another advantage is that ILT enables a lot of different teaching methods to be used such as 
group work, lecture, students’ presentations etc.  
 
ILT enables practical work such as experiments on a network or solving problems, for 
example technical issues on a network. It requires that the training center possesses its own 
network or is able to connect to another network in another location. Some of the interviewees 

                                                 
88 http://internal.ericsson.com/page/hub_globalservices/products/education/delivery_methods/ITL.jsp, 13/6-07 
89 Face to face means that persons can talk with each other and see each other. This implies that face to face 
contact can be establish on online sessions as well. 
90 Interview with I3, 3/4-07 
91 Interview with I6, 21/2-07 
92 Interview with I2, 3/4-07 
93 Knowles, M., et al., (2005), p.65-66 
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claimed that it is very important to be able to work hands-on 94 , to be able to build up 
competence.95, , ,96 97 98 In other words the participants are able to apply their newly gained 
knowledge into practice, which is similar to the “orientation to learn”-principle of andragogy. 
 
The ILT requires that the participants receive dedicated time for the course and are thereby 
able to only focus on the training. If they would choose to read a book or take a course over 
the internet it would be harder to maintain focus.  
 
The group is usually not large, maybe ten persons, in comparison to sessions held over the 
internet, which could involve hundreds of persons. Another disadvantage is that the 
participants or the instructor has to get to the location where the ILT will be conducted which 
means that the participants will be unavailable for their company for a longer period of time. 
It is also a matter of travel costs if the location of the ILT is not on the same place as the 
participants.99  
 
The ILT courses are held on different occasions and are not available all the time. The 
participants have to wait until the next session. This will lead to that the company then has to 
wait to develop the required competence. However it is up to each company to plan their 
resources and have the right competence when needed. 

5.1.3 Discussion 

5.1.3.1  Some improvements 
ILT is used, according to some of the interviewed instructors100, for over 90% of the cases 
when Ericsson delivers courses. The course duration and layout between the courses is 
different and therefore it is hard to suggest specific improvements. Some of the improvements 
might already be used in some courses, it all depends on the aim of the course. Some of the 
courses are based on real life problems and the connection between theory and real life is 
accomplished. Other improvements could be to allow the participants present their result and 
also work in groups. 

 
Most of the interviewed agreed that a course should not only be theory based in order to be 
efficient. It needs some real life cases and, if possible, hands-on work. It is similar to what 
andragogy states in the principles readiness and orientation to learn. The instructor must know 
why the participants need to learn, as andragogy states, and how it could be applicable in the 
day to day work.  
 
The instructors must be aware of that when adults attend an ILT, or some other sort of adult 
education, they will be similar to pupils in a school. They just sit and wait for the instructor to 
teach them new things.101 Instructors must therefore not treat the participants like children and 
therefore must change their method for teaching. It is important that the teaching method not 
only looks like the teaching method in schools. Adults have for example more experience than 

                                                 
94 Hands-on means that one is able to work practical with something. 
95 Interview with M7, 20/2-07 
96 Interview with PM3, 9/3-07 
97 Interview with M8, 5/4-07 
98 Interview with M4 & M5, 2/4-07 
99 Interview with M6, 27/3-07 
100 Interview with I4 28/2-07 & I6 21/2-07 
101 Knowles, M. et al (2005), p. 65 
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children and this enables another way of teaching. Andragogy claims that the courses might 
become more efficient if the participants’ experiences are used. 

5.1.3.2 From a cultural point of view 
Another important point of view is that the ILT might mean different procedures in different 
countries/cultures. Even though the ILT is defined, the teaching method may differ and also 
the participants’ view on knowledge. 

 
From & Holmgren claim for example that Swedish pupils in comparison to Chinese pupils 
differ in the way of thinking about education; the Chinese pupils and their families think that 
it is important to always educate themselves to uphold the family’s morality.102 A person with 
that view has probably already learned how to learn efficiently, because he or she is striving 
for knowledge. The study is based on children, but their way of thinking about education will 
probably be similar when they are adults. 
 
The Chinese also use more group work in school while the Swedish children work more 
individually with tasks.103 This could imply that the ILT in China consists of more group 
work than ILT in Sweden. This is however up to each instructor and there is a “teacher’s 
guide”-document that states how the course should be conducted. But still the instructor could 
let the participants work together with exercises instead of individually. 
 
One of the interviewed managers104 is responsible for education delivery in China. She claims 
that ILT is preferred in China and even the next generation is expected to demand ILT. This is 
interesting because most of the interviewed Swedes say that traditional classroom is an 
inefficient method. The opinion about ILT also differs between the Swedish and the Irish 
managers. Our study shows that these groups could learn many valuable things about ILT 
from each other, and thereby make it more efficient. 

 
One of the interviewed instructors 105  also claimed that the participants are differently 
prepared for the courses depending on their culture. Some of them used the courses as an 
opportunity for Q&A and therefore had already read the material and came with prepared 
questions. Other participants just went to the course and listened and, hopefully, read the 
material afterwards. Therefore it is hard to decide how efficient the ILT is as a method. 

5.1.4 Conclusion 
• The method is expensive both because it is not available globally but also because it 

always requires an instructor, course material and sometimes soft- and/or hardware for 
experiment  

• The method is most common used for delivering courses 
• ILT can be used for overview courses and transferring complex knowledge 
• The efficiency of the method could depend on the participants’ and instructor’s 

cultural background 

                                                 
102 http://www.kinaportalen.se/images/20403_v_vad_kan.pdf, p. 13, 13/4-07 
103 http://www.kinaportalen.se/images/20403_v_vad_kan.pdf, p. 9, 13/4-07 
104 Interview with M1, 5/4-07 
105 Interview with I6, 21/2-07 
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5.2 Web based learning (WBL) 

5.2.1 Description 
Web based learning is course material on the internet which often is used as prerequisites for 
other courses.106 Most course material is a mixture of informational texts with additional 
presentations. These presentations are mostly flash animated with commentary. After each 
chapter there are a set of multiple choice questions as a review of the material that the 
participants just have worked through. 

5.2.2 Advantages and disadvantages 
The WBL enables everyone to take part anytime and anywhere. The participants can therefore 
attend the course when they have enough time. This enables the participants to take 
responsibility for their own competence build-up which is important according to andragogy. 
They will also not be unavailable for their company during the course. However, the courses 
might be static and the teaching method is already determined. One is not able to make any 
changes without redesigning the WBL.  

 
There is no Q&A session available for the participants and they have to seek out the answers 
themselves. The WBL is very similar to reading literature about a subject107 which implies 
that it encounters disadvantages such as misunderstandings. This method should therefore be 
complemented with some other method that enables Q&A. 
 
It is also important for the participants to know that it is hard to learn everything by 
themselves. It would probably be more efficient if they could interact with someone else. That 
person does not have to be an instructor, it would probably be better if it was another 
participant. People have different experiences and these experiences are also an important 
source to use while learning.108

 
None of the interviewed said that they use animations, developed for WBL, in the ILT. A 
good idea is to reuse the animations in the ILT to improve understanding. It will also save 
time to use already developed material. For example could an animation of how TDMA109 
works be reused. The animation will probably show it better than if the instructor draws it on 
the whiteboard. However the instructor must still explain every step in the process and not 
just show the animation. 
 
What costs most with a WBL is to create it. After that the cost will only be maintenance and 
updating the material. Therefore the cost/participant will decrease over time. 
 
However WBL and other IP based methods need to be further developed.110 Methods that 
enable participants to use the WBL anytime and anywhere do not have good enough quality. 
They might be an important method in the future and therefore it is time to develop and 
improve them as fast as possible. 
 

                                                 
106 http://internal.ericsson.com/page/hub_globalservices/products/education/delivery_methods/wbl.jsp, 13/6-07 
107 More information about the “reading literature” method can be found in Appendix VI 
108 Wenestam C.-G. & Lendahls Rosendahl B. (red.) (2005), “Lärande i vuxenlivet”, Studentlitteratur,, p. 18 
109 Time Division Multiple Access is a technique, in telecom, that enables users to use the same frequency while 
talking with each other over a mobile phone.  
110 Interview with M7, 27/3-07 
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5.2.3 Discussion 

5.2.3.1 Needs to be complemented 
WBL is a great method for gaining knowledge oneself. It is available all the time if there are 
no technical issues. But is it an efficient method regarding learning? Some of the interviewed 
think that it is a good method but only for overview courses. They claim that one has to be 
able to ask questions in order for the method to be efficient.  

 
Therefore the WBL needs to be complemented with some methods that enables Q&A. One 
also could misunderstand something or not understand at all. If one does not understand it is 
easy to ask someone, so it will not be a huge problem. But it is not certain that 
misunderstanding is discovered by oneself.   

5.2.3.2 Combining different teaching methods 
Judging by the WBLs we have participated in, at Ericsson, it is a method that is able to 
combine different methods of teaching. It is able to combine text, speech and animations that 
might make things clearer. But there is no opportunity for Q&A and therefore it might not be 
suitable to use alone in order to transfer deeper knowledge.  
 
There are of course exceptions; one could record some instruction movie about how to 
connect and install some hardware. It could be a kind of simulated video instruction that 
shows how to handle some soft- or hardware. Besides from just going through the basics, 
there also is an opportunity to show some errors or problems that can occur and how to solve 
them. It will then be a concretization of a classical handbook. But once again it does not 
enable Q&A, but that might however not be necessary all the times.  

5.2.4 Conclusion 
• WBL is a method that is quite inexpensive because it is globally available and 

therefore it might have many participants 
• WBL is suitable for courses on overview level but could also be used for building up 

competence 
• It needs to be complemented with some methods that enables Q&A and/or interaction 

with other participants or people with competence in the specific area  
• WBL is able to combine different teaching styles and therefore it could become an 

efficient method 

5.3 KSTool111 

5.3.1 Description 
KSTool is used to manage knowledge between the centers and among the employees. The 
users are able to ask questions, post material and look at earlier projects done by the centers. It 
is built up as a community and the users should supply it with up-to-date knowledge.112

                                                 
111 Note that the KSTool will soon be replaced with another knowledge sharing tool, but the aim will still be the 
same. 
112 http://prodcatit.internal.ericsson.com/default.asp?articleid=E0AA4824-1645-4205-A84B-89D6A4CFD6FC, 
13/6-07 
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5.3.2 Advantages and disadvantages 
The aim of the community is to always have up-to-date knowledge that will be shared 
amongst users that might need it in their daily work. Thereby the experience from different 
employees is used, which is one of the principles of andragogy.  This is fulfilled by involving 
persons that work with the latest technology. They will supply the other users with 
information and updates in their technical domain. But the problem right now is that the 
employees do not think that KSTool is an efficient tool, and therefore it is not used by the 
employees to make them aware of updated products or new knowledge.113  
 
KSTool is also strictly dependent on the users’ contributions, in other words the KSTool will 
be useless if the users do not contribute. Another problem is that it is Operational 
Performance Measurement (OPM) driven, which means that the users have to contribute with 
something to fulfill some of their targets/tasks. But if one forces users to contribute the quality 
of the contribution will suffer.114, ,115 116

 
KSTool also enables the users to find earlier project deliveries that might be similar to the 
project they are working on. Thereby Ericsson will save time and money by reusing 
something that already has been developed.  
 
KSTool also consists of question and answers which make it easy for the employees to find 
answers to their questions.117  The question and answer function is asynchronous118. This 
implies that the one asking might have to wait for the answer and therefore not get the answer 
as fast as it is needed. But it could also be an advantage to use this kind of questioning 
because more people will be able to give an answer. 

 
Another advantage is that KSTool works as a database and it should be easy for the user to 
gain knowledge about some specific topics.119 The problem today is that it is hard to navigate 
inside the tool and it is hard to find the specific material that would be of interest. The new 
client Microsoft SharePoint must therefore have better search functions and indexing of 
material. 
 

5.3.3 Discussion  

5.3.3.1 The importance of the tool in a large organization 
In a small company with a few employees it is easier share knowledge. If there is a problem 
the other employees are easily available and could answer the questions. In the case of 
updates the new information will spread fast amongst the employees. 
 
As an organization grows larger the demand will increase for a structured way to share 
knowledge increase. Some organizations might solve the problem by having a file that 

                                                 
113 Interview with I4, 28/2-07 
114 Interview with I6, 21/2-07 
115 Interview with M3, 22/2-07 
116 Interview with I3, 3/4-07 
117 Interview with M2, 15/2-07 
118 Asynchronous Q&A is for example sending a question with e-mail. One might have to wait for the answer a 
longer time in comparison to synchronous which is “live” questioning. Synchronous question and answer could 
therefore be questioning with face to face contact or even questioning while chatting with someone online. 
119 Interview with M3, 22/2-07 
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everybody should have read before they begin their daily work, other might use e-mails to 
update their staff. It could also be tools that are online based. 
 
An online based knowledge sharing tool is always available which is very important in a large 
organization. One could not hope that the spoken word will be spread amongst the employees, 
such as in smaller companies. It is important that the employees use this tool to obtain new 
knowledge or updates in the specific areas that are related to their work role. The tool is in 
other words crucial for the organization and it enables an efficient way of working and 
solving problems, because similar problems might already have been solved.  
 
It is also important to have a tool that enables the employees of the organization to 
communicate with each other and ask questions. This could be done over the phone but the 
difference is that if one uses the tool the Q&A will be available to everybody within the 
organization. It will also be more economical for the organization if the employees uses 
internet instead of the telephone for communicating.  
 

5.3.3.2 Why share knowledge? 
Every interviewed person agrees that knowledge sharing is crucial for an organization. It aids 
the organization in having the latest knowledge and staying aligned with the business.  
 
The problem today is that most of the knowledge sharing occurs inside the Training Centers 
(TCs) and is often informal. The employees use methods like chatting at the coffee corner or 
just asking each other. Sometimes they also send a mail and ask their questions. It is a huge 
problem, from a global point of view, because this implies that the knowledge sharing only 
happens between a few individuals and it is not globally available. Locally it is not a problem 
because the employees are cooperating and solving most of their tasks. 
 
Why do they continue with this if everyone agrees that knowledge sharing is an important part 
in the organization? One of the interviewed instructors120 said that it is because it is not a 
common activity in the employees work day in comparison to checking e-mails. How would 
an organization survive nowadays if the employees did not use their e-mail? Maybe the 
problem with knowledge sharing will solve itself in time. But a large organization does not 
have time to wait. 
 
Many of the interviewed persons blame the problem of knowledge sharing on the KSTool. 
The tool is hard to navigate and hard to use, but is it the main problem? The main problem is 
more likely that the employees do not want to share their knowledge. They could ask each 
other and get an answer instantly. We also believe that the employees think that some of their 
questions are not good enough to ask in a forum that will store everything. It is similar to a 
general classroom were there are pupils that do not want to ask the teacher questions they, 
according to themselves, think are stupid, even though many participants wonder about the 
same thing. Two of the interviewed instructors121 also gave similar arguments. They also 
thought that there was too much to do, filling in all the required fields, before they actually 
could ask the question. Therefore a simple question will feel insignificant and an e-mail or a 
call to someone is considered more attractive.  
 

                                                 
120 Interview with I6, 21/2-07 
121Interview with I4 12/4-07 & I1 3/4-07 
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If everyone asks their colleagues or send e-mails they will gain knowledge anyway. But some 
of them might not get the answers because their colleagues do not know the answer or the one 
they e-mailed did not reply. However it might also not be an efficient method, regarding time, 
to gather knowledge in comparison to using a knowledge sharing tool. They could instead 
search in the tool for similar questions or ask a question.   
 
Just because a question becomes answered it will not imply that everyone understands it. 
Therefore the tool must store all the answers to a question so the reader could get different 
explanations.122 At the same time the risk for misunderstanding and need for complementing 
the tool with other methods will decrease.  

5.3.4 Conclusion 
• Knowledge sharing is very important for a large organization and the tool must be 

used in a wider extent by the employees 
• It enables the organization to work efficiently and updating the employees because it 

can for example, act as a database with Q&A and earlier projects deliveries 
• The cost/participant will decrease if everyone in the organization uses it in a wider 

extent 

5.4 On the job training (OJT) 

5.4.1 Description 
A person works beside an experienced person that knows the work role and teaches the 
trainee everything he does and knows.123

5.4.2 Advantages and disadvantages 
This face to face method enables a hands-on approach to build-up competence and is more 
suitable than experimenting in a laboratory.124. The difference between OJT and ILT or WBL 
is that the trainee will be able to connect the achieved knowledge immediately to his or her 
work. In other words they are able to combine theory and practice which is important when 
building up competence efficiently.125 This is the similar to one of the principles of andragogy, 
orientation to learn.  
 
It is also easy for the trainee to ask his or her coach questions during the training period.126 
The questions will also be different from the questions one would ask if they would learn 
something theoretically. The trainee will encounter problems he or she have not thought of 
earlier and will then be able to get a direct answer and solution to the problem.  
 
The OJT also makes sure that the trainee has achieved the targets for the course. However the 
OJT could also be combined with other methods such as ILT and WBL courses.  
 

                                                 
122 This is similar to the paper NyTeknik where someone every week asks a question and then the paper 
publishes some of the different answers.  
123 Interview with I3, 3/4-07 
124 Interview with I6, 21/2-07 
125 Interview with M9, 21/2-07 
126 Interview with M7, 27/3-07 
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The disadvantage with this method is that the training period could last a couple of months 
and therefore the method will be expensive.127 Because the aim of this method will be to 
develop deep competence, there are probably only one or few trainees per coach.128 But the 
advantage is that the trainees will have the coach’s attention all the time. 
 
The coach works at the customer’s site with their equipment and therefore has to be able to 
handle all the problems that might occur. This implies that it is expensive to train the coach 
from the beginning and therefore the OJT will be expensive. However if the organization uses 
people that already have some competence within the area, the training period for the coach, 
will be shortened.129 This is how the organization works today. They are also able to lend 
resources between the organizations, for example they are able to lend a developer and give 
him or her some training before he or she works as a coach in the OJT. 

5.4.3 Discussion 

5.4.3.1 OJT, the most suitable method for competence build-up? 
The OJT is actually one of the most efficient methods according to the interviews. It enables 
Q&A, face to face and hands-on. One of the problems with the method is that it is very 
expensive to have one coach to four or less persons. The duration of the method is a couple of 
months, according to the interviews. This implies that it requires a large investment which 
many managers feel reluctant to make. 

 
The fact that the method is efficient is probably because the teaching occurs on the 
participants’ network at their site. The participants are able to implement their newly gained 
knowledge immediately. 130  The participants save a lot of time in comparison to the 
implementation of new knowledge gained through for example ILT. But they might not save 
time because the duration of OJT is longer than ILT. 

5.4.3.2 OJT in other businesses 
OJT is probably a method used very often in other businesses. For example consider how they 
teach a new employee that is going to work in a shop. We often see people that are working 
beside another employee and that probably means that one of them has competence within an 
area which is being transferred to the trainee. 
 
For example the Swedish police are educated according to OJT. They begin their education 
with two years of theory combined with some “hands-on” work, such as self defense. But 
after the two years, they have to have a trainee period for six months.131 Even though it is two 
completely different areas, it is obvious that theory has to be combined with practical training. 
 
The same thing should be obvious at Ericsson. If someone is going to work with some soft- or 
hardware, it is hard to learn just by theory. An ILT about the subject would probably consist 
of some practical training to, but it is not on the participant’s network, and therefore it might 
differ. The mentor also helps the trainee all the time which ensures that the trainee knows 
what to do and why, which could imply a more efficient competence build-up.  

                                                 
127 Interview with M9, 21/2-07 
128 Interview with M7, 20/2-07 
129 This people are usually called flex trainers and Ericsson uses them sometimes. 
130 Wenestam C.-G. & Lendahls Rosendahl B. (red.) (2005), p. 18 
131 http://www.polisen.se/inter/nodeid=3414&pageversion=1.jsp, 18/4-07 
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5.4.4 Conclusion 
• OJT is the most efficient method for building up competence according to the 

interviews 
• It is an efficient method because it lets the trainee apply the newly gained knowledge 

immediately and enables synchronous questioning 
• The method is expensive because of the low number of trainees per coach and because 

of the duration of the method 
• OJT ensures that the trainee knows how to work after the training period and therefore 

the organization might save money in the long run 
• It is time to start investing in this method and make some research and determine if the 

organization will obtain a Return Of Investment (ROI) 

5.5 Q&A based sessions (QABS) 

5.5.1 Description 
A question and answer based session is a meeting held over the internet. The purpose is to 
have experts in some specific area that answer questions, which the participants submit. It 
could also be used to gather people and let them discuss questions with each other. The 
session should be recorded in order to make it globally available. 
 
This method is not used formally in the organization today, according to the interviews, and it 
is an idea from one of the interviewed managers132. 

5.5.2 Advantages and disadvantages 
The advantage is that the content will be based on the participants’ questions. They already 
know what they need to know and are also able to see the future use for it, which is important 
according to the principles of andragogy. They will also be able to ask more questions which 
will give them a better chance to understand.  
 
QABS will also help the experts to obtain knowledge. They might not know everything, or 
some of them might know different things and thereby they learn from each other. At the 
same time the participants and experts will be networking. They are building up relations with 
each other and will probably help each other more in the future. 
  
The problem with the method is that the content depends on the participant. If the participants 
do not have any question, the session will become useless. The participants should also feel 
that it is not embarrassing to ask “simple” questions. The experts and participants must create 
a trustfull environment where no one hesitates to ask questions. 
 
Another problem is if the group gets to large. In that case it might be hard to communicate 
with audio. Instead everyone must send in questions with the aid of some text based chat-
function. 

                                                 
132 Interview with M6, 27/3-07 
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5.5.3 Discussion 

5.5.3.1 An efficient method? 
With the QABS the participants will be able to share experiences with each other, which is 
important according to andragogy.133 They will be able to discuss with each other and at the 
same time build relations, which will be valuable if they have more questions in the future. 
 
The participants might be attending because they need to learn something, which means that 
they are ready to learn.134 They might also be attending because they want to keep their 
knowledge up to date. The method will therefore become efficient. 

5.5.3.2 Implementation 
The organization should implement online based sessions that focus on Q&A. For example 
the different TCs could discuss with each other. The instructors could talk to each other and at 
the same time spread information out from the different TCs.  

 
It does not only have to involve people from the TCs, it could be open for everyone in the 
organization. That would enable other participants to have their questions answered. The 
problem is however that this method requires the experts attend and share their knowledge. 
Another disadvantage is the time zones which will make it hard to get everyone to attend. But 
that problem is solved by recording the QABS and publishing them on the internet. Then 
everybody is able to access them and will get answers for many questions. However the 
QABS needs to be complemented with another method that enables asynchronous Q&A, such 
as a KSTool. 

 
All the organization has to do is to allocate time for the Subject Matter Experts (SMEs), to be 
able to attend the QABS. The other things like equipment to broadcast or record the session 
should already be available in the organization. The organization might have to finance and 
invest in some better equipment in order to improve the quality of the session. But it is not 
only QABS that will benefit from this investment, other methods like webinars or other 
sessions held over internet will be improved as well. 

5.5.4 Conclusion 
• Implementing QABS will not be a huge capital investment, but the cost/participant 

might be high because it almost always requires SMEs 
• The participants will be able to share their experiences about some subject and thereby 

the employees in the organization will transfer their knowledge 
• The session will be recorded and therefore it will become globally available  
• QABS is strictly dependent on the participants’ questions, that is the participants must 

be prepared and have questions  

5.6 Technical snapshot (TS)  

5.6.1 Description 
A technical snapshot is a weekly occasion consisting of about a 40-minutes presentation 
treating a technical topic to which an instructor is assigned to. It is open for employees in the 
organization and course participants at the training center.135

                                                 
133 Knowles, M., et al., (2005), p.65-66 
134 Wenestam C.-G. & Lendahls Rosendahl B. (red.) (2005), p. 18 
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5.6.2 Advantages and disadvantages 
The person that is lecturing possesses high knowledge and competence within the subject. 
The audience will therefore be able to ask questions and also be sure to receive up-to-date 
knowledge. This implies that Q&A could be very valuable to the audience. Even the lecturer 
will benefit from the TS because, when the audience asks questions, he or she will get an 
understanding of what people think is hard to understand. The instructor can then use this 
knowledge to improve the courses he or she is delivering.  
 
The presentation will be a snapshot of a specific topic. It will give an overview of the topic 
that should be easy to understand. Therefore the audience is able to be very heterogeneous. 
Other instructors that have deep competence in other areas will be able to build on their 
competence in this specific area. It will then be easier for them to learn new things in that area 
and build up a baseline competence. 

 
The technical snapshots are posted on the web and are available globally.136 The persons that 
could not attend the TS will be able to gain the knowledge afterwards. It will also enable 
everyone globally in the organization to take part of the presentation when they have time. 

5.6.3 Discussion 

5.6.3.1 About the technical snapshot we attended 
The technical snapshot is a good method for creating interest in a specific topic. The lecturer 
on the TS that we attended suggested courses for further information.137 The TS gave a good 
overview and started at a low level to ensure that everyone had the basic knowledge in Mobile 
Soft Switch (MSS). It is very important, according to an interviewed manager138, to show the 
audience where in the network the topic is located when talking about a topic. 

5.6.3.2 Implement in other GCCs 
Why is it that only Ireland implements this method? A suggestion to the other GCCs is to start 
using TS as soon as possible. A center does not need much to implement it. The requirements 
are that the instructor, or lecturer, must have time to prepare the TS, somewhere to present the 
TS and some tools (for example video camera) to make the TS globally available. The center 
has probably already facilities where the TS could be presented and some kind of recording 
device. Then they only have to allocate time for the instructor to prepare his or her 
presentation. It should not take a lot of time to prepare, because the instructor already knows 
the subject and probably already has some material to present. Then it will only be a matter of 
selecting appropriate parts from the existing material, or maybe to add or shorten something. 
However the existing material is reused and therefore the preparation becomes more efficient. 
 
A recorded TS will be another tool for transferring knowledge from the GCC. If the KSTool 
is not working properly the TS might be an efficient method. But the persons that are 
watching the TS over the internet might have questions and then the KSTool will become 
valuable. In other words the TS creates a need for a KSTool. It is however possible that the 
questions will be sent by e-mail instead. 
 

                                                                                                                                                         
135 Interview with M3, 22/2-07 
136 http://www.ericsson.com/solutions/learning/technical_snapshots.shtml, 16/5-07 
137 Technical snapshot ” MSS with AXE” in Ireland 4/5 - 07 
138 Interview with M2, 5/4-07 
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The GCC will also become more visible within the organization by having TS. They will 
show the organization and customers what they know and what competences they possess. 
One opinion one of the managers139 had was that the GCC has to become more visible. 

 
One of the instructors140 was asked if TS could benefit the GCC here in Sweden. The answer 
was that it sounded very interesting and if only the instructors would get allocated time it 
would not be any problem to implement it. Then it is up to the employees to attend the TS or 
use the ones that are published on the internet for gaining knowledge. 

5.6.4 Conclusion 
• The organization should implement TS as soon as possible, the most required 

technology is already available 
• TS will aid in keeping all the of Ericsson’s employees updated 
• It is a good method for making the GCC visible and for informing the customers, that 

attends the TS, about Ericsson’s products 
• The TS might create a greater need for KSTool 

5.7 Discussion about the methods for knowledge management and 
competence build-up 

5.7.1 A comparison between some of the methods  
Some of the methods are similar and therefore could some of them be redundant. Therefore a 
comparison between some of the similar methods is conducted in order to determine which 
method that should be used. 

5.7.1.1 KSTool or Q&A based sessions? 
By using QABS over the internet the participants will be able to discuss and ask each other 
question. The participants will get the latest knowledge and will most likely get their 
questions answered instantly. The sessions should be as an open forum to discuss topics at a 
given time.  
 
What limits QABS is the time zones, it will not be able to handle too large groups and 
therefore the sessions have to include a very specific topic. But time zones are no problem for 
the KSTool and it is also able to handle large groups. 

 
The questions could also be treated in the KSTool if the employees start using it. This would 
make the questions globally available for all the employees. But when someone asks 
questions in KSTool it is asynchronous. This implies that the one who asked the question 
might not get the answer instantly, or at all. Then when the answer arrives is it not sure that 
the one who asked the question understands the answer. 
 
The KSTool will probably be cheaper, in the long run, than the QABS, because it costs 
money to set up a new QABS every time. The major costs will be to pay the SMEs that attend 
the QABS. 
 
However these two methods require that there are enough employees with competences that 
cover all the competence areas. It must cover all the competences to be able to provide the 
                                                 
139 Interview with M9, 21/2-07 
140 Interview with I4, 12/4-07 
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right competence at the right time. But the most important issue is that employees, must have 
the urge to share their knowledge. It might appear obvious but it is a fact that everybody does 
not make their knowledge available to others.  

5.7.1.1.1 Which one? 
It is hard to choose one of the two methods because they complement each other. The QABS 
handle synchronous questioning while the KSTool handle asynchronous questioning. It is 
important to have both these properties because new questions might arise after the QABS. 
But if the employees start using KSTool the frequency of QABS might to be reduced.  

5.7.1.2 ILT or WBL? 
One of the main differences between ILT and WBL is that ILT enables a relation between the 
participant and the instructor, which implies that the participants are able to ask questions and 
interact with the instructor. The participants will also have dedicated time if they use the ILT 
and can thereby concentrate on the treated subjects. The WBL however enables all the 
participants to take the course at their own location and therefore Ericsson (or the customer) 
will be able to reduce the travel costs. 
 
The interviewed have, as stated above, claimed that the WBLs are only good for overview 
courses, for example an overview course about Global System for Mobile Communications 
(GSM), while the ILT could also be used to transfer deeper and more specific knowledge, for 
example a course about hardware in GSM. It is an important difference to bear in mind. 
Instead of sending people on overview courses they might save money on letting them use a 
WBL instead. But if the participants already have some competence within some specific area 
they could be able to learn more difficult topics with WBLs. If they also have a good network 
of people that are able to answer their questions the ILT might not be necessary. 

5.7.1.2.1 Which one? 
It is hard to choose which method that is the most appropriate but it seems like one could say 
that WBLs are good for courses that contains overview material. ILT is therefore appropriate 
to transfer more complex knowledge. But it is also important to bear in mind that the WBLs 
in advance could be suitable if the participant has some competence within the area and 
people they can ask questions to. 

5.7.1.3 GCC Newsletter141 or KSTool? 
Today the KSTool is in some cases combined with newsletters. By subscribing to some 
communities one will also receive newsletters. But which one is the best method for 
transferring knowledge? The answer is unfortunately not easy.  
 
The two methods do not cost that much, because the KSTool only has to be maintained and 
the newsletter has to be created. Both methods do require some time from the employees so 
the methods might however cost because the employees are not able to work while using them. 
But it is a part of their work because they are gathering new knowledge and also sharing their 
knowledge. 
 
The KSTool consists of functions that enable the employees to ask questions to the whole 
community while the newsletter only spreads information one-way, out to the subscribers. 
Thereafter it is up to them to use appropriate methods for getting their questions answered. 
The advantage with KSTool is that it is able to act as a database with questions and answers. 
                                                 
141 More information about the GCC newsletter can be found in Appendix VI 
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The question the subscriber has might already be answered. The KSTool should also be used 
to locate updates within the areas of importance. The newsletters might therefore not be 
necessary. 
 
The difference between the two methods is however that someone has to post that there has 
been an update of something while with the newsletter someone has the responsibility to find 
and distribute all updates. It could also be done automatically with an algorithm. 

5.7.1.3.1 Which one? 
It is not possible today to say which method the organization should chose. The KSTool is not 
working properly, that is the employees are not sharing enough knowledge. A newsletter 
might then be an efficient way to distribute updates even though this should be KSTool’s task. 
If the organization manages to get the employees to use the KSTool they might be able to stop 
using newsletters. 

5.7.1.4 Conclusion 
• A combination between QABS and KSTool will benefit the organization 
• WBLs should be used for overview courses and ILT for courses that deals with more 

complex knowledge 
• GCC newsletters will become redundant when the employees start using KSTool 

 

5.8 The most suitable method for knowledge management and 
competence build-up 

How does one ascertain that a method is the most efficient? There are a lot of properties a 
method could possess that could make it the most efficient one. But it also depends on the 
purpose of the method and how the method is conducted. We were not able to make 
experiments to find out the efficiency of the methods therefore we will try to find out which 
method is the most suitable in the following section. 

5.8.1 Improvements of the employees current competence  
Learning is something that occurs with others, in groups, it is not an individual process. Even 
though “learning organizations” are common words, the organizations have a view on 
learning as something individual.142 One of the interviewed instructors143 said that IPM is a 
good method but it is often very hard to learn something individually. There are a couple of 
ways to solve this problem; for example let employees with similar targets cooperate with 
each other and discuss topics that are related to the area where they are building competence. 
One could also let them have a coach that already has the competence.  

5.8.2 The role of the organization 
Hansson J. (red) (2000) claims that there are some properties an organization has to have for a 
successful self oriented learning. The targets have to be clearly defined and the employees 
must be responsible. Furthermore the organization must have the courage to take risks and 
also follow up the competence development for the employee.144 The biggest problem today 
is that the organization is afraid to take risks, according to an interviewed manager145. Even 

                                                 
142 Hansson J. (red.)(2000), p. 15 
143 Interview with I3, 3/4-07 
144 Hansson J. (red.)(2000), p. 102 
145 Interview with M9, 21/2-07 
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though there are proofs that other methods could be more efficient the organization will not 
invest in those. 
 
A constant problem with methods is therefore that some methods cost more than others, it 
might then be the least expensive method that will be chosen. The organization must therefore 
look at older cases and analyze the methods the participants use and how long time it took to 
learn something. Our observation shows that it is a good thing to start with and thereafter 
continue to analyze the methods separate from one another. It might be worth spending a little 
more if the participant could build up competence faster, and thereby continue his or her work. 
But another problem with this analysis is that everybody does not learn new things at the 
same pace.  

5.8.3 Different learning styles 
Individuals have different learning styles. During the interviews there were only two people 
who talked about learning styles when asked which one of Ericsson’s methods was the most 
efficient.146 The others seemed to think that if the course content was about some hard- or 
software then hands-on should be a property of the method. The method that consisted of 
most hands-on work was then chosen, in most cases the OJT. It will be hard to learn soft- 
and/or hardware without actually working with it. It would be like learning to bicycle by 
theory. 
 
If one accepts that everyone has a specific learning style, the most efficient method could be 
the one that has a variety of properties. Therefore one must find a method that includes most 
of the learning styles. But it must also be dynamical enough in order to stay aligned with the 
business. 

5.8.4 A combination of different methods 
Judging by the discussion above and according to some of the interviewees, a combination of 
methods will be preferable, both for transferring knowledge and for building up 
competence.147 The methods that should be combined must be determined from case to case.  
 
One manager148 that was interviewed would prefer a combination of ILT and guided tour. The 
manager said that it is important to gain knowledge at first and then have someone that shows 
how to apply this knowledge. This is similar to the readiness to learn in andragogy, the 
manager wants to apply the newly gained knowledge as fast as possible. 
 
In this case it is a combination of two different methods with two different aims; one of them 
provides the knowledge while the other one teaches how to apply it thereby building up skills 
and competence. However it is hard to determine which methods provide information and 
which method teaches the application of the knowledge. For some people ILT might build up 
competence and the feeling that they know how to apply their gained knowledge while others 
from the same course do not feel that way.  

5.8.4.1 Blended learning 
Another structured way of combining online based methods and face-to-face contact is done 
by blended learning. Blended learning is a combination of computer based learning and face-

                                                 
146 Interview with M7 20/2-07 & PM1 28/3-07 
147 Interview with M6 16/2-07 & M7 20/2-07 
148 Interview with M8, 5/4-07 
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to-face instruction.149 It is already used today to some extent within Ericsson but it is not 
formal. A person that is trying to learn something will not only use one method but several. 
Most employees probably read online material or ask colleagues before, during and after a 
course. But with blended learning the responsibility lies with the participants and therefore 
requires self-discipline. 
 
The method will also improve the pedagogy and be more cost-efficient.150 At the same time it 
will also be globally available. The only limit is the time zones when the education is 
synchronous. Thanks to blended learning everyone will be able to study when they have the 
time for it and only be booked at a few occasions and thereby be available for their work. 
 
The method is also suitable because even though it is partly online based it does not stop 
using face to face contact. The technology has been developing very fast but not the people’s 
opinions about online tutoring. Blended learning will be a step in the right direction to open 
up the possibility to use online based education more efficiently. 
 
One of the interviewed managers151 mentioned blended learning during the interviews so the 
organization has already been in touch with it. 

5.8.4.2 A method built upon andragogy 
The principles of andragogy were used by us for developing a method for competence build-
up. It is only a suggestion that could make it more efficient, but it has not been tested. 
 
As stated above, andragogy is built on the following principles: 
 

- The need to know 
- The learners’ self-concept 
- The role of the learners’ experiences 
- Readiness to learn 
- Orientation to learn 
- Motivation 

 
The method is similar to case studies but with some alterations. First of all it is important to 
use real life cases; this could be done by either simulating problems or reuse old problems that 
have occurred. But instead of just giving the participants problems one should create a case 
where different problems are occurring. Since it is technical issues related to some hard- or 
software, it will be possible to test the solutions immediately. This approach fulfills 
orientation to learn, readiness to learn and probably the role of the learner’s experiences. 
 
In order to fulfill the need to know, the learners’ self-concept and motivation the method 
should look like an ordinary project. The learners should be divided into groups and the case 
can be handed over. This implies that the learners have to find out which competences the 
group has which are lacking. If there are any competence gaps that the group needs to fill, 
they should decide how to obtain that specific knowledge. But it could be hard to know what 
the group needs and therefore each group should be assigned a supervisor. The supervisor’s 
task is only to guide the group if they have problems, but he or she should not tell them how 
to perform the task. 

                                                 
149 Bonk, C., Graham, C. (2006), p.5 
150 Bonk, C., Graham, C. (2006), p.8 
151 Interview with M2, 5/4-07 
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The idea is, in other words, to simulate an ordinary project. The duration could vary, some 
problems could be solved in a day while others could last a couple of weeks. It all depends on 
how much time is available. However the targets should be high, that is the problems should 
be hard to solve. The groups will not be homogenous and the participants will have different 
experiences and therefore the problems must be difficult in order to attract all learners. The 
ones that do not have much experience could then be helped by the ones that more experience. 

5.8.5 Conclusion 
• It is hard to determine which of the methods that is the most suitable because people 

have different learning styles 
• If the participant feels a need to learn something and is able to use his or her 

experiences the method will become more efficient 
• The education must consist of life-centered tasks and give the participant 

responsibility for his or her learning in order to be efficient 
• It is important to be able to interact with others during the education period instead of 

trying to learn something alone  
• In order to be able to match all different learning styles a combination of methods will 

be suitable 
• The organization has been in contact with blended learning earlier but Ericsson will 

benefit by using it to a wider extent 
• A method which simulates an ordinary project could be a benefit and make the 

participants learn in a more efficient way 

5.9 Conclusion about the methods for knowledge management and 
competence build-up 

We have suggested some improvements for the methods by using andragogy, based on our 
experiences and the fact that it is adults that are the target group. 
 
The major changes suggested are to implement QABS and Technical snapshoot globally and 
formally in the organization. QABS will work as a complement to KSTool because QABS 
consists of synchronous questioning and KSTool will be excellent for questions that arise 
after the conducted QABS. 
 
Technical snapshoot will help the GCC to build competence among their employees. It will 
also transfer knowledge to the participants at the training center. The center will also make 
itself more visible in the organization both internally and externally. 
 
The interviewees had some opinions about what properties the methods need in order to be 
efficient, for example that the participants have to have their training in a real life 
environment. At the same time is it important to combine theory with practice. Many of the 
interviewed persons also claimed that hands-on work is very important because it concerns 
education about hard- and software. Because it is very complex knowledge, it is also 
important to be able to interact with someone that has competence within the specific area. 
 
It is hard to fulfill all these requirements with one method and therefore a combination of 
different methods might be most suitable. The combination will depend on the individual 
learner but also on the topic that they are learning. It will also take into consideration that 
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each individual has different learning styles. But some will prefer similar methods as used 
before, thereby older methods can be reused.  
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6 Competence build-up in Service Layer for consultants 
In this chapter we will discuss how to buildup competence within Service Layer, and in detail 
discuss the competence build-up for consultants in different roles, such as Learning Architect 
and Competence Consultant. In order for this discussion to be fully understood, there are a 
few concepts that need further explanations. These concepts are: Service Layer, Structured 
Knowledge Transfer (SKT) and Learning Solution (LS). The Service Layer is a layer in the 
layered architecture of a mobile telephone network and the other two are Control Layer and 
Connectivity Layer. The information regarding Service Layer is gathered from different 
courses attended by us during our work at Ericsson. 
 
Structured Knowledge Transfer is a product that Ericsson delivers when conducting training 
for operators. It is based on on-the-job-training in an accelerated form. The information 
regarding SKT is solely based on the customer brochure that Ericsson has for customers. The 
only difference compared to the material in the brochure and this thesis is that much of the 
sale discussion is removed. 
 
The Learning Solution information in the thesis is also based on a brochure. The sale 
discussion was removed in this part too. An SKT could actually be a part of LS, but it is not a 
necessity. But there is one significant difference between the two, the LS is not a product it is 
a concept.152  
 
From this, a discussion about the different responsibilities of a Competence Consultant and 
Learning Architect evolved. A discussion is also conducted about the information from the 
interviews regarding deliveries of LS and different aspects that could be improved. 
Suggestions and improvements regarding how the CC and LA do their work today are 
conducted in the next section. 
  
In the last part of this chapter competence programs for both Competence Consultants and 
Learning Architects are proposed. The program is based on the principles of andragogy and 
proposes different methods for the different parts of the program. 

6.1 Service Layer 
Service Layer is short for the Service Layer Network, which is a part of the Ericsson layered 
architecture. This layered architecture consists of three different layers: 
 
 

 
Figure 1 : Service network 

                                                 
152 Interview with PM1, 28/3 -07 
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Figure 2 : The Service Layer 
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 the Service Layer, education is delivered to a customer mainly through either Structured 
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open standard interface for both operators and 3:rd Party Product (3PP). Through this 
interface the application layer and network control layer are connected. Therefore you can 
create applications and services regardless of the network control layer preferences. The 
Service Layer is where telecom and IT industries get together with content and service 
providers to create and deliver services for consumers and enterprises. A service network can 
therefore be defined as any collection of products and solutions that fulfill a business need in 
the application domain. This definition implies that the size of Service Network can vary and 
is related to both the business needs it serves and the nature of the surrounding technical 
environment, in which it is to exist. This is a significant definition and effectively means that 
no two Service Networks are the same.154

 
In
Knowledge Transfer (SKT) or Learning Solutions (LS), both are described below. Where LS 
is the main part of the education delivery, which could also includes an SKT. In LS there are 
multiple roles that are involved in the process. These are a Competence Consultant (CC), 
Learning Architect (LA) and Education Project Manager (EPM). These roles differ from the 
classical instructor role within Ericsson. The most common mentioned difference is the 
consultative approach and customer relation, but another aspect that perhaps is even more 
important is the overview and common knowledge about a majority of Ericsson products. 
This is essential for the knowledge of what Ericsson is able to deliver, both in terms of the 
technical aspect but also in terms of competences.  

 
153http://downloadlp.ericsson.se/NewcourseDB/WCDMA/LZU1085418_Ericsson_WCDMA_Systems_Overvie
w/R5B/Learning_Components/LZT1236208.pdf , p.216, 11/6 - 07 
154http://downloadlp.ericsson.se/NewcourseDB/WCDMA/LZU1085418_Ericsson_WCDMA_Systems_Overvie
w/R5B/Learning_Components/LZT1236208.pdf , p.217, 11/6 - 07 
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6.2 Structured Knowledge Transfer 
The following description of Structured Knowledge Transfer is taken from a customer 
brochure about this product. The purpose is to get the reader to fully understand what an SKT 
and its different phases are. 

6.2.1 Description155 
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The SKT is made up by four phases: Analyze, Build, Deliver and Evaluate. The essence of 
SKT is an accelerated on-the-job learning experience. Throughout the process a tight control 
of the project is maintained and a close coordination of activities with the client is established.  

6.2.2 Analysis 
The purpose of the analysis phase is to ensure total 
efficiency for the mentoring program and its alignment 
with job performance goals. A skills and Competence 
Gap Analysis (CGA) will be performed in order to 
outline a SKT program. 

6.2.3 Build 
During this phase, the agreed mentoring program is built a
and task lists are checked before delivery.  

nd delivery is prepared. Objectives 

                                                

6.2.4 Delivery 
The competence development activities and training plans are 
delivered according to the set plan. The mentoring program 
will be uniquely aligned with customer performance goals. It 
will contain a mix of blended learning (prerequisites training) 
and on-site mentoring.  
 
Pre-tests are done before entering the SKT mentoring program 
to check the competence levels of the participants. The results of the pre-tests are later 

 
155 http://gask2web.ericsson.se/pub/picov/get?DocNo=1/22103-FAP130736 
&Lang=EN&Format=*SOURCE* ,5/6-07 
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compared with the results from the post-tests, which are conducted after the SKT program has 
been delivered and concluded. 
 
A mentor will work with 1-4 participants in each functional area to ensure that the tasks he or 
she is required to perform on the job are demonstrated and explained to each person according 
to a specific methodology. Our methodology calls for a mentor to always carefully explain 
how a task is performed while demonstrating the task for all participants. The participants will 
then perform the task together under the mentor’s supervision, until the participants feel 
comfortable in performing the task him/herself. Next, each participant will demonstrate that 
they understand and are proficient in performing the required tasks while the mentor is 
standing by. Agreement must be reached between the mentor and each participant as to which 
tasks has been mastered, therefore ensuring that the participants feel comfortable performing 
the tasks on his or her own. 

6.2.5 Evaluation 
The Evaluation phase starts even before the delivery of the SKT 
program, with each participant taking a pre-test. It continues at the 
end of the SKT program with a post-test that is taken by each of the 
participants to evaluate progress made. 
 
The result from the post-test shows the learning progress since the 
pre-test. To succeed in the program, a participant needs to score at 
least 80% in the post-test. The post-test can be used in the customer certification process. The 
result from pre- and post-tests will be described in the final report. Final reports and 
evaluations from the employee will also be summarized and distributed during this phase. 
 

6.3 Learning Solution 
The description of Learning Solution is, just like SKT, based on a customer brochure. The 
material has been stripped of sales arguments and also some minor parts for which the reader 
of this thesis does not have any use. The remaining parts are relevant for this thesis since the 
reader otherwise would not understand in which parts of the process that improvements can 
be made. These improvements are discussed after this chapter.  
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6.3.1 Description156 

 
 
Learning Solutions service provides an end-to-end and step-by-step solution to customers 
competence development. The Learning Solutions service is built upon four phases: analyze, 
build, deliver and evaluate. The business objectives that the customer has are mapped to the 
learning activities and show the return on investment.  

6.3.2 Analysis 
The starting point is a one-day workshop 
designed to define the high level requirements 
from a business and operational perspective. 
This will give a clear sense of direction to the 
subsequent gap analysis and solution 
recommendation. 

6.3.2.1 Business Situation Analysis (BSA) 
The purpose of this workshop is to provide an 
overall description of the drivers behind the need 
for a Learning Solution. What are the business 
and operational requirements that must be 
addressed by the solution?  
 

 
The BSA Report will give a sound basis upon which to decide how to proceed, while offering 
a means to communicate the purpose of the project to key stakeholders and contributors. Time 
frames, responsibilities and resources for managing the project are clearly indicated. 

                                                 
156 http://www.ericsson.com/solutions/learning/pdf/ LS_service_description.pdf, 5/6-07 
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6.3.2.2 Competence Gap Analysis and Solution Outline 

 
Guided by the Business Situation Analysis, competence surveys and interviews with key staff 
groups will be conducted. Gathered information will be analyzed and compiled in a gap 
analysis report. A recommended solution will be outlined and include curricula for groups and 
individuals, main learning objectives and methods. If means other than training are more 
suited, this will also be pointed out as a recommendation. In order to monitor the quality of 
the solution and ensure that requirements are met, evaluation and test methods are proposed. 
Success criteria are agreed upon and visualized in the form of a Balanced Skill Card. This will 
form the basis for the evaluation of the solution and also allow unforeseen issues to be re-
addressed and resolved. The Balanced Skill Card also outlines the success criteria for the 
ultimate outcome. 

6.3.2.3 Business Case and Proposal 
The findings from the analysis are combined with the solution outline and the Balanced Skill 
Card to create a viable proposition for customer consideration. This proposal will allow 
customers to make an informed decision regarding if and how to proceed with the Learning 
Solution. Time frames, expected outcomes, responsibilities and resources for managing the 
continued project are all clearly indicated. The Business Case document will be updated 
throughout the project to reflect evaluation results and to provide a basis for any new 
decisions or changes that may need to be considered. 

6.3.3 Building the Learning Solution 
During this phase, the agreed solution is built and delivery 
is prepared. If there are time-critical competence needs, it 
is possible to begin training immediately in concurrence 
with development of other parts of the solution. By 
adhering to the findings of the analysis and customer 
expressed requirements, typical deliverables in this phase 
are as follows: 
 
 
 

 
 

 
 

 

6.3.3.1 Learning Solution development 
Learning content from existing courses may be reused or customized for customer purposes. 
If required, new courseware will be developed and third party training is prepared for 
sourcing. In order to facilitate communication and delivery flows and dedicated competence 
development activities for each job role are developed in packages. This will allow both 
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participants and any involved instructors or mentors to be well prepared for the training 
activities. 

6.3.3.2 Set-up of Evaluation/Testing tools 
Depending on the agreed methods for evaluating and monitoring the Learning Solution, tests, 
questionnaires and assessment instruments are prepared. This can include pre- and post-tests 
to measure learning. Tools for measuring the application of skills on the job and discovering 
problem areas that need to be re-addressed may also be prepared. 

6.3.3.3 Learning Solution Plan 
A draft schedule for all participants is prepared in order to facilitate planning and prepare for 
a timely delivery. This will also include time plans for evaluation points. When and if 
required, learning content material, flows, questionnaires for evaluation and the detailed draft 
schedule are reviewed before implementation. An update of the Business Case is presented to 
support customer decisions. 

6.3.4 Delivery of the Learning Solution 
At this time, the competence development activities and 
training flows are delivered according to the set plan. The 
delivered solution will be uniquely aligned to customer 
business and operational needs in both form and content. It 
will contain an optimal mix of traditional training, blended 
learning and other activities to suit customer competence 
development requirements. 
 
 
 
 

 

6.3.4.1 Detailed Learning Solution Delivery Schedule 
The agreed detailed delivery schedule is presented in a way that is easy to communicate to 
participants and stakeholders. For example, it can be in the form of a customized web portal, 
with features such as registration and administrative rights for coordinators. 

6.3.4.2 Coaching and Coordination  
Handling registrations and coordinating many flows for large numbers of participants and 
handling the administration of evaluations and follow-up activities can be overwhelming 
without proper support. Learning Solutions provides the customer with the option to rely upon 
an experienced project manager to assist the customer with these crucial tasks. 

6.3.4.3 Student Certificates  
Depending on customer requirements, after course or after flow certificates are issued to all 
participants upon successful completion. Certificates based on observed behavior on the job 
and successful performance of critical job tasks is also a possibility. 
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6.3.5 Evaluation of the Learning Solution 
While the analysis makes sure that training does 
not become a “shot in the dark”, the purpose of 
evaluation is to ensure that the Learning Solution 
delivers with respect to the targets set during the 
analysis. It ensures that something can be done in 
time if targets are not being met, or if new, 
unforeseen needs arise. Implied in the above is a 
close relationship between the analysis and 
evaluation phases. A well performed analysis is 
the best groundwork and a prerequisite for an 
evaluation.  

 

6.3.5.1 Reaction  
End of course or end of flow questionnaires measure student satisfaction and give immediate 
feedback on course quality, instructors, student materials, learning environment, etc. It also 
gives a first impression regarding relevance of the training to the job. 

6.3.5.2 Learning  
End of course or end of flow tests measure the degree of learning that has taken place. If 
applicable, pre- and post-tests are compared to show training effectiveness. Observation of 
participants as they perform critical work tasks on the job is also a method for establishing 
that new skills have been acquired. 

6.3.5.3 Application  
Measurements for this and the next level take place at predetermined “checkpoints” according 
to agreement. Meaningful measurements of job performance are monitored in order to 
validate the solution and discover areas that may need to be readdressed. 

6.3.5.4 Results  
Relevant OPMs on operational and business levels with a clear link to training are monitored. 
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6.4  Learning solution delivery and roles of CC and LA 
In this chapter the responsibilities of both CC and LA are discussed with regard to the 
information achieved from the interviews. This can be seen as a complement to the service 
description of LS that have been mentioned above. LS delivery and customer relations are 
discussed a bit more in this section. 

6.4.1 Responsibilities of CC and LA 
These roles are very different from an instructor-role. The most common mentioned 
difference is the consultative approach and customer relation, but another aspect that perhaps 
is even more important is the overview and common knowledge about a majority of Ericsson 
products. This is essential for the knowledge of what Ericsson is able to deliver, both in terms 
of the technical aspect but also in terms of competences.157, , , ,158 159 160 161 When it comes to 
customer relation it is important to have a good knowledge and experience in this area since 
the clients often are CEOs (Chief Executive Officers), CPOs (Chief Purchase Officers) or 
even CLOs (Chief Learning Officers). Not only in aspect of creating a professional bound to 
the client, but also in regards of retaining the information needed to create a successful plan 
for the project.162

 
The CC is responsible for creating a BSA, as mentioned earlier. The CC must attend customer 
meetings to get to know the background of the customer, the organization and different 
business goals. This understanding is imperative for the fulfillment of a satisfying BSA. 
 
There are a number of crucial questions that they must agree on, such as: 163

 
- Identify the job area that should address the CGA. 
- What success criteria will we have for the project? 
- Which OPMs can we put on this? 
- What methods for measure those criteria’s should we have? 
- How will we evaluate the project? 

 
When an agreement has been made and the report, summarizing the customers expectations, 
main objectives and requirements, has been written, this will be formalized in a proposal for 
purchase together with a description of how the continued analysis will be performed. If the 
customer goes through with this and purchases the LS, then the EPM (Education Project 
Manager) and CC together look at this and decide in which areas the participant needs 
training and education.164

 
Now it is time for the LA to enter the scene. The LA gets briefed on what the CC and EPM 
have concluded in their earlier work, mainly about the CGA, and in what areas the customer 
needs education. The LA is then responsible for designing a CGA. This can be done either 
with interviews or testing. Testing has never been done, yet. The CGA is then conducted and 

                                                 
157 Interview with M2, 5/4 -07 
158 Interview with M7, 27/3 -07 
159 Interview with PM1,  28/3 -07 
160 Interview with M4 and M5, 2/4 -07 
161 Interview with I2, 3/4 -07 
162 Interview with PM1, 28/3 -07 
163 Interview with PM1, 28/3 -07 
164 Interview with PM1, 28/3 -07 

52 



evaluated. From this an outline of the solution is suggested and a discussion regarding time, 
delivery and costs is conducted.165,166

 
The continuing work of the LA is to look at the customers’ job description and then break 
down this into roles and duties they have to be performed and then break these into tasks and 
possible subtasks.167 This will be used as an SKT with OJT as delivery method. The delivery 
does not necessarily need to be conducted by the LA, it could also be delivered by an 
instructor or flextrainer168 who hasn’t built the solution at all. 

6.4.2 Summary 
CC 
• Creating a BSA 
• Identify customer demands 
• Set goals, both business and performance 
LA 
• Designing a CGA 
• Conduct interviews or testing 
• Break down job descriptions 

6.5 Discussion  
Many ideas and suggestions about improvement of training for CC and LA have been derived 
from the interviews. Here you will find different suggestions about cooperation between 
different organizations within Ericsson and what the effect could be. There is also a part about 
how Ericsson should recruit people for these roles. 

6.5.1 Crucial parts that need improvement on a organizational level 

6.5.1.1  Communication between sales and delivery 
On an organizational level there are a few things to consider about SL and the organizational 
structure as such. For example one thing that has come to our attention through our research is 
that communication between the sales and delivery organization of Ericsson needs to be 
improved.169 This will improve the proactive actions that the delivery organization can make 
when knowing about customer investments in Ericsson products beforehand.170 From another 
side, both organizations need to establish cooperation when talking about LS. Business 
consultants and Competence Consultants can learn a lot from each other, mainly about 
possibilities and business opportunities.171  

6.5.1.2  Create a forum for discussing customer demands 
Different organizations like SI (System Integration), N&TC (Network & Technology 
Consulting) and Sales need to have a forum where they can create a collective learning 
environment and share knowledge with each other regarding LS.172, 173 Education needs to 

                                                 
165 Interview with I2, 3/4 -07 
166 Interview with PM1, 28/3 -07 
167 Interview with I5, 3/4 -07 
168 Flextrainer: A person from another unit, for example a developer, with deep competence and knowledge 
within the subject at hand. No pedagogical knowledge. 
169 Interview with M7, 27/3 -07 
170 Interview with M3, 3/4 -07 
171 Interview with M6, 27/3 -07 
172 Interview with I2, 3/4 -07 
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know as fast as possible about customer demands regarding Ericsson products and this should 
be communicated from the other organizations.174 This is something that does not work well 
today but maybe it will be improved with the new blueprint that has just been released. The 
blueprint will create a more horizontal organization instead of a vertical, which should be 
interpreted as an easier way to share resources between the different product areas.175

6.5.1.3  Recruitment 
Another crucial problem is the recruitment of employees. It is hard to find people with 
competence that map directly to a Competence Consultant or Learning Architect. So where 
can the resources be found? A suggestion is that Ericsson should first look internally for 
people with the right technical competence. As a second approach they could look for people 
with the consultative skills. Keep in mind that both need a certain amount of education. This 
is the short time approach, thinking more long term there exists other ways.  
 
There is a great opportunity for Ericsson to recruit newly graduated students from universities. 
These people have a great drive and hunger for the industry and most important they are 
mouldable. Our opinion is that Ericsson has the opportunity to shape these young talents into 
highly skilled consultants, as they see fit. But remember, this is from a long term perspective 
and involves a bit of investment in these individuals. And also from the individual’s point of 
view, they themselves invest in Ericsson as an organization. It is therefore imperative that the 
process of development and competence training is adjusted according to changes in the 
market, company- and employee demands. 

6.5.2 Conclusion 
• Communication between sales and delivery must be improved 
• Create a forum where different organizations can share vital information 
• Create collective learning 
• Firstly look internally for recruitment in order to build the competence fast. Secondly 

use new graduates who have great motivation and the ability to be shaped and have a 
fresh look at things  

6.5.3 Education 
In order for a Competence Consultant or a Learning Architect to get the right competence at 
the right time the Ericsson organization must create a forum for those parties involved in 
product development, rollouts, research and education, as mentioned above. With this forum 
these parties can discuss and plan for the near future, create information sheets about 
upcoming product updates, important customer investments and different aspects of how to 
deal with new information within Ericsson. 

6.5.3.1 Competence Consultant 
The CC should be able to listen and identify different demands regarding customers needs and 
demands. The CC must also have basic technical knowledge.176 The consultative knowledge 
and skills are very important since the CC is responsible for creating a solution based on 
discussion with customer key persons and also with regards to what Ericsson can deliver and 
what they cannot deliver. 
 
                                                                                                                                                         
173 Interview with M6, 27/3 -07 
174 Interview with M3, 3/4 -07 
175 Interview with M1, 5/4 -07 
176 Interview with M8, 5/4 -07 
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To create an environment that is enhancing the development of the consultative approach, the 
CC must be assigned a senior or experienced mentor preferably with experience with 
delivering LS. In this way he/she will have a point of contact that has experience and know 
the issues when delivering a LS to customer, and also an experienced consultant that can 
guide the potential CC with the consultative approach and customer relation. 
 
The mentoring can also be aided with another approach of educating the CC, namely case 
studies. With case studies the potential CC can get experience from real life cases that have 
been dealt with earlier, maybe even with the mentor involved in the delivery. This will also 
create an awareness about different problems that has occurred in, earlier, deliveries and how 
these obstacles can be removed. With case studies the customer angle will also be covered. 
These questions will be answered and will not only be a guide, but also an assurance for the 
CC in future work with coming customers.  

6.5.3.2 Learning Architect 
The Learning Architect needs detailed knowledge about the course portfolio and deep 
technical knowledge and competence.177 Preferably knowledge about what competence and 
knowledge operator need to have to be able use their products in the most efficient way.178 
With this understanding the LA should then be able to map the respective issues to specific 
courses, in order to fill the competence gap identified in the CGA conducted with customer in 
the earlier phase. It is also imperative that the LA has been acquainted with the procedure of 
conducting a CGA and building of an LS.  
 
As an aid to the LA, the strategic product manager should help with explaining and keep track 
of the course portfolio, in order for the LA to always have a fresh understanding and updated 
knowledge about the course portfolio.179  Also the LA should be assigned a mentor with 
experience in conducting a CGA and being a part of a LS delivery. With a mentor the LA can 
develop and evolve further in his/her role and it will also contribute to the Learning 
Architect’s personal network within the Ericsson organization. 

6.5.4 Summary 
CC - Requirements 
• Able to listen and identify demands 
• Able to ask the right questions 
• Have basic technical knowledge 
• Involved in mentoring program to develop the consultative skill 
• Case studies as a method to work in simulated projects in order to gain competence 
LA - Requirements 
• Detailed knowledge about course portfolio 
• Deep technical knowledge 
• Strategic product manager should inform about updates of the course portfolio 
• Mentoring in order to develop the LA further and help build a personal network  

6.6 Online competence program for Ericsson’s personnel  
Ericsson is a global organization and therefore the online competence program has a global 
perspective as well. The competence program is meant to be used in a global way, with 
                                                 
177 Interview with M8, 5/4 -07 
178 Interview with I5, 3/4 -07 
179 Interview with M8, 5/4 -07 
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participants spread around the globe. This implies less travel costs but also a better resource 
allocation within the organization, since Ericsson employees all over the world can participate. 
 
Another aspect of this competence program is that all online conducted activities are stored 
using a type of portfolio method, both structured individually but also group like. The 
instructor is responsible for the portfolio. In addition to this the instructor is also responsible 
for updating the participants with the latest Service Layer updates and information, as well as 
supplying different communication channels for obtaining this sort of valuable information. 
 
Every participant should have the right tools in order to reflect on their education, this is not a 
demand but it is preferred. In this way the participants will not only raise the level of 
consciousness regarding the education and what they are currently doing, but also have a 
more dynamical portfolio. For the individual this is a very useful method to reflect and really 
understand what they are doing and why. It will probably also bring important questions to 
the surface that otherwise would have been lost. 

6.6.1 Pre-phase 
This phase will give the participants an introduction of the process and the tools available and 
also to get acquainted with the competence program and the methods used. 

6.6.1.1 Mentoring 
In our opinion every Ericsson employee, regardless if he/she is aspiring for a CC or LA role, 
should have a mentor as mentioned earlier. The mentor should take the role as an experienced 
and skilled colleague with lot of knowledge about the Ericsson organization. It is his/her duty 
to help the new employee to create a personal network of people and be a point of contact 
when questions arise. The mentor should also be aware of the new employee’s working role 
and future plans, such as advancement in the organization and personal goals. The employee’s 
manager and mentor should have a close connection and frequently discuss with the employee 
what he/she should accomplish. The employee should agree to this setup. 
 
It is important that the mentors have knowledge and experience with consulting, as this is 
seen as the major part which needs improvement and also important for the new employees to 
learn. The consultative skills should be the mentors top priority for the adept to learn. 
 
The mentorship relation should be used almost as described in the Mentor chapter within 
Earlier Research. There are a few things that could be improved; the mentor and adept should 
have a more regular contact. What is meant is that they should have a regular e-mail contact 
which is the most used tool for communicating, except the telephone, within Ericsson. In this 
way both the mentor and adept use an asynchronous medium which allows them to participate 
whenever they have the time. This will create a much more effective relationship between, 
also regarding their actual work. They will also sign off on a mentorship contract that clarifies 
the responsibilities and expectations of this cooperation. 
 
Concerning CC and LA, they should have a mentor with some experience in delivering a LS, 
as mentioned above. Today there are not many people with this experience and they tend to be 
very busy. Therefore it is important to create a balance between their workload and the 
importance of the adepts. What should be prioritized and for how long? With this reasoning 
there is also an economic part ; if the time effort for the mentor is too great it may be better 
with some sort of coaching instead. With the difference that coaching implies economic 
revenues for the work. 
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6.6.1.2 Processes and Delivery Toolbox 
A first step for the aspiring CC and LA is to learn the processes involved in delivering a 
Learning Solution and what tools they have available. This is a part that can be conducted 
individually with a task-oriented approach with assignments and tasks that they should 
complete. There is also a WBL that addresses this topic, which could be another option. 
Regardless of the method, the tasks would benefit from an online discussion forum available 
for the participants. Following topics are examples of what they could discuss: 

- random questions 
- knowledge resources: documents, links, e-mails etc., 
- are the assignments correctly understood ? 
- discussion of the tasks with regards to their different solutions 

 
This is just to get them to know each other and the process on a whole better, and to have seen 
the tools available and how they are used. Details are not needed at this point and they should 
just become familiarized with these tools as a start up. The discussion can later be re-used ; 
questions can be referred and the understanding of the assignments can be re-evaluated. 
 
The tasks should be designed with regards to already delivered LS and information related to 
them. They should be of rather simple nature with easy to understand questions about the 
process and tools needed for specific assignments. It is important that in the discussion forum 
a group dynamic is created between the participants, for later work with case studies and also 
to already begin to act as a project group. When delivering a LS, they will work in project 
groups with other people and therefore it is good if they cooperate in an early stage in their 
education. The case studies and group work will be a commonly used method later on. 
 
It is required that the participants finish these first pre-requisites to advance to the next phase 
of the competence program. If not, they will have to complete the tasks that are not fulfilled. 

6.6.2 Middle-phase 
This is the main phase and here the participants will do several case studies of different LS 
deliveries. They will also be using the tools and the process for creating a complete solution 
to an imaginary customer, of course based on a real delivered LS. It is important to explain 
the purpose and goals of this phase, what the participants is expected to learn and 
competences achieved. 

6.6.2.1 Case studies 
From earlier delivered LS, there exists a lot of information both in documents and in 
experience among the involved people. This information should be used as a baseline in order 
to create different cases that can be used in the competence program for CC and LA. The 
cases can be divided in responsibility areas but they should still be closely linked to a main 
objective, which is to create a successful LS for the customer. The case studies should be 
conducted by an instructor who is responsible for creating the case and also for conducting the 
case project with the participants during training. 
 
The participants should be presented with information regarding the current customer, such as: 

- customer organization 
- performance goals 
- business goals 
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At first these goals should be presented to the participants in a relatively concrete manner. 
The main purpose for this is not the identification of these customer aspects but the process 
itself. Also the identification of people in the customer organization where the LS, mapped to 
the customer goals, will have the greatest impact. The solution is created in a form of group 
work conducted online and is presented to the instructor and then discussed in relation to the 
real work done in the real life solution. 
 
The next step is to do two or three more case studies with more detailed depth. When these 
are conducted they should be worked through as in a real project, much like the suggested 
method built upon andragogy that was presented in the chapter “A combination of different 
methods”.180  In these cases project groups are assembled containing both a CC and LA, 
perhaps even EPM. The instructor will in this part supervise the groups so that their case or 
project work continues and also so that the competence gaps are filled. 
 
If multiple project groups exist, the online discussion forum can be used to help each other in 
order to create a collective learning situation. Cooperation between individuals as well as 
different groups is a great way to contribute to knowledge sharing not only in one part of the 
organization but also as a whole. The information and knowledge shared online is also stored 
for later re-use.  

6.6.2.2 Real life project 
When the participants finish their case studies, it is time for a real life project. The main 
objective for the participants is to go alongside an experienced CC or LA in a real customer 
project. This work should be planned at the beginning of the competence program, so that 
everything proceeds as planned. The experienced CC or LA should be involved and informed 
at an early stage that they will have an inexperienced consultant at their side. This is in order 
to inform the customer but also prepare the new consultants arrival in the project team. 
 
If it is impossible to assign the participants to different projects for some reason, a simulated 
project will be conducted. This should be based on earlier delivered LS, but not as detailed as 
the case. All the roles in the project should be filled before project launch. One important 
aspect is the customer relation, which will be lost in a simulated project. Since this is a very 
important part, it can be obtained with the help of the mentor. He or she can act as a customer, 
in a sort of role playing, towards the project team. The important part is the information the 
project team is given from the customer and how this information is interpreted and 
understood. 
 
This last suggestion of a simulated project creates greater demands on knowledge and 
experience of LS deliveries in order to create a fulfilling project. A real life project is a much 
better way to go, if possible.  

6.6.3 Evaluation-phase 
In the beginning of this phase, the participants look back at what they have accomplished and 
take some time and reflect on their work during the competence program. This will not only 
refresh memories about solutions of problems and difficulties they have encountered, but it 
will also give the participants self-confidence. Another aspect that would be a great 
complement is discussion in the online forum were the participants can ventilate different 
thoughts and anxieties for the future.  

                                                 
180 A combination of different methods: A method built upon Andragogy, se above. p.43 
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It could also be a good idea if the participants at this point evaluate the competence program 
so that it could be developed further for the next set of participants. 
 
The participants should now be ready to be involved in real projects on their own. But as a 
safety and assurance they will need a back-up181 from Ericsson in case they need help. 
 
One aspect of the competence program is the building of personal networks for the 
participants. This is an aspect that every Ericsson employee must acknowledge as very 
important. They will need help from different persons not just at the beginning of their careers 
but also later on. Therefore it is very important to keep the network alive and keep expanding 
it, but this is each individual’s responsibility.  
 
After finishing the program the mentor will still be available as a mentor for the participant 
until the established contract ends. If there is a mutual agreement between the mentor and 
participant, the mentorship can continue for a longer period of time but the same procedure 
must be done again, for example creating and signing a contract. Also future goals, 
expectations and responsibilities must be identified. 

6.6.4 Summary 
Pre-campus 
• Distribute mentors to the participants 
• Create group dynamic 
• Processes and tools for the delivery process should be learned 
• Task-oriented approach 
Middle-phase 
• Case studies as the main method 
• Mentoring as an aid throughout the program 
• The case studies should become more and more advanced 
• Final task, to be involved in a real life project 
• Secondary solution is to create a simulated project which addresses the most important 

parts of a real life project 
Evaluation-phase 
• Reflect on the program and what they have learned 
• The participants should discuss thoughts and ideas together 
• Evaluate the program 
• Having a back-up to each role, even after the program has finished 

                                                 
181 Support person that is able to help and, in worst case, take over if problems in the project occurs. 
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7 Fictional case 
It is a good procedure to have several cases that address each part of the delivery process 
within a Learning Solution, as mentioned above. Then afterwards conduct a full case that 
focuses on the complete process from beginning to end. This case only addresses the 
Competence Gap Analysis, but as background information the participants need to have the 
Business Situation Analysis. This Business Situation Analysis can be reused from another 
case that has been developed earlier. A lot of responsibility lies on the participants, which is 
very important to emphasize. A positive effect with this method is that the participants get to 
know each other and work as a group in their respective project team. They should also try to 
use their own personal network and hopefully it will grow bigger. The last discussion, after 
the different teams have presented their solutions, is very important and gives all the 
participants new insights into problems, smart solutions and new ideas. 

7.1 Case: Build and perform a Competence Gap Analysis 
The operator, Test Tel, has bought an IP Multimedia Subsystem platform from Ericsson 
which is to be implemented into their network. For them to be able to use it in a satisfying 
way, they will need competence training. The training will be delivered as a Learning 
Solution, and you and your project group will be responsible for the Learning Solution. 
Training should be customized to Test Tel’s network configuration, which involves 3rd Party 
Products. The 3rd Party Products are switches and firewalls, and the customer will need 
tailored training for these.  
 
Test Tel has, as of today, both a GSM and WCDMA network, and is now looking to create a 
more dynamical subscriber experience. They reside in a country in Europe and have about 2 
million subscribers in their network. 

7.1.1 Key requirements on the project 
 Training must be scheduled in line with the implementation project 
 Project duration is 28th of February  25th of May 

7.1.2 Expectations on the LS 
The customer needs basic knowledge about the IP Multimedia Subsystem platform, both in 
terms of the architecture and structure of the platform. They will need much more detailed 
knowledge in the IP Multimedia Subsystem Core subsystem. This is necessary to be able to 
work with the platform and see how it will be implemented in the network and how it affects 
the existing nodes. What are the protocols of communication between the nodes? What does 
each IP Multimedia Subsystem Core subsystem element really do? These are general 
questions and they need to be specified. 

7.1.3 The assignment 
Your task is to create a Competence Gap Analysis for Test Tel and specifically for the IP 
Multimedia Subsystem Core subsystem, but before you start you need to create a project plan 
that will be reviewed by the instructor. As an alternative, the reviewing of the project plans 
could be done by the other groups in a discussion. The information above is to help you get 
started in your work, but you need a lot more detailed information to be able to conduct the 
Competence Gap Analysis. You will be organized in project groups with four participants 
acting as Learning Architects and one Competence Consultant, in order to get the fulfilling 
information about the Business Situation Analysis report. The Business Situation Analysis 
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contains information about Test Tel business goals, performance goals and the organization. 
The completed Competence Gap Analysis report will be presented by your project group, and 
later discussed by all participants. 

7.1.4 Questions to take into consideration 
How will you conduct the Competence Gap Analysis? Which persons do you need 
information from? What information will you get from them and why? Where else could you 
get information from? What basic questions will you need to ask during the interviews in 
order to identify competence gaps? 

7.1.5 Instructor role 
As an aid in your work you can contact the instructor for guidance or help. But cooperation 
between participants and the use of your personal network are much encouraged. 

7.1.6 IMS Core subsystem182 

 

                                                

 
The IMS Core subsystem consists of two entities: 

- Call Session Control Function (CSCF) 
- Home Subscriber Server (HSS) 

 
Between the elements there exist different signaling 
protocols such as: Session Initiation Protocol (SIP) and 
DIAMETER. 
 
 
 
 
 
 
 
 
 

 
 

 
182http://downloadlp.ericsson.se/NewcourseDB/Service_Network_and_Applications/LZU1086563_IMS_Overvi
ew/R1A/Learning_Components/LZT1238314.pdf , p.53, 18/6-07 
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8 GCC Evaluation 
In an overall picture, the GCC concept is looked upon as positive. Many people express their 
gratitude towards being more able to spread their knowledge and also to have time to develop 
their own competence within their technical area. From a global perspective, it has been a 
more clear and structured way of creating knowledge and building competence as well as 
facilitating this in a specific geographical area. Responsibilities have also been distributed to 
every GCC with a purpose of creating a more effective way to manage knowledge and 
competence globally. 
 
A number of improvements have been suggested towards creating a more flexible and 
effective concept. These concern mainly how the GCCs should cooperate better with each 
other and also about creating an effective work relation with the Product Development Units 
(PDUs), regardless of geographical placement. A general criticism against the tools used 
today for knowledge management has been displayed and a new tool is being developed and 
implemented to overcome this, Microsoft SharePoint. 
 
Another thing that the GCCs need to develop is their way of planning the operation. As of 
today this has been conducted with various results. Numerous issues have been acknowledged 
and addressed that need to be diminished. Ways for this have been proposed and ways 
forward are being introduced. 
 
The information on which the evaluation is based is from interviews with involved people on 
different levels of the organization. It is their views and opinions that are expressed in this 
piece of work. An issue which came up during the work was how the GCCs did their planning, 
which was of varying quality. Therefore an informal question was sent out via e-mail to 
concerned people which gave us a few responses but with important information. From this 
we concluded a few points that were needed to conduct a satisfying plan for the upcoming 
year. 
 
The GCC evaluation can be found in Appendix II. 

9 Work instruction for GCC 
One of the expected outcomes, stated in Appendix I, with this thesis was a work instruction 
for a GCC. The instruction should contain enough information so that an Ericsson employee 
should be able to start a GCC.  
 
Information was gathered from the interviewees regarding which tasks a GCC have and how 
it shall work. The interviewees, who were involved in the GCC, also told us what they needed 
to know in order to work better. We also got information from the evaluation we made for the 
GCC. It stated some of the problems with a GCC and what the employees thought should be 
improved. All this was taken into account when the instruction was developed. 
 
After the description was approved by our supervisor at Ericsson it was sent to a line manager 
at the training center in Kista, Sweden. She had only had this work role for three months and 
thereby only worked with the GCC for education during this time. Therefore it was good to 
get feedback from her about the work instruction, since she had worked within Ericsson 
before but not as a manager for the training center. 
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It was very hard for us to write an instruction that treated the role of the GCC in the 
organization. A number of questions had to be asked about the organization, for example 
concerning its structure and processes. Many documents were read about the organization and 
different work roles.  
 
The work instruction can be found in Appendix III.183

10 Conclusive discussion 

10.1 Summary 
The first part of this study concerned evaluating and improving the methods that Ericsson 
uses for competence build-up and knowledge management. We located each method’s 
advantages and disadvantages with the aid of interviews.  Improvements of the methods were 
mainly based on the principles of andragogy with help from the interviews. Things such as 
giving the participants more responsibility and the opportunity to interact with each other are 
important, in order for learning to be efficient according to andragogy. The study also showed 
that a combination of different methods might be the most efficient because different methods 
fulfill different purposes and attract different learning styles.  
 
The study showed that Ericsson’s employees have to start sharing knowledge to a wider 
extent and to use the knowledge sharing tools available. Many of the interviewees expressed 
that it is important to share knowledge, but they also said that they themselves did not 
contribute enough for it to be sufficient. Ericsson should also start using Technical Snapshots 
and Question & Answer Based Sessions more frequently. This will benefit the employees’ 
competence build-up, but also enable the organization to work more efficiently. Both 
Technical Snapshot and Question and Answer Based Session might create a need to use the 
available knowledge sharing tools. With knowledge sharing comes the opportunity to reuse 
old questions to find new answers and reuse parts of old projects in current projects. However 
the study also shows that some of the methods for sharing knowledge will become redundant 
once the knowledge sharing globally starts working properly via a tool. 
 
The second part of the study looked at the competence build-up for Competence Consultants 
and Learning Architects within Service Layer. In conjunction with andragogy a competence 
program was developed which was built upon case studies and mentorship. These methods 
create a lively and important interaction among participants and between the participants and 
instructor. The interview material showed which aspects of the Competence Consultant and 
Learning Architect that need the most improvement and this was taken into consideration 
when the competence program were developed. 
 
From the interviews we also got information about how the work with Learning Solution 
deliveries was conducted. It showed that the evaluation phase almost never was performed. 
This was mainly because of the success criteria which was not detailed enough in the 
Business Situation Analysis. For the customer, this resulted in a lack of Return Of Investment 
figures for the Learning Solution. So it is very important that the early work in the Learning 
Solution process is conducted in a good manner so that the remaining delivery process does 
not suffer.  
 

                                                 
183 The Work Instruction is strictly internal information and should not be published outside of Ericsson 
organization. 
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The third part of the thesis was an evaluation of the Global Competence Center concept on an 
overview level. The evaluation showed that most of the employees had a positive attitude 
towards the concept. We also concluded that the GCC should have good cooperation with the 
Product Development Units but also with the other GCCs. The GCC also need to have a long-
term plan in order to be able to work efficiently. From this, two documents were created, one 
evaluation of the GCC concept and a work instruction for a GCC, which is intended to 
describe how a GCC shall work. 
 
Overall our study shows that Ericsson can learn a lot from andragogy while developing 
courses and new methods. It is also time to give the participants more responsibility for their 
own learning, but without letting them learn individually. Learning becomes efficient when 
people use their experiences together to solve problems. 

10.2  Ideas for further research 

10.2.1 Make an experiment trying to investigate the improved 
methods and new methods above.  

- Are there any differences regarding learning efficient? 
- Does it depend on each individual or could they be categorized? 

The suggested improvements for the methods are based on theory. An experiment should be 
done in order to find out if the learning become more efficient and also if one can categorize 
people with similar learning styles into groups. In that case this will imply that similar 
training programs can be used to for specific learning styles. 

10.2.2 Compare adult learning today and tomorrow, how will the 
new generation learn? 

Theories have to be developed or improved and this can be accomplished by trying to forecast 
how adults will learn in the future. New methods for learning are enabled as the technology 
moves forward. 

10.2.3 Difference between knowledge and competence 
One big question that we became apparent was the difference there is between competence 
and knowledge. During the interviews we discovered that the organization had different 
opinions regarding this. There are theories right now that discuss what knowledge is and what 
competence is and probably different opinions exist in the society as well.  

10.2.4 What makes people wanting to share their knowledge? 
A huge problem today in the organization is that employees do not share their knowledge. 
What triggers an employee share to his or her knowledge? An organization will be able to 
work more efficient if this question is answered.  
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Basic information 
 

Revision History 
 

REVISION DATE PREPARED DESCRIPTION 

PA1 2006-11-22 ERABRIE  
ETXNIER 

First draft 

  

 

Purpose 
The purpose of the project is to evaluate the GCC concept. 

Ericsson Education has a concept called GCC (Global Competence 
Centers).  These are located at Ericsson Education's four Primary 
Centers:  in Kuala Lumpur, Kista, Dublin, Sao Paolo.   

A GCC within Education is globally responsible for the Development and Deployment of 
learning products, processes, methods and tools as defined in the assignment from GSD, 
within one specific technical area. Examples are WDCMA Radio Access Network and Core 
Network Packet Switched.  

Several organisational entities such as Functional Areas, Product Areas and Development 
Units may contribute to the GCC assignment. 

 

A GCC shall be at the front edge competence wise within their 
technical area and spread the competence to other Education 
Centers globally. A GCC spreads competence using different 
methods: Train the Trainer (TtT), work shop, seminars, telephone 
meetings etc.  
To gain competence a GCC cooperates with Ericsson R&D in 
development  projects.   The main challenge is to transfer 
competence to (all) other centers  more effectively and efficiently. 
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Background 
The GCCs for Ericsson Education have been up and running form March 2006. A start up 
meeting was held in February 2006 where key persons participated. The result from this 
meeting was a common understanding of roles and responsibilities and what the GSS 
Operational Plan should cover. 

Each GCC has an Operational Plan for 2006 stating its competence build up activities, 
responsibilities in general etc. The same will be true for 2007 that each GCC will write an 
Operational Plan. 

Follow up of a GCC's performance is done continuously via reporting and meetings. There is 
a close cooperation between GCC and it's Education Product Manager. 

Now it is optimal to do an evaluation of the concept as such. 

  

General prerequisites 
 

Project team: 
 

Supervisors (Handledare) on Ericsson Education HQ  

EAB/GR/FD Britt-Mari Flemström Tel  +46 8 - 757 1421 

EAB/GR/FD Niklas Eriksson   Tel  + 46 8 - 719 8464 

 

Contact Persons: 

Education Product Management: Jimmy Säll, Peder Laitamaa,  

   Mauro Araujo, Frans Askensen 

Education Center Line Managers Lennart Andreasson, Gerard Ohara 

Competence Manager on PC Ireland Gary Oconnor 

Instructors on Education Centers: Stefan Lundbäck, Malin Lindbom 

 

The project Order Number is: TBD 
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Project Description 
Ericsson wants an evaluation of the GCC concept as such. Questions that can be put: 

How good is the methodology? 

How can the concept be further developed and optimized? 

What strengths are there? 

What opportunities are there? 

What weaknesses are there? 

What risks are there? 
 
Some traveling might be needed, in the first case, to the Education Center in Dublin, Ireland. 
The main contacts will be with Education Center is Education Center in Kista. 
Communication and meetings are held mainly via telephone and CENTRA/Sametime. 
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The task consists of three main parts 

 

Evaluate the GCC concept as such on an overview level 
 

Investigate possible methods and solutions for spreading of 
competence.  

Evaluation of methods for spreading of competence we use today and suggestion of how this 
can improve. 

What other methods can be used? 

Evaluate what is the value of Knowledge Sharing for BUGS, Ericsson and our customers. 

Make a classification of the methods based on comparison of price, value, effect etc. 

 

 

Evaluate how Ericsson should build competence and spread 
competence in the most efficient way within the area 
consulting, in order to meet the Service Layer business. 

 
 

 
 
 
 
 
 
 
 
 

 
 
 
 

 

Expected outcome 

Expected outcome of the Project 
A report with evaluation of present work, suggestions for improvements and possible ways 
forward. 

A work description that includes guidelines, interfaces for how a GCC shall work.  An 
Operational Description for GCC exists. 
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Requirements 
TBD 

 

 

Timing 
The project will start  latest: 2007-01-20 

A final report must be presented in the Conclusion Phase, latest: 2007-08-01 

 

Cost limits 
Costs related to travels will be covered by Ericsson.  

Ericsson will provide needed work tools  (PC, telephone etc) and access to relevant material 
that is needed during the project work. 

  

Reporting routines 
Progress report should be reported monthly, on a monthly meeting, to the supervisor 
(handledare)  

 

Intellectual property rights 
The projects result such as patents, copyrights, trademarks and registered names belongs to 
Ericsson.  

Ericsson will own the guidelines and work descriptions that are developed. 

Other matter 
N/A 

Terminology 
PC,  Primary Center 

GSD, Global Service delivery 

GCC,  Global Competence Center 

BUGS,  Business Unit Global Services 
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 Description of the GCC concept 
Each GCC has a responsibility for specific technological areas. In those areas the GCC has to 
develop courses and gain the right knowledge at the right time to be able to deliver within the 
given timeframe. The GCC has the leading role in its area and also has to spread their 
knowledge globally. Therefore the GCC must build the deepest competence within this area. 
Finally the GCC is responsible for resource management to uphold enough resources to 
deliver knowledge of high quality standards, both internally and externally. 
 

Advantages with the concept 
The concept clarifies which area that has GCC responsibility and therefore has the 
competence and knowledge for the specific technical domain. It reduces redundancy in 
competence building and knowledge evolvement globally. Since, every GCC has its own 
responsibility area, they avoid reinventing the wheel. It also clarifies the organizational 
structure and it makes it easier to access information. The knowledge is now centered at one 
specific place, which has the responsibility and accountability. The rest of the organization is 
very well aware of this and hence knows where the knowledge resides. 
 
The concept also helps to get deeper knowledge in the respective GCC area since they are 
able to focus and improve their knowledge internally without consideration of other topics. 
Also the concept is able to secure customer needs in terms of delivering recent courses with 
high quality in a narrow timeframe for new products. In other words, it makes it easier to 
always be aligned with the business. 
 
From another point of view, it is important to have a clear structure and a centralized 
competence to be able to deal with new, rapidly changing, complex techniques. The 
centralized competence also enables selective measures to be conducted where it is needed 
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and regardless of organizational level. This also regards selective measures for course 
development.  
 

Suggested improvements 
The education organization must be made more visible to Ericsson in general, since it is a 
small but significant part. 
 
The GCCs must cooperate more, and share knowledge. They need to communicate with each 
other continuously. 
 
The GCC needs to get clear OPM goals for billability and utilization. In the end, the billability 
OPM goes all the way up to the executives and this creates a narrow prioritization. 
 
Clarification is needed for how and to which extent the GCCs should spread their competence. 
 
The GSDC must include the GCC in the financial forecasting. 
 
The GCCs must start to make long-term planning of their business. The resource management 
must also improve and be more long-term. 
 
The GCCs must be a natural part of the PDUs’ projects. 
 
Self assessment of the GCC should be a consistent activity.  
 

Discussion 

Visibility 
The Ericsson Education is a small but important part of the whole Ericsson organization. It 
has a very close connection with customers, and is seen externally as one of the many faces of 
Ericsson. Nonetheless it constitutes an important function not only for customer needs but 
also for competence building within Ericsson in a global perspective. Therefore one of the 
requirements of the GCC is to be visible, not only to external customers but also internally in 
the organization. For this to be established the GCC must be aggressive in the sense of 
networking to create contacts at different organizations. These contacts should also be spread 
to colleagues that need a contact at a specific site. Another requirement is to strive for 
recognition throughout Ericsson, this does not only have impact in the organization as a 
whole but also within the Education organization. 

Cooperation between GCCs 
As a step in this direction the GCCs must also cooperate with each other more, share 
knowledge and communicate continuously. Maybe this is the area where the prospect of 
progress is greatest within the concept. This is primarily because the assigned tool for this 
work, KSTool, is not used as much as preferred or needed. The purpose of this tool is to share 
questions and answers, knowledge objects, project one pages as well as various reviews on 
these topics. One suggestion for improvement is to change the structure of the tool. What we 
mean by this is that it should be oriented by technical areas instead of an “Instructor” 
community for example. But since a new tool, Microsoft SharePoint, is being introduced in 
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the near future, the suggestions regarding KSTool might already be obsolete, but still this is a 
thing to consider. 
 
The usage of a functional knowledge sharing tool plays a very important function in terms of 
effectiveness and competence deployment, in a long-term sense. But many issues regarding 
how this task should be conducted by the different centers must be resolved in order for the 
work and knowledge sharing to grow. 
 
Regarding the cooperation between different GCCs, there is no direct knowledge transfer 
needed. The knowledge that we think both parts would benefit the most from is structure, 
activities and planning, in short, more administrative aspects. The technical aspects are so 
diverse that there is no relation between the areas so they wouldn’t benefit in terms of specific 
technical knowledge. Therefore it would be a good idea to have a community in SharePoint, 
where the administrative people from different GCCs could discuss and share point of views 
and tips regarding structure, activities and planning. For the specific individual, the GCC 
could share important contacts with each other, for example PDU contacts, so that they in that 
sense can contribute to the GCCs network. 

Natural part of the PDUs’ projects 
Another consensus is that the GCC must be closely linked, or even a natural part, of the PDU 
and its projects. This enables the GCC to have the latest knowledge about new technical areas, 
and it will grant them more time for course development and knowledge sharing as well as the 
ability to secure knowledge in an earlier phase. In another point of view this will also give the 
PDUs an advantage, since the instructors have a more wide knowledge which allows them to 
see the technical details as part of a greater whole. This will have an even greater impact if the 
persons at the PDU are new recruits, who will learn a lot by just being around an instructor. 
Another aspect is that a project leader in the PDU might want an internal course for the 
project group. The course is then developed by Education, for this special group of people. 
This is a win-win situation for Education since they later use the course material for customer 
related courses. 
 
The cooperation between GCC and PDU seems as of today to work quite well, but needs to be 
more established and generalized through the organization where it is possible. One method 
for those GCCs that have a geographical distance to their PDUs is to send their instructors to 
the PDUs and have them involved in projects. This is not cost efficient since there is a lot of 
travel costs and such involved. But the impression is that it is very valuable for the instructor, 
not only in terms of competence and knowledge, but also in terms of contacts and networking. 
In regards of this method it is important that the necessary prerequisites are fulfilled. The 
most important of them is to get the PDU to understand why, when and how the instructor 
will work with the project. First of all, the PDU needs to know when this person is planned to 
be involved, preferably in the beginning of the project and also how this maps to the project 
plan. Second they need to know why and to what purpose this person has for being there. 
Third, and last, it is crucial that both the PDU and the GCC know exactly what their 
responsibilities are.  
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Cooperation between GCC and PDU 
Why is it important to maintain cooperation between the GCC and PDU184? By having this 
cooperation the employees will also build networks within other organizations. This might 
also solve problems more rapidly. 
 
The instructors could go to their manager each time something new is developed and then get 
the contacts. But if the GCC and PDU already have a close cooperation the instructors would 
probably already know about a new product. Then they could have told the others in the GCC 
what competences that soon might be demanded. This is what the organization refers to as 
work pro-active, to start working and planning for the future before a demand occurs. 
 
The process could look something like this: 

GCC 

PDU 

Instructor Manager  

Single 
point of 
contact 

Developer 

1

2

6
3

45

 
Table 4: Establishing connection with PDU 

1 INSTRUCTOR REQUIRES CONTACT AT PDU 
 

2 MANAGER REDIRECTS TO SINGLE POINT OF 
CONTACT AT PDU 

3 INSTRUCTOR REQUIRES CONTACT AT PDU 
FROM SINGLE POINT OF CONTACT 

4 SINGLE POINT OF CONTACT REDIRECTS TO THE 
DEVELOPER  

5-
6 

A CONNECTION BETWEEN INSTRUCTOR AND 
DEVELOPER IS ESTABLISHED 

 
 
 
 

Figure 1: Establishing connection with PDU 
 
It is easy to see that the steps 1-4 would mostly not be required if there already existed a 
connection between the instructor and developer. The manager and single point of contact 
should therefore be used as persons that aid in the initial contact. 
 
Also if there is a relation between the instructor and developer the developer could help the 
instructor with other contacts regarding other topics. Each one of the persons above should be 
seen as a spider in the web with a lot of connection points. By creating a relationship with one 
person you will be able to get help from this his/hers friends. Thereby the network will grow 
larger and you will eventually know which persons are able to answer questions within a 
specific topic.  

Assessment 
The GCC should assess its activities consistently. This could be done with for example 
workshops or web polls. It depends on which level the evaluation will be conducted. Key 
persons in the GCC should be responsible for evaluating the last period. 
Questions that could be discussed are:  

                                                 
184 Note that it could be some other organization too, PDU is only an example. 
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• What did we do properly?  
• What could we have done better?  
• How did the own competence build work?  
• How did we manage to meet the market’s requirements? 
• How did we succeed with knowledge sharing and deployment of competence? 
• Future happenings, what is the latest on the market? 
 

The main purpose of the self assessment is, for example, to make oneself conscious of new 
knowledge, analyze and identify previous work and also to get an indicator for the upcoming 
year, period or project. If one identifies the mistakes that have been done, the GCC will be 
able to handle and solve it in a faster way and perhaps even avoid it. The same thing applies 
for new knowledge. It has to be spread as fast as possible in the organization. There are tools 
today that handle that matter but they might not be effective in knowledge sharing, as 
mentioned earlier.  

OPM goals 
There have been some comments about unclear OPM goals from the GCCs, some of which 
can be explained by the fact that information has been given but not read thoroughly and 
totally understood. It is hard to state whether this is a common situation or if the OPM goals, 
at some level are unclear, but what we can say is that it is important that the goals are fully 
understood and grasped by the GCCs so that no confusion arises. Another key feature is that 
all the OPMs are interconnected to one another. This is something that needs to be seen and 
acknowledged by the GCCs. If not so, the GCCs cannot see the impact that one OPM goal has 
on the others and what result it will bring in total.  
 
At present the GCC has the same billability and utilization OPM as the regular training 
centers. This will make it harder for a GCC to be able to fulfill all their GCC related OPMs. 
But the most important part is that the GCCs tend to prioritize the billability OPM in the end 
of each measuring period, because the billability OPM comes from a higher level in the 
organization than the GCC related OPMs. This behavior will not only harm the GCC locally 
but the organization globally. If they do not have time for developing and deploying 
competence, the organization will delay the spreading of important competence and the GCC 
may not be able to deliver the right competence at the right time. To solve this problem the 
billability OPM could be lowered, but this is hard to implement, or to give the GCC related 
OPMs a higher status to avoid narrow prioritization. The GCCs should also plan their 
activities early to be able to find out if it would be difficult to fulfill some OPMs. 

Long-term plan 

Secure competence in the long run 
One of the problems is that Education is seen as an entrance to the corporation as a whole. 
What this mean is that many instructors in a relative short period of time are looking for jobs 
in different parts of the organization. What Education needs to do is to secure staffs for longer 
periods of time. This will create a more fundamental and stable resource of labor. How this 
will be improved is mainly the hiring of right staff and to identify which reasons people have 
for applying for the job. Another thing to take into consideration is to lengthen the career plan 
so that if a resource will be changed the manager will know about it early and can create 
countermeasures in time. In addition to this, it is also important that Education identifies the 
reasons that employees have when applying for jobs in different organizations within Ericsson. 
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Simplify budget planning 
The long-term plan will make it easier to plan the budget for the upcoming years. It should 
also be dynamical because it must be able to stay aligned with the business and to changes 
that occur in a world that is unpredictable. The advantages with the long-term plan would also 
be that a GCC, in an early phase, would be able to decide how to build up, deploy and 
maintain competence. The GCC would also be able to identify the vulnerable areas, i.e. what 
mistakes can not be afford and how to solve them if they occur? It is important to solve 
problems as soon as possible when they occur and the long-term plan could be an aid in this 
work. 
 

Create a foundation 
If a GCC makes a long-term plan, after the assessments, the personnel will give themselves 
and the managers a better foundation to build upon. The main purpose of the long-term plan is 
to ensure that the GCC has the right competence at the right time. The plan should consist of 
the number of employees that should have specific competences to enable the center to cover 
all their technical domains. It should also contain a competence plan, which should cover how 
much competence the center should be able to build or deliver and how earlier competence 
will be maintained. 
 

Competence distribution 
It is significant to observe how many topics in which each employee has competence . Many 
of the employees are multi skilled which implies that the GCC could lose resources in more 
than one area if the employee for some reason cannot work. First of all there has to be enough 
resources to ensure that the competence always will be maintained. If something happens the 
center should always have enough resources in each technologic area to be able to maintain 
the competence in the areas that are affected. If, for example, an employee cannot work, the 
GCC, and even the training center, has to have a plan with a predefined method to solve this 
problem.  
 

Important prerequisites for establishing a working long-term plan 
Identification of scope and expectations for course development/TTM as well as course 
delivery is needed in order to create a fulfilling operational plan. The following points are 
essential in order to write the operational plan:  
 

- deployment needs 
- time to market dates 
- clear understanding of baseline budget 
- costs for additional travel that could arise 
- delivery prognoses from GSDC and MU, in relation to acquisition of hardware 

 
The planning from PDUs as well as GSDC colleagues within closely related areas, such as 
N&TC, must be finished. The GCCs want to get people on OJT and delivery within these 
areas and therefore must have these plans at hand when planning.  
 
A recommendation is to invite the Product Manager when writing the Operational Plan for the 
GCC. It is also important that the Product Manager has baseline budget plans finished for the 
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coming year in order for the GCC manager to know the scope and expectations for course 
development.  
 
Another issue concerns those GCCs that have a distributed responsibility for a technical area. 
When the GCC is spread over the world in different countries, there is a problem when 
writing this plan because the work share is not planned. 

Baseline competence 
One suggestion could be that another employee has a baseline competence, which makes it 
easier to build competence in one or more technical domains. But the baseline competence 
also has to be maintained because it evolves and changes over time. The world today is 
changing rapidly and therefore it is not sure that a person still have a baseline competence just 
because it was present a month ago. Also it is hard without a reference to know the level of 
competence. It is then a question about how to continue building upon this competence in a 
flexible and efficient way. With the latter, it is not efficient if an employee builds too much 
competence within an area that is not the person’s main competence area. 
 
To solve the problem with baseline competence, one possibility is to assign a person that is 
responsible for the competence in specific technical domains. This person, or mentor, has to 
have the most competence within this technical domain and also maintain it in order to fulfill 
the role. This person should act as a mentor to the persons, adepts, who need to have a 
baseline competence within the given area. The mentor has enough competence to determine 
if a person’s competence could be qualified as a baseline competence or if it has to be 
improved. But the adept has to interact and have a dialog with the mentor in order to identify 
the level of the baseline, in other words to identify the competence gap. This makes the adept 
aware of the multitude of the gap and what efforts need be conducted in order to reach the 
baseline target. In other terms, it enhances the liability and confidence of the adept’s own 
competence awareness. The adept’s competence can be measured relative to the mentor’s 
deeper competence. This will engage and create a reference point for the adept as well as the 
mentor in defining the competence gap. 
 
With this method will also create a more structured way of ensuring that the instructors have a 
wide competence. We suspect that the instructors today already have some kind of wide 
knowledge and baseline competences in some areas. But today it is up to each and everyone 
to maintain their competence. The mentor could also be responsible for updating colleagues 
when there is new knowledge in their responsibility area and thereby keep the GCC up to date. 
 
According to the interviews there already exists some kind of mentorship in the different 
technical domains locally. If someone in the group of instructors at a GCC has a question in a 
specific area they often know whom they should ask. This is good for the GCC because not 
only will it give a deeper but also a wider competence at the center, but only locally. If the 
GCCs cannot spread their competence to others, a GCC will collect and store competence 
instead of spreading it. Some say that this is because of the knowledge sharing tools they have 
at present and others claim that the established procedures have not been told to them 
concerning how to spread competence. It is a huge problem if a GCC, that should develop and 
deploy competence in different technical domains, does not know how to spread competence 
globally. This is one of the most important tasks a GCC has. 
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Conclusion 
In an overall picture, the GCC concept is very positive. Many people express their gratitude 
towards being more able to spread their knowledge and also to have time to develop their own 
competence within the technical subject. From a global perspective it has been a more clear 
and structured way of creating knowledge and building competence as well as to facilitate this 
in a specific geographical area. Responsibilities have also been distributed to every GCC, with 
a purpose of creating a more effective way to managing knowledge and competence globally. 
 
A number of improvements has been suggested towards creating a more flexible and effective 
concept. These are mainly how the GCCs should cooperate better with each other and also 
about creating an effective work relation with the PDUs, regardless of geographical placement. 
A general criticism against the tools used today for spreading knowledge has been made 
known and a new tool is being developed to overcome this, Microsoft SharePoint. 
 
Another thing that the GCCs need to develop is their way of planning the operation. As of 
today this has been conducted with various results. Numerous issues have been acknowledged 
and addressed need to be diminished. Ways for this have been proposed and ways forward 
have been introduced. 
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12.3 Appendix III – Work instruction for GCC 
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12.4 Appendix IV – Initial Interview Template 

IV. Initial Interviews - template 
NAME 
Date  Time  
Intervjuare:  Marcus Andersson  Jimmie Femzén 
Antecknare: Jimmie Femzén Marcus Andersson  

Questions 
 
Warm-up question 
Describe your work briefly. 
 
Evaluation of the GCC 
How would you describe the GCC concept briefly? 

What is your experience of GCC? 
What do you want to change / improve? 

 
What is a GCC´s main task, according to you? 
 What other tasks does a GCC have? 
 
What, according to you, does a GCC need to know to work? 
 
What is your opinion about knowledge sharing in GCC? 
 Do you use it in your work? 
 How do you spread your knowledge to others? 
 
Identify some the methods used today and get the interviewee’s opinion about them 
What is the best way to spread competence according to you? 
 Which methods can be used? 
 How should one spread competence in an area that constantly changes? 
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12.5 Appendix V – Interview Questions Part 2 

V. Interviews Part 2 – template 
NAME 
Date  Time  
 
Warm-up question 
What is the difference between competence and knowledge? 

How would you define them? 
 
The questions are complementing questions from the first wave of interviews. (These 
two questions, or one of them, were asked depending on the work role of the 
interviewee.) 
How can the contact with the PDU be improved? 

Regarding prerequisites acquired and prerequisites necessary. 
What can the organization do? 
If a contact with the PDU is hard to create and/or maintain, what other ways exists to 
achieve the commutation? 
 

What do you think of the cooperation between GCCs globally? 
Which positive/negative effects do you imagine will come out of the cooperation? 
How can the cooperation be developed? In other ways than within KSTool, as an 
example. 

 
Identify improvements for the methods used today 
Which methods do you think has the most potential for development and further progress? 

How could the method be developed? 
Do you know of any other methods that you’ve encountered, that are not used by 
Ericsson? 
Which one is the most cost-efficient and which one is the most efficient regarding 
learning. 

 
Which one would you prefer? 
 
Question about competence build-up for consultants within service layer 
How would you prefer that the competence ramp-up should be conducted? 

Examine the way of the ramp-up of competence/knowledge. How should the planning 
for this be conducted? At which time is the practical expertise wanted, and best 
adaptable. This also goes for theoretical knowledge. 
What is needed for a well working competence build amongst consultants? 

o Where are resources located? Can we find people that have a higher 
baseline competence and in this way are easier to ramp-up? 

 
Describe the work that a Competence Consultant and/or a Learning Architect do.  
 
What do you think is important when building competence for consultants, if you think about 
your experience? 
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How does the competence build-up look today?  
What methods are used to build Learning Architects and Competence Consultants as 
of today? 

 
 

86 



12.6 Appendix VI – Excluded Methods 

VI. The excluded methods 

Seminars (S) 

Description 
A seminar is very similar to an ordinary lecture. The SME presents the material to the 
audience but in this case the audience does not necessarily contribute to the content of the 
lecture.185 A seminar could also be held over the internet using some online based client, for 
example CENTRA or SameTime. It is then known as a webinar. 

Advantages and disadvantages 
A seminar enables Q&A and the audience will be sure to receive some of the latest 
knowledge about the treated subject. It is a face-to-face method that still could be available 
globally, if it is a webinar. It is also able to be repeatable, and thus globally available, but the 
audience will not be able to ask questions to the lecturer. Therefore the method should be 
complemented with some other method that allows questioning. 
 
Another disadvantage is that the SME probably lectures about things that some people do not 
have any use of, they only want answers on some of their questions. 186 The information is in 
other words sometimes not relevant.187

  
If the seminar only is held locally will it be expensive to get all the participants to the location. 
They will be unavailable to their company. That is why an organization probably makes  the 
presentation into a webinar or enables people to call in, with some phone conference client, 
and listen. The disadvantage is that the participants will not be able to network and maybe 
create relations with other people that could be valuable in the future.  

Workshops (WS) 

Description 
Workshops are delivered by instructors. It could contain a lecture or some other activities, 
such as interacting with tools or some other equipment.188 Workshops could also be 
conducted online. 

Advantages and disadvantages 
The method could be globally available if it is held over some online based client. The group 
size is limited because one of the aims for a workshop is to develop something together; it is 
hard to maintain a structure if the group is too large. This implies that this method will be 
more expensive than, for example, the seminar, because it is not possible to have large groups.  
 

                                                 
185 http://internal.ericsson.com/page/hub_globalservices/products/education/delivery_methods/SEM.jsp, 13/6-07 
186 Interview with M2 15/2-07 
187 Interview with I2 3/4-07 
188 http://internal.ericsson.com/page/hub_globalservices/products/education/delivery_methods/WS.jsp, 13/6-07 
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This method also requires that everybody is involved and contributes with something which 
probably implies that everyone gains some new knowledge. The workshops are based on (or 
might even be) real life problems that need to be solved.  
 
The participants are using their experiences and ideas for solving a problem.189 They have to 
find a solution and none can tell them which answer is the correct one. This also requires that 
the participants check their solution and discuss advantages and disadvantages with their 
solution. They are thereby also able to reflect over their solutions. 

Read literature about the subject (L) 

Description 
Reading literature could be reading a book or material online. 

Advantages and disadvantages 
The biggest problem with this method is that it almost always has to be complemented with 
other sources because it is easy to misunderstand.190 The reader could have questions because 
a book usually treats and describes a subject in one way, and if that approach does not suit the 
reader he or she has to find the answer with some other method. 

 
The method is repeatable and it is easy to transfer the knowledge. But the book will not 
update itself as the world change which implies that the reader could not be sure to receive up 
to date knowledge about the subject. It might be easier to update literature that is online 
because it then will reach everybody. But how should they know when something is updated? 
It needs some method that could inform the participants when there have been updates of the 
book. 
 
A book will be next to useless if an area is changing constantly. Therefore it should be online 
based to enable updates. Then it might not be necessary to have a book, instead it could be 
some sort of tool that publishes the updates and important documents. There are already tools 
that have these tasks, such as KSTool or EriDoc. 

EriDoc 

Description 
All documents are assembled within a web based database. Every document within Ericsson 
is assembled here and all revisions can be viewed and edited. Employees can subscribe to 
different workgroups, related to their specific work role.191

Advantages and disadvantages 
The method makes the document globally available and one could find the latest knowledge 
in a specific topic. By subscribing to workgroups everyone will know that they will have 
important documents that are essential for their work role easily available. Every document 
should also be located in EriDoc which ensures the user to get the latest information regarding 
a specific subject.  

                                                 
189 Interview with I3 3/4-07 
190 Interiview with M7 20/2-07 
191 http://prodcatit.internal.ericsson.com/Default.asp?ArticleID=783E6A69-2756-49BC-AAB2-F7BC984D2E1F, 
13/6-07 
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The disadvantages are that it is not possible to ask questions and the documents could be seen 
as being similar to the “read literature” method below. One of the interviewees192 said that 
reading was very inefficient method for learning. If someone has enough competence or 
knowledge, the tool could be used to find updates about products, but it might be more 
efficient if the employees were able to ask someone.  

Newsletter (NL) 

Description 
NL is a way to transfer information to a specific target group. The information always comes 
from the same source and also often at specific or regular occasions.193 The newsletters are 
connected to a specific area so that the employees can subscribe to their work related areas. 

Advantages and disadvantages 
This method ensures that everyone, that should have the information, will get the up-to-date 
knowledge.194 The new knowledge will easily be spread among the employees, for example 
by mail. Everybody will also know when it will be sent and that it will come from a reliable 
source. It also enables people to subscribe to the newsletter if they need the knowledge in 
their work role. 
 
The problem is then that NLs only provide the information. Then is it up to each employee to 
learn what the updates imply.195 It will become a one way communication and the subscriber 
will not be able to have a Q&A in a limited time frame. Another problem is that the person 
writing the newsletter has to have a big network of sources to always be able to obtain the 
latest knowledge. It might be hard to get the user to read the newsletter. It has to have a layout 
and content that creates a need for the users to read it. 

Coaching196 (technical and soft skill) (C) 

Description 
Every instructor has two coaches; one in technical skill and one in soft skill (business, 
pedagogy etc.). 197  The coaches should have the most competence within some area and 
thereafter coach the new employees.198

 
This method exists informally in Sweden.199 But Ireland uses this method formally.200

Advantages and disadvantages 
It is important to have allocated time for supporting others. Everybody has a lot of tasks on 
which  they are measured, with OPMs, and therefore they might not always be able to help 

                                                 
192 Interview with I4 28/2-07 
193 Interview with M6 16/2-07 
194 Interview with M7 20/2-07 
195 Interview with I3 3/4-07 
196 Ericsson calls it mentoring even though it is coaching because the mentors gets allocated time, and thereby 
gets money for mentoring their employees.  
197 Interview with M3 22/2-07 
198 Interview with PM3 9/3-07 
199 Interview with PM3 9/3-07 
200 Interview with M3 22/2-07 & I3 3/4-07 
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others. If they have allocated time, they are able to support other colleagues without taking 
valuable time from other projects. One of the interviewed instructors even said that one 
prioritizes course development before helping colleagues because they do not have dedicated 
time for supporting others.201

Mail (M) 

Description 
Ad hoc: Send specific questions via mail to people that may be able to give you the 

information you want. 
 
Information: Receive specific information regarding a topic. The same medium enables 

people to send information to others that may be influenced by it, and also to 
the people that need this information in their work. Often there are documents, 
attached to the message, which has the specific information. 

Advantages and disadvantages 
When someone wants to know something, one of the easiest ways is to send a mail to a 
person that should have the required knowledge. But it might not be easy to know who to mail 
and one does not know when and if the answer will arrive because it is asynchronous 
questioning.  
 
This method also harms the organization because the knowledge sharing will be between two 
or a few persons and is therefore not globally available. If the question was posted in some 
KSTool instead would it be available to everyone. Then it will also be available in the future 
for other employees. 

Coffee corner (CCo) 

Description 
It is an unofficial discussion where a person can ask questions and gain knowledge through 
colleagues. The occasion is not mandatory and is not spontaneous (not a given time).202

Advantages and disadvantages 
This method is an informal method to transfer knowledge internally. Everybody is free to 
attend and the participants could discuss questions or new knowledge in their own 
competence areas. If they attend on a daily basis it will become a routine and the participants 
also build up relations with their colleagues. This will enable everyone to know who they 
should ask if they have a specific question. 
 
One interviewee said that it is a place where they always discuss topics, related to work.203 
Therefore this will also be a method for transferring knowledge. Because everyone that 
attends the discussion is interested in the topic this will be an efficient method. Another 
interviewee 204  said that this method was almost the most important one for transferring 
knowledge. 

                                                 
201 Interview with I4 28/2-07 
202 Interiview with I6 21/2-07 
203 Interview with I4 28/2-07 
204 Interview with I6 21/2-07 
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The problem with coffee corner is that it is not a structured way to transfer knowledge and it 
is not sure that the discussions only treat objects subjects that are significant for work. It is 
also not globally available for everyone. But this might create an environment were the 
employees may ask “simple” questions, some might feel embarrassed by asking those 
questions in KSTool. 

Involvement in project (P) 

Description 
A person gets involved in different projects, trying to be a part of many activities, to get 
knowledge.205

Advantages and disadvantages 
Instead of letting the participant attend ILTs and WBLs, they are able to learn directly from 
real life problems.206 The learning then will become more efficient than other methods.207,208 
The participant will probably also ask questions that he or she would not have thought of if it 
was a theoretically based course.  

 
The project itself could also benefit because the trainee has received some experience. Indeed 
the participant might be able to contribute with valuable thoughts. A similar approach has 
been tested with a new instructor and the interviewee said that the new instructor was able to  
participate in the discussions.209

 
The method could be expensive because it is a new person that is involved in the project and 
it is not sure he or she will contribute with anything. It will also become more expensive if the 
trainee is not located on the same place as the project team, because he or she has to travel 
then. 
 

                                                 
205 Interview with M9 21/2-07 
206 Interview with M9 21/2-07 
207 Interview with M4 22/2-07 
208 Interview with M1 5/4-07 
209 Interview with I4 12/4-07 
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12.7 Appendix VII – Abbreviations 

VII. Abbreviations  
 

3PP Third Party Product 
BSA Business Situation Analysis 
CC Competence Consultant 
CCo Coffee Corner 
CEO Chief Executive Officer 
CGA Competence Gap Analysis 
CLO Chief Learning Officer 
CPO Chief Purchase Officer 
EPM Education Project Manager 
GCC Global Competence Center 
GSD Global Services Delivery 
ILT Instructor Led Training 
IMS IP Multimedia Subsystem 
IPM Individual Performance Management
IPTV IP-Television 

L Literature 
LA Learning Architect 
LS Learning Solution 
M Mail 

ME Mentor 
MSS Mobile Soft Switch 

N&TC Network & Technology Consulting 
NL Newsletter 

OJT On the Job Training 
OPM Operational Performance 

Measurment 
OSS Operational Support Systems 

P Project involvement 
PDU Product Development Unit 

QABS Q&A Based Session 
ROI Return Of Investment 

S Seminar 
SDP Service Delivery Platform 
SI System Integration 

SKT Structured Knowledge Transfer 
SME Subject Matter Expert 

TS Technical Snapshot 
VCT Virtual Classroom Training 
WBL Web Based Learning 
WS Workshop 
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