
0 
 

 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
 
 
 
 
 
 
 
 

 
              

      
TIME SPENT – TIME SAVED 

A Study of Learning Within the 

North Sea Link Project 

Karoline Marie Aakenes 

Lars Terje Husbyn 

Anna Rød  

Hanna Heiberg Sverdrup 

Julie Tindlund 

Sanaa Bhatti Vika 



1 

Acknowledgements 

The project group consists of six students with different academic background and 

work experience. This gave us a good variation in the way we approached and 

executed this project. We adapted the One Team motto of NSL (North Sea Link), 

creating a high team spirit which we have managed to keep up all the way to the end 

of this project. We started in an early phase to compare us to NSL, identifying and 

utilizing our own personal traits to the fullest. In that way we were able to work 

efficiently promoting each other’s strong sides. This project has been educational on 

many levels and it has been a fun and memorable journey for all of us.  

We would like to thank NSL for being honest, open minded and welcoming us to be 

a part of the organization. We have learned so much from NSL and are truly 

impressed by the quality and professionalism of their team. That would not be 

possible without Hilde Horgen Thorstad, Project Management Office Manager in 

NSL. Anne Live Vaagaasar has provided great guidance and feedback throughout 

this project. You have kept us motivated and provided us with important insights.  

Thank you! 

22th of May, 2019 

Oslo, Norway 

 

Karoline Marie Aakenes 

Lars Terje Husbyn  

Anna Rød 

Hanna Heiberg Sverdrup 

Julie Tindlund 

Sanaa Bhatti Vika  

 

 



2 

Abstract 

The two ventures Statnett and National Grid are collaborating to construct an 

electrical link between Norway and England. Together, they constitute the project 

organization "North Sea Link". As organizational learning is an important asset 

of the NSL "One Team", this unique project wanted us to examine the conditions for 

organizational learning. The objective of this report is to provide an examination 

regarding how NSL can enhance current learning processes. 

 

How can NSL improve their project-based learning processes? This report has 

examined the de facto learning situation in NSL and provided recommendations 

regarding how the status quo can be enhanced. By examining the de facto 

foundation for organizational learning in NSL by comparing it to acknowledged 

theory, the aim of this report has been to provide NSL with scientific-based 

knowledge on how they can improve their current learning situation.  

 

In order to do this, we identified eight success factors that are crucial to achieving 

organizational learning through an abductive approach. The success factors were 

applied as an analytical tool in order to evaluate NSL’s de facto learning situation. 

This provided the basis to address current issues and recommend measures to 

enhance the foundation for organizational learning processes.  

 

The report has shown NSL performs well in many areas, however, we have identified 

four main areas of improvement. We have identified room for improvement in the 

NSL Lesson Learned system, pointed out how their digital sharing platforms can be 

better used, suggested solutions to how to improve meetings as well as how to 

improve collaboration and breaking down the tendencies to silo-thinking. 
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1 Introduction 

This project is part of the course Project Forum – Leadership and Organizing which 

is an integrated part of the Master´s Program Organization, Leadership and Welfare 

at the University of Oslo. Here, students are divided into groups to research and 

collect data and write a final report on behalf of an external organization. This is 

based on an agreed Project Charter handed out by the principal, in this case the 

NSL organization. This project builds on the previous project executed in 2018, but 

the focus here is centered around providing tools and recommendations to be 

implemented rather than an evaluation of NSL. The aim for this report is to gain 

practical experience with working in teams and delivering a research-based product 

with high quality to an external principal.  

This report follows the mandate given by NSL, which aims to enhance organizational 

learning within the NSL “One Team” to increase the overall performance. To answer 

this, the mandate is divided into three sub-questions: How does NSL organization 

learn? Can we introduce some efficient tools for organizational learning? Can we 

enhance behavioral aspects and team composition for better learning outcome?  

However, as the mandate provided by NSL was relatively broad, we chose to 

exclude “behavioral aspects” in relation to organizational learning. Nevertheless, as 

organizational learning is a systemic issue, we believe that an individual approach 

would not provide us with the answers needed to improve the learning processes in 

NSL. In addition, including behavioral aspects in the project would complicate and 

include a subject area beyond our competence.  

For this particular project, the main goal is to provide NSL with a research-based, 

high quality report on organizational learning, providing recommendations on how 

NSL can enhance and further develop their organizational learning processes. This 

is to be done by researching and identifying the existing processes of organizational 

learning within NSL and then, based on the findings, give NSL recommendations 

and suggestions that can be implemented to improve organizational learning. By 

increasing learning processes, NSL can achieve better overall performance and 

apply lessons learned to similar projects in the future. In a constantly shifting and 

evolving world, the need for quick adaptation has increased, where organizations 
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have to consider new approaches at all times (Zhou et.al., 2015). Today, the real 

value of an organization is in the knowledge of its employees, and the organization’s 

willingness and ability to explore the knowledge in order to stay unique and 

competitive (Szilágyi, 2017, p.179). Organizational learning is a constantly 

expanding topic and becoming more relevant than ever before. Which brings 

attention to key factors and processes in order to enhance learning on an 

organizational level. Considering the fact that learning in temporary organizations is 

even more difficult. As this project is centered around a project organization, a more 

precise term would be project-based learning. Project-based learning is about using 

projects as vehicles for creating a context where the participants can develop their 

inquiry skills to better understand their assumptions and the consequences of their 

actions (Ayas & Zeniuk, 2001, p. 63).  

1.1 The North Sea Link Project 

The ventures Statnett in Norway and National Grid in England are collaborating to 

construct an electrical link between Norway and England. In order to do so, they 

created the North Sea Link (NSL) project organization based on an Ownership 

Agreement (OA) between them. This objective of this project is to connect the two 

electrical systems by high voltage subsea cables from Kvilldal in Norway to Blyth in 

England. This will become the longest subsea interconnector in the world (NSL, 

2018a).  

 

Illustration 1 NSL Project (2018 b) 
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The interconnectors transmit electricity between the two countries, allows them to 

trade power, and helps to ensure safe, secure and affordable energy supplies. The 

link enables surges and fluctuations to be balanced out between the two markets. 

Both Norway and England will benefit from the link, since they will be able to share 

the use of renewable energy, achieve climate change targets, increase security and 

economic growth (NSL 2018 b). This prestigious and costly project was initiated in 

2013, with the plan of being commissioned and fully operational by the end of 2021. 

The subsea cables are connected on both sides to converter stations. These 

converter stations are positioned at locations where the electrical grids have the 

strongest points to connect the subsea cable. The complex endeavor is led from the 

NSL Headquarter in Oslo, Norway, where the majority of the organization is located. 

Parts of the organization are also located in Solihull, and on-site in Kvilldal and Blyth. 

The project organization consists of a varied group of people with different 

specialties working together. In addition, several sub-contractors are engaged in 

executing the project.  

 

Illustration 2 Cable process (NSL, 2018 c) 

Since this is a joint project equally divided between Statnett and National Grid, there 

is a need to define the governance of the project. The OA defines the authority and 

responsibility of the high-level governance of NSL, making it an independent project 

organization. The OA requires Statnett and National Grid to contribute with one 
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Project Director each. The organization is functioning as a matrix organization with 

two major delivery teams: The Converter team and the Cable team.  

 

Illustration 3 Project Team Simplified  

These are supported by four support teams, being the Project Management Office 

(PMO), the Safety, Health, Environment and Quality (SHEQ) team, the Commercial 

& Contracts Management (CCM) team and the Finance team. 

The fact that NSL is operating from several locations and require different 

organizations to participate, can potentially create communication challenges that 

demand proper tools and processes to reach the goals of the projects. To overcome 

some of these challenges, NSL created a Project Charter based on Integrated 

Project Delivery (IPD). IPD is defined as a project delivery method that “integrates 

people, systems, business structures and practices into a process that 

collaboratively harnesses the talents and insights of all participants to reduce waste 

and optimize efficiency through all phases of design, fabrication and construction” 

(Hall et al., 2014, p. 4). The method is characterized by a multi-party contract, early 

involvement of all participants, jointly developed project goals, shared risks & 

rewards and development of trust and team orientation between parties (Hall et 

al.,2014). NSL’s Project Charter is founded in these principles, to assist team 

Illustration 4 One Team Values  
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members to maintain focus toward certain identified success factors of the 

organization.  

One of the success factors NSL consider as important is to have a motivated and 

effective team. The Project Charter is also promoting team values which can build 

trust and One Team connection. NSL encourage all employees to take part in team 

building activities, in that way they’re making sure that the One Team spirit is 

permeated throughout the whole organization.  

1.2 Research Question 

The research question for our project is: How can NSL improve their project-
based learning processes? In order to clarify and segregate the research question 

into distinct areas of study, we have organized the answer to the research question 

in three main steps:  

1. We will first apply a benchmark approach to identify what success factors are 

crucial to achieve organizational learning. This benchmarking is done by 

reading acknowledged organizational theory on learning. This will provide us 

with a basis of factors to search for in NSL, both to identify successful 

practices, and also to suggest alternative approaches. 

2. After identifying the success factors, we will apply them as an analytical tool 

on NSL’s de facto learning situation. By doing this, we can evaluate how the 

current approach to learning in NSL is, and how it matches the well-known 

practice for organizational learning. 

3. Based on the findings, we will be able to address current issues and 

recommend measures to enhance the foundation for organizational learning 

processes. It is important to maintain current practices which are successful, 

and at the same time be able to alter the current course to the better.   

 

 

 



11 

2 Theoretical Framework  

As mentioned previously, the real value of an organization is the knowledge of its 

employees and the organization’s willingness and ability to explore the knowledge in 

order to stay unique and competitive (Szilágyi, 2017, p. 179). But what exactly is 

organizational learning? How does it create value for an organization and differ from 

individual learning? In this chapter we will answer these fundamental questions to 

provide a theoretical framework to this report.  

2.1 Individual and Organizational Learning 

According to Jacobsen and Thorsvik (2002, p. 319) learning is a process where 

individuals or organizations acquire knowledge and change their behavior based on 

this knowledge. To illustrate the link between individual and organizational learning, 

learning can be seen as a process moving from the individual to the organizational 

level. Learning occurs in an organization when the organization (Jacobsen & 

Thorsvik, 2002, p. 319): 

1. Notes a problem, challenge, or positive experience 

2. Conducts an analysis of why this occurred 

3. Develops measures to solve the problem, or maintain a positive direction, and 

then act in accordance with decided measures 

 

First, someone in the organization needs to experience something of relevance to 

the organization (either negative or positive) and reflect upon how this may have 

been done differently in the future (Jacobsen & Thorsvik, 2002, p. 319). Second, the 

individual reflection, needs to be shared with the rest of the organization, either with 

a team member or with the whole group (Jacobsen & Thorsvik, 2002, p. 320). 

Individual learning is helpful, but in order to become a benefit for the rest of the 

organization, valuable experiences must be made accessible to others (Boateng, 

2011, p. 6). Lastly, the experience, which is now shared, needs to be considered 

while developing and refining measures that will either solve the problem or ensure 

the safeguarding of the existing high performance. Furthermore, the organization’s 

actions need to be in line with the decided measures in order to achieve desired 

goals.  
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As illustrated above, there is a distinction between individual and organizational 

learning. When individual learning occurs, there is a change in the individual ideas, 

logic or actions. It’s reasonable to argue that all learning first and foremost happens 

on an individual level. This implies that it’s a need for establishing processes in order 

to elevate the individual experiences to an organizational level. Organizational 

learning involves evaluation and improvement of existing practices which may result 

in a change in ideas, logic, and action. Organizational learning will therefore always 

include a process of organizational change, that takes advantage of individual 

learning and elevate it to an organizational level (Zhou et al., 2015). A learning 

organization is, therefore, an organization skilled at creating, acquiring and 

transferring knowledge and modifying its actions to reflect new knowledge (Goh & 

Richards, 1997, p. 577). 

2.2 Change in Organizational Practices  

We will now look closer at change in organizational practices as an important part of 

organizational learning. To learn and change actions in an organization, the 

organization’s implicit or explicit understanding of how things are done have to 

change (Argyris & Schön,1996, p.17). This understanding is often referred to as an 

organization’s theory- in- use, which is defined as "the theory of action which is 

implicit in the performance of that pattern of activity" (Argyris & Schön, 1996, p.13).  

Theory-in-use has similarities with organizational culture because it includes shared 

notions of basic assumptions, norms and values. Still, theories-in-use are more 

dynamic than organizational culture, because they are constantly changing through 

conversations and dialogue. It is important to make a distinction between theories-in-

use and espoused theories (Argyris & Schön, 1996, p.13). The espoused theories 

encompass the values people believe their behavior is based on. In other words, it is 

the notion of what one thinks one does (the official story), while theories-in-use 

encompass what one actually does. One can distinguish between two different forms 

of organizational learning: 
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Single-loop learning is defined as “instrumental learning that changes strategies of 

action or assumptions underlying strategies in ways that leave the values of a 

theories-in-use unchanged” (Argyris & Scön, 1996, p. 20). Such a learning process 

often deals with questions about how to improve existing practices. How do we get 

the same things, just better?  

An example of single-loop learning relevant for NSL pertains to injuries on site. An 

employee has his hand injured using a construction saw because of lack of safety 

gear. To solve the problem this person went to the doctor and had his hand 

patched up, without assessing the situation and the injury with his superiors or 

other employees. The problem was solved ad-hoc, without fixing the underlying 

root cause: lack of safety gear. This way, the injuries caused by lack of safety gear 

can still happen on site because the underlying cause is not addressed. 

Example 1: Single-loop learning 

 

Double-loop learning, however, deals with "learning that results in a change in the 

values of theory-in-use, as well as in its strategies and assumptions" (Argyris & 

Scön, 1996, p. 21). By double-loop learning one has a higher level of reflection and 

is questioning the basic assumptions and values. Why do we do this? And why do 

we do this this way? This type of learning is learning as changes of basic 

assumptions and is about challenging existing theories-in-use. According to Argyris 

and Schön (1996, p.16) organizational learning occurs through what they refer to as 

“inquiries” or exploratory conversations which involves a high degree of reflection of 

the existing theories-in-use. With such an approach one will often achieve learning at 

the organizational level.  

An example of double-loop learning is if the person who is injured reports that he 

was not wearing safety gear while using the construction saw to a superior on site. 

As a result, the team can write a new procedure that everybody has to follow, or 

give everybody on site orders that safety gear is mandatory. This way the root 

cause of the injury is handled and they can prevent future injuries.  

Example 2: Double-loop learning 



14 

2.3 Organizational Learning in Project Organizations 

Ayas & Zeniuck (2001, p. 64) distinguish between project-based learning and 

learning in project-based organizations. Project-based learning is about using 

projects as vehicles for creating a context where the participants can develop their 

inquiry skills to better understand their assumptions and the consequences of their 

actions (Ayas & Zeniuk, 2001, p. 63). However, learning is not a natural outcome of 

projects and a project-based organization is not necessarily conducive to learning 

(Ayas & Zeniuk, 2001, p. 64). Research shows that knowledge and experiences 

gathered in different projects are not being systematically integrated into the 

organizational knowledge base (Schindler & Eppler, 2003, p. 219). 

 

2.3.1 Challenges with Organizational Learning Within Project Organizations 
Due to their special nature as a secondary type of organizational form, projects are 

especially suitable for learning (Schindler & Eppler, 2001, p. 219). But their 

characteristics also make organizational learning difficult. Four common key 

characteristics of projects are that 1) they have a time delimitation; 2) clear resource 

limits; 3) a clear goal, and 4) that they are interdisciplinary or inter-organizational 

(Jacobsen, 2016, p. 11-12). Perhaps the most distinctive characteristic of a project is 

its temporality. Sapsed et al., (2010, p. 832) defines projects as” temporary systems 

designed to deliver a particular outcome within a predefined time-scale”. This means 

that projects focus on the tasks ahead. A relevant question is: how does this affect 

learning? 

Projects have several inherent limits in terms of temporality, time-frame, cross-

border communication and other elements that a non-temporal organization do not 

usually face (Bartsch, et al., 2012, p. 239). That projects are interdisciplinary or inter-

organizational enhance communication problems because people with different 

backgrounds may have different perceptions of reality (Jacobsen, 2016, p. 101). The 

limited time of the project can mean that you simply do not have time to gather 

experiences and spread them further before the project is completed. Moreover, the 

time pressure can create a feeling that one should not spend time discussing things 

at meetings. Thus, one does not set aside enough time to talk and discuss issues 

with others in the project (Jacobsen, 2016, p. 101). The unique nature of projects 
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puts therefore limits and boundaries to the transfer and use of knowledge between 

members of the project, especially if situated in different countries.  

2.3.2 Possibilities with Organizational Learning Within Project Organizations 
On the other side, projects tend to score high on social capital, which can positively 

affect learning. Social capital is described as the strong connection between project 

teams and their parent organization (Bartsch et al., 2012, p. 242). These connections 

provide the project members with the opportunity to access resources and 

knowledge from their parent organization and bring it into the project. This access 

can provide a positive outcome on learning by providing channels for sharing 

knowledge, both within the project itself and the parent organization. A successful 

partnership project between several organizations can combine and exchange 

various knowledge and resources, thereby giving a possibility to learning from each 

other (Bartsch et al., 2012, p. 242). However, to take advantage of the social capital 

in terms of exchange of resources and knowledge, it is crucial to establish a trusting 

relationship early in the project (Julsrud, 2018, p. 145). Further on, having a clear 

mutual goal in a project enhances members ability to share knowledge amongst 

each other (Bartsch et al., 2012, p. 243). 
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3 Critical Success Factors for Organizational Learning 

In the following section, we will present what we consider to be the most crucial 

factors that need to be present to foster and cultivate organizational learning. The 

chosen success factors are based on acknowledged theory and systemized practice. 

It’s not necessarily achievable to fulfill all listed factors, but they help us create an 

overall goal of what is considered as the best outset for effective organizational 

learning. The success factors listed below are mainly based on findings from Goh & 

Richards (1997) and Ayas & Zeniuk (2001).  

 

Model  1 Illustration of eight critical success factors for learning and how they are intertwined 
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3.1 Clarity of Purpose and Mission (CPM) 

It’s important for an organization to have a clearly formulated and articulated purpose 

and mission. A sense of purpose and clarity of both long-term and short-term 

objectives are important for employee commitment. Milestones create possibilities 

for coordination, collaboration and reduces uncertainty regarding what the main 

tasks at hand are. Moreover, the employees within the organization need to 

understand it to contribute to the organization's success and achievements. This is 

obtained through a general understanding of what needs to be done and which 

responsibilities the individual employee has. We consider this as one of the 

fundamental conditions for organizational learning to happen. It has been shown that 

projects often gain more success when establishing clear goals at an early stage 

(Dvir et al., 2003). Hence, we expect NSL to do well at this success factor.  

3.2 Leadership Commitment (LC) 

The responsibility of organizational learning partly relies on the leader’s ability to 

prioritize and create a culture for sharing and learning, where employees feel 

comfortable sharing their point of view. This means consciously putting learning on 

the agenda. The leaders need to foster and get the whole organization committed to 

the topic of organizational learning. Encouraging the search for learning will also 

involve acting as a role model. The leader can foster a culture for learning, by 

encouraging people to be experimental and changing the standards of "doing 

things".  

3.3 Experimentation and Creativity (EC) 

Learning is not only about avoid future mistakes, but also about encourage risk-

taking and exploring the unknown (Zhou et al., 2015). To be creative and 

experimental, there must be a culture for openness towards new ideas. Creativity is 

a central driver of organizational learning (Kazanjian 2017, p. 43). An organization 

which pursuits and engages innovation are more likely to learn. A creative workday 

can enable organizational learning by experimenting and challenging existing work 

methods and might resolve in better functioning solutions. It’s through the process of 

creative problem solving that individuals and groups advance their existing 

knowledge while new knowledge also is developed (Kazanjian, 2017, p.43). 
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3.4 Transfer of Knowledge (TK) 

Having an "open culture" characterized by fluid communication and regular debates 

leads to sharing valuable information and experiences. In this way, the transfer and 

integration of knowledge can guarantee an organization’s constant learning despite 

the natural rotation of its members (Zhou, et al., 2015, pp. 271-288). This requires 

access to explicit and established information (Kazanjian, 2017, p. 43). This access 

relies on the quality of communication and information flow within the teams and 

across units (Goh & Richards, 1997, p. 578). To obtain an internal knowledge 

transfer of high quality, it’s important that the concept of knowledge sharing is 

institutionalized in the organizational culture.  

It is important to note that the information flow does not only occur through the 

official chain of command. The informal network, namely who actually communicates 

with whom (i.e. by the coffee machine), is often more important to uncover the de 

facto TK in an organization (Szilágyi, 2017, p. 180) 

3.5 Learning Infrastructure (LI) 

A learning infrastructure can be defined as “ways of organizing resources and 

opportunities to promote regular reflection and sharing” (Ayas & Zeniuk, 2001, p. 70). 

To achieve knowledge transfer in and between units, there must be a reliable 

infrastructure (platforms) for learning. A collaborative platform is proved to be crucial 

to obtain a high-quality information flow and to root knowledge in the organization. 

The platform is also important for the informal network in the organization for 

connecting all employees. The platform should operate in such a way that there is a 

low threshold to share experiences. In other words, it should be suitable for also 

sharing positive experiences, not only lesson from failures. 

3.6 Teamwork and Collaboration (TC) 

If the employees aren’t interdependent of each other, the probability is low that they 

would share information or learning experiences. If the employees cooperate a lot, 

the probability is higher that you will create a culture of openness, and thereby 

learning (Zhou, et al., 2015 pp. 271-288). Working in teams (cross-functionally) is an 

important source of knowledge transfer, which in many cases leads to valuable 

learning- both within and between teams. The possibility of generating new and 
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creative ideas, which could have a large impact on the organization's future. 

Structures and systems in the organization need to encourage teamwork and group 

problem-solving by employees and reduce the dependency on upper management 

(Goh & Richards, 1997, p. 578). Some factors that can affect the teamwork and 

cooperation include: 

• Organizational structure 

• Professional differences 

• Physical distance 

• Cultural differences 

3.7 Psychological Safety (PS) 

It’s important that the project environment offers psychological safety for the 

employees. To foster a culture suitable for learning, individuals need to feel safe 

enough in the working environment. If safety is established, employees have the 

courage to challenge existing assumptions and to be critical without fearing negative 

sanctions. In many cases, learning from mistakes implies that you would have to 

admit your own failures. Hence, there should be a trusting and encouraging climate 

characterized by openness, honesty and where all members are included. If trust is 

established, you are also able to give/get autonomy in your work life. If the culture is 

competition oriented, the threshold for sharing such experiences might be higher 

(Zhou et al., 2015, pp. 271-288). The responsibility for creating a psychological 

safety in the team partly falls on the group leader, but the rest of the team members 

also have a responsibility to create a trusting climate (ibid). This can be done through 

informal contact or team building activities to get to know each other.  

3.8 Systemic and Collective Reflection (SCR) 

It’s important to understand why you do things as you do. Both in retrospect 

evaluation, but also along the way. Organizations should prioritize and set aside time 

for reflection before performing new tasks. Individual reflection is important; however, 

it is reasonable to argue that it will not resolve into what can be characterized as 

“double loop-learning” unless the reflection is being performed at a collective level 

(Argyris & Scön, 1996, p. 21). If reflection is prioritized, procedures and tasks might 

not be executed in the same manner as always without a discussion involving careful 
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consideration of why this is the best way to perform a task. If reflection is embedded 

as a natural part of the work day, organizations are less likely to make the same 

mistakes again, and more likely to explore opportunities. This although, will depend 

on the organization's learning infrastructure and transfer of knowledge. 

3.9 The Input, Theories-in-use, and Output Model (ITO)  

 

Model  2 The ITO-Model 

The ITO-Model is illustrating the relationship between the eight success factors, their 

interconnections and how they all are preconditions to the process of organizational 

learning. The model is divided into three sections: Input, Theories-in-use and Output. 

The model is trying to illustrate the overall picture and is therefore a simplified 

illustration of the relations between all success factors. Later in the analysis, we will 

illustrate how the different success factors are related in greater detail.  

We believe that LC, LI and CPM are all considered to be inputs to the process. It’s 

reasonable to argue that they can be characterized as preconditions. This implies 
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that they can be measured by being present or not. The inputs are preconditions 

because they need to be established in order to develop theories-in-use that 

encompasses the remaining five success factors. Further on, the theories-in-use will 

have a self-reinforcing effect on CPM, LI and LC, either positively or negatively 

depending on the practice of the theories-in-use. 

Theories-in-use, as previously explained, are rather the ways of doing things in NSL, 

meaning the culture, processes and interactions. These cannot simply be rated on 

the basis of presence, but rather evaluated in terms of a qualitative analysis, 

meaning how they work in NSL. However, it’s important to stress the fact that not all 

factors have to be present or optimal in an organization in order to enable 

organizational learning. In sum, the success factors will create a foundation for 

organizational learning processes. The higher performance on success factors, the 

better foundation for organizational learning. This implies that organizational learning 

is not the outcome itself, it’s rather the foundation for it. For double loop learning to 

happen, there is a need to benefit from the foundation created, and to use the 

experience acquired in the process to change the existing theories-in-use. 
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4 Methodological Approach 

4.1 Research Design and Data Collection Strategy 

In this section we will present the methodical approach used in this project. To 

understand organizational learning within NSL, we chose a qualitative approach in 

our research design since we wanted an in-depth understanding of the learning 

processes within NSL. Qualitative method is the best way to accomplish this since 

it’s based on methods of analysis and explanation that will give an understanding of 

complexity, detail and context in our dynamic social world (Hay, 2016, p. 431). We 

used observations and interviews as methods for data collection, which is in 

accordance with the project mandate and the application was approved by The 

Norwegian Centre for Research Data (NSD). Observations are considered a 

secondary source for data, whilst interviews are our main focus. Using triangulation 

for data collection will enhance our understanding of the learning processes inside 

NSL and thereby strengthening the analysis. 

Prior to observations and interviews, we conducted a literature study. The literature 

study consisted of critical success factors for organizational learning, rooted in 

acknowledged theory and systemized practice in the field of this topic. By identifying 

critical success factors for organizational learning, it provided us with a basis for 

comparison. Moreover, it served as a foundation for the analysis of NSL de facto 

learning situation which made it easier to address areas of improvements.  

4.2 Observations 

Prior to conducting interviews, we wanted to carry out observations. This would 

enable us to obtain an even better understanding of NSL and their employees, 

communication-processes as well as focus on enhancing learning within tasks and 

processes. Furthermore, observations would also provide us with better insight into 

developing a good interview guide. Observations took place at the NSL offices at 

Nydalen in Oslo, where we observed several team meetings throughout the day. 

These meetings were conducted over VTC, which meant both Norwegian-, and 

British employees took part in the meetings. We were not physically present in the 

meetings, instead, we observed through a Skype-link in a separate room. The 

meetings we observed were within the teams of PMO, Cable, Converter and 
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Converter Management, with approximately one hour each. Each of the team 

members in the meetings had consented to us observing. Since we only observed 

one meeting in each of the teams, it’s reasonable to argue that the data gathered is 

not suited for wide generalization.  

Our observation was non-participating and structured. We used a structured 

observation pro-form (appendix C) that worked as a checklist to tick off when 

particular actions were observed (Walshe et al., 2011, p. 1052). The factors 

compiled in as checkboxes were an operationalization of the eight success factors 

identified.  

The advantage of using observations is that it can be employed in a natural setting, 

rather than the artificial situations set up for interviews. In this way, de facto practice, 

instead of what “they say they do” can be integrated into the study. Hence, 

observations helped us see whether what the informants said corresponded with 

reality (Walshe et al., 2011, p.1049). In this way, the rigor of the project is enhanced, 

not only relying on data gathered through interviews (Kvale & Brinkmann, 2009, p. 

281). Observational research can help us understand NSL employees’ actions, roles, 

and behavior, which enabled us to get an in-depth understanding of the present 

learning culture within NSL. 

On the other hand, this data collection method has some weaknesses (Walshe et al., 

2011, p.1049). One important aspect is our roles as researchers and which effect we 

have on the meetings (observer-effect). However, the non-participative observation 

method will minimize this potential effect. The employees were not able to hear us, 

although they could see us in a small screen on their VTC. Not long after meeting 

start our presence was unnoticeable and we consider our influence to be minimal.  

Another weakness is observational bias and practicalities of how to record 

observations (Walshe et al., 2011, p. 1049). That was not consider as a problem 

since we were six people observing the same meeting, consequently reducing the 

probability of bias during interpretation. 
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4.3 Interviews  

The primary source of data collection was in-depth interviews with nine informants 

from the operational core consisting of Cable, Converter, and SHEQ. We sought to 

cover the considerably the most important departments of NSL and get an accurate 

picture of the learning processes. Cable and Converter are the action-related teams 

where the operational progress relies, and our core informants are mainly part of 

these teams.  

Contact information of the informants was provided in advance, as well as the 

contact details to each of the team leaders whom helped us select some of the 

additional informants. In addition, some of the informants were selected through the 

"snowball method" (Heckathorn, 2011). This selection (non-probability) method could 

be a weakness given that informants were chosen for us or informants that wanted 

to be interviewed had a special interest in the research question. These employees 

can have views related to learning in NSL which deviates from the rest of the 

employees.  

Furthermore, our interviews were conducted in a semi-structural manner, opening up 

for individual adjustments in the interviews. Beforehand, we thoroughly created an 

interview guide with questions structured to catch the essence in the success factors 

(see Appendix A). Our questions should highlight important elements related to each 

of the success factors. We had interviews with employees from SHEQ, Converter 

and Cable, some were conducted by VTC and others were personal interviews. This 

implies that the interviews were conducted on different terms, although the same 

interview guide was followed for all interviews.  

Our team had two people present at each interview for making sure that the 

interviews went smoothly by having one leading the interview and the other 

supporting and providing additional questions. The interviews lasted for about 45 

minutes to an hour and were recorded by using a dictaphone.  
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4.4 Rigor  

The term rigor relates to strength in the research design and appropriate methods to 

answers our research questions. Lincoln and Guba cited in Cyperess (2017, p. 254) 

were the first ones to address rigor. They replaced validity and reliability with the 

word “trustworthiness”, which relates to authenticity, quality, and truthfulness in a 

study.  However, both trustworthiness, reliability, and validity are ultimately related to 

whether the methods used in the research design are appropriate to answer the 

research questions, which again is used to distinguish good from bad research 

(Cyperess, 2017, pp. 254-255).  

The thoroughly created interview-guide and the fact that the interviews were 

conducted in a semi-structured manner with two interviewers present, made it easy 

to do comparisons between the informants, in accordance with our objective. This 

way we had continuously verification of data by doing comparisons with the 

transcribed material, and reducing researcher bias by having two represents at the 

interviews (Cyperess, 2017, p. 259).  Even though some of the interviews were done 

over VTC and some face-to-face, we did not see this as weakening the validity This 

has to do with NSL-employees daily use of VTC, thus reducing the uncertainty and 

discomfort of not having interviews face to face.  

In addition to this, we only interviewed nine informants. However, our objective was 

to study learning in the whole of NSL, and this was obtained by having informants 

from different teams, positions, and composition of British and Norwegian employees 

in NSL. The observations beforehand also strengthened the information provided by 

our informants, by also having observed their behavior in meetings (Cyperess, 2017, 

p. 259-260). There has been a lot of focus on ensuring rigor by creating a carefully 

thought out research design, and also to be able to spot weaknesses and try to 

reduce them. 
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5 Analysis: How Does the Current Approach Match the Well-
known Practice for Organizational Learning?   

5.1 Analytical Approach 

Both observations and interviews founded the basis for our analysis. We have 

chosen to anonymize all names and teams when referred to during interviews by 

replacing them with the letters x and y in our analysis. Our methodological approach 

in this report has been both of inductive and explorative design. Rather, we chose an 

abductive approach. This explains why some theory introduced in 

“Recommendations and Discussion” is not present in our theory-chapter.  

The analysis is built upon eight success factors that created a framework for how our 

data is organized and analyzed in this report. The observed behavior in the meetings 

and informants’ statements in the interviews are categorized and compiled into our 

eight success factors. Before transcribing the interviews and observations we 

created different indicators related to each of the success factors. This made it easy 

to locate and label statements from interviews and observed behavior. Furthermore, 

we had workshops to discuss the status quo in NSL related to each of the eight 

different success factors. By having an open discussion, we could highlight strengths 

and weaknesses in our current approach and improve the analysis. The intention of 

the status quo analysis was to highlight the current learning situation in NSL, which 

provided us with a baseline to answer our main research question: How can NSL 

improve their learning processes?  

5.2 Clarity of Purpose and Mission (CPM) 

Assessment: Good. 

It’s reasonable to argue that the core of all project work is clarity (Jacobsen, 2016, 

pp. 11-12). Based on the findings in the interviews and observations, our general 

assessment for this success factor is that NSL performs well. We find clarity of 

purpose and mission to be well-functioning and present in NSL, with only minor 

improvements to be considered. Throughout the interviews, the informants gave the 

impression of an organization with good understanding of what needs to be done in 

order to reach milestones, with high sense of awareness of how to prioritize and 
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execute tasks to keep the project on track. This applies to clarity of purpose and 

mission on a group/organization level:  

I think the clarity is quite good. (...) We know what needs to be done in order to reach 

the next milestone. We also have a really good contract manager who sits and 

pinpoints everything (...) (Informant 3). 

 It also applies on the individual level where the informants share a common sense 

of clarity in terms of what needs to be done and by whom: “I think It’s quite clear, my 

role description is crystal clear – clear for the record” (Informant 2). These findings 

both applies to a short-term and long-term perspective, where clarity is seen as a 

crucial feature that must be present in both cases for learning processes to happen. 

According to Goh & Richards (1997, p. 577), clarity and a sense of purpose facilitate 

and create possibilities for coordination and collaboration, as well as reducing 

uncertainty. In this way, organizations can improve their current performance and 

enhance learning processes on the organizational level.   

We suggest that the reason for this success factor being present in NSL is due to the 

importance of and reliance on other partners (external and internal parties). NSL 

works closely with other organizations, with a tight time schedule and in close 

cooperation with contractors, emphasizing the importance of a clear purpose and 

mission in order to meet the requirements, timeframe, and expectations needed for 

the project to complete within its schedule and budget. It’s clear that CPM is 

fundamental for the success and completion of the project. A lack of clarity and 

purpose of mission would reduce progress and make cooperation difficult. 

Although NSL in general performs well in CPM, meetings seem to take up a lot of 

time, both in terms the number and length the of meetings. Informant 6 said that the 

meetings “are too long and maybe we could be a bit more prepared for some of them 

or at least some of us,” adding that this makes meetings longer than necessary,” 

because it ends up with a lot of talk that is not necessarily adding much to the 

intention of the meeting”. This observation applied to most of the meetings. Lack of a 

clear agenda and proper preparations reduces clarity, making the meetings longer 

than necessary with unnecessary discussions. 
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Regularity of meetings (each team usually have at least one or more meetings per 

week) and consistent meeting schedule reduces uncertainty and creates possibilities 

for a clear purpose and mission, as the nature of the project changes rapidly from 

week to week. With the team often having to face new and unexpected tasks, 

meetings facilitate and create an arena for fostering clarity with all team members 

being present, thus enabling cooperation and coordination of what needs to be done 

how by whom. Informant 9 said that:  

“I think having the regular team meetings helps to give clarity because things can 

change so quickly on a project. Especially because our contractors might do 

something that needs us to change our approach. But the regular catch ups and 

communication, perhaps”. 

 In other words; meetings seem to have an important function to foster clarity.  

5.3 Leadership Commitment (LC) 

Assessment: Satisfactory. 

We find that the leaders in NSL have the right attitude towards learning and do their 

best to foster an environment for it, but do not always have the time to prioritize it. 

The LC to learning is of importance, not only for organizational learning itself but also 

having an organization that adjusts the new knowledge acquired by modifying 

existing practices (Jacobsen & Thorsvik 2002, p. 319-320). We think the lack of 

priority is partly due to the vast expectations of the leaders and an uncertainty 

regarding whom is responsible for prioritizing learning. We also think that leaders in 

NSL struggle to find the time to prioritize learning in the meeting agendas, since 

there are constantly things that appear to be more urgent. 

To evaluate the leaders of NSL’s ability to prioritize and foster learning, we find it 

logical to distinguish between two types of LC. First is the leadership in meetings, 

that is not necessarily done by a Senior Project Manager (SPM). As a leader of the 

meeting, it is both important to prioritize learning on the agenda and create the 

foundation and psychological safety needed for people in order to open up and share 

their views. The second type is the leadership that is directly linked to the SPM’s 

commitment towards learning. Which includes everything happening outside of the 
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meetings, where the SPM encourages the employees to learn, creates a safe 

environment or in other ways prioritizes the topic. As NSL performs well in CPM, 

there is little uncertainty related to the day to day tasks. This leads to autonomy that 

might reduce the importance of strong and visible leaders.

 

Illustration 5 Differences LC 

 

5.3.1 The Meeting Leader’s Commitment to Learning 
From what we have observed, we think NSL does not prioritize learning on the 

meeting agenda. None of the meetings observed explicitly included learning as a 

separate agenda item, except some Lesson Learned done from a Safety, Health & 

Environment perspective. 

We see several aspects of the meetings that potentially reduce the meeting leaders’ 

commitment to learning. Based on our observations, it seems that the agendas 

aren’t always prepared or shared prior to the meetings. In this way, the meeting 

leader is not able to prioritize or prepare the participants for reflection or evaluation in 

advance. Informant 6 stresses this: “Sometimes the agenda is not prepared and sent 

out in time (…)” Another reason that the topic is not prioritized in meetings is that the 

meeting leader itself, in some cases, was not appointed until the start of the meeting. 

Consequently, the responsibility to prioritizing it becomes fragmented, and the 

probability of learning occurring is reduced. 

Also, the role of the meeting leader seems to be somewhat unclear, and is 

performed differently by the various meeting leaders. Sometimes, the meeting leader 
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was simultaneously writing minutes, something that can make it harder to follow up 

and facilitate discussions that could have fostered learning. 

5.3.2 The Senior Project Manager’s Commitment to Learning 
All informants report that they are satisfied with their SPM, and that they feel like the 

relationship is characterized by trust. The employees feel like they have a great deal 

of autonomy doing their job. Informant 5 describes the SPM this way: “(...) x gives 

me lot of space. Doesn’t tell me how to do my job. But it’s... x is very clear on 

expectations.” 

The SPMs themselves seem to have a reflected relationship with their role and how 

they can create an environment for learning. One SPM said that the role requires 

constantly to “(...) try to ask them about what they think during discussions to involve 

more than the most speaking people(...)”. This shows the leaders attitude towards 

learning, and how the leader is striving to create a group characterized by 

psychological safety and openness so that learning can occur. 

In sum, we think this shows that the leaders of NSL are good at fostering a culture 

for learning and prioritizing learning on their personal agenda. The leaders seem to 

have the openness and mindset needed for learning to occur, although do not seem 

to encourage learning to the rest of the employees. 

5.3.3 Different Leadership Approaches Affecting LC? 
One of the informants shared an interesting reflection regarding the different 

leadership approaches in SN and NG. The informant explained the difference this 

way: 

I think we started the meeting about SN having a line department which is a 

structural approach to the transfer of knowledge. In NG it is more business 

case, political power, symbolic thinking about reporting, it’s like telling a story. 

(...) We supplement each other quite well but I think the structural approach 

from SN contributes. (...) I complained about the lack of structural and 

management thinking and a line department approach in the UK, but 

definitely, willingness to learn and build the team and to do it together is good 

(Informant 2). 
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This statement indicates that there are different leadership approaches in NSL. We 

believe that this will affect the expectations towards the role of the leader. 

Consequently, this could imply that employees have different expectations regarding 

to what extent it’s their leader’s responsibility to prioritize learning in their work-life. 

For some, this priority is more individually driven, whereas others are waiting for their 

leader’s initiative. SN has a more systematic approach to individual learning and 

training of their employees, who are granted 40 paid hours of training every year. NG 

has no such agreements.  

A lack of clarification might lead to a fragmentation of responsibility for initiating 

learning processes. When nobody is assigned the responsibility or the mandate to 

prioritizing learning, it is more likely that no one will. As this assumption was shared 

by one informant only, it is hard to say whether this is a shared opinion amongst the 

rest of the organization. However, it is reasonable to argue that it is an interesting 

reflection that might imply a need for an expectation clarification regarding what the 

leadership role and its responsibilities entail. 

5.4 Experimentation and Creativity (EC) 

Assessment: Poor. 

NSL does not focus on experimentation and creativity. There is no explicit priority of 

experimenting in meetings or during the working day in general. The scope of a 

meeting is relatively set, with a focus on information and facts rather than creativity. 

Some informants report however that they have a more creative approach to their 

tasks when working individually, for example by drawing mind maps to get an 

overview. On a more systemic level, there is a lack of experimentation in NSL. 

According to Kazanjian (2017, p. 43), the lack of experimentation leads to employees 

being less willing to take risks and exploring the unknown, which prevents 

organizational learning.  

We assume that there are several reasons for this. First, informants point out that the 

nature of engineering is not that creative, meaning that creativity is profession 

dependent. Informant 3 claims that “It’s not a creative business in that way. We have 

problems that we solve but usually it is a technical issue which has a certain way of 

solving it. It’s either this way or this way.” When the solutions to the problems NSL 
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are facing are “obvious” or few, there is no need for creativity or experimentation. In 

addition, exploring the unknown in this business might constitute an enormous risk. If 

the explorative approach fails, it can lead to devastating loss and huge expenses. 

The question is then: is it worth the risk? We would still like to challenge the 

assumption that engineers cannot be creative. Is this assumption taken for granted 

by NSL, and forgotten to be challenged? Might it be that engineers are not used to 

experimental and creative approaches, and therefore avoid it? EC does not have to 

happen at the strategic and technical level, but could also be applied to low scale 

processes or events.  

Second, NSL is a project organization with a limited time frame (Bartsch et al., 2012, 

p. 239). In projects like this, as informants point out, the scope of work is usually 

defined in the very first phase. Here, it might be more natural to be experimental and 

creative. After some time in the first planning phase, the concept needs to be 

“freezed”, or fully set to execute the actions needed to reach the goal(s). In the 

execution phase, creativity and experimenting play less important roles, and might 

be a disturbance to the clarity needed in the work processes. In this phase, roles and 

tasks tend to get “fixed”, as many informants call it. Therefore, it might be reasonable 

to argue that experimentation and creativity stands in contradiction to the first 

success factor: clarity of purpose and mission. Experimentation and creativity may 

have been important in earlier phases of NSL’s process, but in the current phase, 

CPM is far more important to maintain progression and avoid uncertainties. 

 

Illustration 6 Contradicting relationship between CPM and EC. 



33 

Projects are per definition uncertain, accordingly unforeseen events appear and 

everything cannot be planned. How does NSL conduct these? It seems that NSL 

know how to act creatively under certain conditions. Informants report that they can 

be creative when something fails and they need to correct the mistake by 

improvising. Informant 2 expresses that” (...) the ideas evolve when things don’t go 

as planned. When a contractor notifies that there are delays or they want to do 

something different. Then we need to be creative, when such deviations to plan 

occur”. Such creativity is not planned, but rather forced. NSL needs to respond to a 

situation and cannot resort to fixed plans or roles. The same informant adds that 

“Things are boring when everything goes according to plan (…),” and others call for 

more creativity in an ordinary work day. Could NSL incorporate creativity and 

experimentation, beyond forced creativity triggered by issues? 

A practice that seems to foster creativity in NSL is brainstorming in workshops. 

Several informants highlight workshops when asked about the creative parts of NSL. 

Informant 1 said that “We have situations that you know person say something and 

then you have three - four different people coming from different angels and adding 

to it. We do that actually very often.” The informant explains a situation of 

brainstorming. When different people with diverse knowledge build further on an 

idea, they can make better solutions. Sharing ideas with each other and giving 

feedback on thoughts can be a creative process where people learn from each other 

and innovate. However, we still see the consequence of project organization’s 

intrinsic time limit; it simply isn’t enough time. Informant 8 elaborates on 

brainstorming and said that when they solve problems together or evaluate a task, 

they “brainstorm it and put all the things that... write all the things that have gone 

wrong and what could have gone better. (...) But there is not enough time.” The 

informants seem to agree that more time should be spent on workshops to maintain 

a creative flow. 
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5.5 Transfer of Knowledge (TK) 

Assessment: Satisfactory. 

The team members in NSL have a low threshold for sharing information within 

teams, thus making different knowledge and information available within NSL in 

accordance with both IPD and their core value of Communication and One Team. By 

having individuals share their experiences and knowledge with each other, 

organizational learning can happen (Jacobsen & Thorsvik, 2002, p. 320). Since there 

are both employees from NG and SN in NSL, they can bring different knowledge and 

resources into NSL, meaning that the social capital can contribute to higher learning 

amongst all NSL employees (Bartsch et al., 2012, p. 242).  

The team members share information and knowledge both formally and informally. 

Due to different geographical locations within the organization, having a learning 

infrastructure of high quality is important to enable TK. NSL is especially good at 

sharing HMS-related issues and discussing improvements related to that area, 

making double-loop learning possible. In order to achieve organizational learning, 

individual knowledge and information have to be made accessible for all NSL-

members both within and across teams. Consequently, NSL should therefore have a 

policy for always sharing important knowledge, even if there is a risk for information 

overload. The benefits that come from sharing exceed the drawbacks.  

There is a distinction to be made between sharing of information and knowledge 

between teams within NSL and sharing within the team itself. Sharing knowledge 

within teams is relatively easy, with the exception of members at other geographical 

locations. The knowledge-sharing across units is more difficult. This has a 

connection to what informant 9 points out: 

 (…) if you know someone, you’re more comfortable to share things with them. 

Whereas if you don’t go to any team building or you don’t know your team you 

wouldn’t feel comfortable sharing things with them and speaking with them. 

People feel more comfortable sharing information and knowledge with people they 

know and surround themselves with.  
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5.5.1 Information-Sharing Within Units 
Formal information sharing in NSL is good. All informants point to meetings as being 

the main source of where formal transfer of knowledge happen. However, as 

indicated by our observations, some of the meetings should be better structured to 

enhance sharing of knowledge. Informant 8 states that “it’s one of many meetings 

and it’s easy to lean back a bit and kind of expect that someone else will present 

something.” This statement is supported by our observations where many of the 

participants were passive throughout the meetings. The informants say however that 

many discussions around different problems or improvements happen informally. 

Informant 7 says: “It is probably more of the informal situations where we have 

discussions, and sit around a coffee shop or go for coffee or in preparation for 

another meeting.” 

However, informants point out that there is a higher threshold for sharing informally 

with a team member with another geographical location. Informant 2 says: 

We sit together and share experience and share it from the first coffee till we run for 

the metro. (…) Yeah, but it (sharing of knowledge) has some limitations, which ends 

up being done in the neighborhood where I’m sitting. (…) And it's the barrier of 

talking to x and y on the other side, so we call for Skype meetings, but it’s a 

challenge to involve them as much, because we suddenly start talking and the issue 

has occurred (…). 

The more informal sharing of information and knowledge tend to happen between 

those sitting next to each other. Talking to your neighbor is easier in term of lesser 

time spent sharing information, and people generally know the members located in 

their country the best. There is a higher threshold for calling team members located 

elsewhere. This can be problematic because people with high competence related to 

an area can be left out of important discussions because of geographical distances. 

Another element could be the hindering of double-loop learning because the teams 

as a whole don’t make use of the individual’s new experiences and knowledge. NSL 

should, therefore, make an effort to minimize the barriers for sharing across 

geographical distances.  
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5.5.2 Information-Sharing Between Units 
The information flow between Cable and Converter is not at a satisfactory level. The 

teams are separated with different tasks making the organization divided into silos, 

thereby making learning happen within the silos and not across of them. Informant 8 

states: “(…) As I think we should have more ways of communicating or we should 

improve the way that we communicate between the teams”. Another informant 

states: “I think there is a threshold (for sharing) and it shouldn’t be. (...) But I also 

usually don’t have any questions for the x-team in the daily work life” (Informant 3). 

The lack of formal channels for information sharing between units outside the 

monthly interface-meeting, can lead to relevant knowledge of the other teams being 

lost. Further on, this can affect how the whole organization takes advantage of new 

information and knowledge in work-procedures, strategies, and structure.  

5.5.3 Information-Sharing with External Actors 
It becomes obvious from both interviews and observations that NSL has a lot of 

people that awaits information and input from external actors. A lot of the meetings 

we observed talked about the external actors and their lack of providing NSL with 

enough updates and information. These discussions were both time-consuming in 

the meetings and the participants provided no solutions, other than stating that as a 

problem. NSL’s dependence on other actors indicates the importance of creating 

formal channels (LI) and informal channels for making TK happen. These channels 

have to go both ways in order for NSL and external actors to transfer knowledge and 

learn from each other.  

5.5.4 Relationship with Teamwork and Collaboration (TC) 
It’s reasonable to argue that TK is closely linked to the success factor Teamwork and 

Collaboration. High assessment on TK will affect success factor TC in a very positive 

way. Interdependency and a collaborative environment will foster an information flow 

of high quality. First of all, we found that TC and TK are best when using the primary 

language. Also, TK is greatest among those who share cultural understanding. 

Furthermore, TK is best with those who have the same level of competence, 

reducing time spent on explaining concepts and terminology. Our findings show that 

TK is best internally in the team and between those who share an office. The barrier 

to call the other locations via VTC is not high, but higher than asking someone in the 
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office. Learning can also take place through the informal channels. In many cases, 

informal conversations may result in altered notions and instrumental learning about 

the NSL’s practice, “single loop-learning”. Nevertheless, one will probably not 

achieve organizational or “double-loop learning” unless it’s raised to a systemic level 

and embedded in the organization’s practice. 

5.6 Teamwork and Collaboration (TC)  

Assessment: Satisfactory. 

Since this project is a collaboration between Norway and the UK, it implies a division 

of labor in two different countries. NSL has formed a very good structural basis for 

achieving collaboration in this project. i.e. by not having any double roles. Also, the 

IPD approach with shared risks and awards, multi-party contract and their One Team 

core value, is a good foundation for TC. In general, it’s reasonable to claim that NSL 

are good at TC within teams. Within the teams is there a lot of cooperation and they 

are dependent on each other in order to ensure the performance of high quality. Yet, 

they are not able to collaborate that well with other units. The responsibilities of 

Cable and Converter teams have been different, and consequently, close 

cooperation has not been essential or important in order to deliver on specific tasks. 

However, entering the latest stages of the project with increasing frequency of 

interaction, solid collaboration between the units can help them save time and cost.  

5.6.1 Teamwork and Collaboration (TC) Within the Units  
In NSL employees feel a mutual dependency; “It is a very technical team so 

everyone needs to work together” (Informant 3).  “I don’t deliver anything by myself, 

hence I, as myself mean very little unless my team comes together and works” 

(Informant 1). All the informants point out that in order to perform the tasks in the 

preferred manner, close interaction with the rest of the team is important in order to 

be able to reach desired goals. Furthermore, throughout observations of several 

meetings, the employees used exclusively phrasings like "we", while talking about 

their tasks which indicate dependency of their team members.   

The conditions for NSL and the project itself bring some unavoidable barriers that 

affect collaboration. First of all, the geographical distance and time difference is an 

obvious problem. An informant said:  
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It would be more convenient if everyone were in the same room all the time, but 

that's not how the situation is. (...) it is different sitting and joking, talking with people 

rather than having them far away (Informant 3). 

 However, most of the informants point out that they make it work. "It is always easier 

to cooperate with someone in the same room (...), but I think we have solved that 

quite well" (Informant 8). It is reasonable to argue that technology and well-

developed VTC systems (Learning Infrastructure) are important to minimize the 

barriers to collaboration. Most of the informants also share this view: "I think that if 

you were to do this project 20 years ago, with the available technology then, you 

would have struggled" (Informant 9).  

Second, it is reasonable to argue that there is a skill-bias in NSL.  

In Norway, we have quite high qualifications and knowledge and experience with 

cable manufacturing and installation. In the UK we have experienced people from 

different kind of projects and they want to learn this technology on cable from our 

people (Informant 4). 

 Another informant also says: "The Norwegians are very knowledgeable technically, 

they put a lot of more effort I can tell you" (Informant 1). From a learning perspective, 

the difference in competence between the two countries is not necessarily a negative 

aspect as this can contribute to high social capital (Bartsch et al., 2012, p. 242). 

However, it might unconsciously create an asymmetrical power relationship between 

the employees. 

Third, barriers in the form of technology and firewalls, for example difficulties 

regarding calendar sharing and not being able to see when Norwegian/UK 

colleagues are at work or "active", are also factors that affect the quality of the 

collaboration between the teams. One of the informants points out that this makes 

the barrier to establish contact slightly higher: "(...) then I need to go to eRoom, open 

an excel file to see if x is available" (Informant 4). Having a well-established learning 

infrastructure improves the quality of TC. 
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Fourth, there are cultural differences within the organization. Both national cultural 

differences, but also structural/cultural differences from the parent organizations NG 

and SN. These differences imply that there are diverging perceptions regarding 

fundamental views on how organizations work.   

5.6.2 Teamwork and Collaboration (TC) Between Units  
The support functions are well integrated with both teams. Nevertheless, Cable and 

Converter operate as separate units within NSL and are not dependent on each 

other due to their distinct tasks. One informant stated: “So, so we don’t talk a lot 

during the normal day really... amongst the teams. And we go to lunch with (our own) 

team” (Informant 5). Since they are not dependent on each other they have reduced 

information sharing and communication between them. It seems like this dynamic 

creates silos in NSL and that the employees feel the strongest identity to their team 

rather than the whole organization. The interface meetings are important in order to 

stimulate even better collaboration between the two units, but as one informant 

points out it is not sufficient considering what phase the organization is now entering: 

“(…) may be too little interconnection between Converter and Cable team. We only 

have this one interface meeting where only some of us take part” (Informant 4). 

Team building activities is also an important factor in minimizing/ breaking down the 

silos in the organization. All the informant’s express the importance and value of 

having them, but also that they do not happen frequently enough.  

The underlying issue lies in the fact that the members of the organization do not 

have enough knowledge of what the other unit's tasks are. Consequently, they do 

not know what information is relevant to share. This explains why collaboration 

between units is hard to achieve. It is reasonable to argue that there is a difficult 

balance between finding relevant information to share with others without being 

redundant or disappearing. An informant highlights this problem well:  

90 % of our scope is very little or no interest to converter people. But 10 % or 5% on 

both of the ends that needs to communicate and interface. We need to make sure 

that 5% of the scope is important as well (...) 90% of the core is not interface-related 

- makes it difficult to ensure that 5% on each end also needs to succeed to get 

success (Informant 2).  
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In other words, the improvement potential lies in establishing enough insight into 

what the other team does and thereby create a clearer picture of what is useful 

information to share with the other team.  

5.7 Learning Infrastructure (LI) 

Assessment: Good, with some minor adjustments. 

NSL is highly dependent on digital communication tools in order to make the 

organization work across the different locations, which is one of the challenges with 

project organizations (Bartsch et al., 2012, p. 239). With up to date digital solutions, 

the geographical distance between the units is not perceived to be a major problem.  

It is important to have a functioning LI in order to transfer knowledge more smoothly 

across units and geographical distances (Ayas & Zeniuk, 2001, p. 70). In this way, 

organizational learning is more likely to happen when optimal learning infrastructures 

are established and which facilitates knowledge and information sharing. In general, 

it’s reasonable to argue that the formal learning infrastructure is established in NSL. 

However, there is no agreement regarding how to use all digital communication 

tools. 

eRoom  

eRoom is one of the most important and most used digital platforms in NSL, as well 

as the channel for confidential information and technical information. Informant 3 

stated:  

eRoom is our data-base and our working system (...)”, adding that: “eRoom is more 

secure than the other communication platforms being used. It is a database where 

we have everything. This is where people can access our documents and secrets 

(…). 

Our assumption is that employees feel comfortable using eRoom, however, it can be 

somewhat cumbersome to use. Some informants share that the platform was difficult 

to understand in the beginning. Information overload may also occur, in the sense of 

many documents which makes it difficult to find the one you are searching for. 

Informant 3 also expressed:  
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I like eRoom. I know some people do not like it. (...) The only problem is that we 

have too many documents, and some of them gets split up which makes it a lot more 

complicated and there is new links and then also links to links. 

An example of documents shared in eRoom are Lesson Learned (LL) documents. 

Reading these documents does not seem to be a prioritized activity amongst most of 

the employees. If employees do not read all documents relevant to them, the 

knowledge will stay on an individual level. By not taking advantage of new 

knowledge there will be no evaluation or improvement of practices, hence leading to 

lack of organizational learning (Jacobsen & Thorsvik, 2002, p. 319).  

Email 

Email is mainly used to communicate and to share information that is not 

confidential. However, there is some disagreement in when to use which platform. 

There is a policy of not sending confidential information via email, but instead via 

eRoom, at least from the former SN employees of the project. However, a lot of 

employees are not following this policy. Informant 2 said: 

A lot of people want to get information attached to email. As a principle I don't send 

attachments when it comes to reporting for example. (…) We should have a formal 

and thoroughly document sharing method. 

Yammer  

This is an informal and social communication platform, often described as a 

Facebook for NSL employees. Informant 7 points out: “It [Yammer] is mainly very 

social. (...) like somebody has visited a site and taken a picture of what it looks like 

there. So, less technical, less confidential information.” In general, individuals seem 

to like Yammer, but only a few people post things there. Yammer is not perceived to 

be very relevant for learning or an important place for sharing. The threshold for 

sharing on Yammer seems to be high for most of the NSL members.  

Our findings show that Yammer is not embedded in the everyday routine/practice 

among employees. In fact, only a small, consistent part regularly post content on 

Yammer. By only having a small proportion of employees regularly posting, it’s clear 
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that NSL does not take advantage of an important platform for employees to socially 

bond and share informally. However, it seems like Yammer is still perceived as a 

valuable tool, as Informant 6 points out: 

I think it is [valuable] because it kind of makes the threshold [lower] to speak to 

people when you put out comments. It kind of gives you a chance to get to know 

people on a slightly more personal level sometimes so yes, it works in breaking 

down barriers. 

This indicates that Yammer needs to be better embedded in the organization in 

general according to take advantage of the more informal information flow as stated 

by Ayas & Zenuik (2001, p. 70). 

Phone and Skype 

Both phone and the Skype- chat are low-threshold tools for many employees. 

However, a challenge is that NSL does not have shared calendars: 

I think lack of sharing calendars and Outlook [is a big challenge]. Because of the 

barrier to take contact is slightly higher. (…) I don’t know where X is. And then I need 

to go to eRoom and open up an excel file to see if he is available. Instead I talk to my 

neighbor next to me (Informant 2). 

The Skype-chat is very informal, and employees that are shown as available on 

Skype will often answer immediately. Employees from SN use Skype regularly, but 

they cannot see the availability of employees from NG. Informant 4 said: “A 

challenge is that UK side is not connected to the Skype, that would've been great.”  

Video Teleconferencing (VTC) Meetings 

Meetings through VTC or Skype is an important tool for collaboration across 

locations and to share information. According to several informants, meetings are the 

most important platform for learning. VTC is used for meetings with participants 

sitting in different locations and this way minimize differences between UK and 

Norway. Having VTC can also contribute to fewer misunderstandings caused by 
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language barriers. Non-verbal cues enhance communication and thereby contributes 

to a more positive outcome of meetings. 

The challenge is that not all have the same technical facilities with same high quality 

as in Nydalen, Oslo. Poor sound or picture quality during VTC meetings occurs 

sometime due to this. Some participants also have to stay on mute because of 

background noise. However, all of the informants highlight the importance of VTC. 

Lesson Learned 

The lesson learned system is a form of infrastructure used to store information and 

learning about experiences. It’s used for sharing learnings both from the internal part 

of NSL, as well as from external parties and from the parent organizations. 

Often a LL is written down and later discussed in a meeting, but it can also first be 

discussed in a meeting and then formally written down. The written document is 

shared in eRoom. There is no single person in charge of the system, and it varies 

who takes the initiative to a LL and who writes it down and when it’s written. LL will 

be further elaborated.  

5.8 Psychological Safety (PS) 

Assessment: Good. 

One of the critical aspects for making organizational learning happen in NSL is PS. 

By having PS employees dare to experiment, have discussions with each other and 

share new information and knowledge - all of which leads to organizational learning. 

As NSL is using the IPD approach, and is having trust and respect as one of their 

core values, the foundation for PS is already there. NSL has created psychological 

safety for team members in the organization, and managed to create a sense of 

being open by sharing and giving honest feedback despite the short timeframe of the 

project. Further on, NSL has been able to create a working environment where 

people feel safe and share new information or concerns with each other. Informant 5 

gave evidence of strong PS as a positive culture for sharing information where 

people feel free to share their point of view: “It’s very open. Open and friendly. 
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People are positive and aim for the same goal”. Another informant could support the 

openness above by stating:  

I think we are quite open if we have problems. So, if something is not going right, we 

talk about it instead of hiding it. That helps”. Adding that “(…) yeah it is not a high 

threshold for information sharing (Informant 3). 

Many of the informants do consider open discussions in meetings or in other arenas 

as a sign of trust and openness, even if they necessarily don’t agree with each other. 

That proclaims high sense of PS and well-established confidence and respect for 

one another. Their own Project Charter shows the same factors as important 

principles that should encourage to achieve NSL’s overall goals (NSL, Project 

Management Plan, p.13). A safe and encouraging environment stimulates learning. 

In many cases learning from mistakes implies that you’d have to admit your own 

failures (Zhou et al., 2015, pp. 271-288). By getting direct feedback, which may not 

always be positive, is not seen as discomforting or a failure:  

(…) people would give some feedback on them (meetings) and sometimes the 

feedback isn’t so good, sometimes they will say “I don’t see how it’s so relevant”, but 

I don’t think people are…people feel comfortable to say that, and I think that’s good 

(Informant 9).  

This shows openness towards giving feedback, although the informant is not clear 

about how such feedback is perceived. Regardless of how comfortable you are 

around your colleagues; feedback should not be taken personal or in a non-

appreciative manner:” You don’t end up going away feeling that was personal. You 

often leave with some learnings…” (Informant 7). 

Social gatherings are important for getting to know people and to gain trust, but also 

to get knowledge on whom to ask for specific advice in different situations. This 

creates PS as mentioned by Ayas & Zenuik (2001, p. 72). As one informant (9) says: 

“if you know someone, you’re more comfortable to share things with them”. Informant 

9 underlines the importance of participating in social gatherings, but points out the 

convenience of attending by being a social person. By participating on social 
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gatherings, the One Team spirit that values communication, respect, trust and being 

part of the team is being nourished. One informant pointed out that:  

(…) it does improve the culture for sharing because when you meet somebody you 

engage with them, one or two, face-to-face and get to know them more. It makes it 

easier to approach if we were to share or discuss something. And also know who 

might be useful in one or two discussions when it comes up (Informant 7). 

Another informant pointed out the same:  

“So hence, the learning is about spend time with people who have diversity or 

experiences you might not have, spend time with an activity first hand and see 

exactly what it looks like, do technical training or just go and do more of into the… I 

would, not the politics, I would say the psychology of people, how they are, you 

know, geared up to participate and join the meetings or in a situation (Informant 1).  

In some of the observations during the different meetings, some employees 

fearlessly spoke up in a room full of co-workers in different locations. Both issues of 

big and small matters were welcomed to be discussed, and open for any other to 

participate. People had the option to only observe and learn from what was being 

shared and discussed, no matter if the subject was of the individual’s interest or not. 

One of the informants (2) points out:  

A good meeting is perhaps when we have not only a few persons talk much, that 

talks all the time. That all can contribute, and that all are interested in items 

discussed or get interested during the meeting. 

A meeting leader without the ability to reroute the meetings back to agenda, 

indicates a lack of PS in that given meeting.  
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5.9 Systemic and Collective Reflection (SCR) 

Assessment: Poor. 

NSL does not perform well on their systematic and collective reflection. This is not a 

claim that reflection is non-existent. Reflection in NSL occurs and does often take 

place by the coffee machine, during meetings and in other informal settings. The 

systemic reflection which should be systemized and practiced as a formal procedure 

is rather non-existent. In fact, reflection seems to happen randomly based on the 

individual’s preferences, as informant 6 points out; “no, not in a formal way, so I think 

that’s very much up to each and every one if they do”. Established routines and 

practices for systemic reflection is important in order to elevate individual learning to 

a collective level. Since systematic reflection is not formally an established practice 

between colleagues, we notice that there is an overall low threshold for discussions, 

sharing points of views and reflections. However, by not systemizing this practice in 

a formal manner it loses its value and do not reach to the collective level. 

Reasonably by limiting its full potential for creating “double-loop learning” at an 

organizational level (Argyris & Schön, 1996, p. 21).  

One important reason for systematic and collective reflection to not be prioritized and 

formalized is related to the nature of the project. Projects have a forward oriented 

focus that affect the prioritizing of reflection and analysis of previously done tasks 

(Bartsch et al., 2012, p. 239 and Jacobsen & Thorsvik, 2002, p. 319). NSL is in close 

cooperation with other parties and they operate with short deadlines, a tight time-

schedule in order to reach milestones and delivery dates. In this context the focus 

lies on the future, making reflection and debriefs on previous happenings seems less 

important and prioritized, as one informant points out;  

(…) But we do not make time to sit down and talk about what we could have done 

different- because then it is too late and we have to move on in order to get the best 

solution and reach the next milestone. But yeah we normally know when we should 

have done things earlier (Informant 3).  

Given these circumstances, lack of time for systematic reflection is somewhat other 

informants share and Informant 5 mentioned: “it’s so much happening that we 
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can’t…yeah there is no time for it”. Being a project organization with a clear mission, 

the focus lies always ahead to reach the next milestone and to execute new tasks. 

That means that previous experiences get less focus because of the dynamic nature 

of the project. In retrospect when systematic evaluation occur it’s often related to 

incidents and HMS-issues around reflection about successful events, or by finding 

new ways of executing tasks. 

5.9.1 Lesson Learned as a Way of Systemic and Collective Reflection 
The most important arena for systemic and collective reflection in NSL is the Lesson 

Learned system, which is per now the only existing formalized system for systematic 

reflection. However, our findings show that the current LL-system is not used as 

intended, and the informants gave the impression of high threshold for using it. One 

informant (Informant 7) believes that the LL-system is overall good, but see room for 

improvement. 

Some informants think LL is an important, but that it can be cumbersome to use, and 

reading LL-documents is not a prioritized activity. Informant 6 believes that the 

documents are too formal, and that it should be made easier to use. Another 

informant said;  

It’s not bad to be honest, it just needs to be centralized more and maybe… 

Advertised a bit more, and say this is the way to do it and train people how to use it 

more (Informant 8).  

One informant points out that going through a negative experience can make a 

person afraid to do the same mistake again or afraid that an error will occur again. 

According to the informant, “(...)having the people with the right skill set and 

resources really improves the application of the lesson learned culture on the 

project”. There are only a few who reads the LL, and even less who discuss them, 

but the infrastructure is already there and somewhat an established practice around 

the usage. However, we still see a great potential for improvement and to lift SCR to 

an organizational level. Facilitating and formalizing SCR for the whole organization 

will make learning blossom at an organizational level, and conduct a problem 

analysis of why something happened, and share it (Jacobsen & Thorsvik 2002, p. 

319). 
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5.10 Summary  

 
Table 1 Illustrating performance 

 
In this chapter we have presented and discussed aspects of how NSL perform on 

the specific success factors which this report lays its foundation. We have presented 

how NSL varies in terms of performance and our analysis presents that NSL have a 

high-quality performance on three success factors labeled as Good: CPM, LI and 

PS. Moving to Satisfactory level we found LC, TK, TC. Even though they are 

labeled Satisfactory, it’s important to note that they are closer to Good rather than 

Poor. However, they should be perceived as well-functioning factors with minor 

adjustments to be considered.  
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Our analysis presents the last indicator of performance as Poor on two of the 

success factors; EC and SCR. As previously mentioned, having a high CPM comes 

at the expense of a high degree of EC, since they are in a contradicting relationship. 

However, in this context CPM is considered as one of the most fundamental inputs 

for success in project organizations (Dvir et al., 2003). Accordingly, it should not be a 

great concern for NSL that EC is not as highly prioritized as the ideal situation and 

therefore marked in grey. Further on, SCR is not well-performing in NSL, as our 

findings and analysis illustrate a clear lack of reflection lifted on a systemic level. 

Consequently, this might create obstacles for organizational learning.  

 

It is, however, important to note that these indicators of performance presented 

above are not measured and based on a quantitative approach. The indicators 

(Good, Satisfactory, Poor) should therefore not be viewed as definite and absolute. 

Based on our analysis and findings, we believe that these give an adequate 

representation of our analysis.   
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6 How Can NSL Improve Their Learning Processes? 

6.1 ITO-model 2: Applied to NSL 

 

 
Model  3 ITO-Model 2 

The ITO-model 2 aims to illustrate the de facto learning situation in NSL based on 

our analysis. This model provides a basis to understand what NSL needs to improve 

in order to create a better foundation for organizational learning processes.  

The lighting symbols aims to accentuate key areas of improvement. As illustrated in 

the Input box, LC and LI are the factors that need improvement. When these 

fundamental inputs are not present at a satisfying level it creates a negative self-

reinforcing effect on the existing theories-in-use. This can be illustrated with an 

example; when the purpose of the different digital platforms (LI) are not clear has 

consequences and will affect the quality and quantity of valuable knowledge (TK) as 

well as the quality of TC. As LI is seen as an input and thereby also a precondition, a 

poor LI will result in a stagnation of enhancing learning on an organizational level 

and not reach the second part of the model “Theories-in-use”. In addition, when 
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leaders are not committed to prioritize organizational learning, it affects SCR in the 

sense by not setting aside time to develop processes for SCR resulting in a negative 

backlash to inputs, creating a reinforced loop.  

The model aims to illustrate when the theories-in-use is negatively affected by the 

input it will hinder the output: the foundation for organizational learning. When one 

does not have a convenient starting point for the theories-in-use this will hinder an 

optimal environment for learning within NSL. However, our recommendations aim to 

provide NSL with the best possible theories-in-use in order to enhance 

organizational learning processes. This meaning an ideal output-situation. However, 

this does not mean that double-loop learning is automatically achieved. For double- 

loop learning to happen, there is a need to benefit from the foundation created, and 

to use the experience acquired in the process to change the existing theories-in-use. 

SCR is absolutely vital for making double-loop learning to happen, and NSL should 

absolutely focus on improving this factor. It is after all double-loop learning that is the 

desired outcome because this means that newly acquired knowledge in NSL is taken 

into account in future tasks, strategies, structures and so on.  
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7 Recommendations  

Based on the applied ITO-model 2, we will in the following section present the 

recommendations we find most efficient and feasible for implementation and usage 

in NSL. Our recommendations are specifically aimed at those success factors that 

NSL with benefit could improve to enhance organizational learning. Further on, the 

recommendations aim to cover the fact that learning happens first and foremost in a 

micro-perspective which is at the individual level and learning needs to be elevated 

to an organizational level through several measures.  

After careful consideration, we have chosen to divide the recommendations into four 

main areas of improvement. These areas capture the core of the success factors 

and the recommendations should be seen as complementing ways of improving 

organizational learning. Each of the recommendations has their own influence and 

complement each other, and ideally be applied as a package in order to elevate 

learning processes in NSL.  

7.1 Improving Collaboration and Breaking Down Silos 

7.1.1 Arrange team building activities 
Team building is an important event to establish trust and collaboration between 

NSL-members, both within teams and across teams. Having team building activities 

strengthens therefore TC, PS and shows LC to the topic learning. By having TC and 

PS creates a fundament for high TK, EC and SCR by fostering an environment 

where people feel safe to share and discuss. A trusting relationship has a positive 

effect on transfer of knowledge between organizational members, in addition to 

being a lead component in a good environment for learning. Team building 

establishes trust and social ties between team members and thereby increase the 

ability to reflect, ask questions, be critical and partake in processes for knowledge 

sharing (Julsrud, 2018, p.145 and Skyttermoen & Vaagaasar, 2017, p. 305). If 

individual learning is to be enhanced to the organizational learning, knowledge and 

information has to be shared (Jacobsen & Thorsvik, 2002, p. 319-320). 

All of our recommendations have one goal, which is to lower the threshold for 

sharing information and knowledge amongst all NSL-employees. 
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A: Speed-Friending  

In order to facilitate and infuse learning in and between units we suggest, as an 

integrated part of team building-activities, an activity where members of all units sit 

together and talk to each other, 1-1, for 1-2 minutes, and rotate to a new person 

making sure everyone talk to each other. We believe this will lower the threshold for 

sharing experiences, views and opinions between units and individuals, thus 

enhancing possibilities for learning to occur. Further on, speed-friending can provide 

insight to another employees’ work. This can increase TK since employees 

understand what kind of knowledge another colleague might have and need. This 

will again lead to higher PS, providing the foundation for individuals to reach out and 

share knowledge and collaborate across other units (TK) (Goh & Richards, 1997, p. 

578). 

B: Leadership Breakfast or Lunch  

Several authors points to the importance leaders in a learning framework (Berson et 

al., 2006, and Jogulu, 2011). The leaders shall be able to build a shared vision for 

the organization and foster systematic thinking towards organizational learning. 

There is a responsibility for the leaders in an organization to put learning on the 

agenda and promote the collective development of learning within the organization 

(Jogulu, 2011, p. 11-12). Accordingly, have noticed different types of leaders in NSL, 

especially between Norwegian and British leaders. The ideals in the two countries 

are different, leading to a distinction between management and leadership. This 

might give different understandings and approaches to learning as to who shall put 

learning on the agenda amongst NSL-employees. A lack of clarification might lead to 

a fragmentation of responsibility for initiating learning processes. Through reflection 

on what the leader role entails, by having exploratory conversations existing 

theories-in-use regarding LC towards learning might change to the better (Agryis & 

Schön, 1996, p. 16). 

 

Further on, how can NSL-leaders help put learning on the agenda? By having all 

leaders focusing on learning can enhance the overall learning-processes and make 

sure that all measures for learning is taken into account in all parts of NSL.  
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C: Lunch Amongst All Coworkers Where Seating is Arranged Strategically 

We suggest that there is a common lunch amongst all participants in the team 

building activities, where the seating is strategically arranged. This way employees 

don't sit with the people they know the best, but with people they perhaps don’t talk 

much to during their everyday work. By conversating in social setting can establish 

trust and help them see the relevance of each other’s work, hence lowering the 

threshold for getting in touch and sharing knowledge (Julsrud, 2018, p. 145 and 

Skyttermoen & Vaagaasar, 2017, p. 305). 

D: Story Time  

We suggest story time as an integrated team building activity, where employees 

share experience or new knowledge over a story. Stories can make employees get 

to know each other better and contribute to learning that last longer and gets more 

intense for the people listening. A intense learning experience is given because 

stories contextualize the content ought to be learned and thereby gives a more 

holistic perspective (Skyttermoen & Vaagaasar, 2017, p. 302). Employees can hear 

how people solved different problems and challenges, thus increasing the chance to 

learn something new. This can be brought into their daily work life and execution of 

tasks or be taken into account when future projects are facing the same problem.  

7.1.2 Establish Coordinating Mechanisms Between Units  
Tendencies to silo-thinking in NSL might hinder the learning from being shared to all 

members of NSL, thus reducing the chances for all organizational actions to be in 

line with measures acquired by new knowledge (Boateng, 2011, p. 6). We 

recommend that NSL tries to break down these silos between the units, this will lead 

to better information flow and a higher degree of TK.  Our recommendations are 

meant to provide a fundament where TK, EC, and SCR can happen between units. 

A: SHEQ As Coordinative Role 

In order to break down silos between cable and converter, it’s recommended to have 

some coordinating mechanisms. As SHEQ already has the responsibility regarding 

the quality of the project, and already are involved in both teams, we believe it will be 
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beneficial to give SHEQ coordinating role. A clearly established role for SHEQ 

establishes a clear responsibility of important tasks related to coordination between 

Cable and Converter, thus making sure they are followed (Okhuysen & Bechky 

2007, pp. 475-476). The coordination can include daily or weekly interaction between 

the Converter-part of SHEQ and Cable-part of SHEQ, where important information 

and updates is shared constantly. That information needs to be shared within the 

respective teams for always being up to date on each other’s processes. SHEQ in a 

coordinating role can increase TC, CPM and PS between the teams. 

B: Meetings Between Team Leaders 

Another recommendation for a coordinative mechanism between Cable and 

Converter is one-to-one meeting between the leaders. As suggested by informant 8:  

I think the one to one could be with the Converter and SHE... the Converter and 

Cable- managers they need to just talk to... I understand they talk as a group, but 

they need to linked a bit more (...). I think the leaders are the main part of making 

sure the rest of the team follow. 

A one-to-one meeting between the leaders of the team functions as a coordinative 

mechanism linking Cable and Converter to each other (Okhuysen & Bechky, 2007).  

Further on, this can contribute to breaking down silos, facilitate better cooperation 

and create a platform where important information can be shared. Having interaction 

between the leaders either weekly or every two weeks can contribute to a lower 

threshold between the teams and create an arena for employees to get in touch. 

This will increase CPM, PS and TC between teams since collaboration will be more 

likely. A meeting between the leaders will show LC by breaking down silos and 

increase learning.  

C: Rotation of Desks 

Many of the informants points out the importance of their neighbor when information 

and knowledge is shared. As previously mentioned, the informal network is of great 

importance to knowledge sharing (Szilágyi 2017). Strategically rearranging seating-

chart from time to time, can contribute to a new informal network, meaning new 
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relationships amongst employees. Employees’ physical proximity to each other 

supports coordination, communication and collaboration. In addition, proximity 

enables updated specific knowledge on progress and contributes acquaintance to 

other employees’ tasks and enables trust (Okhuysen & Bechky, 2007, pp. 478-479). 

A rearranged seating-chart according to relevance of work will contribute to new 

relationships being established and accordingly increasing not only TK, PS and TC, 

but also other affected success factors such as EC and SCR. Rearranging can 

especially be important and relevant when Cable and Converter-work intertwine. Our 

assumption can break down silos and create informal discussions between the 

members of the two teams. 

D: Job Rotation 

Job rotation is a practice where two employees in a limited period of time and 

different positions swap roles. The swap can be beneficial if the two switching roles 

have somewhat comparable skills, so that they can execute and complete each 

other’s tasks (Santos et al., 2017, p. 78). Studies have shown that job rotation can 

be valuable for individuals in understanding the organization, teamwork, 

communication, knowledge exchange and transfer of knowledge (Santos et al., 

2017, pp. 80-91). In the period of the swap, the employees should be supervised by 

their closest leader for not compromising the quality of the work. One of the goals of 

the practice is for the workers to obtain a better understanding of the project’s tasks 

and roles so it’s easier collaborate with the rest of the team/other teams (Santos et 

al., 2017). 

We believe this could be a good practice for NSL for two reasons. First, we believe 

this can help breaking down the silos. If someone in the Cable team swapped with 

someone with a similar position in Converter for a limited period of time, the insight, 

competence and understanding of the other team will increase. It improves the 

collaboration between Cable and Converter and the next phase of the project will 

most likely go smoother. Second, some of the informants gave the impression of 

difference in competence between NG and SN, a job rotation can give a professional 

insight and valuable knowledge to the employees. Reasonably, if there are cultural 
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differences between NG and SN, such swap can improve the understanding of each 

other’s work. 

In sum, we believe a job rotation can improve the TC, improve the PS by creating 

balance and better understanding of the cultural differences. The LI ensures SCR 

but it also improves the understanding of the whole project and CPM. In the long run 

will TK be positive affected. 

Recommendation Summary: Improving Collaboration and Breaking Down 
Silos 

 
Illustration 7 Summary 

 

7.2 Lesson Learned 

We see the LL system as an area of improvement, in our findings we suggest a 

structure that should be improved in order to increase NSL’s possibilities to enhance 

learning processes at an organizational level. Thus, taking into account that LL is an 

already an established practice in NSL, we still see an opportunity to take even 

better use of the infrastructure. By better implementation and use by the enployees 
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we secure and enhance learning at an organizational level (Ayas & Zeniuk, 2001, p. 

70).  

7.2.1 Standardize and shorten Lesson Learned 
Standardization of routines is a way to coordinate perspectives across groups, and 

create a common understanding of a practice (Okhuysen & Bechky, 2009, p. 477). 

Common understanding is important when standardizing the LL since it increases 

the efficiency (Okhuysen & Bechky, 2009, p. 490). The current LL seems time 

consuming and complicated, which can endorse a risk for being less prioritized or 

not being read or written. Reasonably, we suggest that NSL should standardize the 

way LL is done by establishing a standard template based on the best LL, and 

shorten the format for making it easier to use. The threshold to create, read and use 

LL will be lowered. In terms of the success factors for organizational learning, we 

argue this will improve the systematic and collective reflection. The 

recommendations above will make the LL system more accessible and relevant for 

employees.  

In addition, we recommend to create a shorter standardized version (mini LL) which 

should be implemented separately to be shared on one of the digital platforms once 

a month. By implementing a shorter version, we believe that the SCR will improve 

and lower the threshold for sharing, writing and reading the LL. 

7.2.2 Delegation of Responsibility  
We found tendencies of confusion regarding the responsibility of initiating and 

executing the LL. We suggest the LL to be delegated in a clearer manner by giving a 

formal responsibility to one (or more) individual(s) in charge of execution and 

implementation of the LL, e.g. one new person per week. The responsibility become 

visible by holding the person in charge accountable for initiating and executing the 

LL. This contributes to clearer expectations and responsibility towards the person in 

charge amongst the employees (Okhuysen & Bechky, 2007, pp. 484-486). By 

clarification, we believe this will improve the SCR by delegating the responsibility 

which can increase the usage by creating a role responsible for promoting the LL. In 

addition, by giving employees the opportunity to learn how to use the system more 

become familiar with the system which again lowers the threshold for using it.   
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7.2.3 Increase Accessibility of Lesson Learned 
As previously stated, the existing LL- system is facilitated in a way that makes it 

complicated and lowers the usage of it. Several informants complained about the low 

accessibility as one reason. Our recommendation is to make the LL easy to access 

for the whole organization for better commitment to LL. This can be done by 

publishing the LL on either Yammer, start page or incorporate it in a meeting 

agenda.  By doing this we believe this increases the possibility for more individuals 

to read and use the LL. This will comply well with recommendation 1-3 for a lift and 

improve the overall SCR.  

It is important to see these recommendations as different ways of improving SCR, 

where each of them has their own influence and should be used together in order to 

lift SCR and ultimate learning in NSL.  

Recommendation Summary: Lesson Learned 

 

Illustration 8 Summary 
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7.3 Digital Sharing Platforms  

Digital sharing platforms are useful for coordinating work activities (Okhuysen & 

Bechky, 2007, pp. 474-475). The digital platforms enable a common space for 

members to TK across geographical distances and teams. Having well-functioning 

technology makes the activities and knowledge to the different members of the 

organization visible, which increases coordination of present and future tasks 

(Okhuysen & Bechky, 2007, pp. 474-475). Further on, digital platforms can increase 

TC and PS, by having different members of the organization come together to 

interact, thereby allowing them to acknowledge their progress on the tasks. Digital 

platforms can also be coordinative by also enabling the creation of shared 

understandings across the whole organization, thus increasing CPM by having 

employees have a broadly shared view of the work (Okhuysen & Bechky, 2007, pp. 

474-475). Since digital platforms are important for the coordinative mechanism 

between NSL-employees, there has to be focus on providing a clearer purpose of 

use related to all the platforms in addition to several improvements.  

 

7.3.1 Clarify and Distinguish the Use of The Digital Sharing Platforms 
If the use of the platforms is clear to all, there will most likely be a more fluid 

communication in and between units, companies and countries (Okhuysen & Bechky 

2007, p. 474). Some of the British informants claim that they find it easier to use 

email instead of eRoom. The Norwegian informants reports the opposite. By 

clarifying this internally, NSL disables misunderstandings regarding the use of the 

platforms in the future. By having a workshop NSL can agree upon the usage of 

different platforms, and point out what distinguishes them. There could be made a 

short manual with examples on information that is suitable on the different platforms, 

which can be presented to all employees, as well as all new-employed as a part of 

their training. This builds a common understanding towards which platforms to use 

by providing a shared perspective amongst all employees (Okhuysen & Bechky 

2007, p. 488). The overall CPM will increase, which might increase the PS in using 

and TK. 
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We don’t have any findings on why the employees have conflicting ideas on how to 

use the different platforms. One possibility is that not all of the employees have the 

knowledge required to use the platforms, and therefore prefers a different platform. 

This could be used by offering crash courses in the digital sharing platforms needed 

(i.e. eRoom), so the employees can feel safe enough to use it. 

7.3.2 Make Yammer More Accessible 

A: Put Yammer on the Start Page 

Most of the digital sharing platforms are working well as they are today. However, 

some informants suggest that Yammer could be made more accessible by putting a 

link on the Start Page. If made more accessible, we believe that NSL can increase 

the TK, as it’s more likely that the information will be shared. By improving TK, and 

TC may also be affected in a positive direction. The barriers might be lowered 

between the units, which can also decrease the silo-effect. 

B: Share more Important Information on Yammer 

For the employees to use Yammer, they must feel some kind of commitment and 

dependence to the medium. Some informants suggest that if important information 

was to be shared here, and not only in other medias, they might check Yammer 

more regularly in their daily routine. 

C: Use Yammer as an Online Team Building Arena 

As there is not too much time in the project to arrange team building activities to 

develop trust, Yammer could be a good online alternative to this. Often, trust is 

differentiated in several categories, where knowledge-based trust and identification-

based trust, are the strongest forms (Skyttermoen & Vaagaasar, 2017, p. 204). 

Knowledge-based trust presupposes that the project members know each other. On 

the other side, identification-based trust means that the team members relate to and 

identify with each other, hence doing their best to act as an agent for the other 

colleague (Skyttermoen & Vaagaasar 2017, p. 204). We think the employees would 

relate more if they knew more about each other. If Yammer was used to make the 

working relations more personal, we think the PS, TC and TK will improve. An 
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example is posting pictures and a small presentation of one employee a week, 

making the profile pictures available for both companies involved or make additional 

information available on each employee’s Yammer profile (project role, responsibility, 

current work tasks etc.). 

7.3.3 Improve Some of The Digital Sharing Platforms 
As mentioned, most digital sharing platforms used today seems to be helpful. 

However, there are two platforms that might need minor improvement. 

A: Improve all VTC Rooms and Make Sure That They Are Soundproof 

It is reasonable to argue that VTC is one of the most important communication tools 

for NSL. Still, there are some trouble regarding the VTC rooms on some sites, 

especially at the NG office and Kvilldal. Some informants pointed out that some 

VTC-rooms are not soundproof, which reduces the sound quality and sometimes 

even forces the employees to be put on mute. Studies have shown that the mute 

function can create confusion to the rest of the meeting participants (Sapsed et al., 

2005, p. 844) and reduces PS. As all projects with dispersed teams, NSL is also 

highly reliant on good virtual communication (Sapsed et al., 2005, p. 834). Therefore, 

we think the improvement of the VTC-rooms is an important recommendation that 

might reduce uncertainties, increase PS, TK and the LI itself.  

B: Enable Shared Calendars Between NG and SN 

To our knowledge, the firewall between NG and SN makes the sharing of calendars 

impossible. Still, we would like to encourage NSL to find alternative solutions on how 

to share the calendars.  Even though, this will entail significant amounts of resources 

and funds in order to achieve, we believe it should be considered to solve. By 

enabling shared calendars, it will also function as a coordinative mechanism across 

geographical distances and between SN and NG (Okhuysen & Bechky, 2007, p. 

474). We believe that if the calendars were available at all times, including the 

location, would increase TK. Calendars as a coordinative mechanism have both a 

symbolic and instrumental dimension. Symbolic, in the way that it integrates different 

parts of the organization, thus contributing to NSL as a “One Team”-organization. 
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Furthermore, as an instrumental function as it enables coordination. Consequently, 

increasing TC (Okhuysen & Bechky, 2007, p. 474-475).   

NSL could outsource some developers to make this happen, however this will come 

at a high cost. Nevertheless, the benefits that comes shared calendars can exceed 

the costs for developing this, seen in relation to future costs and time spent finding 

out another employee’s availability.  Further on, this recommendation might increase 

NSL’s performance on several success factors, such as psychological safety (PS), 

as you would know if you are disturbing your colleague or not. It would increase the 

probability of transfer of knowledge (TK) in and between units/teams (TC), as the 

threshold is lower. This would also improve the learning infrastructure (LI) of 

outlook/skype. As a result, there is more likely to happen reflection (SCR) on and 

between sites. 

Recommendation Summary: Digital Sharing Platform 

 
Illustration 9 Summary 
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7.4 Meetings 

Meetings is an important platform for learning in NSL. We suggest several solutions 

to improve the overall quality of the meetings, and thereby increasing the learning 

outcome.  

7.4.1 Improve the Structure of The Meetings  

A: Clarify Purpose of All Meetings 

We suggest that the purpose of meetings should be clarified in advance. In some 

observed meetings there was a lack of purpose and meeting agenda. Having a 

written agenda in advance of meetings is significantly related to effectiveness among 

the participants (Burnfield et al., 2009, p. 75). If the agenda also shows time frame 

for each topic, this can promote efficiency and show that each item will get sufficient 

time for discussion (Rogelberg, et al., 2007, p. 21). Completing the agenda is also 

important for the perceived effectiveness of the meeting (Burnfield et al, 2009, p. 75).  

By clarifying the purpose with a written agenda may increase TK, PS and CPM by 

providing participants the ability to prepare for meetings. In order to achieve this, we 

suggest that NSL should name their meetings according to purpose. For example, 

“informative meeting”, “evaluation meeting”, “brainstorming meeting”. Especially 

regarding the latter, where the aim is to cultivate creativity and discussions (EC), 

time for proper preparation is crucial to ensure that the discussions will obtain 

reflection at a systemic level.  

B: Make Learning A Fixed Item on The Agenda 

By having learning as a fixed agenda item, learning will be a part of NSL’s routines, 

thus increasing the likelihood of it occurring. Routines can coordinate NSL in the way 

that they are providing a template for learning and creating a common 

perspective/prioritization of the topic across groups and teams (Okhuysen and 

Bechky, 2007, p. 477). We suggest to put learning as a separate item on the 

agenda, which can be like a stand-up or a short version of a LL where participants 

share important experiences that others has to take into account. These experiences 

can both be positive experiences or challenges they have experienced. Having a 
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separate agenda item shows LC to learning and increases CPM. Furthermore, this is 

important in regards SCR and TK because sharing of experiences involves reflection 

and new knowledge amongst participants. It may also have a positive effect on EC 

by sharing a solution to a challenge or problem.  

C: Establish Meeting Leader  

We suggest that it is important to establish a meeting leader for all meetings in 

advance. According to Okhuysen & Bechky (2007, p. 476) establishing roles with 

clear expectations, makes it easier to coordinate across people and is crucial for an 

effective meeting. The meeting leader should manage the meeting according to the 

agenda, and be aware of time spent on the different items. We consider it important 

for the leaders to take a prominent role in time management and i.e. to make sure 

that discussions do not get out of hand. By taking this prominent role, we believe that 

this will positively affect the success factors: CPM, LC, TK, TC and PS. We suggest 

that NSL should provide clear guidelines of how leaders should act in meetings, but 

allow individual preferences. Further on, we suggest that the meeting leaders should 

not be responsible for making minutes, because this will implicate the meeting 

leader’s involvement throughout the meeting.   

D: Establish A Time-limit For Meetings 

There should be established rules for breaks if the meeting is longer than one hour. 

This would be beneficial for participant’s concentration and the general quality of the 

meeting, which is also stated by Sapsed et al (2010, p. 844). A break after 45 

minutes, will affect all success factors positively, given that lack of concentration 

means less involvement and increased frustration (Shore, 2014).  

7.4.2 Meeting culture  

A: Establish A Common Meeting-Policy  

We suggest that norms and rules should be established in relation to how 

participants should participate in meetings. This is especially important when Cable 

and Converter intertwine their activities and will have more interface meetings. 

Okhuysen and Bechky (2007, p. 484) stresses importance of a common 
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understanding through rules and plans. Having established shared meeting norms 

and rules amongst the whole of NSL will increase CPM by giving an expectation of 

how meetings should be, but also TC and PS by reducing uncertainty amongst 

participants. This could also positively affect TK and EC by creating a safe and 

known environment in meetings where people discuss openly (Okhuysen & Bechky 

2007, p. 484). In order to incorporate the new established rules in NSL, these can be 

printed out on posters in all meeting rooms to make them visible.  

We think that an important part of the culture in meetings relates to participation. 

First of all, we observed that some participants through VTC were on mute during 

the meetings. Second of all, most participants sat on their computer during meetings. 

Third of all, in some meetings, we also observed that some participants chose to 

leave. It is reasonable to argue that these practices are making the employees 

passive, thus reducing their involvement in the discussions. Sapsed et al (2010, p. 

844) points out that passive participants undermine the group experience in 

meetings and thereby the outcome. Consequently, we suggest that there should be 

established common meeting rules i.e. that every participant should have full 

attention to the meeting and not be on their computer. We think this will increase the 

overall quality of the meeting, and thereby increasing TK, TC, PS by having high 

involvement amongst all and reduce uncertainty by having people that pays 

attention.  

B: Alternative Approach: Leaving the Meeting 

An alternative approach to participants leaving meetings, could be having an agenda 

structured to account for the fact that some or one participant only has one item on 

the agenda of relevance to them. This could be of high relevance if many of the 

participants is short on time because of many tasks. By having an agenda structured 

this way, participants can leave after their item. However, the fact that they are 

leaving should be clearly established amongst all participants.  
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Recommendation Summary: Meetings 

 

Illustration 10 Summary 
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8 Conclusion  

The purpose of this project has been to research existing processes of 

organizational learning within the NSL and recommend how they can enhance their 

learning processes. In order to evaluate the current learning situation in NSL and 

give relevant and research-based recommendations, we selected eight success 

factors from existing theory and practice on organizational learning. These success 

factors are widely recognized throughout relevant literature as critical factors for 

organizational learning to occur.  

Our findings show variations regarding NSL’s performance in comparison to the 

success factors based on relevant acknowledged theory. Even though there are 

several areas of improvement, our data suggest that the foundation for learning is 

already present in NSL. By comparing NSL’s current situation to the success factors 

we were able to give a general assessment regarding their performance. We 

highlighted four areas of improvement we consider to be most influential to prioritize 

in order to enhance organizational learning processes. These areas are: Improving 

Collaboration and Breaking Down Silos, Lesson Learned, Digital sharing platforms, 

and Meetings.  

Regarding Improving Collaboration and Breaking Down Silos our recommendations 

have dealt with aspects such as the importance of arranging teambuilding-activities 

and the importance of establishing formal coordination mechanisms between the 

units. Concerning Lesson Learned our recommendation has been to standardize and 

shorten them, delegate the responsibility and, increase the document’s accessibility. 

Regarding Digital Sharing Platforms we suggest that their purpose of use should be 

clarified and additionally improved to increase the use of them. We have also 

suggested that NSL invest in enabling shared calendars between SN and NG.  

Our recommendation concerning Meetings have focused on improvements to the 

structure of meetings as well as the culture. Having established overall common 

rules would lead to a better outcome in relation to learning in meetings.  

We believe that if NSL is able to implement our recommendations and measures, a 

better foundation for organizational learning processes will be established. When the 
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organizational members of NSL change their beliefs and general assumptions, the 

existing theories-in-use will also be changed accordingly. This will create possibilities 

for an optimal foundation for organizational learning processes. When this foundation 

is established, NSL will be able to harvest the value of double-loop learning. NSL is a 

process and milestone-oriented project organization with tight schedules and 

deadlines. In daily routines and business as usual, learning and reflection seem time 

consuming. The effort invested in reflection and learning by the organization, will 

give future benefits in terms of reducing time spent on evaluation in coming projects. 
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10 Appendix A: Interview Guide in English. 

 

INTERVIEW GUIDE- NSL EMPLOYEES 

Semi structured in-depth interview 
  

Before getting started:  
Presentation of the interviewers and purpose of the interview:  

1. Present yourself by name and your role  
2. Present University of Oslo/Project Forum and Organization, Leadership and 

Work life. 
3. We received a project charter from NSL with a objective of looking into 

learning.   
Present our research question: 

1. How can individual learning processes be elevated to an organizational level? 
2.  What is the current organizational approach to learning? 
3. Can NSL facilitate learning better than the current situation?  
4. Inform the informant about  

- Confidentiality, and the informants right to not answer all questions.  
-  Agreeing on the interview being recorded (consent) 
-   Interested in receiving transcripted interview? Transcripts will be made 

available to informants who request them. 
- Informant has the right to change an answer, and can discontinue the 

interview at any stage. 
- Possible to withdraw your consent at all times 
-   Informant can request that the audio recorder should be paused at any 

stage of the interview.  
-  Possibility of contact afterwards.  
- Scope of the interview:The questions asked are based on success 

factors and will be asked in a semi-structured manner. 
  
Initial Questions 

1. How long have you been working in NSL and what is your role?  
2. How would you describe an average day at work?  
3. What’s the first thing that comes into your mind when you think about learning 

in NSL? 
a. What do you consider as important factors for learning to occur in your 

organization? 
  

1 Clarity of Purpose and Mission (success factor I) 
1. How are new tasks assigned to you and by whom?  
2. What is your opinion about the overall clarity of what main tasks/ issues are  

in order to reach milestones? 
a.  Are purposes of meetings clear? 
b. Questions for SPM: 
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i. In your point of view, what characterizes a good meeting?  
ii. And what role do you tend to take during meetings in order to 

accomplish this?  
3. How would you characterize the relation between objectives, milestones and 

the overall purpose of the project?  
a.  I.e. do you see the relevance of your assigned task/ your competence 

in the bigger picture?  
4.   What time perspective do you or/and your team operate in during meetings? 

Is it long or short term? 
  
2 Transfer of Knowledge(success factor IV) 

1. Can you please give an example of a valuable work experience that you 
consider to be relevant for others than yourself?  

2. How would you characterize the threshold of information-sharing within your 
unit? 

3. In what context do you typically share experiences and new discoveries with 
rest of the organization?  

a.  Formal/ Informal context: meetings, by the coffee machine 
  
3 A Learning Infrastructure (success factor V) 

1. How does your team share knowledge with other units within the NSL?  
a.   Which platforms are being used? 

2.  If you were to access the latest minute from a meeting: How would you do 
this? (take us through the process) 

3. What is your opinion/ experience with the “Lesson Learned”-system? 
4. What is the most useful tool(s) that you use during work? 
5. In your opinion, what do you think is the biggest challenge with the current 

digital learning/information sharing platforms used?  
6.  Do you use Yammer?  

a.   If yes: For what do you use it for? If no: Why not?  
b.   What could be done in order to make it more relevant for learning? 

  
4 Psychological Safety (success factor VII) 

1. How often do you ask your colleagues for support/opinions? 
a.   If rarely: How would you describe your inclination to ask for help from 

others?  
2. Do you feel comfortable sharing your point of view?  
3.   How is disagreement perceived- and handled? 

a. Optional: Do you feel that backlash is a possibility if you share 
doubts/uncertainty?   

4. How would you describe the culture for sharing in your unit? Is there a lot of 
discussion and feedback?  

a. What happens when you share? 
b. Can you describe a situation that typically trigger sharing of 

experiences? 
5. Question for Senior Project Manager (SPM):How do you encourage your 

team members to share? 
Employee: How does your SPM encourage sharing your information/ideas to 
the rest of group? 

a. How does the SPM encourage you and your colleagues? 
6.   What are your thoughts on social gatherings/ team-building activities? 
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a.  How often do you participate in them? 
b. How do you value these activities? (usefulness) 
c.     Does it affect the culture for sharing in any way? 

  

5 Experimentation and Creativity (success factor III) 
1. How do you work, in the team, to develop new ideas?  
2. Do you feel you or/and your team are able to be creative and experimental 

around new ideas and tasks? And what kind of feedback do you tend to get?  
  

6 Teamwork and Group Problem Solving (success factor VI) 
1. How would you characterize the relationship between your team and other 

teams? I.e. cable vs. converter. 
2. To what degree do you feel dependent on other team members in order to 

deliver specific tasks?  
a.  Do you feel mutual dependency? 

3. How do you feel about the physical distance to the rest of your team?  
a. And how does it affect cooperation/collaboration?  

4. How does the multidisciplinarity in the team affect the collaboration?  
a.    I.e. Engineers vs. non-technical background (contract managers) 

  

7 Systemic and Collective Reflection (success factor VIII) 
1. Scenario: If a team member proposes an idea on how to perform a task in a 

different manner- do you tend to ask why and where this is coming from?  
2. Does your unit have a de-brief or summary of tasks that has been performed? 

And how is this done?  
a. In your opinion what is the value of evaluating completed tasks? 

3. After reaching milestones do you take time to reflect and discuss positive 
and/or negative elements from your/ your teams performance?  

 

Final remarks/ Questions 
1. What do you think could increase learning within the organization?  

a. Could you provide any examples? 
2. Anything else you would like to add on the topics discussed?  
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11 Appendix B: Recommendations 
1. Improving collaboration and breaking down silos.  

1.1. Arrange team building, with activities such as: 

A. Speed friending – members of all units sit together and talk to each other, one to 
one for approximately 1-2 minutes.  

B. Leadership breakfast / lunch – the leaders of NSL comes together to clarify the 
ideal NSL-leader and establish who shall put learning on the agenda (employees or 
leaders?).  

C. Common lunch amongst all employees – seating is arranged strategically 
meaning employees sit next to people they perhaps don’t talk to that much and are 
important for their everyday work.  

D. Storytime – employees share experiences or new knowledge with each other. 

1.2. Establish coordination mechanisms between teams  

A.  SHEQ as coordinative role between Cable and Converter team.  

B. Arrange more meetings between team leaders – one-to-one meetings with Cable 
and Converter team leaders, weekly or every two weeks.  

C. Rotation of desks – having a rearranged seating chart from time to time.  

D. Job rotation - two employees with different job titles, for a limited period of time, 
are swapping roles 
  
2. Lesson Learned  
  

2.1Standardize and shorten Lesson Learned.  
  
A. Make a template – establish a one-standard template based on the best LL`s  
  
B. Make the template shorter and easier to conduct amongst employees.  
  
C. Make a shorter, separate version of LL that has to be executed once a month 
possibly shared on a digital platform.  
  
2.2Delegate the responsibility regarding the initiative, execution and implementation 
     of a LL  
  
2.3. Increase accessibility of Lesson Learned  
  
A. Publish the LL on either Yammer, Start page or incorporate it in a meeting agenda 
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3. Digital sharing platforms.  
  
3.1 Clarify and distinguish the use of the digital platforms.  
  
A. Workshop on platforms with the goal of creating a manual/template of the use of 
all the platforms. NSL agree upon how to use the different platforms, and point out 
what distinguishes them. 
  
3.1Make Yammer more accessible 
  
A. Show Yammer on the Start Page of NSL  
  
B. Share more important information on Yammer to increase the dependency on the 
medium.  
  
C. Present employees weekly on Yammer to make the working relations more 
personal. 
  
3.3 Improve some of the digital sharing platforms.  
  
A. Improve all VTC rooms and make sure they are soundproof to increase sound 
quality.  
  
B. Create shared calendars between National Grid and Statnett, with the option of 
viewing your co-workers status and locations, thus making it easier to get in touch. 
  
4. Meetings.  
  
4.1Structure of meeting 
  
A. Clarify purpose and agenda of all meetings in advance to all participants.  
  
B. Making learning a fixed item on the agenda, which can be like a stand-up or a 
short version of a Lesson Learned presented to all participants.  
  
  
C. Establish a meeting leader who shall take an active part and lead the meeting 
according to the agenda.  
  
D. Establish a time limit for meetings where there are rules for breaks if the meeting 
is longer than two hours.  
  
4.2.Culture of meeting. 
  
A. Establish shared norms and rules in relation to how participants should act in 
meetings. This is especially important when Cable and Converter intertwine their 
activities and need to have joint meetings. 
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B. Establish rules for participation in meetings. We suggest that there should be 
established norms that every participant should have full attention to the meeting and 
not be on their computer. 
  
  
C. Alternative approach to participation in meetings – participants leave the meeting. 
The agenda is structured to account for the fact that some or one participant only 
has one item on the agenda of relevance to them.  
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12 Appendix C: Observation Sheet 

 



81 

13 Appendix D: Project Mandate  

  

  
  

  
1 PROJECT MANDATE TITLE: ENHANCING ORGANISATIONAL 

LEARNING OF NSL  
Organisational learning is an important asset of the NSL "One Team". The aim 
of the project is to enhance organisational learning of the NSL  

- How do the NSL organisation learn?  
- Can we introduce some efficient tools for organisational learning   
- Can we enhance behavioral aspects and team composition for better 

learning outcome?  

 
  

2 BACKGROUND:  
NSL "hosted" a student project also in 2018, where the students evaluated the 
Performance of the NSL "One Team" project organisation. The objective of the 
student project is two-parted; serve as a learning arena for students from the 
University of Oslo and provide results that have an academic good quality and 
value for the client.   
For the 2019 student project, we would like to build on the evaluations from the 
2018 project, and put more emphasis on providing results and practical 
processes and tools that may be implemented in the NSL project.   
 
 
  

3 SCOPE OF WORK:  
The NSL “one team” projectstructure was described in the student-report from 
2018, in according to the Relational project delivery arrangements (RDPA)-
framwork, and described as a success on several criterias – especially how 
NSL is “an integrated structure which forces collaboration between Statnett and 
National Grid and which leads to good use of the project resources”. In 2019 
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we would like to draw the attention to organizational learning and how to 
develop the project organisation further.   
Organisational learning is the ability of the project to improve performance by 
learning from experience as well as experiments with new solutions, transfer 
knowledge, to recognize mistakes, to learn by mistakes and to adjust behavior 
according to ecpectations. Moreover, and perhaps even more important, to 
enable situations of learning, critical inquiries and reflection (Quin).  
The NSL project wish to focus on how we can become even better in 
acomplishing the goal of NSL. Do we continue to seek better solutions and how 
is knowledge transfered within and between units? Do we learn by mistakes 
and follow up upon these? Are we embedding learning as we go with periodical 
reviews (ie not just at start and end)? What is crucial factors for learning? How 
is personal traits and group compositions important factors conditioning 
organizational learning? Learning is also about adjusting the aspirations of 
performance and to criticaly examine the scale on success. This requires 
benchmarking comparisons. The relationship between sub-optimal 
performance and the performance of NSL as such is also of interest.  The 
scope of work will be to evaluate the following:  

1. The study should primarily focus on the prosesses of learning with the 
ambition of identify the defacto learningssystem of the NSL:  

a. To identify situations of learning and critically examine under what 
conditions these situations of learning ocure. What are the processes 
to ensure organizational learning?  

b. Which conditions/premises need to be in place for organizational 
learning/ improves ability to learn?  

2. The individual factor and the importance of group teams compositions  
a. Based on the NSL team member analysis   
b. Are some team behaviours / team members "compositions" more 

efficient for organizational learning?  
3. Processes and supporting tools for organizational learning  

a. What are the current tools in NSL project (to support organizational 
learning)  

b. Is processes supporting how learning from project is being brought 
back to corporate organizations?  

 4  SUGGESTED APPROACH:   
1. Use 2018 student report and key project documents (Project 

Management plan, Lessons Learned Procedure, etc) to build 
understanding of project learning processes.   

  
2. Benchmark approach: Investigate how other projects / other 

organisations succeed with organizational learning (processes, tools, 
organization, resources)  
  

3. Develop a theoretical framework to evaluate the organizational (as a 
contrast to individual) learning capacity of the NSL. To identify situations 
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of learning based on the proposed framework and critically examine 
under what conditions these situations of learning ocure.   
  

4. Run interviews with 2-3 key roles/functions to get broader understanding 
of NSL learing processes   

  
5. Evaluate potential benefit of introducing new tools for learning  

  
6. Evaluate the importance of behavioral aspects - is there some 

personality profile and team composition that provide better basis for 
learning?   
  

A final project report should include recommendation for how to enhance the 
prosesses and behavioural aspect related to the aim of learning in NSL.  
  

5 CONTACT PERSONS, PROJECT SET UP, RESPONSIBILITIES, & 
BUDGET:  

Main contact person:  
- PMO Manager Hilde Horgen Thorstad  

<hilde.horgen.thorstad@statnett.no>  
  
Project duration:  

- The project period lasts from 15.01.2019 through 31.05.2019  
- Project description and plan (based on the project mandate) agreed 

before March 1st  2019 -  Report and presentation delivered by May 
31st     

6 INFORMATION SECURITY  
All project members must sign a confidentiality clause. The report must align 
with project internal requirements with regard to information security.   

 
  

 

 


