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ABSTRACT: Learning in (through) IJVs has become one of the prominent issues in

organizational learning debates. This conceptual paper is developed to examine the inter-partner

learning in (through) LJVs which focuses on the movement of transformed and newly created knowledge

from 1JVs to parent firms (Knowledge Harvesting). In order to do so; firstly, theories relating to the

subject are collected then analyzed, including organizational learning, knowledge management in IJVs

and knowledge harvesting. Secondly, some factors have been examined in terms of their effects on

knowledge harvesting process such as learning intent, learning capability, organizational control and

personal engagement. Furthermore, assumptions are stated for positive direction of these relationships

and for knowledge harvesting. Based on these assumptions, the conceptual framework is proposed.

Finally, the paper ends with conclusion part.
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1. INTRODUCTION

Knowledge harvesting has been studied by
numbers of authors such as Berdrow and Lane
(2002), Inkpen and Crossan (1995), Tiemessen
et al (1997). However, there are only Inkpen
and Crossan who have a relatively
comprehenvive view the topic. By taking a
numbers of studies about [JVs between North
American and Japanese firms, Inkpen and his
colleagues have recognized that there is little
knowledge harvested from IJVs to North
American  firms.. There are  various
explanations, according to the authors, for the
failure to learn such as the alliance knowledge
is undervalued, the parent corporate culture
does not support for learning etc. It is easy to

recognize that both American and Japanese

firms have the same level of development. A
question is rising here: whether knowledge
harvesting occurs in 1JVs which is established
by firms from developing and developed
countries? According to Tsang (1999), firms in

developing countries, such as China, try to

learn technological and management skills

which are brought in. Therefore, it can be
argued that, for firms in developing countries,
one of the best ways to enrich the stock of
knowledge is acquisition/harvesting knowledge
through 1JVs.

Knowledge harvesting is the third phase of
three-phase knowledge acquisition, namely:
transfer, transform and harvesting (Tiemessen
et al, 1997). The arm of this paper is to

determine a set of factors and consider how
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these factors impact (faciliate/inhibit) on
knowledge harvesting. For structuring, it only
considers one way of knowledge from IJVs to
firms in developing countries.

The rest of the article is organized in order
as follows: background to learning and
knowledge harvesting in (through) [JVs,
influential factors t;) knowledge harvesting and
propositions, conceptual framework and ending

with the conclusion.

2. BACKGROUND

2.1. Learning pattern

Organizational learning has emerged as
the prominent and is addressed by a broad
range of literatures: organization theory,
industrial economics and business management
(Dodgson, 1993). There is no theory or modal
of organizational learning has been accepted
widely. While Argyris and Schon (1978) define
organizational learning as a process of
detecting and correcting errors so that
organizations are able to function and realize
their goals and objectives, Simon (1991)
defines organizational learning as the growing
insights and successful re-constructuring of
organizational problems by individuals
reflected in the structural elements and
outcome of the organization itself. Fiol and
Lyles (1985) also develop another definition:
organizational learning means the process of
improving actions through better knowledge
and understanding. Levitt and Marth (1988)
state organizational learning is as routine-

based, history-dependent and target-oriented.

Within an organization, learning occurs in

different levels. According to Argyris and

‘Schon (1978), there are single-loop learning,

double-loop learning and deuteron-learning.
Single-loop learning refers to the way to which
errors are corrected through feedback loop.
Double-loop learning goes further than that; it
is not immediate solution for problems.
Double-loop learning is cognitive by which it
develops principles and strategies to determine
future organizational behaviors as the essential
conditions for new way of doing business.
Deutero-learning is learning how to learn. It
refers to the cognitive change of organizational
members as the result of previous learning
experience.

In the different school of thought, Fiol and
Lyles (1985) suggest two levels of learning:
lower level and higher level learning. Lower
level learning is the learning could occur in
specific conditions of organizational structure
with given set of rules. In contrast, higher level
learning is to arm at adjusting overall rules and
norms rather than specific behaviors and
activities. Cangelosi and Drill (1995) propose
learning occurs at individual, group and
organization level. The fourth level: inter-
organizational is considered in the literature as
the form of learning between organizations
though partnership and joint ventures. Indeed,
all learning takes place inside individual human
heads (Simon, 1991). However, it is not mean
that organizational learning is the sum of each
member’s learning. According to Hedberg (as
cited by Fiol & Lyles, 1985), although
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organizations have no brains but they have
cognitive systems and memories.

According to Hult (1998), Slater and
Nerver (1995); organizational learning is multi-
dimensional construct that includes multiple
processes and may occur at different cognitive
levels. The processes of organizational learning
can be revealed as four-stage process (Huber,
1991; Sikuda, 1994), it includes knowledge
acquisition, information distribution,
information interpretation, and organizational
memory. In turn, knowledge acquisition
construct is revealed as consisting of five sub-
constructs: (1) Congenital learning: drawing on
knowledge available at the organization’s birth,
(2) Experiential learning:  learning from
experience, (3)Vicarious learning: learning by
observing other organizations, (4) Grafting:
grafting on to itself components that possess
knowledge needed but not possessed by the
organization, and (5) Searching and Noticing:
noticing or searching for information about the
organization’s environment and performances.

Tiemessen et al (1997) has a different
model of organizational learning which is
observed in IIVs. It includes knowledge
transfer, knowledge transform and knowledge
harvesting.

The current research is developed by
combining of both frameworks by Tiemessen
et al and Huber. It drops in vicarious learning
and knowledge harvesting.

2.2, 1JVs

International joint venture is a form of

international strategic alliances that bring

together two or more firms; especially, between
firms from developing and developed
countries, to engage in joint activities. IJVs
provide opportunities to which each member
contributes resources and hopes to gain higher
value of the resources (Beamish & Berdrow,
2003). By bringing two or more firms from
different countries, with different skills,
knowledge bases and organizational cultures;
international strategic alliances create learning
opportunities for each partner (Inkpen, 1998).

Beamish and Berdrow (2003), determine
two conditions for learning occurring in
network of alliance. Firstly, among other
motivations, IJV must be formed for the
purpose of learning. Moreover, learning should
be conscious intent to which drives to learning
behaviors. According to Tsang (1999), for IV
formed by firms from developed and
developing countries, locating in developing
countries, there is usually a large gap of
technical competency between partners. So the
objectives of each partner are different. A n
empirical research in China, Tsang recognizes
that while Chinese partners try to learn
technological and management skills which are
brought in, counterparts focus on learning from
business experience in China

2.3. Knowledge harvesting from IJV by
parent firms

Knowledge harvesting is part of wider
discipline known as knowledge management
(Liu et al, 2007) and is the third phase of three-
phase knowledge acquisition, namely: transfer,

transformation and harvesting (Tiemessen et al,
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1997). Beamish and Berdrow (2003) define
knowledge harvesting as the process by which
transformed and newly created knowledge
move from 1JVs back to parent firms; whereas,
according to Snyder and Wilson (as.cited by
Liu et al, 2007, pp 747), “knowledge
harvesting is an integrated set of processes
wherein the tacit of a topic expert is converted
into specific, actionable know-how that can be
transferred to novices via technology and
personal communication”.

Knowledge harvesting in the current
research is understood as the joining of both
understands. It means that knowledge
harvesting has two phases. The first phase is
the flow of transformed and newly created
knowledge from 1JVs backs to parent firms and
the second phase is the conversion of
knowledge to organizational level.

The knowledge harvesting process
involves two key players, the knowledge
harvester and the knowledge carrier.
Knowledge  harvester refers to local
organizations which intent to harvest
knowledge through I1JVs. The knowledge
carrier refers to individuals who carry
knowledge from IJVs back to local firms. The
result of knowledge acquisition/harvesting
depends on effort of both sides (Le &
Evangelista, 2007).

According to Beamish and Berdrow
(2003), knowledge harvesting is an area that
has not received much attention by researchers.
One of the rarely pioneers is Inkpen. Inkpen

(1998) has been determined numbers of

influenced factors to acknowledge why parent
firms do not harvest knowledge from JV such
as the alliance knowledge is undervalued, the
parent corporate culture do not support for

learning.

3 KNOWLEDGE HARVESTING
FACILITATORS/INHIBITORS

Various factors have been examined to
have significant role to knowledge harvesting
both facilitate and inhabit. Tiemessen et al
(1997) determines the barrier is that individuals
in parent organization have little interaction
with 1JV. Besides that, Inkpen (1998) points
out some reasons such as alliance knowledge is
undervalued, and organizational culture does
not support learning. Liu et al (2008) suggests
that the vary of personal engagement is also
important to knowledge harvesting.

The current research develops two groups
of factors. The first group includes factors
which belong to organization (knowledge
harvester). The second group contains
individual factor (knowledge carriers).

3.1. Organizational factors

Organizational factors are viewed as
factors to which they are associated with

organizational strategies in term of knowledge

~ harvesting. Learning is a process by which it is

designed rather than by chances (Garvin,
1993). Learning process should start from the
intent to learn (learning intent). The resources
(learning capability) are specified to realize the
intent. Learning process should be governed
and controlled so that the learning result

consists with learning objectives.
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In the following section, it is going to
review clearly each factor to knowledge
harvesting.

3.1.1. Learning intent

According to Hamel (1991), in the
strategic alliance context, learning intent means
the desire and will of an organization to learn
from it partner or cooperative environment.
Learning intent reflects the local firm’s initial
propensity to view collaboration as an
opportunity to learning the other firm’s
knowledge and skills. Leamning intent
sometimes refers as motivation to learn (Mohr
& Sengupta, 2002). Moreover, learning intent
is likely to be a major driving force behind the
resource allocated for learning (Kalling, 2003).
Tsang (1999) proposes the presence of learning
intent in a firm is the first step toward effective
learning although learning intent is not
essential for learning in some cases such as
experiential learning, to take place. As mention
earlier, IJV must be formed for the purpose of
learning, so learning should be conscious intent
to which drives to learning behaviors.
Therefore, the proposition is stated that

Proposition 1: The learning intent of local
firms has a positive influence on knowledge
harvesting

3.1.2. Learning capability

It is understood that learning capacity at
the organization level is as the equivalent of
bounded rationality at the individual level
(Simonin, 2004). Bounded rationality is the
limited capacity of human being to obtain,

store, process and share information accurately.

Learning capability is similar to absorptive
capability. Cohen and Levinthal (1990) define
absorptive capability is the ability to recognize
the value of new external knowledge,
assimilate it and apply it to commercial ends.
The concept of learning capability is refined
into three distinct components: resource,
incentive and  cognitive-based  learning
capability (Simonin, 2004). Leaming is a
collective activity that takes place under certain
conditions and circumstances. Therefore
organizations need to create the conditions to
foster learning (Goh, 2003). So that, the
proposition is:

Proposition 2: The learning capability of
local firms has a positive influence on
knowledge harvesting

3.1.3. Organizational control

Organizational control is the efforts of
management to increase the likelihood
individual will act in the way with organization
that leads to the attainment of organizational
objectives (Flamholtz et al, 1985; King &
Marks Jr, 2008). According to Jaworski (1988),
control implies that the standard has been set,
monitored and correct action is taken when a
deviation from the standard is deemed. It is a
factor has a significant role to an individual’s
willingness to share his/her knowledge
(Loebecke et al, 1999; King & Marks Jr, 2008).
There are two types of organizational control
which is identified: formal and informal
(Jaworski, 1988). Formal control is written

managerial-mechanism. In contrast, informal
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control is unwritten. Therefore, the proposition
is that:

Proposition 3: The organizational control
system has a positive impact on knowledge
harvesting.

3.1.4. Personal engagement

People who those finish their roles in JV
and come back to parent firms are knowledge
connection between parent firms and 1JVs. The
success or failure of knowledge harvesting
process is almost depended on level of the
personal engagement of these people in terms
of commit to come back parent firms,
utilization and sharing their knowledge. In fact,
there are numbers of employees do not come
back parent firms after finish their roles in IJVs
or they are not enthusiasm using and sharing
their knowledge which has been learn from JV
for parent firms development.

Personal engagement is understood as the
“hamessing of organization members’ selves to
their work roles; in engagement, people employ
and express themselves physically, cognitively
and emotionally during their performance”
(Kahn, 1990, pp.694). Individuals become
engaged when their energy is driven into role
behaviors (self-employment) and display the
self within role (self-expression). Kahn (1990)
and May et al (2004) determines the
psychological foundations hiding behind the

issue are: meaningfulness, safety and

availability. Meaningfulness refers to the
values or the purposes of the engagement of
staffs to parent firms whereas psychological
safety refers to the feeling able to contribute
the knowledge to organizational development
without fear of negative consequences to self-
image, status or career. Psychological
availability is the individual’s belief that he/she
has enough emotional, cognitive resources to
support for engaging in role performance.
These C(;ncepts help to explain “the variances
in people’s bringing to and leaving out of
themselves in their work role performances”
(Simpson, 2009, pp. 1014). Indeed, individual
has better resources may have higher level of
availability. There are evidences the
relationship between engagement of employee
at work and organizational outcomes (Simpson,
2009). Therefore, the proposition is stated that:

Proposition 4: The engagement of people
who carry knowledge from 1JVs to local firms
has a positive influence on knowledge
harvesting.
4, CONCEPTUAL FRAMEWORK

Based on the analysis above, it is going to
develop the framework which illustrates the
impact of these factors on knowledge

harvesting (Figure 1).
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Organizational factors

¢ Leaming intent
¢ Leamning capability
¢ Organizational control

Individual factor

® Personal engagement

Knowledge
harvesting

Figure 1. Factors influence on knowledge harvesting

5. SUMMARY
In summary, harvesting knowledge from
strategic alliances is the motivation of firms in

developing countries. The paper has been

organizational control and personal
engagement. The propositions are also stated to
address the relationship of these factors to

knowledge harvesting. However, this is just a

referred to numbers of factors which have a conceptual paper; so that additional hypothesis

significant role to knowledge harvesting: testing is needed in next step of the current

learning intent, learning capability, research.

THU HOACH TRI THU'C TU CAC LIEN DOANH QUOC TE (1JVS)

Trwong Quang Do
Truong Pai hoc Bach khoa, PHQG - HCM

TOM TAT: Hoc tdp trong (théng qua) IJVs da tré thanh mot van dang quan tdm trong cdc tranh
ludn vé hoc 1ap 16 chirc. Bai bdo nay duge phat trién dé xem xét viéc hoc Idp giita cdc doi tac trong
(théng qua) IJVs, né tdp trung vao su di chuyén ciia tri thire da dirge chuyén héa va tao méi tir IJVs vé
lai cdc cong ty me dia phieong (Thu hoach tri thirc). Pé lam duoc diéu nay; trude tién, Iy thuyét vé chi
dé nay dwoc tong hop va phén tich, gom: hoc tdp 6 chirc, quan tri va thu hoach tri thirc trong (thong
qua) LJVs. Thit nhi, xem xét mét 56 yéu 16 ¢é nang lyc anh hwong dén thu hoach wi thirc: y dinh hoc tdp
(learning intent), nang luc hoc tdp (learning capability), kiém sodt té chirc vé hoc tdp (organizational
control) vi: cam két ciia cd nhén vé hoc tdp (personal engagement). Tiép theo, cdc gia dinh vé méi quan
hé tich cuc giita cdc yéu t6 nay va thu hoach tri thire dwoc thiét lgp. Dua trén cdc gia dinh nay, mé hinh
mé phong dwoc phat trién. Ddy la nhitg gi duoc trinh bay trong bai viét nay.

Tir khda: Hoc tdp trong (thong qua) IJVs, Thu hoach tri thitc
Trang 76




TAP CHi PHAT TRIEN KH&CN, TAP 13, $0 02 - 2010

REFERENCES
[1].Argyris, C. & Schon, D. A.

Organizational learning: a theory of
action  perspective, Reading, MA:
Addison-Wesley, (1978).

[2].Beamish, P. & Berdrow, I. Learning from
[JVs: The unintended outcome, Long
range planning, 36, 285-303, (2003).

[3].Berdrow, [. & Lane, H.W. International
joint ventures: creating value through
successful
Journal of world business, 38(1), 15-30,
(2003).

[4].Cangelosi, V. E., & Drilll W. R.

Organizational learning: Observations

knowledge = management,

toward a theory, Administrative science
quarterly, 10, 175-203, (1995).

[5].Cohen, WM & Levinthal, D.A.
Absorptive capacity: a new perspective on
learning and innovation, Administrative
science quarterly, 35 (1), 128-152,
(1990).

[6].Dodgson, M. Organizational learning: a
review of some literatures, Organization
studies, 14(3), 375-394, (1993).

[7].Fiol, C. M. & Lyles M. A. Organizational
learning, Academy of management
review, 10(4), 803-813, (1985).

[8]. Flamholtz, E., Das, T. & Tsui A. Toward
an integrative [framework of

organizational  control,  Accounting,

organizations and society, 10(1), 35-50,

(1985).

[9].Garvin, D.A.  Building a learning
organization, Harvard business review,
71(4), 78-91, (1993).

[10].Goh, S.C. Improving organizational
learning capability: lessons from two
cases studies, The learning organization,
10(4), 216-227, (2003).

[11].Hamel, G. Competition for competence
and  inter-partner  learning  within
international sirategic alliances, Strategic
management journal, 12 (special issue),
83-103, (1991).

[12].Le, N. H. & Evangelista, F. Acquiring tacit
and explicit marketing knowledge from
Sforeign partners in IJVs, Journal of
business research, 60, 1152-1165, (2007).

[13].Huber, G. P. Organizational learning: a
contributing processes and literatures,
Organization science, 2(1), 88-115,
(1991).

[14]. Hult, G. T. M. Managing the international
strategic sourcing function as a market-
driven organizational learning system,

Decision  sciences, 29(1), 191-214,

(1998).

[15].Inkpen, A.C. Learning and knowledge
acquisition through international
strategic  alliances, = Academy  of

management executive, 12(4), 69-80,
(1998).
[16].Inkpen, A.C. & Crossan, M.M. Believing
is  seeing:  joint  ventures  and
organizational  learning, Journal of
management studies, 32(5), 595-618,

(1995).

Trang 77 |



Science & Technology Development, Vol 13, No.02- 2010

[17).Jaworski, B. J. Toward a theory of
marketing control: environmental context,
control types and consequences, Journal
of marketing, 52, 23-39. (1988).

[18).Kahn, W. Psychological conditions of
personal engagement and disengagement
at work, Academy of management
journal, 33(4), pp. 692-724, (1990).

[19).Kalling, T.  Organizational-internal
transfer of knowledge and the role of
motivation: a qualitative case study,
Knowledge and process management,
10(2), 115-126. (2003).

[20].King, W. R., Marks Jr, P. V., Motivating
knowledge sharing through a knowledge
management system, The international
journal of management science, 36, 131-
146, (2008).

[21].Levitt, B. & March J. G. Organizational
learning, Annual review of sociology, 14,
319-340, (1988).

[22].Liuy, C. H., Rama, D. and Becerra-
Fernadez, 1. The proposal of conditions of
personal engagement in knowledge
harvesting, IEEE International
Conference on e-Business Engineering.

[23].Loebecke C, Van Fenema P & Powell P.
Co-operation and knowledge transfer,
Database for advances in information
systems, 30(2), 14-25, (1999).

[24].May, D.R., Richard, L.G. & Harter, L.M.
The  psychological  conditions  of

meaningfulness, safety and availability

and the engagement of the human spirit at

work, Journal of occupational and

organizational psychology, 77, 11-37,
(2004). '

[25].Mohr, J. 1., & Sengupta, S. Managing the
paradox of interfirm learning: the role of
governance mechanism, Journal of
business and industrial marketing, 17(4),
282-301, (2002).

[26].Simon, H.A. Bounded rationality and
organizational learning, Organizational
science, 2(1), 125-134, (1991).

[27].Simpson, M.R. Engagement at work: a
review of the literature, International
Jjournal of nursing studies, 46, 1012-1024,
(2009).

[28].Sinkula, J. M., Market information
processing and organizational learning,
Journal of Marketing, 58, 35-45, (1994).

[29].Slater, S. F. & Narver, J. C. Market
orientation and the learning organization,
Journal of marketing, 59, 63-74, (1995).

[30]. Tiemessen, 1., Lane, H.W., Crossan, M.M.
and Inkpen, A.C. Knowledge management
in international joint ventures. In
Beamish, P. and Killings, J. (eds),
Cooperative strategies, North American
perspectives. New Lexington press, San
Francisco, CA, 370-399, (1997).

[31].Tsang, EW.K. 4 preliminary typology of
learning in  international  strategic
alliances, Journal of world business,
34(3), 211-229. (1999).

Trang 78



