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Fraunhofer IAO
Stuttgart

Locations of the Fraunhofer– Gesellschaft

Fraunhofer-institutions abroad:

Fraunhofer USA Inc. with
sites in Boston (Massachusetts)
and Ann Arbor (Michigan)

Fraunhofer-representation-offices in
Kuala Lumpur (Malaysia); Being (China)
and Singapore

Fraunhofer-Gesellschaft  in Germany

60 institutions at 46 different sites
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Profile of the Fraunhofer Institut für Arbeitswirtschaft und 
Organisation (IAO)

Founded: 1981

Staff of 140 (2003)

16,5 million Euro research volume (03)

Location: Stuttgart

Website: www.iao.fraunhofer.de

Applied research and consulting in the field of technology management
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Introduction

The single great challenge facing managers in the developed countries of the world is to raise 
the productivity of knowledge and service workers.
This challenge, which will dominate the management agenda for the next several decades, will 
ultimately determine the competitive performance of companies. Peter Drucker 1991

Understanding the nature of knowledge work and how to manage knowledge 
workers must precede the management of knowledge itself. Cortada & Woods, 1999

The most common approach to high-end knowledge work that we encountered can be 
summarised as „hire smart people and leave them alone”. Davenport, 2002

Drucker, P. F.: The New Productivity 
Challenge. In: Harvard Business Review 
(1991)  Reprint 91605, S. 1-8.

Cortada; J. W. & Woods, J. A.: The 
Knowledge Management Yearbook 1999-
2000. Boston: Butterworth-Heinemann, 
1999.
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Companies are struggling with their handling of knowledge work

Davenport, T. H.; Thomas, R. J. & Cantrell, S.: 
The Mysterious Art and Science of Knowledge-
Worker Performance. In: Sloan Management 
Review (2002)  Fall, S. 23-30.

- The determinants of knowledge-worker performance are clear (management, organisation, 
information technology, workplace design). How to integrate them remains murky.

- Many organizations resist the idea that segmentation of knowledge workers is 
necessary. They are concerned about perceptions of elitism

- No one seems to own the problem of knowledge-worker performance. 
Managers don‘t find the time, IT and HR suffer from incomplete understanding of processes

- Companies are experimenting heavily with workplace redesign, but they aren't learning 
very much. 

- There is a great reluctance to alter knowledge work, especially at the high end.
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In our experience

Most companies only get aware of knowledge work when they encounter major 
difficulties in doing something new, e.g. if they …

- want to offer new products or service

- want change their competitive strategies

- want to implement new technologies

- want to re-engineer their processes

- have to follow new regulations and laws

- …
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Example: Accor, one of Europe‘s major hotel chains

Company Profile:
4000 Hotels in 140 countries 
13 Brands (Etap, Ibis, Novotel, Mercure, Sofitel...) 
157.000 Employees worldwide
Highly standardised products and processes
The Idea:
Implement a new reservation system and at the same 
time revenue management as a new selling strategy
Challenge:
New job requirements at reception/reservation
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Principal tasks and their grading

Reservation System

Receptionists

Reservation 
Staff

Hotel Managers

Revenue 
Managers

Know-what* Know-how* Know-why* Care-why*

Operate 
system

Pass 
into RM

Make 
forecast
s

Controlling 
& coaching

Inform 
persuade

technical problems

New allocated

New task

Rise in complexity

Problems mentioned

Upselling / 
downselling

Decide 
rates

Observe 
market

Perform 
booking

*Cf.: Quinn, J. B.; Anderson, P. & Finkelstein, 
S.: Managing Professional Intellect: Making 
the Most of the Best. In: Harvard Business 
Review March-April  (1996) S. 71-80.

Innovations 
result in a 
rise of  
knowledge 
work
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Expected future tasks and skill requirements
Stage 0 Stage I Stage II Stage III

routine tasks

Make 
forecasts Controlling 

& coaching

Monitoring

Reservation 
system

Directors

Reservation 
Staff 
/Receptionists

Revenue-
Managers

Set rates

Observe market, 
change rates

Book rooms

Decide min.-max. 
rates,
Upselling-downselling

Book rooms know-what

know-how

know-why 

care-why

Requirements are 
changing heavily 
over time



Page 11S
YH

/7
21

 -
19

/1
0/

20
05

 1
6:

19

Knowledge Work Management

What can we learn from such projects?

You can find knowledge work almost everywhere

Task requirements (and learning needs) at a workplace are not as
stable as we might think. 
Major changes may almost come over night.

It’s not only about seminars or knowledge management systems. 
We have to look at the whole picture to find appropriate solutions

Knowledge Work Management & Professional Learning
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KWM Key Issue Areas

Knowledge 
Work

Technology 
(KMS, LMS, etc.)

Knowledge 
Workers 

Knowledge-
intensive 

Companies Technology Management

Usabilty, 
Ergonomics, 
etc.

Human 
Resource 

Management
job requirements & 

learning needs

Suggest learning 
arrangements 
meeting the specific 
requirements of  
knowledge workers

KIA: Competence 
Development  
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KWM Key Issue Areas

Knowledge 
Work

Technology 
(KMS, LMS, etc.)

Knowledge 
Workers 

Knowledge-
intensive 

Companies Technology Management

Usabilty, 
Ergonomics, 
etc.

Human 
Resource 

Management
KIA: Competence 

Development  

KIA: 
Organisational 
Learning  

Suggest learning 
arrangements 
integrating individual 
and organisational 
learning processes
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KWM Key Issue Areas

Knowledge 
Work

Technology 
(KMS, LMS, etc.)

Knowledge 
Workers 

Knowledge-
intensive 

Companies Technology Management

Usabilty, 
Ergonomics, 
etc.

Human 
Resource 

Management

KIA: 
New Work 
Organisation

KIA: 
Organisational 
Learning  

KIA: Competence 
Development  

Suggest learning 
arrangements 
matching the HR and 
Job alignment 
strategies of the 
company
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KWM Key Issue Areas

Knowledge 
Work

Technology 
(KMS, LMS, etc.)

Knowledge 
Workers 

Knowledge-
intensive 

Companies Technology Management

Usabilty, 
Ergonomics, 
etc.

Human 
Resource 

Management

KIA: 
New Work 
Organisation

KIA: 
Organisational 
Learning  

KIA: Competence 
Development  

KIA: Knowledge 
Product 
Management

Suggest learning 
arrangements 
facilitating the use and
development of 
knowledge products



Page 16S
YH

/7
21

 -
19

/1
0/

20
05

 1
6:

19

Knowledge Work Management

KWM Key Issue Areas

Knowledge 
Work

Technology 
(KMS, LMS, etc.)

Knowledge 
Workers 

Knowledge-
intensive 

Companies Technology Management

Usabilty, 
Ergonomics, 
etc.

Human 
Resource 

Management

KIA: 
New Work 
Organisation

KIA: 
Performance 
& Productivity 

KIA: 
Organisational 
Learning  

KIA: Competence 
Development  

KIA: Knowledge 
Product 
Management

Suggest learning 
arrangements 
resulting in 
measurable effects on 
individual performance
and productivity
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KWM Key Issue Areas

Knowledge 
Work

Technology 
(KMS, LMS, etc.)

Knowledge 
Workers 

Knowledge-
intensive 

Companies Technology Management

Usabilty, 
Ergonomics, 
etc.

Human 
Resource 

Management

KIA: 
New Work 
Organisation

KIA: 
Performance 
Management 

KIA: 
Performance 
& Productivity 

KIA: 
Organisational 
Learning  

KIA: Competence 
Development  

KIA: Knowledge 
Product 
Management

Suggest learning 
arrangements resulting 
in measurable effects 
on the company‘s 
performance
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The KWM Framework

Knowledge 
Work

Technology 
(KMS, LMS, etc.)

Knowledge 
Workers 

Knowledge-
intensive 

Companies Technology Management

Usabilty, 
Ergonomics, 
etc.

Human 
Resource 

Management

KIA: 
New Work 
Organisation

KIA: 
Performance 
Management 

KIA: 
Performance 
& Productivity 

KIA: 
Organisational 
Learning  

KIA: Competence 
Development  

KIA: Knowledge 
Product 
Management
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Data Collection in ProLearn

Challenges, solutions, experiences concerning …
- Competence development and design of TEL 

Arrangements for knowledge workers
- …

Trends in …
- Knowledge Work 

Management
- Learning@Workplace
- Technology Enhanced 

Learning

Links between …
- Organisational Learning & TEL
- New Work Organisation & TEL
- Competence Development & TEL
- Knowledge Product Management & TEL
- Performance/Productivity & TEL
- Performance Management & TEL

Experts

Journals

Organisations 
& Networks

Conferences

Websites

Academic 
Articles Applied Research 

Articles

Good 
Practices

Projects

Industry 
Reports

OVERVIEW ON RESOURCES & DEVELOPMENTS 

COLLECTION OF SPECIFIC REPORTS

RECOMMENDATIONS 
ON USER-DRIVEN 

DESIGN

Innovative 
Approaches

Expert Interviews
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www.prolearn-online.de 

Please select sub channel: KWM
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Contact to WP 7 „KWM and Learning Arrangements“

Fraunhofer Institut für 
Arbeitswirtschaft und Organisation (IAO)

Sibylle Hermann   
Phone: +49 (0)711 970 2020, 2051

Competence Centre Personalmanagement
Nobelstraße 12
70569 Stuttgart
Fax: +49 (0) 711 970 2299

prolearn@iao.fraunhofer.de
sibylle.hermann@iao.fraunhofer.de 

Walter Ganz

Sibylle Hermann


