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This paper explores the theoretical and practical foundations of knowledge management
and learning organizations by examining three key areas: the distinction between tacit
and explicit knowledge, the mechanisms for knowledge sharing, and established
frameworks for fostering organizational learning. It begins by differentiating between
tacit knowledge—personal, experience-based, and difficult to articulate—and explicit
knowledge, which is formalized, codified, and easily transferable. Using Nonaka and
Takeuchi’s SECI model, the paper underscores the dynamic transformation between these
knowledge types, which is vital for innovation and continuous learning in organizations.
Next, the study identifies mechanisms that facilitate knowledge sharing, emphasizing both
formal and informal channels. While documentation systems and training programs
effectively disseminate explicit knowledge, informal practices such as mentoring,
storytelling, and communities of practice are essential for transmitting tacit knowledge.
The paper also highlights the critical role of organizational culture, trust, and leadership
in encouraging knowledge flow. Technology, although an important enabler, is shown to
be insufficient without attention to human motivation and structural supports.

Finally, the paper reviews several influential frameworks that conceptualize learning
organizations. Senge’s five disciplines framework, Garvin's three building blocks, and
Argyris and Schon’s distinction between single-loop and double-loop learning offer
complementary approaches to embedding learning into organizational processes. French
contributions from Le Boterf and De la Garanderie expand the analysis by incorporating
competence development and cognitive strategies. Technological systems and quality
models, such as knowledge management systems (KMS) and the EFQM Excellence
Model, are also examined for their support in operationalizing learning processes.

The paper concludes that becoming a learning organization involves more than acquiring
information. It requires integrating technical tools with cultural, behavioral, and
structural changes. Leaders play a pivotal role by fostering environments of trust,
openness, and continuous improvement. By aligning knowledge management practices
with learning frameworks, organizations can enhance adaptability, innovation, and
sustained performance. This integrated perspective offers valuable insights for both
academic inquiry and managerial application in knowledge-intensive environments.

Introduction

In the context of a global economy increasingly driven by knowledge, organizations face mounting pressure to learn

continuously, adapt rapidly,

and innovate systematically. As such, the fields of knowledge management and

organizational learning have emerged as central concerns for both researchers and practitioners in business
administration. Knowledge, as a strategic asset, underpins not only operational effectiveness but also long-term
competitiveness. However, managing and mobilizing knowledge is a complex task due to its diverse forms,

embeddedness in individuals,

and dependence on organizational culture and structure.
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The distinction between tacit and explicit knowledge provides a foundational lens for understanding the challenges
and opportunities in knowledge management. Tacit knowledge, rooted in individual experiences and cognitive
frameworks, is difficult to articulate or codify. In contrast, explicit knowledge can be readily documented, stored, and
transferred. Organizations that learn how to manage both forms of knowledge—and to facilitate their transformation—
are more likely to achieve innovation and resilience. Nonaka and Takeuchi’s SECI model, for instance, illustrates the
cyclical interaction between tacit and explicit knowledge, emphasizing the need for organizations to develop dynamic
processes that foster continuous knowledge creation and renewal.

Knowledge sharing serves as the essential mechanism through which organizational knowledge becomes collective
and actionable. While formal systems such as repositories and procedures support explicit knowledge transfer, the
sharing of tacit knowledge relies on informal mechanisms like mentoring, dialogue, and communities of practice. These
practices require a conducive organizational culture characterized by trust, openness, and collaboration. Moreover,
structural factors—such as leadership style, incentives, and technological infrastructure—significantly influence the
flow of knowledge across functional and hierarchical boundaries.

To address the challenges of learning and knowledge transfer, several conceptual frameworks have been developed
to guide organizational practice. Notable among these are Peter Senge’s five disciplines model, Garvin’s operational
learning model, and Argyris and Schon’s double-loop learning theory. These frameworks, complemented by
contributions from European scholars such as Le Boterf and De la Garanderie, offer multidimensional perspectives on
how learning can be embedded into the routines, systems, and values of organizations.

This paper aims to examine these three core dimensions—knowledge types, sharing mechanisms, and learning
frameworks—to offer a comprehensive understanding of how organizations can evolve into knowledge-rich and
adaptive systems. By integrating theoretical insights with practical implications, this study contributes to ongoing
efforts to design organizations that learn and thrive in a complex, changing environment.

1. Tacitvs. Explicit Knowledge

Knowledge in organizations can be broadly categorized into two types: tacit knowledge and explicit knowledge.
Understanding the differences between these two forms is critical for effective knowledge management and for
fostering learning organizations. Tacit knowledge is highly personal, context-specific, and often acquired through
experience. It is difficult to articulate, codify, or transfer to others through formal means. For instance, skills such as
riding a bicycle, interpreting market nuances, or leading a team require deep experiential learning that cannot be easily
documented (Polanyi, 1966; Nonaka & Takeuchi, 1995). Tacit knowledge resides within individuals and is shaped by
cognitive frameworks, beliefs, and values. It includes intuitive insights, mental models, and practical know-how,
making it challenging to externalize or digitize (Koskinen et al., 2003). On the other hand, explicit knowledge refers to
knowledge that can be easily expressed, recorded, and transmitted. It is formal, systematic, and typically found in
documents, manuals, databases, and procedures (Davenport & Prusak, 1998). Explicit knowledge is often regarded as
more manageable because it can be shared through training sessions, standard operating procedures, and knowledge
repositories (Alavi & Leidner, 2001). However, it represents only a fraction of what an organization knows. In the
context of learning organizations, managing the interplay between tacit and explicit knowledge is essential. According
to Nonaka’s SECI model—Socialization, Externalization, Combination, and Internalization—knowledge is
continuously transformed from tacit to explicit and vice versa through dynamic interaction processes (Nonaka &
Takeuchi, 1995). Socialization involves sharing tacit knowledge through shared experiences, while externalization
translates this tacit knowledge into explicit concepts. Combination then integrates different forms of explicit knowledge,
and internalization converts explicit knowledge back into tacit form through learning-by-doing. Organizations that
foster both types of knowledge are better positioned to innovate, adapt, and sustain competitive advantage. This duality
forms the backbone of knowledge creation in modern enterprises (Grant, 1996). While explicit knowledge enables
operational efficiency and standardization, tacit knowledge fosters innovation and problem-solving. The challenge lies
in designing systems, cultures, and practices that allow individuals to share what they know implicitly while also
capturing and organizing explicit knowledge. Managers must therefore encourage trust-based environments where
informal interactions, mentoring, and communities of practice thrive (Wenger, 1998). In conclusion, the distinction
between tacit and explicit knowledge is more than a theoretical concern; it has practical implications for knowledge
management strategies and the development of learning organizations. Recognizing the unique value and limitations of
each type enables organizations to create a knowledge-rich environment conducive to continuous learning and
adaptation.

Journal of Management, Organizations and Strategy Vol. 2, No. 4, 20-24 (2020) 21



Bedoui Samia

2. Mechanisms for Knowledge Sharing:

Effective knowledge sharing is central to the success of knowledge management and the cultivation of learning
organizations. Knowledge sharing refers to the process by which individuals exchange both tacit and explicit
knowledge to create new understanding or improve organizational performance. There are various mechanisms—
formal and informal—that facilitate this process. Formal mechanisms include documentation systems, knowledge
repositories, training programs, and structured meetings. These tools are particularly effective for sharing explicit
knowledge, such as procedural guidelines or market data (Alavi & Leidner, 2001). Informal mechanisms, on the other
hand, involve interpersonal communication, mentoring, storytelling, and social networks. These are critical for
transferring tacit knowledge, which is deeply embedded in individual experiences (Kogut & Zander, 1992; Cross &
Sproull, 2004). Communities of practice are another powerful informal mechanism where individuals with shared
interests interact regularly, fostering trust and mutual learning (Wenger, 1998). Organizational culture also plays a
pivotal role. A culture that values collaboration, openness, and trust will significantly enhance knowledge sharing
behaviors (De Long & Fahey, 2000). Conversely, cultures characterized by fear, excessive competition, or rigid
hierarchies tend to suppress knowledge flows. Technology provides essential support by enabling virtual collaboration
and storing large amounts of codified knowledge. Platforms like intranets, groupware, and enterprise social media tools
offer avenues for synchronous and asynchronous exchange (Ruggles, 1998). However, technology alone is insufficient.
Human and relational factors such as motivation, trust, and reciprocity are crucial in determining whether knowledge is
willingly shared. Incentive systems can encourage participation, but intrinsic motivation—such as professional pride
and the desire to contribute—is often more effective (Osterloh & Frey, 2000). Structural elements such as
organizational design and leadership style also influence knowledge sharing. Decentralized structures and participative
leadership styles are more conducive to open exchange compared to highly bureaucratic systems. Furthermore,
organizations must address potential barriers, including knowledge hoarding, lack of time, and misalignment of goals.
Strategies to overcome these include fostering psychological safety, aligning individual and organizational goals, and
investing in learning and development (Bartol & Srivastava, 2002). In sum, knowledge sharing is a complex,
multifaceted process that requires alignment of technological tools, organizational culture, human motivation, and
structural supports. Organizations that successfully integrate these mechanisms create environments where knowledge
flows freely, leading to continuous learning, innovation, and sustainable performance.

3. Frameworks for Learning Organizations:

The concept of learning organizations has attracted significant attention in the fields of management, organizational
behavior, and knowledge management. Several frameworks have been proposed to understand how organizations can
learn systematically and adapt effectively to changing environments. One of the most influential frameworks is that of
Peter Senge, who defined the learning organization as one where individuals continually expand their capabilities to
create the results they truly desire (Senge, 1990). His model includes five core disciplines: personal mastery, mental
models, shared vision, team learning, and systems thinking. These disciplines together create a holistic view of how
learning can be embedded in organizational culture. Systems thinking, in particular, is the cornerstone of Senge’s
approach because it helps organizations see interrelationships rather than linear cause-effect chains, allowing for better
decision-making and long-term sustainability. Another important framework comes from Garvin (1993), who proposed
that a learning organization is skilled at creating, acquiring, and transferring knowledge, and at modifying its behavior
to reflect new knowledge and insights. Garvin emphasized three building blocks: a supportive learning environment,
concrete learning processes and practices, and leadership that reinforces learning. This framework provides a more
operational approach, enabling managers to diagnose learning capacities within their organizations. A further notable
contribution is Argyris and Schon’s theory of single-loop and double-loop learning (Argyris & Schdn, 1978). In single-
loop learning, organizations correct errors using existing norms and routines, while double-loop learning involves
questioning and altering the underlying assumptions behind those routines. Double-loop learning is considered more
advanced and essential for transformational change, although it is more difficult to achieve due to resistance and
organizational inertia. French scholars have also contributed significantly to this field. For instance, Le Boterf (1999)
stressed the role of competence building and contextual learning as central elements in organizational development. His
framework focused on how professional competence is not only about knowledge but also about mobilizing resources
in specific situations. Similarly, De la Garanderie (1992) emphasized the role of cognitive strategies and awareness in
the learning process within educational and organizational contexts. Technological advancements have also led to
newer frameworks, such as the use of knowledge management systems (KMS) to support learning processes. However,
the effectiveness of such systems depends largely on how well they align with the organizational culture and structure
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(Davenport & Prusak, 1998). Furthermore, the European Foundation for Quality Management (EFQM) Excellence
Model, although initially developed for quality management, has been adapted to support learning organization
principles by focusing on continuous improvement and stakeholder engagement (EFQM, 1999). Overall, these
frameworks offer diverse but complementary perspectives on what it means to be a learning organization. They
highlight that organizational learning is not merely about acquiring information but involves deep cultural, behavioral,
and structural changes. To build a truly learning-oriented organization, it is essential to integrate elements from
different models, considering both the technical and human dimensions. Leaders play a pivotal role in this process by
creating an environment of trust, encouraging experimentation, and modeling the behaviors they wish to see. A

comprehensive understanding of these frameworks provides valuable tools for both scholars and practitioners
seeking to foster learning and adaptability in complex organizational settings.

Conclusion

This study has examined the essential components of knowledge management and learning organizations by
focusing on three interconnected areas: the distinction between tacit and explicit knowledge, the mechanisms that
enable knowledge sharing, and the theoretical frameworks that guide the development of learning organizations.
Together, these elements offer a coherent understanding of how organizations can leverage knowledge to adapt,
innovate, and remain competitive in complex and changing environments.

First, the analysis of tacit and explicit knowledge highlighted the importance of recognizing the unique
characteristics of each. Tacit knowledge, deeply embedded in personal experience and context, is difficult to formalize
but crucial for creativity, leadership, and judgment. Explicit knowledge, in contrast, is codifiable and easier to share
through structured systems. The interplay between these two types of knowledge, particularly through the processes
outlined in the SECI model—Socialization, Externalization, Combination, and Internalization—is fundamental for
continuous organizational learning and innovation.

Second, the study emphasized that effective knowledge sharing is not a purely technical process but depends
heavily on social, cultural, and organizational factors. While technology supports the storage and transmission of
explicit knowledge, tacit knowledge flows mainly through informal interactions, such as mentoring, dialogue, and
communities of practice. A collaborative and trust-based organizational culture, along with participative leadership and
supportive structures, is essential to encourage open exchange and knowledge dissemination.

Third, the review of learning organization frameworks provided practical models for embedding learning into
organizational systems. Senge’s five disciplines framework, Garvin’s learning organization model, and Argyris and
Schon’s theories of single-loop and double-loop learning each offer distinct yet complementary approaches.
Contributions from French scholars like Le Boterf and De la Garanderie further enriched the analysis by focusing on
competence and cognitive strategies. These models reinforce the idea that learning organizations are not built solely
through information acquisition, but through deeper changes in mindset, behavior, and structure.

In conclusion, becoming a learning organization requires a holistic and integrated approach to knowledge. It
involves managing different types of knowledge, fostering a culture of sharing, and aligning structures and leadership
practices with learning goals. Organizations that invest in these areas are better prepared to respond to uncertainty,
build collective intelligence, and sustain long-term performance. For researchers and managers alike, the findings of
this study provide a valuable foundation for designing more resilient and knowledge-intensive organizations.
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