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Abstract
Objectives - In this paper our aim is to conceptualize learning community in the context of business development consisting of multiple stakeholders - firms and facilitators. More specifically our research question is: How a learning community is conceptualized and enacted through a set of interventions?

Prior work – Organizational studies have focused on the themes of learning organizations and organizational learning. But it is necessary to acknowledge that organizations can no longer afford to be self-focused while learning but instead they need to collaborate and learn together. Insights from the literature on collaborative learning and learning communities is applied to form the theoretical background of this study. 

Approach – This is an ethnographic study of a community consisting of business development organization, five companies operating in different industries and researchers from two universities (university of applied sciences and school of economics). The study makes sense and interprets a process of interventions for management coaching called learning camps, and an analogy from contemporary arts – collective creation – is used. 

[bookmark: _GoBack]Results – The creation of learning community is analyzed by exploring the elements of collective creation: means, materials and modes of engagement. The learning community can be conceptualized as groups of people that come together to learn together, take ownership of their and others’ learning and engage in an open exchange of experiences. The learning community can be strengthened and their experience of learning is possible to be intensified during a process of interventions. These interventions need to be based and continually updated based on the real life challenges and happenings of the businesses. Different materials and means are important for the development of the community, and could be perhaps illustrated best with the concept of ‘splace’ for learning (Levinsohn, 2015): different and constantly changing physical locations, and the use of different materials supporting learning when the right answer, ie. the learning goal, is not externally provided but something that each participant needs to constantly reflect and focus. 

Implications and value - Our study contributes to the learning community literature and to developing new understanding of co-creative learning in the business context. Combining co-creation and learning is important as it also challenges the traditional view of unidirectional management consulting, and suggest that learning is co-created together in the community. 
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Introduction

Learning organizations (Senge, 2006) and organizational learning (Argyris & Schön, 1996) have been of great interest within organization studies in particular. Learning is seen in a pivotal role in improving human resources and in enhancing and developing firm competencies and capabilities that will contribute to the firm’s continued success. However, existing research in this area mostly adopts the perspective of a singular organization. And this view is amplified in the management consulting and coaching literature, where the dyadic relationship between the consultant and the organization is investigated (Aarikka-Stenroos & Jaakkola, 2011; von Becker, Aromaa & Eriksson, 2015 ). But it is necessary to acknowledge that organizations can no longer afford to be self-focused while learning but instead they need to collaborate and learn together. This co-creative learning has been raised as an issue for example in value networks consisting of customers and other stakeholders (Desai, 2010). 

This formation could be conceptualized as ‘a learning community’ fostering an environment where people can learn together, for the collective good and for themselves. They are groups of people that come together to focus developing an area that they all have in common (e.g. Senge & Scharmer, 2006) Based on our literature review it became evident, however, the ‘learning community’ is not an established, well-defined concept but it has been applied in various different meanings. For example, teachers within a school could form a professional learning community to discuss student learning (Allen, 2013). In addition, it has been used as a concept to refer to study of spatial, local communities and their learning like in a study by Kearney and Zuber-Skerritt (2012) who focus in their study a Samoan community as a learning community. In other studies, learning community as a concept is attached to the increase of e-learning programmes and virtual connections (Brindley, Walti & Blaschke, 2009) that imply the need for creating a learning community when they are not naturally occurring due to lack of face-to-face interaction. There is not much research into this area, and particularly the learning communities in a business context have rarely been studied (with a few notable exceptions such as Halonen, Kallio & Saari , 2010). Halonen, Kallio and Saari (2010) have investigated concrete tools – a series of workshops – as methods enabling co-creation in practice. They demonstrate the fruitfulness of combining analysis of the past and design of the future simultaneously. This created an opportunity to learn by moving between the past and the future, and through knowledge silos. They also highlight the need for systematic research of the development processes, methods used and analyzing the results and impact.

In this paper our aim is to conceptualize learning community in the context of business development consisting of multiple stakeholders - firms and facilitators. In doing so we aim to contribute to the learning community literature and to developing new understanding of co-creative learning in the business context. Combining co-creation and learning is important as it also challenges the traditional view of unidirectional management consulting, and suggests that learning is co-created together in the community. More specifically our research question is: How a learning community is conceptualized and enacted through a set of interventions? Theoretically we rely on the ideas of co-creative learning and learning communities. Inspired by Allen (2013) we borrow from co-creative arts in order to make sense and interpret the process of interventions, called Learning Camps, through an analogy of contemporary theatre arts practices, as collective creation. 

In this paper we understand that the learning community consists of multiple stakeholders – including representatives from 5 different companies, two facilitators of which one in particular is in charge of guiding the process and 2-4 researchers participating and observing the process. Each company has set their own developmental ambitions to the process and have agreed to come together and share their ideas and exchange views and offer solutions for each other.

Next, we will outline our theoretical background - co-creative learning and learning communities - and then move on discussing the ethnographic approach adopted in this study together with context of the research materials and analysis. We will then report our results, and finally present our discussions and conclusions.

LEARNING COMMUNITIES AND CO-CREATIVE LEARNING

Organizations can no longer afford to be self-focused while learning but instead they need to collaborate and learn together. This co-creative learning has been raised as an issue for example in value networks consisting of customers and other stakeholders (Desai, 2010). Desai (2010) discusses learning co-creation in customer, supplier-partner and in internal informal networks and suggests that there is a need for more “understanding how learning, creativity and adaptability are co-created within a value network” (p. 399). Through co-creation people do not just come together to share what they have learnt before but they come together in spaces where they co-create meaning through reciprocal exchange of ideas, experimenting and doing things together (Raffo et al, 2000; Stodd, 2012; Ballantyne, Frow, Varey & Payne, 2011). Co-creation (Vargo & Lusch, 2004; Prahalad & Ramaswamy, 2004) thus enables social learning. Previous literature on co-creative learning has elaborated the use of open and integrated peer-learning spaces, more specifically dialogical workshops facilitating learning and peers. Open and integrated peer-learning space draws focus on mode of action (dialogue), content (participants´ stories) and place. Dialogical process opens up new opportunities for participants to create new connections and indeed the goal is to catalyze connections (Arnkil & Spangar, 2011). Different kind of methods for triggering dialogue (Halonen et al, 2010) and facilitating co-creation put emphasis on not only the positive aspects, but also on negative aspects that have been studied also in the client-service provider interface (von Becker, Aromaa & Eriksson, 2015). 

Elaborating from Senge’s (2006) concept of learning organization Kearney and Zuber-Skerritt (2012) suggest that the learning processes have value and can operate in other types of collectives beyond the workplace for example in the collective of learning community where individuals share the locality. The learning community fosters an environment where the people can learn together, for the collective good and for themselves. The authors suggest that this requires co-operation, honest communication and a culture of trust and community. Kearney and Zuber-Skerritt (2012) focus in their study a Samoan community, and suggest that the community was able to promote new ways of doing, knowing and being. In other studies, learning community as a concept is attached to the increase of e-learning programmes and virtual connections (Brindley et al., 2009) that imply the need for creating a learning community when they are not naturally occurring due to lack of face-to-face interaction. In other discussions learning communities or learning cohorts are defined as groups of people that come together to focus developing an area that they all have in common. For example, teachers within a school could form a professional learning community to discuss student learning (Allen, 2013). Hence, it seems that the ‘learning community’ is not an established, well-defined concept but it has been applied in various different meanings.
  
Interestingly Allen (2013) offers the analogy of a collective creation in theatre arts to understand and make sense of teachers’ learning community. In collective creation the script is not pre-existing but emerges from the collective activity of the various people involved. He suggests that these processes have in common an emphasis on means, materials and modes of engagement. Means are tools for initiating and guiding activity. This could be for example an initiating question to spur the activity. Materials are resources for activity, and include text, images but also emotions, ideas and metaphors. Modes of engagement refer to the orientation to each other and to their collective activity at any given moment. For example, in improvisational activities it is common to use the practice of ‘Yes, and…’ to accept and elaborate on the offer the collaborator makes. Another mode is collaborators’ critical self-reflection on their process with the understanding that processes of collective creation invite missteps and even embarrassment. “For an individual to hold onto a cherished line, gesture, movement, or idea gets in the way of collective creation” (Allen, 2013, p. 198). Allen (2013) concludes that learning community is to be understood as collective creation that validates reflective dialogue and inquiry as legitimate forms of professional development (as opposed to the one-way transmission of information). It also emphasizes the participants’ responsibility for each other’s learning as well as their own. Thus, ownership is important. The emphasis is on making – creating something new - rather than being together, and reflective practices support this. 

Methodology

Context of the research
The context of our study is a community consisting of business development organization, five companies operating in different industries and researchers from two universities (university of applied sciences and school of economics). The idea for the co-operation was launched in 2014 with a two-fold rationale: 1) to support companies facing changes in their innovation and organizational development and 2) to conduct research in these context in order to benefit also other companies the best possible way. Hence, a series of three overnight workshops called “Learning Camps” were planned, organized and evaluated. The first workshop was organized in June 2015, second in November 2015, and the third in April 2016. The members of business development organization facilitated the workshops. The idea was to offer intensive time for thinking and reflection for managers with a special focus on change management. In addition, the idea was that there were no pre-determined or ready-made answers or solutions rather is was necessary for everyone to trust the process and engage into discussions and reflections and share their experiences to foster learning and change (de Haan, Culpin & Curd, 2011.). There were altogether 15 participants coming from five companies, and they all had committed to participate the series of Learning Camps and also to give feedback and ideas for further development of the concept. The companies operated in different industries (see Table 1) and included 1) provider of technological solutions for smart textiles and sensory clothing development, 2) provider and developer of innovations and products for flexible packaging, 3) provider of turnkey software solutions for different industries and services for accounting, 4) manufacturer and designer of faucets for green room, kitchen and sanitary fitting with two strong brands and 5) electricity company serving customers locally in the region. The five participating companies were invited to participate by business developers.

Table 1. 	The participating companies and their representatives

	Company
	Representative(s) and their role in the company  

	Intelligent Clothing Company Ltd. 
A provider of technological solutions for smart textiles and sensory clothing development. It has recently become part of a global multi-industry group through acquisition. The group employs with 180 000 people. Originally this SME was a spin-off of a 60-yeaers old clothing company making highly technical kids outerwear designed to sustain tough climate conditions.
	· HR Manager
· Vice president / Corporate Development 
· Managing Director (MD) (participated the first and second camp)
· Director of R&D

	Packaging Ltd.
A provider and developer of innovations and products for flexible packaging. The firm is a part of a global company with 3000 employees since 2000. The history of the firm goes back to the 1920s, when this family company began producing paper sacks. 
	· General Manager  
· Head of Sales  
· Production designer and quality controller  

	Software Solutions Company Ltd.
The company develops and offers turnkey software solutions for different industries and especially services for accounting. The company was founded 2003 and has some 70 employees. 
	· Managing Director (MD) (participated the firs camp and partly the third)
· Customer manager (participated the firs camp)

	Water faucets group Ltd.
Manufacturer and designer of faucets for green room, kitchen and sanitary fitting. It has recently acquired another European company operating in a same industry and thus owns two strong bands. The company operates in several European countries and has 1400 employees. The company was founded in 1945 and is still family business. 
	· Director of Human Resources 
· Human Resource Specialist (participated second and third camp) 
· Manager responsible for enterprise resource planning and CRM (participated the first and third camp) 

	The Energy Company Ltd.
Electricity Company serving customer s locally in the Region. Focus is on environment friendly electricity produced by solar power. Family business founded 1921 with 15 employees. The current managing director started August 2015. 
	· Managing Director (MD)
· Electrical Grid Manager (participated the first and third camp) 
· Energy Manager (participated the first and third camp) 



Each Learning camp took place in a different location and the idea was to distance the participants from everyday activities and provide a relaxing, but at the same time stimulating environment. The first camp took place in the hotel located by the longest sandy beach in Finland. The following two camps took place in old ironworks villages filled with industrial history and culture and with stylish accommodation. During the camps topical themes of change management were discussed, using different types of materials and examples to stimulate discussion. The broad themes for discussion were decided in collaboration between business developers and researchers based on the group interviews which had taken place in each company prior to the first camp. Participants from each company were also interviewed between camps in order to stay up to date with development taking place in the participating companies and to decide the themes of discussion accordingly. “A special moment” was reserved for each company in one of the three camps. The company got one and a half hours in their disposal to use as they wanted. The company participants were able to present a challenge they were facing, or share their best practices with others and either ask the others to give feedback and comments, or for example engage them in a group work in order to get concrete advice and suggestions from peers to tackle a certain challenge. 

Research material and analysis
The data for our study comes from the learning camps developed in collaboration between researchers and business developers and facilitated by the business developer. Each learning camp lasted one and a half day. Approximately 22 hours video materials are available from the camps in total. In addition to recordings the researchers were present in each camp observing and making field notes. This an ethnographic study (Eriksson & Kovalainen, 2008) conceptualizing learning community in the context of business development consisting of multiple stakeholders. In ethnographic research the focus is on observing “how people interact with each other and with their environment in order to understand their culture” (Eriksson & Kovalainen, 2008, 138.). 

The data were coded by two researchers. The findings based of the video recorded data and field observations were analyzed by both researchers, simultaneously but independently, and after that discussed jointly. The analysis began by reading the field notes and watching the video recordings from the camps to get an overall view of the data. To be able to analyze the collective creation, that is emergence of the script form the collective activity (facilitators and participants) during learning camps (Allen, 2013), we focused on the interaction between participants and facilitators and also the setting as a physical space. Coding was used to generate a description of the setting as well as categories for analysis (Creswell, 2009.).The data was coded by analyzing people involved, looking what they are doing, how they relate to each other and what kind of knowledge they share, and also identifying the artefacts present and how they are used (Eriksson & Kovalainen, 2008). This enabled the identification of means (structures and tools to initiate and guide process of collective creation), material (resources, emotions, ideas and metaphors) and modes of engagement (orientation or stance of the participants) (Allen, 2013). Thus the analysis is based on the interpretative and abductive reasoning of how participants engaged with learning camps and collaborated producing knowledge and insights about change management (Coffey and Atkinson, 1996). Workshops with researchers from the other university and business developers provided a platform where ideas and results could be discussed in order to find common understanding about the means, materials and modes of engagement identified from the data. This type triangulation also aided in assuring the reliability of the results by crosschecking the findings and insights. 

Findings

Means, materials and modes of engagement during learning camps

In this paper our aim is to conceptualize a learning community in the context of business development consisting of multiple stakeholders: firms, facilitators and researchers. More specifically, our research question is: How a learning community is conceptualized and enacted through a set of interventions? To answer the research question we have first identified means, materials and modes of engagement from the data collected from facilitated business development interventions called learning camps. Through these elements the picture of collective creation can be formed. In the next table the means, materials and modes of engagement are presented by using examples from each of the learning camps. 

Table 2. Learning Camp I - means, materials and modes of engagement 

	The elements of collective creation
	Examples from the learning camps

	 Learning Camp I 8/2015
	

	MEANS
(structures and tools to initiate and guide process of collective creation)
 
 
	· During first camp facilitator poses why and what –questions on a more abstract and general level without going to the company specific cases: What is the most important feature of a manager? Why is it important to pursue the mindset of growth?
· The idea is to take the managers away from their everyday work to a hotel by the beach. People are sitting in a circle, getting acquainted. Facilitator also invites everyone to tell something about themselves that no-one knows. 
· The facilitator invites the participants to determine the rules for working together: to be positive, there are no wrong answers or strange ideas, throwing oneself into discussion, remembering confidentiality, listening others, giving oneself time to listen, having fun and enjoying having fun, keeping the mobile phones switched of, staying for the duration of the whole camp. She asks everyone in their turn to participate setting the rules by using soft ball to denote the turn to speak.   
· Participants are asked to assess arguments regarding management and tell, how much they agree or disagree with the arguments. 
· Facilitator introduces an exercise where each participant writes down the most important experience during the camp. These are collected together in a one picture frame at the end of the camp. 
· Structure: Changing the space to change the pace of working: going to walk along the sandy beach to get acquainted, coming back to classroom to discuss. In the evening the special moment for one company (Intelligent Clothing Company) takes place by the campfire. The idea is to keep the element of surprise. Participants have agreed to embark on a joint journey with the knowledge that the outcome will be achieved together (no ready-made answers). 

	MATERIALS (resources, emotions, ideas and metaphors) 
 
 
 
 
 
	· Facilitator shows a movie clip about taming wild horses as an introduction to discussion. She asks: "Can parallels be identified between taming wild horses and change management? If so, what are they?"
· Video clips from well known management researchers, writers and consultants are also shown to spur conversation, for example: “you can test how long it takes you to gear your thinking so that the challenging situation will be turned for victory”. 
· PowerPoint presentation with questions, metaphors and arguments is used to initiate conversation. There is a list of arguments about management and change, for example: “Taking other person seriously is the most important attribute of a manager” or “Enthusiasm and reason are opposite viewpoints and in the end only one of them can guide the decisions and action taken in the organization”. Votes are cast to decide on the importance of these arguments and to present opinions. 
· This is an example of the discussion and how the participants reflect the themes of discussion. The facilitator has a prominent role in engaging people into discussion by posing questions and asking everyone to participate.
· Discussing the mindset of growth and why it is important: the MD of Intelligent Clothing Company shares an experience telling others about a conversation that he had had with an artist (guitarist) about this subject. The guitarist was in the opinion, that the world was a crazy place and the business men also, since they were only pursuing growth. The managing director reflects, that he came up with quite a good analogy to challenge the guitarist’s opinion: “As a musician, what if someone were to say to you, that do not try to strive for the better anymore. The piece that you just have composed is fine and enough. Just repeat that, you do not need to endeavor to be creative or become better…. Very often growth is seen as synonym to economic growth, but it is not always necessarily so. Growth can also mean development in the ways of thinking, and doing things also, expanding one´s perspectives and so on. Growth is a synonym for creativity and going forward, in my opinion”. 
· HR manager of The Intelligent Clothing Company continues to this and says: “It is just like when a baby grows. The growth itself (physical growth) is not the thing that is wonderful, but the cognitive development, development that happens inside”. Energy manager from the Energy Company continues to this: “Growth means change and if there is no change, death follows”. 

	MODES OF ENGAGEMENT (orientation or stance of participants)
 
 
	· Most of the participants did not know each other beforehand, so a certain amount of time is reserved for introduction. Also there is time for informal discussion reserved in the evening. Some will go swimming late in the evening since it is a very warm day. The atmosphere could be characterized by anticipation at the beginning of the first camp. 
· MD of the Intelligent Clothing Company tells that he won’t be able to spend the night. This results in silence. It has been agreed together (without explicitly stating it), that everyone would stay overnight. This is seen as a break from the norm. Also MD from the Software Solution Company inquires about the ending time next day, since she has to move on towards another appointment. A bit later the facilitator asks whether someone else is going to do as the managing director of the Intelligent Clothing Company. This question is met with laughter. 
· The stimulating and relaxing environment aids people in focusing and staying in the moment. For example director of R&D from the Intelligent Clothing Company says in morning of the second day that: “The right mindset can tempt the laziest person to go to a morning run”. 
· During the camp the facilitator shows a public relation / marketing video by a global manufacturing company showing how they hade rethought their business and values. The video functions as a kind of ice breaker, people are amused by it and find that the video does not convey right kind of message. It does not focus on people at all, in fact there are no people on the video. This video is remembered by the participants and every now and then brought up by somebody during the camps as less than perfect example of communicating with stakeholders. 
· Facilitator asks the participants to give feedback before going to lunch, after which people would go home. The participants have suggestion for next time. Vice president from the Intelligent Clothing Company calls for concrete cases: “It would be helpful if each company could share with others a certain challenge and the others could ask questions and maybe give some advice. This could make the discussion more concrete”. 
· General manager from the Packaging Ltd. shares his experience of how he has realized the importance of enthusiasm and being proud of what one is doing. He says that "it has been eye-opening to being able to hear from the experiences of Intelligent Clothing Company and to reflect upon that". However, concerning the discussion during the workshops he continues, that he would have expected there to be more of a debate, until then the group has mainly agreed a lot.
· The MD of the Electricity Company voices a concern or challenge, that is the need to know a little bit more where they are headed when working during learning camps, what might be the result.  The participants also comment the fact that there has been lot of sitting down and more movement and dynamicity would be nice. 



The participants in the programme are hand-picked to the programme: there is background information about the changes and challenges of the companies currently facing, and this background information is further strengthened with the first interview. They are individually invited to join in a way that there is no open call. The participants come into the first Camp curious, interested and some with hesitation. The scene is set by the different setting – out of city and work, partly on a sandy beach and around a fire place. The discussion and reflection is emphasized by the statements and voting but soon it turns out that they do not really reflect their own organizations or situations. This type of using the arguments is also criticized by the participants later. The participants present opinions and sometimes debate about details in the arguments rather that really discuss the topic. Also throwing the softball to the next person to allow him or her to speak is consider a routine that does not facilitate discussion. Thus, the actual knowledge creation is seen to be limited. Yet, the participants are fascinated by each other, the enthusiasm and openness of some participants is contagious. The moments at the beach and the Clothing company sharing their story around the fireplace are seemingly inspiring. Hence, in the last moment of the Learning Camp the participants start planning how the next Camp could be improved – even if they are not prompted to do so. Thus, during the first Camp the participants get to know one other, demonstrate ownership for the concept and for their mutual learning. 

Table 3. Learning Camp II - means, materials and modes of engagement 

	Learning Camp II 11/2015
	

	MEANS
	· Posing why and what –questions. The feedback that the participants gave at the end of the first camp is noted and now the idea is to dig deeper into change management and to bring forth concrete cases from the participating companies, by answering question like:
· What is a good change manager like? How does a good change manager think? 
· Discussing the change in participating companies: What do we want to keep? What do we want to change? What do we want to bury?
· The facilitator invites members of each company in turn to introduce the change that they are going through right now. What is the change really? And then she poses further questions, suggesting, trying to put ideas down in words, for example: Is reaching the common vision still the main challenge? 
· Facilitator asks everyone to create their own picture frame to guide them in their learning. They can use different colored pens for writing and also use different kind of stickers to represent themselves and their ideas. They are asked to find answers to following questions: what does the change taking place in our company mean to me personally? How do I have to change and why? What kind of know-how I need? Where can I get it from fastest? 
· Structure: The morning starts at a meeting room. After lunch the discussions continue in one of the wooden villas in the ironworks village, in a living room which is more informa with sofas and armchairs. After the morning´s discussion, which is on more general level (discussing what a good change manager is like and so on) the discussion in the afternoon focuses more on the company cases. 
· In the evening the special moments for two companies, Packaging Ltd.. and Water Faucets group take place in a Laplander´s hut in the woods by the lake and it is guide dark. Everyone gets a lighted candle. First the members of the Packaging Ltd. share their thoughts and after that director of human resources from the Water Faucets Group tell others about the process of defining shared values for the corporation after acquisition. After that the dinner is also served there. Originally the plan was that the Software Solutions management would get their moment today, so the Water Faucet Group kind of steps in with a short notice. 
· After this the evening continues with informal discussions and those who are staying overnight sit around the table, hot drink is served and people are knitting the scarf in turns. Next morning quite a lot of time is reserved for creating one´s own picture frame with ideas for expertise development. Some thoughts about the frames are shared with others, but the idea is that everyone will bring their frames to Camp III. The structure is less formal than during the first camp and thus enables more going with the flow. For example, after crafting the frames and before lunch the managing director of Electricity Company uses the opportunity to introduce others their strategy and share the strategy process.

	MATERIALS
	· PowerPoint presentation is again used to guide discussion and it contains metaphors and insights taken from the theory of management and change. For example, change management is compared with rafting. How one should do it; to go with the flow or try to go against the stream or perhaps paddle faster than the water flows? Discussion is now more connected to the change that are going on in the organizations where participants work. 
· Blog writing about different types of organizational debt is read by the facilitator to spur the conversation. She then asks participants of every firm, what type of debt they recognize having. 
· Facilitator asks participants to reflect their homework for this camp, which they themselves have came up with. Others are to ask questions, give feedback, suggestions and so on. 
· Here is an example of the homework decided by the Intelligent Clothing Company: After becoming a part of global company there is need to develop functioning communications channels with the owner, and also ensure that the messages conveyed are congruent. There are also cultural challenges, since the owner is located overseas. The management responsibilities and process are not very clear and established yet. 
· The director of human resources form Water faucets group asks questions like: "Do you have a shared strategic intent? Is it possible to achieve this by several means? How can cultural specificity be taken into account?"  The head of sales from the packaging Ltd. continues and asks "Why did they buy you? By answering this question the  shared strategic intent could be found". 
· Management culture is discussed, and possible means for also contributing to corporate level. Also the ways of finding shared language and tools for communication accepted and used by the parent company, assessing the level of trust and finding means to build up the trust come up. "Do you have management by e-mail? How did you discuss these critical issues in "good old days"?" The vivid discussion follows and at the end the human resources manager from Water faucets Group gives credit to people from Intelligent Clothing Company: "By learning to understand the culture of the mother company from overseas you can succeed. You have possibilities to achieve almost anything, you have intelligent people working for you developing innovative products".  
· Knitting (a scarf) with everyone taking turns is used to create relaxed atmosphere and gives hand something to do. Everyone participates, some men a bit reluctantly, but they participate. Next day it is handed over to the person who is voted as the most courageous change manager. MDs from Intelligent Clothing Company and Electricity Company get equal amount of votes. Others remind laughingly, that they must wear the scarf in turns.

	MODES OF ENGAGEMENT
	· Members of the Software Solutions Company let the facilitator know in the morning that they will arrive during lunchtime. In the afternoon they phone, that they will not be able to come at all.  From the Electricity Company only the MD is able to participate, the others have pressing business engagement and cannot come at all. Other participants express that they are sorry about these absences. The vice president form Intelligent Clothing Company informs others, that he will be able to participate only day one. Two of the participants do not stay overnight. 
· From water faucets Group a new participant is introduced this time. She has been recently hired as a human resource specialist. Therefore short introductions are made and again facilitator asks everyone to tell something about themselves that nobody knows. Production designer and quality controller form the Packaging Ltd. doesn´t have anything to say that others don't know. 
· The trust and confidentiality is brought up when going through the rules for working gain. The director of R&D from the Intelligent Clothing Company: "Trust is really important and confidentiality. So that people dare to share also difficult and perhaps even painful issues". 
· Since at the end of the first camp the participants expressed that they do not really know what will be the outcome from the learning camps, time is reserved for going through why people are gathered together. Facilitator suggest the group could think about, 1) why this type of working together is important for managers tackling issues of change management, 2) how learning can most effectively take place and 3) what the camps are for. After discussion she shows a slide, into which she has proposed following: In a changing business a good manager develops his/herself continuously ja also his/her organization more resilient when it comes to change. The best realizations are reached when talking and listening to peers. Learning camps offer intensive time for thinking and an arena for exchanging experiences with confidentiality  in order to get ideas for the future and for developing one's own work. No one disagrees.   
· There is a notable change in the atmosphere during the evening session in the Laplander's hut. The members of the Packaging Ltd. each reflect quite openly and honestly their experiences and feelings regarding the tightening control from the corporate level and a need to define and develop processes accordingly. When the water Faucets Group gets the stage, the style is quite different. The director of human resources talks about the process by which they have defined the values for the company after acquisition, after which the size of the company has doubled. She does not acknowledge challenges that much, rather explains a success story that is still work in process. The others don't really have questions and silence falls into the hut. Somehow the discussion moves to family businesses, since three of the participating companies are still family businesses.
· Before closing the second camp facilitator asks again for feedback from the participants. They reflect:  
· "The discussion has been more free flowing and lighter, since we haven't felt that everyone has to say something. We have talked more about our personal situations and also thing that we find really difficult" (HR manager from Intelligent Clothing Company).
· "It´s good that the whole point about these camps, I mean what´s in this for the firms (referring to the discussion about why, how and what), has been  considered. There has been more of honesty and openness. It is a pity, that not all of us were able to participate" (MD of the Packaging Ltd.) 
· " I think this has been fruitful, since we have focused more on practical questions and challenges unlike last time, when we discussed more on theoretical level. But still I am not sure that I understand this concept or see where we are headed" (MD of the Electricity Company)
· "It is always a bit risky to come here (will it be useful), not knowing the topics to be discussed  and not being able to prepare. During making the frame I however realized something and will be able to work with that though afterwards. Anyways, I find this a good place to process certain issues and challenges, and also I find this therapeutic" (MD of the Intelligent Clothing Company)


The second camp is different from the first. In the first Camp the facilitator assumes that the participants can themselves make the connections between the discussions and reflections and their work or business. Based on the feedback this is not automatic, at least for all and hence the Camp II addresses this issue. The Camp II is also less formal and structured – even the space of learning is similar to a living room, and involves more working with different materials (artefacts), such as knitting the scarf together and constructing the personal frames. The situations in many of the companies had changed and not for the better, and the participants openly shared their difficulties. A strong bond seems to have developed between the participants and the level of trust was high – even if not all the participants joined this but were physically absent, or not so open and sharing even if present. 

Table 4. Learning Camp III - means, materials and modes of engagement 

	Learning Camp III 4/2016
	

	MEANS
	· This time questions are inserted into envelopes, there is an envelope addressed to each participants. In turn they all get to open their envelope, and inside is either question or a task, for example: 
· How could I as a manager, focus more on solutions rather than problems?
· Is it okay to show one's feelings and what does emotional intelligence really mean?
· Introduce your own picture frame and tell what you now think about the ideas written down earlier. Ask your colleagues to do the same.
· Using Polaroid camera to capture the moment. Each participants gets to take a picture of another participant. When taking the pictures they do not know how they will be used. The Polaroid picture of oneself is used when wrapping up the process  and going through what the participants have learned. 
· Structure: During this third camp the change of place is also used to change the pace of working and in the evening the more informal discussions take place in a wine cellar of the main building in the ironworks village. The first day starts with morning coffee, breakfast and music (Finnish rapper singing about taking a positive stance on future and going forward, since all we have are possibilities). This music will become kind of a theme song for this camp unintentionally, and will be remembered later. 
· After the breakfast people are sitting in a circle in a beautiful room with high ceiling, there are empire sofas and armchairs. The program kicks off with a special moment for Software Solutions Company. The MD tells about the process of changing their organization more theme based and about new attitude towards work that is now prevalent. The others are interested in hearing about this process and experiences from it and pose questions to MD at the same time comparing what they hear with their own organizations; would these kind of changes be possible, how they could do it. 
· The second special moment, for Electricity Company, is quite different and it takes place in the afternoon. The schedule has been rethought since camp II, and the moments for the companies are not directly after one another. The MD of the Electricity Company introduces a task for other participants. They are divided into three groups and in groups they are to ideate the future of the Electricity Company (services, marketing communication) adopting the perspective of a consumer. During third camp the participants steer the discussion more than during the previous camps and the role of facilitation is less prominent.

	MATERIALS
	· PowerPoint presentation is not so prominent role in guiding the discussion anymore. Rather it is used to write down for everyone to see the ten points decided together (more of them later).
· Music played sets the atmosphere of doing things together. Music is also played during breaks. 
· Designing one´s own "power T-shirt". There are white T-shirts for everyone and then colored marker pens can be used to write down something or draw pictures to the shirt, that are inspirational and important to oneself. Some wear their T-shirt, but not everyone and they are not presented to others, they are just for oneself. 
· In the evening propositions regarding management and leadership of the digital era are discussed. Propositions are coined by a Finnish writer and management consultant and educator. Everyone opens (in a candlelight) an envelope containing one proposition, such as: 
· Use data to manage and engage into dialogue both inside and outside the organization. 
· Lead with enthusiasm and endeavor to find meaning for everyone's work.
· Ally and look for new partners continuously. 
· Next morning - inspired by the evening program and the propositions discussed - the facilitator introduces a task of deciding about ten points or guidelines that each manager should consider and pause to think about. These could be used as a tool in internal training and could be further elaborated with personnel in each company. 
· Polaroid-pictures are used to wrap up and give one advice to oneself for the future to take with. The facilitator introduces the task: "So this has been quite a journey. At the beginning we did not even know each others names. And now we have come this far. Everyone now has a chance to think of one guideline just for you and then share it with others." Few examples of these are: 
· Be open to succeeding, with open meaning presence and remembering that also a very small thing can be seen as success. 
· Involve the others more!
· I´ll be true and honest to myself!

	MODES OF ENGAGEMENT
	· From the Software Solutions Company only the managing director is able to attend and she has to leave before dinner and evening program, because of pressing business engagements. She also criticizes the concept, because it is necessary to use one and a half day per workshop. She gives an example of another intervention for managers, where each meeting takes place after working hours and only lasts one evening each time. She has found it useful and also it has been easy to find time to attend. 
· During the evening program not everyone is willing to start writing things down on a T-shirt, but since they are not presented to others this is okay, and they have a right not to participate.
· The MD form the Intelligent Clothing Company is not participating, because he is on sabbatical. He already told at the beginning of the first camp that he will start sabbatical at the beginning of this year. 
· After the formal program and evening program informal discussions between participants ast late till the evening, to the night almost.
· Before ending the camp everyone shared one advice they have come up for themselves with others. One of the participants is not able to participate until the very end. He comes in, when others have already shared their own guidelines with others. The latecomer is also asked to coin one guideline for the future for himself. Someone asks, should we tell about our guidelines to aid him, but the facilitator, says no. He writes down, I´ll be genuine and honest to myself and shares this with others. 
· During breaks people have been exchanging phone numbers and some have set a date to meet in order to continue discussion and collaboration. These companies are not rivars, nor are they business partners. Rathert what staying in contact will give, is change to reflect and hear opinions of someone coming from another industry. As the managing director of the Electricity Company said: “I don't really want to discuss with the representatives of other electrical companies anymore. Because all I hear is the same old talk about how low the electricity price is at the moment and so on. I feel that I get much more out of talking with someone coming from another industry altogether, more refreshing ideas and so on”. 
· After the program ends, no one seems to be in a hurry, rather it seems that everyone lingers a bit as if wondering, is this is, is it now over?



The Camp III is again different from the previous. It is here where the facilitator is a less visible role as in Camp II and certainly different from Camp I – even if the facilitator has had the key role in designing the envelopes and the ‘script’ for the start. The Camp starts with a company presentation and then moves to the discussion that is seemingly geared by the participants themselves (through the envelopes and other aids). Even the company moment is different this time as the company not only presents their case but asks the others to think about their particular questions and offer solutions. Besides the envelopes other materials also play an important role including music (one theme song for mutual empowerment repeated), t-shirts and polaroid pictures. In the polaroid picture each participant is asked to write down an advice for themselves with the idea that the responsibility for change is within each of then. 

n the previous tables we have presented the means, materials and modes of engagement identified from the learning camps as elements of collective creation (Allen, 2013). In the table the changes in using the different types of materials and means is highlighted. The mode of engagement refers to how the participants engage or disengage themselves from the community. Next these will be discussed in order to conceptualize learning community through the set of interventions, in this study, learning camps. 
 

Discussion and conclusions

Learning communities have been studied within the value networks in order to understand the learning co-creation. The literature on learning organization can provide a guiding vision for this kind of exploration of actors continually expanding their capacity, setting the collective aspiration free and learning how to learn together (Senge, 2006; Desai, 2010). Previous research has also highlighted that organizations can no longer be self-focused when learning and instead collaboration in learning is called for (Desai, 2010). In this paper the focus is on conceptualizing learning community consisting of several organisations in the business development context. The learning community we have explored consists of companies operating in various industries, business developers and researchers from two universities. In this study we have aimed at analysing and making sense how the learning community is enacted through a set of interventions. The analysis has identified elements of collective creation constituting the script for learning camps in collaboration between facilitators and participating managers from five companies and consisting of means, materials and modes of engagement following an inspiration derived from Allen (2013). 

Our study identifies and puts forward the importance of means, such as structure. The structure is important for collective creation and the structure is designed to support building of relationships and collaboration. By taking the managers away from the everyday work and offering time for intense discussions is a necessary condition. They are invited and stimulated to reflect their own and company doings by not offering ‘easy answers’ but by posing challenging questions. During the process it became clear however that the participants may not be fully capable automatically deriving key learning lessons for themselves or the companies but they need to guided towards this by for example asking them to reflect and note down issues for their learning. 

The structure is also designed to be different from normal work and also change the pace of working by utilizing different spaces, such as beach and fireplace. This slowing down for example when caressing sand on the beach is important in generating the required mindset for focusing on the now and here, discussing and sharing one´s experiences and thoughts and for reflecting what the discussion means. Otherwise people may find it difficult to leave their smartphones and e-mails alone. We all have the experience that people very soon develop routines where they sit in a meeting room, for example. Hence, to create a space for learning and creativity, it may be helpful to purposefully change locations and times for the different elements. During the process of organizing three learning camps for example, the special moments reserved for each of the participating companies took place in different locations and during different times in the programme. Thus, the participants were able to focus on them better. 

We also argue that space and the different materials that were used are important in setting the expectations and also from liberating participants from other expectations and routines. Knitting a scarf together one by one may seem to be of little relevance to management learning but since most people – practically all male participants - were not familiar with this craft they needed to take a risk, go out from their comfort zone and possibly feel ridiculous. Similar to Allen (2013) we assume that this is needed in order to let go of the ‘script’ and to embrace the collective creation. 

The different elements and materials were applied to foster the participants in becoming active learners, creating and maintaining intensity. The role of the facilitator diminished during the process at least visibly, and the participants became more active and took increasingly bigger role in their learning. Thus, it is necessary to emphasise the mode of engagement. Careful selection of the participants is a key, and also developing in-depth knowledge of the companies prior and during the process turned out to be very important. It was surprising how much the situations in the companies changed during the relatively short timeframe and it was necessary to understand their changes in order to be prepared. Hence, a considerable effort was placed on preparing for the camps and there was a script developed for each of them. The participants were not aware of the script or the programme other than starting and closing times and therefore the script could also be and sometimes needed to be flexibly changed during the day. The facilitator needed to be alert to the situation. 
It is also important to acknowledge that even if the question is about a community and collective action, it consists of individuals. Thus, this kind of activity may not be suited for all or not all can get equally engaged. In the learning community studied most participants were really open and their openness contributed to the experience of trust in the whole community – even if few were more reserved. In a community based on trust this kind of individual deviance seems to be tolerated. Overall, the learning community was based on collective responsibility. Even if the working models did not seem that useful or inspiring in the first camp, the participants developed commitment to each other and the model so that they started offering suggestions how to improve the concept and enrolled again for the Camp II. Openness and trust contributed to the process so that more and more personal and intimate questions were shared and discussed. 

The participants came from different industries – and most did not know each other before the first camp – which may also be an important ingredient. They could openly relate to each other in this new context, and did not have to take upon roles that they usually have with familiar business partners. They enjoyed the fresh views from each other and developed also informal mentoring relationships. 

Hence, based on the study we suggest that the learning community can be conceptualized as groups of people that come together to learn together, take ownership of their and others’ learning and engage in an open exchange of experiences. The learning community can be strengthened and their experience of learning is possible to be intensified during a process of interventions. These interventions need to be based and continually updated based on the real life challenges and happenings of the businesses. Different materials and means are important for the development of the community, and could be perhaps illustrated best with the concept of ‘splace’ for learning (Levinsohn, 2015): different and constantly changing physical non-typical business locations (such as beach), and the use of different materials (such as music or frames) to empower and concretely document (personal) learning when the right answer, ie. the learning goal, is not externally provided but something that each participant needs to constantly focus. 
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