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ABSTRACT

Objective: The main objective is to analyze the impact of organizational learning
through crisis situations on the effectiveness of coping with them (or minimizing
their occurrence) in the future in a logistics company — from the perspective of
rank-and-file employees (with over 5 years of service). The main objective is
also related to identifying the occurrence of organizational change caused by
organizational learning through crisis situations.

Methodology: The literature section includes the authors’ considerations of
three major research areas related to the issues of organizational learning, crisis
situations in transport organizations, and organizational change. The empirical
part presents the results of the authors” own qualitative research on the impact
of organizational learning on dealing with crisis situations — and how, and if at
all, it leads to organizational change.

Findings: Our own research shows that organizational learning through crisis
situations contributes to minimizing their occurrence in the future. Furthermore,

it leads to organizational change.

Value Added: The results of the study bring us closer to understanding how
organizational learning through crises situations contributes to organizational
change, which can account for increases in work effectiveness.
Recommendations: Logistics companies should pay more attention to the role of
knowledge sharing in structures and to organizational learning through crisis sit-

uations, as this increases the effectiveness of dealing with organizational threats.

Key words: organizational learning, crisis situations, organizational change, logis-
tics companies, transportation

JEL codes: M10, M14, M16, L20, L21, L91
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Introduction

Change is the end result of all true learning
— Leo Buscaglia

Today’s organizations face a brutal choice of “learn or die” (Bontis et al., 2002,
p. 437; Aspara et al., 2023). Contemporary logistics organizations are charac-
terized by above-average volatility, instability, and uncertainty related to their
functioning and survival in today’s market. Companies in the logistics sector face
many obstacles which, despite hindering day-to-day logistics operations, build
organizational identity and develop openness to change. Crisis situations are
an inevitable part of both human and organizational life. They are multidimen-
sional and multi-level in nature, as they can affect aspects of everyday life, social,
psychological, environmental, economic, political, and even existential aspects.

Crisis situations are usually associated with negative phenomena, with
pejorative connotations, where they are described as problematic events in
an organization that disrupt the current state of affairs —and this is indeed the
case. On the other hand, referring to the etymology of the word crisis, in Japan
it is written with two characters, where the first can mean “danger” and the
second “opportunity” or “possibility” (Wystocka, 2011, p. 139). It seems that
the perspective adopted by a leader or employee in an organization is impor-
tant — whether they treat a crisis situation as a negative phenomenon that
needs to be resolved as quickly as possible, or whether they treat it as a kind
of lesson. From this lesson, conclusions can be drawn, the practical application
of which contributes to the expansion of the most important resource in the
organization, which is knowledge — both explicit and tacit (see Polanyi, 1964).

Knowledge within an organization and sharing it can contribute to the
increased efficiency of individual structures in companies, including logistics.
It seems that through crisis situations or crises, modern organizations are
able to learn, develop, draw conclusions, and create practical action plans
that minimize the occurrence of problematic situations in the future. Crisis
situations in companies often turn out to be turning points, leading to change
for better or worse. The self-awareness of employees who are open to change,
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expanding their knowledge, and willing to learn — including organizational
learning — proves to be important.

This article consists of two main parts: literature review and empirical
research. The literature section will present the issues of organizational learn-
ing in organizations, crisis situations in transport companies, and the concept
of organizational change. The empirical section will present the methodology
and methods of our own qualitative research, the results of this research along
with a discussion, implications for management, conclusions, recommenda-
tions, and research limitations.

The article has one main objective, which can also be interpreted as
a research problem: analyzing the impact of organizational learning through
crisis situations on the effective management of such situations in the future
in transport companies by rank-and-file employees. Moreover, the main
objective is to identify organizational change through organizational learning
in crisis situations. In order to achieve this objective, one research question
was posed in this paper, namely:

Q1: Can organizational learning in crisis situations influence their effective
handling in the future (or minimizing their occurrence) in a transport
company by rank-and-file employees, and if so, how? Can organizational
learning through crisis situations in a transport company lead to organ-
izational change?

The paper argues that organizational learning through crisis situations has a pos-
itive impact on the ability of rank-and-file employees to deal effectively with
them in a transport company. Furthermore, organizational learning through crisis
situations in transport companies can lead to organizational change for the better.

The article refrains from formulating a priori hypotheses, but an attempt will
be made to propose post factum hypotheses.

83



S| The Impact of Organizational Learning on Dealing with Crisis Situations in a Logistics Company:
Toward Organizational Change

Literature Review
Organizational Learning

The concept of organizational learning has been discussed for decades in numer-
ous works in the field of social sciences, including management sciences (see
e.g., Becker, 2017; Basten & Haamann, 2018; Levitt & March, 1988; Easterby-

-Smith & Lyles, 2011; Argote, 2011). The concept of organizational learning
is inextricably linked to other concepts such as Organizational Learning (OL),
Knowledge Management (KM), Organizational Knowledge (OK), and the Learn-
ing Organization (LO) (see e.g., Easterby-Smith & Lyles, 2011, p. 4). It should be
noted that the first authors to refer to the concept of organizational learning in
the literature were Cyert and March (1963), who postulated that organizations
possess knowledge, learn, and, over time, treat their knowledge base and social
capital as their most valuable assets.

When discussing the development of the concept of organizational learn-
ing, it is important to mention the unquestionable influence of classic works by
authors such as John Dewey and Michel Polanyi.

Dewey (1916) stated that learning is effective when it is based on action, and
thus, in a sense, on an individual and practical level (1916). His ideas of learning
through experience fit into models of individual learning within organizations,
where the process takes place between experience and reflection (Dewey, 1916).
It should be added that learning through action can be one of the key tools of
a learning organization.

Polanyi (1964) divides knowledge into explicit (formalized) and tacit (hidden).
The author argues that explicit knowledge is characterized by ease of articulation,
formalization, conceptualization, codification, and sharing (Polanyi, 1964). Tacit
knowledge, on the other hand, is difficult to read and express — it is impossible
to write down and verbalize (Polanyi, 1964). Importantly, tacit knowledge also
includes experience, human wisdom, and intuition. This issue is not irrelevant to
crisis situations in organizations, because the awareness that the importance of
classified information can affect the effective functioning of structures in every-
day, routine activities in an organization only confirms that employee attitudes
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in the face of organizational threats can have a real impact on the emergence
or minimization of crisis or problem situations in organizations.

Moving on to the terminology of organizational learning, Basten and
Haamann (2018) argue that it is a process whereby organizations change their
mental models, rules, habits, processes, or knowledge, in which the overall
effective functioning of the enterprise is maintained or improved (2018, p. 2;
see Chiva et al., 2014, p. 689). It can be said that the goal of organizational
learning may be to adapt organizational processes in such a way as to direct
certain activities. This seems to be particularly important for organizations
that operate in a turbulent and unpredictable environment — for example,
in the logistics sector — where responding to various circumstances faster
than competitors can prevent crisis situations from arising.

Organizational learning can also be defined as a change in the knowledge base
of a company that occurs as a result of past experiences (Espejo & Flores, 2021).

Alrefaai and Khalil (2019) argue that acquiring and creating knowledge,
retaining it within structures, and passing it on can be classified as organiza-
tional learning (2019).

Fiol and Lyles (1985) state that organizational learning is the process of
improving the performance of individuals and groups within an organization
by creating more valuable knowledge and a shared understanding within cor-
porate structures (1985). The authors add that this process does not only take
place at the individual level, but also influences value creation and improve-
ment in groups within organizations.

Weed-Schertzer (2020) adds that organizations learn by processing informa-
tion in order to accumulate knowledge that is useful within their structures and
to record this data. The author believes that this is an important behavioral and
social process through which new behaviors are instilled in individuals through
exposure to social experiences (2020; Proctor, 2018).

Levitt and March (1988) claim that organizational learning is based on rou-
tine activities that are dependent on history and strongly goal-oriented (1988).
The authors add that organizations have the ability to learn from individual and
group experiences, which are used to develop conceptual frameworks for action
in organizations (Levitt & March, 1988).
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It is worth adding that knowledge in an organization is created at three dif-
ferent levels: individual, group, and organizational (Crossan et al., 1999; Seid|
etal.,, 2025). Table 1 presents each of the processes along with a description and
input data.

Table 1. Three levels of organizational learning

Level Process description Input data
Intuition: subconscious thinking and the not
fully understood and rationalized identification Experience,
of patterns or possibilities from experience. images, metaphors,
Individual influence or influence during reflections
Individual interaction with another individual.
. . L Language,
Interpretation: understanding and explaining g' . &
: cognitive
phenomena to oneself and others in the )
o map, dialogues,
organization. Preverbal stage. .
conversations
Integration: The pr f loping a shar:
egratio e process of developing a shared Mutual

Group

understanding among people in an organization

and coordinating actions on which people agree.

Discussions and shared understanding are key.
If the knowledge transfer process is repeated,
institutionalization may occur.

understanding,
mutual adaptation,
interactive
arrangements

Organizational

Institutionalization: the process of consolidating
changes and transitioning to routine activities.
Formalization of the learning process of
individuals and groups (systems, structures,

Routine activities,
diagnostics, rules,
procedures

procedures, and strategies).

Source: own elaboration based on: Crossan et al., 1999; Seidl et al., 2025.

Organizational learning at the individual level can take place through the
use of employee or manager intuition or through conscious interpretation
and reasoning about events that have occurred (see Table 1). In addition, at
the individual level, it is possible to share knowledge in order to seek business
solutions, especially in crisis situations within organizations. The group level is
characterized by a shared, collective understanding and the implementation of
actions that are not only consistent with other people in the organization, but
also lead to the search for effective business solutions (see Table 1). From the
group level perspective, mutual understanding, willingness to share knowledge,

86



Maciej Orych, Zofia Patora-Wysocka

and interactivity are important — joint action leads to the search for collective
solutions based on perceiving problems from different perspectives. Organi-
zational learning at the organizational level is linked to institutionalization, i.e.,
a specific transformation from social behaviors or actions into commonly used,
routine practices in the organization —i.e., recognizable forms that are located
in time and emergent (Giddens, 1984/2003, p. 18; see Turowski, 2005, p. 40;
Patora-Wysocka & Orych, 2023).

Nonaka and Takeuchi (1995) presented a model of knowledge creation that
combines explicit and tacit knowledge and is based on four fundamental aspects
important for this process: socialization, externalization, combination, and inter-
nalization (1995) (see Figure 1).

Figure 1. Model of organizational knowledge creation by Nonaka and Takeuchi (1995)

Tacit knowledge—»
Socialization Externalization
A S
- individual - individual and
group
A\
Tacit knowledge Explicit knowledge
~— ]
Internalization Combination
i
- individual, group [ - group and v
and organizational organizational

<€—Explicit knowledge:

Source: own elaboration based on: Nonaka & Takeuchi, 1995.

According to Figure 1, socialization is the sharing of tacit knowledge among peo-

ple in an organization (e.g., an intern learns from his or her mentor) — this knowledge
is tacit and cannot be used in the future by all members of the organization (Nonaka
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& Konno, 1998, p. 43). Externalization involves transforming tacit knowledge into
explicit knowledge (e.g., individualized or specialized knowledge is transformed into
accessible, explicit knowledge) (Nonaka & Konno, 1998, p. 43). Combination involves
transforming explicit knowledge into more complex knowledge by re-sorting and
categorizing explicit knowledge collections by different people in the organization
(Nonaka & Konno, 1998, p. 43). This is also inevitably linked to the dissemination of
knowledge within the company’s structures. Internalization involves transforming
explicit knowledge into tacit knowledge (e.g., transforming written patterns into
company routines) (Nonaka & Konno, 1998, p. 43). It can be concluded that the
above model of knowledge creation in an organization is a specific process in which
each of the four elements have their own important purpose in organizational life
(see Figure 1).

We can also cite the considerations of Garvin (1993), who presents five
essential components of organizational learning: systematic problem solving,
experimentation, learning from experience, learning from others, and knowl-
edge transfer (1993). Table 2 contains a description of the individual compo-
nents of organizational learning.

Table 2. Five Building Blocks of Organizational Learning by Garvin (1993)

Building Block Description

Learning through daily decision-making based on
Systematic problem solving diagnostic methods for problem solving. Precision is
essential.

Learning within the organization by experimenting with
Experimentation new approaches, methods, and solutions (e.g., research,
demonstration projects).

Learning based on individual experiences, events, and
stories. This requires reflection on successes and failures
and the need to discuss this with others, e.g., after
completing a project.

Learning from experience

Learning from the experiences and practices of others
Learning from others and translating this into solving everyday problems in the
organization. Openness to change and criticism is required.

Fast and effective transfer of public knowledge
Transferring knowledge throughout organizational structures through written or
oral reports.

Source: Garvin, 1993; see Basten and Haamann, 2018, p. 4.
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Each of the elements included in Table 2 directly concerns the organiza-
tional learning process and contributes to the creation and consolidation of
both explicit and tacit knowledge in organizations, including those in the logis-
tics sector. From the perspective of crisis management, it seems important to
learn from past experiences within the organization — this allows conclusions to
be drawn and new, more effective anti-crisis solutions to be developed for the
future. It should be remembered that very often reflective teams of employ-
ees in organizations, for which organizational learning is the basis for effective
future action, create a work environment in which crisis situations are efficiently
identified and resolved.

Importantly, it is impossible not to mention knowledge sharing and transfer
within organizational structures. In modern organizations, the essence of knowl-
edge sharing is perceived as a key skill and strategic resource for the organization.
Cabrera and Cabrera (2002) postulate that knowledge sharing causes a signifi-
cant increase in the value of knowledge within an organization (2002). Ipe (2003)
points out that by sharing knowledge, we make it available to other members of
the organization — and this involves transforming information into a form that
is digestible and easily accessible to others (2003). The author adds that this is
a conscious process through which knowledge becomes shared between the
sender and the recipient (Ipe, 2003). This seems to be particularly important from
the perspective of combating crisis situations in organizations — by sharing knowl-
edge, other employees are able to identify upcoming threats more efficiently or
counteract them more effectively thanks to the experiences of other participants.

The next section will present the issue of crisis situations in logistics organ-
izations.

Crisis Situations in Logistics Companies

Crisis situations — and crises themselves — are an integral part of business
operations, regardless of the sector. Companies in the logistics industry, includ-
ing transport companies, are exposed to problematic situations, often crises,
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which are not always easy to predict and diagnose. It seems that certain phe-
nomena disrupting the smooth functioning of structures in organizations are
often impossible to predict even by the most experienced teams and the most
effective leaders — these are often situations beyond our control. It seems that
when crisis and anti-crisis plans fail and crisis situations recur, the concept
of organizational learning may prove important — in which members of the
organization share information and create and consolidate knowledge within
organizational structures.

For the purposes of this paper, it is important to distinguish between the
terms crisis and crisis situation. Mitroff and Pearson (1998) believe that a crisis
can be the result of or an accumulation of disruptions in an organization that
were unforeseeable and may arise from both internal and external causes (1998).
The authors emphasize that crises can be characterized by the fact that they are
not always predictable using the diagnostic techniques and tools available in the
organization (Mitroff & Pearson, 1998).

An important definition is presented by Gilliland and James (1993), who note
that a crisis is not only a threat to an organization, but also an opportunity for
development and reconstruction (1993, p. 43). The authors emphasize that it is
a chaotic and complex phenomenon that can have social, economic, psycholog-
ical, environmental, or even political or military causes (Gilliland & James, 1993,
p. 43). A crisis is also characterized by the necessity of decline, growth, or change
(Gilliland & James, 1993, p. 43).

A crisis situation may involve a strategic renewal process that can generate
change which breaks free from deteriorative organizational trajectory (Nevalainen
etal, 2025; Huff et al., 1992). Due to the emergence of a turning point the rapid
change fills the organizational structure with refreshing resources and capabilities.
To put it bluntly, it covers the process of breaking organizational paths that alters
the organizational practice (Dittrich et al., 2014).

In contrast to a crisis, a crisis situation in an organization is defined as a tem-
porary moment of imbalance, a problematic moment in the structures of the
organization that does not significantly affect its further functioning — but if
preventive measures are not taken, it can lead to a serious crisis (Zurawski et al.,
2019; Ciekanowski et al., 2023, p. 341).
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Buczek and Wojtaszek (2023) believe that a crisis situation occurs in an
organization if the following characteristics are met:

There has been a disruption in the effective work of the organization;
There has been a violation of rules and norms in the organization that
hinders or slows down further work;

3. There may be a risk of disruption to continuity of operations and an
organizational crisis is being considered;

4. Circumstances related to human socio-psychology have arisen that
reduce the productivity of human capital (e.g., fear, panic, sense of
threat);

5. An event or series of seemingly neutral events has contributed to
a decline in the company’s profitability;

6. Thereisanoticeable lack of prospects for development within the organ-
ization (2023, p. 400).

As mentioned, crises and crisis situations can have both positive and negative
aspects (see, e.g., Debicka, 2014). Due to the subject matter of this article and
the concepts of organizational learning through crises, authors have decided to
present several positive aspects related to the emergence of a crisis situation
in an organization (see Figure 2).
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Figure 2. Positive aspects of crisis situations from the various perspectives
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Source: own elaboration based on: Debicka, 2014; see Ciekanowski et al., 2023, p. 342.

According to Figure 2, crisis situations in organizations can lead to a number
of positive changes in corporate structures. Starting with rebuilding relationships
(reconciliation of staff), through creating new organizational solutions, integra-
tion, cooperation, solidarity, developing creativity in teams, ending with aspects
related to creating plans and preventive solutions (see Figure 2). It seems that
these elements are in a sense related to the concept of organizational learning,
in this case through crisis situations.

Next, Mitroff et al. (1987) distinguish between many types of crisis situ-
ations caused by internal and external factors, dividing them into: technical
and economic (product defects, machine malfunctions, faults, misinforma-
tion, etc.) and social and human (inability to adapt to change, sabotage, false
rumors, etc.) (1987, p. 287).
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An important typology of crisis situations is provided by Michatowska et al.

(2015), who divide their causes into endogenous and exogenous (2015, pp. 113—

114). Endogenous crisis situations may result from errors related to:

Company strategy (e.g., unclear company policy, lack of openness to
change);

Staff (e.g., excessive staff turnover, false management style, indecisive-
ness in decision-making, numerous disputes, arguments, mismatched
teams);

Financial resources (e.g., budgeting irregularities);

Organizational structure (e.g., organizational chaos, outdated manage-
ment methods);

Technology (e.g., outdated IT systems and solutions) (Michatowska et al.,
2015, p. 113).

In turn, crisis situations caused by exogenous factors may result from errors

related to:

1.

2.

The macro environment (e.g., too slow economic growth of the country,
market regulations, legal restrictions, random factors, changes in the
labor code);

The microenvironment (e.g., drastic changes related to contractors, exces-
sive competition, payment delays) (Michatowska et al., 2015, p. 114).

When discussing crisis situations strictly in logistics companies, including trans-

port companies, it is worth mentioning various crisis situations related to road

accidents, high turnover of international drivers, rising costs of raw materials (e.g.,

fuel), continuous changes in customs regulations, changing legal regulations, or

even problems with the flow of key information within the company (see e.g.,
Orych, 2024, p. 125).
Rajzer (2024) argues that modern logistics companies, including transport

companies, must adapt to a changing reality through skillfully selected staff and

effective leadership (2024). Therefore, it may be important to select teams that
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are open to change and willing to share knowledge with other team members,
referring to the concept of organizational learning.

It should be added that, in addition to the above-mentioned problems
related to raw materials and finances, logistics companies also face numerous
crisis situations related to staff, strategy, technology, and resources within the
organization (including gaps in knowledge resources). It seems that there are
frequent cases of problematic and crisis situations related to a lack of effec-
tive communication within the organization and problems with the transfer
of key information within the structures. Perhaps the key to resolving some
crisis situations in logistics organizations is to pay special attention to collec-
tive action, during which routines are created in the organization based on
experience and knowledge gained from past failures.

The next part of this paper will present the issue of organizational change,
which is inextricably linked to the concept of organizational learning.

Organizational Change

Organizational change and change management are important areas of contem-
porary research, the application of which can be analyzed in the context of the
constantly changing business environment. Changes in models and processes
within organizations can contribute to the creation of new, more effective busi-
ness plans, which can also be applied during crises and emergencies in compa-
nies. The concept of organizational change is discussed in the social sciences
by many authors (see e.g., Lewin, 1947; Wang, 2007; Patora-Wysocka, 2016;
Kumarasinghe & Dilan, 2021; Hubbart, 2023).

Kumarasinghe and Dilan (2021) postulate that “organizational change exam-
ines the process through which a corporation or organization changes its operat-
ing procedures, technology, organizational structure, overall structure, or strat-
egies, as well as the consequences of those changes” (2021, p. 49).

Ameti (2020) states that organizational change is a kind of transition from the
current situation to the desired one, adding that today’s business environment
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requires companies to adapt to change almost constantly if they want to remain
competitive (2020, p. 60).

Crisis situations or crises often cause organizational changes, for better or
worse (Aguilera, 1990; Barnett & Pratt, 2000; Wang, 2007, p. 4; Skalik, 2004).
Experiencing a crisis or problematic situations in organizations changes the expe-
riences of employees and undermines their existing beliefs about the social and
physical environment (Wang, 2007).

When analyzing the concept of organizational change, it is worth presenting
the types of these changes along with descriptions and examples, referring to

the context of organizational life (see Table 3).

Table 3. Types, descriptions and examples of organizational change

Type of changes

Description

Examples

Organization-wide
vs. Subsystem
change

Most organizations implement
changes that affect different
stages of the company’s life cycle

Transition from a highly reactive
organization to a stable and
planned development company

A change that covers a smaller
area of the scope

Reorganization of departments,
streamlining of employee
responsibilities

Transformational
vs. Incremental
change

Changes in the structures of
process-based organizations

Business process reengineering

Gradual introduction of changes
on a smaller scale

Continuous improvement with
an emphasis on effective quality
management

Remedial vs.
Developmental
change

An urgent change that solves
a current and existing problem

Resolving cases of burnout at
work

Continuous improvement of
what already exists — but no
drastic changes

Increasing the number of
consumers served

Unplanned vs.
Planned change

Unplanned change occurs when
an unexpected disruption occurs
in the organization, causing
chaos

Pandemic, machine malfunctions,
product defects

Change is planned when an
organization recognizes the need
to make significant changes and
develops a proactive plan to
ensure implementation

Implementation of a strategic
plan, reorganization of
operational structures

Source: own elaboration based on: Kumarasinghe and Dilan, 2021, pp. 50-52.
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From the perspective of organizational change caused by a crisis situation in
the organization, companies often have to deal with unplanned organizational
changes that need to be implemented immediately in order to control the threat
(see Table 3).

It seems that the topic of organizational change is inextricably linked to the
reflections of rank-and-file employees and leaders — and further to reflexivity in
management (see e.g., Schippers et al., 2018). Reflection is defined as a system-
atic and in-depth analysis of past experience (Robson, 2022, p. 72). Reflexivity
can be seen as “a deeper analysis to identify reflective bias in values, beliefs, and
power relationships” (Robson, 2022, p. 72). Schippers et al. (2018) also postu-
late the phenomenon of group reflexivity in organizations, which leads to team
planning and then to organizational action and structural change (2018, p. 176).

In the context of organizational change, we can also mention the work
related to Critical Management Studies (CMS) by Spicer and Alvesson (2024),
who refer to a postmodernism-inspired research trend focusing on under-
standing the world and the role played by uncertainty and randomness (2024).
Different narratives, randomness, and coincidences can lead to organizational
change that was neither planned nor anticipated. Crisis situations are char-
acterized by a certain unpredictability — and, just like organizational change,
they can occur in a random and chaotic manner. It is worth adding that such
changes are not worthless and ineffective — often spontaneous changes lead
to the consolidation of patterns and behaviors in organizational structures
that are not only effective but also embedded in the organizational life cycle
for a long time.

When discussing organizational learning and organizational change, it is
impossible not to mention Lewin’s popular 3-Stage Model of Change (1947).
The model consists of three key stages (processes): unfreeze, change, refreeze
(Lewin, 1947; see Hussain et al., 2018, p. 126). The unfreeze stage takes place
when the organization decides that change is necessary — this stage should
involve preparing employee teams for organizational change. The change stage
is responsible for preparing changes and implementing them in the organiza-
tion. At this stage, employees are also helped to adapt to the new reality. The
refreeze stage stabilizes and integrates the changes introduced into the life of

96



Maciej Orych, Zofia Patora-Wysocka

the company. When discussing the refreeze stage, one can mention the insti-
tutionalization of changes that become routines in organizational life (see, e.g.,
Patora-Wysocka, 2019).

Lewin’s 3-Stage Model of Change also served as inspiration for the creation
of an integrated model relating to organizational learning and organizational
change through crisis situations (see Figure 3).

Figure 3. Integrated Model of Organizational Learning and Change in Crisis Situations

Crisis
Situation Knowledge
Acquisiti
Unlearning cquisition
(Unfreeze)
a h 4
Organizational Learning L4
. in Crisis Situations
: Knowledge Sharing Knowledge
. / Reflective Thinking Difussion
(Change)
Organizational
Change
(Refreeze) Knowledge

Utilization

Source: own elaboration based on: Wang, 2007; Lewin, 1947.

Analyzing Figure 3, it can be concluded that crisis situations in organizations
can lead to the unfreezing of knowledge in organizations, followed by the nec-
essary process of acquiring, diffusing, and utilizing knowledge, which may ulti-
mately lead to organizational change (refreeze). All processes are influenced by
organizational learning, which can take place with the participation of members
of the organization on the basis of their own thoughts, reflections, team knowl-
edge sharing, and organizational learning through experience — at this point,
change occurs. Importantly, this knowledge can be recorded in organizational
structures and can turn into routine activities in organizations, including those
in the logistics industry.

The next part of the paper will present the methodology and methods of
qualitative research.
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Qualitative Research — Methodology

The starting point for conducting own qualitative research was the observations
made by Dodgson (1993) and Fiol and Lyles (1985) that environmental factors
such as crisis situations can stimulate organizational learning. It should be added
that crisis situations often lead to organizational changes, for better or worse
(Aguilera, 1990; Barnett & Pratt, 2000).

The main goal of qualitative research in the social sciences is to understand
a specific social situation, role, group, event, or interaction (Creswell, 2009,
p. 180; see Czernek, 2020). It is a research process in which the researcher
gradually attempts to give greater meaning to a social phenomenon by con-
trasting, comparing, replicating, cataloging, and classifying the subject of the
study (Creswell, 2009, p. 180; see Czernek, 2020).

Own qualitative study was designed to answer one main research question
that was formulated for the purposes of this work, namely:

Q1: Can organizational learning in crisis situations influence their effective
handling (or minimizing their occurrence) in the future in a transport
company by rank-and-file employees, and if so, how? Can organizational
learning through crisis situations in a transport company lead to organ-
izational change?

The objective of qualitative research is to gain a deeper understanding and
identify the impact of organizational learning through crisis situations in a trans-
port organization on effectively dealing with future threats and to analyze the
occurrence of organizational changes through organizational learning in crisis
situations in a company.

Due to the exploratory and idiographic nature of the research and the fact
that it focused on understanding the organizational reality in a given company,
no a priori hypotheses were formulated, but an attempt will be made to formu-
late post factum hypotheses (see e.g., Patora-Wysocka, 2019).

For the purposes of the research, the case study method was used, and
the tool was the individual in-depth interview (semi-structured) (Perska, 2024,
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p. 92; see Czakon, 2020). This is a recommended research technique that allows
learning about specific topics, issues, events, or even the feelings of informants
(Perska, 2024, p. 92).

The qualitative study was conducted in accordance with the methodological
rigor required for this type of research, i.e., each of the recommended stages
were completed: identifying the topic; designing; conducting the interview;
transcribing; analyzing the material; verifying; reporting (Babbie, 2004, p. 334).

It was decided to purposively select cases, which was dictated by the com-
plex and ambiguous nature of the issues addressed in this research. This is an
acceptable choice for this type of analysis in the social sciences (Creswell, 2009;
Babbie, 2004). The purposive selection of cases was homogeneous in nature, i.e.,
informants were selected for the study who: a) were rank-and-file employees
without managerial functions; b) worked in the same international transport
company with an established market position; c) had documented work expe-
rience of more than 5 years; d) were familiar with the specifics of the company
and participated in its daily operations, including crisis situations handling; and
e) worked in the same international transport department.

For methodological and quality reasons, it was important to interview
employees who had experienced a number of crisis situations in the organi-
zation, hence the search for informants with 5 or more years of experience.

The subject of the study was an international transport company reg-
istered in Poland. It provides international container, tarpaulin, and refrig-
erated transport services. It has a fleet of approximately 150 truck sets. It
employs many workers from both Poland and Ukraine (drivers), has its own
warehouse facilities and a workshop near the company’s headquarters. The
company has been operating on the market for over 15 years and is managed
by a married couple —a man who manages the fleet, shipping, transport, and
warehouse, and a woman who manages human resources, administration,
payments, and other departments, such as debt collection. The company
is located in the Mazowieckie Voivodeship, about 50 kilometers from the
capital city of Warsaw. The company has many departments, including road
transport (which was the subject of the study), human resources, adminis-

tration, control, etc.
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The subject of the research was the impact of organizational learning through
crisis situations on effective coping with them in the future (or minimalizing) and
the identification of organizational change through past threats that have arisen.

Interviews were conducted with five logistics specialists who work in the
transport department of the company under study. Their characteristics can
be described as follows:

1. Informant Alpha—a woman aged around 40, with 7 years’ experience at
the company, holding the position of senior freight forwarder;

2. Informant Beta —a man aged around 26, with 5 years of experience in
this company, holding the position of junior forwarding agent;

3. Informant Gamma — a woman aged around 30, with 9 years of experi-
ence in this company, holding the position of senior forwarding agent;

4. Informant Delta —a man aged around 29, with 5 years’ experience at
this company, holding the position of forwarding agent;

5. Informant Epsilon —a man aged around 35, with 6 years’ experience at
this company, holding the position of forwarding agent.

The homogeneous but at the same time purposive selection of cases for the study
was based on the fact that common features were found in all five informants.

The research material was collected in the second half of August 2025.
Each interview with an informant was conducted separately and recorded
using a voice recorder. The interviews lasted approximately 15 minutes in
each case and were then transcribed. Each informant was informed about
the purpose of the conversation, the use of data, the anonymity of the con-
versations, and the fact that the conversations were being recorded. It should
be added that the purposive selection of cases resulted from the fact that
the authors knew the informants through their active participation in the
organizational life. The transcription of the interviews comprises 49 pages
of text. The questions were constructed in such a way that the informants
could freely express their views on the topics raised. The questions concerned
organizational learning, organizational change, and the broadly understood
issue of crisis situations in their organization.
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In order to conduct a more in-depth analysis of organizational learning
through crisis situations and organizational change, it was decided to conduct
non-participatory observation in the company under study. It lasted 2 days,
4 hours each. During these two visits, notes were taken, and keywords were
noted. Observing the organizational life in this company contributed to a higher
quality assessment of the collected material, which translated into the descrip-
tion of the results of our own research. This method is methodologically cor-
rect (see e.g., Juszczyk, 2013).

Before conducting own qualitative study, an analysis of the relevant lit-
erature was carried out, and these considerations were then included in the
first part of this work. Based on these theoretical considerations, we proposed
a hypothetical model of organizational change through organizational learning
in crisis situations in logistics (see Figure 4). The following model will be verified
through in-depth interviews with informants (see Figure 4).

Figure 4. A hypothetical model of organizational change through organizational learning in crisis

situations

Ve Through:
a) experience
R » 1) Crisis situation b) refiective thinking
, c¢) knowledge sharing
: \_ d) critical thinking
H N P
4)IEffecl:t|.ver deglmg 2) Organizational
with crisis situations Learnin
in the future g
Y, \.
e ~
3) Organizational
Change
\ Y,

Source: own elaboration.
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Importantly, effective crisis management in the future can also be inter-
preted from an organizational perspective — that there may be significantly
fewer crisis situations thanks to effective organizational learning and change —
and those that do arise can be dealt with more efficiently and effectively based
on past experience and reflection.

The next part of this paper will present the results of the research (along with
partial transcripts of the interviews) and will include a discussion.

Research Results and Discussion

Table 4 presents excerpts from interviews with five informants, along with an
attempt to detect the presence of a “Building Block” (see Table 2), the level of
organizational learning, and the type of organizational change.
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Theoretical considerations (Kumarasinghe & Dilan, 2021, pp. 50-52; Garvin,

1993) were compared with the results of our own qualitative research, which

allowed identifying types and levels of organizational learning and types of

organizational change (see Table 4).

Interviews were conducted with five rank-and-file employees of the trans-

port company under study — in each transcribed excerpt from the interviews,

elements were found that confirm two theses of this case study:

Organizational learning through crisis situations leads to effective coping
with them in the future (in the cases studied — to minimizing or com-
pletely preventing their occurrence);

Organizational learning through crisis situations contributes to organi-
zational change (see Table 4).

To clearly present the results of our research, we can summarize the conclusions

drawn from each informant’s reflections:

106

Informant Alpha indicated that due to a crisis situation related to logistics
planning, the organization received a financial penalty — through system-
atic problem solving, experimentation, and learning from experience,
organizational learning occurred at the individual level, which led to organ-
izational changes: subsystem change and remedial change (see Table 4).
Informant Beta indicated that the lack of knowledge sharing within the
organization led to the loss of an important customer, while learning
from experience and from others, as well as knowledge sharing, led to
organizational learning at the group level and organizational changes:
transformational, remedial, and planned.

Informant Gamma claimed that the lack of knowledge sharing by the
debt collection department with other employees led to the company
incurring large debts — through learning from experience, systematic
problem solving, knowledge sharing, and experimentation, organizational
learning took place at the organizational level. The organizational changes

were general, transformational, and unplanned.
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4. The Delta informant believed that the lack of communication about
planned routes and shipments led to organizational chaos and disor-
ganization within the team and caused damage — an effective IT solution
was introduced. Organizational learning took place at the group level —
organizational learning occurred through experience, experimentation,
and knowledge sharing. Three changes took place: transformational,
planned, and subsystem.

5. Informant Epsilon sensed an impending crisis related to the loss of cus-
tomers —gradual changes in working hours were introduced —this led to
organizational learning through experimentation, knowledge sharing, and
learning from experience. Incremental and organizational-wide changes
took place.

Interestingly, the intuition of one of the employees led to the introduction of
incremental changes that minimized the risks over time (see Table 4, Epsilon case).
Importantly, in almost every case, experimenting with new business solu-
tions proved to be practical and effective (see Table 4).
Based on the above considerations, two post factum hypotheses can be put
forward, which may be subject to further verification in other studies. These
are:

H1: Preventive implementation of incremental changes by employees con-
tributes to minimizing the occurrence of crisis situations in the future in
transport companies;

H2: Experimenting with the application of new business solutions through
crisis situations in transport companies minimizes their occurrence in
the future.

It can be concluded that the purposive selection of cases proved to be accurate —
each employee encountered various types of risks in their professional career.
In addition, there was a group of informants who, based on critical thinking,
their own reflections, experiences, and self-awareness, led to an organizational
learning process, which then led to organizational changes.
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These changes are very diverse in nature and often affect only part of the
organization, but it should not be forgotten that, as in the case of Informant 5
(Epsilon), the introduction of incremental change leads to larger changes, and
as a result, entire organizations work more effectively, like an efficient system
that is able to communicate.

A particularly important conclusion from our own research and implication
for management in logistics companies (including transport companies) is that
there is a great need for knowledge sharing and cooperation within company
structures. Transferring information, sharing it, experimenting, introducing new
solutions — regardless of the organizational level of learning — contributes to min-
imizing the occurrence of crisis situations (or dealing with them more effectively
in the future, as in the model presented, see Figure 4).

Reference can also be made to the concept of diversity management in
organizations, which is discussed in many works on management sciences
(see, e.g., Rakowska, 2014; Gross-Gotacka, 2016; Gross-Gotacka, 2018a; Orych,
2022, pp. 22-23). The implementation of the concept of diversity manage-
ment enables a significant improvement in operational performance in both
the short and long term (Gross-Gotacka, 2018a, pp. 18-19). Diverse teams
(in terms of gender, age, seniority, or cultural experience, for example) cre-
ate and strengthen human and organizational capital, which is one of the
most important elements influencing organizational effectiveness, even in
crisis situations (Gross-Gotacka, 2018a: pp. 18—19). Diversity in an organiza-
tion has many positive implications, both from a micro- and macroeconomic
perspective, for example, in terms of employee creativity, innovation, critical
thinking, and productivity, as well as in logistics (Gross-Gotacka, 2018a, p. 19).
Restricting recruitment in companies, both for junior and managerial positions,
to narrow and homogeneous criteria limits the possibilities for both devel-
opment and organizational learning — and, consequently, the possibilities for
sharing knowledge in organizations in threatening conditions.

Therefore, from a managerial perspective in logistics companies, it seems
important to create teams in which people differ in terms of gender or profes-
sional experience, as this allows for a broader view of organizational problems
and the search for solutions that are creative and offer a different perspective
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on the threat. Building such teams can lead to more open communication, more
effective knowledge sharing, and trust building in hazardous situations (Gross-
-Gotacka, 2018b; Rakowska, 2021). Perhaps the implementation of the concept
of diversity management can have an impact on minimizing the occurrence of
organizational threats caused by both endogenous and exogenous factors (see,
e.g., Rakowska, 2021). Hypothetically, creating diverse teams can also contribute
to organizational change for the better.
Empirical considerations are consistent with many literature considerations
on organizational learning through crisis and organizational change (see, e.g.,
Espejo & Flores, 2021; Robson, 2022; Patora-Wysocka, 2019; Nevalainen, 2025).
The next section of the paper presents conclusions, recommendations, and

limitations from our own research.

Conclusions, Recommendations, and
Limitations
It seems that Debicka’s (2014) considerations on the positive aspects of crisis
situations in organizations have also been confirmed by our own qualitative
research presented in this paper. Crisis situations, apart from being unexpected
and disrupting the functioning of structures in organizations, also involve many
positive aspects that lead to organizational changes, often long-lasting. These
include building relationships and contacts, change for the better, new business
solutions, integration, cooperation, employee solidarity, developing creativity,
motivation for change, preventive functions, and employee self-development.
These are just some of the aspects that create organizational value and build
a strong position for human resources in organizations, including logistics ones.
Every crisis situation, both in everyday life and in an organization, can teach
a lesson that will bear fruit in the future. They are inevitable and unexpected, but
the perspective that an employee or leader takes depends on them. According
to our own research, these situations lead to the search for effective business
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solutions that not only serve for a long time, but also enable organizations to
work in a more stable and effective manner.

From a managerial perspective, it may be important to build an organiza-
tional culture in which leaders encourage teams to experiment, create and share
knowledge, think critically, and learn through experience — all of which can lead
to finding better solutions in crisis situations.

Further research in this area is recommended. A specific recommendation
is to identify the impact of incremental change on the emergence of future
organizational threats, including in the logistics sector. Another recommenda-
tion is to conduct research in various sectors and to use a comparative method
of companies in social research. It is also recommended to conduct qualitative
research (interviews) on a larger sample and in different departments of com-
panies, not just in one, as in this case.

This own research is not free from limitations. Only five informants in one
company were interviewed. Only one example from each informant was tran-
scribed in the interviews. It may be advisable to cite multiple examples of organi-
zational behavior in crisis situations — then it would be possible to compare these
problems and solutions.

In summary, every crisis presents a hidden opportunity.
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