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Abstract

The world is experiencing an era which has been termed the “knowledge age” or the
“knowledge economy”. In this new context, knowledge is the primary commodity,
and knowledge flows are regarded as the most important factors in the economy.
The management of knowledge flows within organisations has become a crucial
activity because many of the activities of organisations and the broader economic
and socia life today are knowledge-driven. In recent years, this managerial activity
has become known as Knowledge Management. Equally important are the

associated Knowledge Management implementation strategies.

Driven by a need expressed by the South African Motor Vehicle Industry for a
knowledge management implementation strategy tailored to their needs, this research
aimed to develop a knowledge management implementation strategy suited to the
needs of thisindustry.

Following an extensive literature survey and a study of the target industry using
Duffy’s Knowledge Benchmarking Questionnaire, a model of knowledge
management implementation is proposed that is suited to the needs of the South
African Motor Vehicle Industry. The model consists of three main interlinked
components. Knowledge Management of the Organisation, People, and
Infrastructure and Processes.  Furthermore, the model recommends a holistic

approach to managing knowledge.

The critical success factors of the model were tested by means of a survey of industry
opinions that validated certain aspects of the model and motivated for changes in
others. Additionally, despite the focus of the model on the target industry, it is
considered sufficiently appropriate for use by other organisations.
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Chapter 1

Introduction

1.1 Background to the Study

The world is experiencing an era which has been termed the “knowledge age” or the
“knowledge economy”. In this new context, knowledge is the primary commodity,
and knowledge flows are regarded as the most important factors in the economy. For
example, Hendricks (1999:160) states that “overestimating the value of knowledge
for organisations seems hardly possible’ and argues that knowledge permeates every
aspect of doing business. Sage and Rouse (1999:205) also argue that information
and knowledge are now the elementary resources that enhance the traditional
economic resources such as natural resources, human labour and financial resources.
uit Beijerse (1999) holds the same point of view and states that whereas traditional
economies focused on land, labour and capital as their main production factors, in a
knowledge-based economy knowledge is the primary production factor on which
competitive advantage depends. Furthermore, Sage and Rouse (1999:207) point to
the fact that current industrial and management initiatives depend largely on access
to information, and that a noticeable trend is the shift from a product-oriented
economy to a service-oriented economy, which is information and knowledge

dependent.

An Investigation of Knowledge Management Implementation Strategies 1



Introduction chapter 1

Since rapid technological innovations are quickly bridging the gap between
competing companies, there has been a trend in the industry to regard the collective
knowledge of the employees as the key factor in producing innovative and
competitive products. Thisisillustrated by Zack (1999a:125), who states “business
organisations are coming to view knowledge as their most valuable and strategic
resource.” Nonaka (1998:22) agrees in saying that “in an economy where the only
certainty is uncertainty, the one sure source of lasting competitive advantage is
knowledge.”  Similarly, Hendriks and Vriens (1999:114) state that without
knowledge, organisations will not survive, and argue that an organisation that relies
on knowledge depends more on its intellectual assets that the average production
firm. This change of focus forces organisations to re-think the way they manage

their business since the focusis no longer on technology, but on people.

The collective knowledge of the employees has become such a critical resource to
the organisation that managers, and in particular IT managers, need to know how to
manage that intellectual capital. For example, Liebowitz (1999:3) argues that “most
managers feel that the critical asset that separates their organisation from their
competitors is the knowledge assets or intellectual capital of their employees.”
McLean (1999a:20) agrees and emphasises that the only irreplaceable capital of an
organisation is the knowledge and ability of its employees. “Knowledge is power,
and shared knowledge is powerful for companies,” argues McNairn (Stadler,
1999a:16). Thisinvolvesaradical change in mindset, since previously managers did

not encourage sharing of knowledge.

However, knowledge workers are no longer restricted by the traditional boundaries
in the organisation and hence know-how is not owned by the organisation, but by the
individual (Sage and Rouse, 1999:209). Therefore, managing information and
knowledge, and the people who have the knowledge in this new erais vital to the
survival and success of the organisation. For example, Kingston and Macintosh
(2000:121) argue that management of knowledge within organisations has become a
crucial activity because many of the activities of organisations and the broader
economic and socia life today are knowledge-driven. In recent years, this
managerial activity has been known as Knowledge Management (KM).

An Investigation of Knowledge Management Implementation Strategies 2
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According to Gassner and Holt (1999:52), knowledge management can be defined as
the discipline that enables individuals, teams and organisations collectively and
systematically to create, share and apply implicit and explicit knowledge to reach the
goals of the organisation. Duffy, in Duffy, et al, (1999:13) defines knowledge
management as “the identification, growth and effective application of an
organisation’s critical knowledge.” Although there is no standard definition of
knowledge or knowledge management, the opinions of the leading experts in the

field will be used to derive a definition which satisfies the purpose of this research.

1.2 Importance of the Study

“The present state of technology does not permit true KM to be achieved without a
significant human contribution . . . the best that can be achieved is a combination of
culture and IT infrastructure which promotes the capture, retention, sharing and use
of knowledge within, and to the benefit of, an organisation.” - Butler Group
(1999:3).

Knowledge Management is more than just technology and applications transforming
information into data. In the words of Sage and Rouse (1999:206), organisational
productivity is not necessarily improved unless the organisation pays attention to the
human side of developing and managing technological innovations. Whereas it is
true that there are applications that can extricate meaningful information from data,
there are none that can derive knowledge from information. This is because
knowledge is “awareness or familiarity gained by experience’, and this definition
excludes current technology from gaining knowledge. Existing technology is
incapable of experiencing something, and hence KM needs to consist of a
combination of technology and human experience. This leads to a situation where
managers rely on their employees to acquire, retain and use the knowledge and
experience which is vital to the organisation. Sage and Rouse (1999:207) argue that
the potential outcome of this mutual shaping of information technology and man is
knowledge capital, and this creates a need for knowledge management. Hence it is
the manager’s responsibility to manage this knowledge and to ensure that it grows

and gets disseminated throughout the organisation.

An Investigation of Knowledge Management Implementation Strategies 3
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Although the field of Knowledge Management (KM) is not new, the level of KM
hype is impressive. This is mainly due to the fact that organisations are spending
large amounts of money on “knowledge management programmes’ and there is a
proliferation of literature on that subject. For example, Jooste and Duffy, in Duffy,
et al, (1999:1) cite Eadie who states that there were more books, reports, conferences
and seminars in 1998 on knowledge management than on any other topic. White
(1999:64) argues that it is necessary for KM to become the primary business
objective, if it is to move beyond the status of just being a “fad”. Most authors
believe that knowledge is a natural progression from information, just as information
is a natural progression from data, and that ultimately “wisdom” will evolve from
knowledge. For example, Professor Suresh Khota, from the University of
Washington, states that being involved in knowledge management is a natural
progression from strategic management, and that according to him, KM is part of the
strategic vision for organisational competitiveness (Stadler, 1999d:24).

The growing importance of Knowledge management in monetary value is aso an
important motivational factor for organisations to start looking into implementing a
form of KM in their business. Romberg, in Duffy, et al, (1999:1) predicts that the
KM applications market is expected to exceed US$ 1 billion worldwide by 2002, and
the accompanying services will grow more rapidly to exceed US$ 5 hillion. S
Madan, a senior KM analyst from Ovum, forecasts that the worldwide market for
KM software will increase from US$ 515 million in 1999 to US$ 3.5 billion by 2004,
while in the same period KM services will grow from US$ 2.6 billion to US$ 8.8
billion (Unknown, 1999:16). This amounts to the KM market growing to US$ 12.3
billion by 2004, which is a clear indication of the growing importance the industry

attaches to Knowledge Management.

In more concrete examples, White (1999:64) cites an estimation from James Quinn
that three-quarters of the value added in manufacturing comes from information and
knowledge, and that four-fifths of Levi Strauss expenditure is not on denim or the
production of denim, but on information. O’ Dell and Grayson, in Jooste (1999:25),
mention Texas Instruments, who used sharing of best practices in their KM initiative
which alowed savings of US$ 1.5 hillion in manufacturing plant costs. Similarly,

Perkins, in Jooste (1999:25), gives the example of Ford Motor Company which saves

An Investigation of Knowledge Management Implementation Strategies 4
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US$ 600 million every year by using web-based sharing of best practices. McLean
(1999a:21) argues that globalisation has contributed to make knowledge even more
important.

However, there is a tendency for KM initiatives to fail. For example, J Botkin, in
Jooste (1999:26) argues that “fewer than 20% of knowledge management systems
enhance the bottom line while more than 30% are outright failures.” According to
uit Beijerse (1999), a study by the Dutch Knowledge Management Network reports
that the average company uses only 20% of the knowledge that is potentially
available in the organisation. Stadler (1999b:24) reports that one of reasons for
failures in knowledge management initiatives is that some organisations have started
out by buying a product rather than creating a culture or a process by which
knowledge can be shared. Similarly, Malhotra (2000:5) argues that confusion
between information and knowledge has caused managers to invest billions of dollars
in information technology initiatives that have resulted in marginal results. He
argues that the primary cause is that managers do not realise that unlike information,
knowledge resides in people. Nonaka (1998:23) agrees, and argues that few
managers understand the true nature of the knowledge-creating company, let aone
how to manage it. The reason, he argues, is that managers misunderstand what

knowledge is, and what the organisation must do to exploit it.

Carlson (1999) proposes three main reasons why organisations need a Knowledge
Management strategy. Firstly, he argues that due to personnel turnover, the
organisation loses invaluable knowledge stored in the employees brains. Thus,
when an employee |eaves the organisation, the experience and knowledge that person
has acquired is lost forever. Hence a strategy is needed to capture that knowledge to
re-use it in the organisation. Secondly, storing the knowledge and experience of
present and previous employees allows the organisation to re-create its past
successes. For example, when the management of Ford Motor Company wanted to
know why its Taurus design was such a success, no one could answer, because no
records about the Taurus project were kept. As a result, Ford could not use its
successful project management from the Taurus project on other projects. Lastly,
Carlson (1999) argues that a KM strategy allows an organisation to learn from the

past, and hence to avoid making the same mistakes.

An Investigation of Knowledge Management Implementation Strategies 5
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From these examples, it can be seen that KM is not just a passing hype, but is very
real and helps organisations to cut back on costs and produce better products and
services. Hence, there is a real need for Knowledge Management practices in the
workplace so that managers can promote the sharing of knowledge and allow the
organisation to acquire and retain intellectual capital. The automotive industry, for
example, is highly competitive and innovative, customer needs are constantly
changing, and the technology is also always changing. Therefore motor vehicle
manufacturing companies need the organisation to be rich with information and
knowledge to make confident and timely decisions to succeed (Miller, 1999:1).

However, there is alack of formal procedures and strategies, technology and metrics
to ensure that a knowledge management initiative succeeds. Hence, amongst other
things, there is a need for implementation strategies for KM that ensures the success

of the knowledge management initiative and of the business itself.

This research was started in response to a need from the South African Motor
Vehicle Industry for a knowledge management implementation strategy tailored to
their needs. Therefore, the aim of this research is to develop a knowledge
management implementation strategy suited to the needs of the South African Motor
Vehicle Manufacturing industry. The author will am to construct a knowledge
management implementation strategy which conforms to the systems approach, and
which is holistic in nature. Hence, the proposed model will suit the needs of the
target industry.

1.3 Statement of the Problem

This research ams to develop a knowledge management implementation strategy
that will allow a motor vehicle manufacturing company to acquire, develop, enhance

& retain knowledge in the organisation.

1.3.1 Statement of the Sub Problems

1 Define and explain knowledge and knowledge management.

2. Assess and discuss existing KM implementation strategies and frameworks.

An Investigation of Knowledge Management Implementation Strategies 6
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3. Assess existing knowledge management practices in organisations through
the use of case studies

4. Investigate existing knowledge management practices in the South African
motor vehicle manufacturing industry.

5. Develop a model of knowledge management implementation strategy suited
to the needs of the South African Motor V ehicle Manufacturing Industry.

6. Verify the validity of the critical success factors of the model by conducting
an empirical study in the form of canvassing the opinion of industry
practitioners.

7. Modify the model based on the results of the empirical study.

1.4 Scope of the Research

1.4.1 Hypotheses

The hypotheses which will be tested in this study will be derived from the theoretical
Knowledge Management model which will be developed in the course of the
research. These hypotheses will be identified and described in Chapter 6 of this

thesis.

1.4.2 Delimitations

This research is limited to the South African Motor V ehicle Manufacturing Industry,
which comprises six (6) organisations.

This research is limited to investigating the knowledge management implementation
strategies, and will not focus on low-level implementation details, such as
technological problems and/or discussions.

The research is also focused on the theoretical aspect of knowledge management, and

will not attempt to implement the model in the organisations identified for the study.

An Investigation of Knowledge Management Implementation Strategies 7
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1.4.3 Assumptions

This research assumes that the South African Motor Vehicle Manufacturing Industry
regards Knowledge Management practices to be vital to their growth and survival.
The research also assumes that these organisations are aware of knowledge

management, and are already involved in some knowledge management practices.

1.5 Methodology

The research started with a literature review to define and assess the nature of
knowledge and knowledge management. The literature was also reviewed critically
to analyse existing knowledge management strategies, and case studies. A survey of
the South African Motor Vehicle Manufacturing Industry was then carried out, in

order to assess the state and level of KM in these organisations.

A model of knowledge management implementation strategy was then developed for
the target industry based on the findings of the literature survey and the study of the
target industry. This model was developed in line with the systems approach, and is
holistic in nature. The Critical Success Factors of the model were then extracted, and
a survey of the opinions of various South African organisations validated aspects of
the model. Two aspects of the model were also modified based on the results of the
study.

1.6 Summary of Results

The genera contribution of this research is the development of a Knowledge
Management |mplementation Strategy suited to the needs of the South African Motor
Vehicle Manufacturing Industry, but which can also be used by any other
organisation.

A summary of the resultsis presented below:

» Preliminary findings from the literature showed that athough many
organisations are very interested in implementing knowledge management

An Investigation of Knowledge Management Implementation Strategies 8
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practices, most of them rely too heavily on technological solution at the expense
of the human approach. These findings were confirmed by a study of the South
African motor vehicle manufacturing industry using Duffy’s Knowledge
Benchmarking Questionnaire (Duffy, 1999).

» |t was also found that too many knowledge management strategies rely on a
prescriptive approach to the problem, whereas what is needed is a balance

between a prescriptive and a descriptive approach.

» The literature also revealed possible solutions to this problem, in the form of a

hybrid approach combining both the prescriptive and the descriptive approach.

» The literature also recommended using the systems approach to ensure a better
implementation and integration with the rest of the organisational structures and

jprocesses.

= The theoretical model developed in this research consists of three main
interlinked components. Knowledge Management of the Organisation,
Knowledge Management of the People, and Knowledge Management of the
Infrastructure and Processes. The argument proposed by the model is that the
organisation needs to balance its focus on these three subsystems in order to
achieve a successful knowledge management effort. Furthermore, this produced

aframework which isin line with the systems approach.

* The most important aspects of the model were then defined as the Critical
Success Factors (CSFs), and were tested through the use of an empirical study.

» The study validated all of the CSFs, and two were subjected to some
modifications in line with the results of the study. The CSFs are listed below:

Alignment of KM strategy with Business Strategy
Top Management Support
Create and Manage Knowledge Culture

A 0D P

Use of aPilot Project

An Investigation of Knowledge Management Implementation Strategies 9
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5. Create and Manage Organisational Learning
6. Manage People
7. Choosing the Right Technology

The following CSFs were confirmed without modification:

Alignment of KM strategy with Business Strategy
Create and Manage Knowledge Culture

Use of aPilot Project

Create and Manage Organisational Learning

g &~ w0 NP

Manage People

Only two of them required minor modifications:
2. Top Management Support
7. Choosing the Right Technology

= This indicates that the reasoning behind the development of the theoretical
model is sensible. However, only a full-scale implementation of the model in
the South African motor vehicle manufacturing industry or another organisation

can validate the model completely.

= Due to the high-level nature of the model, and its holistic approach to
knowledge management, it was al so noted that the model could be used not only
by the target industry, but also by other organisations.

1.7 Thesis Organisation

Thisthesisisorganised in eight (8) chapters and six (6) appendices:

Chapter 1.  Introduction
Chapter 1 introduces the research area. The problem under investigation is depicted,
contextual background information is provided, and the motivation for conducting

the research is given. The problem statement is then divided into specific sub-
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problems which will be investigated. This chapter also lists the assumptions under
which the research is conducted and the delimitations of the research. Finally, this
chapter presents a summary of the results and the thesis organisation.

Chapter 2. Knowledge and Knowledge M anagement

Chapter 2 discusses the definition of knowledge and knowledge management. The
opinion of various authors regarding knowledge and knowledge management is also
discussed. The two types of knowledge are introduced, as well as the concept of
intellectual capital. Finally a definition of knowledge management for this research
is described.

Chapter 3:  Knowledge Management | mplementation Strategies

Chapter 3 describes existing knowledge management implementation strategies, and
analyses them according to the work of Rubenstein-Montano, et al, (2000).
Furthermore, the author also provides a list of factors that affect the knowledge
management strategies. Finally, a set of knowledge management case studies are
analysed.

Chapter 4  Knowledge Management in the South African Motor Vehicle
Manufacturing Industry

This chapter describes a study of the South African Motor Vehicle Manufacturing
Industry with regards to the state and level of Knowledge Management present in
these organisations. The aim of this study is intended to provide the author with the
means to create a snapshot of the state of knowledge management in the motor
vehicle manufacturing companies. The results of this study are presented, and then
the findings are discussed. The results obtained from this study will help the author
to construct a knowledge management strategy that will rectify the apparent

shortcomings in the industry.

Chapter 5. A Model of Knowledge M anagement I mplementation Strategy
Chapter 5 proposes a model of knowledge management implementation strategy for
the South African Motor Vehicle Manufacturing industry. The model is illustrated
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diagrammatically, and explained in detail. The Critical Success Factors of the model
are then derived for the empirical study.

Chapter 6:  Empirical Study

Chapter 6 describes the empirical study carried out to validate the model proposed in
Chapter 5. The research design is explained, the hypotheses defined, and the data
collection method is also explained. The results of the study are detailed, with an

explanation of the acceptance or rejection of the hypotheses.

Chapter 7. Discussion of Findings and Recommendations

This chapter interprets the results of the empirical study presented in Chapter 6 and
puts forward the recommendations of the author in light of these results. A general
discussion of the overall results is provided, followed by a detailed analysis of the
hypothesis testing process. Further discussion concerning other results is also
explained. The recommendations about the proposed model are made, and finally

the modified portions of the proposed model are listed.

Chapter 8:©  Conclusion

This chapter provides the conclusion to this research. The aim of the research is
revisited, and the contributions of the research to the body of knowledge are
described. Future areas of research are recommended, followed by concluding

remarks.

Appendix A: Duffy’s Knowledge M anagement Benchmarking Questionnaire
This appendix contains the Knowledge Management Benchmarking Questionnaire
used for the study in Chapter 4. This questionnaire was used with permission from

Professor N Duffy.

Appendix B: Detailed Analysis of the Knowledge Management Benchmarking
Questionnaire
This appendix lists the detailed analysis of the study conducted in Chapter 4.
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Appendix C: Knowledge M anagement Survey
Appendix C describes the Knowledge Management Survey used to test the model
empirically in Chapter 6.

Appendix D & E:  Resultsof the Empirical Study
These appendices contain the results of the empirical study. Appendix D describes
the frequency tables, histograms and descriptions of responses to individual

guestions, and Appendix E contains the results of the analysis of the questions.

Appendix F: Modified M odel
The last appendix contains the modified model.
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Chapter 2

Knowledge & Knowledge Management

2.1 Introduction

The previous chapter introduced the ressarch and defined the problem under
investigation.  This chapter explores the definitions of knowledge and knowledge
management. The opinion of various authors regarding knowledge and knowledge
management is dso discussed.  The difference between tacit and explicit knowledge
is explained, as wdl as the concept of intellectua capitd. The concept of knowledge
management is also discussed, and a definition of knowledge management for the
purposes of thisresearch is attained.

2.2 Whatis Knowledge?

Duffy in Duffy, et al, (1999:13) defines knowledge as “information that is
understood and gpplied to add vaue to an organisation.” In the same line of thought,
Zack (19990:46) argues that knowledge must be distinguished from data and
information. Whereas data represents observations and facts, information is the
result of placing data in a meaningful context. Knowledge goes one step further, and
according to him (Zack, 1999b:46) is “that which we come to bdieve and vaue on
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the bass of the meaningfully organised accumulation of information through
experience, communication or inference”  Hence, in this context, knowledge is
considered to be the find step in the evolution of data.

Zack (19990:46) further refines the definition of knowledge and identifies 5 types of
knowledge, which can dl be made explicit: declarative knowledge, procedura
knowledge, and causad knowledge. Furthermore, knowledge can ether be generd or

gpecific. He defines these five types of knowledge as following:

Declarative: the description of something

Procedurd: the knowledge about the occurrence or procedure involved in
cregting something

Causdl: the knowledge about the causes of events.

Generd: knowledge that is broad in nature, publicly avalable and
independent of particular events

Specific: -knowledge that is context- specific.

On the other hand, Snowden (1999:42) warns that this modd, which assumes a linear
progresson from data to information to knowledge, is fdse and mideading. He
explains tha unlike the trangtion from data to information, knowledge is not smply
a higher order of information but occurs from a person’s “sense-making” ability. In
the same line of thought, Grey (2000) Sates that knowledge is “the full utilisation of
information and data, coupled with the potentid of peoples skills, competencies,
idess, intuitions, commitments and motivation.”

Smilaly, Wiig (1996) defines knowledge as “the indghts, undersandings, and
practical know-how that we al possess -- is the fundamental resource that alows us
to function intdligently.” Brooking (1999:5) defines knowledge as “information in
context, together with an understanding of how to use it” These definitions suggest
that knowledge is a property of the human mind, and which technology aone cannot
achieve. This point is illustrated by Hendriks (1999:160) who dates that drictly
gpesking, knowledge only exiss a the individud leve, as only individud people
have knowledge. Tiwana (2000:58) agrees, and defines knowledge as being part of
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the minds of people through their experiences and jobs, and lies in connections and

conversations between people.

Authors such as Davenport and Prusak (1998), Zack (1999a & 1999c), Tiwana
(2000), and Sveiby (2000a) aso emphasise the concept that knowledge provides
“increasing returns”  Davenport and Prusak (1998:17) date that the knowledge
advantage is sudainable because it generates increasing returns, and that unlike
materid assets, knowledge assets increase with use.  Unlike traditionad resources
such as tangible goods, the more knowledge is used, the more valuable it becomes,
cregting a “sdf-reinforcing cycle’ (Zack, 1999a128). Tiwana (2000:48,92) also
argues that knowledge increases in vaue the more it is used. Similaly, Sveby
(2000a) argues that knowledge grows when used and decreases in vaue when not
used, and states “Knowledge shared is Knowledge doubled.”

For the purposes of this research, knowledge will be defined as the human expertise
dored in a person’'s brain, gained through experience, and interaction with the
peson's environment. The author concludes that knowledge is highly subjective,
depending on a number of factors such as culture, beliefs, vaues, indghts, intuitions
and emotions of the individud. Furthermore, the author aso concludes tha as
knowledge is shared and disseminated throughout the organisation, it increases in

vaue.

2.2.1 Tacit and Explicit Knowledge

There are two types of knowledge that Nonaka, in Duffy (1999:14), recognises. tecit
knowledge and explicit knowledge. Zack (1999b:46) agrees, and dates that
“knowledge can be tacit or explicit.” Tiwana (2000:66) dso digtinguishes between
tacit knowmedge and explicit knowledge, and defines explicit knowledge as “that
component of knowledge that can be codified and tranamitted in a sysematic and
forma language...” Similarly, Nonaka (1998:27-28) defines explicit knowledge as
being formd and sysematic, and can easlly be communicated and shared.
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Zack (1999h:46) defines tacit knowledge as being “subconscioudy understood and
applied, difficult to articulate, developed from direct experience and action and
usudly shared through highly interactive conversation, dorytdling and shared
experience”  Tiwana (2000:66) dso defines tacit knowledge as being persond,
context-specific knowledge that is hard to express. Nonaka (1998:27-28) argues that
tacit knowledge comprises technicd <kills which are difficult to acquire, and a
cognitive dimenson which incdudes mentd modds, pesond bdiefs  and
perspectives. Tacit knowledge is therefore very difficult to aticulae and
communicate with others. Baumard (1999:2) agrees and dates that tacit knowledge
is “something that we know but cannot express” Horvath (2000) shares a Smilar
view, dthough he further bresks down tacit knowledge into two didtinct types
knowledge embodied in people and socid networks, and knowledge embedded in the

processes and products that people cregte.

Hendriks (1999:160) argues that knowledge is partly tangible and partly intangible,
where tangible knowledge might be in maenuds and paents and intangible
knowledge is the know-how of employees. Hendriks and Vriens (1999:114) dso
point out that the didtinction between knowledge that people have and knowledge
that can be represented in books, manuas, etc. is commonly considered as tacit and
explicit knowledge.  Gassner and Holt (1999.52) ague smilaly that implicit
knowledge is much more eusive to manage, control or messure. Hendriks and
Vriens (1999:114) aso argue tha tecit knowledge is more persona in nature and
involves intangible factors such as persona belief, perspective and vaues embedded
in individud experience. Similarly, Augier and Venddg (1999) argue that tacit

knowledge is held in a non-verba manner and is embedded in routines and culture,

Gassner and Holt (1999:52) dso mention that knowledge is made up of tacit or
implict knowledge and explicit knowledge.  Explicit knowledge can be more
precisgly and formdly aticulated even though it might be removed from the origind
context (Zack, 1999b:46). Essdaar and Miller (1999:50) also make the digtinction
between explicit and tacit knowledge. They argue that explicit knowledge can be
recorded and reused consgently whereas implicit knowledge may be difficult or
impossible to make explicit since it resdes in the heads of people Bhatt (2000)
agrees and dates that explicit knowledge is easy to articulate, capture and distribute
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in different formats, wheress tacit knowledge is difficult to capture, codify, adopt and
digribute because individuds cannot eesly aticulate this type of knowledge.
Hendriks and Vriens (1999:114) date that explicit knowledge can aso be termed
public knowledge, since it covers aspects that can be represented in forma languages
and trangmitted among individuds.

Snowden (1999:43) digtinguishes between tacit and explicit knowledge by using a
five-fold classfication. Frgly, the processes, documents, filing cabinets, databases
and other tangible methods that encompass dl the exising explicit knowledge within
an organisation are named “atefacts’.  Secondly, he cites skills which have been
acquired or developed over time and through individuad and common experiences.
Thirdly, heuristics are described as being one of the mogt vauable assets which may
be aticulated without the need to render them fully explicit. Fourthly, Snowden
(1999:44) argues that experience is the most vaduable and mogt difficult of the tacit
asts of the organistion.  Findly, naurd tdent, the fifth factor, is unmanageegble,
argues Snowden (1999:44).

Nonaka (1998:26-31) in his paper, The Knowledge-Creating Company, introduces
the concept of the “Spird of Knowledge”  This concept is illudrated in the
following diagram:

Figure2.2.1: Nonaka's Spiral of Knowledge
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Nonaka (1998:28) defines the process of sharing tacit knowledge as socialisation, the
process of converting tacit to explicit knowledge as articulation, the process of
combining explicit knowledge combination, and the process of transforming explicit
into tacit knowledge internalisation. He argues that this process can be likened to a
soira, because after one iteration from tacit knowledge to explicit knowledge and
back to tacit knowledge, the process garts a a “higher levd”, that is, it has increased
the knowledge base of the organisation.

Hence there is a consensus among the authors in this field that knowledge can be
categorised as being ether tacit or explicit, and that tacit knowledge is harder to
express than explicit knowledge. In the words of Michad Polyani (in Baumard,

1999:8), “we know alot more than we can express.”

2.2.2 Intellectual Capital

Sveiby (1998) and Brooking (1999) both advocate the concept of “Intelectud
Capitd” as being an integrd part of knowledge and knowledge management. Svelby
(1998) argues that it is better to regard intellectud capitad and knowledge
management as “two branches of the same tree’”, and proposes the concept of
“intangible assets’ which conssts of externa dructure, internal  Sructure, and
people's competence.  Brooking (1999:16), on the other hand, defines intellectua
capitd as being the combined intangible assets which enable a company to function,
and argues tha the intellectud capitd of an organisation can be broken down into
four categories. market assets, intellectua property assets, human centred assets and
infragiructure assets.

Duffy, in Duffy, et al, (1999:14) draws from Sveiby (1998), Brooking (1999) and
Robson (1998) to define intdlectud capitad as comprisng human capita (employee
knowledge), dtructura capita (capital embedded in systems, processes and
procedures), reationship capitd (capitad in reationships with cusomers are
suppliers) and intellectud property (patents, copyrights, trademarks). Essdaar and
Miller (1999:49) provide ancther view on intdlectud capitd. In this definition,
intellectud capitd is defined as “knowledge that can be converted into profit’, and
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comprises vaue cregtion from human cepitd and vaue extraction from intelectud
asHts, incuding intellectud property. Horibe (1999:3) broadly divides intelectua
capitd into three areas. human capita, sructurd capitd and customer capitdl.
Edvinsson and Madone (1997) agree, and date that intdlectud capitd is the
knowledge that is vauable to the organisation and condss of human capitd,
gructura capital and customer capitd.

Hendriks and Vriens (1999:115) move one step further and recognise the existence
of an “organisationd memory”, which dores al the knowledge acquired in the
organisation and is crucid for the creation of new knowledge. This concept is adso
recognised by Kingston and Macintosh (2000:121) who date that the sum of al
knowledge assets of the organisation can be consdered to be its organisationa
memory. Hendriks (1999:160) argues that a main cause for many organisations that
fal in leveraging knowledge is that ther knowledge remains admost completey at
the individud or depatmentad level. In most cases, this organisationd memory is a
fuson of technology and people, and it is of mgor importance to acquire, retain and
disseminate knowledge throughout the organisation. For example, Sage and Rouse
(1999:205) state that magor growths in computing power and communications and
networking have changed reaionships among people, organisations and technology.
Furthermore, they argue that this provides a bass for dramatic increases in learning
and both individud and organisationad effectivenesss  Kingston and Macintosh
(2000:121) agree and argue that the explosive growth in use and access to the world
wide web and to corporate intranets has provided an unmatched opportunity to
digribute knowledge assets throughout organisations, and even multi-nationd

organisations.

The definitions of knowledge are numerous and varied and even more variety exigs
in the definitions of intellectud capitd. Brooking's (1999) definition of intellectud
capitd is probably the most comprehensve. The concept of organisational memory
(Hendriks and Vriens, 1999), (Kingston and Macintosh, 1999) & (Kransdorff, 1999)
is aso appearing in the literature, and is gaining importance.
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2.3 What is Knowledge Management?

The literature contains a number and vaiety of definitions of knowledge
management. For example, Ives, et al, (1998:273) dtate that knowledge management
is an emerging practice, and therefore there are many different interpretations as to
what KM is and how to use its potentia power effectivdly. Mog authors, however,
agree on a number of factors to take into consderation when defining knowledge
management.

Duffy, in Duffy, et al, (1999:13) defines knowledge management as “the
identification, growth and effective agpplication of an organisation's criticd
knowledge” Similarly, Hendriks (1999:161) dates that the focus of knowledge
management includes the preservation and maintenance of knowledge, which ensure
an organisiond memory, the identification and locdisation of knowledge, the
sharing and didribution of knowledge, and the development of new knowledge. In
the same line of thought, uit Bejerse (1999) defines knowledge management as the
achievement of organisiond gods through the drategy-driven motivation and
fadlitation of knowledge workers to develop, enhance and use their capability to
interpret data and information through a process of giving meaning to these data and
informetion.

Stadler (1999e:21) argues that knowledge management is not just about capturing
knowledge from the employees, but has more to do with usng the employees
intellectual assets, and developing and leveraging these intellectual assets to cregte a
competitive advantage for the organisation. In the same line of thought, Sege and
Rouse (1999:206) define knowledge management as the organisation’s capecity to
gather information, generate knowledge, and act effectively and innovatively on the
bass of that knowledge. Smilarly, Hendriks and Vriens (1999:114) argue that
knowledge management is concerned with ensuring that the right knowledge gets to
the right place so tha the innovative power of the organisation and its knowledge

workers increases.
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Essdaar and Miller (1999:49) argue that knowledge management encompasses the
management of intelectua capitd and its components such as human capitd and
intellectual assets.  Furthermore, they believe that KM is an incrementa agpproach
that needs to soread through the thinking of the organisation, and is never complete.
In a dmila line of thought, Snowden (1999:42) defines KM as the “body of
methods, tools and techniques and vaues through which organisations can acquire,
develop, measure, didribute and provide a return on ther intelectud assets”
Bukowitz and Williams (1999:2) dso express the idea of making more money for the
organisation through knowledge management, which they define as the process by
which the organisation generates wedth from its intdlectud or knowledge-based
asets. Liebowitz (2000:3) shares a smilar view, in saying that knowledge

management is the process of creeting vaue from an organisation’ sintangible assets.

Robert Young, founder and chief executive officer of Knowledge Associates
Internationd  argues that knowledge management involves the joining of technology,
process and people, and that without technology knowledge management would not
exis. Furthermore, Young believes that “KM was born from a fuson between IT
and human resources’ (Stadler, 1999b:19). However, she (Stadler, 1999¢:33) argues
that while information technology developments have brought about the fidd of
knowledge management, the IT component of KM should dways reman the
subordinate of the human component.  Similarly, Moore (2000:13) argues that
knowledge management is not a new practice, but “is as old as cvilisaion itsdf.”
He dso argues that technology on its own is smply an enabler and that the red
power comes from a change in organisationa mindset and culture.

In trying to dign knowledge management with the overdl business objectives,
Kinggon and Macintosh, (2000:121) define knowledge management as the
identification and anadyss of avalable and required knowledge assets and relaed
proceses, and the ensuing planning and monitoring to develop these assets and
processes 0 as to meet the organisational objectives.  Similarly, Gassner and Hoalt,
(1999.52) dso ague tha KM is a fidd where individuds, teams and entire
organisations are enadbled to collectivdly and methodicaly creste, share and apply

tacit and explicit knowledge to better achieve the organisation’s objectives.
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On the other hand, Takeuchi (1998) proposes a contradictory view on Knowledge
Management. According to him, the Japanese view of creating knowledge instead of
managing knowledge makes more sense, snce the Eagtern cultures vaue tacit
knowledge more than the Western cultures, which vaue explicit knowledge a the
expense of tacit knowledge. This explains why in most Japanese organisations there
is no knowledge management inititive, dthough these organisations were among the
firsd to recognise the importance of knowledge as a key resource and in producing
innovation (Takeuchi, 1998). As opposed to Wesern views on knowledge
management, he advocates less control over employees and involving everyone in
the organisation to create and share knowledge, which in turn fuels the organisation’s
innovative srategy. He quotes Ikujiro Nonaka who argues that “given a certain
context, knowledge emerges naturdly... give your employees a lot of latitude, do rot

try to control them.”

This radicdly different philosophy is shared by Svelby (2000b) who argues that
knowledge is not something that can be “managed”, and that the term to be
“Knowledge Focused” is preferable.  He (Svelby, 2000c) also states that knowledge
focussed managers do not manage knowledge, since this is impossble, but the
environment in which knowledge is created. According to him, this space is both the
intangible culture and the tangible environment, such as the office.

The most comprehensve definition of knowledge management the author has found
in the literature originates from the United States Army. This definition contains a
amilar point of view on knowledge as Takeuchi (1998), Nongka (in Takeuchi, 1998)
and Sveiby (2000b). According to the U.S. Army Knowledge Online Strategic Plan
(US Armmy, 1999:1), Knowledge Management is “an integrated, systematic
goproach to identifying, managing, and shaing dl of an enterprisg's information
assdts, including databases, documents, policies, and procedures, as wel as
previoudy unarticulated expetise and experience hed by individud workers.
Fundamentdly it is a@out making the collective information and experience of an
enterprise available to the individud knowledge worker, who is responsble for usng
it wisdly and for replenishing the sock. This ongoing cycle encourages a learning
organisation, stimulates collaboration and empowers people to continualy enhance
the way they peform work.” The didinction that the U.S Army makes when it
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comes to the “unarticulated expertise and experience held by individud workers’
suggests that they place a high value on the tacit knowledge of their people.

For the purpose of this research, the author will adopt the view of Duffy (1999) and
indude some of Takeuchi’s (1998) and Sveiby’s (2000b) arguments to propose that
knowledge management is the process of identifying, growing and effectivey
aoplying an organisation’s exising knowledge in order to achieve the organisation’'s
gods while cregting an organisationd culture that permits further knowledge
cregtion.  Although some authors specifically include aspects such as cregting vaue
or wedth in their definitions, the author argues that such concepts are likely to focus

too much attention on financia returns while neglecting other business objectives.

2.4 Conclusion

This chepter discussed the definitions of knowledge and knowledge management.
The opinion of various authors regarding knowledge and knowledge management
was adso discussed. The difference between tacit and explicit knowledge was
explained, as wel as the concept of intellectud capital. The concept of knowledge
management was dso examined, and a definition of knowledge management for the
purposes of this research was reached. The next chapter will continue the literature
survey and will ded with knowledge management implementation drategies
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Knowledge Management Implementation Strategies

3.1 Introduction

The previous chapter explored the definitions of knowledge and knowledge
management, and crafted a definition of knowledge management for the purposes of
this research. This chepter detalls a framework for analysing knowledge
management  Srategies. Exising knowledge management drategies ae then
andysed according to this framework. The most important factors than can affect
knowledge management drategies are then discussed, followed by an andyss of

knowledge management case sudies.

3.2 Knowledge Management Strategies

The MerianWebster dictionary defines a drategy as being a “caeful plan or
method.” In a business context, drategy is defined as a wdl-thought at, high-leve
plan that accommodates the vison and gods of the organisation. The drategy of an
organisation mugt dlow it to achieve the vison that the stakeholders have for the
company. In this respect, a strategy cannot be too limiting or too detailed, rather it is
a gened plan which dlows for dternatives should a paticular plan of action
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fal. This gives the organisation room to adapt to fluctuating factors such as
competition, market tendencies and government legidation.

Zack (1999a 132) dates that a knowledge management drategy expresses the
overdl gpproach a company intends to take to dign its knowledge resources and
capabilities to the intelectud requirements of its drategy. Smilaly, Sedey
(2000:20) defines a knowledge management srategy as being “amed squardly at that
which gives compstitive advantage... the ability to acquire and/or creste new
knowledge quickly.”  Sant-Onge, in Chatzkd (2000), states that a knowledge
management drategy provides the framework within which his organisation manages
new initistives amed a leveraging the intangible assts of the organisaion.
Furthermore, the drategy outlines the processes, the tools and infrastructure required
for knowledge to flow effectively (Sant-Onge, in Chatzke, 2000). King (2001:13)
agues that the knowledge management drategy focuses on the “acquidtion,
explication and communication of missonspecific professond expertise that is
largely tacit in nature to organisationd participants and contexts in a manner that is
focused, rdevant and timely.” Hence it can be seen that these authors hold smilar
views on what a knowledge management strategy is expected to be.

Most authors argue that KM dtrategies are unique to the organisations which devise
them. For example, Zack (1999a:129) states that each company that he has worked
with has devised an gpproach to knowledge management which is unique to itsdf.
Tiwana (2000:87,160) agrees, and dtates that there is “no siver bullet for knowledge
manegement”, that is, there is no one right way to implement knowledge
management. He adso dates that for knowledge management to be effective, the
organisationd context must be taken into consderation. Hence, a drategy which

might work for a particular organisation might not work for another.

In respect of Knowledge Management Implementation dtrategies, there are a number
of factors which are expected to be common to mogt, if not dl of them. These are
dignment of the knowledge management drategy with the overdl business drategy;
a focus on technology as an enabler, and not the driving force of knowledge
management; and the importance of people in knowledge management. These
factors will be explored in detall later in this chapter.
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In addition to this, the author agrees with Rubengtein-Montano, et al, (2000) when
they argue that most gpproaches to knowledge management do not adequatdy satisfy
the knowledge management needs of organisations, and that there is a lack of
cohesiveness across the various approaches. In this respect, they (Rubensten-
Montano, et al, 2000) recommend that all knowledge management approaches
submit to the sysgems thinking method, which will provide the &bility to view
complex processes and hence respond to the needs of the organisation. Furthermore,
according to them (Rubenstein-Montano, et al, 2000), a systems approach to
knowledge management will aso provide an “overseeing framework, giving a sense
of direction to knowledge management inititives, something which has been lacking

until now.”

In this respect, Rubenstein-Montano, et al, (2000) provide a classfication of
knowledge management agpproaches.  prexcriptive, descriptive  and  hybrid.
Prescriptive gpproaches provide direction on the types of knowledge management
procedures without providing specific details of how these procedures can or should
be caried out. Descriptive gpproaches describe knowledge management, and
identify attributes of knowledge management that can influence the success or falure
of the inititive. Findly, hybrid gpproaches are a mixture of both the prescriptive
and the descriptive approaches (Rubenstein-Montano, et al, 2000).

The author argues that agpplying the systems thinking approach to knowledge
management drategies is advantageous because it provides standards which can be
goplied to different organisations and across different types of organisations.
Furthermore, a sysems gpproach will provide a holisic view of the organisation,
which will hep solve organisationd problems in a more globd way. Therefore, the
author fully subscribes to Rubengein-Montano, et al’s (2000) concept, and will
criticaly analyse the literature in that perspective.
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3.2.1 Rob van der Spek, Arthur van Schendellaan & Robert de
Hoog

3211 Introduction
This framework consists of a cycle of four activities that focus on how to acquire,

review, use and evaduate knowledge in the organisation. This cycle is supported by
five factors, that outline how to manage the knowledge cycle effectivdy. The
framework also proposes more hightlevel condderations, for example, the setting of
drategic policies. Findly, it identifies potentid bottlenecks in the implementation of
this framework and recommends sx daly managerid tasks tha can rdieve thee
bottlenecks.

3212 The Framewor k
van der Spek, et al, (1994) propose a framework for knowledge management that

undergoes acycle. Their framework isillugtrated in the diagram below:

ﬁ N
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Figure 3.2.1.2: van der Spek et al’s Framework

This framework (van der Spek, et al, 1994) comprises two levels the Knowledge
Management level and the Knowledge Object levd. The Knowledge Object levd is
described as knowledge items, which are bound to organisationa roles, and use
business processes. The Knowledge Management level comprises of four activities:

conceptudising, reflecting, acting and reviewing. Conceptualising entails obtaining
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an indght into what knowledge is, by way of surveying, dassfying and moddling
the knowledge. Reflecting is the reviewing of the knowledge agang a st of
sandards or factors, and the badc activities are assessment, evduation and
identifying bottlenecks in the organisation with regards to knowledge flows. Acting
represents the operations carried out on the knowledge in order to improve it,
typicdly formdisng, dandardisng, connecting, didributing, combining and
acquiring the knowledge.  Findly, Evaluating entalls assessng the effect of the
previous activity in terms of the gods and objectives of the knowledge management
cycle. Thiswould comprise activities such as gppraisa and evaluation.

Van der Spek, et al, (1994) recommend five “ support aress’:
Setting gods for a knowledge management cycle;
Egtablishing and evauating risks that occur in the cycle;
Moddling formd ectiviies and tools for supporting the conceptudising of
knowledge;
Putting measures for supporting actions, and
Devising techniques for gppraising knowledge.

Van der Spek, et al, (1994) dso put forward a more detailed set of activities to be
caried out in terms of setting gods for the knowledge management cycle. Firdly,
there must be a drategic policy for the development and application of knowledge
for the benefit of the whole organisstion. Secondly, the implementation of the
knowledge drategy must happen with the hep of dl rdevant paties within the
organisation.  Thirdly, the daly improvements of the organisstion and its business

processes must be geared towards knowledge use and devel opment.

Furthermore, by identifying potential bottlenecks in the process, and drawing from
the above three goals, van der Spek, et al, (1994) identify sx daly managerid
activities

Disclose knowledge so that dl individuas can useit in their context;

Ensure that knowledge is available where it is most effectively used;

Ensure that knowledge is available when needed;

Facilitate the effective and efficient development of new knowledge;
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Ensure that knowledge is distributed to the people who need it; and

Ensure that al employees know where to access knowledge.

3.2.13 Classification
This framework recommends a rigorous cycle of activities to be caried out to

achieve cetan gods.  According to the classfication provided by Rubengtein-
Montano, et al, (2000), this framework fals in the category of a prescriptive
framework.  Although it mentions some factors that can influence the knowledge
management cycle, this is not enough. For example, van der Spek, et al, (1994)
mention the important factor of aignment of the knowledge cycle with the objectives
of the organisation, dthough this is insufficently explict. The concept of learning is
aso strongly emphasised.

3214 Critical Analysis
The framework does not diginguish between the explicit and tacit forms of

knowledge or how to manage these forms of knowledge. In the author's opinion,
this didinction is one of the pillars of a good knowledge management Strategy.
Furthermore, van der Spek, et al, (1994) do not mention the importance of
technological infrestructure, and do not recognise the importance of the
organisationad culture in implementing a knowledge management initiative, another
mgor feature of a good drategy. This framework dso does not mention the concept
of learning for ether the organisation or the individud employee, which suggests
that van der Spek, et al, (1994) adopt the view of most Western managers that the
organisation is an “information-processing” machine, and that people are not
important to the overdl organisation. This framework dso only prescribes a dngle-
loop feedback, which is outdated in today’s knowledge economy. These are crucid
factors without which any KM inititive is doomed to fal, and it is the author's
opinion that this modd lacks some of the most important condderations when
implementing a knowledge management inititive, and is outdated when compared to
the latest thoughts in the field.
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3.2.2 Mentzas & Apostolou

3221 Introduction
This framework condst of four man éements tha outline how to implement a

knowledge management initiative.  These dements are supported by numerous
factors which may affect the outcome of the initiative. There is dso a drong
emphasis on the dignment of the drategy with the organisation’'s overdl gods. The
framework aso contains a knowledge process which details how the knowledge of

the organisation should be managed.

3222 The Framework
Mentzas and Apostolou (1998:2) provide a Knowledge Management framework that

places emphasis on three main objectives:
1. The Business Context at the start of the effort;
2. The specific infrastructure and processes that have been created to
support the effort; and
3. The results obtained from the initiative and the lessons |learned.

Their (Mentzas and Apostolou, 1998:2) framework comprises four main ements, a
the core of which lie the knowledge management processes. The framework is
illustrated in figure 3.2.2 below (Mentzas and Apostolou, 1998:2):
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Figure3.2.2.2: Mentzas & Apostolou’s Framework

The Context of the framework details the most important factors and condraints on
the KM initigtive, and dso outlines the main externd & market forces and internd &
infragtructura forces that cause the KM initigive. The Goals are those of the KM
initigtive, but are linked to the overdl business gods of the organisation. These two
factors provide the input to the framework. The Knowledge Management Strategy
describes the criteria for choosing what knowledge the organisation plans to focus
on, and how it will actudly capture and share it. The Culture of the organisation o
has a very important role to play in the framework, in that a knowledge-friendy
culture is one of the most important factors in successful knowledge management
projects. The Organisational Infrastructure represents the new roles and structures
that are crested to support the KM initiative in the organisation. Frequently, this
would mean the gppointment of a Chief Knowledge Officer and Knowledge
Managers (Mentzas and Apostolou, 1998:3). The Technological Infrastructure refers
to the process of deveoping, identifying and applying the right information
technologies to support the initigtive, with a particular emphess on learning and
disssminaion of knowledge. Findly, the Results represents the output of the system,

An Investigation of Knowledge Management |mplementation Strategies’ 32




Knowledge Management | mplementation Strategies chapter 3

whereas Lessons Learned can be thought of as the feedback of the framework
(Mentzas and Apostolou, 1998:3).

The Knowledge Management processes in this framework ae Knowledge
Generation, Knowledge Organisation, Knowledge Development and Knowledge
Digtribution. Knowledge Generation comprises identifying the relevant knowledge
to the organisation and the people who can contribute to enhance that knowledge, the
knowledge being acquired from within as wdl as outdde the organisation.
Knowledge Organisation is the process where the knowledge is organised for future
representation and dectronic retrieva, and aso updating the knowledge repositories
to avoid obsolete knowledge. Knowledge Development refers to the process of
sdection and further refinement of the knowledge to increase its vaue for users, after
which the knowledge is seen to represent the best idess of the organisation and the
views of the experts in the fidd. They (Mentzas and Apostolou, 1998:3) tend to
group Knowledge Organisation and Development together, mentioning the fact that
“the line between organisng and developing materid is difficult to draw.” They dso
mention the difference between tacit and explicit knowledge, and the difficulties in
codifying the former.  Knowledge Distribution is the process through which people
gan access to materid eadly, and in a manner which encourages them to use and
reuse the knowledge (Mentzas and Apostolou, 1998:3).

3.2.2.3 Classification
This framework describes tasks and processes needed to accomplish a Knowledge

Management effort.  In addition, it dso mentions factors which can influence the
initiativeé's success or falure, namdy culture and organisationd and technologicd
infrastructure, and dso differentiates between tacit and explicit knowledge.
Furthermore, the gods of the framework emphasise the busness context of the
effort, as well as supporting processes and a feedback loop. Therefore, according to
the dassfication devised by Rubengen-Montano, et al, (2000), it ranks as a
descriptive framework.

An Investigation of Knowledge Management |mplementation Strategies’ 33



Knowledge Management | mplementation Strategies chapter 3

3.224 Critical Analysis
Mentzas and Apostolou, (1998) mention that one of the gods of the knowledge

management inititive is to emphasse the busness context of the organisation, and
there is mention of the linkage of the knowledge management drategy to the overdl
busness drategy, or how the initigtive is geared towards helping the organisation
achieve its overdl gods. Although they have included a feedback loop, it is a sngle-
loop feedback, which is somewhat outdated in today’s innovative knowledge
economy. The author argues that the incluson of a double-loop feedback in a
knowledge management framework is crucid for an organisation to respond to its
market and compstitors in an innovative and proactive manner, ingtead of responding
to these factors in a corrective and incrementd manner.  In addition, dthough
Mentzas and Apostolou (1998) differentiate between tacit and explicit knowledge,
they dtate that they do not address “the management of tacit and explicit knowledge
in a holigic manner.” The author argues that this is a drawback, because the
management of knowledge should address such an important issue, tacit and explicit
knowledge being the man source of innovation and credtivity of any organisation
and should therefore be managed together, and not separately.

3.2.3 The Knowledge Resear ch I nstitute

3.231 Introduction
This framework condss of a cycle of tasks which outline how to manage the

knowledge of an organisation effectively. These tasks are supported by a st of
implementation issues that the organisation has to ded with in order to achieve
success. It does not address high-level issues such as drategic dignment of the
initictive to the organisationa gods, nor does it mention important factors such as

culture and does not place much importance on the people in the organisation.

3.2.3.2 The Framewor k
Wiig (1999d) proposes a 5-gep cycle for Knowledge Management which he terms

‘The Inditutiond Knowledge Evolution Cyce€. This cyde is illudrated in the
diagram below (Wiig, 1999d):
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Figure 3.2.3.2: The Knowledge Research Institute’ s Framework

Wiig (1999d) further expands the five steps depicted in figure 3.2.3 above as follows:
Creating Knowledge condsts of learning, innovating and researching knowledge by
usng prior and imported knowledge, Capturing & Soring Knowledge is done in
order to reuse, build and leverage that knowledge, Organising & Transforming
Knowledge is caried out in order to make it more avalable and to indil it in the
organisation; Deploying Knowledge in such a way that people, practices, technology,
products and services benefit from it; and findly, Using and Leveraging that
knowledge to act effectivdly to ensure the success and survivd of the organisation
(Wiig, 1999d).

At firg, this framework does not seem to be very detailed, but Wiig (1999a:18)
subgtantiates it with what he terms ‘Comprehensve Knowledge Management’, nine
implementation issues that must be addressed in order for a KM initiative to succeed:

1. Creste an environment of trust, ethica behaviour, mutua respect, support,
and open communication about individud employees functions, roles, and
importance of contribution.

2. Develop a broad vison of the knowledge management practice and obtain
buy-in from management. This vison provides the guide for cregting the
needed capabilitiesin infrastructure in for setting priorities.
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3. Pursue a targeted knowledge management focus determined from knowledge
landscape mapping and other indghts and based on priorities that aign with
enterprise objectives.  Underteke smdl and sharply focused initictive with
clear benefit expectations.

4. Build a professond team and dlow it to focus full-time on knowledge
management. Desgnae a few highly competent employees to work
dedicatedly with implementation.

5. Ingdl and agree on knowledge management impact and benefit evauation
methods, impacts and benefits are often indirect and happen gradudly over
time.

6. Implement incentives to motivale individud employees to manage
knowledge on personnel and enterprise levels, collaborate broadly, and act
intdligently - to innovative, capture, build, share, and use knowledge.

7. Teach metaknowledge to everyone When dlowed to deveop
metaknowledge knowledge, workers a dl leveds demondrate s€ignificant
increases in the effectiveness and ability to develop and teke advantage of
improved subject knowledge.

8. Sdect knowledge management activities that will support the critical success
factors by providing opportunities, cgpabilities, motivations, and permissons
for individuals and the enterprise to act intdlligently.

9. Cregte supporting infrastructure. Build upon exiging capabilities and
gradudly add new ones as required to facilitate effective knowledge

management, particularly in the chosen aress.

3.23.2 Classification
Wiig's (1999d) framework is clearly task-based. Although the supporting issues

briefly mention the importance of digning the knowledge management initictive
with the overdl busness drategy, the framework itsef does not emphasse it, nor
does it diginguish between implicit and explicit knowledge.  Although factors
affecting a KM initigtive ae mentioned dsewhere (Wiig, 1999a:18-19), the
framework itsdf only describes the tasks needed to accomplish a KM initiative.
Wiig (199d:18) mentions the importance of culturd factors, and of employees, but
does not eaborate on it. Furthermore, there is no feedback bop in the framework.
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Therefore, according to the classfication devised by Rubenstein-Montano, et al,
(2000), it ranks as a prescriptive framework.

3234 Critical Analysis
This framework does not contain the criticad success factors which are essentid to

any knowledge management initigtive, for example, the lack of emphass on the
dignment of the initigive with the budness objectives and culture of the
organisation.  Furthermore, the omisson of didinguishing between tacit and explicit
knowledge is a drawback, because the management of knowledge should address
such an important issue, tacit and explicit knowledge being the man source of
innovation and credtivity of any organision and should therefore be managed
explicitly. Hence the author argues that Wiig's (1999d) framework is not
particularly suited to be classfied as awell-rounded framework.

3.2.4 Floyd W Carlson

3.24.1 Introduction
This framework outlines steps and processes needed to build a Knowledge

Management system. It dso mentions factors which can influence the initigtive's
outcome, namey culture and organisationd and technologicd infrastructure, and
dso differentiates between tacit and explicit knowledge. Furthermore, it emphasises
the importance of digning the KM initiative with the busness drategy, as well as
tregting the initiative like any other project in the organisation.

3.24.2 The Framework
Calson (1999) proposes a Sx-sep knowledge management implementation
framework:
1 Determine the Knowledge Barriers,
K now the organisation’s Information Needs;
Determine a Strategy;
Focus the KM initiative through a VVaue Propostion;
Implement Supporting Enablers for KM; and

o w0 DN

An Investigation of Knowledge Management |mplementation Strategies’ 37



Knowledge Management | mplementation Strategies chapter 3

6. Pan, Design and Implement the system.

The fird dep condds of the organisation learning what barriers exist to sharing
knowledge in the organisation, and plan how to overcome these bariers. Carlson
(1999) recognises four different types of barriers: Organisationd Structure Barriers,
Bounday Bariers, Management Support Barie's and Technology Barriers.
Organisational barriers refer to the dructures in an organisation which preclude the
sharing of knowledge. Typicdly, such bariers would conast of dructures where
there are no incentives to share, the organisationa culture prefers unique ideas rather
than sharing information, there are no common languages between departments to
dlow them to share knowledge, the organisation overlooks tacit knowledge because
it focuses too much on explicit knowledge and management forces employees to
share knowledge. Boundary barriers exist in the organisation and prevent knowledge
flows within the organisation, typicaly because there is no common language or
culture between depatments or divisons. As with any project, a lack of
management involvement and support can aso cause a KM project to fail. Hence the
organisation must gtrive to remove those management support barriers. Findly, there
ae Technology Bariers, where typicdly management expects that knowledge
sharing will take place if the technology is in place. Once the organisgtion has
identified which barriers are present in the organisation, it should then put in place
the gppropriate measures and sructures that will overcome those barriers and alow

knowledge flows to take place in the organisation (Carlson, 1999).

The second step in Carlson’s (1999) framework indicates that the organisation should
identify what information is needed, who has it and how and where to get this
information from. One way of accomplishing this is to conduct a knowledge audit
(Carlson, 1999). The third step in this framework is to aign the KM project to the
overdl business srategy (Carlson, 1999). He proposes three modds that can be used
to do this the Library Modd, where a library of knowledge is constructed;
Community of Interest Model, where people with common interests are brought
together; and Shaping How People Learn, where the qudity of people's contribution

isimproved.
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The fourth step is to focus the KM project by choosing a vaue proposition (Carlson,
1999). He argues that this is a crucid step to ensure that: resources are used in the
gppropriate areas, the appropriate knowledge is shared in the organisation and it
helps to obtain managerid support and financid backing. Carlson (1999) proposes
three vaue propogtions. Customer Intimacy, Product-to-Market, and Operationa
Excdlencee. The Cudomer Intimecy focuses on retaning the cusomers of the
organisation and making sure tha these cusomes ae fully saisfied with the
products and services that they purchase. The Product-to-Market proposition focuses
on ddivering products to the market as rgpidy and as successfully as possible.
Findly, the Operationd Excelence propostion focuses on cogt reduction and

performance increase.

The fifth gep in this framework consgts of implementing supporting enablers for the
KM project. This helps the organisation to create an environment which encourages
knowledge sharing (Carlson, 1999). He identifies four endblers Culture,
Technology, Infrastructure and Measure. He (Carlson, 1999) identifies Culture as
being the most important enabler, because it “can make or bresk the knowledge
management system.” Carlson (1999) adso dates that Measure is the most difficult
and weakest of these fours enablers, snce measuring the benefits of a KM project is
difficult. Furthermore, Carlson (1999) emphasises that these four enablers must be
appropriately balanced such that one enabler does not prevail over the others.

The lag sep in Carlson's (1999) framework comprises planning, designing and
implementing the project. He argues that the best way to achieve this is to use a
gysems andyss and design methodology. Carlson (1999) dso emphasises that a
knowledge management project should be managed just like any other projects.
Hence, al project management principles and rules should be obeyed.

Carlson (1999) dso outlines a Knowledge Management Process, which details how
knowledge will actudly be managed throughout the organisation.  This process
comprises  Knowledge  Generation, Knowledge  Organisation,  Knowledge
Devedopment and Knowledge Didribution.  Knowledge Generation conssts of
identifying what knowledge will be used in the sysem, and obtaining that knowledge

from users. Next, the organisation must organise this knowledge so that it can be
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accessed and retrieved eectronically.  This knowledge then has to be refined and
made more vauable to users in the knowledge development process. Findly, the
knowledge acquired must be digtributed throughout the organisation. It should be
easy for users to access and retrieve this knowledge, and they should be encouraged
to use the system (Carlson, 1999).

3243 Classification
Carlson’s (1999) framework is a hybrid one, according the classfication provided by

Rubensten-Montano, et al, (2000). For example, it describes steps and processes
needed to build a Knowledge Management system, and it aso mentions factors
which can influence the inititives success or falure, namdy culture and
organisational and technologica infrastructure, and adso differentiates between tacit
and explicit knowledge. Unfortunately, there is no mention of feedback loops, but
Carlson (1999) acknowledges the importance of digning the KM initiative with the
busness srategy, as wel as treating the initiative as any other project in the
organisation. The need to focus the KM initiative usng vaue propogtions is dso
deemed to be a very positive aspect of this framework.

3.24.4 Critical Analysis
This framework is regarded as comprehensive with the exception of one drawback: it

lacks any feedback loop. The author argues that this represents a maor
disadvantage, since there is no forma mechanism for responding to changes in the
knowledge management environment. On the other hand, Carlson (1999)
emphasses the linkage of the knowledge management initigtive with the
organisationa goas and dso includes other factors such as culture and infrastructure.
Other pogtive aspects of this framework include the differertiation between tacit and
explicit knowledge. However, since the absence of a feedback loop is the only
drawback of this framework, the author concludes that overdl, it is a very good
example of a proper knowledge management implementation Strategy.
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3.2.5 Ann Macintosh

3.251 I ntroduction
This framework recommends a set of activities and tasks to be carried out in order to

manage the “knowledge assets’ of an organisation. It dso recommends using
modelling techniques to manage these knowledge assets, udng traditiona business
management techniques, and new techniques derived from the use of knowledge-
based gpplications. This framework dso details the use of Knowledge Management
Roadmaps to dlow the organisation to visudise its criticd knowledge assets and the
reationship between these assats and the future human <ills, as wdl as the
technologies in the organisation required to meet future market demands. It does not
mention the linkage of the knowledge management inititive to the overdl busness
drategy, nor does it mention the importance of employees or of the organisationa

culture.

3.25.2 The Framework
Macintosh (1999) proposes a four-step framework that details how to manage the

knowledge assets in an organisation:

Identify knowledge assets,
Anayse vaue of knowledge assts,
Specify actions necessary to add vaue to knowledge assets,

D W NP

Review use of knowledge;

Macintosh (1999) defines knowledge assets as the knowledge concerning markets,
products, technologies and other organisations that a business possesses or needs to
possess, and which enables its business processes to generate profits and add vaue to

its products and services.

The fird dep condsts of identifying what knowledge assets an  organisation
possesses (Macintosh, 1999). This entalls locating where the assets are dtuated in

the organisation, what they contain, what their uses are, what form they are in, and
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how accessble they are to the rest of the organisation. The second step entails
andysng how these knowledge assets can add value to the organisation (Macintosh,
1999). This can be done by examining where opportunities may lie to use these
knowledge assets, the outcome of ther use, the bariers to usng them, and findly
what vaue the use of these assets would bring to the organisation (Macintosh, 1999).
Next, the organisation has to detall what actions are needed in order to add vaue to
the knowledge assets.  This can be done by planning what needs to be done with the
knowledge assets, how to enable the wsers to use them, and how to monitor the use of
the knowledge assats (Macintosh, 1999). Findly, the last step conssts of reviewing
the use of the knowledge assats to make sure that they are adding vaue to the
organisation.  She recommends finding out whether or not the use of the knowledge
assets added value, how the assets can be maintained for the uses that add vaue, and
finaly whether or not the assets crested new opportunities for the organisation.

Macintosh (1999) dso recommends usng moddling techniques to manage the
knowledge assets of the organisation. She suggests a “multi-perspective modelling
goproach”, which conggs of traditiond management moddling techniques and
knowledge techniques. Specificdly, these models need to be able to perform the
fallowing:

* Mode the Business Processes,

= Modd the Resources of the Organisation,

= Modd the Cgpahilities, Roles and Authority,
= Modd the Communication between Agents,

=  Modd the Control over Processes.

Macintosh (1999) dso details the use of Knowledge Management Roadmaps, which,
according to her, dlow the organisation to “visudise their critical knowledge assts,
the rdationships between these and the skills competencies and technologies
required to meet future market demands.” She argues that these road maps will serve
as frameworks for supervising the knowledge management programme.
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3253 Classification
Macintosh's (1999) framework is a task-oriented one. It lists what needs to be done

to implement a knowledge management initictive, without teking into congderation
factors that can influence the outcome of the initiative, for example, cultura factors,
and the importance of people versus technology. This framework does not mention
the linkage of the knowledge management initictive to the overdl business drategy,
dthough Macintosh (1999) does mention the fact that the knowledge assets should
be managed in a way that add vaue to the organisation. Furthermore, this
framework only prescribes a sngle-loop feedback, in the form of a review process.
Therefore, according to the classfication devised by Rubensten-Montano, et al,

(2000), it ranks as a prescriptive framework.

3.254 Critical Analysis
The author argues that Macintosh's (1999) framework does not contain the important

success factors which are essentid to any knowledge management initictive, for
example, the dignment of the initigtive with the busness objectives and taking into
condderation the culture of the organisation. Furthermore, Macintosh (1999) does
not distinguish between tacit and explicit knowledge, which is a mgor drawback.
She correctly recommends the use of moddling techniques to manage the
organistion’'s knowledge assets.  Unfortunately, dthough she includes a “review”
process, this is only a sngle-loop feature. The author argues that the incluson of a
double-loop feedback in a knowledge management framework is of utmost
importance for an organisation to regpond to its market and competitors in an
innovative and proactive manner, instead of responding to these factors in a
corrective and incrementd manner. Hence, the author argues that Macintosh's
(1999) framework is not a very good one, since it does not address the issue of
knowledge management in a holistic manner.
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3.2.6 Roelof P. uit Beijerse

3.26.1 Introduction
uit Bejerse (1999) has created a knowledge management conceptua mode which

has been used to andyse an organisation trying to introduce knowledge management.
He (uit Bejerse, 1999:104) has tested this modd, and reports that the experiment
was podtive, and that his modd covers dl the important facets of knowledge
management. His mode draws heavily on the ‘Spira of Knowledge from Nonaka
and Takeuchi’s work, and Weggeman's ‘Knowledge Vdue Chan’ (Weggeman, in
uit Bejerse, 1999:102). There is a strong emphads on the drategic importance of
knowledge and the linkage between knowledge management and the organisationd

gods, aswdl asthe organisationd culture.

3.2.6.2 The Framewor k
uit Bejerse (1999:104-106) proposes a ‘conceptud knowledge management model’,

which is based on three man building blocks Strategy and Misson Statement,
Organisation, and Ingtruments of Knowledge Credation and Leaning. The firg
building block of this modd assumes that the management process is motivated by
the drategy of the organisation, which is formulated for a short- to medium-term
period. uit Bejerse (1999:103) argues that in terms of knowledge management this
should ‘result in some sort of knowledge policy’. Furthermore, in conjunction with
this dtrategy, the organisation aso needs to have a misson staement or vison, which
will provide the organisation with along-term drategy.

The second building block of the modd is the organisation itsdf, which in uit
Bejersg's (1999:103) view will act as an ingrument in the knowledge management
process. An important agpect of this building block is the knowledge infrastiructure
of the organisation, which he defines as the sum of the organisationd structures and
guiddines, as wdl as technicd and nontechnical faciliies present in the
organisation.  According to him, these dructures, guiddines and facilities will asss
and support the learning process in the organisation. The knowledge infrastructure is
illustrated below (van Heljst and Kruizinga, in uit Beijerse, 1999:103):
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Figure 3.2.6.2a: uit Beijerse Knowledge Infrastructure

According to uit Bejerse (1999:103), the knowledge policy establishes what needs to
be learned, where the learning will occur, who will leasn and when. The
organisationa culture will resolve how this learning takes place.

The third and lagt building block of his modd consgts of instruments that are used to
manage tacit and explicit knowledge. These indruments are used primaily to help
knowledge cregtion and learning in the organisation. Uit Bejerse (1999:105)
classfies these ingruments according to the interaction between tacit and explicit
knowledge as defined by Nonaka and Takeuchi (1995), and Weggeman's
‘knowledge vadue chain’ (Weggeman, in uit Beujerse, 1999:102). Some of these
indruments include  management carrying out wak-arounds, traineeships, project
teams, an intrangt, the Internet, benchmarking and reading reports. uit Bejerse
(1999:105) defines these indruments as the ‘knowledge infrastructure of the
organisation, illugtrated in figure 3.2.6.2b.

uit Bejerse (1999:104) then presents his conceptual knowledge management modd,

which he argues covers dl the important aspects of knowledge management. The
mode is shown below in figure 3.2.6.2b:

An Investigation of Knowledge Management |mplementation Strategies’ 45



o
g
3
>
3
o
=
o
o1
I
S
O
)
&8
4=
%
T
4
@
S

Knowledge Management | mplementation Strategies chapter 3

time
_____________________________________________________________________________ _>
long-term vision / knowledge infrastructure/systems \
L &
L FEEE:
®BESS ¢
o8 E & ..
S58 E organisational
> gods
AdN™ <
T 1. Determining knowledge gap 7
2. Developing/buying knowledge /@
short and medium- 3. Knowledge sharing =
term strategies

4. Evauating knowledge

culture and style of management

feedback loop

Figure 3.2.6.2b: uit Beijerse’s Framework

uit Bejerse (1999:104) agues tha it is crucid to any knowledge management
initigtive that the organisation darts by looking at its market and its compstitors,
particularly what its customers want and what its competitors are doing. Drawing
from this prdiminary andyds, management should then create a long-term vison
which expresses what the organisation wants to achieve over the long term.  This
long-term vison will adso act as the ‘collective ambition’ of the employees. He aso
recommends that together with this long-term vison, the organisation creates short-
and medium-term srategies that dictates how the gods of the organisation should be
achieved. Idedly, these short- and medium-term strategies should be grouped in a
‘knowledge policy’ (uit Bejerse, 1999:104). He defines the indruments with which
knowledge is managed, and learning encouraged as the heart of his modd. These
indruments form the knowledge infrastructure of the organisaion, which is pat of
the overdl organisationd tructure,

The culture of the organisation supports the organisationd dructure, and is crucid
for the success of the knowledge management initigtive. uit Bejerse (1999:105)
agues that it is very important that the organisationa culture is focused on the
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shaing of knowledge among employees and that the management style of the
organisation has to be stimulating and motivating and focused on sharing knowledge.

At the end of this process, the knowledge is linked into the organisationa godls,
athough he emphasises that this process is not linear, but includes a feedback loop to
revise the short- and medium-term goal's of the organisation.

3.26.3 Classification
uit Bejerse (1999) has congtructed a conceptud modd of knowledge management

that provides detalls of the knowledge management process which are important for
the success or failure of the organisation. For example, there is a strong emphasis on
the drategic importance of the knowledge management process being digned with
the organisational goals, the importance of organistiona culture, and the
management style.  Furthermore, he recognises the importance of having a feedback
loop to make corrections to the srategies of the organisation. Therefore, according
to the classfication provided by Rubenstein-Montano, et al, (2000), this framework

ranks as a descriptive one.

3.264 Critical Analysis
This framework provides a very solid modd on which an organisation can build its

knowledge management initigtive.  uit Bejerse (1999) drongly emphasises the
drategic linkage between knowledge management and the organisational gods, the
importance of short- and medium-term drategies, the knowledge structure, the
culture and management syle, and the necessty of a feedback loop. He aso
recognises the importance of differentiating between tacit and explicit knowledge,
and the different indruments to use for determining, developing, sharing and
evduding each type of knowledge in the organisation. Therefore the author
concludes that uit Beljerse's (1999) model isavery good one.
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3.2.7 David J Skyrme

3271 Introduction
Skyrme (1999) proposes a framework based on an internationa study of best

practices in organisaions over a period of one year, and his own consulting
experience in knowledge management.  His framework recommends approaching
knowledge management through three ‘layers, which each ded with an aspect of
knowledge management in the organisation. Furthermore, Skyrme (1999)
recommends a holigic view of knowledge management, and provides a number of
drategies to achieve this, namdy, the knowledge advantage, two knowledge
drategies, the knowledge dimension, and seven knowledge layers. There is dso a
srong emphass on the need for the knowledge management effort to be part of the
overdl business drategy, the importance of people and culturd factors, and other
issues that will affect the success of the effort.

3.2.7.2 The Framework
Skyrme (1999) proposes a framework made up of three layers. Enablers, Levers and

Foundations. The framework isillustrated below (Skyrme, 1999):

Enablers Leadership

Lavers
Measure-
Processes People
ment

Foundations

Figure3.2.7.2: Skyrme's Framework
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The top layer is made up of the enablers of the framework. The most important
endbler is organisationd leadership (Skyrme, 1999).  The organisation should
gppoint a senior ‘knowledge champion’, and the senior management team should be
aware that knowledge is drategic to the organisation’'s success.  Furthermore, the
senior management teams should be responsble for propageting this vison to the
rex of the organisation. They should dso ensure that the proper organisationa
dructures and human resources policies are in place to support the knowledge
management  effort. Findly, senior management should ensure that the
organisationa culture encourages knowledge sharing (Skyrme, 1999).

The second layer of Skyrme's (1999) framework consst of a number of ‘levers, that
intengfy the contribution of knowledge in the organisstion. The levers ae the
processes which esse the knowledge flows in the organisation, the effective handling
of information, and the measurement sysems. At this point, he points out the
difference between tacit and explicit knowledge, and argues that the management of
eech type of knowledge is very different, hence the incluson of the two other levers,
people and space. Skyrme (1999) argues that because tacit knowledge is located in
peoples heads and is persond, managing this type of knowledge adso means
managing people, as well as the environment in which they work.

The lagt layer of this framework offers the organisation the cgpability to embed the
knowledge into the organisation’s infragructure (Skyrme, 1999). This infragtructure
has two thrugts, a ‘hard’ one and a ‘soft’ one. The hard infrastructure dedls with the
information and communications infrastructures that dlow knowledge sharing, while
the soft infrastructure takes care of developing knowledge-enhancing roles, skills and
behaviours. This layer dso comprises tools and techniques for enabling knowledge
capture, organising and sharing (Skyrme, 1999).

Skyrme (1999) points out that an effective knowledge management effort should
adopt a holigtic view of the organisation and ensure that there is gppropriate baance
between the various layers. In order to achieve this, he dso recommends andysng
the organisation's ‘knowledge advantage, choosng between two ‘knowledge
drategies, deding with the ‘knowledge dimenson’, and focusng on seven
‘knowledge layers.
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The Knowledge Advantage
Skyrme (1998) argues that there are three ways in which knowledge can be used in
the organisation to provide a strategic advantage:

1. Knowledge in Products

2. Knowledge in People

3. Knowledge in Processes

Skyrme (1998) argues that an organisation can use knowledge to create more
advanced products that can justify premium prices, thus ensuring an advantage over
its competitors.  Secondly, the people in the organisation should become a part of the
‘learning organisation’, where their persona knowledge becomes a pat of the
organisation. Thirdly, the processes in the organisation can be enhanced by using the
bet practices of a team or section of the organisation and replicating them
throughout the entire organisation, thus reducing costs of production.

Knowledge Strategies

Skyrme (1998) argues that there are tvo main types of drategy that an organisation
can use to develop its knowledge assets. Use the Exigting Knowledge, and Create
New knowledge. He reports that during a study of internationd best practices,
managers often complained that they wasted resources ‘reinventing the whed’ or
faled to solve a customer’s problems, because they did not know that the knowledge
they needed was dready avalable in another pat of the organisstion. He dso
reports that one of the first things that organisations do when garting a knowledge

management initiative is to create or enhance an intranet.

The second type of knowledge drategy that organisations use is to creste new
knowledge, and produce new products and services from new and credtive idess.
Skyrme (1998) rotes in his sudy that there aready exidts a large pool of credtivity in
organisations, but that management should not lose these cregtive ideas and should
dlow them to arise where they can be used. He (Skyrme, 1998) argues that this
drategy is the most difficult, but properly managed can bring success to the

organisation.
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Knowledge Dimension
Skyrme (1998) dso argues that one of the redigtic problems of building knowledge
drategies is the complicated nature of knowledge itsdf. He argues that this is
because knowledge takes two forms: explicit and tacit. The difficulty lies with tacit
knowledge, which, unlike explicit knowledge, is harder to express and codify. There
are two complementary methods of keeping the organisation’s knowledge in-house:

1. Converting Tacit to Explicit Knowledge

2. Enhancing Tacit Knowledge flows in the organisation

The fird method focuses on converting tecit knowledge into a more explicit form,
usudly in the form of documents, processes and databases. Skyrme (1998) points
out that this method is typicad of many European and American organisations, and
labels it a ‘Western tendency.” The second method tries to enhance tacit knowledge
trandfers through better human interactions, hence the knowledge is disseminated
throughout the organisation and becomes pat of the organisation, not only the
individud.  Skyrme (1998) agues that socid activities support this type of
knowledge transfer, and can ignite the generation of new idess and knowledge.
However, he dso recommends having sound human resources management in the
foom of a chdlenging work environment, persond development plans, proper

motivation and suitable reward and recognition plans.

Knowledge Layers

Skyrme (1998) adso differentistes between seven different ‘knowledge layers),
sections of the busness where key knowledge activities can differentiate an
organisation:

Customer Knowledge

Stakeholder Relationships

Business Environment Ingghts

Organisational Memory

Knowledge in Processes

Knowledge in Products and Services

N o a s~ w Ddh PP

Knowledgein People
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In the firg layer, Customer Knowledge, some of the key activities include
developing deep knowledge-sharing relationships, understanding the needs of the
customers customers, aticulating unmet needs, and identifying new opportunities.
The activities in the Stakeholder Rdationships layer include improving knowledge
flows between suppliers, employees, shareholders and the community and using this
knowledge to creste key drategies. The activities for the Business Environment
Insights include a methodicadl scanning of the politica, economic, technologicd,
socid and environmental trends, an andyss of the organisation’'s competitors and
marketing intelligent sysems.  Skyrme (1998) recommends sharing knowledge,
cregting best-practice databases and directories of expertise, publishing documents,
procedures and discusson forums online and building an organisationd intranet in
order to promote Organisational Learning. In the Knowledge Processes layer, the
organisation should embed its knowledge into the busness processes and use it in its
manageria  decison-making process.  The activities in the Knowledge in Products
and Services layer include embedding knowledge in products and surrounding these
products with knowledge, for example, user guides, and enhanced knowledge-
intendve sarvicess  For the lagt layer, Knowledge in People, he recommends
organisng knowledge-sharing fairs, innovation workshops, and cresting expert and

learning networks and communities of knowledge practice.

However, Skyrme (1998) warns that it is the employees of an organisation and the
process of the organisation that will ensure the success of the knowledge
management initiative, not its drategic content. Therefore he recommends seven
best practices that will contribute to the success of the knowledge management

programme;

Firgly, theee must be a dear and explicit linkage between the knowledge
management drategy and the overdl busness drategy. Skyrme (1998) recommends
that the knowledge management drategy should be another layer of the business
drategy instead of bring separate from it. The organisation must dso invettigate in
what ways does its knowledge add vaue to its business drategy, and aso what
knowledge can be derived from the business strategy.
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Secondly, the organisation should be knowledgesble about knowledge (Skyrme,
1998). Management should have a deep understanding of knowledge, and what
advantages it can bring to the organisation. Furthermore, there should aso be the
diginction between tacit and explicit knowledge, and how these two forms of
knowledge fit into the product plans, maketing plans, drategic initiatives, annua
budgets and persond development plans (Skyrme, 1998).

The third best-practice that the organisation should have is a convincing vison and
architecture.  Skyrme (1998) proposes that the knowledge aspect of the organisation
should guide management’ s decision-making.

Skyrme's (1998) fourth best-practice is to promote knowledge leadership and
champions.  The organisstion should advertise the enthusasiic proponents of
knowledge management throughout the firm, and top management should emphasise

the importance of organisational knowledge to the business success.

The organisttion should dso have methodicd knowledge processes.  Management
should have processes for capturing knowledge, organisng it and dissemingting it
throughout the organisation. Furthermore, Skyrme (1998) argues that there should
aso be processes that improve knowledge crestion and innovation.  Ladly,
management should create procedures that protect the knowledge assets of the
organisation.

The gxth begt-practice is a well-developed knowledge infrastructure.  Skyrme (1998)
dates that people and information should be readily accessble through the corporate
intranet.  Furthermore, the intranet should dlow access to information from outsde
the organisation, particularly concerning customers, suppliers and experts. He dso
recommends pursuing a ‘soft’ infrastructure, for example, the organisationd culture
should dlow for innovation and credtivity, and management Structures should be
flexible and adaptive.  Management should aso recognise and reward individuds
and teams who contribute to enhancing the organisationa knowledge.
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Fnally, Skyrme (1998) recommends putting into place suitable measurements for
knowledge. The organisation should measure the contribution of knowledge, in the

form of intangible assets, and aso knowledge flows within the organisation.

3.2.7.3 Classification
This framework is a descriptive one, according to the classfication provided by

Rubengtein-Montano, et al, (2000). This is because Skyrme (1998 & 1999) presents
a framework that deds with the issues that affect knowledge management, and
provides recommendations on how to address these issues. For example, he
(Skyrme, 1998) clearly mentions the importance of digning the knowledge
management effort with the business drategy, the need to explicitly express a vison
for the organisation to follow, and the importance of the people in the organisation.
Although he (Skyrme, 1999) makes no mention of feedback loops, the other

attributes of this framework classify it as a descriptive one.

3274 Critical Analysis
This framework contans dl the necessyy factors that a good knowledge

management framework should have. For example, the linkage of the knowledge
management strategy with the business drategy, the need for a vison, the importance
of people, and the importance of the infrastructure of the organisation. Skyrme
(1998) dso recognises the importance of digtinguishing between tacit and explicit
knowledge, and even recommends managing these two types of knowledge
differently.  Furthermore, by identifying the key activities in the seven knowledge
layers, the organisation can successfully use knowledge to add vaue to its products,
people and processes.  Unfortunately, Skyrme (1998) fails to recognise the need for a
feedback loop, dthough there is mention of the importance of organisationd memory
and measuring knowledge flows in the organisation. However, snce this is the only

negative aspect of this framework, the author concludesthat it is a very good one.
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3.2.8 Jay Liebowitz

3281 Introduction
This framework recommends carying out a number of activities in order for an

organisation to successfully implement a knowledge management initistive. 1t dso
recommends a number of techniques that can be used to complete those tasks. The
emphass of this framework is on creating a ‘continuous learning cyde, which
dlows the organisationd intelligence to grow. This in turn will ensure the success of
the knowledge management initictive of the organisation. The framework does not
mention the importance of the drategic linkage between knowledge management and
the business plan, nor does it ded with culturd factors in detail. Furthermore, there
iIs no mention of the importance of people and technology and their impact on
knowledge managemen.

3.2.8.2 The Framework
Liebowitz (2000:6) proposes an dght-step knowledge management framework that

builds the organistiona intelligence of the company. The draegy is illustrated
below in figure 3.2.8.2:
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Transform Information into Knowledge

Identify and Verify Knowledge

Capture/Secure Knowledge <

Organise Knowledge

Retrieve and Apply Knowledge Learn
| Knowledae

Combine Knowledge

Create Knowledge

Didribute/Sdl Knowledge

Figure 3.2.8.2: Liebowitz's Framework

Liebowitz (2000:6) defines the fird step of the framework as that of transforming
information into knowledge. This process, according to him, involves creating and
converting useful data and information into knowledge.  Liebowitz (2000:6) cites
rules of thumb used in the decison-making process as an example of useful data He
(Liebowitz, 2000:14) argues that a crucid ingredient in creating knowledge is the
ability of an organisation to draw on the tacit knowledge of its employees and to
convert it into explicit knowledge. According to Liebowitz (2000:11-12), techniques
such as interviews, observations, smulations and informa exchanges can be used to
extract tacit knowledge.

Secondly, other types knowledge need to be identified and verified, such as
metaknowledge, procedurd knowledge, declarative knowledge and episodic
knowledge. The third step is to capture and/or acquire the knowledge identified
during the previous step, and to secure it within the organisation (Liebowitz, 2000:6).
He (Liebowitz, 2000:20) suggests using interviews, protocol andyss, questionnaires
and surveys, obsarvations and smulation and learning-by-doing techniques in order
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to capture this knowledge. Liebowitz (2000:21) aso mentions some of the ways by
which this knowledge may be articul ated:

Anecdotes

= ‘War Stories

=  Case Studies

= LessonslLearned

=  Best Practices

» Failures and Successes

» Heuridics

= Vdue-added rdationships

This knowledge must then be stored in a repogitory in a way it can be distributed, and
where users can access and retrieve it.  Liebowitz (2000:29) cites four approaches for
this process. the ‘knowledge dtic’, where users add, anayse and retrieve information
passvely. The second approach is the ‘knowledge sponge’, where knowledge is
actively captured and dored, but ill distributed passvely. The third gpproach,
‘knowledge publisher’, involves passve collection of knowledge, but active andyss
and dissaminaion.  Fourthly, the ‘knowledge pump’ requires active collection,
analysis and dissemination of the knowledge (Liebowitz, 2000:30).

Next, the users should retrieve knowledge from the repostory and use it in ther own
context. Liebowitz (2000:31) ligs this step as being a crucid dement for the
knowledge management initiative to be successful. He (Liebowitz, 2000:32) ligs
four types of learning that can take place a this dage individud, team, organisation
and cusomer. Individud learning takes place when the responghility of learning is
on the individud; Team learning involves task-focused groups of employees who
share the respongbhility of learning; Organisation leaning involves shaing team
succeses and achievements through learning networks throughout the organisation;
and Customer learning involves the organisaion learning more about the customer
(Liebowitz, 2000:32).

The next sep involves the users combining the knowledge they have accessed with

their own persond knowledge in their context in order to create new knowledge.
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Liebowitz (2000:39) proposes some tools and techniques that can be used to help in
this process. idea processng systems, decison support systems, and groupware.
This new knowledge can then be captured in Step 3, illugtrated by the Learn loop in
figure 3.26.2, and it can ether be digributed throughout the organisation or sold
(Liebowitz, 2000:6). The process of cregting new knowledge which then feeds back
into the framework creastes a continuous cycle where the organisation is dways
creating new knowledge. Liebowitz (2000:41) aso points out that in order for the
knowledge management initigtive to be successful, a continuous learning culture
needs to be present in the organisation.

Liebowitz (2000:39) argues that knowledge didribution can involve trandferring
knowledge interndly and externdly to those who could benefit from the use and
goplication of that knowledge. He aso recommends setting up a knowledge
management team which will be respongble for andysng and dissaminding this
knowledge to the relevant users. Tools such as intelligent agents can be used to assist
in this task, and techniques such as data mining and knowledge discovery techniques
can dso be usad to identify trends, relationships and new information and knowledge
(Liebowitz, 2000:40).

3.2.8.3 Classification
This framework is classfied as a task-based one. Liebowitz (2000) lists the tasks

that the organistion must accomplish to achieve a successful  knowledge
management initiative.  Although there is some mention of culturd factors, it is not
explicit or in depth. There is dso no mention of the importance of people versus
technology.  Furthermore, there is no mention of the importance of the drategic
linkage between a knowledge management initiative and the overdl organisation
drategy. Although this framework explicitly includes a feedback loop, in the form of
learning knowledge, it is only a singe-loop feedback. Therefore, according to the
classfication devised by Rubengtein-Montano, et al, (2000), it ranks as a prescriptive
framework.
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3.284 Critical Analysis
The author does not consider Liebowitz's (2000) framework to be a sound one. The

author argues that this framework does not contain the critical success factors which
ae esentid to any knowledge management initiative.  For example, there is no
mention of the importance of linkage between knowledge management and the
business objectives. More importantly, the cultural factors are not explored in detall.
Furthermore, he only recommends a single-loop feedback. The author does not view
this favourably, in the light of the innovetive naeture of knowledge and organisationd
learning. Although Liebowitz (2000) didinguishes between tacit and explicit
knowledge and mentions the importance of the former, the author concludes that his

framework is not avery good one.

3.2.9 Douglas Weidner

3.29.1 Introduction
This framework is comprised of three main phases. These phases are further broken

down into a st of tasks and activities to be carried out to ensure successful
knowledge management in the organisation. There is a very strong emphasis on the
drategic importance of knowledge manegement, and of linking knowledge
management with the overall business objectives. He (Weidner, 2000) dso Stresses
the importance of involving people in the knowledge management process, and of
creeting an organisationd culture which fosters knowledge sharing.

3.29.2 The Framework
Weidner (2000) recommends a knowledge management framework which conssts of

three phases:
Phase1: Create Strategic Plan;
Phase2: Desgn/dudtify Improvement Initiatives, and
Phase 3 : Implement Measurable Results.
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Each of these phases is then broken down into a number of steps that need to be
carried out to ensure the success of the knowledge management framework. Phase 1
ligsthefollowing steps
1. Promote Knowledge Management Leadership
Create Vison
Develop Strategies
Link Plans
Get Buy-In

o > w0 DN

The firg step, promoting KM leadership, is further broken down into a number of
tasks, the first of which is to Edtablish a Knowledge Imperative (Weidner, 2000).
This task comprises the following activities Preparing the case that knowledge
management will improve the Stuation of the organisation, and highlighting the need
for change Building a consensus about darting a knowledge management initiative,
gnce  knowledge management is 4l a new aeg  Deveoping
communication/avareness program to creste an awareness of the knowledge
management  initiative  throughout the organisation; Providing a knowledge
management indght into the vigon-cregtion process of the organisation, in order to
darify itsvison.

The second task is to define a knowledge management framework and infrastructure.
This involves three activities, the first of which is to create a knowledge management
framework. The framework will provide top management with a map, upon which
they will rdy in order to stay on course throughout the initiative.  Secondly, the
organisation must cregte an enrichment cgpability for that framework.  This will
dlow management to enhance the framework during the later dages of the
implementation, and to build a vison for what the organisation is abdle to achieve.
Thirdly, management must aso provide a means of ddivering the framework to
those who will be directly affected by the implementation of knowledge management
(Weidner, 2000).

The second dtep, creating a vison for the organisation, involves defining a misson
datement for the organisation in terms of knowledge management and outline
peformance targets which ae based on saisfying the dakeholders of the
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organisation (Weidner, 2000). Thirdly, the organisation must develop Strategies, and
focus on those tha am a improving the organisation.  Specific knowledge
management programs should adso be pat of these drategies. The fourth step
requires management to link the plans of the initiative. This is especidly important
if the initiative is Sarted in a busness unit or in a company which is pat of a larger
organisation (Weidner, 2000). Findly, he emphasses that management must obtain
commitment from dl parties involved in the initiative in order for it to succeed or to

samply detract opponents of knowledge management.

Phase 2 of Weidner’s (2000) framework comprises the following six tasks:
1. Perform Enterprise Integration

Engineer Processes

Manage Knowledge

Start other Improvement Initiatives

Deveop Initiative Business Cases

o 0 bk w0 N

Review and Approve Inititives

The fird task entalls diminaiing the functiond and technicad obdacles in the
organisation. The organisation’s processes should then be integrated, particularly the
busness and information processes through shared data and interoperable systems.
Weidner (2000) dso emphesises integrating human resources and organisationa
dructures.  Secondly, he recommends enginegring the organisation’s processes
through usng management and technicd methods to desgn or redesign these
processes. The organisationd sructures and culture should also undergo the same
procedure.  Weidner (2000) argues that this task will optimise processes and vaue
chains within the organisation. The third task condsts of managing the knowledge of
the organisation through the following activities:

1. Dedgn KM Technicd Infrastructure

2. Desgn KM Organisationd Infrastructure

3. Provide ‘Best Practices Input

4. DedgnKM Initiatives

The firg activity, desgning the technicd infrastructure of knowledge management,
involves building standards for data trandfer, the informaion and communication
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backbone, and should be organised as pat of the Enterprise Integration task
mentioned  above. The second activity condss of detaling the roles and
repongbilities for the chief knowledge officer, and other man knowledge
management workers, such as process experts, subject matter experts and knowledge
engineers.  The third activity provides management with the means to continuoudy
introduce new knowledge management methods, techniques and tools. The last
activity condds of desgning knowledge management initigtives that will leverage
the organisation’s tecit, explicit, structured and unsructured knowledge. Weidner
(2000) argues that ideas for such initiatives will come from lessons learned, proven

methods and best practices from the organisation.

The fourth task of Phase 2 will required management to Start other improvement
initiatives throughout the organisation, or this can aso be used to hold grategic
developments, for example, new products, drategic partnerships, new marketing
channds or acquidtions. The fifth task condsts of developing busness cases for
evary intiative that is darted in the organisstion. This will alow management to
evduate the different initigtives and choose dternaives.  Findly, the initidtives
should be reviewed and gpproved by management.

Weidner's (2000) third phase of his knowledge management framework,
Implementing Measurable Results, incdudes only two activities Managing Change
and Evduding Peformance. Managing change involves credting drategies and
plans to enable changes which have been authorised and gpproved to be implemented
in the organisation.  Secondly, management should compare the actual and planned
achievements of these implementations, identify the reasons for any variance and
correct them.

3.293 Classification
Weidner's (2000) framework is highly detalled. It starts by congtructing a high-leve

schema of knowledge management, and by recommending tasks and activities that
will directly influence the success or falure of the knowledge management initiative.
In particular, there is a strong emphass on preparing srategic plans, linking those

plans to the overdl business plans, bulding awareness in the organisation and
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involving people in the process. The last phase of the framework is consdered to be
a feedback loop. Therefore, according to the author, Weidner's (2000) framework
ranks as a descriptive one on the Rubengtein-Montano, et al, (2000) classfication.

3.294 Critical Analysis
Weidner's (2000) framework is a very detailed one, and provides a good approach to

knowledge management. Unfortunately, it does not differentiate between the explicit
and tacit forms of knowledge or how to manage these forms of knowledge, nor does
it mention how to manage these different types of knowledge. Furthermore, even
though the last phase of the framework is consdered to be a feedback loop, it is only
a gngle-feedback loop, and the author argues that this is insufficient in the
knowledge economy. However, his framework contains the crucid factors such as
drategic linkege of knowledge management with the busness the importance of
people, and little emphasis on technology. Therefore the author concludes that this is
agood knowledge management framework.

3.2.10 Ganesh D Bhatt

3.2.10.1 Introduction
Bhatt (2000) proposes a framework that combines a ‘Knowledge Development

Cycle, congging of four knowledge development phases. He adso recommends
implementing a st of organisng drategies plans which will ensure the success of the
knowledge management initigtive.  These organisng drategies are derived from
manufacturing and operational environments, where they ae used to ensure the
qudity of products and processes. There is a strong emphasis on the role of the
individuds in the organisation under the premise that organisiona knowledge is
derived from individud knowledge, and that organisationad learning can only take
place through individuads. He aso places much importance on the continuous nature
of knowledge development by dating that the organisation should be congantly
learning and developing its knowledge base.
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3.2.10.2 The Framework
Bhatt (2000:16) proposes a framework that combines organisng drategies, used in

manufacturing processes and products, and the different phases of his ‘Knowledge
Development Cycleé. When used in the knowledge development phases, these
organisng drategies are termed ‘knowledge drategies. He (Bhatt, 2000:17) defines
the Knowledge Development Cycle as comprisng Knowledge Creation, Knowledge
Adoption, Knowledge Didribution and Knowledge Review and Revison. He argues
that while a an individud level, knowledge creation and adoption are sufficient to
condiitute a knowledge development cycle, a an organisationa leve, the phases of
knowledge review and revison and knowledge distribution are important to ensure
converson of individua knowledge to organisationd knowledge. The knowledge
development cycleisillustrated below:

Knowledge Didtributior

Revision Adoption

— ajge / \
Reviaw & Knowledge

Knowledge Creation

Figure 3.2.10.2a: Bhatt’'s Knowledge Development Cycle

Bhatt (2000:18) does not include particular directions in these four phases of the
knowledge development cycle because he argues that there are severd feedback and
feedforward loops that take place smultaneoudy at different phases. This makes it
difficult to show the direction of the knowledge flows clearly (Bhait, 2000:18). He
dso aqgues that dl the phases of this cycle ae interdependent, for example,
knowledge crestion depends on knowledge adoption.

Bhatt (2000:19) argues that Knowledge Cregtion can only take place through
individuas, who acquire new knowledge and pass it on to a group, and the latter then
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digtributes it to an organisationa level. He dso proposes that Knowledge Cestion is
not a methodica process which can be planned or controlled, but is continuoudy
evolving and growing. This process can be assessed on its uniqueness and adaptive
flexibility to assg the solution of a problem in different contexts (Bhett, 2000:19).
Furthermore, he proposes that new knowledge can only be crested when individuas
abandon rigid thinking and assumptions and manage to look a gtuations in an

innovative manner.

The next phase in the Knowledge Development Cycle is Knowledge Adoption.
Bhatt (2000:19) argues that since Knowledge Credtion is a very difficult process,
organisations usudly tend to subditute it with the acquidtion of knowledge from
other sources and adopting it for their own use. Organisations who choose to do this
have the advantage of not taking the risks of creating and managing a knowledge
cregtion process, thereby saving a lot of resources of the organisation. He reports
that subject to an organisation's busness objectives, there are three drategies that
can be used to adopt knowledge Imitation, Replication and Subditution. Imitation
can be sen as a defensve drategy for an organisation, but in markets where
customers are fashion-oriented rather than product-oriented, this may be a successful
drategy.  Replication occurs when the organisation reproduces the experience
acquired during a particular project to other projects throughout the organisation, for
example, a best practice learned in one manufacturing plant can be adopted by other
plants to cut costs or save time on production. An organisation can aso produce

dternaives to fashionable products or services with smilar functiondities.

The third phase of the Knowledge Development Cycle is Knowledge Didribution.
Bhatt (2000:20) argues that before knowledge can be used a the organisationd levd,
it needs to be digtributed and shared throughout the organisation. This dissemination
of knowledge is dependent to a large extent on the organisationd culture and the
level of explicit knowledge dready present in the organisation (Bhatt, 2000:20). He
argues tha traditiond management techniques of control and authority will find it
difficult to disseminate knowledge in the organisation. This is because it is more
difficult for socid groups to form in informd contexts, where most of the individud
knowledge is converted into group and organisational knowledge.  Although
tradition management dructures reduce disturbances, they dso redrict the
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digribution of knowledge horizontdly across the organisation and across teams.
Bhatt (2000:20) argues that if knowledge didribution channeds ae informd,
knowledge can be disseminated quickly and honestly. He dso mentions the
importance of converting tacit into explicit knowledge, and argues that organisations

should create an atmosphere that makesit smpler for this process to take place.

The find phase in Bhatt's (2000) cycle is the Knowledge Review and Revison
phase. He subscribes to the idea that an organisation is a distributed knowledge
gystem condtituted of knowledge components or clusters.  The most important
property of these clusters is that they can be reviewed, revised and reconfigured
(Bhaett, 2000:20). Therefore, an important task for management is to congtantly
review and replenish knowledge clugters in the organisation. Bhatt (2000:20) argues
this should be carried out because the review and revison of knowledge clusers is
cucid to ded with environmentd <imuli, solve organisaiond problems, and
evduate the gpplicability and risk of knowledge in current Stuations. He dso argues
that if this process is not carried out, a large part of the organisation’s knowledge, if
not used, can eadly be forgotten or ignored. This phase of the knowledge
development cycle is of particular importance to organisations which ded in very
dynamic technologica and globaly competitive environments.

Bhatt (2000:21) then dedls with the organisng draegies in the four phases of the
knowledge development cycle:
a.  Organisng Strategies in the Knowledge Creation phase.
b.  Organisng Strategies in the Knowledge Adoption phase.
Organising Strategies in the Knowledge Digtribution phase.
d.  Organigng Strategies in the Knowledge Review and Revison phase.

In the fird indance, the organisng drategies used during the Knowledge Creetion
phase are: Probe and Learn, and Consistency. Bhatt (2000:21) argues that this phase
is the most chaotic and unmethodical phase of the entire knowledge development
cycle. He aso argues that since the success of the knowledge crestion phase is not
assured, probing and learning through experiments can provide important indghts

during this phase. The process of probing and learning is an iterative one, which
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provides the opportunity for the organisstion to narrow its fidd of focus in

successive steps as it comes closer to the final product (Bhatt, 2000:21).

However, if management is only concerned with improving the exising knowledge
instead of creating new knowledge, Bhatt (2000:21) suggests structured processes
such as idea generation, screening, sdection, development, testing and commercia
launch. During idea generation, the organisation tries to create several potentia
concepts, which are then screened for ther feashbility. Some potentid idess are then
sected, and developed further to create new products or practices. These
prototypes are then tested for technica and market potentia, and successful ones are
then introduced on a full-scale in the market (Bhatt, 2000:21). He dates that this
process is more centred on analysis and creating a successful product or process on
thefird try.

On the other hand, in a discontinuous knowledge discovery process, the emphasis is
more on probing and learning than in andyss (Bhatt, 2000:21). He argues tha it is
because a discontinuous knowledge cregtion process is unmethodicad and contains
more uncertainty and ambiguity in searching for the correct combination of
knowledge eements.

The second organising drategy that can be gpplied to the Knowledge Cregtion phase
is knowledge consistency. Bhatt (2000:21) argues that despite the need for the
knowledge creation process to make use of methods such as free association, latera
thinking and provocation, there is dso a need to keep the knowledge created
consgent. This is because condgtent knowledge will provide the rest of the
organisation with a sandard frame of reference to assess the applicability of that
knowledge in different contexts.

During the second phase of the knowledge development cycle, the Knowledge
Adoption phase, Bhatt (2000:21) proposes two organisng drategies. Knowledge
Reusability and Knowledge Vdidity.

Whereas Knowledge Cregtion is an unstructured process, Knowledge Adoption is a
structured process, since a large extent of the knowledge hat the organisation adopts
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is dready wel edtablished. During this phase, the organisation needs to create
efficient ways to categorise, store and catalogue knowledge (Bhatt, 2000:22). The
organisation is adso trying to dandardise knowledge by capturing and doring
routines, knowledge objects and modules that are common across a number of
projects (Bhatt, 2000:22). These common knowledge items can then be used and
reused throughout the organisation, indead of creating new knowledge thereby
saving time and money to the organisation.

Bhatt (2000:22) aso argues that the validity of knowledge is crucid during the
knowledge adoption phase, since if the knowledge is not vdid, it is very likdy to
result in wasted time and effort. He defines knowledge vdidity as the degree to
which the knowledge base of the organisation produces socidly acceptable solutions
to the problems of the organisation. In order to vdidate their knowledge,
organisations can use methods such as matching the acquired knowledge with the
required specifications and problems (Bhatt, 2000:22). He aso suggests some ways
of vdidating knowledge: adaptability of knowledge for modification and revisons
s0 that knowledge can be eadsily used for current and future organisationa problens;
adequacy of knowledge to provide different perspectives on the organisationa
issues, coverage of knowledge to detalled conceptudisation of solutions to problems;
robusiness of knowledge to map different levels of problems with correct solutions;
and the modularity of knowledge components to help control the focus of the
knowledge base of the organisation.

During the Knowledge Didribution phase of the cycle, Bhatt (2000:23) argues that
the way employees interact with each other may have a direct consequence on the
knowledge base of the organisation. He (Bhait, 2000:22) dso argues that the
digribution of knowledge throughout the organisation provides an opportunity for
individuds to unravd the ressoning behind the knowledge. This leads to the
individuals becoming aware of the ‘fundamentads of organisationd knowledge, and
they can re-invent knowledge based on these fundamenta's (Bhatt, 2000:23).

The second organising drategy is Media Sdection for the digtribution of knowledge
throughout the organisation. Bhatt (2000:23) argues that a mgor factor that affects
the digtribution of knowledge is the source of the knowledge, and the capacity of the
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receiver to interpret the meanings of the message. He dso argues that if the source is
not trustworthy and its intentions are not clear, recevers will need to check the
authenticity and reliability of the message. Therefore, the role of the recavers is
extremdy important, and if they fal to make sense of the knowledge and fal to
understand the relevance of this knowledge, this knowledge will go to waste (Bhait,
2000:23). Thus it is very important that is the knowledge to be didtributed is
complex, the medium used should be a complex as to handle that levd of
complexity in the message (Bhatt, 2000:23). He lists face-to-face communication as
the richest medium, followed by telephone, email, and printed media

For the last phase of the cycle, Knowledge Review and Revison, Bhatt (2000:23)
recommends the following drategies Renterpreting the knowledge base, and Sdf-

managed teams.

Bhatt (2000:23) dates that developing knowledge is not a smple task that can be
accomplished in a sngle step, but requires continuous improvements based on
experiments and prototypes until it can be adopted in the organisation. Therefore,
the knowledge base of the organisation needs to be constantly reviewed and refined,
making the knowledge more active and relevant to the organisation (Bhatt, 2000:23).
He agues tha usng sdf-managed teams in a determined and collaborative Stuation
can provide the organisation with many opportunities to manage the knowledge
review process. This use of teams in a collaborative environment is particularly

useful to organisationd learning within the organisation.

Findly, Bhatt (2000:24) proposes a framework that is composed of the knowledge
development cycle and the knowledge dtrategies mentioned above. The framework

is shown bdow:
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Knowledge Processes

Knowledge
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Table 3.2.10.2kx Bhatt’'s Framework

During the Knowledge Creetion phase, the main objective of the organisation is to
There should dso be
measures in place to diminate incondgtencies, snce this phase is unmethodicd and
chaotic (Bhatt, 2000:25).

dandardise knowledge, so that the organisation can re-use this knowledge to save

innovate, while providing opportunities for experimentation.

In the second phase, the organisation should acquire and

time and effort. By dandardisng the knowledge, the organisation is aso ensuring
that the knowledge base will be used by the entire organisation without any
inconggencies or conflicts.  The organisation should dso try to modify and apply
past and existing knowledge to current situations (Bhatt, 2000:24).

During the third phase, the knowledge infrastructure and the media through which
the knowledge will be disseminated are important. If the employees of the
organisation have an equa opportunity to access, retrieve and share knowledge with
each other, the organisation will be able to produce innovative products and
processes (Bhatt, 2000:25).

knowledge requirements of the organisation, and its relevance to the business.

The objective of this phase is to evduate the changing
In the
last phase, the knowledge acquired by the organisation should be tested under
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different scenarios. A process of pear reviews, and cdarifying knowledge
fundamentas will contribute to making the knowledge active and relevant to the
current organisational Stuation (Bhatt, 2000:24). While the emphass should be on
collaboration and peer support, the organisation should aso be thorough in its review
of the knowledge base.

3.2.10.3 Classification
Bhatt  (2000) a framework that is thorough and that combines four

knowledge development phases with a number of draegies amed a promoting

knowledge management iry the organisation. Although the Knowledge Development
Cydle is task-or ~the framework itsdf recommends a number of drategies that
can afect the outcome of the knowledge management initistive. He mentions that
the knowledge flows of his cycle have no specific directions because there are
severad feedback and feedforward loops, but these are not explored in more detall.
However, there is a srong emphass throughout Bhatt's (2000) work on the
importance of individud and organisationad learning.  Furthermore, his framework
incdludes a notion of double-loop learning, when he mentions that individuas creste
new knowledge by ‘bresking down rigid thinking and assumptions and ‘generating
new redities. Therefore the author ranks Bhatt's (2000) framework as a descriptive
one according to the Rubenstein-Montano, et al, (2000) classfication.

3.2.104 Critical Analysis
Bhatt’s (2000) framework is very detailed and comprises a set of drategic steps to be

used in a knowledge management initiative.  However, there is no mention of the
importance of linking the knowledge management initiative to the overdl business
drategy, nor is there the specific mention of a feedback loop. The author argues that
these are very serious drawbacks. However, he correctly places a very srong
emphass on the importance of individud and organisiond learning through
chdlenging rigid thinking and assumptions.  The author regards this aspect of
double-loop learning favourably.  Bhatt (2000) adso recognises the difference
between tacit and explicit knowledge, and places much importance on the individuds
in the organisation, and their roles in the knowledge development phases. Therefore

the author concludes that this framework is avery good one.
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3.3 Discussion of the Analysis of Knowledge Management
Strategies

It is the author’'s opinion that the framework proposed by van der Spek, et al, (1994)
is not sufficient to ensure a successful knowledge management effort. It lacks some
of the most important consderations when implementing a knowledge management
initiative, and is outdated when compared to the latest thoughts in the fidd. For
example, it fals to didinguish between tacit and explicit knowledge, does not
mention any form of organisationd or individud learning, and does not even ded

with the organisationd culture.

The framework put forward by Mentzas and Apostolou (1998) is dightly better,
sgnce it mentions the importance of the organisationad culture and the difference
between tacit and explicit knowledge.  However, they do not emphasse the
importance of the linkage between knowledge management and the business
drategy, which in the author’ s opinion is not acceptable.

Wiig's (1999d) framework is not a very good one, since it does not mention any of
the criticd success factors which are essentid for a successful  knowledge
management effort. For example, he fals to address the issue of tacit and explicit
knowledge, the dignment of the knowledge management effort with the busness
drategy, and the culture of the organisation. On the other hand, Carlson’s (1999)
framework is a good one, despite its lack of any type of feedback |oop.

The author regards Macintosh's (1999) framework to be lacking in some aspects.
For example, she does not mention digning the knowledge management effort with
the budness gods nor does she take into condderaion the culture of the

organisation. Therefore the author concludes that her work is not particularly good.

According to the author, uit Beljerse (1999) has proposed one of the best frameworks
in the literature. He includes dl the necessary success factors, such as dignment
with the organisational goas, importance of culture, and the necessity of a feedback
loop. Skyrme's (1998 & 1999) work is also a very good one. He (Skyrme, 1998 &
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1999) adso includes the necessary success factors needed for  knowledge
management. Degpite the fact that there is no feedback loop, the rest of the

framework is based on solid principles.

Liebowitz's (2000) framework is not a very good one. The author argues that it
lacks some of the important consderations needed to create a successful knowledge
management programme in the organisation. Weidner's (2000) framework is better,
and deds with the important issues of knowledge management, despite the fact that it
does not differentiate between tacit and explicit knowledge or how to manage them.

The author therefore concludes that Bhatt's (2000) framework is the best one in the
literature. It includes dl the necessary criticd success factors, and is the only one
that includes a double-loop feedback mechanism. Despite the fact that he does not
mention the linkage between knowledge management and the organisationa godls,
the emphads on individud learning and organisationd learning are deemed to be

excdlent factors.

The table bdow illudraes the classfication of the drategies

described above:
STRATEGY CLASSIFICATION

3.21 vander Spek et al Prescriptive
3.2.2 Mentzas and Apostolou Destriptive
3.23 KRI Prescriptive
3.24 Carson Hybrid

3.25 Macintosh Prescriptive
3.2.6 uitBdjerse Destriptive
3.2.7 Skyrme Destriptive
3.2.8 Liebowitz Prescriptive
3.29 Wedner Descriptive
3.2.10 Bhatt Descriptive

Table3.3: Classification of KM Strategies
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3.4 Factors Affecting Knowledge Management Strategies

Following the andyss of the exiding knowledge management implementation
drategies, the author argues that the following factors are vitd to provide a
successful  knowledge management implementation.  These factors should form the
core of any knowledge management implementation Strategy.

3.4.1 Alignment with Business Strategy

When an organisation decides to implement a KM drategy, it must do so while
consdering certain issues.  Tiwana (2000:94) argues that a knowledge drategy must
be cdosdy linked to the organisation’s business drategy, and that to effectively
leverage their knowledge assats, organisgtion must view knowledge management
with a focus on their core competencies, and tie them in with their business vison
and gdrategy. On the other hand, Hendricks (1999:160) argues that a main cause of
the falure of organistions to leverage ther knowledge is that their knowledge
remans dmog entirdy at the level of the individuds or depatments. This illudrates
a lack of vison and drategy from organisations in their knowledge management

intiaive

Wiig devotes an aticle in Duffy, et al, (1999) entitted “Knowledge Management
Must Address Busness Direction” which underlines the importance of any KM
initictive to be digned with the organisgtion's drategy. He (Wiig, in Duffy, et al,
1999:1) argues that the need for improved performance in the organisation means a
knowledge management initiative should be “integrated into the basket of effective
management tools and hence dissppear as a separate effort.” This argument points
out the tendency for new management methodologies to be seen as a completdy
Sseparate initiative which does not contribute to the achievement of the organisation’s
gods. However, he (Wiig, in Duffy, et al, 1999:2) wans tha digning the KM
initiative with the intended busness drategy of the organisaion may mean more
work, depending on how well the busness srategy has been defined and formulated.
Furthermore, he (Wiig, in Duffy, et al, 1999:28) argues that some organisations start
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a KM initiative because of the hype surrounding KM, often without any proper
planning, or consderations to business benefits.

Duffy, in Duffy, et al, (1999,16) dates that the most important issues in developing
knowledge management are drategic “focus, dignment and integration.” He defines
the following deps in implementing a KM initigive review the draegic vison,
busness drategy and business plan of the organisation and identify how knowledge
can facilitate the drategic management of the organision. Duffy, in Duffy, et al,
(1999:16) dso argues that the best way of deciding how important knowledge is, is
by evduating the potentid contribution of knowledge to the drategy of the
organisation, and the result of this process is that the knowledge drategy will dign
with the business strategy and help the business achieveits gods.

Hansen, et al, (1999:106) argue tha because knowledge management as a
management practice is s0 new, managers do not have modes to use as guides.
However, according to them, a company’s choice of knowledge management
drategy should not be random, but must be driven by the company’s competitive
drategy.  Furthermore, they warn about the danger of isolating a knowledge
management initiative to a specific department like IT or Human Resources.

In the same line of thought, Joogte, in Duffy, et al, (1999:29) dates that there are a
number of crucid actions to be taken to guarantee the success of a KM initiative.
Among these recommendations, he recommends that there should be a compeling
business reason for undertaking a KM initiative, and that the initiative should address
the priority areas where knowledge can best be leveraged. However, he (Jooste, in
Duffy, et al, 1999:30) warns that it takes time to establish the link between the
business benefit and the KM initigtive, and that sometimes KM initiatives may not be
quantifiable in terms of business benefits.

uit Bejerse (1999) dates that views and ideas about KM in an organisation should
dat with an andyss of the market and the competition. Furthermore, he proposes
some questions of drategic importance that management should ask when deding
with KM, among which:
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Does management know what the core competencies of the
organisation are in terms of knowledge assets?

Does management have a long-term vidon of the knowledge which
will be needed in the future?

These questions demondrate the importance of the organisation having a clear and
wdl-defined vison and drategy about the KM initiative, as well & how the initiative
will help the organisation attain its gods and vison.

Sedey (2000:20) dates that a knowledge management dtrategy must be targeted at
that which gives the organisation its competitive advantage in the maket. He
(Seeley, 2000:21) dso argues that knowledge management plays the drategic role of
putting into place the capabilities to unlock the organisationa assat that is key to
drategy redisation. Furthermore, those involved in cregting the knowledge
management drategy must understand and build upon the corporate dSrategy to
ensure that knowledge management is used to hep redise the Srategic intent of the
organisation (Sedey, 2000:21). Smilaly, Sedey and Dietrick (2000:18) argue that
the areas that are important to the organisation’s drategic objectives become the
areas that are important to the knowledge management strategy.

Herschd (2000:37) agues that the respongbility of deveoping a knowledge
management drategy is often shouldered by the Chief Knowledge Officer of the
organisation, and that this KM drategy should be vdidated across the organisation.
Furthermore, this KM drategy should evolve to complement and integrate with the
busness drategy (Hersche, 2000:38). In practice, for example, Adam Brand
(1998:18), from 3M, dates that a 3M top managers actively engage in knowledge

management initiives.

Zack (1999a:125-145) adso writes about the lack of dignment between KM
initistives and busness drategy. He (Zack, 1999a125) doates tha athough
organisations have come to view knowledge as the most important strategic resource,
many initiatives are being deveoped and implemented tha are not explicitly linked
to the organisation's drategy. However, during his research with more than 25
firms, Zack (1999a 126) has found that the most important factor in conducting
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knowledge management is the organisation's drategy. Furthermore, he discovered
that many executives druggle to cdealy define the reationship between the
organisation's intellectud capitd and its competitive drategy.  This is because
managers do not have well-developed Strategic modds to help them link knowledge-
oriented processes and technologies to business drategy, and they are uncertain of
how to dign thar knowledge managemet god with the draegic god of the
organisation (Zack, 1999a:126).

Furthermore, Zack (1999a:132, & 1999c.85) proposes the idea of a “drategic
knowledge gap”. He adapts the concept of SWOT andysis to find the gap between
what an organisation should know to support a competitive podtion and what it
actudly knows. He terms this gap the “knowledge gap” of the organisation. This is
then linked to the drategic gap of the organisation, that is, what the organisation
must do to compete, and what it actually does. This linkage between the knowledge
gap and the drategic gap of the organisation is then termed the Strategic knowledge
gap (Zack, 1999a & 1999c).

Tiwana (2000:153) supports Zack, and daes that to formulate the dSrategy-
knowledge link, an organisation must daify its drategy, identify the knowledge
required to execute that strategy, and by comparing the knowledge required with its
actuad knowledge assts, it will reved its drategic knowledge gaps.  This concept is
illustrated below (Tiwanga, 2000:153):

What your What your
company must | Slrategy-Knowledge company must
know Link do
Knowledge Gap Strategic Gap
What your W What your
company Knowledge-Sirategy company can
knows Link do

Figure 3.4.1: Strategic Knowledge Gap Analysis
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Hence, it can be seen that digning the KM drategy to serve the needs of the
organisationa drategy is crucia to the success of the KM initiative. In the words of
Zack (1999a:143), “if knowledge management is to take hold rather than become
merely a passng fad, it will have to be solidly linked to the creation of economic
vaue and compstitive advantage.”

3.4.2 Technology is not the solution

Wiig (1999h:2) dates that the pursue of knowledge is not new and has been going on
for thousands of years, and that the mgor pat of this pursuit was to gain theoretica
and abgtract understanding of what knowledge is about. Likewise, Moore (2000:12)
dates that the concept that knowledge assets are crucid and must be managed is not
new, and has been a necessty since the dawn of civilisstion. Owens (1999:24)
agrees, and argues that KM is not a new idea, and only appears to be one. However,
there is a tendency for organisations to over-emphasise technology when they sart a
KM initiative.

Moore (2000:13) argues that advantages provided by technologicd abilities are
minor and temporary, since there is an increasngly short period before competitors
embrace the same technology.  Tiwana (2000:53) agrees, arguing that technology is
too easy to copy, and that technology as a source of competitive advantage is dead.
What is important, according to Moore (2000:13), is how the organisation is re-
organised for knowledge management, and whether the organisationd culture
fadilitates knowledge sharing and leveraging or not. Holland (1998:11) agrees, and
dates that when an organisation initiates a KM project, there is the danger that the IT
solution will dominate the initiative.  Zack (1999a49) agrees, and dates that
knowledge management initiatives often place too much emphess on IT a the
expense of well-defined knowledge management roles and responghilities.  Tiwana
(2000:49) concurs, and says that organisations that compete on the bass of ther

information technology assets are wrong. and arguesthat I T isameans, not an end.

Although information technology will undenigbly give important enabling
cgpabilities to the organisation, effective KM will only come out of the workforce
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(Holland, 1998:11). For example, Nongka, in Mahotra (1998), dates that only
human beings can have a centra role in knowledge creation and that computers are
merdy tools, no matter how great ther informationprocessng capabilities may be.
Davenport (1999) agrees, dthough he agues that the technicd capability to
trandform data into knowledge exisds. He dso argues that what is missng from
knowledge management is people  Smilaly, Jooste, in Duffy, et al, (1999:27)
agues tha out the classc falure scenarios, the “Technology Flame-Out” scenario
stands out, since buying KM software does not yield the expected results.

Mahotra (2000:10) outlines 3 myths about the role of information technology in
knowledge management. The firs myth is that KM technologies can ddiver the
right information to the right person a the right time. This idea is flaved argues
Malhotra (2000:10), because it gpplied to an outdated business model which relied
on incremental changes in a stable market. He argues that the new business modd is
characterised by fundamentd changes, and hence it is impossble to build a sysem
that predicts who the right person a the right time is, much less what represents the
right information. The second myth is that information technology can sore human
intelligence and experience.  Malhotra (2000:10) argues that athough databases and
groupware applications can store hits of data, they cannot tore the complex schemas
that human beings possess for turning information into knowledge.  Furthermore, the
same information will provoke different responses from different individuds due to
their different experiences and the different contexts they find themsaves in. Hence,
a peson’'s experience cannot be replicated in technology (Mahotra, 2000:10).
Thirdly, people assume that IT can didribute human intdligencee.  Mahotra
(2000:10) argues that again, there is the migtaken assumption that organisations can
predict the right information for the right people. A centra repodtory of information
does not solve the problem, since most people will not see or use the information
dored there.  Furthermore, he argues that such information is datic, rationd and
without context, and this does not encourage renewa of knowledge or crestion of

new knowledge.

In summary, Madhotra (2000:5) argues that confuson between information and
knowledge has caused managers to invest hillions of dollars in information
technology initiatives that have resulted in margind results  This is because
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managers do not redise that knowledge resides in people, not in technology.
Furthermore, this problem is compounded by the fact that software vendors have
been quick to label products as being “Knowledge Management” software, which in
most cases are smply old products which have been relabelled (Owens, 1999:25).
Mahotra (1998) agrees, and dates that the industry is witnessing increasing hype
from software vendors about the wonders that the latest technology can deliver for
knowledge management. He also points out that trade press coverage has aso
suggested thet increedng invetments in new information technologies will result in
improved business peformance. However, technology experts and academics have
observed the opposte, dating that there is no direct corrdation between 1T
investments and business performance or knowledge management (Mahotra, 1998).

3.4.3 PeopleareKey

Drawing from the previous point, it can be seen that most authors and practitioners
consder people in the organisaion to be of prime importance. For example,
according to Andrews (2000:62), “the heart of knowledge management lies with the
individua and the relationship that he or she wants to develop within and outside the
organisation.”  Holland (1998:10) agrees, and dates that knowledge management
dats by targeting the knowledge that is most important to the business and
identifying the people that develop and dtore that knowledge. Wiig (1999al) dso
argues in favour of a people-centred approach, and states that the extent to which an
organisation can act intdligently depends on the competencies of its people. van der
Westhuizen and Andrews (1999:36) adopt the view of Svelby that an organisation
conggts of two things, individua knowledge and internad sructures, and that the
physica assets are secondary to the knowledge that flows between eements of the

organisation.

Wiig (1999a:13) aso dates that an important requirement for effective knowledge
management is that the organisation must ded with the complexity of how people
use their minds, and there must be a focus on how people think conscioudy and how
they make decisons. This is undoubtedly because tecit knowledge only resides
ingde people's brains, and cannot be extracted or replicated easlly. Because of this,
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Duffy, in Duffy, et al, (1999:14) states that he organisation needs to ensure that it
hires and keeps the right kind of employees.

Smilarly, Tiwana (2000:39) dates that as the world moves more deeply into the
Information Age, there is mounting evidence that organisations are becoming more
and more relidble on people rather than technology. He adso agues that the
organisations that will succeed are the ones that can use ther information technology
to leverage people s knowledge in ways that are rapidly gpplicable.

However, this new people-centric philosophy requires of managers tha they abandon
the traditiona approach which does not recognise the abilities of employees as being
a dgnificant contribution to the organisation’s economic successes, and embrace the
fact that employees are the greatet and most vauable assets of the organisation
(Andrews, 2000:62). Wiig (1999a:2) agrees, and says that despite the importance of
employees personad knowledge, the management of knowledge has not been of
generd concern until recently. Zack (1999:49) concurs, and argues that traditiona
organisationa roles do not address the cross-functiond, cross-organisationa process

that an organisation uses to create, share and agpply knowledge.

Nonaka (1998:23) argues that this is a typicd Western management philosophy,
which views the organisation as a machine for “information processng’”. He argues
that the reason some Japanese organisations are so successful is that they have
recognised that knowledge is not objective, but is tacit, and often highly subjective,
depending on the intuition, indghts and hunches of the individud employee
Takeuchi (1998) dso shares this opinion, and dtates that Western managers have
tended to focus on explicit knowledge, which reinforces the view tha the
organisation is an information-processng machine. He adso dates that Western
organisations must unlearn their current view of knowledge and focus on tacit
knowledge, knowledge creation and the whole organisgtion participating in the KM

initiative.
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3.4.4 Comparison of Knowledge M anagement Strategies

The following table shows a dasdfication of the knowledge management dSrategies
andysd in Section 3.2 and dso shows their grengths in terms of the key factors

discussed above:
STRATEGY CLASSFICATION | /T GUSINESS | TEGHNOLOGY | AREKEY
3.21 vander Spek et d Prescriptive Weak Weak Strong
3.2.2 Mentzas & Apostolou Descriptive Strong Strong Weak
323 KRI Prescriptive N/A N/A N/A
3.24 Carson Hybrid Strong Strong Strong
3.25 Maintosh Prescriptive N/A Strong Weak
3.2.6 UtBdjase Descriptive Strong Weak Strong
3.2.7 Skyrme Destriptive Strong Strong Strong
3.2.8 Liebowitz Prescriptive N/A Weak Weak
3.29 Waedner Descriptive Strong Weak Strong
3.2.10 Bhait Destriptive N/A Weak Strong
Table 3.4.4: Comparison of KM Strategies
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3.5 Knowledge Management Case Studies

The following are case sudies that report on the experiences of various organisations
when implementing knowledge management. Although there ae numerous
indances of such reports, these specific ones have been included because they are
deemed to be the most dgnificant with regards to knowledge management
implementation, and because of the innovative ideas which they express for
managing knowledge.

3.5.1 Ernst & Young

At Ermng & Young, the emphass is on the effective cgpturing and sharing of
knowledge in the organisation, and later tranderring it to cusomers which in turn
results in improved vaue in the company’s services. Erng & Young achieved this
by sdting up a Center for Business Knowledge (CBK) in 1990, which rapidly
became criticd to the organisation’s knowledge strategy (Davenport, 1996:3). The
CBK employed more than a hundred professonds, and included a library, a cdl-
centre and a database of consultart skills. A large part of the CBK’s time and effort
was directed into identifying and following experts on numerous subjects and
making sure that they were present in industry and client teams (Davenport, 1996:3).

The CBK was dso responsble for setting up knowledge networks within the
consulting  practice. These networks had medtings and exchanged vaduable
information and knowledge about each other's consulting practices. The CBK adso
developed a knowledge architecture and taxonomy (Davenport, 1996:4). This
dlowed Erng & Young to focus their knowledge management initiative in specific
domains. He reports that E&Y had to use technology to extract and store the
knowledge of the consultants, due to the sze and geographicd didtribution of the
knowledge in the organisation.

Davenport (1996:7) reports that some of the chdlenges tha E&Y faced were
embedding knowledge in technology, and an organisational culture that ressted the

An Investigation of Knowledge Management |mplementation Strategies’ 83



Knowledge Management | mplementation Strategies chapter 3

knowledge-sharing paradigm.  However, Davenport (1996:9) dates that despites
these problems, E&Y is successful in its knowledge management program, and States
that the revenues for the US consulting practice in 1995 increased by forty-four
percent. Erngt &Young's success seems to be continuing, since it was ranked firg in
the 1999 Most Admired Knowledge Enterprise survey (Mclean, 1999b:18)

3.5.2 British Petroleum

At British Petroleum (BP), on the other hand, the KM practices differ considerably.
Instead of didributing knowledge across the organisation, BP desgned a “Peer
Assg” programme, where teams who are in the process of making difficult decisons
are assged by ther colleagues. This way, the tacit knowledge of the employees a
BP is disseminated throughout the rest of the organisation (Dixon, 1999:214).

British Petroleum aso initisted a pilot project cadled Virtua Teamwork in 1995
(Cohen and Prusak, 1996:1). This initiative condds of teams from across the
organisation, equipped with date of the art telecommunications technologies. These
technologies dlow teams dl over the world to videoconference in red-time via
ISDN lines or satdlite links.  This in turn dlows the teams to consult esch other
when faced with new problems in ther work area.  For example, when equipment
fals aboard a drilling platform, the cost of getting a helicopter to fly out to the
platform, get the faulty part and teke it to be fixed on land, and fly it back to the
plaform is enormous. This typicdly means tha the drilling platform is out of
sarvice for a few days a leest. With a Virtud Team present on the platform, they
can conault an expert or a team of experts, display the faulty equipment to them in
redl time and have the problem fixed in less time than conventiona means.

This knowledge management project was darted as a pilot project with the clear
objective of connecting people across the organisation, rather than build a repostory
of knowledge (Cohen and Prusak, 1996:2). The projects themsdves had clear
operdiond gods, for example, to complete a new drilling plaform in a specified
amount of time. The teams adso underwent coaching from a team of change
management, people picked form the core teams to find ways to train ther team

An Investigation of Knowledge Management |mplementation Strategies’ 84



Knowledge Management | mplementation Strategies chapter 3

mates. Throughout the project, the focus of the teams and participants was not on
knowledge management, but on using the virtud teamworks to achieve ther project
goals (Cohen and Prusak, 1996:4).

They report that the participants were very enthusiagtic about the project, and
resulted in reduced costs and increases in productivity for the project. They dso
report that at the end of the pilot project, BP gpproved plans to expand the project by
aubgtantial number of new Virtua Teamwork units.

Some of the success factors which Cohen and Prusak, (1996:7-8) argue were critica
to the success of BP s Virtud Teamwork project are:

= Support from Upper Management

= FRul-time, Qudity Project Staff

= Coaching

= Stating with a Pilot Project

»  Measuring and Evauating Results

3.5.3 Hewlett-Packard

Sdoff (1999) reports that the organisationa culture a HP was dready a form of
knowledge management. HP's traditiona approach to the workplace included a
number of practices that were dready conducive to the sharing of knowledge in the
workplace (Seloff, 1999):

1. Smdl, independent business units

2. Managers worked among their employees, thus being essly
accessible and open.
Open office environment
Sharing of knowledge and a high-trust culture
Loyd and empowered employees
An experiment and fal approach

N o g b~ w

Cregtion of univerdty towns
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These business practices alowed employees to be innovative with their work, to be
trustful of managers they could access at dl times, and to be able to trust them. He
reports that these practices were never conddered to be knowledge management

practices but ‘ good people management’.

However, these practices could also prove a hindrance to a more centraised and
more organised knowledge management drategy. For example, while employees
were used to sharing knowledge, they ressted documenting that knowledge and aso
conforming to forma methodologies and procedures (Sieoff, 1999). Furthermore,
employees were used to sharing knowledge on a more localised basis, and could not
See the rationale of doing so on a more globa levd. The rapid expanson of HP in
the 1970's and 1980's and its globadisation meant that the traditiond management
practices had to change (Sieloff, 1999).

Hence, HP invested in the infradtructure to facilitate the globd sharing of knowledge,
namey emal and voice mal (Seoff, 1999). HP aso adopted the use of internet
protocols for its wide area networks, and locd area networks were seamlesdy
connected. This infrastructure dlowed HP employees to share document
repositories, on-line reference databases, and automated software digtribution and
ingalation procedures (Sidoff, 1999). This infrastructure essed the process of
building and mantaining the forma knowledge repostories, and manuads were
replaced with ortline documents which were up-to-date. He cites the explosve
growth of he World Wide Web as a facilitator to sharing knowledge through the use
of web browsers. HP distributed web browsers, and novice PC users were suddenly
capable of sharing and looking for documents that they needed.

He dso reports that since then, HP has discovered that athough geographicaly-
dispersed teamwork is rapidly becoming fashionable, the technology needs to do
even more in order to restore the ‘casua proximity’ feding in groups. For example,
Seoff (1999) recommends passve monitoring of workspaces by network cameras,
buddy ligts, chat capabilities, and a teephone system that provide intercom:-like
features,

An Investigation of Knowledge Management |mplementation Strategies’ 86



Knowledge Management | mplementation Strategies chapter 3

Davenport (1995:3) dso reports that one of the knowledge projects initiated by HP
was building a network of experts. This system ses a web browser interface that is
linked to a relationd database, where HP stores a set of expert profiles.  This
directory of HP experts, Connex, dlows users to find an HP employee that has a
paticular st of experience and qudificaions. Ancther initiative a HP was the
effort to capture and use HP product knowledge in order to reduce the rate of deder
support cdls.  HP implemented a sysem where frequently-asked questions were
stored on a dia-up database, caled HP Network News (Davenport, 1995:4). The
system now runs on Lotus Notes, and is highly successful in solving dedler problems.

3.5.4 Hoffman-LaRoche

The former Director of Knowledge Systems a Hoffman-Laroche, Patricia Seemann,
(1996:2) reports that Hoffman-Laroche wanted to further ts success and maintain its
lead on the competition. In 1992, the organisation started a knowledge management
initigtive to achieve its gods  When she joined Hoffmanlaroche in 1993, the
company’s past performance on new drug applications (NDAs) with the United
States Food And Drug Adminigration (FDA) was varied. Some drugs received FDA
goprova within months and others took years or were gpproved for more limited
usage (Seemann, 1997:27). When she joined the company, Seemann's overdl
respongbility was to establish where knowledge management could make a change
a HoffmanLaroche, and while analysing the company’s operations, she came across
the NDAS (Seemann, 1997:27).

Seemann (1996:2) conducted a further analysis of the NDA process and concluded
that it was indeed a tet for knowledge management. Firdly, the drugs that
Hoffman-Laroche produces are smply knowledge products, and secondly, the NDA
process involved assembling the knowledge of hundreds of people who had worked
on the development of these drugs. This andyds led her (Seeman, 1997:28) to
desgn a knowledge management program with two thruss. heping the development
teams to prototype their knowledge required for the NDA process, and to create a
knowledge map to dore the existing knowledge sources that would contribute to the
NDA process. Seemann (1996:2) reports that Hoffman-Laroche created a knowledge
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management team of 25 employees and extend consultants from across the
company and this team was tasked with usng these tools to accelerate the drug
development and approva process. She (Seemann, 1996:2) dso mentions that the
team was comprised of the best, most intdligent and hard-working people to increase

the chances of success.

The fird sep in the KM initigtive was to define the company’s business objective
(Seemann, 1996:2). At Hoffman-Laroche, the god was to produce more drugs and
to get them through the NDA process and to the market as quickly as possible. Next,
Seemann involved externd consultants to examine gpproximately 60,000 pages
chosen from four NDAs in order to evauate the explicit knowledge contained in
these documents. These consultants used carefully developed criteria to anayse
these documents, and concluded that the NDAs did not aways convey the key
information that the FDA required, and sometimes even contained conflicting,
unclear and unsuitable information (Seemann, 1996:3).

Hence, the knowledge management effort went ahead with the development of the
company’s knowledge map, which helps to capture and access knowledge (Seeman,
1996:4). The components of the knowledge map include (Seeman, 1997:29- 30):

=  Rewritten guiddines summarising key regulator/customer requirements

= Question tree mapping questions that customers want answered

= Contents outlining how the company should answer customer queries

= Knowledge links recording who should share what knowledge with whom

= Ydlow pages cataloguing the people who have knowledge and expertise

This knowledge map dlowed people to access both the explicit knowledge as wdll as
the tacit knowledge of the organisation, and Seemann (1997:30) notes that this map
became a powerful tool, since it was partly a directory, but adso included process
descriptions and best-practices.

Next, Seemann (1996.5) proceeded to initiate the prototyping process a Hoffman
Laroche. Seemann (1997:28) gathered a group of former regulators who helped the
knowledge management team by discerning that FDA regulators were only trying to

answer three basc questions, which were: is the drug safe; does it work; is it of
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gopropriate quaity? The ret of the information demanded by the FDA were smply
additions to these basic facts (Seemann, 1997:28). Hence, the god of the knowledge
management team was to create a prototype of an perfect NDA which would achieve
the best results through the FDA, and other regulators from HoffmanLaroche's
highest 20 globd markets (Seemann, 1997:28). The knowledge management team
achieved its god, and even managed to create a prototype that met the requirements
for the NDA of a drug worldwide, something which was formerly thought to be
unachievable (Seemann, 1997:29)

Seemann (1996:6) agues that for a knowledge management program to be
conddered successful, the organisation must be able to messure its impact, both
quaitatively and quartitetively. In paticular, the organisation should establish if its
knowledge management gods were reached, the qudity of its document improved,
its benchmarks such as time to market and product development time progressed, and
findly if team members can obsarve quditative benefits (Seemann, 1996:6). For
Hoffman-Laroche, the test came quickly, when it submitted an NDA for a new drug,
whose filing time was expected to take up to eighteen months, and the gpprova after
three years. Ingtead, the filing time was only ninety days, and the drug was gpproved
after only nine months dealy indicating a successful knowledge management
program (Seemann, 1997:31).

Other longer-term successes were aso noted at Hoffman-Laroche. For example, a
magority of the 3000 people who used the knowledge map expressed their gratitude,
gnce it was the fird time that they could sse where ther work fitted in the
company’s structure, and many were aso pleased that they had been included in the
yellow pages as experts (Seemann, 1997:31).

3.5.5 3M

Brand, manager of business information systems a 3M (UK), reports that 3M views
knowledge management as more of a culturd and organisaiona issue than a
technologica one (Brand, 1998:17). He argues that the tacit to tacit transfer of
knowledge needs an environment where employees ae simulated to share
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knowledge, and are willing to share that knowledge for the greater good of the
company. 3M then devised a number of gods that needed to be met in order for the
company to be successful in its knowledge management endeavour: vison, foresight,
an underganding of its core competencies, stretch gods, freedom for its employees
to achieve these gods, and an atmosphere which enables people and encourages
people to share knowledge with others (Brand, 1998:18). Furthermore, he argues
that in order to achieve these gods, 3M had to secure long-term commitment from
top management, recruit the right people, and implement a sound support and
recognition plan. Brand (1998:18) emphasises the role that top managers play in the
company to support knowledge management. He reports that one of the man
responsibilities of top managersis to encourage knowledge sharing in the company.

Brand (1998:18) dso emphasises the importance of tradition a 3M. Employees are
encouraged to day in the company for life, and promotion within the organisation is
a0 a key factor in 3M’s employment policy (Brand, 1998:18). This is illustrated by
the low employee turnover and the average employment time being over ten years.
He aqgues that this dlows 3M to build organisationd memory, and that the
experience acquired through the employees cannot be duplicated by its competitors.
Furthermore, this wedth of expertise and knowledge does not get lost when daff
leave the organisation or during a downszing, leaving the innovative capabilities of
3M intact (Brand, 1998:18). This sense of tradition aso feeds into the continuity of
employment, and loydty to 3M by employees He argues that while other
organisations employ people on short-term contracts, hoping that they will create
innovative idess, it is often a long-term approach that alows people to be truly

innovaive

3M’s long-term commitment to its employees dso means thet it dlows its employees
to make mistakes (Brand, 1998:19). Over the years, this has resulted in some very
successful products being developed as a result of mistakes, for example, the Post-
it® Notes were developed as a results of a mistake made during the development of
an adhesve. Similarly, 3M’s venture into ceramics darted as a result of mistekes
made during the development of a new abrasive grit (Brand, 1998:19). This ds0
forms part of 3M’s flat organisational structure, which alows people a dl leves to

make decisons. He dso mentions the culture of sory-tdling as an integrd part of
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knowledge management at 3M. This adlows employees to look to past success of the
company and to follow their own credtive thoughts even when told to abandon their

projects.

3M dso have a drong culture of innovation, and use two different approaches to
innovate: knowledge by design, and knowledge by emergence. The knowledge by
design approach entails top managers defining who ther customers are and what
products they want, and then encouraging ther technicd employees to join in the
process. This dlows the technicd employees to directly come into contact with their
customers, and this leads to the tacit needs of customers being met by the
devdopment of innovative products. In the second approach, 3M reies on
accidental discoveries to provide new and innovative products. There is dso a strong
culture of encouraging cross-divison cooperation in the organisation, which in turn
leads to people from different working environments to share idess and develop
innovative products. Brand (1998:20) aso mentions the fact that top management at
3M does not place tight controls over its employees, because they fed that
innovation often happens in a chaotic environment.

He adso argues tha recruiting the right people to work a 3M is vitd to the
organisation’s innovative spirit.  The kind of employees that 3M looks for are those
who want to be free to pursue their own projects, are action-oriented, and aso
prepared to take some risk with their jobs. Future employees of 3M aso have to be
cregtive, possess a strong work ethic, sdf-motivated, resourceful, problem solvers,
and broad interests (Brand, 1998:21).

In order to mantain the momentum of ther knowledge management effort, 3M have
a number of organisational sructures in place to encourage people to share
knowledge and innovate. Employees can display their new products a fairs,
employees carry out technical audits of other employees labs, and chapter meetings
are hdd where people of samilar interests can meet through face to face or video
conference (Brand, 1998:21). There is dso a “15%" rule a 3M that encourages
employees to devote about 15% of their time to work on their own innovative idess.
This rule has generated numerous new products for 3M. 3M dso recognises that
people need money to pursue ther idess, and has indituted a variety of grant
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schemes that employees can use to find their equipment needs or to get extra

manpowe.

3M has dso put in place recognition programmes which encourage learning and
knowledge trandfer (Brand, 1998:21). These structures make it possible for someone
to become a vice-presdent without having any managerid roles, or for inventors to
become known throughout the company. This has the effect of motivating others to
aso dart their own innovative projects. Furthermore, a number of awards have been
indtituted to reward innovetion, and these are not restricted to technical employess,
but to everyone.

Brand (1998:22) reports that the key to knowledge management a 3M is motivating
people to share ideas and to innovate, and concludes that in the right environment,
people will use a Knowledge Management system, whereas a powerful Knowledge
Management system in the wrong environment will achieve little.

3.5.6 Discussion of Case Studies

The knowledge management practices in the five organistions detaled in the case
dudies above demondrate that knowledge management is particular to each
organisation. For example, a Erng & Young, the emphass is on the capturing and
sharing of knowledge in an dectronic format. Employees who were knowledgegble
in an area were marked as experts, and the Center for Business Knowledge became
reponsble for creating knowledge networks within the consulting practice.  The
focus of the E&Y knowledge management effort was to use technology to capture

and store knowledge.

At British Petroleum, on the other hand, the emphasis was on the human contact. BP
create a system where teams who have a difficult decison to make are asssted by
their peers, hence endbling tacit-to-tacit knowledge transfer among its employees.
BP dso made use of technology by creeting a virtua teamwork project.
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Hewlett-Packard's organisational culture was aready conducive to the development
of knowledge management, and some of the business practices were encouraging
knowledge sharing. HP focused on developing technology that dlowed its
employees to share knowledge even when geographicaly dispersed. It dso focused
on developing a network of experts so that anyone could locate a person with a
gpecific set of skillsor knowledge.

At Hoffman-LaRoche, the knowledge management effort was digned to the business
gods from the beginning, and was amed a reducing the time spent on their new
drugs application process with the US Food and Drugs Adminigration. The success
of the knowledge management implementation resulted in the application process
being dradticdly improved. Furthermore, the knowledge road map produced during
the process dlowed employees to see exactly how and where their work fitted in the

overdl organisationd picture.

3M’s philosophy is to view knowledge management as more of a culturd and
organisationd issue.  The emphads is to promote a culture of knowledge sharing,
and a tradition of innovation. There is little use of technology to achieve this, instead
3M rdies on human contact. There is aso a strong emphass on the rewards and

recognition awarded to achieving individuals.

As can be seen from these case dudies, the knowledge management in each
organisation is gpecific to that organisation, reinforcing the idea that knowledge
management must be tailored to an individua organisation.

3.6 Conclusion

This chepter detaled a framework for andysng knowledge management drategies.
Exising knowledge management drategies were then analysed according to this
framework. The mogt important factors than can affect knowledge management
drategies were then discussed, followed by an andyss of knowledge management
cae dudies. The next chapter will invedtigaete the date and level of knowledge
management at present in the South African motor vehicle manufacturing industry.
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Knowledge Management in the South African Motor
Vehicle Manufacturing Industry

4.1 Introduction

The previous chapter investigated existing knowledge management strategies, which
were analysed according to a specific framework. The most important factors that
can affect knowledge management strategies were also discussed, followed by an
analysis of knowledge management case studies. This chapter describes a study of
the South African Motor V ehicle Manufacturing Industry with regards to its state and
level of Knowledge Management. This study isintended to provide the author with a
snapshot of the state of knowledge management in selected motor vehicle
manufacturing companies. The objective of this study is to determine the importance
of, and performance in, knowledge management practices in motor vehicle
manufacturing companies. This information will then be used in conjunction with
the findings of the literature survey to construct a knowledge management strategy

which istailored to the needs of the motor vehicle manufacturing industry.
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4.2 Design

The author consulted Fink (1995) extensively, and decided to use a questionnaire as
the data collection tool. The objective was to evaluate the importance and
performance of knowledge management practices within the organisations. Duffy’s
Knowledge Management Benchmarking Questionnaire was used for the purposes of
this study (Duffy, 1999).

The questionnaire was targeted at the IT Directors of the motor vehicle
manufacturing companies. This targeting of a specific type of person meant that the
sample was chosen by means of a convenience, non-probability method. Although a
sample should be as large as possible, the targeting of such a small industry meant
that only six (6) respondents were available to survey. The author acknowledges the

limitations of this approach.

4.2.1 Materialsand Equipment

The questionnaire was built in a spreadsheet using Microsoft Excel, and sent
electronically and/or in paper format to respondents. The results of this survey were
also sent back to Duffy to add to his own results database and for further research
purposes. The data was analysed using Microsoft Excel on a Microsoft Windows
2000 Professional platform. The questionnaire can be found in Appendix A.

4.2.2 Preparation

Respondents were contacted ahead of time and asked to participate in the study.
They were briefed on the purpose and objectives of the study, and were asked to
indicate whether they were willing to participate. Respondents were then sent the
guestionnaire, and were given instructions on how to fill out the questionnaire. All

the respondents agreed to participate.
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4.2.3 Data Collection Activities

The author collected data from the completed questionnaire, which was designed for
quantitative data only. The wording of the questionnaire was kept as simple as
possible. However, due to the nature of the subject, the use of 1T-specific terms was

unavoidable.

4.2.4 Pilot study

Since the questionnaire had already been tested and used, no pilot study was carried

out.

4.2.5 Construction of the Questionnaire

The questionnaire was divided into seven (7) sections, the first section dealt with
background information, and the remaining sections dealt with specific aspects of
Knowledge Management. Respondents were asked to rate the importance of certain
aspects of knowledge management on a scale of one (1) to ten (10), and then to rate
their performance on that specific aspect on a scale of one (1) to ten (10). The aim of
this was to firstly assess the importance that these organisations assign to various
aspects of knowledge management, and secondly to evaluate their performance in
these aspects. Thus, any major discrepancies between an importance and a
performance rating would suggest a shortcoming or problem in that specific area of

knowledge management in the company.
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4.2.6 Explanation of the Questionnaire

4.2.6.1 Section 1  Background Details

The first section of the questionnaire asked the respondents to supply some
background information on their organisation, such as their name, job title, number

of employees, and contact details. The questionnaire can be found in Appendix A.

4.2.6.2 Section2  Knowledge Assets

In the second section, respondents were asked to rate the importance of various
Knowledge Assets in their organisation, and then to rate the performance of their
organisation with regards to these assets. From this section onwards, the following

instructions were issued to respondents with regards to the questions:

In the questions that follow please enter a number from 1 - 10 in each box. The importance is for
your organisation and the performance indicates how well your organisation is doing for that item.

10 = very high importance 1 = very low importance
10 = very high performance 1 = very low performance

4.2.6.3 Section 3 Learning People

The aim of this section was to evaluate how the employees in these organisations

were sharing and using knowledge in the workplace, in order to create learning.

4.2.6.4 Section4 A Learning Organisation

This section aimed at judging how well the organisation provided an environment

which fostered and rewarded knowledge creation and sharing in the workplace.
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4.2.6.5 Section5  Information technology

Respondents were asked to rate the importance and performance of their
organisations with regards to specific aspects of IT, and how their information

technology infrastructure helped knowledge management.

4.2.6.6 Section6  Knowledge M anagement

Section 6 dedt with the high-level management issues surrounding knowledge
management and the issue of commitment of top management and employees to the

knowledge management effort.

4.2.6.7 Section 7 Knowledge I ntensity

Finally, the respondents were asked to rate the importance only of the ‘knowledge
intensity’ of their organisation, that is, the use of knowledge as a resource in the

products/services offered by, and in the value chain of, the organisation.

4.3 Data Analysis

The data analysis performed on the data collected followed the process taken by
Professor Duffy, that is, a measure of central tendencies (means) and standard
deviations. The means of the responses indicate the level of the importance and the
standard deviations indicate how much agreement there is within the industry with
regards to specific aspects of knowledge management. Again, due to the small

sample size, the figures should be viewed with some care.

4.4 Results

4.4.1 Demographics

A sample of six (6) respondents was selected from South Africa. The small sample
size was dictated by the need to assess only South African motor vehicle
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manufacturing companies, that is, companies that actually build carsin South Africa.
The respondents were asked to respond to questions with regards to their knowledge
management practices in their organisations. This provided a sound basis for
evaluating the level of knowledge management in these organisations.

All the respondents came from the South African motor vehicle manufacturing
industry. Three (3) of the respondents were I T/IS Directors, and the designations of
the rest of the respondents were varied: Manager of Server Systems, CRM Program
Manager, and Systems Development Manager. The size of the organisations ranged
from 3500 to 8000 employees. Three (3) of the respondents were based in Pretoria,
two (2) in the Nelson Mandela Metropolitan Area, and one (1) in Durban.

4.4.2 Section2 Knowledge Assets

2.

21
2.2
2.3
2.4
2.5
2.6
2.7
2.7
2.7
2.7
2.7
2.7
2.7
2.7

Knowledge Assets
Importance Performance

Mean SD Mean SD

The quality of data, information and knowledge is managed [9.5 05 (6.2 1.2
Knowledge assets are formally identified 8.2 22 47 1.6
The locations of knowledge assets are known 8.0 1.7 55 2.1
Knowledge requirements are related to business needs 8.8 1.2 |77 1.4
Specific plans and policies exist for growing knowledge 8.5 23 6.0 2.4
Knowledge assets are measured 8.5 15 |45 1.4
Formal systems exist to:
.1 Identify required knowledge 8.0 21 |45 1.6
.2 Acquire knowledge 8.3 23 |5.0 2.4
.3  Store knowledge 8.8 1.3 |55 2.2
.4 Facilitate access to knowledge 9.0 1.1 |55 1.6
.5 Distribute knowledge 9.3 0.8 6.0 1.8
.6 Protect knowledge 9.5 0.8 7.3 1.8
.7 Purge knowledge 7.8 23 5.3 1.4

Table 4.4.2: Knowledge Assets of the SAMVMI

As can be seen in Table 4.4.2 above, the respondents assigned high values to the
importance of knowledge assets in their organisations, the lowest score being 7.8 and

the highest 9.5. Thisindicates that the industry as a whole recognises the importance
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of these assets for the competitiveness of their organisations. The figures of the
standard deviations were relatively low, ranging from 0.5 to 2.8, indicating

agreement in some cases, and some disagreement in others.

However, it can be seen that the figures for the performance on these particular
issues are quite low, except for questions 2.4 and 2.7.6. The standard deviations in
the performance section are also higher in some cases, suggesting that the
respondents are not performing well, and that the performance levels vary to quite
large extent in some cases. In summary, it can be said that the organisations
surveyed have identified what areas of knowledge management are important to
them, but are failing to perform well in these areas. A more detailed analysis of this

section of the questionnaire can be found in Appendix B.

4.4.3 Learning People

3 Learning People

I mportanceperformance

Mean SD Mean SD
3.1  Never stop learning 9.0 1.3 6.0 18
3.2  Are constantly alert for new information 8.5 1.2 |5.8 15
3.3 Create and accumulate knowledge 9.2 0.8 |6.3 1.0
3.4 Accept change 9.2 0.8 |55 15
3.5 Are willing to communicate and share knowledge 9.3 0.8 |6.0 1.7
3.6 See knowledge as fuelling personal growth 9.2 1.0 |75 0.5
3.7 Have a high tolerance for complexity 8.7 1.0 6.2 1.9
3.8 Think systematically (e.g. about the underlying causes) 8.3 1.4 (7.0 1.4
3.9 Continually search for ways to do things cheaper, better, faster|9.2 1.3 |8.0 15
3.10 Are willing to experiment 8.0 1.1 |63 2.0
3.11 Are not afraid to question the status quo 8.5 1.2 |55 2.1
3.12 Can interact with people as well as technology 8.5 1.8 |6.3 2.0
3.13 Are not complacent 8.8 1.8 6.0 1.8
3.14 Are keen to solve problems and help colleagues to do so too 9.3 1.0 |6.8 1.3
3.15 Can work in teams 9.3 1.2 |73 1.4
3.16 Welcome empowerment by their organisations 8.8 1.3 |6.8 2.0
3.17 Use information technology effectively in pursuing knowledge [9.2 12 |6.2 1.7

Table 4.4.3: Characteristics of Learning People in the SAMVMI
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As can be seen in Table 4.4.3 above, respondents assigned high values to the
importance of learning people in their organisations, the lowest score being only 8.0
and the highest 9.3. This indicates that the industry as a whole recognises the
importance of smart people, and the importance of people in a knowledge
environment. The figures of the standard deviations were relatively low, ranging
from 0.8 to 1.8, indicating agreement in most cases, and disagreement only in a few
cases. This suggests that the industry as a whole knows what type of people to
employ in order to make knowledge management work in their organisation.

However, in the Performance section, again it can be seen that the mean scores are
middle-range, although for question 3.9, the mean performance is actually 8.0. This
is perhaps not surprising, since organisations have traditionally encouraged their
employees to find ways to cut costs, increase profits and reduce time to market. The
standard deviations, however, are quite varied, and range from 0.5 to 2.1, indicating
that there is quite a marked difference in performance scores for the respondents. In
summary, the industry seems to agree on what type of people are necessary to make
knowledge management successful, but again their performance in this area can still
be improved. A more detailed analysis of this section of the questionnaire can be

found in Appendix B.
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4.4.4 A Learning Organisation

4

4.1
4.2
4.3
4.4
4.5
4.6
4.7
4.8
4.9
4.1
4.1
4.1

A Learning Organisation
Importance Performance

Mean SD Mean SD

Rewards employee knowledge 8.5 1.2 6.3 19
Rewards knowledge sharing and dissemination 8.7 15 (4.8 1.8
Encourages acceptance of personal responsibility for learning 9.0 1.3 6.8 1.6
Has a high computer literacy level 8.5 1.0 6.0 2.7
Devotes time and resources to training and education 8.8 1.3 [7.2 2.0
Rewards team performance 8.5 1.4 |5.8 2.9
Rewards knowledge outputs (eg patents, papers) 8.2 1.2 5.0 2.4
Measures knowledge sharing 7.5 20 (3.3 2.8
Teaches its staff to learn 7.7 21 |57 2.6
0 Has someone responsible for knowledge management 7.7 23 |53 2.4
1 Has aflat organisational structure 8.3 1.0 6.2 15
2 Grows its research capability 7.3 20 |55 2.1

Table 4.4.4: A Learning Organisation according to the SAMVMI

Respondents were less sure and disagreed more about this section of the
questionnaire when compared to the previous section. This can be inferred from the
lower importance mean scores and the higher standard deviations. For example, the
highest mean score in the Importance section is only 9.0, and the highest standard
deviation is 2.3. Respondents seemed to be unsure of what a learning organisation
was supposed to be, although they knew what the characteristics of alearning person
was in the previous section. It is interesting to note that they did not think that an
organisation should develop a research capacity, as implied by the low mean of 7.3
and the high standard deviation of 2.0 in question 4.12. However, they thought that
people should be responsible for their own learning and development, and that the
organisation should not be held responsible for teaching people to learn, as suggested
by the high mean score of 9.0 and relatively low standard deviation of 1.3 in question
4.3, and from the low mean score of 7.7 and the high standard deviation of question
4.9. However, the importance of rewarding people for sharing and using knowledge
was evident, from their answers to questions 4.1, 4.2, 4.6, 4.7. It was also suggested

that aflat organisational structure would be conducive to knowledge management.
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Very interestingly, respondents also thought that it was quite important that
organisations rewarded people for sharing knowledge, as suggested by the relatively
high mean score of 7.5, although the relatively high standard deviation of 2.0
indicated difference of opinion among respondents. However, it was clear that they
also felt that organisations were falling short in this area, with a Performance mean
of only 3.3, although the high standard deviation of 2.8 also meant that some

organisations were better at it than others.

When it came to performance on these aspects of organisational learning,
respondents indicated that their organisations were not performing very well, and
there were marked difference in the performance among organisations. This is
implied by the low performance mean scores, as low as 3.3, and the high standard
deviations, 2.9 for question 4.6. This suggests that organisations are not doing very
well in establishing their organisational structuresin away that fosters a knowledge-
creating and -sharing environment. A more detailed analysis of this section of the

guestionnaire can be found in Appendix B.

4.4.5 Information Technology

5

51
5.2
5.3
5.4
55
5.6
5.7

5.8
59
51
51
51

Information Technology
Importance Performance

Mean SD Mean SD

A high level of systems integration exists 9.5 0.8 (7.7 1.4
There is extensive access to external databases 7.5 1.6 6.0 2.1
The Internet (intranet and/or extranet) is used extensively 8.5 1.0 |7.2 1.9
Data base management systems are used extensively 9.5 0.8 [7.3 2.4
Electronic mail is used extensively 9.0 1.3 8.7 1.2
The IT architecture is network-centric 9.3 0.8 [8.2 1.2
Knowledge-based systems (expert systems, neural nets) are
used extensively 8.8 1.3 |5.3 25
Simulation (including what if models) is used extensively 8.5 1.2 |6.0 3.0
Management support systems are used extensively 9.3 0.8 |7.3 2.0
0 Data mining is used extensively 8.8 1.2 4.8 2.7
1 Groupware (eg Lotus Notes) is used extensively 8.8 1.9 6.8 25
2. People databases are used extensively 9.2 1.2 6.3 2.3

Table 4.4.5: Information Technology in the SAMVMI
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This section of the questionnaire dealt with specific information technologies in
place in organisations that aid knowledge management and the results are shown in
Table 4.4.5 above. The high mean scores and the relatively low standard deviations
in the Importance section once again outline that respondents think that knowledge
management needs a technological grounding in order to work. Respondents felt that
it was very important that the organisational systems should be integrated, and it
seemed most respondents were in agreement on this point. The same thing can be
seen on the matter of database management systems, from question 5.4. According
to respondents, the least important technology needed by the organisation was access
to external databases, which is somewhat surprising. The overal picture that
emerges from this section is that organisations need to provide for easy access to data

and information, and make use of electronic means for easier communication.

The mean scores in the Performance section are also fairly high when compared to
the previous sections of this questionnaire, since most of these information
technologies have been in use in most organisations for a number of years, eg.,
database management systems. The relatively high standard deviations in this
section also suggest that the performances of organisations differ to a fairly large
extent. Not surprisingly, the highest mean scores were from questions 5.5 and 5.6,
which indicate that respondents felt that their organisations were performing well in
the area of using technology to facilitate communication among employees.
However, the use of groupware was an issue on which respondents felt their
organisations could improve on. Furthermore, although data mining was marked as
being very important, the performance of organisations in this area was extremely
poor. This was indicated by the low mean score of only 4.8, and a high standard
deviation of 2.7 suggested there were differences in performance among
organisations. A more detailed analysis of this section of the questionnaire can be

found in Appendix B.
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4.4.6 Knowledge Management

6

6.1
6.2
6.3
6.4
6.5

Knowledge Management
Importance Performance

Mean SD Mean SD

Top management is committed to knowledge management (8.8 1.3 |6.3 2.3
Knowledge intensive products or services play a key role 8.8 1.2 6.0 2.0
A formal knowledge strategy is in place 8.8 15 53 2.2
Users are committed to knowledge management 8.8 15 4.8 2.0
A formal knowledge plan exists 8.5 1.5 |4.7 2.1

Table 4.4.6: Knowledge Management in the SAMVMI

Table 4.4.6 above shows the results for Section 6 of the questionnaire, which dealt
with the management part of knowledge management. The overall picture that
comes out of this section is that commitment from top management and employees,
knowledge intensive products, the existence of a formal knowledge strategy and a
formal knowledge plan are al very important, as suggested by the high mean scores
of 8.5 and 8.8, and the relatively low standard deviations ranging from 1.2 to 1.5.
This indicates that respondents have a fairly good idea of the requirements of the

entire organisation if knowledge management is to succeed.

However, it can aso be seen from the table above that respondents felt that their
organisations were not very successful in these key areas. This is indicated by the
fairly low mean scores in the Performance section, ranging from 4.7 to 6.3.
Furthermore, high standard deviations ranging from 2.0 to 2.3 indicate marked
differences in performance among these organisations. A more detailed analysis of

this section of the questionnaire can be found in Appendix B.
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4.4.7 Knowledge I ntensity

7 Knowledge Intensity Importance
Mean SD

The knowledge intensity of your organisation 1.4

10 = very high importance of knowledge as a resource, in the products/services
offered and in the value chain
1= verylow importance of knowledge as a resource, in the products/services
offered and in the value chain

Table 4.4.7: Knowledge Intensity of the SAMVMI

In the last section of the questionnaire, only a rating of the importance of the
knowledge intensity of the organisation was required, as shown in Table 4.4.7
above. A high mean score of 8.0 indicated that respondents thought that it was very
important that their organisations use knowledge as a resource in their products and
services, and throughout the entire value chain of the organisation. A relatively low
standard deviation of 1.4 suggested that there was some difference in opinion on this

subject.

45 Discussion of Results

The state and level of knowledge management in the South African Motor Vehicle
Manufacturing Industry isrevealing. It isquite apparent that the industry knowsto a
large extent what areas of business, people and technology it needs to focus on in
order to achieve successful knowledge management. However, the results also
indicate that respondents did not think that their organisations were very successful

in these areas.

The results from Section 2 indicate that it is very important that these organisations
should have forma systems in place to dea with knowledge identification,
acquisition, storage, distribution and protection. The image of alearning person that
emerged was surprising. Respondents emphasized the need for people who never

stop learning, create and accumulate knowledge, are willing to change, and who are
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not only techno-centric, but can also interact with people. However, the results also
indicate that respondents did not think that their organisations were very successful
in these areas.

The characteristics of a learning organisation that were revealed were quite
surprising, the most surprising one being that respondents thought that organisations
should encourage people to be responsible for their own learning. The importance of
a flat organisational structure was also emphasized, as well as the need for a
measuring system for knowledge sharing, and reward systems for knowledge sharing
and distribution. However, respondents were of the opinion that it was not overly
important for organisations to grow their research capabilities, which is quite
surprising. Again in this case, the results indicate that respondents did not think that
their organisations were very successful in these aress.

When it came to the use of information technologies in the organisations,
respondents emphasized the importance of collaborative technologies such as email,
and a network-biased infrastructure. The need for a high level of system integration
was also stressed. Not surprisingly, results indicate that these organisations were
quite successful in most I T areas, which can be explained by the fact that I T has been
integrated in the motor vehicle manufacturing industry for quite some time now.
However, on the issue of data mining and knowledge-based systems, organisations
were not particularly successful, which can be explained by the fact that these

technologies are relatively new.

Perhaps the most surprising aspect of this study is the revelation that organisations
are aware that commitment from top management and employees is vita to the
success of knowledge management, but are still struggling to perform well in these
areas, and they seemed to be having particular difficulties with commitment from
users, although top management also did not seem very committed. The need for a
forma knowledge strategy and knowledge plan as well as knowledge intensive
products was also pointed out. However, the results also indicate that respondents

did not think that their organisations were very successful in these areas.
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Finally, all respondents agreed to some extent that their organisations are very

knowledge intensive, as supported by findings of the literature.

4.6 Use of Findings

The picture that emerges from this study is that the motor vehicle manufacturing
industry knows what it needs for knowledge management to be successful, but is still
unable to be successful in their knowledge management efforts. In support of the
literature survey, the organisations are focusing on the technological aspect of
knowledge management to the detriment of the people aspect, which is more

important.

These findings will be used to construct a knowledge management strategy for these
organisations which overcomes their current shortcomings in the knowledge
management area. For example, one of the areas that needs focus is the management
of people, and the rewards for knowledge sharing in the organisation. Another
aspect is the commitment and involvement from employees, as well as top
management for knowledge management, which these organisations are not able to
create.

4.7 Conclusion

This chapter described a study of the South African Motor Vehicle Manufacturing
industry with regards to their state and level of Knowledge Management. The aim of
this study was to obtain a snapshot at the state and level of knowledge management
in the South African motor vehicle manufacturing industry. This was done in order
to better understand the needs of the local organisations which needed a knowledge
management strategy suited to their needs. Respondents were asked to rate the
important of, and performance in, various aspects of knowledge management of their
organisations. Thus, the results obtained from this study will help the author to
construct a knowledge management strategy that will rectify the apparent
shortcomings in the industry. The next chapter will describe the proposed model.
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Chapter 5

A Model of Knowledge Management Implementation
Strategy

5.1 Introduction

The previous chapter described a study of the South African Motor Vehicle
Manufacturing industry with regards to their state and level of Knowledge
Management. This was done in order to better understand the needs of the local
organisations which needed a knowledge management strategy suited to their needs.
This chapter will use these and the findings of the literature survey to construct a
knowledge management implementation strategy tailored to the needs of the target
industry. A general overview of the model is presented, followed by in-depth
explanations of each section of the model. A list of the Critical Success Factors are
derived from the model, followed by a discussion of the model. The applicability of

the model organisations in other industriesis also considered.
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5.2 The Model

5.2.1 Underlying Principles of the Proposed M odel

According to Rubenstein-Montano, et al, (2000) a knowledge management

framework should adhere to the following:

1. Be both prescriptive and descriptive,
Be consistent with systems thinking,

3. The organisational goals and strategies must be linked to knowledge
management,

4. Planning should take place before any knowledge management activities,
The cultural aspects of the organisation must be acknowledged and the,
knowledge management practices must be compatible with that culture,

6. Knowledge management must be directed by learning and feedback

loops, both single and double.

The author agrees with the recommendations proposed by Rubenstein-Montano, et
al, (2000), and will propose a model that will adhere to these.

5.2.2 The Proposed M odel

The proposed model consists of three main interlinked components: Knowledge
Management of the Organisation, Knowledge Management of the People, and
Knowledge Management of the Infrastructure and Processes. The organisation needs
to balance its focus on these three subsystems in order to achieve a successful

knowledge management effort.

The emphasis in this model is on the importance of aligning the knowledge
management strategy of the organisation to the overall business strategy of the
organisation. The culture and managing the culture change when implementing
knowledge management are also of utmost importance. The author proposes a

holistic approach to managing knowledge by including in the process customers,
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suppliers, stakeholders, and environmental factors. The concept of organisational

learning is also catered for in this model.

The author then focuses on the importance of the employees of the organisation, and
their contribution towards a successful knowledge management effort. There should
also be a concerted effort to make people feel part of the change when implementing
knowledge management. The organisation should aso encourage individua
learning, and innovative thinking with employees, and reward those that do produce
such results.

Finally, the infrastructure and business processes of the organisation cannot be
neglected when implementing knowledge management. The author highlights the
importance of hardware and software that will facilitate employees to share and
disseminate knowledge throughout the organisation. The business processes are also
mentioned as they need to allow for formal as well as informal sharing and use of

knowledge within the workplace.

The proposed knowledge management model isillustrated below:

KM of the
Organisation

KM of the
Infrastructure &
Processes

KM of the <>
People

Figure5.2.2: The proposed model

An Investigation of Knowledge Management Implementation Strategies 111



A Model of Knowledge Management I mplementation Strategy chapter 5

5221 Knowledge M anagement of the Organisation

The Knowledge Management of the Organisation component deals with the overall
activities that need to be performed in the organisation during the knowledge
management effort. At this level, the organisation needs to carry out the high-level
activities such as creating a knowledge management strategy, aligning that strategy
with the business strategy, etc.

Firstly, at the organisational level, knowledge management must focus on the

following key activities:

1. Perform a knowledge-based SWOT analysis;
2. Create avision for the KM initiative & providing a L eader;
3. Align the KM effort with the business strategy;
4. Plan & Design the KM project (set goals & objectives);
5. Manage the organisational culture and manage change(s);
6. Manage with a holistic approach, including:

a. Customers

b. Suppliers

c. Shareholders

d. Other Stakeholders

e. Business Environment

f. Competitors

g. Overal Environment; and

7. Create & Manage organisational learning.

52211 Perform a Knowledge-based SWOT analysis
Zack (1999a:126) argues that the strengths, weaknesses, opportunities and threats

(SWOT) framework is arguably the most well-known approach to defining strategy
in business. He (Zack, 1999a:128) therefore recommends using the SWOT
framework to identify the organisation’s knowledge gap and help it define its
knowledge strategy.
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This processisillustrated in the figure below (Tiwana, 2000:153):

WHAT YOUR Strat K led ( WHAT YOUR
COMPANY MUST |4 rategy-nnow ge COMPANY MUST

KNOW Llnk L DO

Knowledge Gap Strategic Gap

WHAT YOUR
W Knowledge-Strategy COMPANY CAN
Link DO

WHAT YOUR
COMPANY
KNOWS

Figure5.2.2.1.1: Strategic Knowledge Gap Analysis

It is also important to identify the knowledge gaps in terms of the two forms of
knowledge, tacit and explicit knowledge. The author argues that it istacit knowledge
that really gives an organisation its competitive edge. Hence, by filling these
knowledge gaps, the organisation will be in a better position to compete in an

innovative way.

In identifying these knowledge gaps, the employees of the organisation should also
be consulted. It is extremely important to involve employees as much as possible in
knowledge management, because by alowing them to participate in creating
something new, they will support it more readily than if they are told to do so. The
input of employees at this level will also reveal some knowledge gaps that

management might not have thought of.

It is very important that the knowledge-based SWOT analysis is consistent with
systems thinking. This means that the organisation should be considered to be a
system, with sub-systems and interactions between these sub-systems. Therefore,
any knowledge gap in the organisation should be analysed on the overall picture, and
also on the sub-system and interaction level. This will ensure that the KM initiative

IS consistent with systems thinking.
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5221.2 Creating aVision for Knowledge Management & Providing a
L eader

Top management needs to create and share a vision for the knowledge management
initiative. Senior levels of management, together with the employees need to
articulate how they expect the organisation to benefit from the knowledge
management effort, and how this will benefit the employees and their work. The
vision is the long term strategy that will drive the knowledge management initiative
and provide the scope within which the knowledge management effort and the
organisation will grow. The vision should also encompass the core beliefs and

values of the organisation.

A very important aspect of the vision is a working definition of knowledge and
knowledge management for the organisation. Top management should clearly define
what they mean by knowledge and knowledge management in the context of their
organisation and their line of work. In particular, one of the most important pointsis
the distinction between data, information and knowledge. By not having a clear
definition of knowledge, this can lead to confusion in the minds of employees and
hamper the knowledge management effort. This will aso help employees better
understand what they are being asked to contribute to the knowledge management
effort, and help bring about knowledge-sharing in the organisation.

The creation of the vision can be done in two ways. Top management can either
appoint a chief knowledge officer (CKO), who will create the vision, or they can
create a vision and entrust the CKO to carry it out. This process depends on where
the CKO ranks on the corporate structure, and the needs and preferences of
management. The author argues that it would be preferable if the CKO is a member
of the board of directors, and reports directly to the Chief Executive Officer instead
of reporting to the IT director asisthe case still in many organisations. Thisway, the
board of directors conveys a clear message to the rest of the organisation that

knowledge management is a serious issue for the organisation.

It is extremely important at this point, that the employees of the organisation are
allowed to share in the making of vision of the organisation. The author suggests

that management consider assembling working groups of employees from different
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sectors of the organisation, and allow them to brainstorm about their vision statement
for the organisation. This will create a sense of belonging for the employees, and
allow them to participate in the change process. It will also make them accept the
change process more readily than if they were not allowed to participate in it. This
process will ideally result in a vision statement where top management’ s aspirations

aswell asthe workers' aspirations are met.

The leader of the knowledge management effort should ideally be the chief executive
officer (CEO). Thiswill send a clear message to the employees that the organisation
is serious about KM, and will provide the commitment from top management for the
knowledge management initiative. In particular, the knowledge leader should act as
arole model for sharing and disseminating knowledge in the organisation and should
be seen doing so. They should champion knowledge management frequently and
emphasise the sharing of knowledge in everyday work, projects and research,

between business units, departments and across the entire organisation.

In many instances, the CEO is taken up by other responsibilities, and the task of
being the knowledge management leader can be left to the CKO. The CKO should
be the person in the organisation who champions the knowledge management effort,
and who acts as an intermediary between the various parties in the organisation. The
main responsibilities of the CKO should be to help integrate the three levels of
knowledge management, namely the organisation, the people and the processes and
infrastructure. The CKO should help bring down barriers to knowledge sharing and
distributing, and the hierarchy that exists in the organisation.

Ideally, the CKO would bring people of different business units, departments and
across geographical locations together in a bid to encourage them to share and
distribute knowledge among themselves and others. However, the CKO should
avoid getting involved in the day-to-day running of projects or details that should be
best delegated to front-line managers. It is important that the CKO act as a visionary
and champion, and channel the efforts of others in order to further the knowledge

management effort instead of dealing with technology or human resources problems.

The CKO should also be responsible for the following:
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» Building KM awareness

» Developing KM processes

= Coordinate KM activities among business units
» Assessing KM effectiveness

These activities are crucial to the success of the KM effort in the organisation, and
the CKO should take into consideration the organisational culture while carrying out

these activities.

52213 Aligning KM with Business Strategy
It is crucial that the KM effort is not a project that is undertaken on its own without

any link to the overall business strategy. The literature consistently emphasises the
importance of the link between the business strategy and knowledge management,
and the author agrees on this point. The organisation’s overall strategy can be
defined as the high-level plan that directs the business while balancing its resources,
internal forces and external influences. A knowledge management strategy can be
defined as the high-level plan that defines how and where the knowledge resources
of the organisation are used to further the competitive edge of the organisation.

The author again refers to Tiwana (2000:153) to illustrate how the organisation can
derive this linkage:

WHAT YOUR St t K Ied WHAT YOUR
COMPANY MUST | ra egy- now ge COMPANY MUST
KNOW Llnk DO
Knowledge Gap Strategic Gap

WHAT YOUR \1 K led Strat WHAT YOUR
COMPANY now ge-olrategy COMPANY CAN

KNOWS J Llnk DO

Figure5.2.2.1.3: Strategic Knowledge Gap Analysis
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The organisation should look at its knowledge gap and its strategic gap, according to
figure 5.2.2.1.4 above. By looking at the strategic gap, the organisation will discover
the difference in what it wants to do and what it can do, and by looking at its
knowledge gap, it will determine the difference between what it knows and what it
needs to know in order to carry out its strategy. Explicating this link between what it
must know and what it can do is extremely important, since it will determine how the

organisation aligns the knowledge management strategy to the business strategy.

The most basic component of the knowledge strategy of any organisation is to
determine the tacit and explicit knowledge gaps that will provide it with a
competitive edge. Furthermore, as part of aligning knowledge management strategy
to the business strategy, the organisation must also look at its tangible and
knowledge resources and clearly define how these resources will be put to use in
order to achieve the goals of the KM effort.

The KM strategy of the organisation should take into consideration its organisational
culture. The literature contains numerous examples where knowledge management
initiatives have failed in organisations because their approach was incompatible with
their culture. Therefore the organisation needs to look at the way its business is
carried out, and the culture in the workplace and design a knowledge management
strategy that does not conflict with that culture.

In keeping the knowledge management effort consistent with systems thinking, the
organisation must extend the knowledge strategy to the sub-systems of the
organisation. This might entail explicating knowledge strategies for each sub-
system, and in this case, it should be ensured that the strategies in the sub-systems
are compatible with the overall knowledge strategy.

Management should aso involve employees in this process. One way of doing this
would be to have groups of employees brainstorm about their views on the
knowledge strategy of the organisation and how it links to the overall business
strategy. Again, by allowing employees to participate in the change process, they
will support it.
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It is aso crucia that the knowledge strategy of the organisation is not defined
without regard to what its competitors are doing. The organisation needs to look at
the knowledge trends in the industry and its markets and define its knowledge
strategy accordingly.

52214 Plan & Design the KM project (set goals & objectives)
The knowledge effort of the organisation should start with a pilot project. Once the

pilot project is complete, the CKO can review its effectiveness, and then decide how
the knowledge initiative should be implemented in the rest of the organisation. The
CKO must make sure that the pilot project(s) is started in an area(s) where there is
already an inclination towards or an understanding of knowledge management. This
will ensure that the people are enthusiastic about trying something new and
achieving results in the project. By achieving visible results in the pilot project(s),
the CKO will encourage other people in the organisation to learn how they can use
KM to perform better and that sharing and distributing knowledge does benefit
everyone. The pilot project itself can take three different approaches: organisational-

wide, departmental- or unit-wide, or a mixture of both.

With the first approach, the knowledge management project is rolled out throughout
the entire organisation, with al divisions, departments and business units
participating. This approach obviously carries the most risk, because of the logistics
problems and cultural factors associated with rolling out a new project. The author
does not recommend implementing knowledge management in this way, because it
will not be perceived to be area project by the employees. This is because unlike
normal projects, people are used to deadlines and concrete results, and a knowledge
management initiative seldom yields such results in the short to medium term on an
organisational-wide scale. Furthermore, all employees will not be willing to change
the way they are used to working or communicating, because they do not see the
benefit in doing so. The concept of knowledge sharing will take some time to get
used to, and will require several workshops and seminars and continuous education

to convince employees to do so.
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The second approach is a safer one, requires the organisation to initiate the
knowledge management project to be rolled out within a business unit or a division
or a department. The CKO should choose a unit where the people will be more
willing to accept new ideas and new ways of working and communicating than the
rest of the organisation. This kind of test project is more easily controlled, and
involves the least risk, since it only involves a few people, and the CKO should
ensure that they have been briefed on the concept and practices of knowledge
management and knowledge sharing. The author proposes that the project should
last between six to twelve months, in order for results to be apparent. Once this test
project proves successful, then knowledge management can be gradually
implemented in other business units. This will make sure that after the test project,
the results and benefits can be advertised to the rest of the organisation, and this will
make implementing knowledge management to other business units much more
easier. This method will also acclimatise employees to the concepts and practices of
knowledge management, and help change the organisational culture. This will
ensure that there is the least resistance from employees when knowledge
management is being rolled out in their units.

A combination of the first two approaches results in a mixed approach, involving
rolling out the knowledge management project in a number of business units that are
totally separate from one another over a period of six to twelve months. This method
involves more risks that the single approach, but less risks than the organisational-
wide approach, since monitoring a few projects for the CKO will prove more
difficult that monitoring a single project. However, the author thinks that this
method might actually be more beneficia to the organisation in the sense that the
CKO will be able to observe how different types of employees react to the same
project. By choosing business units which are as different and separate to one
another as possible, the CKO will be able to experiment on a wide variety of people,
and work processes. This will enable the CKO to observe how people doing
different work will react to the concepts and practices of knowledge management,
and this will be useful when knowledge management is rolled out to the rest of the

organisation.
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Once a method of implementation is chosen, the CKO needs to plan and design the
roll out of the project. The author proposes that the initial pilot project should be
implemented as any other project, with deadlines, budget considerations and reward
incentives. This will ensure that the employees take this project seriously, and
participate fully towards the goals of the project. It is very important that the CKO
sets reasonable and attainable goals and objectives for the test project, otherwise the
employees participating in the project will become disillusioned with knowledge
management and the advertised benefits of sharing knowledge. The objectives and
goals of the test project should be attainable in a period of six to twelve months, in
order for people to be able to see the benefits of knowledge management, and

become convinced of its usefulness.

The CKO should aso involve employees on the planning and design of the pilot
project. This will ensure that they will support the pilot project, and also help the
CKO in setting reasonable objectives and benchmarks. The CKO should then initiate
the project.

After the test project has been completed, the CKO should then re-evaluate the
effectiveness of the goals and objectives of the project, and if need be, modify the
goals and objectives for the full implementation of KM in the organisation, after
consultation with the employees who participated in the pilot project(s).

52215 M anage the or ganisational culture and manage or ganisational
change

The CKO has the very important task of managing the change in organisational
culture that implementing knowledge management demands. In most cases, the
CKO will have to help move the organisational culture from a closed structure to an
open, flowing one, institute new working methods, encourage people to share their
experiences and knowledge, provide inspirational leadership, and involve everyone
in the organisation to participate in and contribute to the change. It should be taken
into consideration that the change in culture will take a long time to happen. Other
norms that will probably need to be atered are: shared responsibility between
management and workers, a continuous learning environment; promote

accountability; and a values-based environment. A very important aspect of the
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knowledge management culture is that is should be an environment where people are
encouraged to share ideas, problems, successes and failures. This will lead the way

to the organisation learning from its people.

It would be inappropriate for the CKO to plan and initiate a knowledge management
project and expect it to be carried out. What actually takes place in the organisation
depends on a large extent on the people and their behaviour in the work place, and on
the organisational culture. The literature abounds with case studies of organisations
where knowledge management initiatives have failed because of improper
management of culture. Therefore, the author recommends that the objective of the
change is not to change the organisational culture drastically, but to modify the
behaviour of people in a way that suits the demands of knowledge management in
the context of the organisation, in the same way that the KM strategy needs to be
compatible with the organisational culture. It should also be noted that the literature
supports the view that there is no right way of doing knowledge management, and
that whatever means that suit the organisation should be used.

According to the author, the most important factors in managing the change in
culture are: a shared vision by employees and management, support and commitment
from top management, trust between employees and management, communication
and acceptable reward incentives. Hence, it is important that top management
initiate the process, and provide support for the rest of the organisation. Top
management can then delegate day-to-day training and support to middle
management, who will be responsible for communicating top management’s
intentions to the workforce. Therefore, the CKO should ensure that all these factors

are present before initiating a full project for the organisation.

The author recommends that one way to bring about a change in culture effectively is
to educate people continually about knowledge management, and inform them of
what is required of them. The employees should also be involved in determining
what needs to change, and how to change it. This will ensure their support in the

knowledge management initiative.
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The author also contends that no amount or extent of existing technology can replace
human interaction in the organisation. This is especially evident when it comes to
transferring tacit knowledge, where human contact is essential. Hence, top
management need to communicate this properly to middle management, who will be
responsible for providing an environment conducive to tacit knowledge transfers in

the workplace.

The implementation of suitable reward schemes is also of utmost importance. Top
management need to realise that this does not only mean monetary rewards, but also
includes recognition of the individual’s or the team’'s achievements. In some
instances, monetary rewards may even be detrimental to the knowledge management
initiative. Hence, a combination of cash rewards and recognition rewards would be
better suited. One example of such a reward structure would be to institute an award
based on an innovative idea or invention in a particular field, or a performance-based
award. These awards could be presented at annual general meetings, staff meetings
or the organisation could organise a special annua event for the purpose of
rewarding staff. The author argues that it would be the responsibility of middle

managers to ensure that rewards and recognitions are awarded to the right people.

Finally, the CKO should put into place formal structures and processes that will deal
with the various organisational changes that will take place during the
implementation of the knowledge management initiative. This will ensure that
problems and issues which manage to filter through the newly-implemented channels
will be dealt with swiftly. This is important because the employees should not be
made to feel left out of the knowledge transformation process. It is important to
remember that knowledge management is not a once-off project, but an incremental

process, whereby change is constantly challenging the organisation and its people.

52216 Manage with a holistic approach
The author argues that a knowledge management effort should not take place with

the organisation focusing only on itself. Based on Skyrme's (1998) Knowledge

Layers in his Knowledge Strategy, the author proposes four environmental factors
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which also need to be managed by the CKO and the organisation within its context of
managing knowledge. These factorsare:

a. Stakeholders

b. Competitors

c. Business Environment

d

. Overall Environment

It is very important that the organisation should also pay attention to its various
stakeholders, namely the customer, suppliers, shareholders, employees, and its
immediate community. By developing and analysing knowledge about these factors,
the organisation will be in a position to identify and forecast trends in its

environment.

Firstly, the organisation must take into consideration its customers and their needs
and knowledge needs. It is crucial that the organisation develops an understanding
of what the customers want, and what knowledge they want, since this will affect the
way the organisation acquires knowledge about its customers. Furthermore, by
acquiring knowledge about the customers and sharing knowledge with the customers,
the organisation will be in a position to analyse trends with customers as well as with
the market. Furthermore, the organisation might even be able to forecast trends in
the market based on the knowledge it has acquired. This will provide the
organisation with the opportunity to become proactive in meeting customer needs,

generating new opportunities for business.

It is aso important that the organisation carry out the same process with its suppliers.
This will enable the organisation to share with its suppliers the knowledge that they
need to provide the best service to the organisation. By creating a flow of knowledge
between the organisation and its suppliers, the organisation should be in a position to
forecast its supply needs in terms of the trends it has identified in the market. This
will alow the business to take a proactive stance when it comes to securing its

supplies.

Thirdly, the organisation needs to pay attention to its shareholders, and their views

on the operations of the organisation. Shareholders can provide valuable insights
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into the strategic running of the organisation if they are given the opportunity to
participate and share knowledge with the organisation. This will ensure that
shareholders know what the organisation is doing, and will feel a sense of belonging

with the organisation.

The author argues that the contribution of the employees in a knowledge
management effort isinvaluable to any organisation. In this respect, the organisation
should create and improve the knowledge flows between its employees and
management. This will provide the opportunities for employees to share their
valuable knowledge with management, and participate fully in the knowledge
management effort. The employees of the organisation are its most valuable assets,
and the author holds the view that any knowledge management effort is doomed to
fail if the employees are not fully participative in that process. This point will be
discussed further during the Knowledge Management of the People section.

It is also important for the organisation to look at what its competitors are doing, and
to collect and analyse knowledge about them. The author argues that this is
especially important in the early stages of knowledge management, when the
organisation might learn valuable lessons from what the competition has aready
done in this field. For example, by adopting a practice of a competitor, the
organisation might discover useful knowledge about the market. Imitating the
competition in the early days of knowledge management might also save the
organisation a lot of time and money in developing their own practices and systems
while bringing them up to the same level of knowledge management. If this strategy
works, the organisation can then start developing its own practices and systems, and

gain alead on the competition.

The organisation does not operate in a vacuum. It is therefore very important that it
performs an assessment of its business environment in terms of the knowledge that it
needs in order to remain competitive and innovative. By acquiring and analysing
knowledge in of the business environment, the organisation can identify and predict

trends thus preparing itself to meet future needs of the market.
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Furthermore, the organisation should also not lose sight of the overall environment in
which it operates. It is important that the organisation analyses knowledge about
governmental regulations, global market trends, social and political trends,
technological trends, and finally community demands. This will alow the
organisation to market itself in a way that takes into consideration the needs of the
immediate environment in which it operates, while remaining at the forefront of

innovative products and services.

52217 Create and Manage Organisational Learning
The author proposes a ‘knowledge life-cycle’ in order to create and maintain

individual and organisational learning in the organisation. According to Rubenstein-
Montano, et al, (2000) the literature abounds with such frameworks which are mostly
prescriptive. Rubenstein-Montano, et al, (2000) argue that the ideal knowledge
management framework should have both descriptive and prescriptive
characteristics. Therefore the author has devised this cycle with a prescriptive
approach, the rest of the model being descriptive in nature. The author has also
included double-loop feedback in this cycle, following Rubenstein-Montano, et al,
(2000) recommendations. The knowledge life-cycle is shown below:

1. Create New Knowledge <

a Identify new knowledge

b. Identify old & existing knowledge
Identify Knowledge relevant to organisation
Verify selected Knowledge
Capture & Organise Knowledge
Disseminate & Use Knowledge

o a0~ WD

Combine new knowledge and re-evaluate assumptions to Create

Knowledge

Firstly, knowledge needs to be created for the organisation, based on a selection of
the internal and external knowledge needed by the organisation. The internal
knowledge can be found within the organisation, particularly with the employees,

and to a certain extant, in documents or previous knowledge repositories. The
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external knowledge should be identified from external sources, such as customers,
competitors, stakeholders, business environment, etc. Furthermore, the organisation
also needs to identify old and existing knowledge as well as any new knowledge
which it might need during the course of the knowledge management effort, and for
the business in general. It is important at this stage to identify which knowledge is
explicit and which knowledge is tacit in nature, since this will affect the storage

medium of the knowledge

The next step in the cycle is to identify which knowledge is relevant to the
organisation in terms of its knowledge management strategy and its business
strategy. It isimportant at this point, that useless knowledge is not accumulated, in
order to avoid clutter in the knowledge repositories. Furthermore, if the repositories
are easy to search and employees do not have to sift through useless knowledge, this
will increase the likelihood of employees using the repositories to look for

knowledge.

It is aso important that the knowledge which has been selected to be included in the
repository is verified, in terms of its relevancy and importance to the organisation.
This will avoid any decisions being made on the basis of erroneous or outdated
knowledge later on. Again, by avoiding useless knowledge in the repository,
employees will be encourage to use the repositories to look for relevant knowledge.

The next step is to capture that knowledge, and organise it in relevant sections. For
example, knowledge repositories could be created which include the explicit
knowledge that has been identified and verified. Such repositories could be in the
form of databases, data warehouses, intranet or internet web pages, text documents,
and the likes. For storing tacit knowledge, the author recommends using a ‘ human’
medium, such as cross-functional ‘knowledge teams', which would be responsible
for the sharing and disseminating knowledge throughout the organisation. This is
due to the difficulties of trandating tacit knowledge into explicit knowledge.
However, by encouraging employees to use the knowledge repositories to retrieve
and store knowledge, more and more tacit knowledge will be transferred to those
knowledge repositories.
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This knowledge also needs to be organised in a meaningful way so that when
employees are looking for something specific, they can find it easily and quickly. A
meaningful data storage structure can be worked out by the CKO taking into
consideration how it will best suit the organisation and the employees. However, the
author warns of classifying knowledge only according to traditional ways, such as
content. P Novins & R Armstrong (1997:45) argue that knowledge could also be
classified in terms of its users, applicability, transferability, richness, age and
reliability. They (Novins & Armstrong, 1997:47) state that their work has revealed
that knowledge is useful when classified in terms of applicability and transferability,

and the author agrees.

The CKO should aso encourage people to disseminate that knowledge, and to useit.
Using cross-functional knowledge teams is a very good way of disseminating
knowledge throughout the organisation, since it ensures that knowledge from
different parts of the organisation will be shared with other parts of the organisation.
The knowledge can also be disseminated through the use of intranet web pages,
newsletters, knowledge forums, etc. Thereis also a need for the CKO to encourage
the employees to use that knowledge. This is important because it might cut down
on time and monetary resources when it comes to product development or project
management. By looking at what has been done before, and how it has been done,
time and money can be saved on delivery times.

The last step of the cycle is a double-loop learning feedback. The author proposes
thisloop to conform to the systems thinking advocated by Rubenstein-Montano, et al
(2000). This step involves re-evaluating assumptions held by the organisation and
using these new assumptions with the knowledge created by the organisation to
create new knowledge. The author argues that this process will generate innovative
knowledge and allow the organisation to produce innovative products and business
processes. The author also argues that for this process to be successful, cross-
functional knowledge teams are needed, because of their varied knowledge and
assumptions. By using different or even conflicting assumption, cross-functional
teams will be in a position to produce new assumptions which can be innovative
when combined with the new knowledge of the organisation.
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5222 K nowledge M anagement of the People

At the Knowledge Management of the People level, the focus is on managing people,
their behaviour, their expectations, and their potential to contribute to the success of
the knowledge management effort. There should also be a concerted effort to
encourage employees to share and use knowledge in the workplace, and to reward

people who do so.

The most important asset of any organisation is its employees, since most of the
knowledge resides in their minds. Hence the author proposes that the CKO puts in
place specific processes in order to manage the employees, since learning and
knowledge creation can only occur through them. The model proposes the following

activitiesto achieverthis:

Manage people asindividuals
Encourage Sharing and Use of Knowledge

Encourage Individual Learning and Innovative Thinking

A w0 D E

Implement reward plans and incentives to promote above

52221 M anage People as Individuals
It is important that management recognise that organisational learning can only take

place through individual learning. It is only through a person’s willingness and
ability to learn and use new knowledge that the organisation can in turn learn and use
that knowledge. Hence it is important that the employees in the organisation are
treated as individuals and that management considers each person’s opinion and
input. Thiswill ensure that employees feel that they are important and will reinforce

the fact that they are more willing to accept change if they are part of that change.

This does not mean that management should hold face-to-face meetings with every
employee. Management can easily make people feel important by creating teams of
four to five employees, who get together and discuss business practices, their rolein
the organisation, their contribution, and their suggestions about how to improve their

work conditions. Each team then submits their best idea or suggestion to their
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manager, who then submits these to the CKO. The best idea or suggestion should be
put into practice, and if it results in a noticeable improvement in the business the
team should be rewarded for it. However, the author warns about putting too much
emphasis on rewarding the team which produced the best idea, since this might make

the other teams feel like their ideas were not good enough.

This process might make employees feel that management is more willing to listen to
their suggestions and contributions to the organisation. Furthermore, this might
produce some innovative thinking from employees in terms of business processes

and product development.

52222 Encourage Sharing and Use of Knowledge
The CKO should be responsible for putting into place the appropriate structures and

processes so that people are motivated to share and use knowledge in the workplace.
This might prove to be a difficult task, since the traditional workplace attitude is that
of ‘knowledge hoarding’, whereby the individual makes an effort to acquire and

retain as much knowledge about the organisation as possible in order to keep hisjob.

It is the responsibility of the CKO to change this attitude, and to provide the
necessary reward and motivation to encourage people to share more knowledge with
their colleagues and with management, as well as with subordinates in a concerted
effort to transfer useful knowledge throughout the organisation. The CKO will have
to use his leadership skillsto demonstrate convincingly that people who divulge what
they know will not be dismissed, as traditional organisational values would predict.

The author recommends that the CKO start by sharing with employees something
which would never be divulged to the rest of the organisation previously. A decision
reached by top management at a board meeting which can affect the entire
organisation is agood example of this. By revealing what was discussed and decided
upon at the highest level, the CKO will establish trust with the employees, who will
feel that they can be trusted with this knowledge without any risks. In turn, they will
feel that they can trust the CKO with their personal knowledge. It isimperative that
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this process be successful, otherwise the entire knowledge management effort will be

afailure.

At the same time, the CKO needs to establish a ‘push’ factor to force employees to
share knowledge even if they do not want to. A good example, would be to force
employees to search through the knowledge repository before starting a project or a
business venture. By explaining to employees that this practice could cut the time
they spend learning how to solve the problems of their project, the CKO can
motivate people to share knowledge about their projects.

McDermott and O'Dell (2001:79) propose three ways by which to make sharing
knowledge an important factor in their business:
1 Make sharing knowledge a direct part of the business strategy
2. ‘Piggyback’ sharing knowledge onto other business initiatives

3. Share knowledge commonly as part of normal work

These practices have proved their worth in companies which have adopted them
(McDermott & O’'Dell, 2001:79-80), and the author recommends using these

methods to encourage peopl e to share and use knowledge in the workplace.

At this point, a very important distinction should be made between the two forms of
knowledge, tacit and explicit knowledge. These two forms of knowledge need to be
managed differently, since tacit knowledge is embedded inside the minds of people,
and need to be shared with the rest of the organisation. The following diagram
illustrates the process by which this can be achieved (Nonaka, 1998:28):
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Tacit Fommmmommmomoooooes

_____________________________________________

Explicit Explicit

Figure 5.2.2.2.2: Nonaka's Spiral of Knowledge

By alowing forma and informal tacit to tacit transfer of knowledge, and the
subsequent tacit to explicit and explicit to explicit and ultimately explicit to tacit
transfers of knowledge, the organisation is creating an extremely important cycle of
individual learning, whereby the individuals of the organisation are learning from
other individuals. In time, this process will provide the necessary knowledge base
for organisational learning, where the organisation itself can be said to be ‘learning’.

52223 Encourage Individual Learning and Innovative Thinking
Drawing from Section 5.2.2.2.2 above, the CKO should encourage individual

learning in the organisation. This can be done in a variety of ways, the easiest of
which would be to demonstrate how sharing knowledge with other employees and
learning from them can result in improved products and services and time and cost
reduction. The CKO can aso organise a number of formal activities, such as
knowledge fairs, workshops, and seminars aimed at creating the environment
necessary to share and learn. The employees might resist this process at first, but if
the CKO advertises that these will be forums where ideas and opinions taken from
employees will be rewarded and maybe even used in the business, then people might

be encouraged to participate.
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The use of cross-functional knowledge teams is al'so recommended, since they create
knowledge flows between different departments and help to transfer tacit knowledge
throughout the organisation. The CKO should choose people who are talented at
what they do, and who are willing to learn and share knowledge with others freely,
and give them a free mandate to create. This is very important, because different
departments harbour different kinds of knowledge about the organisation and its
products and services. If these different knowledge items are shared, they might
instigate a different line of thinking about a product or process and therefore create a
line of innovative thinking. The creation of innovative products and services is

extremely important in making the organisation competitive in its market.

The CKO should also implement the notion of double-loop feedback in the form of
challenging assumptions in conjunction with new knowledge. This is where cross-
functional knowledge teams can make the most impact. While granting them a free
license to create knowledge, the CKO should also ensure that they are willing to
challenge existing assumptions and look at situations from an unconventional
perspective. This will alow them to create innovative products and business

jprocesses.

Furthermore, by alowing individuals and teams to learn and to contribute to the
overall effectiveness of the organisation, the CKO will ensure that employees will be
more willing to be a part of the change process of knowledge management. This

commitment from the employeesisimportant for the success of the effort.

52224 Implement Reward Plans and I ncentives
Another very important part of managing employees in a knowledge management

paradigm is the rewards and the incentives that the CKO awards them for their

contribution towards the effort.

Unlike traditional reward schemes, where the emphasis is on monetary value, the
literature recommends a departure from this norm. As mentioned in 5.2.2.1.6, the

author recommends that the CKO implement a scheme where awards and monetary
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rewards are both awarded to employees who contribute. By recognising an
individual’s abilities and/or performance, or a team’'s performance and rewarding
them with a coveted award, the CKO can encourage other employees and teams to
try and match the same knowledge-based performance and abilities.

It is the responsibility of the CKO to implement a reward scheme which suits the
organisational culture that prevails in the workplace. If the reward scheme does not
suit the employees, then the knowledge management effort will fail due to lack of
support from employees.

5223 Knowledge M anagement of the Infrastructure and Processes

The third component consists of managing the infrastructure and the processes of the
organisation which will support the overall knowledge management effort. The
organisation should be concerned with factors such as the corporate intranet, the
software and hardware that will assist people in sharing knowledge. The
organisation should also re-evaluate its business processes in order to align them

with the paradigm of knowledge sharing and people-oriented processes.

There are two distinct parts to this process:
1. Managing the Technol ogy
2. Managing the Processes

The CKO has to manage the technology which will enable the storing, sharing and
disseminating of knowledge. The CKO will aso have to re-evaluate and/or devise

the business process to allow the employees to share and use knowledge.

52231 Managing the Technology
Managing the technology which will support the knowledge management effort is as

important as managing the people and managing the organisation in a knowledge
management effort. The literature abounds of examples of knowledge management
efforts where all the emphasis is on the technology and not on the people.
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The CKO has to plan what type of technology the knowledge management effort
needs in order to be successful, and implement these technologies. In most cases the
organisation already will have quite an extensive Information Technology (IT)
infrastructure, and the CKO will only need to built upon this to achieve his goals.
There are too many IT solutions for the author to be able to recommend any

particular one, therefore only brief guidelines will be mentioned.

Firstly, the author argues that a basic networked PC is needed for every knowledge
worker who has been identified. This PC needsto be loaded with the following basic
software: word processor, spreadsheet, database, presentation tool and a website
creation tool. The author recommends using Microsoft’s Office suite as a standard

office productivity tool, including Microsoft Frontpage.

The author recommends implementing IT infrastructures which will allow easy
communication between employees, in other words collaborative technologies. For
example, a corporate intranet linked to the knowledge repositories of the organisation
could allow employees to access and retrieve information about past projects, and
hence save time and money when starting a new project. This intranet in turn could

be connected to the Internet, and provide access to aworld of information.

It is also important that the I T infrastructure of the organisation be able to link easily
with that of customers and suppliers, in order to allow flow of information between
the business and its partners. This will allow the organisation to collect knowledge

about its business partners and vice-versa.

Other technologies that the author recommends are electronic meeting rooms and/or
videoconferencing capabilities. These will allow communication with employees
who are geographically far apart, and allow sharing of knowledge even across
national boundaries. The use of such groupware will greatly enhance the ability of

employees to communicate over long distances.

The CKO should also choose the medium of the knowledge repository with care. If
the access and retrieval time from the repository is long, employees will not use it to

look at previous works. The knowledge workers should be able to access and
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retrieve knowledge from their desktops easily and quickly. If thereisaneed to build
a customised software to communicate to the knowledge repository, the CKO should
ensure that the users are involved in the systems development process from the
beginning. The author recommends using the organisation’s intranet and web
facilities to achieve this, since most novice PC users find the Web easy to use and

mani pul ate.

Davenport, et al, (1997:14) argue that the organisation needs to achieve a
comfortable balance in its knowledge structure. The author concurs, and argues that
on the one hand, the knowledge repository should have an easily understandable
structure and categories so that users can find what they are looking for easily.
However, the knowledge stored should not be over-categorised and over-structured,
otherwise it will lose its essence.

However, every technology has a downfall in that the emphasis shifts from using the
technology to enhance or facilitate work to using the technology for the sake of using
it, and the CKO must ensure that this does not happen.

Where the workers involved are not computer literate or simply not literate, the CKO
should devise ways to ensure that their contributions are not overlooked simply
because they cannot read or use a computer. In a South African context, this is a
reality which needs to be taken into consideration, especially when it comes to line
workers. There are a variety of ways of bypassing this problem, one of which is to
train a number of these line workers to be computer literate, and these empowered
workers are then responsible to extract the tacit knowledge from their colleagues and
document it on the knowledge repository. This will ensure that the tacit knowledge
of production workers is not lost, and will further reinforce the feeling that

management wants to involve everyone in the knowledge management initiative.

52232 M anaging the Processes
It is the CKO's responsibility to put processes in place in order to facilitate the

creation of organisational learning. The business process should be re-evaluated and

modified if need be so that the employees can create, identify, verify, capture,
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organise, disseminate and use knowledge easily throughout the organisation. In
essence, the CKO should devise methodical processes to ensure that the organisation

does not lose knowledge, but retainsit.

McDermott & O’ Dell (2001:82) argue that the organisation should make use of its
existing informal networks and the author agrees. The CKO should use these
informal networks to the best of their potential, perhaps by making them official,
giving them more resources and rewarding them (McDermott & O’ Dell, 2001:82).

However, sometimes the workplace processes will need to be modified to suit the
knowledge paradigm. The modification of existing processes will imply changing
the way people do things in the organisation, and the CKO will undoubtedly
encounter resistance to change from the employees. This is why it is important to
involve the employees in the process from the beginning. The CKO might find it
more useful if the employees are asked to change their own business processes to
meet the needs of a knowledge environment. The author argues that employees will
be more willing to change the way they do their work if they are asked to devise new

and more efficient ways to do so.

It is important to remember that knowledge management is not a once-off project,
but an incremental one, and that the business processes should be regularly re-
evaluated to gauge whether they are creating an environment where knowledge can
flow freely.

Another very important aspect of managing the knowledge management processes is
the measurement of the impact of knowledge management on the business. The
CKO is responsible for devising suitable metrics that measure how effective the

knowledge management effort is to the organisation, and other impacts as well.

However, the author cautions against using only financial indicators as a measure of
the success of knowledge management effort. For example, it would be impossible
to assign financial value on the know-how and experience of the employees of an
organisation. However, one cannot deny the value of such know-how and

experience.  Hence, knowledge management achievements cannot aways be
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quantified in monetary terms, and the CKO should ensure that top management is
made aware of this, and devise other metrics to represent progress accurately.
Davenport, De Long, and Beers (1997:9) use the following success indicators, and
the author agrees with them:

1 Growth in the resources linked to the project

2 Growth in the volume of knowledge content and usage.

3. Survival of project without support of only one or two individual

4

Some evidence of financial return

5.3 Critical Success Factors

This section identifies a number of critical success factors (CSF's) which will
determine whether a knowledge management effort will be successful or not. These
CSF's should be dealt with by the CKO as the most important factors of the
knowledge management model. The author is using these critical success factors to
summarise the model itself, and to convey the importance of these attributes in a

knowledge management effort.

5.3.1 Alignment of Knowledge M anagement strategy with Business
Strategy

The author argues that this is the most important factor in creating a knowledge
management effort which will succeed. Knowledge management cannot exist in a
vacuum, and needs to be closely aligned to the rest of the organisational goals in

order to achieve atangible result.

5.3.2 Top Management Support

A knowledge management effort that does not enjoy the support of the most senior
managers in the organisation is doomed to failure. The CKO is the person who
should convince top management that this is a worthwhile effort, and secure their

trust and support for this endeavour.
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5.3.3 Create and Manage Knowledge Culture

The CKO also needs to create a knowledge culture, which will provide the support
from employees for the effort. The author argues that this is should be done by
choosing a middle ground between the organisational culture and the knowledge
culture needed by the organisation. Furthermore, the CKO also needs to manage the
knowledge culture on a continual basis, by ensuring that people are contributing
freely and willingly.

It is very important that the CKO manage this culture change with caution, otherwise
lack of support from employees will bring down the knowledge management effort.
The culture change will be a challenging process for the employees, and they need to

be made an integral part of this process so that they participate in the process fully.

5.3.4 Useof aPilot Project

The author argues that the use of a pilot project is essential to the success of the
knowledge management effort. The pilot project will demonstrate to the rest of the
organisation the benefits of knowledge management, and warn the CKO of the
possible pitfalls for the main project. The results of the pilot project will also secure
the commitment from top management, and provide the CKO with the means to
advertise this new paradigm to the rest of the organisation.

5.3.5 Create and Manage Organisational L earning

The CKO needs to be aware that organisational learning is crucial to the long-term
effectiveness of the organisation’s knowledge management effort. If the individuals
of the organisation do not change their attitude towards knowledge sharing and
learning, the organisation itself will not become a learning organisation. In the long
term, the knowledge management programme will not be successful, since valuable
knowledge will be lost when people leave the organisation. Hence, the CKO needs
to put into place the necessary structures and processes to encourage people to share
and use knowledge in the workplace.
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5.3.6 Manage People

The author argues that the support and contribution of the employees of the
organisation are crucial to the success of the knowledge management effort. The
employees hold the knowledge that is most valuable to the business, and only they
can share that knowledge with others. The key to encouraging them to share this
knowledge and to use others' knowledge is to make them an integral part of the
knowledge management effort, and to provide incentives and rewards for their

participation.

The CKO should provide the employees with the right environment in which they
will feel secure enough to share their most valuable knowledge, and to use it to
promote the knowledge culture. The CKO should also provide the right means by
which employees can be made to transfer their tacit knowledge to others, and to try
and articulate it into an explicit form.

5.3.7 Choosing the Right Technology

It is also very important that the CKO chooses the right technology to implement any
knowledge management system. The CKO should make use of the organisation’s
existing IT infrastructure, if the latter can provide the necessary tools for a

knowledge workplace.

If new technology has to be implemented in the organisation, the CKO should
involve the employees throughout the process, and obtain their views about the
technology. It is also imperative that if a customised system is being built, the

employees should be closely involved in the systems development process.

5.3.8 Include double-loop Learning

The author argues that to be truly successful, a knowledge management initiative

should create an environment where innovative and creative learning take place. The
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author also contends that one way of achieving thisis to include double-loop learning

in the organisation.

The CKO is responsible for creating the right environment where employees can
achieve this. The author proposes that initially the CKO set up cross-functional
teams that will be tasked to re-evaluate existing organisational assumptions and
knowledge and create new knowledge in the process. When this practice has been
established, the CKO can then encourage individuals to do the same, either on their

own or in informal teams.

This process will ensure that the organisation constantly re-evaluates itself in terms
of the knowledge that it needs to survive, and aso creates new and innovative
knowledge.

5.4 Discussion of the Model

This model is aimed at providing the target industry with a knowledge management
implementation strategy which it can use to develop its knowledge management
effort. While this work is based on Skyrme's (1998), Nonaka's (1998), Zack’s
(1999a), and Tiwana' s (2000) work, the author has attempted to address the concerns
of Rubenstein-Montano, et al, (2000) with regard to the shortcomings of knowledge
management frameworks in the literature. For example, the proposed model is both
descriptive and prescriptive, and places much emphasis on the cultural and people
aspects of knowledge management. The author has also taken into consideration the
linkage between the business and the knowledge management effort, and the
importance of systems thinking in a knowledge management model. Finaly, the
author has devised a double-loop learning cycle in the model so that the organisation
can try to produce innovative and creative knowledge.

The author has also extracted a number of critical success factors from the model. A
knowledge management implementation strategy should be successful if these
critical success factors are managed effectively. However, these are not the only

factors which can affect a knowledge management initiative, and the author
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recommends using this model in a holistic way in order to ensure a successful

knowledge management project.

The proposed model should not be considered to be a step-by-step recipe to carry out
a successful knowledge management effort. Rather, the author has attempted to
provide valuable guidelines based on previous works by experts in the field, and
some innovative insights into how knowledge management should be carried out. It
Is important to note that knowledge management is a highly distinctive field, and a
knowledge management implementation strategy which proves to be successful in
one organisation will probably not be successful in another. Therefore the author
recommends tailoring any knowledge management model to the specific organisation
to ensure a fit with the organisational culture and the organisation’s existing

infrastructure and processes.

5.5 Applicability of the Model to other Industries

This model was developed primarily for the target industry. However, it is useful to
consider whether or not the model is applicable to other industries or organisations,
what aspects of the model might have to be modified, and the extent of the

modifications.

The concept of balancing the knowledge management of the organisation, the people
and the infrastructure and processes can be applied to any organisation, regardless of
its nature. The model also makes use of a high-level approach, and hence can be

tailored at the lower levelsto target other organisations.

The emphasis of the proposed model is on the importance of aligning the knowledge
management strategy of the organisation to the overall business strategy of the

organisation, which is also applicable to any organisation.

The model also emphasises the importance of culture and managing the culture
change when implementing knowledge management. In a knowledge management

implementation, these factors would be important in any organisation regardless of
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its nature. However, the extent and degree of the recommendations of the proposed
model would have to be tailored to the needs of the specific organisation before

implementation.

The model also focuses on the importance of the employees of the organisation, and
their contribution towards a successful knowledge management effort. There should
be a concerted effort to make people feel part of the change when implementing
knowledge management, and management should also encourage individual learning
and innovative thinking, and reward those that do produce such results. Again, these
recommendations can be applied to any organisation, with some degree of
modification required to suit the needs and organisational culture of that particular
organisation. For example, where one organisation would favour monetary rewards
due to its culture, an organisation with a different culture could prefer rewarding

employees by giving them extra holidays.

The infrastructure and business processes of the organisation cannot be neglected
when implementing knowledge management. The model highlights the importance
of hardware and software that will facilitate employees to share and disseminate

knowledge throughout the organisation.

The business processes are also mentioned as they need to allow for formal aswell as
informal sharing and use of knowledge within the workplace. Again, these factors
are not specific to the target industry, and can be applied to any organisation with
some modification. For example, in an organisation where employees already share
knowledge in an informa way, introducing formal, controlled ways of sharing

knowledge would be counter-productive, and vice-versa.

Furthermore, the holistic approach taken in the construction of the model, for
example, by including customers, suppliers, stakeholders, and environmental factors
in the knowledge management process makes the model applicable to any

organisation, albeit with some tailoring required.

Finally, the model’ s adherence to the systems approach also supports its applicability

to other organisations. By containing both prescriptive and descriptive elements, the
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model can be adapted to suit an organisation’s specific knowledge management
needs.

Hence, it is argued that although the model has been targeted at the South African
Motor Vehicle Manufacturing Industry, the universal aspects of the model also make

it suitable for use by other industries and organisations.

5.6 Conclusion

This chapter described the development of a knowledge management implementation
strategy tailored to the needs of the South African motor vehicle manufacturing
industry, but which is aso applicable in other organisations. A general overview of
the model was presented, followed by in-depth explanations of each section of the
model. The Critical Success Factors of the model were then presented, followed by a
discussion of the model. It was aso noted that although the model was aimed at the
target industry, it is also applicable to other organisations. The next chapter will
investigate the validity of this model through an empirical study.
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Empirical Study of the Model

6.1 Introduction

The previous chapter described the proposed mode of a knowledge management
implementation drategy tallored to the needs of the South African Motor Vehicle
Manufacturing Industry, and presented the Critical Success Factors of the model. This
chapter describes an empirical study designed to test the vdidity of the modd developed in
this research by canvassng the opinion of industry practitioners.  The objective of this
empirica study is dso to test the critical success factors of the knowledge management
mode proposed by the author. The results of the study are used to provide the basis for
further refinement and modification of the model.

An Investigation of Knowledge Management Implementation Strategies 144



Empirical Study of the Model chapter 6

6.2 Design

A number of respondents were surveyed about ther views on certain aspects of
knowledge management pertinent to the proposed modd. The author consulted Fink
(1995) extendvely, and decided to use a questionnaire as the data collection tool. The
main objective was to explore the vdidity of the critical success factors of the Knowledge
Management model. The questions were congtructed to reflect the Critical Success
Factors of the proposed model, and hypotheses were constructed to validate these critica
success factors. The secondary dojective was to test whether the level of knowledge
management in respondent’s organisations would affect their responses to the rest of the
questionnaire. A third objective was to test for correlations between specific questions, in

order to cross check respondent’ s responses to certain questions.

6.2.1 Hypotheses

6.2.1.1 Critical Success Factors

The Critical Success Factors introduced in the previous chapter reflect the core activities
and tasks that need to be performed by an organisation in order to ensure a successful

knowledge management effort. The main objective of this sudy is to verify the importance
of carying out these tasks and activities. Hence, they must first be converted into
hypotheses.  If the mgority of the respondents regard these CSF's to be of particular
importance, then it would confirm their vdidity. The hypotheses are categorised in terms of
hypothesis sets, each of which relatesto a CSF. There was only one hypothesis per CSF.
The null hypotheses are represented by H,, and the aternative hypotheses by H. The
following are the sets of hypotheses:
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HypothesisSet 1.  Alignment of Knowledge Management drategy with
Business Strategy

Ho: It is not important to align the KM strategy with the Business Strategy
Hi: It isimportant to align the KM strategy with the Business Strategy

HypothesisSet 22 Top Management Support

Ho: It is not important for Top Management to support the KM effort

Hq: It isimportant for Top Management to support the KM effort

HypothesisSet 3:  Create and Manage Knowledge Culture

Ho: It is not important to create and manage a Knowledge Culture in the
organisation
Hi: It is important to create and manage a Knowledge Culture in the

organisation

HypothesisSet 4:  Use of a Pilot Project

Ho: It is not important to conduct a pilot project to demonstrate the
effectiveness of KM
Hi: It isimportant to conduct a pilot project to demonstrate the effectiveness

of KM

HypothesisSet 5: Create and Manage Organisational L earning

Ho: It is not important to create and manage Organisational Learning in the
organisation
Hi: It is important to create and manage Organisational Learning in the

organisation
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HypothesisSet 6 Manage People

Ho: 1t is not important to manage people and their knowledge

H,: It isimportant to manage people and their knowledge

HypothesisSet 7.  Choosing the Right Technology

Ho: 1t is not important to choose and implement the right technology for KM

Hi: It isimportant to choose and implement the right technology for KM

HypothesisSet 8:  Include double-loop L earning

Ho: It is not important to include double-loop learning in the organisation

Hq: It isimportant to include double-loop learning in the organisation

6.2.1.2 Correlation between the Level of Knowledge

Management in the organisation and responsesto theremaining questions

The author adso assumed that there was no corrdation between the level of knowledge
management in the respondents organisations and their responses to the rest of the
guestionnaire, that is, the responses did not depend on the level of knowledge management
in the respondent’'s organisation. The objective of investigating the exisence of a
correlation between the level of KM and the rest of the questionnaire was to ascertain
whether the levd of knowledge management in the respondents organisation would

determine their responses to the rest of the questionnaire.

Evidence of a corrdation between the level of KM in respondents organisations and their
responses to another question would indicate that the organisations which are doing well in
knowledge management have aso done well in certain aspects of the modd. However, if

there were no evidence of a correation, it would mean that respondents agree on what is
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needed in a knowledge management drategy, regardless of whether they practice

knowledge management or not.

Section 1 Level of Knowledge Management in the Organisation
Quedtion 1 Please indicate which of these descriptions best fits your organisation in
terms of Knowledge Management (KM):

No forma Knowledge Management initiative exists within the organisation

B. There is an awareness of Knowledge Management, management has recently
initiated a programme, but there are no visible results yet.

C A KM programme exists and has been running for over 6-12 months. Some
preliminary results have been achieved.

The hypothesis can be formulated as follows:.

Hypothesis Set 9
Ho: there is no relationship between the Level of KM in the respondents
organisations and their responses to the remaining Questions
Hi: there is a relationship between the Level of KM in the respondents

organisations and their responses to the remaining Questions

6.2.1.3 Correlation between other aspects of the M odel

Other related questions were dso investigated for evidence of a corrdation, and to

crosscheck the responses of respondents on certain aspects of the model.

6.2.1.3.1 Correlation between the importance of appointing a Chief
Knowledge Officer and the importance of the CKO to not operate under a
divison/department
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This hypothess investigates the exisence of a corrdation between the importance of
gopointing a CKO and the importance of the CKO operating independently in the
organisation. It would be expected that if respondents think it is important to have a Chief
Knowledge Officer gppointed to lead the knowledge management effort, they would aso
think it isimportant for the CKO to operate independently.

Hypothesis Set 10.1
Ho: Thereis no correlation between the need to appoint a CKO and the need
for the CKO to operate independently
Hi:: Thereis a correlation between the need to appoint a CKO and the need
for the CKO to operate independently

6.2.1.3.2 Correlation between Top Management promoting KM and the
organisation providing a work environment where knowledge sharing is
encouraged

This hypothesis investigates the existence of a correlation between the importance of Top
Management in the organisation promoting and supporting the knowledge management
effort, and the importance of the organisation providing a work environment where
knowledge sharing is encouraged. It would be expected that if respondents think it is
important for top managers to promote and support, they would aso think it is important

for the organisation to provide awork environment conducive to knowledge sharing.

Hypothesis Set 10.2
Ho: Thereis no correlation between Top Management promoting KM and the
organisation providing a work environment where knowledge sharing is
encouraged
H.: Thereis a correlation between Top Management promoting KM and the
organisation providing a work environment where knowledge sharing is

encouraged
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6.2.1.3.3 Correlation between the views of employees being taken into
consderation when initiating KM, and management treating employees on an
individual basis and sharing knowledge with them

This hypothes's investigates the existence of a corrdation between the importance of the
organisation taking the views of employeesinto congderation when initiating the knowledge
management effort, and the importance of managers treating employees on an individua

basis and sharing knowledge with them. It would be expected thet if respondents think it is
important for management to teke the views of employees into consideration, they would
dso think it is important for managers to treat employees as individuds and share
knowledge with them.

Hypothesis Set 10.3
Ho: There is no correlation between the views of employees being taken into
consideration when initiating KM, and management treating employees on an
individual basis and sharing knowledge with them
Hi:: There is a correlation between the views of employees being taken into
consideration when initiating KM, and management treating employees on an

individual basis and sharing knowledge with them

6.2.1.34 Correlation between the organisation encouraging a knowledge-
sharing work environment and management rewarding employees for sharing and
using knowledge

This hypothesis investigates the existence of a correlation between the importance of the
organisation encouraging a knowledge-sharing work environment, and the importance of
management rewarding employees for sharing and using knowledge in their work. It would
be expected that if respondents think it is important for the organisation to promote a
knowledge-sharing work environment, they would dso think it isimportant for management

to reward employees for sharing and using knowledge.

Hypothesis Set 10.4
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Ho. There is no correlation between the organisation encouraging a
knowl edge-sharing work environment and management rewarding employees
for sharing and using knowledge

H;: There is a correlation between the organisation encouraging a
knowl edge-sharing work environment and management rewarding employees

for sharing and using knowledge

6.2.2 Materials and Equipment

The author made use of a web-based questionnaire package to conduct the survey. The
package used is the Question Mark Perception verson 2.2.0, running on a Microsoft
Windows NT 4.0 Server. The questionnaire was accessble to anyone with a web

browser and an Internet connection.

6.2.3 Preparation

Respondents were contacted ahead of time and asked to participate in the study. They
were briefed on the purpose and objectives of the study, and were asked to indicate
whether or not they were willing to participate. Respondents were then given the URL
pointing to the online survey, and were given indructions on how to fill out the
questionnaire.  An initid low response rate meant that the author had to contact
respondents a number of times over a period of over two months, in order to reach the

achieved response rate.

6.2.4 Pilot Study

Prior to the questionnaire being submitted to the respondents, the author conducted a pilot
gudy in the Department of Information Systems and the Department of Computer Science
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a Rhodes University. Sixteen (16) people responded, and provided constructive feedback
on the wording of some questions which could have been ambiguous. The author then

made some changes to the language of the questionnaire based on this feedback.

6.3 Data Collection Method

The author collected data from the completed questionnaire (see Appendix C), which was
designed to collect quditative, ordind data only. The wording of the questionnaire was
kept smple, so as to avoid confusion in respondents. However, due to the nature of the

subject, the use of 1T-specific terms was unavoidable.

The questionnaire provided a way of testing the expert opinion of people who are familiar
with, if not professonds in, Knowledge Management in the industry. This targeting of a
specific type of person meant that the sample was chosen by means of a convenience, norn+
probability method. Although a sample should be as large as possble, the targeting of IT
Directors and other such highly placed professonds meant that the population and sample

szeswere limited.

6.3.1 Construction of the Questionnaire

The questionnaire was divided into nine (9) sections, each deding with a specific aspect of
Knowledge Management. Prior to responding to the questions, a short introduction was
provided to assst the respondents in understanding the nature and objectives of the

questionnaire:

Welcome to the Knowledge Management Survey!

This survey has been designed to identify which factors are important to a Knowledge Management
Implementation Strategy.

Knowledge Management can be defined as "the identification, growth and effective application of an
organisation's critical knowledge" (Duffy, 1999). Knowledge itself can be defined to be the expertise
residing inside a person's brain.

The author has designed a model aimed at facilitating the implementation of a Knowledge
Management strategy, and needs to test its validity, hence the importance of this survey.

Your assistance is appreciated. Thank you for spending time to fill out this survey!
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The firgt section required the respondents to rate the leve of Knowledge Management in

their organisation according to three choices. The other sections of the questionnaire all

used a five-point Likert scale, requiring the respondents to indicate the importance of a

particular aspect of the modd, asillustrated in the table below:

| Not |mportant | Somewhat | mportant | Important | Very Important | Extremely Important

Table6.3.1: 5 point Likert Scale

6.3.2 Explanation of the Questionnaire

The questionnaire conssted of nine (9) sections:

Section 1
Section 2
Section 3
Section 4
Section 5
Section 6
Section 7
Section 8
Section 9

Leve of Knowledge Management in your organisation

Initiating a Knowledge Management effort

Alignment of KM Strategy with Business Strategy

Top Management Support

Create and Manage a Knowledge Culture in the Organisation
Use of aPilot Project

Create and Manage Organisational Learning in the Organisation
Managing People in the Organisation

Choosing the right technology

Each section required the respondents to rate the importance of specific aspects of

Knowledge Management tasks, activities or processes within their organisation. Each of

the sections is described below.
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6.3.2.1 Section1l  Level of Knowledge Management in your

organisation

In this section, the respondents were required to rate the level of Knowledge Management
in thelr organisation. The objectives of this question were firdly to determine the level of
knowledge management in each respondent’s organisation, and secondly to ascertain
whether the subsequent responses to the questionnaire depended on the leve of knowledge
management practiced in the respondents’ organisations.

6.3.2.2 Section2  Initiating a Knowledge Management

effort

In this section, the respondents were required to rate the importance of carrying out various
tasks, activities and processes which would ensure a good sart to the knowledge
management effort in thelr organisation.

6.3.2.3 Section 3  Alignment of Knowledge Management
Strategy with Business Strategy

The am of this section was to obtain the view of respondents on the importance of digning
the knowledge management dtrategy of their organisation with the overdl business strategy
of their organisation.

6.3.2.4 Section4  Top Management Support

In this section, respondents were required to evaluate the importance of top management
being committed to knowledge management, and publicly demondtrating that support in the

organisation in order to motivate employees to buy into the knowledge management effort.
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6.3.2.5 Section5  Create and Manage a Knowledge Culture

in the Organisation

The am of this section was to obtain the view of respondents on the importance of firgly
cregting a culture of knowledge sharing in the organisation, and secondly, managing that
knowledge culture, as well as the role of the CKO in managing change and problems

arigng from the implementation of a knowledge culture.

6.3.2.6 Section6  Useof a Pilot Project

Respondents were required to rate the importance of starting and carrying out a pilot
project on knowledge management within their organisation. The importance of tregting
this project as any other organisationa project was aso evauated.

6.3.2.7 Section7 Create and Manage Organisational

Learningin the Organisation

In this section, the respondents were required to indicate how important the process of
cregting and managing organisationd learning is to their organisation. The two aspects
evauated were identification and storing of knowledge relevant to the organisation, and the
encouragement that employees receive to share knowledge and create innovative idess in

the organisation.

6.3.2.8 Section8  Managing Peoplein the Organisation

The am of this section was to evauate the responses of respondents in terms of the
management of people in their organisations, particularly with regards to whether or not
management share knowledge with employees, and whether or not employees are

rewarded for sharing and using knowledge in the workplace.
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6.3.2.9 Section9  Choosing theright technology

Finally, this section required respondents to judge the importance of various aspects of the

technologies used to enable employees to share and use knowledge in the organisation.
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6.4 Results

Firdly, dl the questions are summarised and frequency tables and histograms produced to
evauate the responses of respondents. It should be noted again, that due to the small

sample sze of thirty-three, comparing the categories using the frequencies aone should be
avoided. The author argues that the number of responses should be compared in order to

provide an accurate view of the results

Secondly, the hypotheses postulated in section 6.2.1.1 are tested using the Chi-Square
test. The Chi-Square test is the preferred method in this case because of the smdl sample
gze, and measures whether an observed frequency differs sgnificantly from an expected

frequency.

Thirdly, the author investigated whether or not a correation existed between the responses
to the first question concerning the level of knowledge management in the organisation and

the responses to the remaining questions.

It is important to note that since the value of the Pearson & ML Chi-square and its
ggnificance level depends on the overal number of observations and the number of cdlsin
the table, and the Sze of the sample in this Sudy is rdatively smal, the categories of
responses were joined to provide the necessary numbers. Hence, ingtead of five (5)

categories being analysed, these were reduced to three (3) categoriesfor the data andyss
process. The first two categories and the last two categories of the 5-point Lickert Scale
used were combined, asillustrated below in table 6.4:

| Not |mportant | Somewhat | mportant | I mportant | Very Important | Extremely Important |

| Somewhat Important | Important | Very Important |

Table6.4: Combined Lickert Scale
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6.4.1 Demographics

A sample of thirty-three (33) respondents was sdected from various companies in South
Africa  The respondents were ether Information Technology (IT) directors, or IT
professonds, or Knowledge Management professonals. This ensured that respondents
were familiar with the concepts of knowledge management and information technology.

The respondents either work presently in the IT industry in South Africa, or have worked
previoudy for a number of yearsin the IT industry in South Africa. The respondents were
asked to respond to the questions with regards to their organisations.  This provided a
sound badis for evaluating the opinion of the respondents with regards to the gpplicability of
the mode in South African organisations.

It should be noted that the sample Sze was largely dictated by the specific nature of the
subject, and the targeting of companies which are leaders in their respective fidds
Furthermore, a response rate of 78.8% (26 out of 33) to the questionnaire meant that the
results should be interpreted with care.

The respondents came from a number of industries, and were varied, as shown in Figure

6.4.1 below:

Research & Development Freight
4% 8% IT Consulting
Educational 34%
4%
Mining & Petroleum
8%
IT Vendor
12%
Banking
Telecommunications & Health 8%
News 9
14% Government 4%

4%

Figure 6.4.1: Demographics
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The chart above shows that the mgority of respondents were from the IT Conaulting
industry, with 34% (9 respondents).  This was followed by the Telecommunications and
News industry, with 14% (4 respondents). The third largest sector of respondents were
the IT Vendors, with 12% (3 respondents). Next came the Banking sector, the Freight
sector, and the Mining and Petroleum sector, each with 8% (2 respondents). Lastly, the
Educational, Research and Development, Health, and Government sectors each had 4% of
the total respondent number (1 respondent).

6.4.2 Distribution of Responses

6.4.2.1 Distribution of Responsesfor Section 1

The digtribution of responses for question 1 are shown below, and the detailed histogram
and frequency table can befound in Appendix D:

Level of KM in Organisations

16

14

12

10

Number of Responses
[e0]

Questionl

@ No E Awareness O Existence

Figure6.4.2.1: Summary of Section 1
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Question 1.  Leve of Knowledge Management in respondents organisations

The mgority of respondents said that their organisations were carrying out a formdl
knowledge management strategy: 57.69% (15 respondents). 26.92% (7 respondents) of
the organisations had some awareness of knowledge management, and 15.38% (4

respondents) did not have any knowledge management programme in place.

6.4.2.2 Distribution of Responsesfor Section 2

The digtribution of responses for each question from section 2 are shown below, and the
detailed histograms and frequency tables can be found in Appendix D:

Summary of Section 2
25
20
n
(0]
(%]
c
S 15
n
(0]
[ad
o 10
(0]
Q0
£
>
=z
5
O 1 T
Q2.1 Q2.2 Q2.3
Questions

E Somewhat Important @ Important O Very Important

Figure6.4.2.2: Summary of Section 2

Question 2.1: Analyse the Strengths, Weaknesses, Opportunities, and Threats of

the organisation in terms of knowledge resour ces
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The mgjority d respondents, 76.92% (20 respondents) also indicated that it was very
important to perform a knowledge-based SWOT analysis, whereas only 11.54 % (3
respondents) thought it was important and the remaining 11.54% thought it was somewhat
important.

Question 2.2: Create a long-term strategy, including core beliefs & values of the

organisation, for knowledge management

In response to Question 2.2, 61.54% of the respondents (16) indicated that it was very
important for their organisations to create a knowledge strategy. 34.52% (9 respondents)
indicated that it was important, and only one (3.85%) said it was somewhat important.

Question 2.3: Appoint a leader (Chief Knowledge Officer) to lead the knowledge

management effort

The mgority of respondents, 46.15% (12) thought thet it was “Very Important” to gppoint
a Chief Knowledge Officer to lead the knowledge management effort. This was followed
by 30.77% of respondents (8) who thought it was somewhat important, and the remaining
23.08% (6 respondents) thought it was important.
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6.4.2.3 Distribution of Responsesfor Section 3

The digtribution of responses for each question from section 3 are shown beow, and the
detailed histograms and frequency tables can be found in Appendix D:

Summary of Section 3

25

20

15
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Number of Responses

Q3.1 Q3.2 Q3.3 Q3.4

Questions

@ Somewhat Important @ Important O Very Important

Figure6.4.2.3: Summary of Section 3

Question 3.1 Derive the difference between what the organisation can do and

what it wantsto do, that is, its strategic gap

The mgority of respondents, 65.38% (17) thought it was very important to define the
drategic gap of their organisation. 30.77% (8 respondents) thought it was important, and
the one respondent (3.85%) thought it was somewhat important.

Question 3.2: Derive the difference between what the organisation knows and

what it must know in order to achieve what it wants to do, that is, its knowledge

gap
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Agan, the mgority of respondents, 46.15% (12 respondents) thought it was very
important to obtain the knowledge gap of the organisation. 34.62% (9 respondents)
thought it was important, and the remaining 15.38% (4 respondents) felt it was somewhat
important.

Question 3.3: Create a high-level plan defining how & where knowledge resour ces

will be used in the organisation, based on its strategic gap and its knowledge gap

The mgjority of respondents, 61.54% (16 respondents) felt that it was very important for
their organisations to have a high level plan to define and guide the knowledge management
effort. 30.77% of the respondents (8) thought it was important, and only 7.69% (2
respondents) thought it was somewhat important.

Question 3.4: Knowledge Management must make the organisation more

competitive and profitable, enabling it to achieve its goals

The mgority of respondents, 84.62% (22 respondents) thought it was very important that
knowledge management bring more competitiveness to the organisation. The remaining
15.38% (4 respondents) thought it was important, and none of the respondents thought it

was somewhat important.

6.4.2.4 Distribution of Responsesfor Section 4

The digtribution of responses for each question from section 4 are shown below, and the
detailed histograms and frequency tables can be found in Appendix D:
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Summary of Section 4

20

15

10

Number of Responses

0 —

Q4.1

Questions

Q4.2

E Somewhat Important @ Important O Very Important

Figure6.4.2.4: Summary of Section 4

Question 4.1: Top Management isawar e of KM, and actively promotes KM in the

organisation

The mgority of respondents, 88.46% thought it was very important that top management

actively support knowledge management in the organisation. This is indicated by twenty-

three (23) respondents answering very important to the question, whereas 7.69% (2

respondents) opted for important, and only 3.85% (1 respondents) for somewhat

important.
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Question 4.2: CKO does not operate under a particular division/department

Surprisingly, the mgority of regpondents thought this issue was not very important, with

50.00% of respondents (13) answering somewhat important, 23.08% (6 respondents)

saying it was important, and 26.92% (7 respondents) saying it was very important.

6.4.2.5

Distribution of Responsesfor Section 5

The digtribution of responses for each question from section 5 are shown below, and the

detailed histograms and frequency tables can be found in Appendix D:

Summary of Section 5
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Figure6.4.2.5: Summary of Section 5

Question 5.1: View of employees are taken into consideration when initiating the

KM effort
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The mgority of respondents, 88.46% (23), thought that it was very important to involve
employees in the knowledge management effort. Only 11.54% (3 respondents) thought it

was somewhat important, and no respondent gave a middle ground answer.

Question 5.2: Senior, middle and line managers involve employees in decision-

making

The mgjority of respondents, 62.54% (16) indicated that it was very important for senior,
middle, and line managers to involve employees in decison making. This was followed by
26.92% of respondents (7) who thought this was important, and only 7.69% (2
respondents) thought it was somewhat important. One respondent (3.85%) abstained from

answvering this question.

Quedstion 5.3: Organisation provides a work environment where people are

encour aged to shareideas, experiences, successes & failures

The mgority of respondents, 92.31% (24) fdt it was very important for the organisation to
encourage employees to share knowledge in the workplace. Only 3.85% (1 respondent)
thought it was somewhat important, and one respondent (3.85%) abstained from

ansvering.

Question 5.4: CKO has devised formal ways of dealing with change and problems

arisng from change

The mgority of respondents, 53.85% (14) thought it was very important for the chief

knowledge officer of the organisation to have designed forma ways of deding with change
and problems arisng from change in the organisation. This was followed by 34.62% of

respondents (9) who thought it was important, and the remaining 11.54% (3) thought it was
only somewhat important.

An Investigation of Knowledge Management Implementation Strategies 167



Empirical Study of the Model chapter 6

6.4.2.6 Distribution of Responsesfor Section 6

The digtribution of responses for each question from section 6 are shown below, and the
detailed histograms and frequency tables can be found in Appendix D:

Summary of Section 6
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Figure6.4.2.6: Summary of Section 6

Question 6.1: CKO hasinitiated a pilot project to demonstrate the effectiveness of
KM in the organisation

Half of the respondents (13) thought is was very important that the chief knowledge officer
initiate a pilot project to demongrate the effectiveness of knowledge management to the
organisation. 34.62% of respondents (9) thought this was important, and the remaining
15.38% (4 respondents) thought it was only somewhat important.
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Question 6.2: The pilot project is implemented like any other project, with
deadlines, budgets, etc.

The mgority of respondents, 73.08% (19) thought it was very important that the
knowledge management pilot project should be treated like any other organisationa
project. 15.38% (4 respondents) thought this was important, and 11.54% (3 respondents)
thought this was only somewhat important.

6.4.2.7 Distribution of Responsesfor Section 7

The digtribution of responses for each question from section 7 are shown below, and the
detailed histograms and frequency tables can be found in Appendix D:

Summary of Section 7
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Figure6.4.2.7: Summary of Section 7

Question 7.1: All knowledge relevant to the organisation isidentified
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57.69% of respondents (15) thought it was very important that the organisation identified
the knowledge that was relevant to its operations. 26.92% (7 respondents) thought this
was important, and only 11.54% (3 respondents) thought this was only somewhat
important. One respondent (3.85%) abstained from answering this question.

Question 7.2: Relevant knowledge is verified and organised in an electronic

knowledge repositories

53.85% of respondents (14) thought it was very important that the organisation verify and
gore the reevant knowledge it identified in knowledge repostories. 23.08% of the
respondents (6) thought this was important, and a Smilar proportion thought this was only
somewhat important.

Question 7.3: Employees are encouraged to use knowledge repositories and

disseminate that knowledge

A clear mgority of respondents thought that employees should be encouraged to use the
knowledge repostories of the organisation. This is indicated by 76.92% of the
respondents (20) responding very important to this question. Only 11.54% (3
respondents) thought it was important, and a Smilar proportion thought it was only
somewhat important.

Question 7.4: Employees are encouraged to re-evaluate old knowledge and

assumptionsto createinnovative ideas

The mgjority of respondents, 65.38% (17) thought that employees should be encouraged
to be innovative in their work. 19.23% of respondents (5) thought this was important, and
only 11.54% (3 respondents thought this was somewhat important. One respondent
(3.85%) abgtained from answering this question.
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6.4.2.8 Distribution of Responsesfor Section 8

The distribution of responses for each question from section 8 are shown below, and the
detailed histograms and frequency tables can be found in Appendix D:

Summary of Section8
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Figure 6.4.2.8: Summary of Section 8

Question 8.1: Management treat employees on an individual bass, and share

knowledge with them
The mgority of respondents, 61.54% (16 respondents) thought this manageria practice
was very important, followed by 26.92% (7 respondents), and only 11.54% (3

respondents) thought it was only somewhat important.

Question 8.2: Management rewar ds employees for sharing and using knowledge

An Investigation of Knowledge Management Implementation Strategies 171




Empirical Study of the Model chapter 6

57.69% of respondents (15) thought this was a very important factor for knowledge
management in ther organisations. 30.77% (8 respondents) thought it was important, and
only 11.54% (3 respondents) thought it was only somewhat important.

6.4.2.9 Distribution of Responsesfor Section 9

The distribution of responses for each question from section 9 are shown below, and the
detalled histograms and frequency tables can be found in Appendix D:
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Figure6.4.2.9: Summary of Section 9

Question 9.1: Organisation uses collabor ative technologies to facilitate transfer of

knowledge among workers

The opinion of respondents was more divided on this question. Only 42.31% (11
respondents) thought it was very important to use collaborative technologies to help
knowledge transfer in the workplace. 38.46% of respondents (10) thought it was
important, and 19.23% (5 respondents) thought it was somewhat important.
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Question 9.2: Organisation’s technologies are easily linked to those of suppliers

and customers

In response to this question, the mgority of respondents, 46.15% (12 respondents) thought
it was merdly important that their organisationd technologies be easly linked to those of
their suppliers and customers. A further 34.62% of respondents (9) thought it was
somewhat important, and only 19.23% (5 respondents) thought it was very important.

Question 9.3: Knowledge repositories are easy to access and use, even for novice

computer users

The mgority of respondents, 73.08% (19 respondents), thought it was very important for
their organisations to have knowledge repositories which were easy to access and use,
19.23% (5 respondents) thought it was important, and only 7.69% of respondents (2)
thought it was somewhat important.

Question 9.4: There are alternative technologies for non computer-literate

workersto usefor collaboration

In dealing with the specific South African problem of a low computer literacy in a large
proportion of the working force, respondents were queried about the importance of having
organisational systems that dlow nonrcomputer literate workers to contribute to the
knowledge management effort. Surprisingly, their opinion was quite divided, and only
42.31% (11 respondents) said it was very important. 38.46% of respondents (10) thought
it was somewhat important, and only 19.23% (5 respondents) thought it was important.

6.4.3 Hypothesis Testing
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In this section, the hypotheses formulated in Section 6.2.1 are tested and the results of
these tests will reved the validity of the Critica Success Factors of the proposed modd.
The datidtica test used is the Chi- Square test, which tests whether an observed frequency
from a sample dffers sgnificantly from the expected frequency from that sample. Hence,
for each question that relates to a hypothesis, the Chi-Square is performed to test whether
the observed frequencies differ Sgnificantly from the expected frequencies. Thisis done by
computing (E-O)%/E for each interval and summing the results, where E is the expected
frequency and O is the observed frequency. The result of this sum is then compared to the
critical vaues of the Chi- Square ditribution at the corresponding level of confidence. If the
Chi-Square vaue of the Observed vaue is greater than the critica vaue, the null hypothesis
isrgected in favour of the dternative hypothesis. Otherwise, there is not enough evidence

to rgect the null hypothesis.

The null hypothesis can be formulated as follows:
Ho: It isnot important to perform the task/activity
H,: Itisimportant to perform the task/activity

For gatistical purposes, this can be trandated into:
Ho: p<=05
Hi: p> 0.5

Also, some of the observations will be combined for the purposes of the Chi-Square te<t,
for example, the observations in the “Important” category will be added to those in the
“Very Important” category. Since the “Somewhat Important” category includes the “Not
Important” observations, thiswill be taken to indicate “Not Important”.

6.4.3.1 HypothesisSet 1:  Alignment of Knowledge
M anagement strategy with Business Strategy

Ho: It isnot important to align the KM strategy with the Business Strategy
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H,: It isimportant to align the KM strategy with the Business Strategy

This hypothesis set will be investigated with regards to the following questions.

Quedtion 2.1: Andyse the Strengths, Weaknesses, Opportunities, and Threats of the

organisation in terms of knowledge resources

Quedtion 2.2: Creste a long-term drategy, induding core beliefs & vaues of the
organisation, for knowledge management

Quedtion 3.1 Derive the difference between what the organisation can do and what it
wants to do, that is, its strategic gap

Question 3.2: Derive the difference between what the organisation knows and what it must
know in order to achieve what it wants to do, that is, its knowledge gap

Question 3.3: Create a high-level plan defining how & where knowledge resources will be
used in the organisation, based on its strategic gap and its knowledge gap

Question 3.4: Knowledge Management must make the organisation more competitive and
profitable, enabling it to achieveits gods

For dtatistical purposes,

Ho: p<= 0.5
H;: p> 0.5
Q2.1 Q2.2 Q3.1 Q3.2 Q3.3 Q3.4
Somewhat Important 3 1 1 4 2 4
Important 23 25| 25 21 24 22|
Expected Frequency 13| 13 13 12.5 13| 13
Degrees of Freedom 1
Chi-Square value 15.3846| 22.1538| 22.1538| 11.5600 18.6154 12.4615
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Table 6.4.3.1: Results of Chi-Square tests for Hypothesis Set 1

As can be seen from the table above, the Chi-Square vaues are quite high for dl the
questions. The expected Chi-Square value a a 99% Confidence Interval and with 1
degree of freedom is 6.635. Since al the observed Chi-Square values are grester than
6.635, there is enough evidence to rgect Hy in favour of Hy.
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6.4.3.2

Hypothesis Set 2: Top Management Support

Ho: It is not important for Top Management to support the KM effort

Hi: It isimportant for Top Management to support the KM effort

This hypothes's sat will be investigated with regards to the following questions:

Question 2.3: Appoint a leader (Chief Knowledge Officer) to lead the knowledge
management effort

Question 4.1: Top Management is aware of KM, and actively promotes KM in the

organisation

Question 4.2: CKO does not operate under a particular division/department

For dtatistical purposes,

Ho: p<=

0.5

H;: p> 0.5

Q2.3 Q4.1 Q4.2
Somewhat Important 8 1 13
Very Important 20 25 13
Expected Frequency 14 13 13
Degrees of Freedom 1
Chi-Square value 5.1429 22.1534 0.0000

Table 6.4.3.2: Results of Chi-Square tests for Hypothesis Set 2

As can be seen from the table above, the Chi- Square vaues are high, except for Question
4.2. Comparing the observed Chi-Square vaues from Question 2.3 and 4.1 to the
expected Chi-Square value of 6.635 suggests there is enough evidence to rgect H in
favour of H;, even though the observed Chi-Square vaue for Question 4.2 does not fulfil

the criteria
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6.4.3.3 HypothesisSet 3: Create and Manage Knowledge

Culture

Ho: It is not important to create and manage a Knowledge Culture in the
organisation
Hi: It is important to create and manage a Knowledge Culture in the
organisation

This hypothes's set will be investigated with regards to the following questions:

Quedtion 5.1: View of employees are taken into consideration when initiating the KM effort

Quegtion 5.2: Senior, middle and line managers involve employeesin decison-making

Question 5.3 Organisation provides a work environment where people are encouraged to

share ideas, experiences, successes & failures

Quegtion 5.4: CKO has devised forma ways of deding with change and problems arisng
from change

Question 7.3: Employees are encouraged to use knowledge repositories and disseminate

that knowledge

Question 8.2: Management rewards employees for sharing and using knowledge

For statistical purposes,

Ho: p<= 0.5
H;: p> 0.5
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Q5.1 Q5.2 Q5.3 Q5.4 Q7.3 Q8.2
Somewhat Important 3 2 1 3 3 3
Very Important 23 23 24 23 23 23
Expected Frequency 13 12.5 12.5 13 13 13
Degrees of Freedom 1
Chi-Square value 15.3846| 17.6400| 21.1600| 15.3846 15.3846 15.3844

Table 6.4.3.3: Results of Chi-Square tests for Hypothesis Set 3

As can be seen from the table above, the Chi-Square vaues are quite high for dl the
questions. The expected Chi-Sguare vaue a a 99% Confidence Interva and with 1
degree of freedom is 6.635. Since al the observed Chi-Square values are greater than

6.635, there is enough evidence to rgject Hy in favour of Hy.

6.4.3.4 Hypothesis Set 4:  Use of a Pilot Project

Ho: It is not important to conduct a pilot project to demonstrate the
effectiveness of KM
Hi: It isimportant to conduct a pilot project to demonstrate the effectiveness

of KM
This hypothess set will be investigated with regards to the following questions.

Question 6.1: CKO has initiated a pilot project to demondtrate the effectiveness of KM in

the organisation

Question 6.2: The pilot project is implemented like any other project, with deadlines,
budgets, etc.

For statistical purposes,

Ho: p<= 0.5
H;: p> 0.5
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Q6.1 Q6.2
Somewhat Important 4 3
Very Important 22 23
Expected Frequency 13 13
Degrees of Freedom 1
Chi-Square value 12.4615| 15.3848

Table 6.4.3.4: Results of Chi-Square tests for Hypothesis Set 4

As can be seen from the table above, the Chi-Square values are high, and when compared
to the expected Chi-Square vaue a a 99% Confidence Interva of 6.635 and with 1

degree of freedom, there is enough evidence to regject Hy in favour of H;.

6.4.3.5 HypothesisSet 5:  Create and Manage Organisational L earning

Ho: It is not important to create and manage Organisational Learning in the
organisation
H.: It is important to create and manage Organisational Learning in the

organisation

This hypothesis set will be investigated with regards to the following questions.
Quedtion 7.1: All knowledge rdevant to the organisation is identified

Quedtion 7.2: Relevant knowledge is verified and organised in an eectronic knowledge
repositories

Question 7.3: Employees are encouraged to use knowledge repositories and disseminate

that knowledge

Question 7.4: Employees are encouraged to re-evauate old knowledge and assumptions to

create innovative idess

Question 5.3: Organisation provides a work environment where people are encouraged to

share ideas, experiences, successes & failures
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For dtatistical purposes,
Ho: p<= 0.5
H;: p> 0.5
Q7.1 Q7.2 Q7.3 Q7.4 Q5.3
Somewhat Important 3 6] 3 3 1
Very Important 22, 20 23 22, 24
Expected Frequency 12.5 13 13 12.5 12.5
Degrees of Freedom 1
Chi-Square value 14.4400] 7.5385| 15.3846 14.4400 21.1600

Table 6.4.3.5: Results of Chi-Square tests for Hypothesis Set 5

As can be seen from the table above, the Chi-Square vaues are quite high for dl the
questions. Since al the observed Chi-Square values are greater than 6.635, there is

enough evidence to regject Hy in favour of Hy.

6.3.4.6 Hypothesis Set 6: Manage People

Ho: It is not important to manage people and their knowledge

H.: It isimportant to manage people and their knowledge

This hypothesis st will be investigated with regards to the following questions.

Question 6.1: CKO has initiated a pilot project to demondrate the effectiveness of KM in

the organisation
Quedtion 6.2: The pilot project is implemented like any other project, with deadlines,
budgets, etc.

Quedtion 5.1: View of employees are taken into consderation when initiating the KM effort

For dtatistical purposes,
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Ho: p<= 0.5
H;: p> 0.5

Q8.1 Q8.2 Q5.1
Somewhat Important 3 3 3
Very Important 23 23 23
Expected Frequency 13 13 13
Degrees of Freedom 1
Chi-Square value 15.3846| 15.3846 15.3846

Table 6.4.3.6: Results of Chi-Square tests for Hypothesis Set 6

As can be seen from the table above, the Chi-Square vaues are high. When compared to
the expected Chi-Square vaue a a 99% Confidence Interva of 6.635 and with 1 degree

of freedom, there is enough evidence to rgject Hy in favour of H.

6.4.3.7 HypothesisSet 7. Choosing the Right Technology

Ho: It is not important to choose and implement the right technology for KM

Hi: It isimportant to choose and implement the right technology for KM

This hypothesis set will be investigated with regards to the following questions.

Quegtion 9.1: Organisation uses collaborative technologies to fadlitate trandfer of

knowledge among workers

Question 9.2: Organisation’s technologies are easly linked to those of suppliers and

customers

Quedtion 9.3: Knowledge repositories are easy to access and use, even for novice

computer users
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Question 9.4: There are dternative technologies for non computer-literate workers to use

for collaboration

For dtatistical purposes,

Ho: p<=0.5
H;: p> 0.5
Q9.1 Q9.2 Q9.3 Q9.4

Somewhat Important 5 9 2 10
Very Important 21 17 24 16
Expected Frequency 13 13 13 13
Degrees of Freedom 1
Chi-Square value 9.8462 2.4615 18.6154 1.3846

Table 6.4.3.7: Results of Chi-Square tests for Hypothesis Set 7

As can be seen from the table above, the Chi- Square values are high for Questions 9.1 and
9.3. However, for Questions 9.2 and 9.4, the Chi-Square values are both less than 6.635.
In spite of this, since two of the four questions have yielded higher observed Chi-Square
vaues than 6.635, there is enough evidence to rgect the null hypothesis in favour of the

aterretive hypothesis.

6.4.3.8 Hypothesis Set 8:  Include double-loop Learning

Ho: It is not important to include double-loop learning in the organisation

H.: It isimportant to include double-loop learning in the organisation

This hypothesis st will be investigated with regards to the following question:

Question 7.4: Employees are encouraged to re-evauate old knowledge and assumptions to

create innovative idess

For dtatistical purposes,
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Ho: p<=0.5
H;: p> 0.5
Q7.4

Somewhat Important 3
Very Important 22
Expected Frequency 12.9
Degrees of Freedom 1
Chi-Square value | 14.4400

Table 6.4.3.8: Results of Chi-Square tests for Hypothesis Set 8

As can be seen from the table above, the Chi-Square vaueis high, and when compared to
the expected Chi-Square vaue a a 99% Confidence Interva of 6.635 and with 1 degree

of freedom, there is enough evidence to rgject Hy in favour of H;.

6.4.4 Correlation between the Level of Knowledge Management in

the organisation and responses to the remaining questions

In this section, the author investigates the corrdation between the various responses
provided by the respondents. Firstly, the corrdation between the level of knowledge
management in the respondents organisations and their responses to the rest of the
questions will be investigated, and secondly, related knowledge management aspects from
the questionnaire will aso be investigated. A detailed analyss of this section can be found
in Appendix E.

Section 1 Level of Knowledge Management in the Organisation
Quegion1  Please indicate which of these descriptions best fits your organisation in
terms of Knowledge Management (KM):

A. No forma Knowledge Management initiative exists within the organisation
B. There is an awareness of Knowledge Management, management has recently

initiated a programme, but there are no vishble results yet.
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C A KM programme exists and has been running for over 612 months. Some
preliminary results have been achieved.

Ho: there is no relationship between the Level of KM in the respondents
organisations and their responses to the remaining Questions
Hi: there is a relationship between the Level of KM in the respondents

organisations and their responses to the remaining Questions

The table below describes the andyss of the results usng the Pearson and M-L Chi-
Square test at the 95% Confidence Level. This is motivated by the fact that the Pearson
Chi-Square test is the most common test for sgnificance of the reationship between
caegorica vaiables. The null hypothess is that there is no corrdation between the
responses from Question 1 and the rest of the questionnaire, whereas the dternative
hypothesis is thet there is a corrdation. If the Chi-Square valueistoo large (p < 0.05), the
null hypothess is rgected in favour of the dternaive hypothess, and there is sufficient
evidence to suggest a corrdation. However, if the Chi-Square value is not Sgnificantly
large (p > 0.05), the null hypothess stands, and there is no evidence to suggest a

corrdation

However, due to the smal sample size, the expected frequencies are in most cases not
greater than five, which should be the case for a Chi-Square test.  Hence these results
should be viewed with caution.

The table bdow shows the results of the Chi-Square test between responses from
Question 1 and the rest of the questionnaire. A detailed andyss of this section can be

found in Appendix E.
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Questions Pearson Chi-Square Value df p value Hypothesis
2.1 2.12 4 0.71 Accept Hy
2.2 4.22 4 0.38 Accept Hy
2.3 0.81 4 0.94 Accept Hy
3.1 3.65 4 0.46 Accept Hy
3.2 5.32 4 0.26 Accept Hy
3.3 2.93 4 0.57 Accept Hy
3.4 4.56 2 0.10 Accept Hy
4.1 14.61 4 0.01 Reject Hg
4.2 4.80 4 0.31 Accept Hy
5.1 0.62 2 0.73 Accept Hy
5.2 3.80 4 0.43 Accept Hy
5.3 0.69 2 0.71 Accept Hy
5.4 3.52 4 0.47 Accept Ho
6.1 9.83 4 0.04 Reject Hg
6.2 4.80 4 0.31 Accept Hy
7.1 7.33 4 0.12 Accept Hy
7.2 3.36 4 0.50 Accept Hy
7.3 1.58 4 0.81 Accept Hy
7.4 5.07 4 0.28 Accept Hy
8.1 5.71 4 0.22 Accept Hy
8.2 3.81 4 0.43 Accept Hy
9.1 4.67 4 0.32 Accept Hy
9.2 3.81 4 0.43 Accept Hy
9.3 5.86 4 0.21 Accept Hy
9.4 1.50 4 0.83 Accept Hy

Table6.4.4: Results of Chi-Square tests for Hypothesis Set 9

As can be seen in Table 6.4.4 above, the results of the Chi-Square tests suggest that, in
generd, there is no evidence of correlation between the level of knowledge management in
respondents’ organisation and the other aspects of knowledge management queried by the
survey. However, in the case of the responses to Question 4.1, where the p value is less
than 0.05, there is enough evidence to rgect H in favour of H. Question 4.1 asked
respondents to rate the importance of Top Management being aware of KM, and actively
promoting KM in the organisation.

There is dso evidence of a correation between the level of knowledge management in
respondents’ organisations and their responses to Question 6.1, which queried respondents
about the issue of the CKO darting a pilot project to demongtrate the effectiveness of KM
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in the organisation. The pvdue of the Chi-Square test is less than 0.05, and therefore

there is enough evidence to rgect H, in favour of H;.

6.4.5 Correlation between other aspects of the Model

This section invedtigates the exigence of a corrdation between related knowledge
management aspects from the questionnaire. The hypotheses for these tests are found in
Section 6.2.1.3. A detalled andlysis of this section can be found in Appendix E. Again,

due to the smdl sample Sze, these results should be viewed with caution.

6.4.5.1 Correlation between the importance of appointing a
CKO and the importance of the CKO not operating under a particular

division/department

Question 2.3: Appoint a leader (Chief Knowledge Officer) for the knowledge

management effort
Question 4.2:  CKO does not operate under a particular division/department

Ho: Thereis no correlation between the need to appoint a CKO and the need
for the CKO to operate independently
Hi:: Thereis a correlation between the need to appoint a CKO and the need
for the CKO to operate independently

Questions Pearson Chi-Square Value df P value |Hypothesis

2.3and 4.2 5.70 4 0.223 Accept Hy

Table 6.4.5.1: Results of Chi-Square tests for Hypothesis Set 10.1

The results of the Chi-Square test (p-vaue > 0.05) do not indicate evidence of a
correlation between the need to agppoint a CKO and the need for the CKO to operate
independently. Therefore the null hypothesisis not rejected.
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6.4.5.2 Correlation between the importance of Top
Management promoting KM and the importance of organisation

providing awor k environment wher e knowledge sharing is encour aged

Question 4.1: Top Management is aware of KM, and actively promotes KM in the
organisaion
Quegtion 5.3:  Organisation provides a work environment where people are encouraged

to share ideas, experiences, successes & failures

Ho: Thereis no correlation between Top Management promoting KM and the
organisation providing a work environment where knowledge sharing is
encouraged

Hi: Thereis a correlation between Top Management promoting KM and the

organisation providing a work environment where knowledge sharing is

encouraged
Questions |Pearson Chi-Square Value df P value |Hypothesis
41and5.3 [0.14 2 0.931 Accept Hy

Table 6.4.5.2: Results of Chi-Square tests for Hypothesis Set 10.2

The reaults of the Chi-Square test (p-value > 0.05) do not indicate evidence of a
correlation between Top Management promoting knowledge management in the
organisation, and the organisation providing awork environment where knowledge- sharing
isencouraged. Therefore the null hypothesisis not rejected.

6.4.5.3 Correlation between the views of employees being
taken into consideration when initiating KM, and management treating

employeeson an individual basisand sharing knowledge with them
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Quedstion 5.1:  View of employees were taken into consgderation when initiating the KM
effort

Quedtion 8.1: Management treat employees on an individua basis, and share knowledge
with them

Ho: There is no correlation between the views of employees being taken into
consideration when initiating KM, and management treating employees on an
individual basis and sharing knowledge with them

H:: There is a correlation between the views of employees being taken into
consideration when initiating KM, and management treating employees on an

individual basis and sharing knowledge with them

Questions |Pearson Chi-Square Value df P value |Hypothesis

5.1and 8.1 [11.07 2 0.004 Reject Ho

Table 6.4.5.3: Results of Chi-Square tests for Hypothesis Set 10.3

The results of the Chi-Square test (p-vaue < 0.05) provide enough evidence to reject the
null hypothesis in favour of the dternaive hypothesis. Therefore there is enough evidence
of a correlation between the need to take into consderation the views of employees when
initiating KM, and management tresting employees on an individua basis and sharing
knowledge with them.

6.4.5.4 Correlation between the organisation encouraging a
knowledge-sharing work environment and management rewarding

employeesfor sharing and using knowledge

Question 5.3:  Organisation provides a work environment where people are encouraged
to share ideas, experiences, successes & fallures

Quegtion 8.2:  Management rewards employees for sharing and using knowledge
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Ho. There is no correlation between the organisation encouraging a
knowledge-sharing work environment and management rewarding employees
for sharing and using knowledge

H;: There is a correlation between the organisation encouraging a
knowl edge-sharing work environment and management rewarding employees

for sharing and using knowledge

Questions |Pearson Chi-Square Value df P value |Hypothesis

5.3and 8.2 |[7.64 2 0.022 Reject Hy

Table 6.4.5.4: Results of Chi-Square tests for Hypothesis Set 10.4

The reaults of the Chi-Square test (p-vaue < 0.05) provide enough evidence to reject the
null hypothesis in favour of the dternative hypothess. Therefore there is evidence of a
corrdation between the organisation encouraging a knowledge-sharing work environment
and management rewarding employees for sharing and using knowledge in the workplace.

6.5 Conclusion

This chapter described an empirica study designed to test the vdidity of the mode
developed in this research.  The results gathered from this study clearly demondirate that
the proposed modd is vdid, but might require modification in two areass, namely the
importance of the chief knowledge officer not operating under a paticular
divison/department, and the availability of dternative technologies for non-computer literate
employees. There was adso enough evidence to suggest relationships between some of the
most important aspects of the mode, providing support for their vaidity. In the mgority of
the cases, there was dso no evidence of corrdations between the level of knowledge
management in respondents organisations and their responses to the rest of the
questionnaire, implying that most respondents agreed on the importance of the various
aspects of knowledge management presented to them, regardless of whether they practice
knowledge management or not. However, these results should be viewed with caution
because of the small sample sze of the sudy. The next chapter will introduce a discusson
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of the results obtained from this study, and where required, modifications to the modd will
be made.

An Investigation of Knowledge Management Implementation Strategies 101



Chapter 7

Discussion of Findings and Recommendations

7.1 Introduction

The previous chapter described the empirical study carried out to test the vadidity of
the critical success factors of the proposed modd. This chapter interprets the results
of the empirical study presented in Chapter 6 and makes recommendations in light of
these results  The results and ther implications are discussed in terms of the
hypotheses presented in Chapter 6 and the corresponding critical success factors
presented in Chapter 5. The author concludes with recommendations to adapt the
critica success factors and the model based on the findings of the empirica study.

7.2 General Discussion of the Results

From the results shown in the previous chapter, it can be seen tha the mgority of
respondents thought that the factors of the proposed mode were very important. Of
the twenty-five questions respondents had to answer, twenty-two questions yielded
high scores in the “Important” and “Very Important” categories.  This indicates that
the mgority of respondents were of the opinion that the facets of knowledge
management raised in the questionnare were important or very important to the
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success of a knowledge management effort.  In most cases, a high proportion of he
respondents thought that these aspects of knowledge management were “very
important”.

In Section 2, which queried respondents about the importance of initiating the
knowledge management effort, respondents thought that it was very important for the
organisation to perform a knowledge-based SWOT andyss. They adso thought it
was very important to create a long-term knowledge strategy, and to gppoint a Chief
Knowledge Officer.

In response to Section 3, which dedt with the importance of digning the knowledge
management drategy with the business drategy, respondents indicated it was very
important for the organisation to derive its strategic and knowledge gaps, create a
vison for knowledge management, and that the initistive should make the

organisation more competitive.

Section 4 queried respondents about the issue of support from top management, and
they indicated that it was very important for top managers to actively promote KM in
the organisation. However, they did not think it was important for the chief
knowledge officer to operate independently.

Section 5 questioned respondents about the importance of cresting and managing a
knowledge culture in the organisation. Again, respondents indicated it was important
by answering important to dl the questions in this section.

In Section 6, which queried the importance of conducting a knowledge management
pilot project, respondents indicated that it was important that the organisation
implement such apilot project, and that it was implemented like any other project.

In response to questions from Section 7, which dedt with the issue of cregting and
managing organisationa learning in the organisation, respondents again thought that
al the aspects were important.
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In Section 8, which queried respondents about the importance of managing people,
respondents again indicated that this aspect of knowledge management was
important.

Ladly, in Section 9, which dedt with the issue of choosng the right technology for
supporting the knowledge effort, respondents indicated that only two of the four
aspects on which they were queried were important. Respondents thought it was
important for the organisation to use collaborative technologies to support
knowledge transfer, and it was aso important for their knowledge repositories to be
eadly accessble and user-friendly.  However, they indicated that it was not
important for the organisation’s technologies to be linked to those of therr suppliers
and customer, and they adso thought it was not important to supply dternaive

technologies for employees who are not computer literate.

The results of the tets deding with the importance of the knowledge management
prectices are reinforced by the Chi-Square tests which were performed on the
individua questions supporting the Critical Success Factors.  In most cases, the null
hypotheses were rgected in favour of the dternative hypotheses. However, for
responses to questions 4.2, 9.2 and 9.4, there was not enough evidence to rgect the
null hypothess, and this reveals that respondents did not think these tasks and
activities to be of great importance to knowledge management. Question 4.2 queried
respondents about the importance of the Chief Knowledge Officer operating
independently in the organisation. Question 9.2 dedt with the importance of the
organisation’s technologies being linked to those of its suppliers and customers, and
question 9.4 dedt with the importance of providing dternative technologies for

employees who were not computer-literate.

The results of the tests deding with the importance of the knowledge management
practices are dso reinforced by the results of the Pearson and M-L Chi-Square tests,
which showed that the mgority of answers to the questionnaire did not depend on the
level of knomedge management in the respondent’'s organisation. This showed that
regardless of whether the respondents organisations were involved in knowledge
management, the respondents were aware of the importance of the aspects of
knowledge management presented to them.
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Other tests indicated no correlaion between the need to gppoint a Chief Knowledge
Officer (CKO) and the need for the CKO to operate independently. This is shown by
the absence of a correation between questions 2.3 and 4.2. Question 2.3 queried
respondents about the importance of appointing a CKO for the knowledge
management effort, and question 4.2 asked respondents to rate the importance of the
CKO operating independently. When the results of this tet are viewed in
conjunction with the results of the Chi-Square tedts, it can be concluded that the part
of the modd that recommends that the CKO operate independently requires
modification.

There was aso no evidence of a corrdation between Top Management promoting
KM and the organisation providing a work environment where knowledge sharing is
encouraged. This is illustrated by the absence of a correlation between questions 4.1
and 5.3. Quedtion 4.1 asked respondents to rate the importance of Top Management
beng aware of knowledge management, and actively promoting knowledge
management in the organisation, and question 5.3 queried respondents about the
importance of the organisation providing a work environment where people are

encouraged to share ideas, experiences, successes & falures.

However, other correaion tests showed a relationship between the views of
employess being taken into condderation when initiging KM, and management
tresting employees on an individud bass and sharing knowledge with them. This is
evidenced by the correation between questions 5.1 and 8.1. Question 5.1 dedt with
the importance of involving the employees of the organisation in the knowledge
management effort, and question 8.1 dedt with the importance of treeting employees
as individuds and sharing knowledge with them. Hence the author concludes that
this is one of the key aspects of the proposed mode which has been vaidated by the

sudy.

There was ds0 evidence of a corrdation between the organisation encouraging a
knowledge-sharing work environment and management rewarding employees for
sharing and using knowledge.  This was shown by the corrdation between questions
53 and 82  Question 53 asked respondents about the importance of the

organisation providing a work environment where people are encouraged to share
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ideas, experiences, successes & failures, and question 8.2 asked respondents about
the importance of management rewarding employees for sharing and usng
knowledge. The author argues that this is dso a key factor in the proposed
knowledge management model which has been confirmed by the study.

7.3 Confirmation of the validity of the Critical Success
Factors

This section discusses the results of the study in terms of the criticd success factors
derived from the proposed modd. Each critical success factor relates to a
hypothes's, which was tested in the previous chapter. The author warns that due to
the smdl sample sze, the results and ther interpretation should be treated with
caution. However, they do indicate the state of thinking in the sample with regard to
good knowledge management practices. Hence, the author argues that these results
provide enough evidence to warrant changes to the criticd success factors of the
proposed modd, and if need be, to the modd itsdlf.

7.3.1 CSF1: Alignment of Knowledge M anagement strategy
with Business Strategy

Ho: Itisnot important to align the KM strategy with the Business Strategy
Hi: It isimportant to align the KM strategy with the Business Strategy

The results indicated that there was enough evidence to rgect the null hypothesis in
favour of the dternative hypothess. The author concludes that the tasks and
activities prescribed by Questions 2.1, 2.2, 3.1, 3.2, 3.3 and 3.4 are dl vadidated by
repondents. The author aso concludes that this provides enough evidence to
suggest that the modd is correct when deding with the maiter of digning the
knowledge management drategy with the overdl busness draegy of the
organisation.  Hence, the firs Criticd Success Factor of the modd has been
validated.
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7.3.2 CSF2: Top Management Support

Ho: Itisnot important for Top Management to support the KM effort
Hi: It isimportant for Top Management to support the KM effort

The results indicated that there was enough evidence to rgect the null hypothess in
favour of the dternative hypothess. Despite the low observed Chi-Square value
from Question 4.2, the author concludes that the tasks and activities prescribed by
Quedtions 2.3, and 4.1 have been vdidated by respondents. Therefore, the author
concludes that this CSF has been validated, and that the mode is correct when
emphessing the importance of top management activdy supporting knowledge
management in the organisation. The idea of the CKO operating independently,
which was tested through Question 4.2, however, will have to be revised.

7.3.3 CSF3: Create and Manage Knowledge Culture

Ho: It is not important to create and manage a Knowledge Culture in the
organisation
Hi: It is important to create and manage a Knowledge Culture in the

organisation

The results indicated that there was enough evidence to rgect the null hypothess in
favour of the dternaive hypothess. Therefore, the author concludes that the tasks
and activities prescribed by Questions 5.1, 5.2, 5.3, 5.4, 7.3, and 8.2 are dl vaidated
by respondents. The author dso concludes that this provides enough evidence to
suggest that the modd is correct when prescribing the importance of creating and
managing a knowledge culture in the organisation. Hence, the third critical success
factor has been validated.

7.3.4 CSF4: Use of a Pilot Project

Ho: It is not important to conduct a pilot project to demonstrate the
effectiveness of KM
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Hi: It isimportant to conduct a pilot project to demonstrate the effectiveness
of KM

The Chi-Square tests performed on the responses to this question indicate that there
is enough evidence to rgect the null hypothess in favour of the dterndive
hypothess. Therefore, the author concludes that the tasks and activities queried by
Questions 6.1 and 6.2 are dl vaidated by respondents. The author aso concludes
that this provides enough evidence to suggest that the modd is correct when
recommending the use of a knowledge management pilot project in the organisation
to demondrate the effectiveness of knowledge management. Hence, the fourth
critical success factor has been vaidated.

7.3.5 CSF5: Create and Manage Organisational Learning

Ho: It is not important to create and manage Organisational Learning in the
organisation
Hi: It is important to create and manage Organisational Learning in the

organisation

The results indicated that there was enough evidence to rgect the null hypothess in
favour of the dternative hypothess. The author concludes that the tasks and
adtivities prescribed by Questions 7.1, 7.3, 7.3, 74 and 53 are dl vaidated by
respondents. Therefore the modd’s recommendation of cresting and maintaining the
process of organisationd learning is accurate.  Hence, the fifth critical success factor
has been vaidated.

7.3.6 CSF 6: M anage People

Ho: It isnot important to manage people and their knowledge

Hi: It isimportant to manage people and their knowledge

The results indicated that there was enough evidence to rgect the null hypothess in
favour of the dternative hypothess. The author concludes that the tasks and
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activities queried by Questions 8.1, 8.2 and 5.1 have been validated by respondents.
Therefore the modd’s proposal in ways of managing people in a knowledge
environment is proper. Hence, the sixth critical success factor has been vaidated.

7.3.7 CSFT: Choosing the Right Technology

Ho: It is not important to choose and implement the right technology for KM

Hi: It isimportant to choose and implement the right technology for KM

The reaults indicated that there was enough evidence to rgect the null hypothess in
favour of the dternative hypothess, despite two of the questions (questions 9.2 and
94) yidding lower observed Chi-Square vaues than the expect Chi-Square vaues.
Therefore the author concludes that the idea of linking the organisations
technologies with therr suppliers and customers and the idea of providing aternative
technologies for non-computer literate employees need some modification in light of
these results.  Therefore the modd’s recommendations on choosng the right
technology to support the knowledge management initietive is partly correct. Hence,
the seventh critical success factor has been vaidated.

However, in light of these results, the proposd about the organistion linking its
technologies to those of its suppliers and customers needs to be revised.

7.3.8 CSF 8: Include double-loop Learning

Ho: It is not important to include double-loop learning in the organisation

Hi: It isimportant to include double-loop learning in the organisation

The result of the Chi-square test for the last set of hypothess indicates that there is
enough evidence to rgect the null hypothess in favour of the dternative hypothess.
Therefore, the author concludes that the modd’s proposad to include a double-loop
learning in the knowledge management drategy is correct. Hence, the eight and find
critical success factor has been vaidated.
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7.4 Discussion of Other Results

7.4.1 Relationship between the Level of Knowledge Management in
the Organisation and responsesto other aspects of Knowledge
Management

The results gained from peforming the Pearson & M-L Chi-Square test on the
responses of the survey confirmed the vdidity of the modd. These results showed
that the mgority of answers to the questionnaire did not depend on the level of
knowledge management in the respondent’s organisation. This means that regardiess
of whether or not the respondents organisation was involved in knowledge
management, the respondents were of smilar opinion as to what congituted a good
knowledge management Strategy.

The only responses which depended on the level of knowledge management were
those from quegtions 4.1 and 6.1. Quedstion 4.1 dedt with the importance of top
management supporting and promoting the knowledge management effort, and this
depended on the level of knowledge management in the organisation. Question 6.1
dedt with the importance of implementing the knowledge management pilot project
like any other organisationa project, and again this depended on the leve of
knowledge management in the respondents organisations. Hence there was a direct
link between the levd of knowledge management in the respondent’s organisations
and ther opinions about the importance of top management supporting knowledge
management, and the importance of implementing a knowledge management pilot
project like any other project.

Therefore the author concludes tha the levd of knowledge management in the
respondents  organisations had an impact on their opinions about the importance of
top management supporting the knowledge management effort, and the need for the
Chief Knowledge Officer to initiate a pilot project to demondrate the effectiveness
of knowledge management to the organisation.
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7.4.2 Relationship between other aspects of the Model

Other corrdation tests showed a reationship between the importance of involving
the employees of the organisation in the knowledge management effort, and the
importance of treating employees as individuds and sharing knowledge with them.
Therefore the author concludes that this key aspect of the proposed modd that
recommends ways of dedling and managing people has been vaidated by the study.

There was a0 evidence of a reationship between the importance of the organisation
providing a work environment where people ae encouraged to share idess,
experiences, successes & falures, and the importance of management rewarding
employees for sharing and using knowledge. The author argues that this is dso a key
factor in the proposed knowledge management modd which has been confirmed by
the study.

7.5 Recommendations

This section lists the recommendations of the author with regards to the proposed
model based on the results gained from the empiricd study. These recommendations
explan how and where the theoreticd modd should be modified in order to bring it
in line with the findings of the empiricd sudy. As mentioned previoudy, due to the
andl sample dze, the results of the empiricd sudy should be consdered with
caution. However, they do indicate the indinaions of the sample with regards to
good knowledge management practices. Hence, the author argues that the results of
the study provide sufficient grounds on which to adapt the proposed model based on
the confirmation or modification of the critical success factors.

7.5.1 CSF 2: Top Management Support

From the results of the study, respondents indicated that the idea of the Chief
Knowledge Officer operating independently was not very important. It would seem
to indicate that it would not matter to organisations whether the CKO reported
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directly to the board of directors or to the IT manager, or to another member of the
board. Hence, the author concludes that this part of the modd requires modification.
The modd will be modified to reflect the fact that it does not redly matter under
which department or divison the CKO operates, or to whom the CKO reports.

7.5.2 CSF 7: Choosing The Right Technology

In this CSF, two factors were deemed not important by respondents during the
andyss of thereaults.

The first factor the respondents thought was not important concerned the proposa of
linking the organisations technologies with those of their suppliers and customers.
Respondents indicated that this was not important, and the author concludes that this
aea of the mode required modification. Hence, the mode will be modified to
remove this proposal.

The second factor concerned the idea of providing dternative technologies to enable
non-computer literate employees to participate and contribute to the knowledge
management effort. Respondents indicated that this was not important. However, the
author concludes that this paticular proposd of the mode does not require
modification.

7.6 Modified Model

This section shows the modified areas of the proposed modd. A complete modd can
be found in Appendix F. The modified sections are from Sections 5.2.1.1.2 and
5.2.1.3.1, and are shown in itdics, where they have been modified.
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5.2.1.1.2 Creating aVision for Knowledge M anagement &
Providing a L eader

Extract from the Proposed M odd!:

The creation of the vison can be done in two ways. Top management can either
gopoint a chief knowledge officer (CKO), who will create the vison, or they can
creste a vison and entrust the CKO to carry it out. This process depends on where
the CKO ranks on the corporate structure, and the needs and preferences of
management. The author argues that it would be preferable if the CKO is amember
of the board of directors, and reports directly to the Chief Executive Officer instead
of reporting to the IT director as is the case dill in many organisations.  This way, the
board of directors conveys a cler message to the rest of the organisation that

knowledge management is a serious issue for the organisation.

Extract from the M odified M oddl:

The creation of the vison can be done in two ways. Top management can either
gopoint a chief knowledge officer (CKO), who will create the vison, or they can
creste a vison and entrust the CKO to carry it out. This process depends on where
the CKO ranks on the corporate structure, and the needs and preferences of
management. The author argues that it is not important whether the CKO is a
member of the board of directors or not, nor is it important to whom he/she reports
to. By appointing a CKO, the board of directors conveys a clear message to the rest
of the organisation that knowledge management is a serious issue for the

organisation.

5.2.13.1 Managing the Technology

Extract from the Proposed Moddl:

The author recommends implementing IT infrastructures which will dlow easy
communication between employees, in other words collaborative technologies.  For
example, a corporate intranet linked to te knowledge repositories of the organisation

could alow employees to access and retrieve information about past projects, and
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hence save time and money when garting a new project. This intranet in turn could

be connected to the Internet, and provide access to aworld of information.

It is dso important that the IT infrastructure of the organisation be adle to link easly
with that of customers and suppliers, in order to dlow a seamless flow of information
between the busness and its patners. This will dlow the organisation to collect

knowledge about its business partners and vice-versa.

The paragraph in italics has been removed from the Modified M ode!:

The author recommends implementing IT infrestructures which will dlow easy
communication between employees, in other words collaborative technologies. For
example, a corporate intranet linked to the knowledge repositories of the organisation
could alow employees to access and retrieve information about past projects, and
hence save time and money when dating a new project. This intranet in turn could

be connected to the Internet, and provide access to aworld of information.

It is also important that the I T infrastructure of the organisation be able to link easily
with that of customers and suppliers, in order to allow a seamless flow of
information between the business and its partners. This will allow the organisation

to collect knowledge about its business partners and vice-ver sa.

7.7 Summary of Modified Model

The mgority of the modd dd not require any change. However, the section dedling
with the creation of a vison for knowledge management and providing a leader for
the effort required some modification. Hence, it was acknowledged that the Chief
Knowledge Office of the organisation did not need to be a member of the board of
directors, and did not require independence from other sections of the organisation.

The stion deding with managing the technology that supports knowledge
management also required modification. 1t was acknowledged that the technologies
of the organisation did not need to be interlinked with those of their suppliers and

customers.
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7.8 Conclusions

This chapter discussed the results of empiricd sudy of this research, and
recommended changes to the model where appropriate. It should be noted that due
to the smdl sample size, the results of the study should be viewed with caution.
However, the author deems these reaults to reflect the trends in the sample with
regards to good knowledge management practices. All the Criticd Success factors
were confirmed by the study, and two were confirmed subject to modifications. The
modd was then modified in line with the indications from the results.  The following
chapter concludes the research by summarisng the major aspects of the study, and
illugtrates the main contribution of this research to the body of knowledge.
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Conclusion

8.1 Introduction

The previous chapter discussed the results of empirical study of this research, and
recommended changes to the modd. This chapter concludes the research and
recommends areas of future research.  Firdly, the research is discussed, and
contribution of this research to the body of knowledge is discussed, followed by a
discusson of the proposed mode, and its vadidity according to the empiricd sudy.

Findly, possible areas of future research are proposed.

8.2 The Research

This research was initiated in response to a need expressed by the South African
Motor Vehicde Industry for a knowledge management implementation dtrategy
talored to ther needs. Therefore, the am of this ressarch was to develop a
knowledge management implementation srategy aimed at thisindustry.

Firgly the literature was surveyed for knowledge management practices, knowledge
management drategies, and knowledge management case sudies.  Secondly, the
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author conducted a survey of the South Africa Motor Vehicdle Indugtry using Duffy’s
Knowledge Benchmarking Questionnaire to obtan a cdear idea of the dae of
knowledge management in that industry. Using the literature as a sarting point, and
drawing from the results of the sudy, the author then congtructed a knowledge
management drategy suited to the indugtry. Importantly, after the development of the
modd, it was concluded tha due to the drategic and haolistic nature of the modd, it
could be applied to any organisation and not only to the target indudtry.

The Critical Success Factors were derived from the moddl, and these CSFs were then
formulated into questions.  These questions were empiricaly tested, and the results
of the sudy suggested that overdl the modd was correct, with some minor
modifications required.

8.3 Contribution of the Research

The fidd of Knowledge Management is rgpidly gaining ground in business, due to its
promise of delivering knowledge and information when it is needed and where it is
needed. The growing importance of Knowledge Management is illustrated by the
growing monetary vdue spent by organisations on knowledge management and
knowledge management solutions. However, there is a tendency for KM initiatives
to fal according to the literature. In most cases, this can be attributed to
organisations darting out by buying a product rather than cresting a culture or a
process by which knowledge can be shared.

However, when propely implemented, knowledge management can hep
organisations to cut kack on costs and produce better products and services. Hence,
there is a red need for Knowledge Management practices in the workplace so that
managers can promote the sharing of knowledge and dlow the organisation to
acquire and retain intdlectud capitd. The automotive indudry, for example is
highly competitive and innovative, cusomer needs are congantly changing, and the
technology is dso adways changing. Neverthdess, there is a lack of formd
procedures and drategies, technology and metrics to ensure that a knowledge
management initiative succeeds. Hence, amongst other things, there is a need for
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implementation drategies for KM that ensure the success of the knowledge
management initiative and of the busnessitsdf.

S

The man contribution of this research, therefore, was the deveopment of a
knowledge management implementation drategy which fulfils the needs of the South
Africa motor vehicle manufacturing industry, and which can dso be goplied in other
organisations.

The proposed modd conssts of three main interlinked components: Knowledge
Management of the Organisation, Knowledge Management of the People, and
Knowledge Management of the Infrastructure and Processes  The argument
proposed by the modd is that the organisation needs to baance its focus on these
three subsystems in order to achieve a successful knowledge management effort.
Furthermore, this produced a framework which was in line with the systems

approach.

The emphess of the modd is on the importance of digning the knowledge
management drategy of the organisation to the overdl busness drategy of the
organisation.  The culture and managing the culture change when implementing
knowledge management are dso of utmost importance. A holistic approach to
managing knowledge by including in the process customers, suppliers, stakeholders,
and environmenta factors is proposed. The concept of organisationd learning is o

catered for in this framework.

The importance of the employees of the organisation, and their cortribution towards
a successful knowledge management effort is recognised. There should dso be a
concerted effort to meke people fed pat of the change when implementing
knowledge management. The organisstion should dso encourage individud
learning, and innovative thinking with employees, and reward those that do produce

such results.

Findly, the infrastructure and business processes of the organisation cannot be
neglected when implementing knowledge management. The importance of hardware

and software that will facilitate employees to share and disseminaie knowledge
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throughout the organisation is aso highlighted. The business processes are dso
mentioned as they need to dlow for forma as wel as informa sharing and use of
knowledge within the workplace.

The essence of the modd as formulated in the form of seven critical success factors

and tested empiricaly isasfollows:

1. Alignment of KM strategy with Business Strategy
This is the mog important factor in this modd.  Aligning the knowledge
management drategy of the organisation with its busness drategy will result in a
knowledge management effort which will succeed. Knowledge management cannot
exig in a vacuum, and needs to be closdy digned to the rest of the organisationa

goasin order to achieve atangible result.

2. Top Management Support
A knowledge management effort that does not enjoy the support of the most senior

managers in the organisation is doomed to fallure.

3. Create and Manage Knowledge Culture
The CKO aso needs to create a knowledge culture, which will provide the support
from employees for the effort. Furthermore, the CKO adso needs to manage the
knowledge culture on a continual bass, by ensuring that people are contributing
fredy and willingly.

4. Useof aPilot Project
The use of a pilot project is essentid to the success of the knowledge management
effort. The pilot project will demondrate to the rest of the organisation the benefits
of knowledge management, and warn the CKO of the possble pitfdls for the man
project.

5. Createand Manage Organisational Learning
The CKO needs to be aware that organisationa learning is crucid to the long-term
effectiveness of the organisation’'s knowledge management effort. The CKO needs
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to put into place the necessary structures and processes to encourage people to share

and use knowledge in the workplace.

6. Manage People
The support and contribution of the employees of the organisation are crucid to the
success of the knowledge management effort. The CKO should provide the
employees with the right environment in which they will fed secure enough to share

their most valuable knowledge, and to use it to promote the knowledge culture.

7. Choosing the Right Technology
It is dso very important that the CKO chooses the right technology to implement any
knowledge management system.

8.4 Future Research

The author recommends future research to be conducted in the following areas:

8.4.1 The Proposed model

Although the main aspects of the modd have been vaidated by the empiricd study,
the author argues that only a full-scde implementation usng the modd can vdidae
fully the modd. By définition, this reseerch must be lengthy, in order to ascertan
the medium- and the long-term benefits of the modd. However, a pilot project on a
smaller scae might also be undertaken to validate the modd.

8.4.2 Other Areas

The author dso recommends conducting research in the following aess of

knowledge management:
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8.4.2.1 The effectiveness of information and communication technologies(ICT)
in knowledge management implementations.

The findings of this ressarch highlight the importance of the human factor in
knowledge management. However, it would be important to investigate the precise
influence, if any, of the role of ICT in a knowledge management implementation.
On a more detalled leve, the importance of the hardware and software an
organisation chooses to use could be investigated with regard to their influence on

their knowledge management effort.

8.4.2.2 Theimpact of culture on knowledge management

The literature recognises the importance of organisationd culture in knowledge
management. Future research is recommended in invedtigating the differences in
cultures in different organisations and how these differences affect knowledge
management.

8.4.2.3 The importance of knowledge management at all managerial levels

This research proposed a model targeted at the top levels of management. It would
be important to invesigate how knowledge management affects other managerid
levels in organisations. For example, an invedtigation of what type of knowledge, if
any, factory workers possess, and whether or not it is important to capture that
knowledge and disseminate it to the rest of the organisatiion. It would dso be
important to explore the feeshility of implementing knowledge management in an
environment where factory workers are not computer-literate, and hence require
other means to share and distribute knowledge.

8.4.2.4 Applicability of the modd to other industries

Future research is dso recommended to investigate the gpplicability of the modd to
other indudries. Invedigations of the gpplicability of the modd to the academic,

retailing, and governmenta sectors are recommended.
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8.5 Concluding Remarks

The am of this research was to develop a knowledge management implementation
draegy for the South African Motor Vehide Manufacturing Industry to suit its
needs. The author congtructed such a modd, relying on the systems gpproach and a
holigtic gpproach to knowledge management. Thus, the resulting modd was dso
deemed to be applicable to the target industry, as well as to other organisations. The
results of the empiricd <udy indicate that the modd is acceptable, and few
modifications were required.  There are numerous advantages to using good
knowledge management practices in organisations, and it is hoped that this research
contributes to a better understanding of KM in organisations.
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Appendix A Duffy’s Knowledge Management
Benchmarking Questionnaire

Section 1 Background Details

Background Details
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Section 2 Knowledge Assets

The following ingructions were issued to respondents with regards to the questions

from Section 2 onwards:

In the questions that follow please enter a number from 1 - 10 in each box. The importance is for
your organisation and the performance indicates how well your organisation is doing for that item.

10 = very high importance 1 = very low importance
10 = very high performance 1 = very low performance

2. Knowledge Assets
Importance  Performance

2.1 The quality of data, information and knowledge is managed
2.2 Knowledge assets are formally identified

2.3 The locations of knowledge assets are known

2.4 Knowledge requirements are related to business needs
2.5 Specific plans and policies exist for growing knowledge
2.6 Knowledge assets are measured

2.7 Formal systems exist to:

2.7.1 Identify required knowledge
2.7.2 Acquire knowledge

2.7.3 Store knowledge

2.7.4 Facilitate access to knowledge
275 Distribute knowledge

2.7.6 Protect knowledge

Jogudbol Uodboud
Jouodol Uodou

2.7.7 Purge knowledge

S
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Section 3 Learning People

3.1

3.2

3.3

3.4

3.5

3.6

3.7

3.8

3.9

3.10

3.11

3.12

3.13

3.14

3.15

3.16

3.17

Learning People

Importance

Never stop learning

Are constantly alert for new information

Create and accumulate knowledge

Accept change

Are willing to communicate and share knowledge

See knowledge as fuelling personal growth

Have a high tolerance for complexity

Think systematically (e.g. about the underlying causes)

Continually search for ways to do things cheaper, better, faster

Are willing to experiment

Are not afraid to question the status quo

Can interact with people as well as technology

Are not complacent

Are keen to solve problems and help colleagues to do so too

Can work in teams

Welcome empowerment by their organisations

Use information technology effectively in pursuing knowledge

Juuuubbbbddoggudud

Performance

Judbudubotbbdbuod
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Section 4 A Learning Organisation

4.1

4.2

4.3

4.4

4.5

4.6

4.7

4.8

4.9

4.10

4.11

4.12

A Learning Organisation
Importance

Rewards employee knowledge

Rewards knowledge sharing and dissemination

Encourages the acceptance of personal responsibility for learning

Has a high computer literacy level

Devotes time and resources to training and education

Rewards team performance

Rewards knowledge outputs (eg patents, papers)

Measures knowledge sharing

Teaches its staff to learn

Has someone responsible for knowledge management

Has a flat organisational structure

Grows its research capability

Joodooooooon
Innnnnnnnm

Performance
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Section 5 Information Technology

51

5.2

5.3

5.4

5.5

5.6

5.7

5.8

5.9

5.10

5.11

5.12.

Information Technology
Importance

A high level of systems integration exists

There is extensive access to external databases

The Internet (intranet and/or extranet) is used extensively

Data base management systems are used extensively

Electronic mail is used extensively

The IT architecture is network-centric

Knowledge-based systems (expert systems, neural nets) are
used extensively

Simulation (including what if models) is used extensively
Management support systems are used extensively
Data mining is used extensively

Groupware (eg Lotus Notes) is used extensively

JUUugn gubdgh

People databases are used extensively

Performance

Juoddt bboood
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Section 6 Knowledge Management

6.1

6.2

6.3

6.4

6.5

Knowledge Management

Top management is committed to knowledge management
Knowledge intensive products or services play a key role
A formal knowledge strategy is in place

Users are committed to knowledge management

A formal knowledge plan exists

Importance

JOo000
JUUUL

Performance

Section 7 Knowledge Intensity

7

Knowledge Intensity

The knowledge intensity of your organisations

[ ]

10 = very high importance of knowledge as a resource, in the products/services offered
and in the value chain

1=

very low importance of knowledge as a resource, in the products/services offered and
in the value chain
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Appendix B: Detailed Analysis of the Knowledge
Management Benchmarking Questionnaire

Section 2 Knowledge Assets

SD
1.2
1.6
2.1
1.4
2.4
1.4

1.6
2.4
2.2
1.6
1.8
1.8
1.4

2. Knowledge Assets

Importance Performance

Mean SD Mean
2.1 The quality of data, information and knowledge is managed |9.5 0.5 (6.2
2.2 Knowledge assets are formally identified 8.2 2.2 (4.7
2.3 The locations of knowledge assets are known 8.0 1.7 |5.5
24 Knowledge requirements are related to business needs 8.8 1.2 (7.7
2.5 Specific plans and policies exist for growing knowledge 8.5 2.3 [6.0
2.6 Knowledge assets are measured 8.5 1.5 (4.5
2.7 Formal systems exist to:
2.7.1 Identify required knowledge 8.0 2.1 (45
2.7.2  Acquire knowledge 8.3 2.3 [5.0
2.7.3  Store knowledge 8.8 1.3 |5.5
2.7.4  Facilitate access to knowledge 9.0 1.1 |55
2.7.5 Distribute knowledge 9.3 0.8 [6.0
2.7.6  Protect knowledge 9.5 0.8 |7.3
2.7.7  Purge knowledge 7.8 2.3 [5.3

Table4.5.2: Knowledge Assets

Quedtion 2.1, which asked the respondents to rate the importance of managing the
quaity of the data, information and knowledge of the organisaion, yielded the
highest score on the Importance section, with a mean of 9.5, and the lowest standard
deviation, 0.5. This reveds that the respondents vaue high quality data, information
and knowledge for their organisations. The low standard deviation indicates that
there is agreement among the respondents. However, in the Performance section, the
score obtained was only 6.2, and the standard deviation 1.2, indicating that these
organisations are not peforming wdl in this area, and there is little difference
between their performance.

Quesion 2.2 queried the respondents about the forma identification of the
knowledge assets in their organisations. The Importance section yidded a mean of
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8.2, and a standard deviation of 2.2, indicating that the respondents thought it was
important, but with rddively high dissgreement. In the Performance section,
however, the mean was rdatively low, 4.7, with a standard deviation of 1.6,
indicating that most of them were performing poorly in this aeg, with rdativdy little

difference among the performance of the organisations.

Question 2.3 asked the respondents to indicate the importance of the organisation
knowing where its knowledge assets were located, and again they assigned a high
importance to this area, with a mean of 8.0, and the standard deviation of 1.7
indicated that there was little disagreement among the companies. However, when it
came to their performance in this area, the respondents achieved only a score of 5.5,
indicating that they are performing poorly, and the standard deviation of 2.1 indicates

ome differencesin thisarea

Question 2.4 asked the respondents to indicate the importance that their organisations
attach to their knowledge requirements being related to therr busness needs. A
relatively high mean of 88 was scored, with a sandard deviation of 1.2, indicating
that the respondents vaue this aspect importantly, with reaively little disagreement.
In the Performance section, the highest score in the Knowledge Assets section was
achieved, with a mean of 7.7, and a sandard deviation of 1.4, indicating that most of
them were performing quite well in this area.

Question 2.5 queried the respondents about the specific plans and policies in their
organisation that exist to grow knowledge. In the Importance section, a mean of 8.5
indicated a high importance was attached to this area, but a reatively high standard
deviation of 2.3 indicated that there was some disagreement. In the Performance
section, a mean of G0 indicated that the respondents were not performing well in this
area, and a standard deviation of 2.4 indicated that there were marked differences
between the organisations with regards to their performance in this area.

Quesion 2.6 handled the aspect of measuring the knowledge assets of the
organisation.  In this area, the respondents indicated that they rated its importance
quite highly, with a mean of 85, but there was some disagreement, showed by a
dandard deviation of 1.5. However, in the Performance section, a mean of 45
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indicated that the respondents were performing poorly, and a standard deviation of
1.4 indicated some discrepancy in their respective performances.

The next sub-section, 2.7, queried respondents about the existence of forma systems
in their organisations that dedt with specific aspects of managing the knowledge
assats of their organisations.

Quedtion 2.7.1 asked respondents about the sysems in place that identify the
required knowledge of their organisation. A mean of 8.0 and a standard deviation of
2.0 in the Importance section indicated that they vaued the importance of systems
that identified required knowledge, but there was disagreement amongst them as to
how important the existence of these systems were. In the Performance section, a
mean of 4.5 indicated that they were performing poorly in this area, and a standard
deviation of 1.6 indicated some difference in their respective performances.

Question 2.7.2 handled the systems responsible for the acquisition of knowledge, and
respondents indicated they were quite important, with a mean of 8.3, but again there
was a high level of disagreement, indicated by the high standard deviation of 2.3. In
the Performance section, the respondents indicated that they were not doing so well,
with a mean of 5.0, but there was a marked variation among the organisations, with a
standard deviation of 2.4.

Quedion 2.7.3 dedt with the exigence of sysems within the organisation which
gore knowledge. The mean score of 8.8 indicated that the respondents thought it
was very important to have systems in place to store the organisation’s knowledge.
The rdatively low gsandard deviation of 1.3 dso indicated that there was little
dissgreement among respondents on this issue.  In the Performance section,
however, a mean score of only 5.5 indicated that the respondents were performing
poorly, and a rdativey high dandard deviation of 22 dso indicated marked

differences in performance among the organisations.

Question 2.7.4 asked respondents about the organisationad systems in place which
facilitate access to their knowledge. A high mean of 9.0 was recorded, indicating
that respondents thought it was very important to have such systems in place. A low
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dandard deviation of 11 dso indicated tha most of the respondents were in
agreement on this issue.  On the other hand, a low mean of 5.5 in the Performance
section again indicated that respondents felt that their organisations were performing
poorly inthis area, and a standard deviation of 1.6 reinforced this opinion.

Question 2.7.5 queried respondents on the systems that distribute knowledge in ther
organisation. Again, a high mean of 9.3 coupled with a low standard deviation of 0.3
indicated that there was agreement among respondents that this was a very important
issue. However, a reaively low mean of 6.0 and a standard deviation of 1.8 in the
Performance section suggested that respondents did not think that their organisations
were peaforming paticulaly wel in this aea, ad there was some difference in

performance among the organi sations surveyed.

Quedtion 2.7.6 asked respondents about the importance of protecting the knowledge
of ther organisation, and a high score of 95 was obtaned, indicating the high
importance that these organisations attach to the protection of their knowledge,
together with a low dandard deviation of 0.8, indicating agreement among the
respondents.  Although the relatively high mean of 7.3 meant that on the whole the
organisations were doing well in this area, a rdativey high sandard deviaion in the
Performance section suggested that there were marked differences between the

performances of the organisations

Quedion 2.7.7 dedt with the sysdems avalable to the organisation to purge
knowledge, i.e., to get rid of irrdevant knowledge. Again, the respondents attributed
quite a high importance to this system, with a mean of 7.8, but there was some
disagreement among the respondents as illusrated by the rdativedy high sandard
devidion of 2.3. In the Performance section, the respondents indicated that they
were not doing very well in this area, with a mean of only 5.3, and this performance
seemed to be common with the respondents, with alow standard deviation of 1.4.
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Section 3 Learning People

3 Learning People

Importance Performance

Mean SD Mean SD
3.1  Never stop learning 9.0 1.3 (6.0 1.8
3.2  Are constantly alert for new information 8.5 1.2 |5.8 1.5
3.3 Create and accumulate knowledge 9.2 0.8 (6.3 1.0
3.4  Accept change 9.2 0.8 [5.5 1.5
3.5 Are willing to communicate and share knowledge 9.3 0.8 [6.0 1.7
3.6  See knowledge as fuelling personal growth 9.2 1.0 [7.5 0.5
3.7 Have a high tolerance for complexity 8.7 1.0 (6.2 1.9
3.8 Think systematically (e.g. about the underlying causes) 8.3 1.4 |7.0 1.4
3.9 Continually search for ways to do things cheaper, better, faster 9.2 1.3 (8.0 1.5
3.10 Are willing to experiment 8.0 1.1 6.3 2.0
3.11 Are not afraid to question the status quo 8.5 1.2 |55 2.1
3.12 Can interact with people as well as technology 8.5 1.8 (6.3 2.0
3.13 Are not complacent 8.8 1.8 [6.0 1.8
3.14 Are keen to solve problems and help colleagues to do so too  |9.3 1.0 6.8 1.3
3.15 Can work in teams 9.3 1.2 |7.3 1.4
3.16 Welcome empowerment by their organisations 8.8 1.3 |6.8 2.0
3.17 Use information technology effectively in pursuing knowledge  |9.2 1.2 6.2 1.7

Table4.5.3: Learning People

Quedtion 3.1 asked the respondents to rate the ability of people to never stop
learning, and not surprisingly, they rated as very important, the mean being 9.0, and
the standard deviation being 1.3, suggesting agreement among respondents on this
isue.  However, the respondents did not think that their organisations were
peforming wdl in this area, the mean score being only 6.0, and the standard
deviaion reaching 1.8, suggesting that there was some difference in the performance

figures among the organisations surveyed.

Question 3.2 queried respondents on the ability of learning people to be congantly
looking out for new information. Respondents thought this was quite important, the
mean score reaching 8.5, and the standard deviation 1.2, indication agreement among
respondents. However, in the Performance section, again respondents did not fed
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that their organisation was peforming wel, the mean score being only 58. The
dandard deviation reached a rdatively low figure of 1.5, suggesting no marked

difference in performance figures among the organisations surveyed.

Question 3.3 asked respondents to rate the importance of learning people being able
to create and accumulate knowledge. The mean score was 9.2, which indicated tat
respondents thought this characterisic was very important, and the <standard
deviation was quite low, 0.8, which suggested no disagreement among respondents.
However, in the Performance section, the mean score was only 6.3, indicating that
the respondents fed that their organisation is not performing well in this area, and the
dandard deviation was 1.0, suggesting that there was not much difference in the

performance figures among the organisations surveyed.

Quedtion 34 dedt with the ability of learning people to accept change, and agan
respondents fet that this was very important, the mean score reaching 9.2. The
dandard deviation was adso low, a 0.8, and this suggested that there was no
disagreement among respondents.  In the Performance section, however, the mean
score was only 5.5, indicating that respondents did not think their organisations were
performing well in this area, and the sandard deviation figure of 1.5 suggested that

there was some difference in performance among the organisations surveyed.

Question 3.5 queried respondents about the willingness of learning to communicate
with other people and share knowledge.  Respondents thought this was very
important, with a mean score of 9.3, the highest in this Section 3, and a low standard
deviation of 0.8 suggested that there was little disagreement among respondents .
However, in the Peaformance section, the mean score of only 6.0 indicated that
respondents felt that their organisations were not doing wel in this aea, and a
sandard deviation of 1.7 suggesded that there was some difference in the
performance among the organisations surveyed.

Quedion 3.6 aked respondents to evauate the levd & which they thought
knowledge should fud a person’s growth in the organisation. This question yielded
a high mean score of 9.2, indicating that respondents fdt it was a very important
characteristic of a learning person. A low standard deviation of 1.0 suggested that
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there was little divergence between the views of respondents. In the Performance
section, a rdaivdy middle-ground mean of 7.5 was achieved, highlighting some
auccess in this area. A low standard deviation of 0.5, the lowest in this section

suggested very little difference in the performance of organisationsin this area.

Quegtion 3.7 queried respondents on the ability of a learning person to have a high
tolerance for complexity. Respondents thought this was important, but not overly so,
as indicated by the mean score of 8.7, and there was rdativey little difference in
opinion, as suggested by the low dtandard deviation of 1.0. In the Performance
section, the respondents fared poorly, with a mean of 6.2, indicating that ther
organisations are not succeeding in this area. The standard deviation yielded a vaue
of 1.9, suggedting tha there was some difference in peformance among the

organisations.

Question 3.8 asked the respondents to rate the ability of learning people to think in a
gystematic fashion. In the Importance section, this resulted in a mean score of 8.3,
suggesting that this is indeed an important aspect of a learning person. The redivey
low dandard deviation of 1.4 adso suggested that there was little divergence of
opinion among the respondents. In the Performance section, the mean score was
lower, a 7.0, indicating that organisations were having some success in this
characterigtic. A rdatively low standard deviation of 1.4 again suggested that there

was some difference among the performance of the organisations.

Quegion 39 vyidded the highex mean scores in both the Importance and
Performance sections, primarily because organisations have traditionaly looked for
this characterigtic in people they hire. In the Importance section, a high mean score
of 9.2 suggested that respondents thought this was a very important characteristic of
learning people, and a rdatively low standard deviation of 1.3 indicated tha there
was some divergence of opinion among respondents.  However, in the Performance
section, a high mean score of 8.0 was yielded, which is indicative of the high success
of organisations in getting their employees to reduce cods, increase profits and
reduce product development time. A redaivey low dandard deviation of 1.5

suggested some difference in performance among the organisations surveyed.
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Quedtion 3.10, which dedt with the willingness of learning people to experiment
resulted in a mean score of 8.0 in the Importance section. This suggests that
respondents felt it was quite important, and a low standard deviation of 1.1 suggested
that there was some difference in opinion among respondents. In the Performance
section, a low mean of 6.3 suggested that organisations were not having much
auccess in this area. A rdatively high standard deviation of 2.0, the second highest
in this section of the questionnaire, was suggestive of the difference in performance

among organisations surveyed.

Question 3.11 asked respondents about the ability of learning people to question the
date of afars in ther organisations. A high mean of 85 in the Importance section
suggested that they thought this was quite important. A rdatively low standard
deviation of 1.2 indicated some difference in opinion. In the Performance section a
low mean of 55 highlighted the poor success of organisations in promating this
characterigic in employees. A high standard deviation of 2.1, the highest in this
section, dso pointed to the difference in performance among the organisations
surveyed.

Question 3.12 dedt with the socid interactions of learning people, and respondents
thought that it was quite important that people be able to interact with people as well
as with technology, as suggested by a high mean of 85. However, a rdatively high
dandard deviation of 1.8 suggested that there was a marked difference in opinion
among respondents on this subject. In the Performance section, a rdaively low
mean of 6.3 suggested that organisations were not having much success in this area
A high dandard deviation of 20 dso implied that there were differences in
performance among the organisations surveyed.

Question 3.13 asked respondents about the ability of learning people not to be
complacent. The mgority of the respondents thought this was very important, as
suggested by a high mean of 88, but a high standard deviation of 1.8 pointed
towards a marked difference in opinion on this characterigic. In the Performance
section, a low mean score of 6.0 indicated that organisations were not very successful
in this area, and a high standard deviation of 1.8 again was indicative of a marked
difference in the performance of organisations.
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Question 3.14 asked respondents about the eagerness of learning people to solve
problems and help other people solve problems. Respondents felt this was very
important, as suggested by a mean score of 9.3, and a reatively low sandard
deviation of 1.0 indicated that there was some difference in opinion on the matter. In
the Peformance section, a reaively low mean score of 6.8 implied that
organisations were achieving some success, but a standard deviation of 1.3 pointed to
adifference in performance among organisations.

Question 3.15 queried respondents about the ability of learning people to work in
teams, and not surprisngly, respondents thought this was a very importat
characterigtic, with a mean score of 9.3. A rdatively low standard deviation of 1.2
pointed to some difference in opinion among respondents.  However, in the
Performance section, a reatively high mean score of 7.3 indicated some success in
this area, and a rdatively low sandard deviaion of 1.4 suggested some difference in

performance among organisations.

Question 3.16 asked respondents about the willingness of learning people to
welcome empowerment by thelr employers, and a mean score of 8.8 indicated that
this was not overly important. A reaively low standard deviation of 1.3 suggested
that there was some divergence in opinion on the matter. In the Performance section,
a relaively low mean score of 6.8 suggested that organisations were achieving some
success in this respect, but a high dandard deviation of 2.0 implied differences in

performance among organi sations.

Question 3.17 asked respondents about the effectiveness of usng IT in pursuing
knowledge, and a mean score of 9.2 indicated this was indeed very important to their
organisations. A Rdatively low standard deviation of 1.2 suggested there was some
difference in opinion on the subject. In the Peformance section, however, a
relatively low mean score of 6.2 implied that respondents did not think that ther
organisations were achieving much success in this respect, and rddively high

standard deviation of 1.7 pointed to differences in performance among organisations.
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Section 4 A Learning Organisation

4 A Learning Organisation

Importance Performance

Mean SD Mean SD
4.1 Rewards employee knowledge 8.5 1.2 6.3 1.9
4.2 Rewards knowledge sharing and dissemination 8.7 15 (4.8 1.8
4.3  Encourages acceptance of personal responsibility for learning (9.0 1.3 6.8 1.6
4.4  Has a high computer literacy level 8.5 1.0 [6.0 2.7
4.5 Devotes time and resources to training and education 8.8 1.3 |7.2 2.0
4.6  Rewards team performance 8.5 14 |5.8 2.9
4.7 Rewards knowledge outputs (eg patents, papers) 8.2 1.2 |5.0 2.4
4.8 Measures knowledge sharing 7.5 20 |3.3 2.8
4.9 Teaches its staff to learn 7.7 21 |5.7 2.6
4,10 Has someone responsible for knowledge management 7.7 23 |5.3 2.4
4,11 Has a flat organisational structure 8.3 1.0 1[6.2 1.5
4.12 Grows its research capability 7.3 20 |5.5 2.1

Table4.5.4: A Learning Organisation

Question 4.1 asked respondents about the issue of rewarding employees for their
knowledge. A high mean score of 8.5 indicated that they fet it was quite important,
and a reaively low standard deviation of 1.2 suggested some disagreement among
respondents on this isste.  In the Performance section, a low mean score of 6.3 was
indicative of a lack of success in this area, and a reaivey high standard deviation of
1.9 suggested differences in the performances of organisations.

Quegtion 4.2 dedt with the issue of the organisation rewarding employees for sharing
and digtributing knowledge. A high mean score of 8.3 implied that respondents felt
this was quite important, and a relatively low standard deviation of 1.5 indicated that
respondents has some difference in opinion on this subject. In the Performance
section, a low mean score of 4.8 was suggestive of poor performance from
organisaions, and a rdaively high sandard deviation of 1.8 suggested differences in

the performance of organisations.
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Question 4.3 asked respondents about the organisation encouraging their employees
to accept respongbility for ther own learning.  Surprisngly, respondents thought this
was very important, yielding a mean score of 9.0, and a rdatively low standard
devidion of 1.3, implying that there was little difference of opinion on this matter.
However, organisations did not seem to be very successful on this subject, with a
mean score of only 6.8, and a sandard deviation of 1.6 indicating some difference in
performance.

Question 4.4 queried respondents about the importance and performance of ther
organisations with regards to computer literacy levels. Respondents thought that it
was highly important, with a mean score of 85, and a low standard deviation of 1.0,
uggeding little difference in opinion.  In the Performance section, a redivey low
mean of 6.0 implied that organisations were not very successful a this, and a high
dandard deviation of 2.7 indicated marked difference in performance among

organisations.

Question 4.5 dedt with the issue of organisations devoting time and resources to
training and education of employees. In the Importance section, respondents felt that
it was very important, with a mean score of 8.8, and there was some disagreement as
suggested by the rdativey low sandard deviation of 1.3. In the Performance
section, a relatively high mean score of 7.3 indicated some success in this area, but
the relatively high standard deviation of 2.0 suggested differences in the performance
of organisations.

Quedtion 4.6 asked respondents about the organisations rewarding team
performances. In the Importance section, respondents indicated that they thought it
was very important, with a mean score of 8.5, and a rdatively low standard deviation
of 1.4 suggested some difference in opinion in this aea In the Performance section,
a redively low mean score of 5.8 indicated that organisations were not having much
success, and a very high standard deviation of 2.9, the highest in this section of the
guedtionnaire, indicated that there were many differences in performance of the

organisations.

Question 4.7 queried respondents about the organisation rewarding knowledge
outputs, such as patents and papers. A high mean score of 8.2 showed that
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respondents felt this was very importance, and a reatively low standard deviation of
1.2 suggested little difference in opinion on this maiter. However, a low mean score
of 50 in the performance section indicated that respondents fet their organisations
were not performing well in this area, and a high standard deviation of 2.4 suggested

differences in performance of the organisations.

Question 4.8 dedt with the issue of the organisation messuring knowledge sharing.
In the Importance section, a redivey high mean score of 7.5 indicated that
respondents thought this was quite important, but a relatively high standard deviation
of 20 dso indicated diverging opinions among respondents.  In the Performance
section, it was clear that they aso fet that organisations were fdling short in this
area, with a Performance mean of only 3.3, dthough the high sandard deviation of
2.8 suggested that some organisations were better &t it than others, while others were

faring even worse.

Question 4.9 asked respondents about the organisation’s responghility to teech its
daff to learn. Respondents felt this was important to some extent, as suggested by
the rdaively high mean score of 7.7, dthough a high sandard deviation of 2.0 adso
indicated differences in opinion from respondents. In the Performance section
respondents indicated again that their organisations were not succeeding very wdl in
this area, with a mean score of 5.7, and a high standard deviation of 2.6 indicated

marked differences in performance among organisations.

Quegtion 4.10 dedt with whether an organisation should have someone who was
responsible for knowledge management. Respondents indicated that it was quite
important, with a mean score of 7.7, dthough a high standard deviation of 2.3 dso
indicated disagreement among respondents.  In the Performance section, a redively
low mean score of 5.3 indicated that organisations were not very successful in this,
and a high sandard deviation of 2.4 suggested marked differences in performance

among organisatiors.

Question 4.11 asked respondents about the importance of the organisationa structure
being flat. With a high mean score of 8.3, respondents indicated that this was quite
an important aspect of a learning organisation, and a rdativey low sandard
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deviaion of 10 indicaed tha there was little difference in opinion among
respondents.  However, in the Performance section, a relatively low mean score of
6.2 suggested that respondents felt that their organisations were not successful in this
area, and a rdatively low dandard deviation of 15 suggested there was some

difference in the performance among organisations.

Question 4.12 dedt with the issue of a learning organisation growing itS research
capability.  In the Importance section, respondents felt that this was not overly
important, indicated by a reatively mean score of only 7.3, and a high standard
devigtion of 20 suggested very differing opinions among respondents. In the
Performance section, respondents indicated that their organisations were not
performing very well, as suggested by a reatively low mean score of 5.5, and a high

gtandard deviation of 2.1 indicated differencesin performance among organisations.

Section 5 Information Technology

5 Information Technology

Importance Performance

Mean SD Mean SD
5.1 A high level of systems integration exists 9.5 0.8 |7.7 1.4
5.2  There is extensive access to external databases 7.5 1.6 (6.0 2.1
5.3 The Internet (intranet and/or extranet) is used extensively 8.5 1.0 |7.2 1.9
5.4 Data base management systems are used extensively 9.5 0.8 |7.3 2.4
5.5  Electronic mail is used extensively 9.0 1.3 |8.7 1.2
5.6  The IT architecture is network-centric 9.3 0.8 |8.2 1.2
5.7  Knowledge-based systems (expert systems, neural nets) are

used extensively 8.8 1.3 |5.3 2.5

5.8  Simulation (including what if models) is used extensively 8.5 1.2 |6.0 3.0
5.9 Management support systems are used extensively 9.3 0.8 |7.3 2.0
5.10 Data mining is used extensively 8.8 1.2 |4.8 2.7
5.11 Groupware (eg Lotus Notes) is used extensively 8.8 19 (6.8 2.5
5.12. People databases are used extensively 9.2 1.2 |6.3 2.3

Table4.5.5: Information Technology

An Investigation of Knowledge Management Implementation Strategies 237



Appendix B: Detailed Analysis of the Knowledge Management Benchmarking Questionnaire

Question 5.1 queried respondents about systems integration. Respondents indicated
that it was very important that sysems were integrated in their organisstions,
yidding a very high mean score of 9.5, and there was little divergence in opinion, as
suggested by the low standard deviation of 0.8. Respondents aso indicated that their
organisations were peforming reaively wdl, with a mean score of 7.7, and a
relatively low standard deviation of 1.4 suggested that there were some differences in
performance among organisations.

Question 5.2 asked respondents about the need for access to externd databases.
Respondents did not think that this was overly important, with a mean score of only
75, and a reativey low sandard deviation showing some disagreement in opinion
among respondents.  In the Performance section, respondents indicated that ther
organisations were not performing very well in this area, with a mean score of 6.0
and a high sandard deviation of 21 implied marked differences in performance

among organisations.

Quedtion 5.3 dedt with the use of the Internet in organisations. Respondents felt this
was very important, as suggested by the high mean score of 8.5, and a rdatively low
dandard deviation of 1.0 was evidence of little divergence of opinion on the subject.
In the Performance section, organisations were seen to be doing farly wdl, with a
mean score of 7.2, but a high standard deviation of 1.9 suggested marked differences

in performance among organisations.

Question 5.4 asked respondents about the use of database management systems in
their organisations. They responded that it was very important for their organisations
to have DBMS in place, with a very high mean score of 95, and a low standard
devidion which suggedted little difference in opinion. In the Performance section,
respondents felt that their organisations were doing reativey wdl, yidding a mean
score of 7.3, but a high standard deviation of 2.4 suggested mgor differences in
performance among organisations.

Quedtion 5.5 dedt with the use of emal in the organisations. Respondents thought
this was very important, as suggested by the high mean score of 9.0, and a relaively
low doandard deviation of 1.3 indicated some disagreement on the subject.
Respondents dso felt that their organisations were doing wel in this area, with a
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high mean score of 87 and a rdaivey low dandard deviation of 1.2 in the
Performance section.

Quedtion 5.6 queried respondents with the issue of the IT infragtructure of ther
organisations being network-centric.  In the Importance section, respondents thought
this was particularly important, as implied by a high mean score of 9.0, and a low
dandard deviation of 0.8 indicated little disagreement among them. Organisations
seemed to be doing well in this area, indicated by the high mean score of 8.2, and a
relatively low dandard deviation of 1.2 indicaing some difference in performance

among them.

Question 5.7 asked respondents about the use of knowledge-based systems such as
expert systems and neural nets. They thought it was very important, yieding a mean
score of 8.8, and there was some divergence in opinion, indicated by the reaivey

low standard deviation of 1.3.

Quedtion 5.8 queried respondents about the use of smulations in their organisations.
Respondents felt that this was particularly important, with a high mean score of 8.5,
and a gandard deviation of 1.2 indicated some disagreement. In the Performance
section, a relatively low mean score of 6.0 suggested that respondents felt their
organisations were not very successful in this arear  However, a very high standard

deviation of 3.0 indicated very different performances among organisations.

Question 59 dedt with the use of management support sysems.  Respondents
indicated that they thought this was very important for their organisations, yieding a
mean score of 9.3, and there was little disagreement with a low standard deviation of
0.8. Respondents dso indicated that their organisations were doing relatively well,
with a mean score of 7.3, but a high sandard deviation of 2.0 implied marked
differences in performance among organisations.

Question 5.10 asked respondents about the use of data mining. A high mean score of
8.8 indicated respondents thought this was very important for their organisations, and
a redively low dandard deviation of 1.2 suggested some divergence in opinion.

However, in the Performance section, a low mean score of 4.8 indicated that
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respondents though their organisations were not doing well in this area, ad a high
dandard deviation of 27 suggested vey diffeeent performances among

organisations.

Question 5.11 dedt with the use of groupware in the organisations. Respondents
indicated that it was very important, as suggested by a high mean score of 8.8, but a
relatively high standard deviation of 1.9 dso indicated differences in opinion. In the
Performance section, a ratively low mean score of 6.8 indicated organisations were
not doing so well in this area, and a high standard deviation of 2.5 suggested marked

differences in performance among organisations.

Quedtion 5.12 queried respondents about the use of people databases. In the
Importance section respondents indicated it was very important, as implied by the
high mean score of 9.2, and a redively low standard deviation of 1.2 suggested
some difference in opinion. In the Performance section, a rdatively low mean score
of 6.3 implied that organisations were not very successtul in this area, but a rddively
high dandard deviation of 23 dso indicated differences in peformance among

organisations.

Section 6 Knowledge Management

6.1
6.2
6.3
6.4
6.5

Knowledge Management
Importance Performance

Mean SD Mean SD

Top management is committed to knowledge management (8.8 1.3 6.3 2.3
Knowledge intensive products or services play a key role 8.8 1.2 6.0 2.0
A formal knowledge strategy is in place 8.8 1.5 |5.3 2.2
Users are committed to knowledge management 8.8 1.5 (4.8 2.0
A formal knowledge plan exists 8.5 15 (4.7 2.1

Table 4.5.6: Knowledge Management

Question 6.1 queried respondents about the role of top management in knowledge
management, and a high mean score of 8.8 indicated that commitment from top
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managers to knowledge management was very important, and a rdatively low
dandard deviation of 1.3 suggested some difference in opinion. However, it seemed
that organisations were not performing very well on this subject, with a mean score
of only 6.3, and a high standard deviation of 2.3 indicated differences in performance

among organisations.

Quedion 6.2 dedt with the subject of knowledge-intensve products in the
organisations.  Respondents indicated that they thought it was very important, with a
mean score of 8.8, and a reatively low standard deviation of 1.2 suggested some
divergence in opinion. However, respondents aso thought that their organisations
were not doing very well, with a mean score of 6.0 and a high standard deviation of
2.0 suggested differences in performance among respondents.

Question 6.3 asked respondents about the existence of a forma knowledge drategy
in ther organisations, and they fet it was very important, as suggested by a high
mean score of 88. A rdaivey low standard deviation of 1.5 indicated some
difference in opinion among respondents. However, in the Performance section, a
low mean score of 5.3 indicated that organisations were not peforming very well,
and a high sandard deviation of 2.2 suggested differences in performance among
respondents.

Question 6.4 queried respondents about the commitment of employees to knowledge
management, and they fet it was very important, as suggested by a high mean score
of 88. A rddaivedy low gandard deviation of 1.5 indicated some difference in
opinion among respondents. However, in the Performance section, a low mean score
of 44 indicated that organisstions were not peforming very wdl, and a high
standard deviation of 2.0 suggested differencesin performance among respondents.

Quegtion 6.5 asked respondents about the existence of a forma knowledge plan in
thelir organisations, and they fdt it was very important, as suggested by a high mean
score of 85. A rdatively low standard deviation of 1.5 indicated some difference in
opinion among respondents. However, in the Performance section, a low mean score
of 47 indicated that organisstions were not peforming very wel, and a high
standard deviation of 2.1 suggested differences in performance among respondents.
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Section 7 Knowledge Intensity

7 Knowledge Intensity Importance
Mean SD
The knowledge intensity of your organisation 8.0 1.4

10 = very high importance of knowledge as a resource, in the products/services
offered and in the value chain
1= very low importance of knowledge as a resource, in the products/services
offered and in the value chain

Table4.5.7: Knowledge Intensity

Question 7 queried respondents only about the importance of their organisations
being knowledge intensve. A high mean score of 8.0 indicated that respondents felt
this was important, and a reaively low sandard deviation of 1.4 suggested some
difference in opinion.
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Introduction to the Survey

Welcome to the Knowledge Management Survey!

This survey has been designed to identify which factors are important to a Knowledge
Management Implementation Strategy.

Knowledge Management can be defined as "the identification, growth and effective application of
an organisation's critical knowledge" (Duffy, 1999). Knowledge itself can be defined to be the
expertise residing inside a person's brain.

The author has designed a model aimed at facilitating the implementation of a Knowledge
Management strategy, and needs to test its validity, hence the importance of this survey.

Your assistance is appreciated. Thank you for spending time to fill out this survey!

Section 1 Level of Knowledge Management in your
organisation

Section 1 Level of Knowledge Management in your organisation:

Please indicate which of these descriptions best fits your organisation in terms of Knowledge
Management (KM):

lof1l

Please indicate which of these descriptions best fits your organisation in terms of Knowledge
Management (KM):

e

L There is an awareness of Knowledge Management, management has recently initiated a
programme, but there are no visible results yet.

L A KM programme exists and has been running for over 6-12 months. Some preliminary
results have been achieved

No formal Knowledge Management initiative exists within the organisation

Submit ‘ Reset
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Section 2 Initiating a Knowledge Management Effort

Section 2 Initiating a Knowledge Management effort:

Please rate the importance of carrying out the following tasks/activities when initiating a KM effort
in your organisation:

1of3
Analyse the Strengths, Weaknesses, Opportunities, and Threats of the organisation in terms of
knowledge resources

C
»
e
C
»

Not Important
Somewhat Important
Important

Very Important

Extremely Important

20f3
Create a long-term strategy, including core beliefs & values of the organisation, for knowledge
management

»
e
C
»
e

Not Important
Somewhat Important
Important

Very Important

Extremely Important

30f3
Appoint a leader (Chief Knowledge Officer) for the knowledge management effort

> Not Important
Somewhat Important
Important

Very Important

Ooonon

Extremely Important

Submit ‘ Reset ‘
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Section 3 Alignment of KM Strategy with Business Strategy

Section 3 Alignment of KM Strategy with Business Strategy:

Please indicate how important it is for your organisation to align its knowledge management effort
with the overall organisational strategy:

lof4
Derive the difference between what the organisation can do and what it wants to do, that is, its
strategic gap

Not Important
Somewhat Important

Important

Oo0Oon0n

Very Important

@

Extremely Important

20f4
Derive the difference between what the organisation knows and what it must know in order to
achieve what it wants to do, that is, its knowledge gap

Not Important
Somewhat Important

Important

O0n0n

Very Important

]

Extremely Important

30f4
Create a high-level plan defining how & where knowledge resources will be used in the
organisation, based on its strategic gap and its knowledge gap

e
e
L
e
e

Not Important
Somewhat Important
Important

Very Important

Extremely Important

4 of 4
Knowledge Management must make the organisation more competitive and profitable, enabling it
to achieve its goals

> Not Important
Somewhat Important
Important

Very Important

O0O0n0

Extremely Important

Submit ‘ Reset ‘
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Section 4 Top Management Support

Section 4 Top Management Support:

Please indicate how important it is for your organisation to provide top management support for the
Knowledge Management effort:

1lof2
Top Management is aware of KM, and actively promotes KM in the organisation

C
e
C
C
e

Not Important
Somewhat Important
Important

Very Important

Extremely Important

20f2
The CKO does not operate under a particular division/department

> Not Important
Somewhat Important
Important

Very Important

Oononn

Extremely Important

Submit ‘ Reset ‘
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Section 5 Create and Manage a Knowledge Culture in the

Organisation

Section 5 Create and Manage a Knowledge Culture in the Organisation:

Please indicate how important it is for your organisation to create and maintain a working
environment where people are encouraged to share knowledge:

lof4
View of employees were taken into consideration when initiating the KM effort

C
»
e
C
»

Not Important
Somewhat Important
Important

Very Important

Extremely Important

20f4
Senior, middle and line managers involve employees in decision-making

C
C
C
C
C

Not Important
Somewhat Important
Important

Very Important

Extremely Important

3of4
Organisation provides a work environment where people are encouraged to share ideas,
experiences, successes & failures

C
»
e
C
»

Not Important
Somewhat Important
Important

Very Important

Extremely Important

40f4
CKO has devised formal ways of dealing with change and problems arising from change

> Not Important
Somewhat Important
Important

Very Important

Ooo0onn

Extremely Important

Submit ‘ Reset ‘
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Section 6 Use of a Pilot Project

Section 6 Use of a Pilot Project:

Please indicate how important it is for your organisation to carry out a Pilot Project for Knowledge
Management:

lof2
CKO has initiated a pilot project to demonstrate the effectiveness of KM in the organisation

e
»
C
C
»

Not Important
Somewhat Important
Important

Very Important

Extremely Important

20f2
The pilot project is implemented like any other project, with deadlines, budgets, etc.

L Not Important
Somewhat Important
Important

Very Important

Oononn

Extremely Important

Submit ‘ Reset ‘
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Section 7 Create and Manage Organisationa Learning in the Organisation

Section 7 Create and Manage Organisational Learning in the Organisation:

Please indicate how important it is for your organisation to create and maintain organisational
learning in the workplace:

lof4
All knowledge relevant to the organisation is identified

Not Important
Somewhat Important
Important

Very Important

OnOo0onn

Extremely Important

20f4
Relevant knowledge is verified and organised in an electronic knowledge repositories

e

Not Important

£ Somewhat Important
> Important
e

Very Important

e

Extremely Important

3of4
Employees are encouraged to use knowledge repositories and disseminate that knowledge

e

Not Important

> Somewhat Important
> Important
E

Very Important

e

Extremely Important

4 0f 4
Employees are encouraged to re-evaluate old knowledge and assumptions to create innovative
ideas

> Not Important
Somewhat Important
Important

Very Important

OnOon0On

Extremely Important

Submit ‘ Reset ‘
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Section 8 Managing Peoplein the Organisation

Section 8 Managing People in the Organisation:
Please indicate how important it is for your organisation to manage people in the KM effort:

lof2
Management treat employees on a individual basis, and share knowledge with them

C
L
C
C
L

Not Important
Somewhat Important
Important

Very Important

Extremely Important

20f2
Management rewards employees for sharing and using knowledge

C Not Important
Somewhat Important
Important

Very Important

OoOon0on

Extremely Important

Submit ‘ Reset
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Section 9 Choosing the Right Technology

Section 9 Choosing the right technology:

Please indicate how important it is for your organisation to implement the right technology to
support the KM effort:

lof4
Organisation uses collaborative technologies to facilitate transfer of knowledge among workers

&

Not Important

> Somewhat Important
L Important
e

Very Important

C

Extremely Important

20f4
Organisation's technologies are easily linked to those of suppliers and customers

C

Not Important

G Somewhat Important
> Important
C

Very Important

&

Extremely Important

30f4
Knowledge repositories are easy to access and use, even for novice computer users

e

Not Important

> Somewhat Important
L Important
e

Very Important

C

Extremely Important

40f4
There are alternative technologies for non computer-literate workers to use for collaboration

Not Important
Somewhat Important
Important

Very Important

Onononn

Extremely Important

Submit ’ Reset ‘
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Frequency Tables

Frequency table: Q1: Level of KM (Surveydatal)
Count Percent Cumulative

Category Percent

No: No Formal KM initiative esists 4| 15.38462 15.3846

Awareness: There is an awareness of KM 7 26.92308 42.3077

Exists: KM programme exists and as been 15 57.69231 100.0000

Missing 0 0.00000 100.0000
Frequency table: Q2.1: Knowledge SWOT Analysis (Sury
Count Percent Cumulative

Category Percent

Somewhat Important: 3 | 11.53846 11.5385

Important: 3 11.53846 23.0769

Very Important: 20 | 76.92308 100.0000

Missing 0 0.00000 100.0000
Frequency table: Q2.2: Create a Knowledge Strategy (Su
Count Percent Cumulative

Category Percent

Somewhat Important: 1 3.84615 3.8462

Important: 9 | 34.61538 38.4615

Very Important: 16 | 61.53846 100.0000

Missing 0 0.00000 100.0000
Frequency table: Q2.3: Appoint a CKO (Surveydatal
Count Percent Cumulative

Category Percent

Somewhat Important: 8 30.76923 30.7692

Important: 6 23.07692 53.8462

Very Important: 12 | 46.15385 100.0000

Missing 0 0.00000 100.0000
Frequency table: Q3.1: Derive Strategic Gap (Surveydata
Count Percent Cumulative

Category Percent

Somewhat Important: 1 3.84615 3.8462

Important: 8 30.76923 34.6154

Very Important: 17 1 65.38462 100.0000

Missing 0 0.00000 100.0000

An Investigation of Knowledge Management Implementation Strategies 252




Appendix D: Results of the Empirical Study (Freguency Tables)

Frequency table: Q3.2: Derive Knowledge Gap (Surveyda
Count Percent Cumulative

Category Percent

Somewhat Important: 4 | 15.38462 15.3846

Important: 9 | 34.61538 50.0000

Very Important: 12 | 46.15385 96.1538

Missing 1 3.84615 100.0000
Frequency table: Q3.3: Create high-level plan (Survi
Count Percent Cumulative

Category Percent

Somewhat Important: 2 7.69231 7.6923

Important: 8 30.76923 38.4615

Very Important: 16 | 61.53846 100.0000

Missing 0 0.00000 100.0000

Frequency table: Q3.4: KM must make org. more competiti
Count Percent Cumulative

Cateqgory Percent

Important: 4 | 15.38462 15.3846

Very Important: 22 84.61538 100.0000

Missing 0 0.00000 100.0000
Frequency table: Q4.1: Top Management promotes |
Count Percent Cumulative

Category Percent

Somewhat Important: 1 3.84615 3.8462

Important: 2 7.69231 11.5385

Very Important: 23 | 88.46154 100.0000

Missing 0 0.00000 100.0000
Frequency table: Q4.2: CKO is independent (Survey
Count Percent Cumulative

Category Percent

Somewhat Important: 13 | 50.00000 50.0000

Important: 6 23.07692 73.0769

Very Important: 7 1 26.92308 100.0000

Missing 0 0.00000 100.0000
Frequency table: Q5.1: Views of employees are tak
Count Percent Cumulative

Category Percent

Somewhat Important: 3 | 11.53846 11.5385

Very Important: 23 | 88.46154 100.0000

Missing 0 0.00000 100.0000
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Freqguency table: Q5.2: Senior, middle and line mar

Count Percent Cumulative
Category Percent
Somewhat Important: 2 7.69231 7.6923
Important: 7 1 26.92308 34.6154
Very Important: 16 | 61.53846 96.1538
Missing 1 3.84615 100.0000
Frequency table: Q5.3: Org. encourages people to s
Count Percent Cumulative
Category Percent
Somewhat Important: 1 3.84615 3.8462
Very Important: 24 1 92.30769 96.1538
Missing 1 3.84615 100.0000
Frequency table: Q5.4: CKO devised formal ways of
Count Percent Cumulative
Category Percent
Somewhat Important: 3 1 11.53846 11.5385
Important: 9 34.61538 46.1538
Very Important: 14 | 53.84615 100.0000
Missing 0 0.00000 100.0000
Frequency table: Q6.1: CKO has initiated a pilot proj
Count Percent Cumulative
Category Percent
Somewhat Important: 4 | 15.38462 15.3846
Important: 9 34.61538 50.0000
Very Important: 13 | 50.00000 100.0000
Missing 0 0.00000 100.0000
Frequency table: Q6.2: Pilot project is like any other
Count Percent Cumulative
Category Percent
Somewhat Important: 3 11.53846 11.5385
Important: 4 15.38462 26.9231
Very Important: 19 |73.07692 100.0000
Missing 0 0.00000 100.0000
Frequency table: Q7.1: Knowledge relevant to org. i
Count Percent Cumulative
Category Percent
Somewhat Important: 3 111.53846 11.5385
Important: 7  26.92308 38.4615
Very Important: 15 | 57.69231 96.1538
Missing 1 3.84615 100.0000
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Frequency table: Q7.2: Relevant Knowledged is stor

Count Percent Cumulative
Category Percent
Somewhat Important: 6 | 23.07692 23.0769
Important: 6 23.07692 46,1538
Very Important: 14 | 53.84615 100.0000
Missing 0 0.00000 100.0000
Frequency table: Q7.3: Employees are encouraged |
Count Percent Cumulative
Category Percent
Somewhat Important: 3 111.53846 11.5385
Important: 3 1 11.53846 23.0769
Very Important: 20 | 76.92308 100.0000
Missing 0 0.00000 100.0000
Frequency table: Q7.4: Employees are encouraged |
Count Percent Cumulative
Category Percent
Somewhat Important: 3 1 11.53846 11.5385
Important: 5  19.23077 30.7692
Very Important: 17 |65.38462 96.1538
Missing 1 3.84615 100.0000
Frequency table: Q8.1: Management treat employee
Count Percent Cumulative
Category Percent
Somewhat Important: 3 1 11.53846 11.5385
Important: 7 | 26.92308 38.4615
Very Important: 16 | 61.53846 100.0000
Missing 0 0.00000 100.0000
Frequency table: Q8.2: Management rewards empl
Count Percent Cumulative
Category Percent
Somewhat Important: 3 | 11.53846 11.5385
Important: 8 | 30.76923 42.3077
Very Important: 15 | 57.69231 100.0000
Missing 0 0.00000 100.0000
Frequency table: Q9.1: Org. uses collaborative techi
Count Percent Cumulative
Category Percent
Somewhat Important: 5 119.23077 19.2308
Important: 10 | 38.46154 57.6923
Very Important: 11 | 42.30769 100.0000
Missing 0 0.00000 100.0000

An Investigation of Knowledge Management I mplementation Strategies 255



Appendix D: Results of the Empirical Study (Freguency Tables)

Frequency table: Q9.2: Org. technologies are linked to su

Count Percent Cumulative
Category Percent
Somewhat Important: 9 | 34.61538 34.6154
Important: 12 | 46.15385 80.7692
Very Important: 5 1 19.23077 100.0000
Missing 0 0.00000 100.0000
Frequency table: Q9.3: Knowledge repositories are easy
Count Percent Cumulative
Category Percent
Somewhat Important: 2 7.69231 7.6923
Important: 5 1 19.23077 26.9231
Very Important: 19 73.07692 100.0000
Missing 0 0.00000 100.0000
Frequency table: Q9.4: Alternative technologies exis
Count Percent Cumulative
Category Percent
Somewhat Important: 10 | 38.46154 38.4615
Important: 5 1 19.23077 57.6923
Very Important: 11 | 42.30769 100.0000
Missing 0 0.00000 100.0000
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Histograms & Descriptions

Question 1.  Leve of Knowledge Management in respondents organisations

Histogram 6.5.2.1
Q1: Level of KM in your Organisation

18
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12

101

No Awareness Exists

Category

As can be seen from the diagram above, the mgority of respondents said that their
organisations were carying out a forma knowledge management drategy: 57.69%
(15 respondents). 26.92% (7 respondents) of the organisations had some awareness
of knowledge management, and 15.38% (4 respondents) did not have any knowledge

management programme in place.
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Question 2.1: Importance of performing a SWOT Analysis of the organisation

in terms of knowledge resour ces

Histogram 6.5.2.2
Q2.1: Knowledge SWOT Analysis
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The mgority of respondents, 76.92% (20 respondents) dso indicated that it was very
important to perform a knowledge-based SWOT analysis, whereas only 11.54 % (3
respondents) thought it was important and the remaning 11.54% thought it was
somewhat important.
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Question 2.2: Create a long-term strategy, including core beliefs & values of the
organisation, for knowledge management

Histogram 6.5.2.3
Q2.2: Create a Knowledge Strategy
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In response to Question 2.2, 61.54% of the respondents (16) indicated that it was
very important for their organisations to create a knowledge drategy. 34.52% (9
respondents) indicated that it was important, and only one (3.85%) sad it was
somewhat important.
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Question 2.3: Appoint a leader (Chief Knowledge Officer) to lead the knowledge
management effort

Histogram 6.5.2.4
Q2.3: Appaoint aCKO
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Category

As can be seen from Histogram 6.5.2.4 above, the ngority of respondents, 46.15%
(12) thought that it was “Very Important” to gppoint a Chief Knowledge Officer to
leed the knowledge management effort.  This was followed by 30.77% of
respondents (8) who thought it was somewhat important, and the remaining 23.08%
(6 respondents) thought it was important.

An Investigation of Knowledge Management Implementation Strategies 260



No. of obs.

Appendix D: Results of the Empirical Study (Freguency Tables)

Question 3.1 Derive the difference between what the organisation can do and

what it wantsto do, that is, its strategic gap

Histogram 6.5.2.5
Q3.1: Derive Strategic Gap
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As can be seen from the diagram above, the mgority of respondents, 65.38% (17)
thought it was very important to define the drategic gap of ther organisation.
30.77% (8 respondents) thought it was important, and the one respondent (3.85%)
thought it was somewhat important.
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Question 3.2: Derive the difference between what the organisation knows and

what it must know in order to achieve what it wants to do, that is, its knowledge

gap.

Histogram 6.5.2.6
Q3.2: Derive Knowledge Gap
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Category

Agan, the mgority of respondents, 46.15% (12 respondents) thought it was very
important to obtain the knowledge gap of the organisation 34.62% (9 respondents)
thought it was important, and the remaining 15.38% (4 respondents) fdt it was
somewhat important.
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Question 3.3 Create a high-level plan defining how & where knowledge
resources will be used in the organisation, based on its strategic gap and its
knowledge gap.

Histogram 6.5.2.7

Q3.3: Create high-level plan
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The mgjority of respondents, 61.54% (16 respondents) fet that it was very important
for ther organisaions to have a high level plan to define and guide the knowledge
management effort.  30.77% of the respondents (8) thought it was important, and
only 7.69% (2 respondents) thought it was somewhat important.
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Question 3.4: Knowledge Management must make the organisation more

competitive and profitable, enabling it to achieveits goals.

Histogram 6.5.2.8
Q3.4: KM must make organisation mor e competitive
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The mgority of respondents, 84.62% (22 respondents) thought it was very important
that knowledge management bring more compstitiveness to the organisation. The
remaining 15.38% (4 respondents) thought it was important, and none of the
respondents thought it was somewhat important.
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Question 4.1: Top Management is aware of KM, and actively promotes KM in
the organisation

Histogram 6.5.2.9
Q4.1: Top Management promotes KM
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As can be seen from the diagram above, the mgority of respondents, 88.46% thought
it was very important that top management actively support knowledge management
in the organisation. This is indicated by twenty-three (23) respondents answering
very important to the question, whereas 7.69% (2 respondents) opted for important,
and only 3.85% (1 respondents) for somewhat important.
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Question 4.2: CK O does not operate under a particular divison/department

Histogram 6.5.2.10

Q4.2: CKO isindependent
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Surprisngly, the mgority of respondents thought this issue was not very important,
with 50.00% of respondents (13) answering somewhat important, 23.08% (6
respondents) saying it was important, and 26.92% (7 respondents) saying it was very
important.
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Question 5.1: View of employees are taken into consideration when initiating
the KM effort

Histogram 6.5.2.11
Q5.1: Views of employees aretaken into consider ation
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The magority of respondents, 88.46% (23), thought that it was very important to
involve employees in the knowledge management effort.  Only 11.54% (3
respondents) thought it was somewhat important, and no respondent gave a middle

ground answer.
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Question 5.2: Senior, middle and line managers involve employees in decision-

making

Histogram 6.5.2.12
Q5.2: Manager sinvolve employeesin DM
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The mgority of respondents, 62.54% (16) indicated that it was very important for
senior, middle, and line managers to involve employees in decison meking. This
was followed by 26.92% of respondents (7) who thought this was important, and
only 7.69% (2 respondents) thought it was somewhat important. One respondent
(3.85%) abstained from answering this question.
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Quedstion 5.3: Organisation provides a work environment where people are

encour aged to shareideas, experiences, successes & failures

Histogram 6.5.2.13
Q5.3: Org. encour ages people to share knowledge
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The magority of respondents, 92.31% (24) fdt it was very important for the
organisation to encourage employees to share knowledge in the workplace. Only
3.85% (1 respondent) thought it was somewhat important, and one respondent
(3.85%) abstained from answering.
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Question 5.4: CKO has devised formal ways of dealing with change and

problems arising from change

Histogram 6.5.2.14
Q5.4: CKO devised formal ways of dealing with change
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The mgority of respondents, 53.85% (14) thought it was very important for the chief
knowledge officer of the organisation to have designed forma ways of deding with
change and problems arisng from change in the organisation. This was followed by
34.62% of respondents (9) who thought it was important, and the remaining 11.54%
(3) thought it was only somewhat important.
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Quedtion 6.1: CKO has initiated a pilot project to demonstrate the effectiveness

of KM in the organisation

Histogram 6.2.5.15
Q6.1: CKO hasinitiated a pilot project
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Haf of the respondents (13) thought is was very important that the chief knowledge
officer initiate a pilot project to demondrate the effectiveness of knowledge
management to the organisation. 34.62% of respondents (9) thought this was
important, and the remaining 15.38% (4 respondents) thought it was only somewhat
important.
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Quedtion 6.2: The pilot project is implemented like any other project, with
deadlines, budgets, etc.

Histogram 6.5.2.16
Q6.2: Pilot project islikeany other project
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The mgority of respondents, 73.08% (19) thought it was very important that the
knowledge management pilot project should be treasted like any other organisationd
project. 15.38% (4 respondents) thought this was important, and 11.54% (3
respondents) thought this was only somewhat important.
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Question 7.1: All knowledge relevant to the organisation isidentified

Histogram 6.5.2.17

Q7.1: Knowledgerelevant to org. isidentified
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57.69% of respondents (15) thought it was very important that the organisation
identified the knowledge that was relevant to its operations. 26.92% (7 respondents)
thought this was important, and only 11.54% (3 respondents) thought this was only
somewhat important.  One respondent (3.85%) abstained from answering this
question.
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Question 7.2: Relevant knowledge is verified and organised in an electronic

knowledge repositories

Histogram 6.5.2.18
Q7.2: Relevant Knowledged isstored in repository

16

14

12 F

10F

Somewhat Important Important Very Important

Category

53.85% of respondents (14) thought it was very important that the organisation verify
and dore the rdevant knowledge it identified in knowledge repostories. 23.08% of
the respondents (6) thought this was important, and a smilar proportion thought this

was only somewhat important.
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Question 7.3: Employees are encouraged to use knowledge repositories and

disseminate that knowledge

Histogram 6.5.2.19
Q7.3: Employees are encour aged to userepository
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A clear mgority of respondents thought that employees should be encouraged to use
the knowledge repostories of the organisation. This is indicated by 76.92% of the
respondents (20) responding very important to this question. Only 11.54% (3
respondents) thought it was important, and a Smilar proportion thought it was only
somewhat important.
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Question 7.4: Employees are encouraged to re-evaluate old knowledge and

assumptionsto createinnovative ideas

Histogram 6.5.2.20
Q7.4: Employees are encour aged to beinnovative

20

18 F

16 f

14

12 f

10F

Somewhat Important Important Very Important

Category

The mgority of respondents, 65.38% (17) thought that employees should be
encouraged to be innovative in their work. 19.23% of respondents (5) thought this
was important, and only 11.54% (3 respondents thought this was somewhat

important. One respondent (3.85%) abstained from answering this question.
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Question 8.1: Management treat employees on a individual bass, and share

knowledge with them

Histogram 6.5.2.21
Q8.1: Management treat employees asindividuals
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The mgority of respondents, 61.54% (16 respondents) thought this managerid
practice was very important, followed by 26.92% (7 respondents), and only 11.54%
(3 respondents) thought it was only somewhat important.
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Question 8.2: Management rewar ds employees for sharing and using knowledge

Histogram 6.5.2.22
Q8.2: Management rewar ds employees for sharing knowledge
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57.69% of respondents (15) thought this was a very important factor for knowledge
management in their organisations.  30.77% (8 respondents) thought it was
important, and only 11.54% (3 respondents) thought it was only somewhat
important.

An Investigation of Knowledge Management Implementation Strategies 278



No. of obs.

Appendix D: Results of the Empirical Study (Freguency Tables)

Question 9.1: Organisation uses collaborative technologies to facilitate transfer

of knowledge among workers

Histogram 6.5.2.23
Q9.1: Org. uses collabor ative technologies
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The opinion of respondents was more divided on this question. Only 42.31% (11
respondents) thought it was very important to use collaborative technologies to help
knowledge transfer in the workplace. 38.46% of respondents (10) thought it was
important, and 19.23% (5 respondents) thought it was somewhat important.
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Question 9.2: Organisation’s technologies are easily linked to those of suppliers

and customers

Histogram 6.5.2.24
Q9.2: Org. technologies arelinked to suppliersand customers
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In response to this question, the magjority of respondents, 46.15% (12 respondents)
thought it was merdy important that ther organisationd technologies be essly
linked to those of their suppliers and customers. A further 34.62% of respondents (9)
thought it was somewhat important, and only 19.23% (5 respondents) thought it was
very important.
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Question 9.3: Knowledge repositories ar e easy to access and use, even for novice

computer users

Histogram 6.5.2.25
Q9.3: Knowledgerepositories are easy to access and use
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The mgority of respondents, 73.08% (19 respondents), thought it was very important
for their organisations to have knowledge repositories which were easy to access and
use, 19.23% (5 respondents) thought it was important, and only 7.69% of
respondents (2) thought it was somewhat important.
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Question 9.4: There are alternative technologies for non computer-literate

workerstousefor collaboration

Histogram 6.5.2.26
Q9.4: Alternative technologies exist for non computer-literate employees
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In deding with the specific South African problem of a low computer literacy in a
large proportion of the working force, respondents were queried about the
importance of having organisationd sysems that dlow noncomputer literate
workers to contribute to the knowledge management effort.  Surprisingly, their
opinion was quite divided, and only 42.31% (11 respondents) sad it was very
important.  38.46% of respondents (10) thought it was somewhat important, and only
19.23% (5 respondents) thought it was important.

An Investigation of Knowledge Management Implementation Strategies 282



Appendix E  Results of Empirical Study

Correlation between Questions using the Pearson & M-L Chi

Square Test

Corréation between Question 1 and Question 2.1

Summary Table: Expected Frequencies (Surveydatal)

Marked cells have

counts > 10

Pearson Chi-square: 2.12437, df=4, p=.712898

Q1: Level of KM Knowledge SWOT Anvledge SWO pwledge SWOT | Row
Somewhat Important = Important | Very Important | Totals
No 0.461538  0.461538 3.07692| 4.00000
Awareness 0.807692  0.807692 5.38462| 7.00000
Exists 1.730769  1.730769 11.53846)15.00000
All Grps 3.000000  3.000000 20.00000{[26.00000
Correéation between Question 1 and Question 2.2
Summary Table: Expected Frequencies (Surveydatal)
Marked cells have counts > 10
Pearson Chi-square: 4.22156, df=4, p=.376856
Q1: Level of KM reate a Knowledge Str a Knowled ite a Knowledge, Row
Somewhat Important | Important Very Important = Totals
No 0.153846 1.384615 2.46154 | 4.00000
Awareness 0.269231 2.423077 4.30769 | 7.00000
Exists 0.576923 5.192308 9.23077 | 15.00000
All Grps 1.000000  9.000000 16.00000 | 26.00000

Corréation between Question 1 and Question 2.3

Summary Table: Expected Frequencies (Surveydatal)

Marked cells have

counts > 10

Pearson Chi-square: .812500, df=4, p=.936764

Q1: Level of KM Q2.3: Appoint a CKO 3: Appoint a C.3: Appoint a Ck| Row
Somewhat Important = Important | Very Important = Totals
No 1.230769 0.923077 1.84615| 4.00000
Awareness 2.153846 1.615385 3.23077| 7.00000
Exists 4.615385 3.461538 6.92308|15.00000
All Grps 8.000000 6.000000 12.000001[26.00000
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Appendix E: Results of the Empirical Study (Correlation Between Questions)

Correlation between Question 1 and Question 3.1

Summary Table: Expected Frequencies (Surveydatal)
Marked cells have counts > 10
Pearson Chi-square: 3.65056, df=4, p=.455362

Q1: Level of KM .1: Derive Strategic C 'erive Strate(: Derive Strategic Row
Somewhat Important = Important = Very Important | Totals

No 0.153846  1.230769 2.61538| 4.00000

Awareness 0.269231  2.153846 4.57692| 7.00000

Exists 0.576923  4.615385 9.80769]/15.00000

All Grps 1.000000  8.000000 17.00000((26.00000

Corrdation between Question 1 and Question 3.2

Summary Table: Expected Frequencies (Surveydatal)

Marked cells have counts > 10

Pearson Chi-square: 5.32407, df=4, p=.255640

Q1: Level of KM : Derive Knowledge C ive Knowled ‘erive Knowledge  Row
Somewhat Important = Important | Very Important | Totals

No 0.640000  1.440000 1.92000| 4.00000

Awareness 0.960000  2.160000 2.88000 | 6.00000

Exists 2.400000  5.400000 7.20000 /[15.00000

All Grps 4.000000  9.000000 12.00000 |[25.00000

Corréation between Question 1 and Question 3.3

Summary Table: Expected Frequencies (Surveydatal)
Marked cells have counts > 10
Pearson Chi-square: 2.92500, df=4, p=.570456

Q1: Level of KM 3: Create high-level p eate high-le' Create high-level Row
Somewhat Important | Important | Very Important = Totals
No 0.307692  1.230769 2.46154| 4.00000
Awareness 0.538462  2.153846 4.30769| 7.00000
Exists 1.153846  4.615385 9.23077)15.00000
All Grps 2.000000  8.000000 16.0000026.00000
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Correlation between Question 1 and Question 3.4

Summary Table: Expected Frequencies (Surveydatal)
Marked cells have counts > 10
Pearson Chi-square: 4.56407, df=2, p=.102082

Q1: Level of KM make org. more col nust make org. more competi  Row
Important Very Important Totals
No 0.615385 3.38462 | 4.00000
Awareness 1.076923 5.92308 | 7.00000
Exists 2.307692 12.69231 |15.00000
All Grps 4.000000 22.00000 |26.00000

Correlation between Question 1 and Question 4.1

Summary Table: Expected Frequencies (Surveydatal)

Marked cells have counts > 10

Pearson Chi-square: 14.6149, df=4, p=.005573

Q1: Level of KM p Management promo xagement p Vlanagement pron  Row
Somewhat Important | Important = Very Important =~ Totals
No 0.153846 0.307692 3.53846 || 4.00000
Awareness 0.269231 0.538462 6.19231| 7.00000
Exists 0.576923 1.153846 13.26923 | 15.00000
All Grps 1.000000 2.000000 23.00000 | 26.00000

Corréation between Question 1 and Question 4.2

Summary Table: Expected Frequencies (Surveydatal)

Marked cells have counts > 10

Pearson Chi-square: 4.79773, df=4, p=.308695

Q1: Level of KM .2: CKO is independe KO is indep : CKO is indepen, Row
Somewhat Important = Important = Very Important =~ Totals
No 2.00000 0.923077 1.076923| 4.00000
Awareness 3.50000 1.615385 1.884615| 7.00000
Exists 7.50000 3.461538 4.038462]15.00000
All Grps 13.00000 6.000000 7.000000 | 26.00000
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Correlation between Question 1 and Question 5.1

Summary Table: Expected Frequencies (Surveydatal)

Marked cells have counts > 10

Pearson Chi-square: .620842, df=2, p=.733139

Q1: Level of KM employees are taken into ¢ mployees are taken into, Row
Somewhat Important Very Important Totals
No 0.461538 3.53846 | 4.00000
Awareness 0.807692 6.19231 | 7.00000
Exists 1.730769 13.26923 | 15.00000
All Grps 3.000000 23.00000 |26.00000
Corréation between Question 1 and Question 5.2
Summary Table: Expected Frequencies (Surveydatal)
Marked cells have counts > 10
Pearson Chi-square: 3.80208, df=4, p=.433458
Q1: Level of KM d line managers involv: managers i1e managers inn,. ~ Row
Somewhat Important = Important Very Important = Totals
No 0.320000 1.120000 2.56000 | 4.00000
Awareness 0.480000 = 1.680000 3.84000 | 6.00000
Exists 1.200000  4.200000 9.60000 | 15.00000
All Grps 2.000000 = 7.000000 16.00000 | 25.00000

Corréation between Question 1 and Question 5.3

Summary Table: Expected Frequencies (Surveydatal)

Marked cells have counts > 10

Pearson Chi-square: .694444, df=2, p=.706649

Q1: Level of KM | encourages people to share k ourages people to shi Row
Somewhat Important Very Important Totals
No 0.160000 3.84000|| 4.00000
Awareness 0.240000 5.76000|| 6.00000
Exists 0.600000 14.40000|(15.00000
All Grps 1.000000 24.00000([25.00000
An Investigation of Knowledge Management Implementation Strategies 286




Appendix E: Results of the Empirical Study (Correlation Between Questions)

Correation between Question 1 and Question 5.4

Summary Table: Expected Frequencies (Surveydatal)

Marked cells have counts > 10

Pearson Chi-square: 3.51924, df=4, p=.474963

Q1: Level of KM :d formal ways of deal ‘'mal ways of ormal ways of d| Row
Somewhat Important = Important | Very Important | Totals
No 0.461538  1.384615 2.15385| 4.00000
Awareness 0.807692  2.423077 3.76923| 7.00000
Exists 1.730769  5.192308 8.07692]15.00000
All Grps 3.000000  9.000000 14.00000 | 26.00000
Correlation between Question 1 and Question 6.1
Summary Table: Expected Frequencies (Surveydatal)
Marked cells have counts > 10
Pearson Chi-square: 9.82857, df=4, p=.043423
Q1: Level of KM <O has initiated a pilc as initiated D has initiated a pi  Row
Somewhat Important | Important = Very Important = Totals
No 0.615385  1.384615 2.00000( 4.00000
Awareness 1.076923  2.423077 3.50000{ 7.00000
Exists 2.307692  5.192308 7.50000(15.00000
All Grps 4.000000  9.000000 13.00000(26.00000
Correlation between Question 1 and Question 6.2
Summary Table: Expected Frequencies (Surveydatal)
Marked cells have counts > 10
Pearson Chi-square: 4.80359, df=4, p=.308057
Q1: Level of KM | project is like any otl ect is like ar)roject is like any ¢  Row
Somewhat Important | Important | Very Important = Totals
No 0.461538 0.615385 2.92308|| 4.00000
Awareness 0.807692  1.076923 5.11538| 7.00000
Exists 1.730769 2.307692 10.96154(15.00000
All Grps 3.000000  4.000000 19.00000(/26.00000
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Appendix E: Results of the Empirical Study (Correlation Between Questions)

Correlation between Question 1 and Question 7.1

Summary Table: Expected Frequencies (Surveydatal)
Marked cells have counts > 10
Pearson Chi-square: 7.32993, df=4, p=.119456

Q1: Level of KM |edge relevant to org. i relevant to ge relevantto orq Row
Somewhat Important = Important | Very Important = Totals
No 0.480000 1.120000 2.40000( 4.00000
Awareness 0.840000  1.960000 4.20000]| 7.00000
Exists 1.680000  3.920000 8.40000/14.00000
All Grps 3.000000 7.000000 15.00000 [ 25.00000

Corréation between Question 1 and Question 7.2

Summary Table: Expected Frequencies (Surveydatal)
Marked cells have counts > 10
Pearson Chi-square: 3.35760, df=4, p=.499862

Q1: Level of KM t Knowledged is store(nvledged is <nowledged is stor| Row
Somewhat Important ' Important | Very Important Totals

No 0.923077 0.923077 2.15385| 4.00000

Awareness 1.615385 1.615385 3.76923|| 7.00000

Exists 3.461538 3.461538 8.07692||15.00000

All Grps 6.000000 6.000000 14.00000(26.00000

Correation between Question 1 and Question 7.3

Summary Table: Expected Frequencies (Surveydatal)

Marked cells have counts > 10

Pearson Chi-square: 1.57960, df=4, p=.812453

Q1: Level of KM :s are encouraged to 2 encourage are encouragedi Row
Somewhat Important | Important = Very Important | Totals

No 0.461538 0.461538 3.07692| 4.00000

Awareness 0.807692 0.807692 5.38462| 7.00000

Exists 1.730769 1.730769 11.5384615.00000

All Grps 3.000000 3.000000 20.00000126.00000
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Appendix E: Results of the Empirical Study (Correlation Between Questions)

Correlation between Question 1 and Question 7.4

Summary Table: Expected Frequencies (Surveydatal)
Marked cells have counts > 10
Pearson Chi-square: 5.07190, df=4, p=.280008

Q1: Level of KM =s are encouraged to ‘e encourage s are encouraged i Row
Somewhat Important | Important | Very Important | Totals

No 0.480000  0.800000 2.72000|| 4.00000

Awareness 0.720000  1.200000 4.08000(| 6.00000

Exists 1.800000  3.000000 10.20000]|15.00000

All Grps 3.000000  5.000000 17.00000([25.00000

Corrélation between Question 1 and Question 8.1

Summary Table: Expected Frequencies (Surveydatal)

Marked cells have counts > 10

Pearson Chi-square: 5.70924, df=4, p=.221949

Q1: Level of KM 1ent treat employees a reat employ: t treat employee.  Row
Somewhat Important = Important Very Important | Totals

No 0.461538 1.076923 2.46154 | 4.00000

Awareness 0.807692 1.884615 4.30769 | 7.00000

Exists 1.730769 4.038462 9.23077 |15.00000

All Grps 3.000000 7.000000 16.00000 | 26.00000

Corréation between Question 1 and Question 8.2

Summary Table: Expected Frequencies (Surveydatal)
Marked cells have counts > 10
Pearson Chi-square: 3.80714, df=4, p=.432740

Q1: Level of KM ewards employees for Is employee ards employees ' Row
Somewhat Important | Important | Very Important ~ Totals
No 0.461538 1.230769 2.30769|| 4.00000
Awareness 0.807692 2.153846 4.03846| 7.00000
Exists 1.730769 4.615385 8.65385(/15.00000
All Grps 3.000000 8.000000 15.00000 (|26.00000
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Correlation between Question 1 and Question 9.1

Summary Table: Expected Frequencies (Surveydatal)

Marked cells have counts > 10

Pearson Chi-square: 4.66649, df=4, p=.323267

Q1: Level of KM | uses collaborative tec; collaboratih ses collaborative i  Row
Somewhat Important | Important | Very Important = Totals

No 0.769231 1.53846 1.69231| 4.00000

Awareness 1.346154 2.69231 2.96154( 7.00000

Exists 2.884615  5.76923 6.34615]15.00000

All Grps 5.000000 10.00000 11.00000|(26.00000

Correlation between Question 1 and Question 9.2

Summary Table: Expected Frequencies (Surveydatal)

Marked cells have counts > 10

Pearson Chi-square: 3.80714, df=4, p=.432740

Q1: Level of KM ewards employees for Is employee ards employees ' Row
Somewhat Important | Important | Very Important | Totals

No 0.461538 1.230769 2.30769| 4.00000

Awareness 0.807692 2.153846 4.03846| 7.00000

Exists 1.730769  4.615385 8.65385(|15.00000

All Grps 3.000000 8.000000 15.000001[26.00000

Correlation between Question 1 and Question 9.3

Summary Table: Expected Frequencies (Surveydatal)

Marked cells have counts > 10

Pearson Chi-square: 5.85684, df=4, p=.210106

Q1: Level of KM :positories are easy tc ories are e ositories are easy| Row
Somewhat Important | Important | Very Important | Totals
No 0.307692  0.769231 2.92308 | 4.00000
Awareness 0.538462 1.346154 5.11538| 7.00000
Exists 1.153846 2.884615 10.96154 | 15.00000
All Grps 2.000000 5.000000 19.00000 | 26.00000
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Appendix E: Results of the Empirical Study (Correlation Between Questions)

Correlation between Question 1 and Question 9.4

Summary Table: Expected Frequencies (Surveydatal)

Marked cells have counts > 10
Pearson Chi-square: 1.49753, df=4, p=.827078

Q1: Level of KM >gies exist for non cc exist for r es exist for non Row
Somewhat Important Important Very Important, Totals
No 1.53846 0.769231 1.69231) 4.00000
Awareness 2.69231 1.346154 2.96154 7.00000
Exists 5.76923 2.884615 6.34615)15.00000
All Grps 10.00000 5.000000C 11.00000]26.00000

Correlation between Question 2.1 and Question 4.2

Summary Table: Expected Frequencies (Surveydatal)
Marked cells have counts > 10
Pearson Chi-square: 5.69643, df=4, p=.223004

Q2.3: Appoint a CKO |.2: CKO is independe <O is inde CKO is indepel Row
Somewhat Important Important Very Important. Totals

Somewhat Important 4.00000 1.846154 2.153846| 8.00000

Important 3.00000 1.384615 1.615385| 6.00000

Very Important 6.00000 2.769231 3.230769]12.00000

All Grps 13.00000 6.000000 7.000000|26.00000

Correlation between Question 4.1 and Question 5.3

Summary Table: Expected Frequencies (Surveydatal)

Marked cells have counts > 10

Pearson Chi-square: .142045, df=2, p=.931441

)p Management pron :ourages people to sl rages people t¢  Row

Somewhat Important Very Important Totals

Somewhat Important 0.040000 0.96000| 1.00000

Important 0.080000 1.92000| 2.00000

Very Important 0.880000 21.12000/22.00000

All Grps 1.000000 24.00000/25.00000
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Appendix E: Results of the Empirical Study (Correlation Between Questions)

Correlation between Question 5.1 and Question 8.1

Summary Table: Expected Frequencies (Surveydatal)
Marked cells have counts > 10
Pearson Chi-square: 11.0711, df=2, p=.003945

mployees are taken it nent treat employees treat emplo 1t treat employe, Row
Somewhat Important | Important Very Important| Totals

Somewhat Important 0.346154  0.807692 1.84615| 3.00000

Very Important 2.653846  6.192308 14.15385]/23.00000

All Grps 3.000000 7.000000 16.00000((26.00000

Correlation between Question 5.3 and Question 8.2

Summary Table: Expected Frequencies (Surveydatal)

Marked cells have counts > 10

Pearson Chi-square: 7.63889, df=2, p=.021943

yurages people to she ewards employees for 5 employe rds employees Row
Somewhat Important  Important Very Important Totals

Somewhat Important 0.120000 0.320000 0.56000( 1.00000

Very Important 2.880000 7.680000 13.44000{24.00000

All Grps 3.000000 8.000000

14.00000[25.00000
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Appendix F Modified Model

F.1 The Modified Model

The modified framework consggs of three man interlinked components. Knowledge
Management of the Organisation, Knowledge Management of the People, and
Knowledge Management of the Infrastructure and Processes. The organisation needs
to baance its focus on these three subsystems in order to achieve a successful

knowledge management effort.

The emphads in this modd is on the importance of digning the knowledge
management drategy of the organisation to the overal busness drategy of the
organistion.  The culture and managing the culture change when implementing
knowledge management are dso of utmost importance.  This modd provides a
holigtic gpproach to managing knowledge by including in the process customers,
suppliers, stakeholders, and environmental factors. The concept of organisationa

learning is dso catered for in this framework.

The author then focuses on the importance of the employees of the organisation, and
their contribution towards a successful knowledge management effort. There should
a0 be a concerted effort to make people fed part of the change when implementing
knowledge management. The organisation should adso encourage individua
learning, and innovative thinking with employees, and reward those that do produce

such results.

Findly, the infrastructure and business processes of the organisation cannot be
neglected when implementing knowledge management. The author highlights the
importance of hardware and software that will facilitate employees to share and
disseminate knowledge throughout the organisation. The business processes are dso
mentioned as they need to dlow for forma as wel as informd sharing and use of

knowledge within the workplace.
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The modified knowledge management framework isillustrated below:

KM of the
Organisation

KM of the
Infrastructure &
Processes

KM of the <>
People

F.1.1

Figure F.1

Knowledge M anagement of the Organisation

The Knowledge Management of the Organisation component deds with the overdl

activities that need to be peformed in the organisaion during the knowledge

management effort. At this leve, the organisstion needs to carry out the high-levd

activities such as cregting a knowledge management drategy, digning that drategy

with the business strategy, etc.

Frdly, a the organisationd leve, knowledge management must focus on the

following key activities

o o bk~ w DN PE

Perform a knowledge-based SWOT andysis.

Cregte avison for the KM initiative & providing a Leader
Align the KM effort with the business strategy

Plan & Designthe KM project (set goals & objectives)
Manage the organisationd culture and manage change(s)
Manage with a halistic approach, including:

a Customers

b. Suppliers

c. Shareholders
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d. Other Stakeholders
e. Busness Environment
f. Competitors
g. Ovedl Environment
7. Cregte & Manage organisationd learning

F.1.1.1 Perform a Knowledge-based SWOT analysis

Zack (1999a:126) argues that the strengths, wesknesses, opportunities and threats
(SWQT) framework is arguably the most well-known approach to defining srategy
in busness. He (Zack, 1999a128) therefore recommends using the SWOT

framework to identify the organisation's knowledge gep and hep it define its

knowledge strategy.
This processisillugtrated in the figure below (Tiwana, 2000:153):

What your What your
company must Strategy-Knowledge company must
know Link do
Knowledge Gap Strategic Gap
What your w What your
company Knowledge-Strategy company can
knows Link do

FigureF.1.1.1.1

It is dso important to identify the knowledge gaps in terms of the two forms of
knowledge, tacit and explicit knowledge. The author argues that it is tacit knowledge
that redly gives an organisation its competitive edge.  Hence, by filling these
knowledge gaps, the organisation will be in a better postion to compete in an

innovative way.

An Investigation of Knowledge Management Implementation Strategies 295



Appendix F: Modified Model

In identifying these knowledge gaps, the employees of the organisation should aso
be conaulted. It is extremey important to involve employees as much as possble in
knowledge management, because by dlowing them to participate in cregting
something new, they will support it more readily than if they are told to do so. The
input of employees a this levd will dso reved some knowledge gaps tha

management might not have thought of.

It is very important that the knowledge-based SWOT andyds is condgtent with
gysems thinking. This means that the organisation should be consdered to be a
gysem, with sub-systems and interactions between these sub-systems.  Therefore,
any knowledge gap in the organisation should be andysed on the overal picture, and
dso on the sub-sysem and interaction levd. This will ensure that the KM initiative

is conggent with systems thinking.
F.1.1.2 Creating a Vision for Knowledge M anagement & Providing
a L eader

Top management needs to create and share a vison for the knowledge management
initiative.  Senior  levels of management, together with the employees need to
aticulate how they expect the organisation to benefit from the knowledge
management effort, and how this will benefit the employees and their work. The
vigon is the long term drategy that will drive the knowledge management initiative
and provide the scope within which the knowledge management effort and the
organisation will grow. The vison should adso encompass the core beliefs and

vaues of the organisation.

A very important aspect of the vison is a working definition of knowledge and
knowledge management for the organisation. Top management should clearly define
what they mean by knowledge and knowledge management in the context of their
organisation and ther line of work. In particular, one of the mogt important points is
the didinction between data, information and knowledge. By not having a clear
definition of knowledge, this can lead to confusion in the minds of employees and
hamper the knowledge management effort. This will aso help employees better
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understand what they are being asked to contribute to the knowledge management
effort, and help bring about knowledge-sharing in the organisation.

The cregtion of the vison can be done in two ways. Top management can ether
gopoint a chief knowledge officer (CKO), who will create the vison, or they can
create a vison and entrust the CKO to carry it out. This process depends on where
the CKO ranks on the corporate structure, and the needs and preferences of
management.  The author argues that it is not important whether the CKO is a
member of the board of directors or not, nor is it important to whom he/she reports
to. By appointing a CKO, the board of directors conveys a clear message to the rest
of the organisation that knowledge management is a serious issue for the

organisation.

It is extremely important a this point, that the employees of the organisation are
dlowed to share in the making of vison of the organisation. The author suggests
that management condder assembling working groups of employees from different
sectors of the organisation, and alow them to braingorm about their vison statement
for the organisation. This will creste a sense of beonging for the employees, and
dlow them to participate in the change process. It will dso make them accept the
change process more reedily than if they were not dlowed to participate in it. This
process will idedly result in a vison saement where top management’s aspirations

aswell asthe workers aspirations are met.

The leader of the knowledge management effort should idedly be the chief executive
officer (CEO). This will send a clear message to the employees that the organisation
is serious about KM, and will provide the commitment from top management for the
knowledge management initigtive. In particular, the knowledge leader should act as
a role modd for sharing and disseminating knowledge in the organisation and should
be seen doing so. They should champion knowledge management frequently and
emphasse the sharing of knowledge in everyday work, projects and research,
between business units, departments and across the entire organisation.

In many ingtances, the CEO is taken up by other responghilities, and the task of
being the knowledge management leader can be left to the CKO. The CKO should
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be the person in the organisation who champions the knowledge management effort,
and who acts as an intermediary between the various parties in the organisation. The
main responghilities of the CKO should be to help integrate the three levels of
knowledge management, namely the organisation, the people and the processes and
infrastructure.  The CKO should help bring down barriers to knowledge sharing and
digributing, and the hierarcchy that exists in the organisation. Idedly, the CKO
would bring people of different busness units, departments and across geographica
locations together in a bid to encourage them to share and distribute knowledge
among themsdves and others. However, the CKO should avoid getting involved in
the day-to-day running of projects or detals that should be best delegated to front-
line managers. It is important that the CKO act as a visonary and champion, and
channd the efforts of others in order to further the knowledge management effort
ingtead of dedling with technology or human resources problems.

The CKO should dso be responsble for the following:

= Building KM awareness

= Developing KM processes

= Coordinate KM activities among business unites

»  Assessing KM effectiveness
These activities are crucid to the success of the KM effort in the organisation, and
the CKO should take into consideration the organisationa culture while carrying out

these activities.

F.1.1.3 Aligning KM with Business Strategy

It is crucid that the KM effort is not a project that is undertaken on its own without
any link to the overdl busness drategy. The literature consstently emphasises the
importance of the link between the busness drategy and knowledge management,
and the author agrees on this point. The organisation's overdl drategy can be
defined as the high-level plan that directs the business while baancing its resources,
interna forces and externa influences. A knowledge manegement srategy can be
defined as the high-levedl plan that defines how and where the knowledge resources
of the organisation are used to further the competitive edge of the organisation.
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The author again refers to Tiwana (2000:153) to illustrate how the organisgtion can
derive thislinkage:

What your What your
company must Strategy-Knowledge company must
know Link do
Knowledge Gap Strategic Gap

What your W What your
company Knowledge-Strategy company can
knows Link do

FigureF.1.1.1.3

The organisation should look at its knowledge gap and its Strategic gap, according to
figure F.1.1.1.3 above. By looking a the drategic gap, the organisation will discover
the difference in what it wants to do and what it can do, and by looking at its
knowledge gap, it will determine the difference between what it knows and what it
needs to know in order to carry out its strategy. Explicating this link between what it
must know and what it can do is extremey important, Snce it will determine how the
organisation aigns the knowledge management srategy to the business strategy.

The most basc component of the knowledge drategy of any organisation is to
determine the tacit and explicit knowledge gaps that will provide it with a
competitive edge. Furthermore, as pat of aigning knowledge management drategy
to the busness draegy, the organisation must dso look a its tangible and
knowledge resources and clearly define how these resources will be put to use in
order to achieve the gods of the KM effort.

The KM drategy of the organisation should take into consderation its organisationa
culture.  The literature contains numerous examples where knowledge management
initiatives have faled in organisations because their gpproach was incompatible with
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their culture. Therefore the organisation needs to look a the way its business is
caried out, and the culture in the workplace and design a knowledge management

drategy that does not conflict with that culture.

In keeping the knowledge management effort consgent with systems thinking, the
organisstion must extend the knowledge drategy to the sub-systems of the
organisdtion.  This might entall explicating knowledge drategies for esch sub-
sysem, and in this case, it should be ensured that the drategies in the sub-systems
are compatible with the overal knowledge Strategy.

Management should dso involve employees in this process. One way of doing this
would be to have groups of employees bransorm about their views on the
knowledge drategy of the organisation and how it links to the overdl busness
drategy. Agan, by dlowing employees to participate in the change process, they
will support it.

It is dso crucid that the knowledge drategy of the organisation is not defined
without regard to what its competitors are doing. The organisation needs to look at
the knowledge trends in the industry and its markets and define its knowledge
Srategy accordingly.

F.114 Plan & Design the KM project (set goals & objectives)

The knowledge effort of the organisation should start with a pilot project. Once the
pilot project is complete, the CKO can review its effectiveness, and then decide how
the knowledge initigtive should be implemented in the rest of the organisation. The
CKO must make sure that the pilot project(s) is dtarted in an area(s) where there is
dready an inclination towards or an understanding of knowledge management. This
will ensure that the people are enthusiastic about trying something new and
achieving results in the project. By achieving visble results in the pilot project(s),
the CKO will encourage other people in the organisation to learn how they can use
KM to peform better and that sharing and didributing knowledge does benefit
everyone. The pilot project itsdf can take three different approaches: organisationd-
wide, departmental- or unit-wide, or amixture of both.
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With the first approach, the knowledge management project is rolled out throughout
the entire organisation, with dl divisons, depatments and busness units
participating. This approach obvioudy carries the most risk, because of the logigtics
problems and cultura factors associated with rolling out a new project. The author
does not recommend implementing knowledge management in this way, because it
will not be perceived to be a red project by the employees. This is because unlike
norma projects, people are used to deadlines and concrete results, and a knowledge
management initiative sldom yidds such reaults in the short to medium term on an
organisationd-wide scde.  Furthermore, al employees will not be willing the change
the way they are used to working or communiceting, because they do not see the
benefit in doing so. The concept of knowledge sharing will take some time to get
used to, and will require several workshops and seminars and continuous education
to convince employeesto do so.

The second gpproach is a safer one, requires the organistion to initiate the
knowledge management project to be rolled out within a business unit or a divison
or a depatment. The CKO should choose a unit where the people will be more
willing to accept new ideas and new ways of working and communicating than the
red of the organisation. This kind of test project is more easly controlled, and
involves the least risk, since it only involves a few people, and the CKO should
ensure that they have been briefed on the concept and practices of knowledge
management and knowledge sharing. The author proposes that the project should
last between sgx to twelve months, in order for results to be gpparent.  Once this test
project proves successful, then knowledge management can be gradudly
implemented in other business units. This will make sure that after the test project,
the results and benefits can be advertised to the rest of the organisation, and this will
make implementing knowledge management to other busness units much more
esser. This method will dso acclimatise employees to the concepts and practices of
knowledge management, and help change the organisationd culture.  This will
ensure that there is the least redgance from employees when knowledge

management is being rolled out in their units.
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A combination of the firs two approaches results in a mixed approach, involving
rolling out the knowledge management project in a number of busness units that are
totaly separate from one another over a period of six to twelve months.  This method
involves more risks that the sngle approach, but less risks than the organisationd-
wide approach, since monitoring a few projects for the CKO will prove more
difficult that monitoring a dngle project. However, the author thinks that this
method might actudly be more beneficid to the organisaion in the sense that the
CKO will be able to observe how different types of employees react to the same
project. By choosing busness units which are as different and separate to one
another as possible, the CKO will be able to experiment on a wide variety of people,
and work processes. This will enable the CKO to observe how people doing
different work will react to the concepts and practices of knowledge management,
and this will be useful when knowledge management is rolled out to the rest of the
organisation.

Once a method of implementation is chosen, the CKO needs to plan and design the
roll out of the project. The author proposes that the initid pilot project should be
implemented as any other project, with deadlines, budget consderations and reward
incatives.  This will ensure that the employees take this project serioudy, and
participate fully towards the gods of the project. It is very important that the CKO
sets reasonable and attainable goas and objectives for the test project, otherwise the
employees paticipating in the project will become disllusoned with knowledge
management and the advertised benefits of sharing knowledge. The objectives and
gods of the test project should be atanable in a period of Ix to tweve months, in
order for people to be able to see the benefits of knowledge management, and
become convinced of its usefulness.

The CKO should dso involve employees on the planning and desgn of the pilot
project. This will ensure that they will support the pilot project, and aso help the
CKO in setting reasonable objectives and benchmarks. The CKO should then initiate
the project.

After the test project has been completed, the CKO should then re-evauate the
effectiveness of the goas and objectives of the project, and if need be, modify the
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gods and objectives for the full implementation of KM in the organisation, after
consultation with the employees who participated in the pilot project(s).

F.1.1.5 M anage the or ganisational culture and manage
organisational change

The CKO has the very important task of managing the change in organisationd
culture that implementing knowledge management demands. In most cases, the
CKO will have to hdp move the organisationd culture from a closed gSructure to an
open, flowing one, inditute new working methods, encourage people to share ther
experiences and knowledge, provide inspirationa leadership, and involve everyone
in the organisation to participate in and contribute to the change. It should be taken
into congderation that the change in culture will take a long time to hgppen. Other
norms that will probably need to be dtered arer shared responsbility between
management and workers a continuous  learning  environment;  promote
accountability; and a vaues-based environment. A very important aspect of the
knowledge management culture is that is should be an environment where people are
encouraged to share idess, problems, successes and failures. This will lead the way

to the organisation learning from its people.

It would be inappropriate for the CKO to plan and initiate a knowledge management
project and expect it to be carried out. What actudly takes place in the organisation
depends on a large extent on the people and their behaviour in the work place, and on
the organisational culture. The literature abounds with case studies of organisations
where knowledge management initiatives have faled because of improper
management of culture. Therefore, the author recommends that the objective of the
change is not to change the organisationd culture dradticdly, but to modify the
behaviour of people in a way that suits the demands of knowledge management in
the context of the organisation, in the same way that the KM drategy needs to be
compatible with the organisationd culture. It should aso be noted that the literature
supports the view that there is no right way of doing knowledge management, and
that whatever means that suit the organisation should be used.
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The author argues that the most important factors in managing the chenge in culture
ae a shared vison by employees and management, support and commitment from
top management, trust between employees and management, communication and
acceptable reward incentives.  Hence, it is important that top management initiate the
process, and provide support for the rest of the organisation. Top management can
then delegate day-to-day traning and support to middle management, who will be
responsble for communicating top management’s intentions to the workforce.
Therefore, the CKO should ensure that al these factors are present before initiating a
full project for the organisation.

The author recommends that one way to bring about a change in culture effectivey is
to educate people continudly about knowledge management, and inform them of
what is required of them. The employees should dso be involved in determining
what needs to change, and how to change it. This will ensure their support in the
knowledge management initiative.

The author also contends that no amount or extent of existing technology can replace
human interaction in the organisation. This is especidly evident when it comes to
transferring  tacit knowledge, where human contact is essentid.  Hence, top
management need to communicate this properly to middie manegement, who will be
responsble for providing an environment conducive to tecit knowledge trandfers in
the workplace.

The implementation of suitable reward schemes is dso of utmost importance.  Top
management need to redise that this does not only mean monetary rewards, but aso
includes recognition of the individud’'s or the team’'s achievements. In some
instances, monetary rewards may even be detrimental to the knowledge management
initiagtive. Hence, a combination of cash rewards and recognition rewards would be
better suited. One example of such a reward structure would be to ingtitute an award
based on an innovative idea or invention in a paticular field, or a performance-based
award. These awards could be presented at annua general meetings, staff meetings
or the organisation could organise a gspecid annua event for the purpose of
rewarding daff. The author argues that it would be the responghbility of middle

managers to ensure that rewards and recognitions are awarded to the right people.
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Finaly, the CKO should put into place forma structures and processes that will ded
with the vaious organisationd changes that will take place during the
implementation of the knowledge management initigive.  This will ensure tha
problems and issues which manage to filter through the newly-implemented channds
will be dedt with swiftly. This is important because the employees should not be
made to fed left out of the knowledge trandformation process. It is important to
remember that knowledge manegement is not a once-off project, but an incrementd
process, whereby change is constantly challenging the organisation and its people.

F.1.1.6 Manage with a holistic approach

The author argues that a knowledge management effort should not teke place with
the organisation focusing only on itsdf. Based on Skyrmes (1998) Knowledge
Layers in his Knowledge Strategy, the author proposes four environmental factors
which aso need to be managed by the CKO and the organisation within its context of
managing knowledge. These factorsare:

a. Stakeholders

b. Competitors

c. Busgness Environment

d. Ovedl Environment

It is very important that the organisation should dso pay attention to its various
dakeholders, namey the customer, suppliers, shareholders, employees, and its
immediate community. By developing and andysing knowledge about these factors,
the organisation will be in a pogtion to identify and forecast trends in its

environment.

Firdly, the organisation must teke into condderation its customers and their needs
and knowledge needs. It is crucid that the organisation develops an understanding
of what the customers want, and wha knowledge they want, since this will affect the
way the organisation acquires knowledge about its customers.  Furthermore, by
acquiring knowledge about the customers and sharing knowledge with the customers,
the organisation will be in a pogtion to andyse trends with cusomers as wel as with
the market. Furthermore, the organisation might even be able to forecast trends in
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the maket based on the knowledge it has acquired. This will provide the
organisation with the opportunity to become proactive in meeting customer needs,

generaing new opportunities for business.

It is dso important that the organisation carry out the same process with its suppliers.
This will endble the organisation to share with its suppliers the knowledge that they
need to provide the best service to the organisation. By creeting a flow of knowledge
between the organisation and its suppliers, the organisation should be in a pogtion to
forecast its supply needs in terms of the trends it has identified in the market. This
will dlow the business to take a proactive sance when it comes to securing its

supplies.

Thirdly, the organisation needs to pay atention to its shareholders, and their views
on the operations of the organisation. Shareholders can provide vauable insghts
into the drategic running of the organisation if they ae given the opportunity to
participate and share knowledge with the organistion. This will ensure tha
shareholders know what the organisation is doing, and will fed a sense of beonging
with the organisation.

The author agues that the contribution of the employees in a knowledge
management effort is invauable to any organisation. In this respect, the organisation
should create and improve the knowledge flows between its employees and
management.  This will provide the opportunities for employees to share ther
vduable knowledge with management, and participae fully in the knowledge
management effort. The employees of the organisation are its most vauable asss,
and the author holds the view that any knowledge management effort is doomed to
fal if the employees ae not fully participative in that process This point will be
discussed further during the Knowledge Management of the People section.

It is adso important for the organisation to look at what its competitors are doing, and
to collect and anadyse knowledge about them. The author argues that this is
especidly important in the early dtages of knowledge management, when the
organisation might learn vauable lessons from what the competition has dready
done in this fiddd. For example, by adopting a practice of a compstitor, the
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organisation might discover useful knowledge about the market.  Imitating the
competition in the early days of knowledge management might aso save the
organisgtion a lot of time and money in developing their own practices and systems
while bringing them up to the same levd of knowledge management. If this Srategy
works, the organisation can then gtart developing its own practices and systems, and

gan alead on the competition.

The organisation does not operate in a vacuum. It is therefore very important thet it
performs an assessment of its busness environment in terms of the knowledge that it
needs in order to remain competitive and innovative. By acquiring and andysing
knowledge in of the busness environment, the organisation can identify and predict
trends thus preparing itsalf to meet future needs of the market.

Furthermore, the organisation should aso not lose sght of the overdl environment in
which it operates. It is important that the organisation andyses knowledge about
governmental  regulations, globad maket trends, socid and politica  trends,
technologicd trends, and findly community demands. This will dlow the
organisation to market itsdf in a way tha takes into condgderaion the needs of the
immediate environment in which it operaes while remaning a the forefront of

innovative products and services.

F.1.17 Create and Manage Organisational L earning

The author proposes a ‘knowledge life-cycle in order to create and mantan
individud and organisaiona learning in the organisation. According to Rubengtein-
Montano, et al, (2000) the literature abounds with such frameworks which are mostly
precriptive.  Rubengtein-Montano, et al, (2000) argue that the idea knowledge
management  framework  should have both  descriptive  and  prescriptive
characteristics.  Therefore the author has devised this cyce with a prescriptive
gpproach, the rest of the framework being descriptive in nature. The author has dso
included double-loop feedback in this cycle, following Rubenstein-Montano, et al,
(2000) recommendations. The knowledge life-cycle is shown below:
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1 Create New Knowledge <«

a |dentify new knowledge

b. |dentify old & existing knowledge
Identify Knowledge relevant to organisation
Veify sdected Knowledge
Capture & Organise Knowledge

Disseminate & Use Knowledge

o o M 0w N

Combine new knowledge and re-evauate assumptions to Creste

Knowledge

Firgly, knowledge needs to be created for the organisation, based on a sdection of
the interna and externd knowledge needed by the organisation. The internd
knowledge can be found within the organisgtion, paticulaly with the employees,
and to a cetan extant, in documents or previous knowledge repodtories.  The
externa knowledge should be identified from externa sources, such as customers,
competitors, stakeholders, business environment, etc. Furthermore, the organisation
aso needs to identify old and existing knowledge as well as any new knowledge
which it might need during the course of the knowledge management effort, and for
the busness in generd. It is important at this stage to identify which knowledge is
explicit and which knowledge is tacit in nature, snce this will affect the orage
medium of the knowledge

The next gep in the cyde is to identify which knowledge is rdevant to the
organisation in terms of its knowledge management drategy and its business
drategy. It is important a this point, that usdess knowledge is not accumulated, in
order to avoid clutter in the knowledge repositories.  Furthermore, if the repostories
are easy to search and employees do not have to sft through useless knowledge, this
will incresse the likdihood of employees usng the repogtories to look for

knowledge.

It is dso important that the knowledge which has been sdected to be included in the
repodtory is verified, in terms of its relevancy and importance to the organisation.

This will avoid any decisons being made on the bass of erroneous or outdated
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knowledge later on. Agan, by avoiding usdess knowledge in the repostory,
employeeswill be encourage to use the repositories to look for relevant knowledge.

The next gep is to capture that knowledge, and organise it in relevant sections.  For
example, knowledge repostories could be crested which include the explicit
knowledge that has been identified and verified. Such repostories could be in the
form of databases, data warehouses, intranet or internet web pages, text documents,
and the likes. For goring tacit knowledge, the author recommends usng a ‘human’
medium, such as cross-functiona ‘knowledge teams, which would be responshble
for the sharing and disseminating knowledge throughout the organisation. This is
due to the difficulties of trandating tacit knowledge into explicit knowledge.
However, by encouraging employees to use the knowledge repositories to retrieve
and store knowledge, more and more tacit knowledge will be transferred to those
knowledge repositories.

This knowledge dso needs to be organised in a meaningful way so that when
employees are looking for something specific, they can find it easly and quickly. A
meaningful data Storage dructure can be worked out by the CKO taking into
congderation how it will best suit the organisation and the employees. However, the
author warns of classfying knowledge only according to traditional ways, such as
content. P Novins & R Armstrong (1997:45) argue that knowledge could aso be
classfied in terms of its usars goplicability, transferability, richness, age and
reliability. They (Novins & Armdrong, 1997:47) date that their work has reveded
that knowledge is ussful when dasdfied in terms of applicability and transferability,
and the author agrees.

The CKO should aso encourage people to disseminate that knowledge, and to use it.
Usng cross-functiond knowledge teams is a vey good way of disssminating
knowledge throughout the organisation, snce it ensures that knowledge from
different parts of the organisation will be shared with other parts of the organisation.
The knowledge can dso be disseminated through the use of intranet web pages,
newdetters, knowledge forums, etc. There is dso a need for the CKO to encourage
the employees to use that knowledge. This is important because it might cut down

on time and monetary resources when it comes to product development or project
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management. By looking at what has been done before, and how it has been done,
time and money can be saved on ddlivery times.

The last gep of the cycle is a double-loop learning feedback. The author proposes
this loop to conform to the systems thinking advocated by Rubenstein-Montano, et al
(2000). This gep involves re-evduating assumptions held by the organisation and
usng these new assumptions with the knowledge created by the organisaion to
create new knowledge. The author argues that this process will generate innovative
knowledge and dlow the organisation to produce innovative products and business
processes. The author aso argues that for this process to be successful, cross
functiond knowledge teams are needed, because of ther varied knowledge and
assumptions. By usng different or even conflicting assumption, cross-functiond
teams will be in a pogdtion to produce new assumptions which can be innovetive

when combined with the new knowledge of the organisation.

F.1.2 Knowledge M anagement of the People

At the Knowledge Management of the People levd, the focus is on managing people,
their behaviour, their expectations, and their potentid to contribute to the success of
the knowledge management effort. There should aso be a concerted effort to
encourage employees to share and use knowledge in the workplace, and to reward

people who do so.

The most important asset of any organisation is its employees, snce most of the
knowledge resides in ther minds. Hence the author proposes that the CKO puts in
place specific processes in order to manage the employees, since learning and
knowledge creation can only occur through them. The framework proposes the
following activitiesto achieve this:

1. Manage people asindividuds
2. Encourage Sharing and Use of Knowledge
3. Encourage Individud Learning and Innovative Thinking
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4. Implement reward plans and incentives to promote above

F.1.2.1 Manage People asIndividuals

It is important that management recognise tha organisationd learning can only take
place through individud learning. It is only through a person's willingness and
ability to learn and use new knowledge that the organisation can in turn learn and use
that knowledge. Hence it is important that the employees in the organsation ae
tresied as individuds and that management consders each person’'s opinion and
input. This will ensure that employees fed that they are important and will reinforce
the fact that they are more willing to accept change if they are part of that change.

This does not mean that management should hold face-to-face meetings with every
employee.  Management can easly make people fed important by creating teams of
four to five employees, who get together and discuss business practices, ther role in
the organisation, their contribution, and their suggestions about how to improve their
work conditions. Each team then submits their best idea or suggestion to their
manager, who then submits these to the CKO. The best idea or suggestion should be
put into practice, and if it results in a noticesble improvement in the busness the
team should be rewarded for it. However, the author warns about putting too much
emphass on rewarding the team which produced the best idea, since this might make

the other teamsfed like their ideas were not good enough.

This process might make employees fed tha management is more willing to ligen to
their suggestions and contributions to the organisation.  Furthermore, this might
produce some innovaive thinking from employees in terms of business processes

and product development.

F.1.2.2 Encour age Sharing and Use of Knowledge

The CKO should be responsible for putting into place the appropriate structures and
processes so that people are motivated to share and use knowledge in the workplace.
This might prove to be a difficult task, since the traditiona workplace attitude is that
of ‘knowledge hoarding’, whereby the individua makes an effort to acquire and
retain as much knowledge about the organisation as possible in order to keep his job.
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It is the respongbility of the CKO to change this attitude, and to provide the
necessary reward and motivation to encourage people to share more knowledge with
ther colleagues and with management, as well as with subordinates in a concerted
effort to trandfer useful knowledge throughout the organisation. The CKO will have
to use his leadership skills to demondrate convincingly that people who divulge what
they know will not be retrenched, as traditiond organisationd vaues woud predict.

The author recommends that the CKO gdat by sharing with employees something
which would never be divulged to the rest of the organisation previoudy. A decison
reeched by top management a a board meeting which can affect the entire
organisation is a good example of the this By reveding what was discussed and
decided upon at the highest leve, the CKO will establish trust with the employees,
who will fed that they can be trusted with this knowledge without any risks. In turn,
they will fed that they can trust the CKO with their persond knowledge. It is
imperative that this process be successful, otherwise the entire knowledge
management effort will be afalure

At the same time, the CKO needs to establish a ‘push’ factor to force employees to
share knowledge even if they do not want to. A good example, would be to force
employees to search through the knowledge repository before starting a project or a
busness venture. By explaining to employees that this practice could cut the time
they spend learning how to solve the problems of their project, the CKO can
motivate people to share knowledge about their projects.
McDermott and O'Dell (2001:79) propose three ways by which to make sharing
knowledge an important factor in their busness:

1 Make sharing knowledge a direct part of the business strategy

2. ‘Piggyback’ sharing knowledge onto other businessinitiatives

3. Share knowledge commonly as part of norma work

These practices have proved their worth in companies which have adopted them
(McDermott & O'Ddl, 2001:79-80), and the author recommends using these

methods to encourage peopl e to share and use knowledge in the workplace.
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At this point, a very important digtinction should be made between the two forms of
knowledge, tacit and explicit knowledge. These two forms of knowledge need to be
managed differently, since tacit knowledge is embedded insde the minds of people,
and need to be shared with the rest of the organisation. The following diagram
illugtrates the process by which this can be achieved (Nonaka, 1998:28):

Tagt | Sooooooeeeeoeeeooee Taxit
| Internalisation | | Articulation !
Blict | Explicit

Figure F.1.2.2

By dlowing formd and informd tacit to tacit trandfer of knowledge, and the
subsequent tacit to explicit and explicit to explicit and ultimatey explicit to tecit
transfers of knowledge, the organisation is cregting an extremey important cycle of
individud learning, whereby the individuds of the organisstion are leaning from
other individuals. In time, this process will provide the necessary knowledge base
for organisationa learning, where the organisation itsdf can be said to be ‘learning’.

F.1.2.3 Encourage Individual L earning and I nnovative Thinking

Drawing from F.1.2.2 above the CKO should encourage individud learning in the
organisation. This can be done in a variety of ways, the easest d which would be to
demondrate how sharing knowledge with other employees and learning from them
can result in improved products and services and time and cost reduction. The CKO

can aso organise a number of forma activities, such as knowledge fairs, workshops,
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and seminars amed a creating the environment necessary to share and learn. The
employees might resst this process at firg, but if the CKO advertises that these will
be forums where ideas and opinions taken from employees will be rewarded and

maybe even used in the business, then people might be encouraged to participate.

The use of cross-functiond knowledge teams is dso recommended, since they credate
knowledge flows between different departments and help to transfer tacit knowledge
throughout the organisation. The CKO should choose people who are tdented at
what they do, and who are willing to learn and share knowledge with others fredy,
and give them a free mandate to create. This is very important, because different
departments harbowr different kinds of knowledge about the organisation and its
products and services. If these different knowledge items are shared, they might
ingtigate a different line of thinking about a product or process and therefore cregte a
line of innovaive thinking. The creation of innovative products and services is

extremey important in making the organisation competitive in its market.

The CKO should dso implement the notion of double-loop feedback in the form of
chdlenging assumptions in conjunction with new knowledge. This is where cross-
functiond knowledge teams can make the most impact.  While granting them a free
license to creste knowledge, the CKO should aso ensure that they are willing to
chdlenge exiging assumptions and look a dgtuations from an  unconventiond
perspective.  This will dlow them to create innovative products and business

jprocesses.

Furthermore, by dlowing individuds and teams to learn and to contribute to the
oved| effectiveness of the organisation, the CKO will ensure that employees will be
more willing to be a pat of the change process of knowledge management. This

commitment from the employeesisimportant for the success of the effort.

F.1.2.4 Implement Reward Plansand I ncentives

Another very important pat of managing employees in a knowledge management
paradigm is the rewards and the incentives tha the CKO awards them for ther
contribution towards the effort.
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Unlike traditiond reward schemes, where the emphass is on monetary vaue, the
literature recommends a departure from this norm. As mentioned in F.1.1.6, the
author recommends that the CKO implement a scheme where awards and monetary
rewards are both awarded to employees who contribute. By recognisng an
individua’s abilities and/or peformance, or a team’'s performance and rewarding
them with a coveted award, the CKO can encourage other employees and teams to
try and match the same knowledge- based performance and abilities.

It is the responghility of the CKO to implement a reward scheme which suits the
organisational culture that prevails in the workplace. If the reward scheme does not
it the employees, then the knowledge management effort will fal due to lack of

support from employees.

F.1.3 Knowledge Management of the Infrastructure and Processes

The third component conssts of managing the infrastructure and the processes of the
organisation which will support the overdl knowledge management effort. The
organisation should be concerned with factors such as the corporate intranet, the
softwae and hadware that will assst people in shaing knowledge ~ The
organisation should aso re-evaduate its business processes in order to dign them

with the paradigm of knowledge sharing and people-oriented processes.

There are two digtinct parts to this process:
1. Managing the Technology
2. Managing the Processes

The CKO has to manage the technology which will engble the storing, sharing and
disseminating of knowledge. The CKO will dso have to re-evduate and/or devise

the business process to alow the employees to share and use knowledge.

An Investigation of Knowledge Management Implementation Strategies 315



Appendix F: Modified Model

F.1.3.1 Managing the Technology

Managing the technology which will support the knowledge management effort is as
important as managing the people and managing the organisation in a knowledge
management effort.  The literature abounds of examples of knowledge management
efforts where dl the emphasisis on the technology and not on the peaple.

The CKO has to plan what type of technology the knowledge management effort
needs in order to be successful, and implement these technologies. In most cases the
organisation dready will have quite an extendve Information Technology (IT)
infragiructure, and the CKO will only need to built upon this to achieve his goas.
There are too many IT solutions for the author to be able to recommend any

particular one, therefore only brief guiddines will be mentioned.

Firdly, the author argues that a basic networked PC is needed for every knowledge
worker who has been identified. This PC needs to be loaded with the following
basics software: word processor, spreadsheet, database, presentation tool and a
webste cregtion tool. The author recommends using Microsoft's Office suite as a
gtandard office productivity tool, including Microsoft Frontpage.

The author recommends implementing 1T infradtructures which will dlow easy
communication between employees, in other words collaborative technologies. For
example, a corporate intranet linked to the knowledge repositories of the organisation
could dlow employees to access and retrieve information about past projects, and
hence save time and money when garting a new project. This intranet in turn could

be connected to the Internet, and provide access to aworld of information.

Other technologies that the author recommends are eectronic meeting rooms and/or
videoconferencing capabiliies.  These will dlow communication with employees
who are geographicaly far apat, and dlow sharing of knowledge even across
nationd boundaries. The use of such groupware will greatly enhance the &bility of

employees to communicate over long distances.
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The CKO should aso choose the medium of the knowledge repository with care.  If
the access and retrieva time from the repogtory is long, employees will not use it to
look a previous works. The knowledge workers should be able to access and
retrieve knowledge from their desktops eadly and quickly. If there is a need to build
a customised software to communicate to the knowledge repository, the CKO should
ensure that the usars are involved in the systems development process from the
beginning. The author recommends usng the organisation’'s intranet and web
fecilities to achieve this, snce most novice PC users find the Web easy to use and
manipulate.

Davenport, et d, (1997:14) ague that the organisatiion needs to achieve a
comfortable balance in its knowledge structure.  The author concurs, and argues that
on the one hand, the knowledge repository should have an eadly understandable
dructure and categories so that users can find what they are looking for eedly.
However, the knowledge stored should not be over-categorised and over-structured,
otherwise it will lose its essence.

However, every technology has a downfdl in that the emphass shifts from usng the
technology to enhance or facilitate work to using the technology for the sake of using
it, and the CKO must ensure that this does not happen.

Where the workers involved are not computer literate or smply not literate, the CKO
should devise ways to ensure that their contributions are not overlooked simply
because they cannot read or use a computer. In a South African context, this is a
redlity which needs to be taken into consderation, especialy when it comes to line
workers. There are a variety of ways of bypassng this problem, one of which is to
train a number of these line workers to be computer literate, and these empowered
workers are then responsible to extract the tacit knowledge from their colleagues and
document it on the knowledge repository. This will ensure that the tacit knowledge
of production workers is not logt, and will further reinforce the feding that
management wants to involve everyone in the knowledge management initiative.
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F.1.3.2 M anaging the Processes

It is the CKO's responghility to put processes in place in order to facilitate the
cregtion of organisationa learning. The business process should be re-evauated and
modified if need be so that the employees can create, identify, verify, capture,
organise, dissaminate and use knowledge eesly throughout the organisgtion. In
essence, the CKO should devise methodical processes to ensure that the organisation

does not lose knowledge, but retains it.

McDermott & O Ddl (2001:82) argue that the organisation should make use of its
exiging informa networks and the author agrees. The CKO should use these
informa networks to the best of therr potentid, perhaps by making them officid,
giving them more resources and rewarding them (McDermott & O’ Dell, 2001:82).

However, sometimes the workplace processes will need to be modified to suit the
knowledge paradigm. The modification of exiging processes will imply changing
the way people do things in the organisation, and the CKO will undoubtedly
encounter resstance to change from the employees. This is why it is important to
involve the employees in the process from the beginning. The CKO might find it
more useful if the employees are asked to change their own business processes to
meet the needs of a knowledge environment. The author argues that employees will
be more willing to change the way they do their work if they are asked to devise new

and more efficient ways to do so.

It is important to remember that knowledge management is not a once-off project,
but an incrementd one, and that the business processes should be regulaly re-
evauated to gauge whether they are creating an environment where knowledge can

flow fredly.

Another very important aspect of managing the knowledge management processes is
the measurement of the impact of knowledge management on the busness. The
CKO is regponghble for devisng suitable metrics that measure how effective the
knowledge management effort is to the organisation, and other impacts as well.

An Investigation of Knowledge Management Implementation Strategies 318



Appendix F: Modified Model

However, the author cautions againg usng only financid indicators as a measure of
the success of knowledge management effort. For example, it would be impossible
to assign financid vaue on the know-how and experience of the employees of an
organisation.  However, one cannot deny the vaue of such know-how and
experience. Hence, knowledge management achievements cannot adways be
quantified in monetary terms, and the CKO should ensure that top management is
made aware of this, and devise other melrics to represent progress accurately.
Davenport, De Long, and Beers (1997:9) use the following success indicators, and
the author agrees with them:

1 Growth in the resources linked to the project

2 Growth in the volume of knowledge content and usage.

3. Surviva of project without support of only one or two individua

4 Some evidence of financid return
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